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ow often have you
heard the adage that
change is always with

us? True as that dictum is, it
misses the real point, as John
P. Kotter notes in A Sense of
Urgency. In today’s world,
the crucial point is that the
rate of change is soaring in
an unprecedented way and
will do so for at least the next
five years. Any organization
unattuned to this change is
putting itself at risk.

And yet, says Kotter, more
than 70% of needed change
efforts either fail or aren’t
launched at all. The reason,
according to his research, is that most organizational
leaders don’t create a great enough sense of urgency.

The shift to continuous, skyrocketing change means
that urgency is essential not just in big change programs
but in day-to-day performance. It’s vital to make real
progress every day on challenges central to your orga-
nization’s success. “Urgent Patience: An Oxymoron?”
(page 28) gives you the keys to do so.

Take care not to confuse urgency with frantic activity
and overstuffed schedules. True urgency is centered on
critical issues. “The Ben Franklin Program for Focusing
on What’s Important” (page 12) assures you're paying
attention to the right things.

A sense of urgency is a highly focused and affirming
force. To produce it, the first step is to generate posi-
tive, future-oriented energy in your organization. “How
to Be a Positive Leader” (page 27) explains how a per-
sonal management program can infuse your organiza-
tion with the kind of energy you need. “Three Good

v

“Most needed
change efforts
fail or aren’t
launched at all.”

FIVE THINGS TO DO NEXT MONDAY

An Urgent Message

Things: Creating Miracles in Fund Development” (page
10) offers exercises to spark such energy.

Building a winning culture means using language to
inspire, clarify, and persuade. Whether sharing infor-
mation with your board members (see “How Executives
and Boards Can Improve Performance,” page 26), pre-
paring board and staff for new directions (“Taking Ac-
tion to Manage Change,” page 14), or smoothing com-
munication throughout your organization (“How to Fix
Communication Breakdowns,” page 16), the words you
use are crucial.

Perhaps the most important attribute in today’s fast-
moving environment is flexibility. Since we have no
choice but to sway with the gales of change, we must
master our ability to adapt and learn (turn to “Can You
Learn to Become a Better Leader?” on page 9, “Smart
and Fast Are Not Enough” on page 18, and “Diversity
and Inclusion: Why Now?” on page 27).

New technologies alone are changing everything,
morphing at dizzy speed. For the first time in history,
technology has placed the tools for cooperating on a
global scale in the hands of individuals (take a look at
“Bowling Together” on page 27 and “The Power of the
Volunteer Crowd” on page 28).

In a turbulent era, apathy can be fatal. The good news
is that a changing world offers not only grave hazards
but boundless opportunities. You can capture these pos-
sibilities by crafting a culture of positive, urgent atten-
tion throughout your organization.

J(,ée PV et

Jill Muehrcke, jill@snpo.org

Here are a few concrete things you can do right now to begin transforming your organization.

1. Pinpoint the issues most critical to your organization’s success (see “What Really Matters?” on page 13).

2. Score your leadership skills with the “Positive Leadership Assessment” on page 27.

3. Amp up the positive energy in your organization with the exercises on pages 10-11.

4. Check how many “best practices” your organization uses to enhance diversity (“The Road to Inclusion,”

page 21).

5. Take the communication survival quiz on page 17, and bolster any weaknesses you uncover.
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57“ Letters to the Editor

L/
Cause Marketing: Is This Really Fair?

I've read several articles in Nonprofit World about
cause marketing (the cooperative effort of a for-profit
business and nonprofit organization designed for mutual
benefit). However, there’s an ethical concern I've rarely
heard mentioned—the issue of whether larger for-profit
organizations can manipulate smaller nonprofit organi-
zations in cause marketing arrangements.

In Florida, for instance, Hooters Restaurant helped
sponsor the Central Florida High School Football All-
Star Game, and during half-time Hooters girls present-
ed a check to Special Olympics Florida for over 81,100
(www.specialolympicsflorida.org/news-archives/8th-an
nual-all-star-football-game.html). Further, Hooters has
created golf tournaments to benefit Special Olympics
across North Carolina. I find Hooters’ partnership with
Special Olympics problematic on two ethical grounds.

First, by partnering with Hooters Restaurant, Special
Olympic sites become vehicles to sexually objectify
women. When you click on the Hooters donation link
from certain Special Olympic state Web sites, you're
taken to the Hooters Web site (www.hooters.com/home.
aspx), which is rife with sexual symbolism and images
of women in pornographic poses. Implicitly, it seems
as if Special Olympics supports the sexual objectifica-
tion of women. (For a report by the American Psycho-
logical Association on how portraying women as sexual
objects leads to destructive outcomes such as clinical
depression, disordered eating, and appearance anxiety
in women and girls, see www.apa.org/pi/wpo/sexualiza
tion.html.)

Second, could this partnership be viewed as exploi-
tation not only of women but of people with disabili-
ties? Is Hooters Restaurant helping those with mental
disabilities, or is it preying on them to create a posi-
tive public image for itself at low cost? (Hooters walks

in the shoes of many organizations that have exploited
people with disabilities, such as the “freak shows” that
hospitals once used in their fundraising efforts and for-
est groups claiming publicly to be “helping” people with
disabilities, but using them for low-cost labor.)

I want to make it clear that I think highly of Special
Olympics and have volunteered for many Special Olym-
pic events. But I think its partnership with Hooters Res-
taurant raises many questions. Is it fair to women? Is it
fair to those with cognitive disabilities—the very peo-
ple Special Olympics is created to serve? Or does it go
against the most central mission of Special Olympics?
I think all nonprofits need to ask themselves questions
such as these before they enter into any relationship
with for-profit companies.

Rodney B. Dieser Ph.D., rodney.dieser@uni.edu
Associate Professor in the Division of Leisure,
Youth, and Human Services

Program Coordinator of the M.A. Program in Phi-
lanthropy and Nonprofit Development

University of Northern lowa

Cedar Falls, Iowa

Leading with the Heart

I was so moved and inspired by the article “Leaders
as Midwives Who Birth a New World” and your essay
“Into the Labyrinth” (Vol. 28, No. 5). Not only did they
give me lots to think about and concrete things to do
to improve my organization, but they inspired and en-
couraged me.

I always recommend your magazine to everyone I
meet because your articles are so practical and helpful,
with clear-cut steps to help us get the results we want.
Yet at the same time there is always something in every
issue that addresses leading with the heart. Thanks for
reminding me why I do the work we do.

Mel Maks
TE.A.C.H., Inc.
New York, Nexw York

We would love to hear your response to anything in Nenprofit 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 44173, Madison, Wisconsin 53744-4173.

E-mail to: muehrcke@charter.net or jill@snpo.org

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

Also, we hope you'll join the discussion on the
Nonprofit World Discussion Forum. Just go to
WWW.SNpo.org, sign in as a member, and click on
the Nonprofit Forum link.

WWW.SNpo.org
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Food for thought

I’'ve Been Thinking about...
Program Evaluation

How can we improve evaluation to get a true measure of effectiveness?

¢e’ve been talking about the
best ways to measure ser-
vice outcomes for as long

as I can remember, in a career go-
ing back some 30 years, and little
has changed: All parties agree on
the importance of obtaining data
that show which practices are most
effective, but there’s less unanim-
ity on how to go about it. A recent
thread on a listserv made me realize
we still haven’t solved the key prob-
lems.

The thread began when a con-
sultant to nonprofits asked what’s
being done to analyze program out-
comes. In response, a university
student just back from a confer-
ence on volunteerism noted how
little he’d learned about the effects
of the dollars and time spent to alle-
viate social ills, mainly because the
emphasis had been on the value of
the services from the perspective of
donors or service deliverers rather
than recipients. An academic then
offered an overview of research she
and others have been doing on per-
formance evaluation, the titles of
which confirmed that most of it is
dictated by organizational leaders
and donors, with little to no input
from those ostensibly benefiting
from the programs.

Having been a nonprofit CEO,
I do appreciate the competing de-
mands on executive directors from
various stakeholders, particularly
the many funders for whom out-
come data have become the holy
grail of effectiveness. With so much
on one’s plate, it’s tempting to con-
centrate on concrete services that
are easier to quantify. Yet, this of-
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By Martha Golensky

ten means giving short shrift to our
reason for being—qualitative re-
sults like improved self-esteem or
decision-making ability. It isn’t that
these outcomes can’t be measured.
It just takes more effort to identify
the right descriptors for the hoped-
for changes.

Why is applied research
still undervalued in many
colleges and universities?

Despite the challenges, we need
to do a better job of understand-
ing recipients’ needs—that is, the
concerns for which they’re seeking
help, along with their response to
the services offered and, most im-
portant, what impact the services
have had on their lives. Some orga-
nizations have adopted the collabor-
ative approach known as empotwer-
ment evaluation, which recognizes
consumers as the primary interest
group; clients are trained in evalu-
ation practices so they can help
decide what will be measured, the
methods used, and so forth.

A logical place to seek assistance
is at your local college or university,
but even here practitioners need to
be clearer in communicating what
they hope to learn and what they
can offer, to tap into the strengths
each can bring to program evalua-
tion. One problem is that the ten-
ure/promotion system rewards fac-
ulty more for pure research than for
applied research. To change this dy-
namic will require influencing the
mindset of those in charge of the
reward system by demonstrating
that doing good for the community
is also good for the institution.

As a great believer in collective
action, I think faculty members
and nonprofit managers can work
together toward this common goal
through already established groups
(the state association of nonprofits,
for example) as well as task forces
set up for this purpose. Enlightened
funders such as the Kellogg and Mott
Foundations (which support proj-
ects that build on existing knowl-
edge to improve the quality of life
for all) might be open to providing
the wherewithal for a well-defined
joint undertaking.

Let’s try harder to find a practi-
cal solution to make program evalu-
ation more productive for every-
body! ®

Martha Golensky, professor emerita
of social work at Grand Valley State
University (golenskm@gusu.edu), 1is
the author of Strategic Leadership and
Management in Nonprofit Organiza-
tions: Theory and Practice, published
by Lyceum Books, which draws on her
30-year career as a nonprofit execu-
tive, professor of nonprofit manage-
ment, and consultant to local non-
profits on strategic planning, financial
development, and board governance.

More on Evaluating Programs
(www.snpo.org/members)

¢ Performance-Based Manage-
ment Builds Funding & Sup-
port (Vol. 23, No. 6)
¢ Four Steps to Evaluation Suc-
cess (Vol. 23, No. 2)
¢ Using Your Outcome Measure-
ment System (Vol. 18, No. 1)
Also see Learning Institute pro-
grams on-line: Outcome Measure-
ment (ww.snpo.org/lino).
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Ask the experts

Can an Employee Get Rid of the CEQ?

How can you make sure an incompetent CEO gets fired?

« board hasn’t done the yearly evaluation required

the bylaws, is there anything an employee can do to

get the board to evaluate the CEO? When is it possible
to oust a poorly performing CEO?

