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HELPING NONPROFIT ORGANIZATIONS SINCE 1990

Resources to Strengthen Your Organization's

Fmancml Management

Public and Private Training Programs: Accounting, tax, and financial
management seminars presented throughout the U.S., as well as
board governance and other training customized and presented
privately just for your organization.

Anti-Fraud and Internal Control Services: Under the direction of Gerard
Zack, Certified Fraud Examiner and nationally-recognized expert
on fraud in nonprofits, these services are designed to improve
your internal controls and other defenses against fraud.

Model Accounting and Financial Policies & Procedures: This CD-ROM
includes hundreds of critical policies ready for you to implement or
customize for use in your organization, resulting in a comprehensive
manual covering all key areas.

Online Resource Library: Our online library is continually updated with the
latest information on accounting, tax, audit, grant, and financial
management issues, as well as key federal laws and regulations,
all available at your fingertips 24/7.

‘ Nonprofit Resource Center
1700 Rockville Pike ® Suite 400 ® Rockville, MD 20852  (800) 883-6247

For more information about these resources, visit our web site: www_nonprofitresource.com
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* Editor’s page

Together

Success comes
from knowing

| which perspective
to apply when.

directors, your biggest chal-

lenge isn’t learning the skills
you need but deciding when to
apply each one. Your struggle, as
the authors of The Executive
Director’s Survival Guide put it,
isn’t so much how to do your many
tasks but how to put all the pieces
together, be effective, and still
have time for yourself. (See the
review of this solid and engaging
book by Mim Carlson and Margaret
Donohoe on page 32.)

The lines between leader, man-
ager, and administrator have
become so blurred that people
often use these words interchange-
ably. But each is a separate role
with sharply different priorities.
Success comes from knowing
which perspective to apply when.

The authors of “The Three
Roles of Nonprofit Management”
(page 22) describe these roles, how
to differentiate among them, and
how you can move smoothly from
one to another. As their article
makes clear, the ability to play the
right part at the right time is, per-
haps, the most important skill you
can master.

Be careful not to fall into the
trap of viewing your job solely
through one lens. To check whether

If you're like most executive
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you're using all three viewpoints
properly, see “How Well Are You
Balancing Your Three Roles?” on
page 23.

No matter which part you're
playing, you must remain aware of
your one overarching role — tem-
porary caretaker of the mission. To
paraphrase Carlson and Donohoe,
this caretaker function requires
that you be not only a leader but a
supporter. Supporting others
ensures that the organization will
continue to be strong after you
leave. In “Manage for Today,
Mentor for Tomorrow” (page 28),
Michael Shenkman explains how
to include mentoring in your plans.

With all your responsibilities,
it’s easy to keep working harder
and longer, putting more and more
of yourself into your job. That
would be a mistake. You'll be more
effective if you find a balance
between your home and work
lives. (See “Developing a Strategic
Plan for Your Life” on page 31.)

The best way to encourage
organizational and personal change
is to develop your emotional intel-
ligence (EQ). Successful people in
all walks of life have high EQs (see
“No Need to Work on EQ” on page
24).

The higher your EQ, the more

energy you'll have to put into your
job, and the more resilience and
flexibility you’ll bring to your
many personas. Everyone in the
organization will benefit. “Ten
Ways to Raise Your EQ” on page 25
will give you a good start.

While your ultimate goal is to
help the organization accomplish
its mission, you also need to use
that mission to turn on a new light
for people outside your organiza-
tion, as Chuck Husak reminds us
on page 18. You must be a commu-
nicator in the broadest sense,
spreading excitement about your
organization far and wide.

While all these roles, responsi-
bilities, and details may sound
overwhelming, the good news is
that you don’t have to do it all
alone. The more you can delegate
and involve others, the healthier
your organization will be. (See
“Getting and Keeping Involve-
ment” on page 31.) Remember that
your success doesn’t lie in the
myriad details of your job. It lies in
the grace with which you weave
them all together.

(/ cee P icetvette

Jill Muehrcke
Editor, Nonprofit World
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A Letters co the editor

The Problem with Choosing Successors

Nonpraofit World always comes with surprises. The
Editor’s Page is particularly clever: an essay on one
theme, usually with each point supported by its own
article. And the look of the magazine is interesting.
The graphics get attention. As does a lead that draws
parallels to Hitler and bin Laden (“Seconds in
Command as Logical Heir Apparents,” Vol. 23, No. 2).
No one’s falling asleep reading this.

The succession problem remains vexing. One would
think the deputy would be a logical successor, as the
author emphasizes, but two problems arise: (1)
Seconds-in-command are often weak. (2) They make
too many enemies.

There’s much to
be said for letting
managers  select
their own assis-
tants, but they often select someone less qualified than
they are, apparently for contrast so that they look
indispensable. And seconds-in-command are unlikely
to show much initiative in directions the CEO hasn’t
long approved.

The other problem is inherent in their job, which
often is to be the hatchet, the bulldog, and the all-
around meanie. The deputy could cobble together a
small circle of personal loyalists, but that’s dangerous
when someone else signs the paychecks, so the deputy
will probably be almost a loner in the office, albeit with
the CEO’s enormous gratitude, if anyone asks, and if
no one asks it'll be evident through the time-honored
technique of Kremlinology.

Proposing that promotions into top jobs should
happen sooner, the author tiptoes around one prob-
lem: It only works if the CEO wants to leave, and
wants to leave soon. The same rationale that supports
tenure limits (freshness of perspective and of
alliances) applies to deputies’ jobs, leaving succession
timing moot. (I support tenure limits, but their
absence is widespread.) If the board finally has to send
the CEO packing, they’ll tell the deputy to go, too,
because there’ll be a trust issue.

The author is right that deputies ought to be seri-
ously considered, and his article certainly provides
much food for thought. I just wonder if the problems
are surmountable.

Exercise is good. I exercise my brain and emotions
by reading Nonprofit World. Thank you for giving me
so much to think about. m

No one’s falling asleep
reading this.

Nick Levinson
New York, New York

Nonprofit World e Volume 23, Number 5 September/October 2005
Published by the Society for Nonprofit Organizations

5820 Canton Center Road, Suite 165, Canton, Michigan 48187
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Taking a Stand

I commend Nonprofit World for urging nonprofits
to advocate for legislation that would allow non-item-
izing taxpayers to deduct their charitable contribu-
tions (“Changes in Charitable Giving May be
Imminent,” Vol. 23, No. 3). Important as such a law
would be to the sector, yours is the only publication,
to my knowledge, that has taken such a solid stand.

I'm very impressed with the thorough yet concise
and readable information you provided on the House
and Senate provisions and what they would mean to
nonprofits. As you explained, billions of dollars may be
at stake, yet I've found few people in the nonprofit sector
who understand the implications and the need for
action.

Nonprofit organizations are a huge force in this
country, though they rarely if ever take advantage of
that fact. They could probably accomplish whatever
they put their minds to, if they would only come
together and take advantage of their power.

Thanks for the interesting and reader-friendly way
you keep nonprofits informed and on the cutting edge
of invaluable new ideas. And in the process, your articles
are always fun to read! ®

Mark Monroe via e-mail

Thank You from Korea/Sri Lanka

Wow! The Society for Nonprofit Organizations is
great! I just received my log-in information, looked at
the latest issue of Nonprofit World, and feel the infor-
mation is so very well worth the subscription price.

Thank you and the Society! m

Gregg, Educate for Service
Korea/Sri Lanka

Please Get in Touch

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

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

E-mail to: muehrcke@charter.net

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

Q , Our organization’s 25th
anniversary is coming up,

® and we're looking for
ideas to celebrate. Any suggestions?
Edie Dahlen, Director of Development
Community Violence Intervention
Center

Grand Forks, North Dakota

You're wise to spend time
A' planning for your anniver-
® sary. An anniversary is an
ideal time to solidify bonds, make
an impact, and reflect on your
organization’s past, present, and
future. You can make your year-
long celebration as elaborate or
modest as you like, but do organ-
ize something, and start planning
as soon as possible. Some ideas:

Form an anniversary committee.
Start by listing your goals for your
anniversary year. The more specific
this list, the more successful you
will be. Is your main purpose to
become more visible in your local
community? To attract donations?
To increase participation? Who
will your main audiences be?
Brainstorm ideas.

Hold a contest to choose a spe-
cial anniversary logo. Use this logo
on all your anniversary communi-
cations. Put it on mugs, bumper
stickers, or other keepsakes to sell
or give away. Feature it on your
Web site.

Ask businesses to sponsor

How to Celebrate Your |
Organization's Anniversary °

Here are some ideas to stir your imagination.

your anniversary. Secure media
sponsors in order to garner public-
service announcements. Be sure to
add your sponsors’ names to your
anniversary communications.

Write a history of your organi-
zation. Use it as a basis for articles
in your newsletter, local papers,
Web site, and handouts.

Appoint a photographer to take
photos during your anniversary
events.

Select one person to work
with the media. Schedule as many
appearances as possible on local
TV and radio shows.

Plan events in keeping with
your organization’s mission state-
ment. Examples: a time capsule,
telethon, festival, auction, poster
or essay contest, parade, marathon,
concert, open house, or costume
ball.

Create a speakers’ bureau, and
give talks about your organization
at schools, libraries, and meetings
of civic groups.

Invite people from other non-
profit organizations to a dinner at
which you honor those who have
made a difference in your commu-
nity.

Erect and dedicate a memorial
commemorating your organization.

Produce a slide show or video
highlighting your organization’s
accomplishments.

Partner with organizations

whose missil are in concert
with yours. P ;t joint events, and
leverage resources. Tie into existing
programs and |events.

These ideas wdre gleaned from the
following Web | sites: www.synodre
sourcecenter.org, | www.rotary.org,
www.lib.niu.edu! | Also see these
Nonprofit World 'afticles, available at
www.snpo.org/menjbers: “Taming the
Beast: Four Keys|to Special Events”
(Vol. 20, No. 4), “!s an Auction Right
for Your Organization?” (Vol. 21, No. 5),
“The Care & Nurturing of Corporate
Friends” (Vol. 14, No. 1), “Yes, You Can
Make Powerful, Affordable Videos”
(Vol. 14, No. 2), “Tell Your Organiza-
tion’s Story with Slides” (Vol. 6, No. 1),
“Does Your Organization Need a
Speakers’ Bureau?” (Vol. 18, No. 5),
Public Relations and Communications
category of CD-ROM.H
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alert

IRS Clarifies Car-Donation Rules

he IRS has issued a notice explaining when

donors may deduct full fair market value
(rather than only the resale price) for gifts of vehi-
cles. Notice 2005-44 states that when a nonprofit
makes either a “material improvement” or “signif-
icant intervening use” of a donated vehicle, the
donor may deduct fair market value if the non-
profit provides a contemporaneous written
acknowledgment. The nonprofit must send this
acknowledgment to the donor and the IRS within
30 days of receiving the gift or, if it sells the vehicle,
within 30 days of the sale. The acknowledgment
must certify the nonprofit’s intended use or mate-
rial improvement of the vehicle, intended duration
of this use, and the fact that the vehicle won’t be
sold before completion of this use and improvement.