Q. If a CEO is providing terrible leadership and the
by

.A board can terminate a CEO at any time. You

« should understand, however, that it’s psychologi-
cally very difficult for a volunteer board to cut off the
livelihood of a CEO who’s given years of dedicated ser-
vice, even if it hasn’t been the most exemplary service.
How to get the board to consider such action, or even
start a review process, is a tricky question.

How to get the board to consider such
action is a tricky question.

I assume that the CEO’s leadership is merely poor
or wrong-headed, not illegal. I also assume that the is-
sues haven’t been—or can’t be—resolved when raised
in private meetings, staff meetings, or meetings with
board committees. If I'm right in these assumptions,
my next question is whether your view is shared by
others on the staff. The group has a better chance of
effecting change than a single employee.

Questions or complaints to the right board members
may be enough to start the review process. If the re-
view process doesn’t include talking to staff, however,
it may not pick up the issues that concern you.

If there’s a group of employees who feel as you do,
it may be possible to talk “off the record” to a board
member you feel would be sympathetic, but I wouldn’t

Moving?
Let Us Know!

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

to:

The Society for Nonprofit Organizations
P.O. Box 510354
Livonia, Ml 48151

The post office WILL NOT forward copies of Nonprofit World.
So let us know BEFORE you move so that you won't miss

any issues.

count on maintaining confidentiality. Anonymous
complaints to internal “hot lines,” if you have them
for issues such as whistle-blowing or harassment com-
plaints, may also initiate an inquiry. Request for a stra-
tegic plan may be a way to raise the issues indirectly.

You need to remember, though, that the CEO may
deem your questions traitorous and decide your ser-
vices are no longer needed. A firing or two of staff
(who, from what I infer from your question, would
have no protection from any whistle-blower policies),
may eventually hurt the CEO in the board’s eyes, but
you may be long gone before that happens.

If a few judicious questions about a review don’t
start the process, you may have to bide your time until
the board gets around to it. If nothing’s happening and
the failure of leadership is seriously compromising the
organization’s effectiveness or you're simply not happy
with the situation, you may want to find another place
to utilize your talents. B

Don Kramer
Nonprofit Issues
www.nonprofitissues.com

One more suggestion: Take a look at “CEO Evalua-
tion: The Board’s Second Most Crucial Duty” (Vol. 8,
No. 3), “Evaluating the Top Administrator” (Vol. 15,
No. 4), and “Reviewing the CEO: A Guide for Non-
profit Boards” (Vol. 20, No. 6) at www.snpo.org/mem
bers. Consider distributing these articles to board
members as a subtle reminder of the vital importance
of ongoing CEO evaluation.

—Ed.
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f. I .'\here’s an intensive debate go-
ing on in nonprofit fundraising
circles. One side believes it’s a

waste of time to cultivate young do-
nors. They say, “Go where the money
is, and it sure isn’t with college-loan-
saddled Gen-Xers.” The other side
thinks that with a Facebook page
and a dream they can wrap up their
capital campaign because young do-
nors will send five-figure checks the
minute they get a Facebook Causes
request. The truth is somewhere in
between.

Who Are Gen X and Gen Y?

While the start and end date of
each generation varies by research-
er, for the purpose of this discus-
sion Gen X is made up of people
born between 1961-1983 and Gen
Y (sometime referred to as Millen-
nials) is made up of people born be-
tween 1984-2002.

Why Focus on Young People?

There are many reasons why non-
profits need to develop plans that
include younger donors. The most
important reason is that, contrary
to public perception, young people
give. According to research from
the University of Indiana, genera-
tion alone doesn’t make a difference
in the amount donors contribute or
the percentage who choose to sup-
port nonprofit organizations. Any
differences in contribution amounts

Nonprofit World ® Volume 29, Number 1, January/February 2011.
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Next Generation ofz~
DonorsNow V

Having many generations of donors ensures a pipeline of support
for decades to come. Start thinking about that future today.

By Trista Harris

among donors were associated with
differences in income, education,
and religious attendance.!

Young donors also have a greater
financial value to your organization
over their lifetime, simply because
there are more years that they can
support you. In addition, your orga-
nization needs a diverse donor base
to carry your message to a broader
audience.?

Use These Seven Keys to Attract
Young Donors

1. Treat them like donors. Many
nonprofits immediately assume
that young people with an interest
in their organization are good vol-
unteer prospects. That may be true,
but don’t immediately write them
off as annual or even major donors.
Cultivate them as you would any
contributor.

2. Meet them face to face, not
just on Facebook. Social media
tools like Facebook and Twitter are
a wonderful way for your nonprofit
to reach new supporters, especially
Gen X and Gen Y donors, who often
use those tools. Let social media be
one way to connect with donors but
not the only way. Meeting donors
and prospects in person or through
peers is still an important develop-
ment strategy.

Contrary to public
perception, young
people give.

3. Let them know your impact.
Donors want to hear how you're
making a difference. This isn’t just
some passing phase; it’s a perma-
nent change in how much informa-
tion donors want to receive about
how their donations are making an
impact. Twitter, Facebook, and your
newsletter are great ways to state
this case. Donors want you to use
the communications channels they
use. Since the chances that you'll be
on CNN.com are small, get in their
Facebook feed instead.

4. Help them help you. What’s
more useful to your organization—a
donor who writes you a $100 check
and doesn’t tell a soul or one who
writes you a $50 check and asks 350
Facebook friends to do the same?
Millennials and Gen X donors are
more likely to make giving a group
activity using tools like Facebook
Causes. Donor prospecting can be
costly; reach out to donors who will
do this prospecting for you for free.

5. Appeal to their sense of con-
nectedness to the world. According
to a study by Indiana University,
Millennials are much more likely
than any other generation to say
that they give to “make the world a
better place.” Whether your organi-
zation is an international NGO or a
local initiative to clean a watershed
in your neighborhood, you’re part
of a larger global picture. Make that
connection clear to donors in your
case for support.

6. Don’t put them at the little
kids’ table. It’s condescending to

6 * NONPROFIT WORLD
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Millennials and Gen X donors are more
likely to make giving a group activity.

induct someone onto a junior board if they’re just hold-
ing a space with no real authority. If you really want
a multi-generational perspective in your organization,
you must have young people at the table where the real
decisions are being made. If you're changing the diver-
sity of your organization’s board, you need to have three
people from that group represented so that they have a
real voice rather than being a token. If you want mul-
tiple generations represented, make sure you don’t have
one lone voice that’s expected to represent all young
people.

7. Give them their own space. When it comes to
the social events that your organization holds, there’s
a place for young-professional-focused events. People
want to spend their socializing time with their peers. If
there’s only one person under S0 at an event, the young
professional probably won’t come back next time. So
build a space where young people can learn about your
organization and have fun with their peers. A word of
caution: Young-donor-focused events are an important
part of a cultivation strategy, but don’t let these events
be the end of your engagement. Too many organiza-
tions start a young donor society or hold a special event
but don’t find other ways to reach out to young donors
through publications, face-to-face meetings, or other
annual events. Special events should be a starting point,
not a substitute for real engagement.

Refer Your Young Donors
to These Resources

Show young donors you care about them by con-
necting them to organizations and publications such as
these:

Resource Generation (www.resourcegeneration.org)
is a national organization that works with young people
with financial wealth. Its purpose is to promote inno-
vative ways for young people with wealth to align their
values, vision, and financial resources to deepen their
civic engagement.

21/64 (www.2164.net) offers services—including
consulting, resource materials, networks, and commu-
nication tools—in times of generational transition. To-
day, with four generations above the age of 21 around
philanthropic tables, multiple generations must learn
to understand each others’ “generational personalities,”
values, and visions. 21/64 helps multigenerational fami-
lies define and achieve their individual and collective
goals.

Synergos Global Philanthropy Circle , or GPC (www.
synergos.org/philanthropistscircle) is a network of phil-
anthropic families from across the world committed to
using their time, influence, and resources to fight global
poverty and social injustice. GPC hosts a number of af-
finity groups. One of them, the Next Generation Group,
helps younger family members engage with their peers

continued on page 8

If you're
looking to raise

more funds,
we can help.

\_’/

DonorPerfect fundraising software
has helped thousands of nonprofits
raise more money, cultivate donor
relationships and save time performing
daily tasks. On average, our clients
see increases in revenue 5 TIMES
the national average in their first
year using our software!

Start seeing greater results today!

For your FREE trial, visit
donorperfect.com/Try4Free
or call 800-220-8111

Donor
Perfect.

Fundraising Software
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Creative
Fundraising Ideas

Organize Brown-Bag
Get-Togethers

An easy way for your board
members and other supporters to
raise money is by hosting brown-
bag lunches. Have them ask their
co-workers to pack a lunch at
home, bring it to work one day a
week for a month, then donate the
money they would have spent at a
restaurant. Or, if they prefer, your
supporters can conduct brown-bag
fundraisers in their homes. Instead
of meeting friends for lunch or din-
ner at a restaurant, they can invite
them to bring a sack lunch to their
home and then donate what they
would have spent eating out.

Seek Donations of Service

Combine your next event with
an auction, either silent, live, on-
line, or all three, and ask your sup-
porters to donate gifts of service.
Examples:

e creation of a dress or other

garment by someone skilled in

sewing

e Web site design or redesign
created by a graphic designer
or college student

e dinner for one or more cou-
ples prepared in someone’s
home, especially if the cuisine
is somewhat exotic

e car detailing by a local car
dealer

e a prairie walk by someone who
can discuss prairie plants.

Plunge into Fun
Ask supporters to gather pledg-
es to jump in frigid lakes, as Wis-
consin’s Special Olympics does
each winter throughout the state.
The Polar Plunge has helped raise
more than $7 million in 10 years.
Those who don’t want to do a to-
tal plunge can take the “Big Toe
Plunge” or “Pinky Plunge.” Or if
they’'re “Too Chicken to Plunge,”
there are special events for them,
too. For more information, contact
www.specialolymbicswisconsin.
org. For more creative fundraising
ideas, see “Special Events Galore!”

(www.stevensoninc.com).

Young Donors in Action

At the age of 25, Karen Pittelman decided to dis-
solve the $3 million dollar trust fund that her family
had set up for her and use the proceeds to support
grassroots groups run by and for low-income wom-
en in Boston.

Jamie Schweser was a tutor in New Orleans when
one of his 15-year-old students was arrested for drug
charges and faced six years in prison. Jamie advocat- =
ed for him and as a result the judge gave the student R

probation. That experience informed Jamie’s views

on the criminal justice system. While in his 20s Ja-

mie put $500,000 into the Beyond Prisons Fund. He

works with an advisory board of eight long-time activists to pro-

mote alternatives to incarceration.
continued from page 7
to develop as global philanthropists.

Grand Street (www.grandstreetnetwork.net) offers a unique opportu-
nity for young Jews to explore what it means to be in a family involved
with Jewish philanthropy. Against a backdrop of a generational wealth
transfer and changing dynamics in the American Jewish community, the
Grand Street network is a place where young Jews (18-28 years old) who
are involved or will be involved as leaders in their family’s philanthropy
come together.

Classified: How to Stop Hiding Your Privilege and Use It for Social
Change by Karen Pittelman and Resource Generation, with illustrations
by Molly Hein, is a guide for people with class privilege who are tired of
cover-ups and ready to dig through the buried files and figure out how
their privilege really works. Complete with comics, exercises, and per-
sonal stories, Classified gives its readers the tools they need to stop hid-
ing their privilege and instead put it to work.

Creating Change through Family Philanthropy: The Next Gener-
ation, by Alison Goldberg, Karen Pittelman, and Resource Generation
gives young people the tools they need not just to participate in philan-
thropy but help transform the field itself. Complete with personal stories
and exercises, this guide is an essential resource for anyone who works
with families with wealth. B

Footnotes

ISee Men, Women, X and Y- Generational and Gender Differences in Motivations for
Giving by Melissa Brown, Patrick Rooney, Hao Han, and Shaun Miller at http://www.philan
thropy.iupui.edu/womensphilanthropyinstitute/docs/GenderGenerationalDifferences.pdf.

2For a snapshot of the types of young, wealthy professionals available, see “Who Are
the Young Leaders?” by Emily Davis in Nonprofit World, Vol. 28, No. 6 (www.snpo.org/

members).
WEBINAR - February 23, 2011, 1:00 PM EST
Join Trista for a new webinar: How to Engage the
Next Generation of Donors Now. Visit www.snpo.org/lino

Trista Harris (tristaharris@gmail.com, headwatersfound
ation.org) is executive director of the Headwaters Founda-
tion for Justice, a community foundation acting as a cata-
lyst for social, racial, economic, and environmental jus-
tice. Trista is nationally known as a passionate advocate
for new leaders in the philanthropic and nonprofit sectors.
: She is a leading voice for Generations X and Y and secks
to create professional development opportunities throughout the sector. She
writes about generational change in the foundation field in her blog, New
Voices of Philanthropy (wwww.NewVoicesofPhilanthropy.org), and is an inter-
national speaker on working across generations to create social change.
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Can You Learn
to Become a
Better Leader?

What makes a leader, and how do you develop those
abilities in yourself and your team?

By Bill Huddleston

id you learn to swim by read-
ing a book?
The answer of course is

no, even if you did read about the
different strokes, breathing meth-
ods, and types of kicks. Sooner or
later, you had to get into the water.

In the realm of leadership devel-
opment, the same principle applies.
You can take courses, read about
the subject, talk to people, and ob-
serve leaders in action. You can join
organizations that give you experi-
ence (such as Toastmasters Interna-
tional). All are valuable, but they're
incomplete. To develop your leader-
ship skills, you have to lead people.

So where can you find these lead-
ership opportunities?

Eli Manning and Peyton Manning
didn’t play their first football game
in the Superbowl; Yo Yo Ma didn’t
have his first concert at Carnegie
Hall. Even the best in the world find
a good place to practice before the
performance. They develop their
skills before they go on stage, what-
ever the type of stage is.

What Capabilities Do You Need?

The keys to successful leadership
include:

e interpersonal skills (including
team building)

e oral and written communica-
tion

e continual learning

e integrity, honesty, and authen-
ticity

e project management skills.
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Even the best in the
world find a good place
to practice before the
performance.

How Can You Develop
These Capabilities?

Those in the nonprofit sector
can develop their leadership skills
by participating in workplace giv-
ing campaigns, such as United Way,
America’s Charities, and the Com-
bined Federal Campaign (CFQ).
Such campaigns include charity
fairs, where charities staff tables,
give out their materials, and answer
potential donors’ questions.

Attending such fairs gives you
(and other staff members who go
with you) a chance to develop skills
in areas such as communicating
and team building. You can prac-
tice your “elevator speech” dozens
of times and listen to hundreds of
people in your community, learning
what’s most important to them and
discovering whether your mission
resonates with them. You’ll develop
your writing skills by preparing an
analysis of community comments
for your board.

Because workplace giving pro-
grams aren’t high risk or high cost,

To develop your
leadership skills, you
have to lead people.

-

they’re ideal practice fields and re-
hearsal halls for leadership devel-
opment. No one is going to “blow”
a major gift solicitation at a char-
ity fair, but future leaders can gain
a wealth of experience in reading
people, connecting with them, and
spreading the organization’s mes-
sage. B

Bill Huddleston (BillHuddleston@veri
gon.net) is an expert on the Combined
Federal Campaign (CFC), the world’s
largest workplace giving campaign.
For a free copy of his report about the
CFC, visit www.cfefundraising.com.

More Ways to Practice the
Leadership Keys

For more on developing the
skills needed to become an effec-
tive leader, see these Nonprofit
World articles at www.snpo.org/
members:

e How Do Effective Nonprofit
Leaders Communicate? (Vol. 13,
No. 1)

¢ The Key to Building Produc-
tive Teams (Vol. 21, No. 4)

¢ The Nonprofit Executive as
Chief Learning Officer (Vol. 16,
No. 2)

¢ Leading from Feeling: Coach-
ing Tools for Interpersonal & Or-
ganizational Excellence (Vol. 27,
No. 1)

¢ Cynicism Rx: Authentic Com-
munication (Vol. 24, No. 6)

e How to Get It Done (Vol. 25,
No. 6)

¢ Face to Face (Vol. 14, No. 1)
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Three Good Things:
Creating Miracles in

Fund Development

When you take time to shift the energy,
you’ll be amazed what happens.

By Erika K. Oliver

e need more money! The
economy is bad! Other
nonprofits get the money

we used to get! Such doomsday
proclamations cause negative en-
ergy, which increases stress, dimin-
ishes listening, and decreases pro-
ductivity.

Doomsday proclamations also
repel donations. Today’s donors
are looking for good news, positive
outcomes. They want the results,
the social changes that will occur if
they provide support.

The sad story has
|lost its appeal.

To satisty this new type of donor,
you need to change your view of
fund development from solicitation
to communication. And not just
any communication, but positive,
proactive, outcome-driven commu-
nication.

Fund Development =
Relationship-Building
Fund development takes a broad
view, beyond the act of raising
funds. Its emphasis is on long-term,
mutually beneficial relationships
instead of a onetime transaction. It
focuses on relationships that span
the continuum from event partici-
pation and annual donations to cap-
ital campaign support and planned
giving.
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Just 15-20 seconds of
gratitude lowers your
blood pressure, decreases
stress hormones, and
heightens productivity.

Communication is the heart of
these deeper relationships. Positive
communication, emphasizing spe-
cific benefits to contributors, is re-
quired for these collaborative (not
transactional) exchanges.

Negative, or problem, approaches
must be replaced by positive tactics
that support ongoing relationships.
The first order of business is to in-
still a positive perspective in the
fund developer who delivers the
communication.

Communication Miracles

When your organization’s mission
connects deeply with an individual,
family, corporation, foundation, or
government agency, a communica-
tion miracle has occurred. Getting
your message heard as you intend,
explaining your benefit to another,
and asking for and receiving what
you need, when and how you need
it, is a miracle.

Communication miracles in fund
development begin from a base

of gratitude and shared meaning.
From there, you can truly listen to
the needs of your potential donor
and respond collaboratively. Other-
wise, you're just shooting fundrais-
ing arrows and hoping they hit with
no focus on long-term or deep com-
mitment.

An Activity to Create the
Right Energy

Here’s an activity you can do ev-
ery day to create a positive energy
shift. Think of three good things
about your day at home and three
good things you've accomplished at
work. Ask others in your organiza-
tion to do the same, and share your
results. (See “Gratitude at Every
Phase” on page 11 for ways to do
$0.)

“Three Good Things” is a grati-
tude activity that brings awareness
to the positive things that happen
even in adverse circumstances.
When done daily, this activity gen-
erates positive energy and lays the
foundation to develop an upbeat
message.

The cycle of fund development in-
cludes cultivating prospects, asking
for their support, and building the
relationship. At each phase that you
apply the “Three Good Things” ac-
tivity, the relationship grows, funds
are developed, and a mutually ben-
eficial synergy is accomplished. B

Erika K. Oliver (erikaoliver@prodigy.net), a recovering pes-
simist, uses positive approaches to help organizations with a
social mission create communication miracles. Erika conducts
personalized training, speaks at events, and is a project consul-
tant and author of Three Good Things (www.erikaoliver.com).
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Three Good Things: Fund
Development Stories

Frozen Pies and
a Warmed Heart

When a fund devel-
opment professional asked
a donor to share “three good
things,” he cited “Mrs. Smith’s
pies,” confessing he liked the
frozen pies even better than his
wife’s homemade pies. The fol-
lowing week, the fund develop-
ment professional sent three Mrs.
Smith’s pies to the donor’s office.
Not only was the donor delighted,
his contributions and involvement
increase every year.

Everybody Knows
Our Name

A relatively unknown
organization shared their
“Three Good Things” with
their community through media
releases and public service
announcements. Awareness of
their programs and impact on
the community grew. Attendance
at their annual event (the only
source of discretionary income)
doubled after using these positive
communication methods.

The Board
Takes Action

One nonprofit orga-
nization was growing Sso
fast that the fund develop-
ment professional could no
longer generate, ask, and follow
up with all the prospects on her
own. She started telling board
members three good things about
the organization and asking them
to relate three good things in re-
turn. As board members shared
stories they heard about the orga-
nization’s programs and services,
they became more involved. They
started following up with pros-
pects. They began connecting
with friends, who soon became
donors or who helped connect
the organization to major funding
sources. The fund development
professional didn’t need to ask
the board for assistance, because
they were soon asking her, “How
can we help?” Everyone wanted
to be part of and contribute to
“Three Good Things.”

Gratitude at Every Phase

Here are just a few of the ways you and others in your organization can
use the “Three Good Things” activity to raise funds, build relationships,
and create success.

Cultivating Prospects: Share Three Good Things about the Day

1. Before you begin researching prospective donors, share three good
things about your work with a coworker or fund development peer. This
act of gratitude focuses your energy on what is possible, not what might
be difficult.

2. Before approaching a prospect, review three good things about your
day to reduce any anxiety or fear you have about the interaction. Anxi-
ety and fear make it nearly impossible to listen carefully, and you run a
huge risk of missing important information about the donor’s needs and
concerns.

3. When you're building rapport at the beginning of the conversation,
share one of your good things. Also ask prospects about something good
that happened to them that day. Prepare for them to be pleasantly sur-
prised. It’s not often that another person takes a genuine interest in some-
one’s simple experiences, and most people aren’t used to being asked
about the good in their day.

Asking for Support:
Share Three Good Things about Your Organization

1. Using “Three Good Things” to begin a positive relationship with pros-
pects, you've been able to really listen to their needs and understand spe-
cifically how contributing to your organization will benefit them. Share
three specific benefits they’ll realize when they provide support. Focus on
the impact of the donation, and turn an ask from the organization into an
opportunity for the donor.

2. Mentally remind yourself of three good things about your organiza-
tion before making a clear and specific ask. The grateful energy you cre-
ate will keep you focused on your organization’s purpose and the bigger
picture of the relationship you’re developing, no matter what the pros-
pect’s response.