The IRS defines “material improvement” as
major repairs that significantly increase the vehi-
cle’s value. Cleaning, waxing, and minor repairs

“Significant intervening use” means that the non-
profit uses the vehicle to further its regular activities
and that this use is significant rather than inciden-
tal. Using a car to deliver meals every day for a
year would be significant intervening use.

Donors may also deduct fair market value if the
noprofit sells the vehicle at a price significantly
below fair market value to a needy individual in
direct furtherance of the nonprofit’s charitable
purposes (for example, providing transportation to
low-income people). In this case, the nonprofit’s
acknowledgment must certify that the sale will fur-
ther its charitable purposes.

To view the IRS notice, visit http:/www.
irs.gov/irb/2005-25_IRB/ar09.html. For more infor-
mation on the American Jobs Creation Act, which
sets out the basic requirements for receiving gifts
of vehicles, contact Gammon & Grange, P.C.,
www.gandglaw.com, 703-761-5023. 1

aren’t considered material

Guide to Employing
People with Disabilities

new guidebook explains

how to be sure you're
complying with the Americans
with Disabilities Act (ADA),
how to find qualified workers
with disabilities, how to put
disability research into prac-
tice, and how to model what
other organizations have done
to integrate people with dis-
abilities into the workforce.
For more information, see
“Disability Employment 101,”
www.ed.gov. Also see “How to
Accommodate Disabilities under
ADA,” Nonprofit World, Vol.
18, No. 5, available free at
www.snpo.org/members. B
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improvements.

New Rules, Empty Pockets:
Funding Faith-Based Services

hree executive orders have created centers for faith-based serv-

ices in federal agencies. Both USAID and HUD have issued rules
ensuring that faith-based organizations can compete for funding on
an equal footing with other organizations. So why has funding for
faith-based organizations at the state and local levels deteriorated
recently? A new report details the funding problems of the “Faith-
Based Initiative” (www.ombwatch. org/article/articleview/2505 /1/297). 8

A Sharper Eye on Nonprofits

he nonprofit sector must become pro-active if it wants to head

off a “gathering storm” of increased enforcement and penalties,
IRS officials stated recently. According to the IRS, the main areas
they will be checking are donor-advised funds, inflation of tax deduc-
tions, and executive compensation. See “Executive Compensation:
Rewarding Excellence and Ensuring Governance” on page 14 for tips
on assuring that executive compensation meets IRS guidelines.m
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Diane Weyandt
Pheasants Forever, Inc.

IMIS delivers advanced fundraising, membership, and Web site
management capabilities, giving fundraisers the real edge —
a total solution.

Award-winning support and a worldwide network of trained,
local professionals — plus a vast satisfied user community —
ensure you get the most from your software investment.

Get the Edge

Visit www.imis.com/npworld
to get a FREE report on
how to grow your fundraising
organization. My
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ti-Generational
BE~ublse

arketing

By George Williams

he greatest transfer of wealth
I in history will occur over the
next 50 years. A portion of
this wealth will find its way direct-
ly to nonprofit organizations, but
the remainder will be distributed
among four of the five living gener-
ations. Nonprofit leaders who
understand the backgrounds,
morals, values, characteristics,
institutions, lifestyle preferences,
and priorities of each generation,
and who can adjust their fundrais-
ing, communication, and market-
ing strategies accordingly, will reap
the greatest benefit. Is your organ-
ization ready?

The best way to ensure your
organization’s longevity is to build
relationships with each generation
represented in your community.
Generationally-determined life-
styles, social values, and shared
experiences have as much, or more,
influence on donors’ decisions
than do such factors as income,
gender, and education. Only by
knowing the underlying values of
each generation will you be able
to tailor your communications to

8 ¢ NONPROFIT WORLD Volume 23, Number 5



their needs, interests, and desires.
Understanding and capitalizing on
the different generational perspec-
tives is the key to increasing your
response rates and expanding your
donor base.

Each generation has preferred
methods of communication and
trusted sources they will use to
learn about your organization.
There will be exceptions, but the
following descriptions are general-
ly unique to each of the five living
generations:

1. THE G.I. GENERATION
(born 1901-24)

The G.I. Generation built glis-
tening new suburbs, invented mir-
acle medicines, and launched
rockets. They experienced the
Great Society and Model Cities but
were worn down by Vietnam,
Watergate, deficits, and lack of
vision. Their lives began with high
expectations, which were shat-
tered by World War I.

Those born from 1912-21
came of age during the Great
Depression and experienced eco-
nomic strife, elevated unemploy-
ment rates, and having to take
menial jobs to survive. The transfer
of wealth from the G.I. Generation

has already taken place in many
respects, but there are still ways to
build rapport with them:

e Use face-to-face communica-
tion as much as possible with this
group.

* Try getting in touch with this
group through their children.

e Remember that financial
security rules their thinking.

e Contact them through pro-
fessional advisors, such as lawyers
and financial managers.

e Talk to them at formal social
gatherings and recognition events.

2. THE SILENT GENERATION
(1925-1942)

When the Silent Generation
grew up, conformity seemed to be
the ticket to success. As a group
they’re not likely to break the
rules or disrespect authority. They
grew up in tough times when sim-
ple things were rationed, when
saving for a rainy day was consid-
ered prudent, and when morals
and ethics defined a person’s char-
acter.

Slow to embrace anything new,
the Silent Generation distrusts
change and prefers the status quo.
They saved their money and con-
sider retirement and leisure time
rewards for sacrifices made earlier
in their lives. Their attitudes were
formed during an era in which
they became united against com-
mon enemies. They witnessed
America’s emergence as a super-
power.

The Silent Generation also
experienced a time of remarkable
economic growth and social tranquil-
ity, a time of family togetherness.

They participated in the rise of the
middle class, sought a sense of
security and stability, and expected
prosperous times to continue
indefinitely. Post-war grandpar-
ents are healthy, active, educated,
and endowed with sizeable nest
eggs.
Spending by grandparents on
their grandchildren is on the rise,
and grandchildren of this generation
stand to inherit substantial wealth.
As the Silent Generation enters
elderhood with unprecedented
affluence and a reputation for
indecision, they worry whether
they will outlive their savings.
Here’s how you can create bonds
with this important group:

e Emphasize “traditional” val-
ues — discipline, self-denial, hard
work, obedience to authority, con-
formity, commitment, responsibil-
ity, celebration of victory, financial
and social conservatism.

¢ Promote a “you-earned-it”
attitude.

e Earn their trust. They believe
that people’s word is their bond.

e Don’t waste their time. They
want their information presented
to them in summary form.

¢ Use formal language in your
written and face-to-face communi-
cations with this generation.

e Appeal to patriotism, team-
building, and sacrifice for the com-
mon good.

e Show your appreciation for
them with messages such as “We
respect your experience” or “We
value your perseverance.”

e Don’t stereotype them as
“seniors.” They hate the term.

e When planning events for
this group, note that romantic
themes, candlelight dinners, and
soft music strike a chord with
them.

¢ Treat them as having a badge
of distinction and honor.
Respecting them because they
overcame daunting odds to
achieve success gives this group
“permission” to spend their
money.

* Don’t dismiss computer tech-
nology. While as a group they feel
no need to be part of the information
age, some embrace new technology.

continued on page 10
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Younger members of the Silent
Generation form a portion of the
fastest growing group of Internet
users.

e Use inclusive words such as
“we” and “us” to create a sense of
trust.

e Offer activities that are easily
digestible, presented in a non-con-
frontational and non-controversial
manner.

e Stress simplicity when pro-
moting a product or service. This
group sees convenience, accessi-
bility, ease of use, service, and sup-
port as key features that will sell
them on new technologies and
products.

e Take advantage of such key
communication methods as face-
to-face conversation, formal social
events, recognition and tribute
events, professional advisors, direct
mail, telephone, and the Internet.

3. BABY BOOMERS
(1943-60)

The Boomers are the creation
of postwar optimism, the children
of World War II veterans. Their
parents wanted them to have the
best, and they grew up as indulged
youth during an era of community-
spirited progress. As young adults
they turned against the secular
blueprints of their parents,
demanded inner vision over outer
vision, and valued self-perfection
over teamwork.

Boomers lived through an eco-
nomic boom and tremendous
growth, which was tempered by a
series of tragic events that included
civil rights abuses, assassinations,
Vietnam, Watergate, the Apollo 13
disaster, an increase in interna-
tional terrorism, and shootings of
world leaders. They witnessed
technological feats of wonder, fol-
lowed by breakdowns that pro-
duced a sense of despair. This led
them to rebel against conformity
and to carve a perfectionist
lifestyle based on personal values
and spiritual growth. Challenging
institutions has been a way of life
for this group. They appointed
themselves arbiters of the nation's
values and crowded into culture
careers such as teaching, religion,
journalism, marketing, and the arts.

Throughout the past decade,
Boomers have seen their sense of
entitlement ripped apart. High-
paying jobs, large houses, and mul-
tiple cars disappeared during the
massive layoffs of the late '80s and
early '90s. Rocked by years of
relentless change, they now long to
stabilize their careers.

This generation is the most
populous and influential of all.
They have enjoyed unprecedented
opportunities in education and
employment. They are truly the
“Me” generation and feel entitled
to a “good life.” To them, autonomy
is key. They want to do it by them-

Spending by grandparents
on their grandchildren is
on the rise.

selves. When communicating with
Boomers, follow these suggestions:

e Cater to their need to rebel
and forge their own path.

e Recognize their attraction to
new products and technologies
that will make their lives easier.

¢ Present information in terms
of categories and options. They
want facts before they make a
decision. But don’t overload them
with too much data. They desire to
simplify.

e Give them quick fixes.
Perfect programs for them would
require little change in habits and
produce improvement instantly.

e Provide plenty of personal
gratification and public recogni-
tion. Motivational messages such
as: “You're important to our suc-
cess,” “Your contribution is unique
and important to us,” and “We need
you,” will work best.

¢ Eliminate any bureaucracy in
dealing with Boomers. They don’t
appreciate rules for the sake of
having rules and are eager to get
rid of the command-and-control
style of earlier generations.

e Give them a cause to fight for,
and they will give their all.

¢ Use word-of-mouth commu-
nications from trusted advisors
and friends to sell this generation
on a program. They tend to seek
the advice of someone who has the
knowledge they need or who has
participated in the program they
are considering.

¢ Tie your programs to health,
wellness, and family values, which
are all-important to Boomers.

e Pay attention to your body
language when talking to Boomers.
Communication should be open
and direct but not controlling.

e Answer their questions thor-
oughly. Don’t be surprised if they
press for details.

¢ Give them options that show
flexibility in your organization.

e Let them know they're in
charge of their decisions. Self-direct-
ed funds are popular with them.

e Use social gatherings and
professional seminars to create
word-of-mouth advertising.

e Communicate through the
Internet. Older Boomers form a
portion of the largest growing group
of Internet users.

e Show a sense of fun.