3. Just 15-20 seconds of gratitude lowers your blood pressure, decreases
stress hormones, and heightens productivity. Keep “Three Good Things”
that your mission does for the community in front of you—on your desk,
in your calendar, and on your key chain—to keep your thoughts focused
on the good work. Make sure your positive energy reserves stay high so
that burnout isn’t part of your reality.

Building Relationships:
Share Three Good Things You & Your Organization Do

1. Plan to share three good things with each donor throughout the year.
Share the good work caused by their donation, publicly recognize the
relationship, and support their work or interests.

2. Begin each organizational meeting by sharing three good things each
person has accomplished at work. This activity helps you appreciate all
the components of your organization and understand how the mission is
lived each day. It helps increase respect and support for each coworker,
results in a strong team, and allows everyone in the organization to con-
tribute to fund development efforts.

3. Share three good things with your community through local media,
your organizational newsletter, and at board and community meetings.
Your organization will become a source of positive energy, better known
and seen as a contributor in a bigger framework. Many people keep the
good news to themselves but are quick to share the bad. This generates
negative energy which doesn’t result in sympathetic support but creates
a distance.

January/February 2011
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ere’s a curious question: Do
Hall your daily efforts push

your organization toward
your objectives?

For most organizations, the an-
swer is no. People spend a fair
amount of time doing things that
don’t really make the organization
more successful. When you stop to
consider it, there are a limited num-
ber of areas that make your organi-
zation succeed. Here’s how to find
those areas and use them to propel
your organization to success:

Pinpoint Your Success Factors.

First, identify your critical suc-
cess factors—those areas most vital
to your organization’s success. See
“What Really Matters?” on page 13
to start you thinking.

Be specific when you identify
your factors. Don’t say “people”
when the issue is recruiting, em-
ployee satisfaction, training, or
compensation.

Test your assumptions by imagin-
ing a decline in a particular factor.
How would that affect your organi-
zation? Now imagine an improve-
ment in that factor. What would the
impact be?

Do all your daily efforts
push your organization
toward your objectives?

Nonprofit World ® Volume 29, Number 1, January/February 2011.
Published by the Society for Nonprofit Organizations

P.O. Box 510354, Livonia, Michigan 48151

734-451-3582 * Www.snpo.org

o
decrrf

The Ben Franklin
Program for Focusing
on What’s Important

A/ Wishing you could jumpstart a new level of performance?

Try these suggestions.

By Paul Lemberg

There are a limited
number of areas that
make your organization
succeed.

In selecting factors, limit your list
to no more than seven. Why seven?
Cognitive theory suggests that hu-
man minds are efficient at juggling
from five to nine separate trains of
thought. The average and oft-quot-
ed number is seven. Our plan is for
you to keep your eye on the ball, so
you want to limit the balls to those
you can keep your eye on.

Score Yourself.

Next, decide how well your or-
ganization is fulfilling each critical
factor. If one of your target areas is
your board of directors, for exam-
ple, ask yourself questions such as
these: Are all the board seats filled?
Does the board fulfill its intended
purpose? Are board members ac-
tive, enthusiastic, and committed to
your organization’s mission? Then
indicate how well you’'re meeting
those criteria by assigning your or-
ganization a number between 1 and
10: non-performing (1), poor (2-3),
mediocre (4-5), good (6-7), great (8-
9), or outstanding (10). Although
this ultimately is a subjective pro-
cess, you want to make it as objec-
tive as possible.

Set New Goals.

Now determine a target score for
each factor. If you've assessed your

current employee training at a 4
(mediocre), are you shooting for a
7 (good) or a 9 (great)? The higher
your goal, of course, the more re-
sources and energy you must allo-
cate to fulfill it.

Close the Gap.

For each factor, ask yourself:
What will close the gap between the
current and desired scores? What
actions will raise performance in
that area to a higher level?

You may have intuitive responses
to these questions, and when ap-
propriate, trust your gut. If need
be, back that gut response with
research—but only when cost effec-
tive. (Sometimes the most cost ef-
fective research is implementation,
particularly in simple matters.)

Limit your list to no
more than seven.

Depending on the specific factor
and the size of the gap, you may
plan to close it in stages or shoot the
gap all at once. You can launch one
initiative at a time or implement
several initiatives in parallel.

Once you launch your gap-clos-
ing initiatives, continually measure
your results. Report your progress
to participants and stakeholders,
and post it publicly.

Follow the Ben Franklin
Rotation Program.

As a young adult, Ben Franklin
identified 13 virtues he aspired to.
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Sometimes the most
cost effective research is
implementation.

To implement these virtues in his
life, he devised a “Plan for Self Ex-
amination,” a program whereby he
focused his attention, one virtue at
a time, for one week at a time, ro-
tating through the entire list four
times a year. He kept a detailed log
of the actions he took to develop
the virtues in himself, along with
his personal results.

I've adapted Franklin’s concept
and called it the Ben Franklin Ro-
tation Program. When you use this
program, you'll always have a strat-
egy in place to improve every one
of your critical factors. But in any
given week, your primary attention
will be on only one factor.

Using Franklin’s principles, at
the beginning of each week, focus
your mind—or the collective mind
of your management team—on im-
proving that week’s factor. What
new actions can you take, what new
attitudes can you adopt, what new
or renewed approaches are avail-
able to enhance your performance
in that one specific area? Do that
“thing” wholeheartedly for the en-

tire week.

Franklin also suggests how to
track your progress in this venture.
Create a score sheet detailing your
critical success factors. On this
sheet, list each factor, its measure-
ments, your current 1-10 rating,
your target rating, and your next
action steps for improving that rat-
ing. (For score sheet templates to
help you in this process, visit www.
lemberg.com.)

Also, give each factor a weight
to indicate its relative importance
so that you can develop an over-
all score. Each week, re-rate all
the factors on the score sheet, and
graph your progress. You may also
graph the overall score. Publish the
score sheet and the graphs. You can
establish a reward system based on
individual progress or total prog-
ress.

This simple system will focus
your attention on improving each
one of your critical success factors.
With carefully selected factors, you
insure both rapid performance in-
creases and balance in your organi-
zation. W

Paul Lemberg is the director of Strata-
max Research, a strategic consulting
and coaching firm (wwww.paullemberg.
com, 760-741-1747, paul@lemberg.
com).

What Really Matters?

Review this list of success fac-
tors, and circle those you believe
are most important. You may
have to add other, more specific
or subtle factors to the list to de-
scribe the critical influences on
your organization’s success.

® Program development

* Sufficient working capital

¢ Customer satisfaction

¢ Technical support

¢ Continuous quality improve-

ment

¢ Fund development

* Volunteer management

e Employee recruitment

® Personnel retention pro-

grams

¢ Expense management

e Marketing communications

¢ Executive leadership

e Staff training and develop-

ment

e Strategic objectives

e Values and beliefs

¢ Mission, purpose, and vision

¢ Individual accountability

¢ Productivity and effective-

ness metrics

e Internal communications

e Strategic and tactical plan-

ning

¢ Financial controls and risk

management

¢ Executive team

* Board of directors

* Board of advisors

® Market research

Your Go-To List

Begin your journey toward high
performance with these Nonprof-
it World articles at www.snpo.org/
members:

e What to Do Next (Vol. 24,
No. 1

e Seven Ps for Sustaining Suc-
cess (Vol. 21, No. 5)

e A New Way to Evaluate Per-
formance: Measure Your Use of
Time (Vol. 19, No. 4)

* You've Got to Know When to
Hold 'Em, Know When to Fold
’Em (Vol. 17, No. 1)
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Taking Action to
Manage Change

Follow these six steps to avoid the pitfalls of change.

By Bart Wendell

Ithough organizational change
Ais normal, managing it isn’t

easy for nonprofits. While for-
profit CEOs usually have the lever-
age to address issues as they occur,
it’s different for nonprofit execu-
tives. Because the board is involved,
decision-making takes longer. In ad-
dition, board members often shun
open conflict and discussion, which
is needed during challenging times.
Although an involved board gener-
ally signals a healthy organization,
too much board involvement with-
out the right structures in place can
impede innovation.

You can become an effective
change agent by preparing yourself
and your organization before dif-
ficult times occur. Learn to speak
openly and help board members
become comfortable with issues of
authority and conflict.

Being nice inevitably
leads to chaos.

Be sure you understand the dif-
ference between being a good exec-
utive and a nice one. Nice executive
directors try not to step on anyone’s
toes. They mistake passivity for con-
sensus, and they rarely take charge
of a situation. Good executives take
authority, understand the need for
push and pull between board and
executive, and avoid false consen-
sus and groupthink.

During times of change, being
nice inevitably leads to chaos. Be-
ing good lets you take action and
address the tough issues. To use
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change to your advantage rather
than letting it control you, follow
these steps:

Step One: Set the Right Tone at
the Beginning

Take charge from the very start
—Dbefore you're even hired. When
applying for an executive direc-
tor position, take advantage of the
interview process. Asking the right
questions during the interview will
help you understand how the orga-
nization functions. Some questions
that will tell you a great deal:

* What percentage of the strate-
gic plan is written and led by the ex-
ecutive director? What percentage
is written and led by the board?

e How much of the agenda for
board meetings is decided by the
executive director and how much
by the board chair?

e How many hours a month and
in what capacities does each board
member contribute to the organiza-
tion?

In addition, ask members of the
interviewing committee why they
joined the board and how these
reasons relate to the organization’s
mission. Board members’ receptive-
ness to such dialogue is telling about
the level of governance at which the
board operates.

Use the interviewing process to
find out what your responsibili-
ties will be when the organization
faces hard times, as well as what
role board members intend to play.
Understanding what’s expected is
critical to your ability to manage a
difficult situation; waiting until one
occurs is too late. Ask to see bylaws
or other materials that address the
issue of board-executive roles; in-
quire if this subject has been raised

Recognizing the signs
that something’s wrong is
your first line of defense.

at a board meeting; and, if so, ask
to see that meeting’s minutes. If
you believe there’s any confusion
regarding responsibilities, request
that work be conducted after you're
hired to ensure the following:

¢ The roles of the executive direc-
tor and board are clearly defined.

¢ The necessary bylaws are de-
veloped and approved.

® Board members are educated
about their obligations.

Defining responsibilities for trou-
bled times before taking a profes-
sional position will help you avoid
future misunderstandings and ob-
stacles to managing change.

Step Two: Build a Strong Board

Immediately after you're hired,
work with the board chair to de-
velop a board that functions well as
a team. An annual retreat is one of
the best ways to maintain an effec-
tive board. Don’t avoid retreats for
fear they’ll take up too much time.
Many organizations, such as the
American Red Cross, have board
retreats every year, because they
understand that strategic planning
sessions are an excellent use of ev-
eryone’s time. Retreats are so criti-
cal to establishing a high-impact
board that you need to push for
them even if the board chair is re-
luctant to hold one.

Why are retreats so important? A
focused, annual, strategic planning
session will result in a board that’s
more informed, involved, and com-
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mitted. You can neither foster true
commitment nor gain a real under-
standing of board members’ exper-
tise without spending an extended
period of time with them.

Retreats also forge bonds among
board members. These connections
will smooth the decision-making
process and build trust.

Board retreats with the best out-
comes usually begin in the late af-
ternoon, continue with a dinner,
and pick up the next morning so
that everyone has time to reflect
overnight on the issues. Unproduc-
tive board retreats are usually dis-
organized, don’t allow enough time
for people to share their thoughts,
or ignore the tougher issues facing
the organization.

Step Three: Notice the
Warning Signs

Recognizing signs of trouble is
your first line of defense. Changes
in board or staff members’ behavior
are usually the strongest indicators
that something’s wrong. For exam-
ple, board members may suddenly
become unavailable, stop attend-
ing meetings, show up unprepared,
try to take over meetings, become
overly critical, or change decisions
mid-stream. Similarly, staff may
skip work, arrive late, or miss dead-
lines.

The very asking of the
question can be an act of
change in itself.

It’s not unusual for executive di-
rectors to ignore these signals or
think the problem lies with one
individual.  Unfortunately, such
changes in behavior typically reflect
problems that permeate the entire
organization.

Step Four: Communicate

It’s crucial to communicate regu-
larly with the board chair. Without
open lines of communication, you
won’t have the leverage needed to
manage a difficult situation.

As soon as you observe warning
signs, set up a meeting with the
board chair. Choose a venue that’s
comfortable for you both. A private

meeting over lunch or dinner is
usually a safe setting and will allow
enough time to share observations.
The board chair’s insights will be
critical to determining root causes
and deciding how to move forward
with the rest of the board.

Step Five: Include the Board

Be sure to involve the board
early in the change process. Since
this group has the ability to either
help or hinder your efforts, don’t let
them feel excluded.

When the situation is serious,
urge the board to call a special
meeting rather than wait for a regu-
lar board meeting. After the meet-
ing, be certain that minutes are sent
out quickly to inform those board
members who couldn’t attend. In
circumstances that require exten-
sive review, urge the board to hold
weekly meetings until the problem
is solved.

Step Six: Consider Using
a Consultant

Explore with the board chair and
management team the issue of out-
side assistance. Ask key staff and
board members, “How will we know
when we could benefit from some
outside help?” This question intro-
duces subjects—such as conflict,
board composition, commitment,
transition, and management team
functioning—that otherwise might
be difficult to broach. The very ask-
ing of the question can be an act of
change in itself.

When it comes to consultants,
most organizations make one of two
mistakes. They either move too fast
and over-rely on an advisor, or they
move too slowly and under-utilize
outside help. The best approach
is to involve consultants on an oc-
casional but consistent basis. Such
involvement will result in better
advice in general, as well as useful
help during critical times.

Consultants are most effective
when they have a working knowl-
edge of the organization, familiarity
with the culture, and strong rela-
tionships with the executive direc-
tor and board chair. If consultants
are brought in at the last minute,
their unfamiliarity with the organi-
zation can lead to confusion, poor
advice, and an extended decision-

making process, delaying resolution
of the problem.

Regular meetings with a facilita-
tor or other advisor will help you
take a step back from day-to-day
operations and look critically at
how the board is functioning and
how well the organization is fulfill-
ing its mission. A professional can
address burn-out and other issues
that executive directors face, bring
objectivity to a board retreat, and
provide fresh insights. |

Bart Wendell, Ph.D., is a management
consultant who specializes in assist-
ing mnonprofit organisations transi-
tion during times of uncertainty and
conflict. A skilled facilitator, Dr. Wen-
dell has spent over 25 years guiding
boards and senior management teams
through complex situations, as well as
assisting organigations with tough is-
sues. As principal of Wendell Manage-
ment, Dr. Wendell brings a specialized
expertise in leadership and manage-
ment to his work with nonprofit CEOs,
boards, partnerships, and partner-led
firms. To learn more, visit www.wen
dellmanagement.com.

Spring into Action

Tough issues are a given in the
nonprofit world. You can solve
most problems if you speak frank-
ly and foster true commitment
among board members.

Use the following Nonpraofit
World resources (available at
www.snpo.org/members) to put
the six steps into action:

¢ How to Present Information
to Your Board (Vol. 21, No. 1)

¢ The Promise and Pitfalls of
Organizational Change (Vol. 28,
No. 4)

e Seven Creative Ways to Ener-
gize Your Board (Vol. 16, No. 3)

¢ Building a Strong Board-Ex-
ec Relationship (Vol. 21, No. 4)

¢ Secrets to Finding the Perfect
Consultant (Vol 28, No. 3)

¢ Five Golden Rules for Board-
Executive Retreats (Vol. 26, No. 1)

e Board Members Beware!
Warning Signs of a Dysfunctional
Organization (Vol. 16, No. 2)

¢ Learning Institute programs
on-line: Board Governance (www.
snpo.org/lino)
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How to Fix Communication Breakdowns

A great leader is a great communicator. Here’s the place to begin.

ommunication often breaks
Cdown because people don’t

say something that needs to
be said or because they say it the
wrong way. Here are some foolproof
tactics to overcome such problems
in your organization:

Explain yourself if youre in a
hurry. If you sound rushed and dis-
tracted, people may think you're
uninterested. When you're in a
rush, explain that you're busy with
something now but do want to talk
and will get in contact later.

Clarify assumptions. Often break-
downs occur because someone has
false assumptions. For example, a
boss or co-worker assumes you'll be

If you sound rushed and
distracted, people may
think you're uninterested.
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By Gini Graham Scott

Explain that you do want
to talk and will get in
contact later.

taking on a particular responsibili-
ty, but you understand it differently.
Check assumptions by confirming
your expectations in conversations,
memos, or e-mails.

Encourage questions. Sometimes
people don’t ask for clarification be-
cause they’re shy or fear they’ll ap-
pear stupid. Or perhaps they don’t
want to admit they weren’t listen-
ing. The approach to use here is
to make people feel comfortable
and safe to ask questions. Another
tip is to invite someone to provide
a brief recap of what you just said.
Conversely, if you're unclear about
something, ask. Or try feeding back
what you do understand and invite
the other person to clarify any mis-
conceptions. B

Your Gommunications Checklist

Brush up your communication
skills with these Nonprofit World
articles (www.snpo.org/members):

e How Jargon Undermines
Communication (Vol. 27, No. 2)

¢ 11 Communication Keys that
Will Change the Way You Lead
(Vol. 14, No. 2)

e Cynicism Rx: Authentic Com-
munication (Vol. 24, No. 6)

¢ How Do Effective Nonprofit
Leaders Communicate? (Vol. 13,
No. 1)

¢ Eight Steps to Managing Con-
flict (Vol. 20, No. 4)

¢ Face to Face (Vol. 14, No. 1)

e Be a Better Leader by Be-
coming a Better Listener (Vol. 28,
No. 2)

Invite someone to provide
a brief recap of what you
just said.
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Sometimes people don't
want to admit they
weren't listening.

Gini Graham Scott, Ph.D. (www.
workwithgini.com and www.dinigra
hamscott.com) is the author of over 50
books and a seminar and workshop
leader, specializing in work relation-
ships and professional and personal
development. Her latest books include
Want It, See It, Get It and Enjoy! 101
Little Ways to Add Fun to Your Work
Every Day, both from AMACOM (www.
amanet.org). For more ideas on over-
coming communication problems, see
Disagreements, Disputes, and All-Out
War at www.workingwithhumans.
com.

Make people feel
comfortable and safe to
ask questions.

ipi
4

it

What’s Your Communication Survival Quotient? A Self-Assessment Quiz
Give yourself 0-10 points for each statement (0 = never, 10 = always).
When someone is speaking, | actively engage my mind so | can fully listen.

I’'m aware of people’s differences in personality, values, interests, and cultures, and
| adapt the way | relate to them accordingly.

I avoid jargon and communicate clearly and concisely.

When other people are being difficult, | try to understand them so | can better
communicate with them and work out problems.

__ I'mopen and honest, which includes admitting my mistakes.

__When a message is truly important, | deliver it by speaking face-to-face.

__ I make it a point to listen to what others say, and | ask for clarification to be sure |
understand.

__ | say what I mean and check that others have gotten my message.

__ |'look for the facts and seek to understand what’s going on before | decide how to
take action in a conflict.

__lknow nobody’s perfect, and | have answered the previous questions as honestly
as | can.

TOTAL SCORE
The Rating System: 90+ = Are you sure? You could be cheating or delusional. If not, great job!
80-89 = You are a superb relationship builder and great to work with. 70~79 = You can expect

problems but will usually recover and pull through. 60-69 = Consider reading some books and
articles on communication skills. 40-59 = Seek help as soon as possible. 0-39 = Your survival
chances are slim to none unless you make some quick corrections now.

Enjoy Reading
NONPROFIT WORLD ?

Here are more benefits of membership in the
Society for Nonprofit Organizations
e 12 issues of Nonprofit World Funding Alert, providing
monthly updates on grant and funding opportunities

e Membership in GrantStation, with instant access to
over 5,500 grantmakers via the Find-a-Funder
searchable database

e Complete access to over 700 printer-ready management
articles, searchable by author, key word, or subject

e Discounts on products and services, including books,
audiotapes, videotapes and Webinars presented by
experts in the field

* Reduced enrollment fees from the Learning Institute
for the Society’s Certificate of Excellence in Nonprofit
Leadership and Management

* Free job postings on our NonprofitCareers.org job site

For more information, visit:
WWW.SNpo.org
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Smart and Fast
Are Not Enough:

Do you have the EQ skills you need?

ar more than your intellectual
Fpotential (IQ), your emotional

quotient (EQ) predicts your
success. In a study of workers at all
levels, the single most important
factor that distinguished star per-
formers was EQ, as Daniel Goleman
reports in Working with Emotional
Intelligence. Of all the strengths re-
quired for excellence, 67% are emo-
tional competencies.

Emotional intellidence is a set
of abilities that helps you manage
your emotions and relate to others.
Stress tolerance, leadership, com-
munication, collaboration, social
responsibility, problem solving, cre-
ativity, and self-actualization all re-
quire high EQ.

With appropriate education and
training, you can develop EQ
throughout your life. One of the
best ways to improve your EQ com-
petencies is to find a coach whose
practice is EQ focused, because the
learning is in the doing.

To better understand the power
of EQ, let’s look at how our brains
are constructed.

Your Brain Is Built to Be
Emotionally Intelligent
The oldest part of our brain is the
reptilian brain. It controls very ru-
dimentary things—breathing, swal-
lowing, heartbeat, the visual tracking
system a frog uses to snap up flies, or
the startle reflex that human infants
are born with.
The next part of the brain to
evolve was the limbic brain. The
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By Irene Becker

limbic brain can be expressive and
intuitive, but it doesn’t reason, isn’t
logical, and doesn’t respond to our
will. It’s pivotal to human function-
ing because it’s what makes our rela-
tionships possible. It’s this part of our
brain that leads us to desire compan-
ionship and bond with others.