¢ Use such key communication
methods as social and recognition
events, professional advisors, direct
mail, face-to-face conversation,
and e-mail.

4. GENERATION “X”
(1961-81)

The “Xers” could be dubbed
the “Why Me?” generation. They
are the shell-shocked products of
changes that are ripping apart the
fibers of society, the family, and
the workplace. Often denounced
as “slackers” by the media, they
are actually a savvy generation,
eager to take on new challenges.

Characterized by an economic
and psychological “survivor” men-
tality, these “latchkey” children
grew up quickly, experiencing ris-
ing divorce rates and violence.

10 ¢ NONPROFIT WORLD
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They are disillusioned with almost
everything and feel they’re reaping
the sins of their forefathers.

More Xers were raised in single-
parent and working-parent homes
than any other generation. Thus,
they took greater responsibility for
raising themselves and tend to be
less traditional than any other gen-
eration.

Xers watched their parents suffer
devastating job losses and became
wary about their own future. They
entered the job market in the wake
of the Boomers and were hit hard
by downsizing as the economy
plunged into recession. It’s natural
that they’re skeptical of authority
and cautious in their commit-
ments. Their self-reliance has led
them, in unprecedented numbers,
to embrace free agency over com-
pany loyalty. They start about 70%
of the new businesses in the U.S.

As young adults, they maneu-
vered through a sexual battlefield
that included AIDS. As a result,
they date and marry cautiously.
Their splintery culture, with music

ranging from grunge to hip-hop,
has a hardened edge. Politically,
they lean toward pragmatism and
non-affiliation, and they would
rather volunteer than vote.

Xers consider hard work a
necessity. Unlike their predecessors,
they won’t rely on institutions for
long-term security. They see tech-
nology changing their world, and
to them, nothing is permanent.
Here are some ways to communi-
cate with Xers:

* Give them plenty of access to
information.

e Ask for their feedback, and
share information with them regu-
larly. Keep them in the loop.

e Reassure them that the
choices they’re making are sound.
Xers are still somewhat unsure of
themselves.

e Give them leadership roles if
possible. They’re free agents, not
team players. They don’t like to
feel they’re being controlled.

e Help them plan for the
future and balance the demands of
work, family, and personal life.

e Attract them with initiatives
that will make things more useful.
They value practicality.

e Ask them to volunteer on
entrepreneurial projects. Give them
a lot of stimuli, a challenging envi-
ronment, and flexibility without
long-term commitment.

e In face-to-face communica-
tion, use short sound bites to keep
their attention. They prefer an
informal communication style.

e Don’t use overly slick mar-
keting pitches. Xers are skeptical
of modern advertising.

¢ Be frank, and present facts in
straightforward fashion. They
demand candor and honesty.

e Learn to speak their language.
Talk to Xers in a way that says,
“You're different. We respect that.”
Such communication is very effec-
tive because it drops all preten-
sions and addresses them directly
in a non-threatening way.

e Give them opportunities to
learn, grow, and improve them-
selves.

continued on page 12
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e Make good use of group
events and word-of-mouth recom-
mendations from Xers’ peers. They
think communally and often make
decisions together.

* Motivate them with statements
such as: “There aren’t a lot of rules
here,” or “This is not a formal
establishment,” or “Do it your way.”

e Emphasize such communica-
tion methods as the Internet, e-mail,
multi-media, word-of-mouth, social
events, and peer gatherings.

5. THE MILLENNIAL GENERATION
(1982-2000)

The Millennials have developed
an amazing optimism. They are
well grounded and wise for their
age and feel that preceding genera-
tions have made huge mistakes.
They recognize problems in our
world and want to correct them.

This generation’s attitudes
result from a backlash against
hands-off parenting and a resur-
gence of values. Their beliefs
resemble those of the generation of
1900-1920. They are civic-minded.

The  Millennials’  greatest
advantage is that of being born into
a technological society. Change is
both normal and visual to them.

Millennials represent

an immense untapped
market.

They watched the Gulf War on tel-
evision.

They consider education criti-
cal. They respect teachers, and
most are planning for lifelong
learning experiences. They don’t,
however, believe that educational
institutions are doing an adequate
job.

They know no limits. They are
goal oriented, highly motivated
toward their perceptions of success,
and already planning for marriage
and a family.

Many Millennials feel that posi-
tive race relations are hampered
by government intervention and
the biases of certain minority
groups. They expect to change
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Each generation has

preferred methods of
communication.

this. Most are color-blind when
they relate to other people and
accept each other as individuals
little different from themselves.

Millennials are evenly dispersed
across the political spectrum and
aren’t bound to any political party.
They’re pessimistic about the per-
formance of government leaders,
lawmakers, and the media. They
like to be encouraged to break the
rules.

Idealistic and social-cause-ori-
ented, they represent an immense
untapped market. Nonprofits who
can connect with this group will
reap tremendous benefits. Here are
ideas for communicating with
Millennials:

e Appeal to their belief that
they can make the future better.

* Be sure they know that your
organization’s mission speaks to a
purpose greater than the bottom
line.

e Feature your organization as
an instrument of change.

e Give them systematic feed-
back — as it happens. They value
positive reinforcement at acceler-
ated rates compared to older gen-
erations and want more input into
all things in which they partici-
pate.

e Use family events and gather-
ings as ways to communicate with
Millennials.

e Contact them through their
parents and grandparents. Coming
of age during a shift toward virtue
and values, Millennials admire
their parents but trust their grand-
parents even more.

e Take full advantage of tech-
nology. The Internet is the
Millennials’ playground, and that
playground has no boundaries.

e Use language that paints
visual pictures and action verbs
that challenge.

e Send them messages that
stress team spirit, such as “You'll
be working with other bright, cre-
ative people,” or “You and your team
can make this initiative a success.”

e Approach this generation

through e-mail and voice mail, but
use visual communication to moti-
vate them.

* Encourage them to explore
new paths or options. They crave
challenge.

e Use humor to show that you
don’t take yourself too seriously.

e Embrace diversity. One third
of all Millennials are from a minority
group, and diversity in communi-
cations is attractive to them.

¢ Use such key communication
methods as e-mail, voice-mail, the
Internet, and multi-media. ®

Resources
Costello, Tim & Bryan Lilly,
“Improve Your Donor Base,”

Nonprafit World, Vol. 19, No. 6.

Glasrud, Bruce, “Beyond
Diversity,” Nonprofit World, Vol.
18, No. 2.

Mitchell, Mark & Robert Orwig,
“Gen X: How to Manage, Market, &
Motivate Them,” Nonprofit World,
Vol. 16, No. 1.

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

Tucker, John, “The Silent
Generation Speaks Up,” Nonprofit
World, Vol. 10, No. 1.

These resources are available
at www.snpo.org/members. Also
see Learning Institute programs
online: Resource Development
(www.snpo.org/li).

George Williams (gwilliams@
plannedlegacy.com) is an award-
winning writer and the communi-
cations specialist with Planned
Legacy Inc. (www.plannedlegacy
.com), producer of the FundBuilder
Development System and Tribute
Recognition Program. Planned-
Legacy Inc. specializes in strength-
ening donor relationships and
expanding awareness for nonprofits
by using donor life stories, tributes
and dedications, social networking,
tribute events, Web-based touch-
screen kiosks, plasma screens, and
the Internet to connect with multiple
generations of donors and families
simultaneously, ensuring continuity
in giving programs.
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Helping You
Help Others

hen nonprofits need a helping hand with
W insurance, they turn to Markel. We offer

important coverage to protect your employ-
ees, directors, board members, clients, and property.

Here’s what you get when you choose Markel:

Comprehensive coverage: Markel protects every

facet of your nonprofit. It offers hard-to-find liability
coverage, such as sexual abuse and Directors’ &
Officers’ liability, as well as coverage to protect
your property and autos.

Compassionate, caring claims handling:
When you're in a tough spot, our claims
associates will help you through it. They’ve
handled thousands of sensitive claims, with
kindness and tact.

Exceptional risk management tools: Markel
policyholders reap many benefits, including
discounted background checks for their staff
and volunteers, timely and useful publications,
and practical loss-control solutions.

Financial stability: Independent insurance analyst
A.M. Best Company rates Markel “A Excellent” for
financial strength. That means there will always be
money in the bank to pay your covered claims,
whether they occur this year or many years from now.

MARKEL
INSURANCE

markek COMPANY

www.markelsocialservice.com
888-217-3656



Legal counsel

Rewarding Excellence and Ensuring Governance

It’s the law —
and the best

way to create a
high-performance
organization.

executive compensation

that’s reasonable, competi-
tive, and based on actual per-
formance. The IRS, believing
that many boards aren’t fulfill-
ing this duty, has begun scru-
tinizing the way nonprofits
compensate their executives.

States are also getting
involved. State regulations,
such as California’s Nonprofit
Integrity Act of 2004 and New
York’s Not-for-Profit Corpor-
ation Law, require that non-

It’s the board’s job to set

By Patricia K. Zingheim, Jay R. Schuster, & David A. Thomsen

this page for definitions of
“reasonable compensation”
and other terms.) Each
board, or committee charged
with determining compensa-
tion, should seek to measure
compensation reasonableness
as follows:

¢ Define the job’s market
value using a source that is
completely independent and
doesn’t create a contflict of
interest for the organization’s
managers or auditors.

e Use compensation data
to determine the competitive
worth of the executive jobs in
question. Make compensation
decisions based on unbiased
data that you can defend to
state or federal regulators if
they question your compen-
sation arrangements.

e Hire a compensation
professional as a consultant.

profit boards take the review
and approval of executive compensation seriously.

Where does your executive compensation program
stand compared to objective measures of reasonable-
ness? If state or federal regulators challenge your com-
pensation program, what will they find? It’s crucial to
ask these questions now and diagnose your board’s
and organization’s liability relative to how you reward
executive performance. It may be too late when regu-
lators are at the door asking questions you're unable to
answer.

And even if you aren’t examined by the IRS or reg-
ulated by your state attorney general, good governance
demands that you reward people based on clearly
established performance measures. These measures
should reflect organizational outcomes and be consistent
with what other organizations pay for the same roles.

What Does the Law Demand?

The IRS’s intermediate sanctions law imposes
potential personal board member liability for charitable
and social-welfare organizations that don’t set reasonable
compensation for their executives. (See “Glossary” on

14 ¢ NONPROFIT WORLD

Glossary

Intermediate sanctions: excise-tax penalties, imposed on
disqualified persons and organization managers within
applicable tax-exempt organizations, as noted in Section
4958 of the Internal Revenue Code.

Disqualified person: any person in a position to exercise
substantial influence over the affairs of an applicable tax-
exempt organization. Certain officers, including presidents,
CEOs, COO0s, and treasurers, are always deemed capable of
exercising substantial influence.

Excess benefit transaction: an economic benefit provided
directly or indirectly to any disqualified person that exceeds
the value received (including the performance of services)
from the disqualified person.

Reasonable compensation: value of services provided to
an organization based on what would ordinarily be paid for
services by like enterprises (including taxable corporations)
under like circumstances.

Volume 23, Number 5




Ask the consultant to recommend
compensation levels, and follow
these recommendations. Have the
consultant compare each facet of
executive compensation to the
competitive market. Review total
compensation, cash compensa-
tion, deferred compensation, ben-
efits, perquisites, allowances, and
all other forms of cash and non-cash
compensation to be paid now or in
the future. Require the consultant
to provide data that includes at
least the following:

e compensation levels paid by

organizations of similar size for

functionally comparable posi-
tions within analogous indus-
tries

e availability of similar services

in your organization’s geographic

area

e current compensation sur-

veys compiled by independent

firms.

Many board members don’t
understand the breadth and seri-
ousness of potential personal lia-
bility associated with intermediate
sanctions. For example:

e The nonprofit board faces a
liability of up to $10,000 if it par-
ticipates in an excess-benefit
transaction.

e The person receiving the
excess benefit and the organiza-
tional managers involved both face
potential personal liability.

* An automatic excess-benefit
transaction occurs each time
money or property passes to a dis-
qualified person without written
substantiation. This is true even if
the total compensation conferred
is reasonable.

One way to analyze reasonable
executive compensation is to use
the same software used by the IRS
— ERI’s Executive Compensation
Assessor®  (www.eri-nonprofit-
salaries.com). This survey product
allows tax-exempt organizations to
analyze reasonableness by using
compensation data from Form
990s and Form 990PFs as well as
from for-profit companies.

Why Pay for Performance?

Many nonprofit organizations
compensate executives based on
continued on page 16

A Road Map to Good Compensation Decisions

e With the aid of a qualified professional, compare executive compensation at
your organization to that at organizations similar to yours in industry, geographic
location, and size. Use this information to establish compensation arrangements
that take into account your executives’ performance and the current labor market.
Refer to this process in your board minutes to document that you have conducted
a thorough review of executive compensation.

® Be sure board members possess enough knowledge and expertise to interpret
the compensation comparability data. Form a board committee to be in charge of
compensation decisions.

* Create performance measures based on your organization’s mission, vision,
and goals. Develop a combination of qualitative and quantitative measures. Make
sure all performance measures are documented and measurable.

* Adjust compensation based on the market, provided that the executive
demonstrates competency, meets performance expectations, and lives the orga-
nization’s values. Reward performance through a variable pay plan that provides
reasonable compensation if all goals are achieved. Stick to the variable pay plan,
and avoid (1) awarding compensation increases when goals aren’t achieved,
and (2) awarding compensation in excess of the variable pay arrangement that
was bargained for (to avoid a “material modification” to the compensation
arrangement).

* Make certain that your board evaluates the CEOQ annually, based on goal
achievement, and approves new goals on an annual basis.

Software that actually helps me
raise more maney

'Sounds Perfect!

Thousands of nonprofits use DonarPerfect to achieve
amazing results. Find out how you can use its powerful,
sophisticated tools to meet your development goals.

Precise Donor Targeting In-depth reports and
analytical tools help you reach the right prospects with
the right message.

All screens, fields
and reports are
tailored to your

exact needs!

Effective Communications Personalized solicitations,
thank-you's and more, via e-mail, letter and fax, are a
= snap! Your fundraising campaigns will be more
successful and take less effort.

TN

. Time-saving Features Instantly generate reports on
donors, campaigns and events. Reduce time spent on
volunteer coordination, pledge processing, grant

2= management and more!

DonorPerfect

Fundraising Software

Call for a FREE Demo CD!
800-220-8111 ¢ www.donorperfect.com/nw
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compensation is in question?

evant data?

Is the Compensation Data Reliable?
When deciding whether to use compensation data, always ask:
® |s the data provided by a reputable firm?
® |s this firm independent of the organization and the executives whose

* Did the firm conduct a survey to compare the organization’s compensa-
tion to organizations in similar industries and geographic areas? Were
enough organizations included in the survey to make the results meaningful?

® [s the survey current so as to eliminate any question of outdated or irrel-

Executives should
earn more when the
organization meets
goals and less when
it doesn’t.

length of service rather than how
well they perform. That’s a mistake,
not only because it potentially vio-
lates the IRS’s intermediate sanc-
tions law but because organizations

that pay for performance outper-
form those that don’t. Here are
some other reasons why it makes
sense to pay for performance:

¢ High-performance organiza-
tions recognize and reward suc-
cess. As the organization achieves
goals, the executive team should
be rewarded. Executives should be
paid more when the organization
meets or exceeds goals than when
goals are missed. Paying for per-
formance gives credibility to the
goal-setting process and attracts
executives who believe that their
success depends on the organiza-
tion’s success.

¢ Executives who are willing to
have their performance evaluated
by the board will seek organiza-
tions that reward performance.
Boards that reward performance
will hire executives who help sus-
tain a high-performance culture.
Executives who are role models of
paying for performance will estab-
lish similar programs for all

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

Canton Michigan 48187.

copies of Nonprofit World.

MUV'NG? Let Us Know!

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

The post office WILL NOT forward

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

Example of Intermediate
Sanctions:
Don’t Make These
Mistakes

In a recently published tax advi-
sory memo, the IRS imposed inter-
mediate sanction penalties on a
tax-exempt organization despite
the fact that the organization had
retained an executive compensa-
tion firm to analyze compensation
comparability data and the relevant
marketplace. The IRS concluded
that the foundation for determining
compensation wasn’t strong enough
to form a basis for compensation
reasonableness. The IRS cited the
following problems:

* The board failed to establish
that the Personnel Committee
involved had knowledge or expert-
ise in determining reasonable com-
pensation.

e The board minutes failed to
refer to the compensation data pro-
vided by the executive compensa-
tion survey.

e The report from the executive
compensation firm wasn’t current.

The IRS determined that inter-
mediate sanctions applied and
thereby brought governance by the
board into question.

employees. Thus, achieving the
organization’s goals becomes the
job of everyone in the organization.

* When the organization pays
for performance, the board’s role
is to coach and facilitate executive
performance through performance
reviews. Performance manage-
ment thus becomes a key tool of
communications, as the board
makes sure that goals are consis-
tently achieved and performance
is rewarded accordingly.

¢ Paying for performance rein-
forces the organization’s mission.
The test of the mission’s viability is
the board’s ability to define it in
terms that can be used to develop
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Where to Find More

For more information on setting compensation, see these Nonprofit World articles
at www.snpo.org/ members:

If the IRS
challenges your
compensation

program, what
will they find?

* New Penalties Proposed for Nonprofits (Vol. 14, No. 1)
* Avoiding the Snares of Intermediate Sanctions (Vol. 14, No. 6)

* How to Be Sure Compensation Is Reasonable (Vol. 17, No. 1)
performance measures. Good gov-

ernance comes from a mission
statement that can be measured in
terms of accomplishment.

* New Regs Unravel Intermediate Sanctions Snares (Vol. 19, No. 4)
* Expectations for Board Members Are Changing (Vol. 19, No. 3)
* Use Employee Ownership to Motivate People and Gain Revenue (Vol. 22, No. 4)

How Do You Pay for Performance? « How Much Are You Really Worth? Latest Salary Survey Results (Vol. 23, No. 1)

To assure that you tie executive
compensation to the organization’s
achievements, and that you comply
with the law, follow these steps:

¢ Choose performance measures
that reflect the executive team’s
responsibilities for the organiza-
tion’s success. Base compensation
on these measures. Executives
should earn more when the organ-
ization meets goals and less when
it doesn’t. Be sure the board sticks

Patricia K. Zingheim and Jay R. Schuster are partners with Schuster-
Zingheim and Associates, Inc., a pay and rewards consulting firm located
in Los Angeles, and authors of the book Pay People Right! (oww.paypeop
leright.com). David A. Thomsen, Esq., CCP, is an employee of ERI Economic
Research Institute, Inc. ERI provides compensation survey products,
including the Executive Compensation Assessor for tax-exempt entities
(www.eri-nonprofit-salaries.com) and SalaryExpert's Intermediate
Sanctions Compensation and Comparables Report (http:/avww.salaryex
pert.com/index.cfmPFuseAction=PCSReports.Main&IltemID=20). ERI’s
products are used to determine reasonable compensation paid by nonprof-

to these predetermined guidelines.

Organizations that
pay for performance

outperform those
that don’t.

e Examine compensation
arrangements regularly to avoid
issues relating to excess-benefit
transactions.

e Examine contracts to be sure
executives have fulfilled their obli-
gations.

e Carefully review the compen-
sation arrangements of all execu-
tives. Board members, including
those outside the committee
charged with forming the compen-
sation arrangements, should be
brought up to speed regarding how
and why executives are being paid
what they’re being paid.

* Be sure all board members
understand the basis for executive
pay.

e Ensure compensation rea-
sonableness by using data sources
that the IRS will accept as appro-
priate. Use unbiased measures of
competitive compensation. H

it and for-profit organisations.

Only Campagne offers the powerful combination of an

online tool & a donor management system.

WebCampaigns is integrated with GiftMaker Pro™, putting a complete
picture of your donors at your fingertips.
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webCameaigns Tailor online efforts to
reach your goals

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

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

CAMPAGN E‘ 800.582.3489
a s s o c i a t e s WWW-campagne.com
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e Olympics N
of Nonprofit
Advertising

Shine a broad new light
on your organization’s
message with a PSA.

By Chuck Husak

ublic service announce-
Pments (PSAs) are an

important way to get
critical messages out and
issue-awareness up. PSAs,
strategically created and dis-
tributed, can help achieve
your marketing goals in a cost-
effective manner while netting
millions of comparable advertis-
ing dollars in free space and air.
Public service campaigns make up
the most powerful category of TV
advertising there is. This is a creative fast
track — the Olympics of advertising.

Once you've decided to go forward with a PSA, how
do you write and produce a great spot? Here’s a short
list of things to do — and mistakes to avoid:

1. Be sure your PSA message is well-conceived.
Don’t use your PSA to tell the world about your own
good achievements with hopes of receiving donations.
Network PSA rules prohibit asking for money. A PSA is
a message for the public good, not a commercial for
your organization.

NONPROFIT
ADVERTISING

2. Use your PSA to turn on

a new light. So many PSAs

deal with issues people are

already aware of. Most folks

already know what’s bad for

them, how to stay safe, and

so on. To take your message

into their realm of awareness,
you need to help them see
your issue in a light they haven’t
seen before.

A perfect example is the recent
round of anti-tobacco PSAs. After
decades of telling kids that cigarettes are

bad for them — showing black lung X-rays,
patients on respirators, and other shocking visuals —
the new coalition realized that kids weren’t very dis-
suaded by this approach. Indeed, taking a health risk
was actually part of the bravado of teen smoking.
Instead, the new PSAs took the approach of telling kids
that when they smoke, they’re playing right into the
hands of devious tobacco company executives. Now,
instead of being brave renegades by smoking, kids are
continued on page 20
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NATIONAL DIRECTORY OF SERVICE/PRODUCT PROVIDERS

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

(6 issues/1 year) and on our web site for one year.

ALPHABETICAL BY

ORGANIZATION

AccuFund, Inc.