The functions of the reptilian and
limbic brains are involuntary. While
what you do with your feelings is
under your control, the actual emo-
tions you feel are not. The reptilian
and limbic brains won't take orders.
Rather, they work to send you sig-
nals about your feelings so you can
tune into these signals and stay safe.

The single most important
factor that distinguished
star performers was EQ.

Just because you feel something,
of course, doesn’t mean it’s ben-
eficial to act on it. The ability to
control your actions in the face of
strong emotions is created in the
third and largest part of the brain,
the neocortex. Neo means “new,”
and the neocortex is the most re-
cently evolved part of the brain. It’s
the seat of your thinking, logic, and
reasoning. It can modulate feelings
and integrate them, and it can talk
about them.

To solve problems, you need the
reptilian brain, limbic system, and
neocortex to work together. Making
good decisions means engaging emo-
tional intelligence, and that demands
getting in touch with your feelings
and using your whole brain.

The ability to model
empathy is the best way
to motivate others.

It’s the human ability to align in-
stincts, emotions, and thoughts that
gives you the capacity to increase
your emotional intelligence. And it’s
the ability to use the changes, chal-
lenges, and even crucibles you face
to develop self-awareness that can
help you lead better, communicate
better, and succeed in your life and
career.

Do You Have What It Takes?

Here’s a list of the major EQ com-
petencies that make up a fully inte-
grated personality. Ask yourself the
questions that follow to see if you
have these essential traits:

Emotional self-awareness: Do you
notice your feelings and attribute
them properly?

Emotional expression: Are you
able to express your feelings and
gut-level instincts?

Emotional awareness of others:
Can you intuit what others may be
feeling from their words, body lan-
guage, or other clues?

Creativity: Do you tap into re-
sources to help you envision new
ideas, frame alternative solutions,
and find effective ways of doing
things?

Resilience: Do you bounce back
and retain curiosity and hope in the
face of adversity, change, and chal-
lenge?

Interpersonal connections: Have
you formed a network of people
with whom you can be your real
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Of all the strengths required for
excellence, 67% are emotional
competencies.

and whole self?

Constructive discontent: Do you stay calm, focused,
and emotionally grounded during disagreements and
conflict?

Optimism: Do you keep a positive outlook?

Empathy: Do you appreciate and honor others’ feel-
ings?

Intuition: Do you notice, trust, and use your hunches,
gut-level reactions, and other non-cognitive responses
produced by the senses, emotions, mind, and body?

Intentionality: Do you say what you mean and mean
what you say? Are you willing to forgo distractions
and temptations in order to be responsible for your ac-
tions?

Trust radius: Do you believe people are “good” until
proven otherwise while at the same time not trusting in
a naive way?

Personal power: Do you believe you can meet chal-
lenges and live the life you choose?

EQ’s Role in Your Organization

Here are some of the ways EQ can help you manage,
lead, and connect with people in your organization:

EQ is a powerful way to read people, understand
them, and use what they’re feeling to move past con-
flict.

Communication demands high EQ. While we know
that 90% of communication is non-verbal, we're often so
focused on the facts that we forget the feelings. Emotion
is what non-verbal communication is made of.

Increasing your EQ will help you lessen stress, de-
velop better strategies, and establish successful collabo-
rations.

It takes EQ skills to understand people’s different per-
spectives, win people to your side, and help them con-
tribute to the greatest extent possible.

We like to think we’re rational beings, but most
decisions are made on the basis of how we feel about
the facts we've uncovered. Emotions, not facts, move
people. Hence, you need to use the challenges at hand
to understand what really matters to people, how they
need to be validated, what they really want.

When you help others in your organization increase
their EQs, they’ll be better able to adapt to change and
embrace creative solutions.

“Motivation” and “emotion” come from the same
root, and both are contagious. The ability to model em-
pathy (an EQ competency) is the best way to motivate
others.

“Motivation™ and * emotion” come from
the same root, and both are contagious.

INSURANCE

AVAILABLE IN
ALL 50 STATES

+ Adoption & Foster Care Placement Centers
+ Substance Abuse Centers

+ Mental Health Counseling Centers
+ Residential Care Facilities

+ Domestic Violence Shelters

+ Developmentally Disabled Programs
+ Vocational Rehabilitation Facilities

Pro
Have your Insurance Agent Call Covepy Iing

Soc,alsg for
1-800-215-6412 S;ﬁcg:r;cg,;rglce
®
NIPC

P.0. Box 834, Poulsbo WA 98370 » www.RPSins.com/NIPC

In a world of unprecedented change and challenge,
your EQ will help you build the leadership, communica-
tion, and collaboration needed to lead a better life, build
a better organization, and contribute to a better world.
|

CCTA (irene@justcoachit.com, www,just
coachit.com), is president of Just Coach It, a professional
coaching practice dedicated to helping executives, senior
managers, coaches, and professionals increase emotional
intelligence.

Irene Becker,

Resources from Nonprofit World

e Adams, Tom, “Do You Need a Coach?” (Vol. 27,
No. 5).

* Boyle, James, “Use Coaching to Retain the Lead-
er’s Edge” (Vol. 28, No. 2).

¢ Craig, Jeanne Anne, “No Need to Work on EQ” and
“Ten Ways to Raise Your EQ” (Vol. 23, No. 5) and “12
Heuristics that Will Raise Your EQ” (Vol. 26, No. 4).

¢ Himot, Oshana, “Leading from Feeling: Coaching
Tools for Interpersonal & Organizational Excellence”
(Vol. 27, No. 1).

These resources are available at www.snpo.org/
members.
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onprofits have been trying
‘ \ | for years to find ways to ad-
dress diversity and inclusion
(D&I). A recent study probed the
problems and successes of these
efforts. Hosting roundtables in vari-
ous regions, Immense Business So-
lutions (IBS) engaged 100 nonprofit
leaders to talk candidly about incor-
porating diversity into their organi-
zations.

The Problems

Starting with the question, “Why
diversity now?” participants as-
sessed their organization’s culture,
practices, and policies. As they dis-
cussed their experiences, they real-
ized that few of them had been de-
liberate in their inclusive practices
outside of workforce issues. Almost
none had focused on people’s atti-
tudes, behaviors, and emotions, all
of which are at the heart of an in-
clusive environment.

You can't legislate
people’s feelings, but
you ean and must help
change their behavior.

Several participants agreed that
board members often challenge the
organization’s D&I program, espe-
cially during the budget process.
Since it’s hard for boards to see the
“value proposition” or “return on
investment” for such a program, it
isn’t a strategic priority for the orga-
nization. Without deliberate action,
D&l initiatives frequently get the
budget axe.
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Diversity and
. Inclusion—Why Now?

New research reveals ways to make diversity a reality.
By Tangie Newborn

Some senior managers said their
boards felt diversity should be left to
corporations to figure out and non-
profits can borrow from them. Oth-
ers said that since the media has
proclaimed this a “post-racial era,”
we can leave diversity issues in the
past. And others argued that we
shouldn’t spend energy focusing on
diversity “right now” since we’re in
an economic downturn and need
to keep all our attention on raising
money, finding new donors, and re-
maining sustainable.

Another problem identified by
participants is that measuring suc-
cess is difficult since it means focus-
ing on changing attitudes and be-
havior. How do we measure the way
we think, speak, and feel?

The roundtables also made it
clear that the terms “diversity”
and “inclusion” are often defined
narrowly, and people think they’re
addressing the issue if they’re in-
clusive in their hiring practices. But
focusing on workforce issues is only
the tip of the iceberg. In addition to
a diverse staff, organizations need
diversity in their boards, commit-
tees, and suppliers, coupled with di-
verse thinking and approaches.

The Successes

Despite these challenges, round-
table participants shared compelling
stories of success. Some have built
diverse staffs and boards, created
disable-friendly environments, in-
creased gender equity, and encour-
aged LGBT (lesbian, gay, bisexual,
transgendered) inclusiveness. Some
have formed diversity committees,

Post your diversity policy
in a prominent place.

Use change theory
to increase people’s
tolerance for difference.

created diversity statements, and
added inclusion as an essential
policy in their manuals and a goal
in their strategic planning. Some
have embraced diversity not only of
race but of age, creed, lifestyle, and
physical ability.

Where Are We Now?

The question still arises: Are we
where we should be today? Hardly,
and we have a long way to go.

We need to weave diversity con-
siderations into our daily work.
Otherwise, we'll begin to lose good
workers. We'll be at risk for discrim-
ination lawsuits around unfair poli-
cies and practices. Worst of all, we
won’t meet the diverse needs of our
stakeholders, and our organizations
will become dormant and static.

Hold regular, ongoing
training.

We must make a serious effort to
look honestly at our organizations
and be sure our operations (internal
and external) demonstrate commit-
ment to diversity at every level. Not
only will such an effort improve the
sector and society, but it’s the best
way to compete for funding, attract
new supporters, and tap into the
best talent. ®

Tangie Newborn is president of Immense
Business Solutions
tions.com, tangie@immensesolutions.com),
a full-service nonprofit management com-
pany that serves nonprofits globally.

(www.immensesolu
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The Road To Inclusion

Use these best practices and concrete, proven tips to
increase diversity and inclusion in your organization:

¢ Identify diversity as a core value. Link it to your
strategic plan, mission, vision, and ethics, and back it
up with a financial commitment.

¢ Conduct an organizational assessment to under-
stand demographics and attitudes toward diversity.
Identify any gaps, and seek to fill them.

¢ Focus on changing behavior, not beliefs. Educate
staff and board members about ways to manage differ-
ences between people. You can'’t legislate people’s feel-
ings, but you can and must help change their behavior
to purge discrimination, exclusivity, and harassment in
the workplace. Hold regular, ongoing training to raise
awareness of diversity and help people understand
what conduct is acceptable. Remember that diversity
education is a continual process.

e Help board members see that inclusion creates
important benefits. Explain that new perspectives of-
fered by diverse participants are crucial if the organi-
zation is to be effective, competitive, and sustainable.
Give the board copies of the articles noted in “Diverse
Choices” below, and use these resources to hold a se-
ries of discussions.

¢ Think about inclusiveness whenever you hire staff,
recruit board members, choose speakers, form com-
mittees, create partnerships, and select vendors. Un-
derstand that diversity must go beyond racial equity.

e Create an organizational culture of transparency
and open communication—a culture that embraces

WEBINAR - March 15, 2011, 1:00 PM EST
Diversity and Inclusion — Why Now?
Visit www.snpo.org/lino

Diverse Choices

These and other articles at www.snpo.org/members
will deepen the knowledge of everyone in your orga-
nization:

¢ Beyond Diversity (Vol. 18, No. 2)

¢ The Promise and Pitfalls of Organizational
Change (Vol. 28, No. 4)

e Creating an Inclusive Workforce (Vol. 24, No. 4)

¢ Diversity Is an International Issue (Vol. 16, No. 4)

¢ Eliminating Resistance to Change: The Magic
Formula (Vol. 10, No. 5)

e Is Your Organization Culturally Competent?
(Vol. 26, No. 6)

¢ Board Diversity: Your Biggest Challenge (Vol.