The AccuFund Accounting Suite provide
a complete and full integrated solution
for non-profits that is affordable and easy
to learn and use. The suite is designed to
meet the specific reporting requirements
of NPOs including FASB and cross-year
grant reporting. Document imaging
capabilities make reporting to funding
sources requiring invoice copies easy.
400 Hillside Avenue  Voice: 781-433-0233
Needham, MA 02494 Fax: 781-453-0460
Toll Free: 877-872-2228

Web: www.accufund.com

E-mail: sales@accufund.com

Advanced Solutions International
ASI is an international provider of mem-
bership, fundraising, and web site man-
agement software solutions. iMIS, the
company'’s flagship software built on
Microsoft.NET, is an industry leader with
more than 33,000 users worldwide. ASI
distributed its solutions through a direct
sales force and a global network of local
solution providers backed by award-
winning technical support.

901 N. Pitt St., Ste 200 Voice: 730-739-3100
Alexandria, VA 22314 Fax: 730-739-3218
Toll Free: 800-727-8682

Web: www.advsol.com

E-mail: ewendling@advsol.com

Association Works

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

Web: www.associationworks.com

E-mail: jpaul@associationworks.com

Blackbaud, Inc.

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

Fax: 843-216-6100

Web: www.blackbaud.com

E-mail: solutions@blackbaud.com

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
Weh: www.campagne.com

E-mail: info@campagne.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/NW

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

Executive Service Corps Affiliate
Network (ESCAN)

ESCAN is a nationwide organization of
thirty-three nonprofit consulting groups
that provide management assistance

to other nonprofit agencies. Included

in its offerings are strategic planning,
organizational analysis, board develop-
ment, coaching/mentoring, financial
management, marketing and public
relations, human resources, as well as
projects specifically designed to meet
the needs of its clients. ESCAN affiliates
can offer these services at affordable
rates since its consultants volunteer their
time and talent. These men and women
have acquired their skills during senior-
level careers in business, education, and
nonprofits.

Web: www.escus.org

E-mail: escan@nc.rr.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.

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

One Riverway, Suite 1800
Houston, TX 77056

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

Learning Institute for

Nonprofit Organizations

The Learning Institute provides affordable,
accessible educational programs to the
nonprofit sector. Programs cover the
fundamental concepts of nonprofit
management, feature experts in their
field, and have been taught to over 16,000
satisfied learners. Courses are available
entirely online or on videocassette. A
Certificate in Nonprofit Leadership and
Management (online & video) and CEU
Credit from Michigan State University
(online only) are available upon
completion.

5820 Canton Center Rd 734-451-3582
Ste #165 Fax: 734-451-5935
Canton, MI 48187

Web: www.snpo.org/li
E-mail: info@snpo.org

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 50% off the AT&T cost of con-
ducting telephone meetings and get a $20
credit against their first call.
1-800-842-2489 or www.telecompute.com.
Toll Free Services — Now your nonprofit
group can get toll free (800) service for
as little as 4 cents per minute.

Call 1-800-242-5885 or visit
www.telecompute.com .

1275 K Street, NW 800: 800-872-2489
Washington, DC 20005 Voice: 202-371-8195
Fax: 202-371-8193

Web: www.telecompute.com

E-Mail: warren@telecompute.com

ALPHABETICAL BY

PRODUCT/SERVICE

Accounting
AccuFund, Inc.
Computer
eTapestry
Computer Hardware/Software
Campagne Associates
Consulting
Association Works
Executive Service Corps
Affiliate Network (ESCAN)
Irvine Team
TCC Group
Database
DonorPerfect Fundraising Software
eTapestry
Design & Construction
Irvine Team
Donor Software
DonorPerfect Fundraising Software
eTapestry
Education/Training
Association Works
Executive Service Corps
Affiliate Network (ESCAN)
Learning Institute for
Nonprofit Organizations
Free Merchandise
NAEIR
Free Supplies
NAEIR
Fund Accounting Software
AccuFund, Inc.
Blackbaud, Inc.
Fundraising
DonorPerfect Fundraising Software
eTapestry
Fundraising Software
Advanced Solutions International
Blackbaud, Inc.
DonorPerfect Fundraising Software
eTapestry
Internet
DonorPerfect Fundraising Software
eTapestry
Membership Software
Advanced Solutions International
Offset Printing
The Technicom Group
Risk Control
TCC Group
Scheduling
Software
Campagne Associates
Strategic Planning
TCC Group
Telecommunications
Telecompute Corporation
Web Site Management Software
Advanced Solutions International
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WARMNING: PROLONGED EXFOSURE TO NOISES LOUDER THAN
85 DECIBELS CAN RESULT IN PERMANENT HEARING LOSS.

. perwer v, even traflic and crowiled resta

KEEP AN EYE @
ON YOUR EARS|

What Makes a Good PSA Message?

PSAs need to provide information that’s intrinsically useful to their
audiences. For example:

“Protect your ears from loud noises” was a public service message
from the American Speech-Language-Hearing Association. This cam-
paign was intended to assert the association’s role and relevance, yet
the actual content of the TV spot, in order to pass network clearance
as a bona fide PSA, needed to provide consumer tips on how to protect
one’s hearing health. This nationwide public service campaign educated
Americans about safe sound levels.

“Make sure your kids get enough exercise so their bones develop
to full strength later in life” was a public service message from the
American Academy of Orthopaedic Surgeons (AAOS). The purpose of
this campaign was to position orthopaedic surgeons as the “go-to”
physicians with skills that can keep people enjoying their highest quality
of life. Yet, in order to qualify as a PSA and get on the air, this message
couldn’t just be the AAOS talking about itself. It needed to contain
helpful information viewers could use to maintain bone health. In view
of the fact that only one in four American schoolchildren gets an ade-
quate amount of physical activity each day, one recent AAOS multi-
media public service campaign encouraged parents to urge their kids
to be more active. Another AAOS public service campaign targeted
improved playground safety for children.

For more examples of PSA campaigns, visit www.alhadv.com.

Too many nonprofits
create PSAs that could

resonate only with
their own donors.

chumps who get manipulated by a
marketing strategy. This profound
and insightful adjustment is the
kind of new light that moves
minds.

3. Craft a message that can
make a difference to the “average
Joe” watching TV. Too many non-
profits create PSAs that could res-
onate only with their own donors.
Sure, every PSA should make its
own organization feel proud. But
there’s a reason they’re called pub-
lic service announcements. The
general public needs to take away
something useful. “Inside” mes-
sages don’t pass muster.

4. Don’t limit the size and
length of your PSAs. There’s a
mistaken perception that TV sta-
tions only use shorter PSAs.
According to Goodwill Communica-
tions, a leading distribution com-
pany for public service campaigns,
“Longer spots not only are worth
considerably more in airtime, they
also permit the communication of
a longer message. This is particu-
larly important if there is a call to
action on the tag such as a toll-free
phone number or Web site address
because people need time to
record the information in the spot.
Our surveys show that just under
60% of all PSAs are 60-second
lengths.”

5. Let people know what you
want them to do after seeing your
spot. Do you want them to volun-
teer for something? Change their
personal habits? Many PSAs sim-
ply call attention to a dilemma —
as if the viewing public doesn’t
have enough dilemmas to worry
about. The usual wrap up — “For
more information, go to rea
chout.com” — supposes that folks
will suddenly be moved to go do
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research about your cause and
then become one of your champi-
ons. If you want people to go to
your Web site “to find out more,” it
had better be about something
they can connect with instantly.
People with moles that are chang-
ing color, for instance, will take a
moment to go to a Web site about
the warning signs of skin cancer.
But without this strong vested
interest, not many people will
flock to their computers simply
“for more information.”

If you want people to
go to your Web site “
find out more,” it

had better be about
something they can
connect with instantly.

6. Package your PSA to maxi-
mize usage by program directors
at TV and radio stations. Getting
these professionals to open your
package and view your spots is the
“entrance exam” for getting PSA
spots on the air. To garner your fair
share of exposure, you need to be
flexible with your agenda and wrap
it inside a generic message that
has immediate appeal.

7. Make sure the people who
have the authority to say “yes” are
in key project meetings and at the
actual shoot. You'll only torture
yourself if “approved” concepts
and other decisions still need to
get trotted down the hall to someone

who parachutes into the process at
the eleventh hour. Nothing good
ever happens this way. Be sure
your approval process is well
defined.Who'’s designated to approve
the scripts, rough cuts, and so on?
This problem isn’t just confined to
PSA ads, but can be especially
troubling with PSAs because non-
profits often have many con-
stituents who want to be involved.
Summing this up succinctly: PSAs
don’t get better as the committee
to approve them gets bigger.

If you follow these tips, simply
signing your spot “a public service
message from XYZ.com” will garner
enough attention to raise aware-
ness for your issue and make your

organization more famous and
more appreciated — by the gener-
al public, and by your current sup-
porters. H

Resources

McGowan, Andrew, “PSAs —
Free But Not Easy,” Nonprofit
World, Vol. 8, No. 3.

Ott, Christine, “Nonprofit
Communications on a Shoestring:
Thriving in the Midst of Crisis,”
Nonpraofit World, Vol. 8, No. 2.

Public Relations & Commu-
nications category in CD-ROM.

“Top 10 Keys to Effective
Communication,” Nonprafit World,
Vol. 15, No. 4.

These resources are available
at www.snpo.org/members.

Chuck Husak is creative director and a principal in the firm of August, Lang
& Husak, a marketing and corporate communications agency in Bethesda,
Maryland. Mr. Husak has authored PSA campaigns for numerous organisa-
tions, netting millions of dollars in comparable advertising value for clients.
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Planned Giving Mentor is a monthly, four-
page newsletter that provides basic
information focusing on terminology,
program development, gift design and
marketing ideas. Each issue features one
topic, with 24 issues comprising a two-
year cycle of material. Articles are written
by a national board of gift-planning
consultants. PGMentor is a valuable
educational tool for new PGOs,
development staff, board and committee
members, and key volunteers. An all new
24-month cycle starts in October 2005.
View editorial calendar online.

Subscribe today and reap the rewards tomorrow!

800-525-5748 / www.pgmentor.com
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The Three Roles of
Nonprofit Management

It’s vital that you know which roles to play —
and when to play them.

By William B. Werther, Jr., Evan Berman, & Karen Echols

move among three, overlapping roles — serving as leaders,

managers, and administrators. Although these terms are
often used interchangeably, here their specific meanings go
beyond semantics. Instead, these three terms form a framework
for thinking about the roles facing those in the third sector
who seek to “get things done through others.”

Each of the three roles offers a mindset that suggests a dif-
ferent priority. Success comes from knowing which perspective
to apply when.

Leaders. The board chair and executive director are the
source of leadership. They create (or at least facilitate) the
organization’s vision, which is a statement of what the organi-
zation seeks to become. The vision captures the essence of the
nonprofit’s purpose. It may not be fully attainable, but it gives
the organization direction and inspiration." As an example,
“End hunger” might serve as a vision statement for a food bank.

Creation of the vision often begins with the founder, who
uses it to rally support. Subsequent leaders must ensure a con-
sensus among key constituents about the continuing appropri-
ateness of the vision.

Done well, vision energizes and organizes those committed
to the nonprofit. Without it, they may lack a unifying approach.

Moreover, the vision gives meaning to the nonprofit’s mis-

Executive directors and their management team must

sion. While a vision (“end hunger”) may be noble and inspir-
LEADER ing, it may be too broad to provide direction. Here, leaders
= 1 ﬂ' - e need to provide a mission that clarifies how the vision will be

attained. For example, the vision might be translated into a
mission (“to feed the needy through a 24-hour soup kitchen”)
that describes how activities are executed.’

Though it may occupy only a small amount of time, the

leadership role is central to the organization’s success. Failure
to exercise leadership may cause the nonprofit to lack focus,
and drift.
ADMINISTR ATOR Managers. The managerial role involves making decisions to
reach the organization’s goals. Managers use financial, human,
and other resources to achieve the mission and move the
organization toward its vision.

Managers must maintain a pro-active stance, focused on the
vision and mission. When the managerial role is largely reactive,
the result is organizational drift. Opportunism replaces plans;
efforts become diffused.

Administrators. Leaders and managers must play a third role
— that of administrator. This role balances the often-conflicting
needs of constituents.

Typically, clients seek more services; employees want higher
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salaries and more benefits; donors,
board members, and volunteers
seek recognition. But limited
resources result in tradeoffs. The
administrator must allocate
resources in a way that satisfies
these varied constituents. Other-
wise, the result is conflict, which
drains time and resources from the
organization.

Role Ambiguity. Paradoxically, role
complexity often arises from
attempts to simplify the manage-
ment team’s task. The search for
the “right role” is analogous to the
search for the “one best way.” It
assumes there’s a set of behaviors
that can achieve success. But non-
profit success calls for the flexibility
to move from role to role according
to the challenges faced.

The search for the
“right role” is analo-

gous to the search for
the “one best way.”

Ambiguity arises when mem-
bers of the management team are
uncertain about which role to play.
A nonprofit manager whose success
was built on making decisions to
achieve goals may apply the same
behaviors when promoted to exec-
utive director. Those promoted
from managerial or technical posi-
tions — where making and execut-
ing decisions was the measure of
success — must take special care
not to fall into this management
trap.

This trap is insidious because
the managerial perspective works
well most of the time. Executive
directors and other members of
the management team spend the
bulk of their efforts in managerial
pursuits, which can cause this per-
spective to become a habit. When
confronted by role uncertainty,
people are likely to revert to past
behaviors that proved successful.
But if an executive director stays
stuck in the managerial role, the
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needed leadership vision will be
lacking. Perhaps more noticeably,
the executive director may fail to
assume the administrative role
when needed to balance con-
stituents’ conflicting demands.

Similarly, an over-reliance on
the role of leader or administrator
has its shortfalls.The leader’s focus
on the organization’s vision and
mission is, ultimately, meaningless
without execution. Likewise, an
over-reliance on the administrative
role can lead to a paralysis of bal-
ancing conflicting claims on limited
resources. At some point, manage-
rial decisions are needed, lest the
organization fail to move in any
direction.

Hard work, diligence, and good
intentions are unlikely to over-
come the wrong choice of roles.
Role ambiguity results because
past role patterns that brought
success now fail.

Even if you possess the skills
needed to be a leader, manager,
and administrator, success also
demands that you move smoothly
among these roles. The ability to
play the right role at the right time
is, perhaps, the most important
skill you can master. B

Footnotes

'See Competing for the Future by
Gary Hamel & C.K. Prahalad, Boston:
Harvard Business School Press, and
“Seeing the Future First” by Gary Hamel
& C.K. Prahalad, Fortune, September 5,
1994. Also see “Leading the Transfor-
mation of Boards” by William B. Werther
& Evan M. Berman, Nonprofit World,
Vol. 22, No. 2, available free on-line at
www.snpo.org/members.

*See “Sharing the Vision: Every
Leader’s Obligation,” Nonprofit World,
Vol. 8, No. 5, and “Demystifying the
Mission Statement,” Nonprofit World,
Vol. 12, No. 1, available on CD-ROM at
http://www.snpo.org/resources/product-
catalog.php.

How Well Are You Balancing
Your Three Roles?

Role 1: LEADER
Responsibility: Create an inspir-
ing vision.
Problem If You Ignore This

Role: The organization will lose
its focus.

Problem If You Rely Too Much
on This Role: You won’t move
toward your goals, and you’ll
never realize your vision.

Role 22 MANAGER

Responsibility: Make decisions
that marshal available resources
to achieve the nonprofit’s goals.

Problem If You Ignore This
Role: The organization will be
unable to move in any direction.

Problem If You Rely Too Much
on This Role: Vision will be lack-
ing, and constituents’ conflicting
demands won'’t be balanced.

Role 3: ADMINISTRATOR

Responsibility: Balance the
demands of internal and external
constituents.

Problem If You Ignore This
Role: There will be conflict
among constituents, draining the
organization’s time and resources.

Problem If You Rely Too Much
on This Role: The organization
will be paralyzed, indecisive, and
unable to accomplish its goals.

As you move through your work-
day and annual cycle, you must
adjust your role to the changing cir-
cumstances. The proportion of time
you spend in each role will and must
vary. If you don’t move from one
role to the next, you won’t respond
appropriately to each situation.

William B. Werther, Jr., Ph.D., is co-founder of the Center for Nonprofit
Management and professor at the University of Miami’s School of Business
Administration (Coral Gables, Florida 33124, werther@miami.edu) and co-
author (with Evan Berman) of Third Sector Management: The Art of
Managing Nonprofit Organizations (Georgetowon University Press, 2001).
Evan Berman, Ph.D., is professor of public administration at the University
of Central Florida, and author of more than six books and 80 professional
articles addressing the needs of government and nonprofit organizations.
Karen Echols is chief financial officer of “Friends of WLRN, Inc.,” the
Sundraising arm of WLRN-FM radio and WLRN-TV.
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No Need to

Do you need to build emotional intelligence, or will it develop on its

hen my grandmother was
s;\ ; 82, she had to go into a
nursing home for a week

following eye surgery. She wrote me:

They put me in a room with two
other women, one 88 and the
other 91. I felt like a mere child.
The day I went in, Ollie, the 88-
year-old, nodded to Julia and said
in a conspiratorial tone, “She’s
nuts.” She waited a moment and
with a roguish smile added, “I'm
half nuts.” She was a sweet and
funny lady, but mostly you smiled
with a lump in your throat.

Both Ollie and my grandmother
had the ability to accept the
inevitable and laugh at themselves
in difficult circumstances. They
both had high EQ.

EQ is short for emotional intel-
ligence, a term that came into pub-
lic consciousness in 1995 with the
publication of Daniel Goleman’s
book Emotional Intelligence.
People with high EQ (I call it the
“right smarts”) have the ability to
monitor their own and others’ feel-
ings and use this information to
guide their actions. In other words,
they have people skills and self-
skills. Successful people in every
field have high EQ.

IQ, or intellectual potential, is
probably established at birth,
though there’s a difference in how
well people live up to their poten-
tial. But here’s the good news: EQ
can be developed forever and by
anybody. The sky’s the limit.

Most people, however, prefer
not to work on self-development.
As it happens, the odds are in their
favor. The chances are good that
by the time people reach the age of
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By Jeanne Anne Craig

90, they will have EQ. By that age,
a person has encountered the
kinds of situations that develop
EQ. In a life of that length, people
have seen enormous social changes,
experienced the death of loved
ones, encountered health prob-
lems, and been through difficult
times. These situations are what
we call development spurs. In
dealing with them, people get their

Successful people in every

field have high EQ.

rough edges smoothed off. They
acquire resiliency and the ability
to see the humor in difficult situa-
tions. They accumulate wisdom.
They develop high EQ.

Of course, not everybody does.
We've all encountered old people
who are bitter and evil-tempered.
We've seen sad, lonely old people
whom nobody wants to visit
because they complain and blame.
Not everybody develops high EQ.
That’s what happens when you
leave it to chance. Some get it,
some don’t.

Furthermore, who wants to wait
till they’re 90 to gain the benefits
of emotional intelligence? Fortun-
ately, for those who are willing to
work on it, there are other devel-
opment spurs that enhance EQ
and the benefits that go with it.
There are many ways you can
develop your emotional intelli-
gence, starting right now.

One way is to read biographies
of inspirational people to learn
how they overcame obstacles that
may be greater than those you
face. Find out what made them
successful and how you can apply
these lessons to your life.

Another way is to develop new
skills. Learn French, Thai cooking,
the accordion. In the process,

you'll develop different parts of
your brain.

A third way to raise your EQ is
to have a child, or adopt one (or
two or six). You learn a lot about
yourself when you’re up all night
with a screaming baby.

These are just a few of many
ways people can intentionally
develop their EQ. A good way to
begin is with a personal assess-
ment. (I will be happy to fax a free
assessment form to start you on
your way. Just contact me at the
address below.) Find out what’s
getting in your way. Discover your
energy drains and make a plan for
eliminating them. You don’t have
to wait till you're 90! m

Selected References

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

Jenson, Donna, “In Search of
the Balanced Leader,” Nonprofit
World, Vol. 16, No. 6.

Koenig, Bonnie, “How Relevant
Is Global Thinking?”, Nonprofit
World, Vol. 19, No. 1.

Personnel & Human Develop-
ment category in CD-ROM.

These resources are available
at www.snpo.org/members.

Jeanne Anne Craig, Ph.D.,
M.Ed., is director of the Right
Smarts, PMB 339NW, 218 Main
Street, Kirkland, Washington
98033-9415, phone 425-822-8159,
fax 425-803-0143, drja2@aol.com.
She is a speaker, psychotherapist,
and author of 101 Ways to Raise
Your EQ: How to Be Successful by
Developing Your Emotional Intel-
ligence. To obtain a copy, send a
double-stamped, self-addressed,
business-siged envelope and 85 to
the Right Smarts at the above
address.
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Ten Ways to
Raise Your EQ

1. Find a pacer. Hang out with
people who are smarter, better
educated, and more highly devel-
oped than you are. You will stretch
yourself to keep pace.

2. Go back to school. Education is
one of the best ways to increase
your EQ.

3. Read something besides the
newspapers. Upgrade the quality
of what you read to increase your
exposure to great thinkers.

4. Read. Period.

9. Manage your anger. Learn to
soothe yourself when your temper
is hot. Develop a ritual for calming
yourself when you feel ready to
erupt.

6. Learn to appreciate the arts.
They are an expression of the emo-
tional life of people with highly
developed sensibilities. Exposure
to the arts develops your own sen-
sibilities.

7. Hire a coach. Ancient wisdom
says when you're ready the teacher
will appear. Till then, consider hir-
ing someone to coach you in the
skills you want to develop.