27, No. 3)

different opinions, styles, and ways of thinking. Shape
a safe place for innovation, continuous learning, and
sharing.

¢ Include people of different generations—baby
boomers, Generation X, Y, and I—in your organiza-
tion’s leadership (board, committees, CEO, and staff).
Help people understand the different styles and view-
points common to each generation so they can appre-
ciate what each brings to the table.

e Create a written policy spelling out your organiza-
tion’s commitment to diversity, inclusiveness, and anti-
discrimination. Post it in a prominent place.

¢ Learn about change theory, and use it to adjust
people’s behavior and increase their tolerance for dif-
ference. Start by reading the articles on change in “Di-
verse Choices” below.

¢ Be a visible advocate for embracing diversity and
inclusion. If people don’t see you walking the walk,
they won'’t believe it’s a priority. There must be buy-in
from the organization’s leaders.

¢ Develop a written complaint procedure so people
can report any anti-discriminatory behavior without
fear of reprisal. Be sure to investigate all complaints
promptly, thoroughly, and consistently. Discipline any-
one who discriminates.

e Use teams and coaching to boost solidarity and
help people appreciate those who are different from
them. Develop mentoring programs to encourage ac-
cess and participation. Face-to-face interaction is the
best way to change people’s minds and hearts.

WHAT’S UP ONLINE?

To broaden online discussions on nonprofit top-
ics, we're expanding our Discussion Forum with
a ListServe, provided by Yahoo Groups. To join,
you can either click on the “Yahoo” button at:

http://www.snpo.org/social/
(free Yahoo login required)
or send a blank e-mail to:
snpo-subscribe@yahoogroups.com

If you have any questions, contact Jason

Chmura at jchmura@snpo.org.
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‘N Board room

ypically, there are four over-
I lapping reasons to create a
nonprofit board: to satisfy le-
gal requirements, to add legitimacy
to the organization, to provide com-
munity input to the organization’s
decisions, and to promote commu-
nity involvement in the organiza-
tion’s activities. To create an effec-
tive board, you first need to decide
which of these functions is most
important—or if all are equally
important—to your organization.
Only with a clear understanding
of your board’s main functions can
you effectively choose, recruit, and
motivate board members.

WHO SHOULD BE ON THE BOARD?

With the board’s chief functions in
mind, there are four obvious types
of people to recruit as board mem-
bers: people who are interested in
the organization’s mission, people
who are knowledgeable about the
organization’s mission, people with
“standing” in the community, and
people who are representative of
the community.

There are four reasons to
create a nonprofit board.

People already familiar with the
organization are natural choices.
Past customers, clients, or contrib-
utors are good sources, as are board
members of other organizations.
(But beware of “board pollution,”
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ow to Create a
oard that Gets
hings Done

Is your board the best it could be?
Here are ways to assure productivity.

By Corwin P. King

First you need a clear
understanding of your
board’s main functions.

selecting the same old people with
the same old ideas.)

In some cases, people’s promi-
nence is important, since “names”
tend to beget “names” for fund-
raising and membership purposes.
If the board should reflect its con-
stituents (as in a service agency,
for example), getting people from
various racial, social, and economic
backgrounds may be important to
provide community balance.

Essential questions to ask are:
Who has the time, talent, and tem-
perament to serve? Are candidates
able to contribute to the board, at-
tend board meetings, and perform
board duties? Do they have abilities
(financial, artistic, creative, and so
on) that the board needs? And can
they work with others? Serving on
a board requires cooperation and
compromise; you don’t always get
your way, even when you know
you're “right.” Some otherwise fine
people never seem to accept that,
and are probably better off serving
as board consultants than mem-
bers.

HOW SHOULD YOU SELECT
BOARD MEMBERS?

There are a number of ways to
recruit board members. Many orga-
nizations rely on referrals, recom-
mendations, or personal contacts
of current board members. Others
turn to board banks, which help

match nonprofits with people who
want to serve. (For more on board
banks, see “Defining Your Board’s
Needs” in “Weapons of Board In-
struction” on page 23.)

Any method is acceptable, pro-
vided it recruits good people. Criti-
cal questions to ask: Who should
contact prospective members? And
what information should candi-
dates be given regarding board re-
sponsibilities? There’s sometimes
a temptation to downplay board
responsibilities lest good candidates
be driven away. Honesty is impor-
tant, however. A common reason
for board resignations is that mem-
bers didn’t realize what they were
getting into, especially in terms of
financial obligations or legal liabili-
ties. To avoid misunderstandings,
it’s a good idea to have new board
members sign a contract detailing
what’s expected of them.

THE CARE AND FEEDING
OF THE BOARD

Consider why a person would
want to serve on your board. Social
concern? Civic duty? Ego gratifica-
tion? Personal advancement? Net-
working? Friend making? Maybe
it’s a bit of all these.

Since there are seldom many ex-
trinsic rewards (such as money) for
being on a board, you must capital-
ize on intrinsic ones (such as self-
satisfaction and a sense of achieve-
ment) to motivate people. Here are
some suggestions:

Orient them. Boards are increas-
ingly being held liable for the ac-
tions of their organization, so it’s
important that they know their ob-
ligations. An orientation program
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Some people are
better off serving as
board consultants than
members.

for new members is essential, along
with periodic training sessions
(workshops, seminars, retreats) for
everyone.

Keep them informed. They’re or-
ganizational insiders, not outsiders.
They should never have to learn
about an organizational activity by
seeing it in the local newspaper or
hearing about it from friends. Hold
regular meetings to keep board
members involved in the organi-
zation’s work. Provide them with
professional publications. Include
them in the conferences staff mem-
bers attend.

Give them something specific to
do. Make sure they feel their work
is meaningful—unlike an arts direc-
tor who once described his function
on the board as “to raise money and
stay out of the way.” A third of that

board quit, and the director didn’t
last long either.

Give them feedback. If you expect
the board to give advice, you have
to listen to it. When board members
make suggestions, respond prompt-
ly and thoughtfully. Board members
who can’t talk to the staff will often
talk to people outside the organiza-
tion, and that’s not good.

Recognize them for what they
do. Mention their names in pub-
licity pieces. Acknowledge their
service with awards. Specifically
invite them to organizational social
events. Treat them as the crucially
important people they are.

A good board is a priceless asset.
When the board’s function is well
defined and members well selected
and well treated, everyone wins—
especially those the organization
serves. B

Corwin King, Ph.D. (Kingc@cwu.edu)
is a professor of communication at Cen-
tral Washington University in Ellensburg,
Washington. He comes by his knowledge as
a member of several boards for civic, reli-
gious, and government agencies.

Weapons of Board Instruction

These and many other articles
on boards are available at www.
snpo.org/members:

¢ Defining Your Board’s Needs
(Vol. 26, No. 1)

e How to Assess and Improve
Your Board’s Performance (Vol.
24, No. 1)

¢ Look Beyond Tradition to Di-
versify Your Board (Vol. 22, No.
4)

¢ Eight Questions Every Board
Member Needs to Answer (Vol.
22, No. 3)

¢ Reciprocal Board Agree-
ments: What Do Board Members
Give? What Do They Receive in
Return? (Vol. 28, No. 1)

¢ How to Prepare Board Mem-
bers to Govern Effectively (Vol.
25, No. 6)

¢ Reduce Your Risk of Liability
(Vol. 21. No. 3)

Also see Learning Institute pro-
grams on-line: Board Governance
(www.snpo.org/lino).

hat do you get when an enterprising father
and his socially-minded daughter
put their heads together?

' You get two helpful, simple, AND FREE
services from a family you can trust.

Rob Wilkinson, Founder (1980),
Soaring Adventures of America

*Free Ride

+150 balloon ride
locations nationwide

*No risk, no obligation,
no upfront cost!

Is it difficult to acquire exciting auction items?

Our “FundraisingRides” Auction Kit includes a
FREE Hot Air Balloon Ride—a $200 Value!

\I/

www.FundraisingRides.org

Call for your Auction Kit today! (800) 762-7464
ask for Roberta, Candy, Deli, Mary Jo, or Sophia

Jenna Wilkinson Roche, Founder (2010),

Want a valuable benefit to offer your donors?

Our turnkey FREE Online Discount Program
will help you acquire, nurture and retain donors.

eExclusive discounts
s Unique brands with a special
knack for giving back

*Website branded with your
nonprofit’s logo!

www.BrandsForGreaterGood.net
Got questions? Give us a call! (800) 573-1577
ask for Jenna or Kari

Brands For Greater Good
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Legal Counsel

ore and more nonprofits are
|\ / I mandating screening and
background checks of their
staff—both paid and volunteer. Ver-
ifying the backgrounds of prospec-
tive workers is increasingly vital to
identify potential problems, espe-
cially those related to undisclosed
criminal history.

Failing to perform such screen-
ing may cause your organization to
lose community support, funding,
and public trust as well as to face
lawsuits and legal damages for the
actions of a problem worker. Suits
can allege that your organization
failed to uncover information indi-
cating an applicant’s likelihood of
improper behavior. The legal con-
cept of negligent hiring is common
in lawsuits dealing with improper
conduct, injury, and death.

Proper screening and recruiting
processes can save your organiza-
tion from criminals, sex offenders,
and thieves. Criminal background
checks can reveal whether a pro-

Follow the rules of the
Fair Credit Reporting Act.

Nonprofit World ® Volume 29, Number 1, January/February 2011.
Published by the Society for Nonprofit Organizations

P.O. Box 510354, Livonia, Michigan 48151

734-451-3582 © www.snpo.org

Use Background

Checks to Avoid
Legal Pitfalls

Are you screening your volunteers and paid staff to
avoid problem workers? If not, you may be risking your
organization’s future.

By William F. Hauswirth

Supplying false
information on an
application is a red flag,
indicating potential risk.

spective worker has been convicted
of a crime or has engaged in any in-
appropriate act.

You can also use the background-
check report to determine whether
a candidate has been honest on the
application. Supplying false infor-
mation on an application is a red
flag, indicating potential risk.

Here are best practices to keep in
mind:

¢ Develop policies that promote a
safe work environment and reduce
risk—including the risk of violence,
harassment, theft, and fraud.

¢ Perform background checks
that include a combination of na-
tional database and single-county
searches.

e Create a universal screening
policy rather than conduct back-
ground checks case by case.

* Be sure your screening policy
has the full support of your organi-
zation’s leaders.

e Establish criteria to evaluate
information about potential work-
ers. Decide what will cause you to

disqualify an applicant.

e Treat sensitive information
carefully and confidentially, and
follow the rules of the Fair Credit
Reporting Act (www.ftc.gov), which
was enacted to promote the accura-
cy and privacy of people’s personal
information during background
checks.

e Make sure the information
used to select or deny candidates is
based on facts and is relevant to the
specific position for which you're
recruiting.

¢ View employee screening as a
continual process, not a one-time
event. Conduct periodic screenings
of both volunteers and paid staff.