8. Travel, especially outside your
own culture. It helps you see other
ways of viewing the world.

9. Keep a journal. It’s a wonderful
way to observe your own growth
and see patterns in what you're
thinking and feeling.

10. Learn from difficult people.
Instead of thinking, “Get this per-
son outta here,” observe carefully
to discover what the lessons are.
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People and Technology

Leveraging Your Weh Site

By Vinay Bhagat

organizations in 1999 showed

that a mere 15% had a Web site.
With the exception of huge groups like
the World Wildlife Fund, nonprofit Web
sites were “online brochures,” rarely
updated and invariably managed by IT
staff.

Today, virtually all nonprofit organ-
izations recognize a Web site as a
necessity. Many have moved beyond
online brochures, building custom sites
that let staff update content on a regu-
lar basis.

Unfortunately, many organizations
find these custom sites inflexible, diffi-
cult to evolve, and ineffective at cap-
turing and using data for marketing
purposes. Nonprofits still commonly
focus more on Web site aesthetics than
marketing efficacy.

In contrast, many for-profit organi-
zations have, for years, used their Web
sites in conjunction with outbound e-
mail to drive tangible marketing
results. Through their sites, these com-
panies have systematically registered
subscribers, used aggressive promo-
tions to drive impulse traffic, promoted
loyalty programs, and personalized con-
tent according to a consumer’s profile.

A few nonprofit organizations have
also started to fully embrace the
Internet for marketing. For example,
Chicago-based Mercy Home for Boys &
Girls recently launched an initiative to

Surveys conducted with nonprofit
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enable online outreach, define an
integrated strategy, and add online
marketing programs to their tradi-
tional mail appeals and special
events. In just five months, it
quadrupled its e-mail file and raised 8% of all appeal
funds online. The organization is now exploring how it
can leverage its Web site to support major gift efforts.

What accounts for this evolution? In the last five
years, nonprofit software vendors have introduced
online Constituent Relationship Management, or
eCRM, technology. Now, nonprofit organizations can
easily turn their Web sites into robust marketing tools.
These solutions are available “out of the box,” so non-
profits no longer have to build custom sites from
scratch or invest money in customizing — really retro-
fitting — tools intended for for-profits. With today’s
eCRM-powered Web sites, you can do the following:

e Capture constituent e-mail addresses through
online registration, polls, and the like.

e Have a database that collects all e-mail address
data.

e Track visitors’ Web site interactions (such as
return visits and clicks on specific content, which pro-
vide insight into their interests), and store that infor-
mation in your database.

e Share your online constituent database with
other online tools for fundraising, e-mail marketing,
advocacy, event management, directories, and so on.

e Share data with offline systems such as donor
databases.

e Use data in the constituent database to personalize
content for various audiences.

e Use content management tools that make it easy
for non-technical staff across the organization to cre-
ate and post content, with the appropriate controls
and testing procedures.

You may also want to reconsider how you measure
your Web site’s effectiveness. Most organizations
measure success in simplistic terms that include the
number of visitors and page views. Others look to
online donations, without analyzing what really drives
these numbers. Here are some better ways to measure
Web site success:

e How many unique Web site visitors arrive each
month? (This is the most effective measure of Web
traffic.)

e What is the rate of conversion of new visitors to
e-mail subscribers?

e How many visitors and subscribers are converted
to supporters (donors, activists, etc.)?

e What is the average time people stay on site?
(This is a measure of how compelling content is.)

e How much support (in the form of donations,
ete.) is generated online?

e What is your site’s impact on offline programs?
For example, does your site help identify major donors
and planned giving prospects? Does it help retain direct-
mail or telemarketing donors?

As more people move online and weave the
Internet into their lives, you need to transform your

You may want to
reconsider how you

measure your Web
site’s effectiveness.

Web site into an effective marketing tool.
Set tangible marketing goals to measure
success and impact. Don’t reinvent the
wheel by building custom technology
that is expensive and difficult to use
when robust, easy to deploy and use “out of the box”
software exists today. m

Resources

Allen, Nick, “Using E-Mail & the Web to Acquire &
Cultivate Donors,” Nonprofit World, Vol. 21, No. 1.

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

Bhagat, Vinay, “Beyond the Single E-Mail Message:
Running Effective E-Mail Campaigns, Nonprofit World,
Vol. 23, No. 3.

Crooke, David, “E-Mail Deliverability: Increase
Your Chances of E-Mail Getting Through,” Nonprofit
World, Vol. 23, No. 2

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

These resources are available at www.snpo.
org/members.

Vinay Bhagat founded and heads strategy for
Convio, Inc. (www.convio.com, info@convio.com), a
leading provider of software and services to help non-
profit organisations use the Internet to become more
effective at fundraising, mobilizing support, and man-
aging constituent relationships.
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Manage for Today,
Mentor for Tomorrow

al, the executive director of
Ha nonprofit organization

(not his real name), recently
contacted a professional mentor-
ing service. He had never consid-
ered how such a service might help
him — until the day his board of
directors caught him by surprise.

Hal had planned the board
meeting down to the last detail.
And it had gone well. His plans for
the quarter were on track, and his
strategic plan for the next 18
months still made sense. So Hal
was feeling good. Then, from the
other end of the table, his closest
friend on the board raised his
hand. “Dave,” Hal nonchalantly
said, acknowledging his request to
speak.

“Hal, great job today. I think
we're all ready for a drink!” There
was laughter from the group, but
Hal suddenly felt less at ease. “But
Hal, I was just wondering, who’s in
the wings to succeed you? Even

By Michael H. Shenkman

Often, the call to lead

emerges in subtle ways.

you won't live forever, and you
probably want to hit the golf
course while you can still walk.”
More laughter. “So who do you have
in line to lead our organization?”

Hal's mind went blank. But,
keeping his composure, he man-
aged to respond, “Dave, great
question. You know, I've been
thinking about that...”

Now another board member
chimed in: “You planning to leave,
Hal?” Again, laughter.

“No, but, you know, succession
is part of my job. I guess it sud-
denly became a higher priority.”

And in fact, this incident moti-
vated Hal to seek a professional
mentoring service. He finally fig-
ured out how mentoring fit into his
strategic plans.

Here’s how to
keep succession

planning on the
front burner.

Succession Planning:
A Job for the Top

Yes, succession planning is the
executive director’s job, but one
that's often put off till another day.
“After all, there are other, more
immediate things to do,” the exec-
utive thinks. And, of course, that's
absolutely right. Managing a non-
profit organization is a complex
job. The demands for efficiency,
for productivity, for innovation —
each one an absorbing challenge
— are unrelenting.

Yet, as Hal looked around the
room at the senior officers who
had joined him for this pivotal
board meeting, he realized he didn’t
know if there was a successor
among them. It wasn’t that he had-
n’t thought about it; he had actually
taken some steps toward that end.
He had dined out, for example,
one-on-one, with all his top officers.
But those conversations focused
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either on specific organizational
issues (which Hal took the lead in
solving) or were purposely kept
social. So Hal still didn’t know
whether any of his staffers could
take over were he to be hit by the
proverbial bus.

Hal’s situation is far from
unusual. Succession planning is
usually taken seriously but not
considered urgent. Yet it doesn’t
take a sudden death to make the
issue critical. Sometimes the
director leaves for another job
with no one groomed to succeed.
Or the leader may take a sabbatical
or come down with a chronic ill-
ness. As a result, several new
directors may come and go in a
short time if there isn't a pipeline
of prepared successors.

Few executive officers pooh-
pooh the idea of succession plan-
ning; it’s just that they don’t get to
it amid the tumult of a normal day.
Even when time is taken to go to
dinner or meet with high-potential
candidates, the conversation is
usually restricted to unrevealing
subjects: problems with meeting
the numbers, problems with a
troublesome employee, or social
items. In the typical one-on-one
performance review, there’s usually
so much angling for decisions
around bonuses, raises, promotions,
or disciplinary issues that a con-
versation on growing as a leader
hardly happens at all. Thus, despite
good intentions, few occasions
help detect nascent leaders or sig-
nal optimal choices for a successor.

This is no fault of the searching
executive director. The ability to
lead doesn’t always present itself
in the same way managerial
prowess does. For that reason,
mentoring, not just managing,
matters in the succession-planning
arena.

Why Mentoring Matters

A mentoring relationship
requires a different focus than
managing. Consider the following
interactions that occur in mentor-
ing and not in managing. As you’ll
see, they are qualitatively different
from a manager's usual interac-
tions:

Mentors hear the quiet stirrings

of leadership. When top managers
ask, “Who are my potential lead-
ers?”, they look at the people
pleasing them, getting things done.
Most executive directors are deter-
mined to spur results now, to keep
costs down, to keep people focused
on their tasks, so they don’t neces-
sarily look at the people who are
quietly asking, “Shouldn’t I be
doing more?”

Yet often, the call to lead
emerges in subtle ways, making it
possible to miss good prospects.

Mentors aren’t

coaches.

Sometimes the prospects them-
selves don't recognize that a drive
to lead is taking shape in their
lives.

Continuing our story, Hal had a
professional come in and act as a
mentor to those he suspected
might be successor prospects,
including “Susan.” Hal told the
mentor that he felt Susan was a
great performer and good with
people, but he wondered if she
might be too “soft.” Did she have
that extra edge to spur people over
the top to success?

Susan was aware of his concerns.
She told the mentor, “I'd never say
this to Hal, but sometimes I won-
der whether 1 shouldn’t be doing
more. There are times I feel 1
should say things to people or help
with their problems in ways I
never have before. But I try to
ignore the feeling and get back to
my job.”

If she confided this to Hal, his
suspicions about her “softness”
would no doubt be confirmed. It’s
not that Hal is insensitive. But as
an executive, he can be overly
focused on results, working hard to
meet projections, objectives, and
budget numbers — a great trait in
many leader situations, and cer-
tainly a vital part of a leader’s job.

But another part of Hal’s job,
one that was never his forte, is the
people part. Although fair, honest,
and mentally sharp, Hal isn’t always
the best of listeners. He sometimes
misses nuances, preferring things

to be spelled out.

A mentor, on the other hand, is
always listening for subtleties. So
when Susan confided these
thoughts, the mentor realized they
reflected her impulse to contribute
more, develop new parts of herself,
and become a leader.

Mentors let their protégés fail.
Mentors aren't coaches who help
leaders perform better, apply bet-
ter managerial skills, or give better
speeches. A coach, often the
leader’s direct supervisor, can't
afford failure. Thus coaches prod
people to succeed at any cost.
Mentors, on the other hand, have
the luxury of encouraging more
leadership — developing risks and
allowing failure.

It’s not that mentors want their
charges to lose heart as a result of
failure. A mentor cares deeply
about the protégé. Acting on that
care, a mentor puts people in the
right situations, with the right
frame of mind. After that, it’s up to
the protégé.

Mentors deliver the bad news.
Mentors bring the bad news that
no one else will convey. Ernest,
another employee of Hal’s, comes
to mind. Hal considered Ernest
among the top candidates to suc-
ceed him. Others, too, found
Ernest an effective manager, hard
driving and with a great sense of
humor.

During one of their sessions,
the mentor observed him in a dif-
ferent role when Ernest’s wife and
daughter entered the office. Ernest
was affectionate, animated, and
full of joy at their entrance but
after they left, as he returned to
the subject of his role in the organ-
ization, all the warmth and passion
drained out of him. The contrast
was startling.

“Are you always this way when
it comes to your role in the organ-
ization?” his mentor asked.

“What way?” Ernest responded.

The mentor replied: “Dispas-
sionate. By the numbers. Cal-
culating. That’s what I feel from
you when we discuss your role
here. Seeing you with your family
really drove it home for me. It's
now clear why our conversations

continued on page 30
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can get, well, a bit boring.”

“You think I'm that way? I am
not that way!” responded Ernest.

“Well, I certainly see that you
aren’t such a cool, calculating
character with your family,” the
mentor replied. “But as soon as
they left and we got back to your
role here, all that excitement went
away, didn’t it? How do you expect
to get people to perform with
excitement and passion if you're a
dry, execution-focused executive?”

Who but a mentor would give
Ernest the benefit of such a
painfully honest observation? His
boss wouldn’t, because Ernest
always got things done without
fail, and with little or no supervi-
sion. He was the very embodiment
of the maxim, “Managers are needed
by their bosses; leaders are needed
by their followers.” Why would his
boss want to spoil a good thing?

And those who reported to him
obviously wouldn’t say anything.
So only a mentor could offer
Ernest an honest take on his lack
of leadership charisma.

If employees aren't prospects
for leadership, having an uninspiring
demeanor may not be an issue. But
if they’re going to inspire success
and steer the organization to growth
and prosperity, it is an issue.

So the mentor must be willing
to risk hurt, insult, even a parting
of ways to cultivate the attitudes
that make up a creative leader.
Who else but a mentor can provide
this kind of guidance?

Executive directors need to
shift their mindset toward mentor-
ing. They must have the kinds of
conversations that offer insights
into a successor candidate’s poten-
tial. They must open up discus-
sions that offer mentoring to the
candidate. Unfortunately, most top
executives haven't had much prac-
tice in this role.

How Managers Gan
Become Mentors

If you're a busy, results-oriented
executive director, how do you
provide mentoring for your top
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officers? The most effective way is
for you to do the mentoring your-
self. Here are a few tips for making
this leap:

Focus on the person. Mentoring
conversations are quite different
from those that have to do with
performance and managerial profi-
ciency. While managing is con-
cerned with processes that encom-
pass people, machines, and
resources, mentoring focuses on a
single person. Managing concen-
trates on an end result, while men-
toring centers on a person’s life.

A mentor puts people
in the right situations,

with the right frame
of mind.

Look for hidden clues. Man-
aging relies on information that is
decision-ready, awaiting the exec-
utive’s assent. Mentoring must
unearth personal information that
may not be readily given: The
engagement between mentor and
protégé often hinges on the men-
tor noticing and responding to sig-
nals that are completely nonverbal.

Be ready to accept disagree-
ment and resistance. Contrary to
the executive-command model of
relating to another person, men-
toring requires a willingness to
give and take. The protégé is
expected to push back, to disagree
with the mentor, to show the self-
trust expected in leaders.

Don’t be afraid to get person-
al. Many top officers are reluctant
to get too personal with a colleague
lest it interfere with decisions the
director needs to make, including
transfers or terminations. But the
mentoring relationship is very per-
sonal. Mentors must attend to the
growth of others and take respon-
sibility for seeing them succeed at
a higher level. Any executive who
prefers to separate the personal
from the professional will be
brought up short on this aspect of
mentoring.

You Can Be Both

These differences between man-
agerial and mentoring relationships
highlight why many executive

directors aren’t comfortable being
mentors. But, with practice, it’s
possible to be both a manager and
a mentor.

Top officers in need of succes-
sors, and organizations seeking
leaders to meet creative chal-
lenges, must incorporate leader
mentoring into their action plans.
Doing so provides an organization
with irreplaceable benefits, includ-
ing the assurance of future suc-
cess. Though no one’s at fault for
being unable to serve as a mentor,
the true leader must be deter-
mined to manage for today and
mentor for tomorrow. B

Resources

Duncan, Reginald, “Four Keys to a
Professional Mentoring Program,”
Nonprofit World, Vol. 22, No. 5.

Temkin, Terrie, “Nonprofit Leader-
ship: New Skills Are Needed,”
Nonprofit World, Vol. 12, No. 5.

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

These resources are available from
the Society’s Resource Center, www.
snpo.org. Also see Learning Institute
programs online: Mission-Based Man-
agement (www.snpo. org/li).

Michael H. Shenkman, Ph.D.,
is founder and president of the
Arch of Leadership (woww.archof
leadership.com, mshenkman@
archofleadership.com), a leader
mentoring organization based in
Albuquerque, New Mexico. This
article was adapted from his
new book, The Arch and The
Path: The Life of Leading Greatly
(Sandia Heights Media, www.
thoughtleading.com).
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Nonprofit briefs

{d Developing a Strategic Plan for Your Life

If a strategic plan can help your organization focus on its purpose and goals, why shouldn’t it work for
you? Since you can’t do everything, you need to identify the most important aspects of your life and center
your efforts on them. Doing so will benefit your organization as well as yourself, because you’ll be investing
your time and energy wisely. Here’s how to develop your own strategic plan:

1. Start a personal strategic-planning notebook. Begin by writing down your responses to the following
exercises. Write in the present tense.

2. Picture yourself three years from now reflecting on your most significant accomplishments over that
time. Write down what you see. Figure out what will have to happen to make you happy with your progress.
Are the things you're doing now taking you where you want to go? Which things should you be doing more
of? Which things could you let go of? Write down your answers.

3. List the six or seven areas of your life that are extremely important to you. For example, you might
name family, health, work, spirituality, and so on.

4. For each area, develop a clear vision of where you're going. Write down what it looks like when you're
living your best expectations in each of the areas.

5. Keep your notebook near at hand, and refer to it when you're wondering which tasks to concentrate

on and which to set aside.ld
— adapted from The Small Business Journal (www.tsbj.com)

(1 Getting and Keeping (J Who Raises Funds for You?

Involvement Over half (55%) of nonprofit organizations have at least one staff

We form organizations to member whose main job is fundraising. But staffing varies by budget.

accomplish things we can’t do While 66% of organizations with less than $50,000 in annual donations

alone. Now there’s a book — You have no fundraising staff, 59% of those with more than $1 million in

Don’t Have to Do It Alone: How to annual contributions have more than one fundraiser. See “Who Raises

Involve Others to Get Things Done Contributions for America’s Nonprofit Organizations?” by Mark Hager at
(San Francisco: Berrett-Koehler www.urbaninstitute.org. U

Publishers, www.berrett-koehler.
com) — that clarifies how to work
with others to accomplish your [P 0 = 0 0 0 o b O e B e O e e e e O

goals.
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individuals. Think about the best
involvement. It helps to remind
1-800-872-2489

that information to select the right
explain how to support continued Monthly Fee

Minimum Fee AT&T RateS
a project, and they may not need

to be.

This 116-page paperback is an
excellent guide to involving the
right people and keeping them
motivated to get things done.
Nonprofits will want this book
handy for frequent reference.l

Fax:

Organization Name:

— reviewed by Terrence Fernsler I
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Relevant reviews

How can you juggle all your duties without burning out?

The Executive Director’s
Survival Guide: Thriving as
a Nonprofit Leader

By Mim Carlson & Margaret
Donohoe. 287 pages. Hardcover.
San Francisco: John Wiley &
Sons, www.wiley.com.

The care of the executive
director is important for the well-
being of any nonprofit organiza-
tion. In this book, Mim Carlson
and Margaret Donohoe explain
what executive directors can do to
be more effective, looking at
everything from organizational
culture to proper monitoring of
finances, from board relations to
career development.

The authors describe the
changes the nonprofit sector is
experiencing, because executive
directors must keep up with the
trends. They explain the life stages
of nonprofits and the skills needed
by executive directors to prosper
in each stage.

Executive directors must be
able to determine who the stake-
holders in an organization are and
how to communicate with each
stakeholder group. Executive direc-
tors are important in nurturing
relationships with stakeholders,

By Terrence Fernsler

and this book explains how to do so.
The executive director’s rela-
tionship with the board is
extremely  important. There
should be clear goals and no sur-
prises. The executive director
must keep the whole board focused
on mission and not let it focus just
on tasks. Broad representation in
the organization means more than
just ethnic diversity. The board
should be open to representation
by the whole community’s culture.
The executive director’s role is to
encourage diversity in the work-
place and learn how to manage
any diversity-related conflicts
among staff and volunteers.
Executive directors must know
when to lead, when to manage,
and when to support or follow.
They must also know the right
people to follow. Getting along
with staff, paid and volunteer,
makes the organization more
effective. Executive directors can
share their expectations with staff
and learn to communicate well to
improve the organization. The dif-
ficult job of following the founder,
and ways to keep the founder
involved, are discussed at length.
The authors explain how to
keep track of finances. Everyone
has a role in fundraising, but the

executive director is responsible
for creating a culture of a fundrais-
ing team.

With the many responsibilities
an executive director has, it’s all
too easy to become wrapped up in
work, but it’s important to have a
balanced lifestyle in order to be
effective. Delegating can help ease
an executive director’s work load
while developing leaders within
the organization. Receiving coach-
ing and mentoring can also help an
executive director accomplish more.

There are many reasons for an
executive director to leave an
organization, but most of them are
beneficial for both the executive
director and the organization. The
executive director should prepare
for transition in the position, and
this book helps with checklists to
make transitions smooth.

The book takes all the issues
that are important to the executive
director’s job and investigates the
best ways to handle them, one by
one. Taken together, they paint
a vivid portrait of how to
perform well without burning out,
burning bridges, or burning the
organization.l

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

{J What Sets Social Entrepreneurs Apart?

What makes social entrepreneurs different from business entrepreneurs? The Global Entrepreneurship
Monitor Report found that women and people from ethnic minorities are more likely to become social than com-
mercial entrepreneurs. Social entrepreneurs also tend to be more educated and financially better off. When it
comes to the practical aspects, however, there aren’t so many differences. David Bornstein, author of How to
Change the World: Social Entrepreneurs and the Power of New Ideas (www.howtochangetheworld.org), notes
that social entrepreneurs do the same things as business entrepreneurs and have the same skills and tempera-
ment. “They love to build things — not to invent a new running shoe, but to change the world.” Social enter-
prise also fits neatly with the current business passion for stakeholderism, the idea that anyone affected by a
business or organization has a stake in it. For more, see “The Not-for-profit Principle” at www.charitychannel.com.Q
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What Every Nonprofit Director and Manager Should
Know about Effective Governance for Nonprofits

Nonprofit Governance Library Just

2002 7x 10 Paperback Product Code: 5070392P p'-,b’ish
$99.95 (1-9 copies); $89.95 (10 - 25 copies) ed

This Library, including three publications, Guidebook for the Directors of Nonprofit Corporations, Second
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2002 744 pages 7x 10 Paperback
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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
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Edited by Victor Futter
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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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