Background screening reduces
the occurrence of theft, sexual mis-
conduct, and violence. With a con-
sistent, comprehensive screening
policy, you can avoid costly hiring
and recruiting mistakes, mitigate
exposure to litigation, and reassure
the community you serve that those
working for you have been properly
vetted. B

Proper screening can save
your organization from
criminals, sex offenders,
and thieves.
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Risk Management Starts Here We’ll be the
For more on protecting your organization from neg- E x cl u S i 0 n S a n d

ligent hiring, see these articles at www.snpo.org/mem

bers: Sanctions

¢ How to Hire the Best People without Breaking
the Law (Vol. 20, No. 5)

¢ Volunteers: Resource Or Risk? (Vol. 15, No. 5)

¢ Don’t Be Sued for Negligent Hiring (Vol. 21, No. ,
3) So you don’t have to be.

e The Most Likely Lawsuits—and How to Protect
Yourself (Vol. 19, No. 1)

experts

If you accept federal/state funds, ensure that your

e The Need for Anti-Bias Policies (VOI. 22, No. 5) employees, vendors, and physicians are not on the
¢ Do You Think Sex When You Hear Harassment? Federal and State Exclusion Lists. EPStaffCheck™
(VOI' 24’ No. 4) is the flat fee, low-cost way for you to run unlimited,

¢ Fraud: How to Prevent It in Your Organization
(Vol. 26, No. 3)

automatic checks as part of your compliance
plan. Make sure you’re compliant with the

EPStaffCheck™Compliance CheckList and FREE

William Hauswirth is president of IntelliCorp® (www.intel
14-Day Trial of EPStaffCheck™.

licorp.net, info@intellicorp.net), a wholly owned subsidiary

of ISO. A nationwide provider of background checks and www.epstaffcheck.com/list

1.888.395.9029

Yost Engineering, Inc.

employment and volunteer screening, IntelliCorp also main-

tains the most complete and reliable data repository of na-

tionwide criminal records.
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Relevant reviews

How Executives and Boards
Can Improve Performance

Two books zero in on tactics to assure a high-functioning board.
By Terrence Fernsler

Getting the Best from Your Board: An Executive’s
Guide to a Successful Partnership

By Sherill K. Williams & Kathleen A. McGinnis. 73
pages. Softcover. BoardSource, www.boardsource.org.

onprofit executives sometimes get so mired in

| \ | day-to-day operations that they lose sight of the

reason for what they’re doing. One way to recon-

nect to the mission and how it impacts people is to ask

board members why they’re committed to the organiza-

tion. Tips like this one make Getting the Best From Your
Board a valuable book for executives and boards.

A nonprofit chief executive is responsible for the
executive-board partnership, which will determine the
organization’s performance. The executive must trans-
late the board’s concepts into practices and programs,
sharing information to engage the board in strategic
questions.

The book explains how the executive can enhance
the executive-board relationship in six vital ways:

Cultivate a passion for the organization’s mission.

Build habits and interactions that engage the board
in a constructive partnership.

Inspire board members with information about the
organization’s history, culture, perceptions, and com-
munity context.

Prepare the board by sharing information and dem-
onstrating meaningful communication.

Help balance expectations, and solicit and offer con-

structive feedback.
Involve board members by creat-
ing a process for their activities and
encouraging them to open doors to
resources and relationships.

The qualities of a true partner-
ship—support, trust, honesty, re-
spect, forthrightness, and under-
standing—must flow both ways.
¥ | Such an alliance between the ex-
ecutive and board chair is crucial
to the organization’s success.

-l
o ik o Saaranaad P

Ask board members why they're
committed to the organization.

Leaders must intervene directly,
humanely, promptly, and with unity.

Taming the Troublesome Board Member

By Katha Kissman. 102 pages. Softcover. Board-
Source, www.boardsource.org.

board member’s bad behav-

ior can be one of the greatest

etriments to an organization.

The first step to a resolution is recog- Board Member
nizing that the behavior stems from e,
something specific and tailoring a | =

solution to the unique situation. The | ﬂh %

next step is for leaders to intervene }__, 2

directly, humanely, promptly, and | = —ti

with unity. S

Effective conflict resolution is
easiest to achieve when people treat
each other with dignity and respect. The strategies in
this book emphasize that fact. With sound guidance,
Katha Kissman addresses such behaviors as disrupting
meetings, micromanaging, deviating from the mission,
publicly criticizing the organization, or being derailed
by conflicts of interest. Kissman also explains what to
do about illegal activity, emotional issues, founder’s syn-
drome, and troublesome board-chair or chief-executive
behavior.

Figuring out the cause of troublesome behavior in any
context starts with compassion and understanding. The
most effective approach is to address the behavior, not
judge the person. It all comes down to human interac-
tion and relationship-building.

Using one’s talents, skills, and experience on a non-
profit board should be a satisfying experience. Resolving
troublesome behavior can renew energy and commit-
ment to the organization for all board members. Tam-
ing the Troublesome Board Member provides excellent
suggestions for handling such behavior and improving
board performance. B

Taming e
¥ slﬂn'lf{i‘uaﬂ['

ks

Terrence Fernsler has been a monprofit professional for
nearly 30 years.
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{J How to Be a Positive Leader

If you want your organization to achieve per-
formance above the norm, you need to become
a positive leader. According to Kim Cameron,
author of Positive Leadership: Strategies for
Extraordinary Performance (Berrett-Koehler
Publishers, www.berrett-koehler.com), doing
so requires four strategies: 1. Create a positive
work climate. 2. Build positive relationships
among workers. 3. Foster positive communi-
cation. 4. Associate the work being done with
positive meaning.

Positive leaders bring about extraordinary
results by implementing these four strategies
through a personal management interview (PMI)
program. With such a program, managers meet
individually with the staff members in their
sphere of influence. At these meetings, manag-
ers clarify expectations, responsibilities, and
standards. These one-on-one meetings are held
on a regular basis, at least monthly, and aren’t
top-down discussions but collaborative conver-
sations. Such meetings give leaders a chance to
coach people and help them improve.

People respond remarkably better to positive,
affirming leadership than to control-and-de-
mand tactics. The guidelines in this compelling
book will encourage everyone in the organiza-
tion to model acts of compassion, feel a sense
of calling, and work together to improve perfor-
mance for the whole organization.

Positive Leadership Assessment

Answer each question with Never (1), Sel-
dom (2), Sometimes (3), Frequently (4), or
Always (5).

As a leader, to what extent do you:

___1. Provide a ratio of around five positive
messages for every negative message to those
with whom you interact?

___2. Give employees notes or cards com-
plimenting their performance?

___3. Help people understand the long-term
benefits of their work?

___ 4. Emphasize development of strong in-
terpersonal relationships among staff?

__ 5. Offer regular personal-development
opportunities for employees?

___6. Spend more time with strong perform-
ers than with weak performers?

__ 7. Clarify how the organization’s goals
mesh with people’s personal values?

Effective leaders score in the 3, 4, and 5
range on each of these questions, with an aver-
age rating of about 4 per question. 0
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LJ Bowling Together

When Robert Putnam published Bowling Alone in
2000, he noted the decrease of social groups in the U.S.
and concluded that one of our country’s greatest assets
was ebbing away. Scott Heiferman took this as an oppor-
tunity, and created Meetup (www.meetup.com), a portal
that helps people with shared interests meet online and
then get together in the real world. A host of such social-
media tools, from text messaging to blogs, are revolution-
izing group interaction, helping networking take off as
never before.

Now, anyone with a laptop or a
cellphone can spark a movement
that will transform the world.

These new communication vehicles offer nonprofits a
unique chance to advance their causes, as Clay Shirky
explains in Here Comes Everybody: The Power of Or-
ganiging without Organigations (Penguin Books, www.
penguinbooks.com, www.shirky.com). The old model for
coordinating group action required convincing people to
care more so they’d be inspired to act. Today, only a few
highly motivated people are needed, since they can use
online tools to help slightly motivated people be effective
without having to become activists themselves. Now, any-
one with a laptop or a cellphone can spark a movement
that will transform the world.

For more, see www.shirky.com, www.herecomesevery
body.com, and these Nonprofit World articles at www.
snpo.org: “Using Social Media to Advance Your Goals”
(Vol. 27, No. 1), “How to Make Social-Media Fundraising
Work for You” (Vol. 27, No. 2), “Using Web 2.0 Technolo-
gies to Connect with New Supporters” (Vol. 27, No. 4).Q

(] Leading from Your Inner Self

Definitions of leadership tend to focus on outward
manifestations—vision, innovation, results, drive, etc.—
instead of getting to the fundamental essence of leader-
ship: that it comes from within. Leadership is an inti-
mate expression of who we are, arising from our values,
principles, and life experiences.

Leadership from the Inside Out by Kevin Cashman
(Berrett-Koehler Publishers, www.berrett-koehler.com)
describes how we can improve our leadership skills by
working on our personal development, discovering and
developing our inner capabilities to make a more posi-
tive contribution. The key to exceptional leadership is
growing the whole person to grow the whole leader. This
means connecting core values and core talents to our or-
ganizations, to our constituents, and to our lives. 0

—reviewed by Terrence Fernsler

continued on page 28
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(J The Power of the
Volunteer Crowd

Using “crowdsourcing” (inviting people
online to perform a task usually done by
paid employees) is especially suited to
nonprofits, since it’s much like managing
any large volunteer group. Like all volun-
teers, crowdsourcing groups contribute
their time and talents to benefit a cause
that’s close to their hearts. Here are some
crowdsourcing success keys:

e Pinpoint your goal. Do you want to
find an illustrator to redesign your orga-
nization’s logo, raise money for a special
project, ask your customers which of your
services are most important to them, or
get ideas for new services you should de-
velop? Your answer will help you craft a
message for your purpose and reach the
people you need.

e Offer the right incentives. Crowd-
sourcing projects are often launched in
the form of a contest with prizes for the
best ideas. Even token amounts of money
can make people feel rewarded for their
efforts. As with any group of volunteers,
the important thing is to understand what
motivates them, whether it’s the chance to
interact with like-minded peers, improve
their skills, or learn something new. If you
don’t meet people’s needs, they won’t con-
tribute.

e Divide every task into its smallest
components so people can choose to do a
lot or a little. At iStockphoto, for example,
people can simply upload a photograph
or two, or become “inspectors” spending
hours examining the uploaded photos to
ensure they meet basic standards of qual-
ity and don’t violate copyright.

¢ Remember the Benevolent Dictator
Principle, which suggests that all groups
need leaders (called “benevolent dicta-
tors” in open-source software projects) to
provide direction. But the “dictator’s” au-
thority is moral and persuasive, not abso-
lute. The best crowdsourcing projects are
collaborations between crowds and their
leaders.

e Make your appeal clear and simple.
People are more likely to contribute when
they understand exactly what’s needed.

— adapted from Crowdsourcing
(Crown Business Publishers,
www.randomhouse.com/crown/business)
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{J Urgent Patience: An Oxymoron?

People must see change before they can act on it. Without ur-
gency, people don’t look hard enough, as John P. Kotter tells us in
A Sense of Urgency (Harvard Business Press, www.harvardbusi
ness.org).

Urgency means “of pressing importance.” When people have a
sense of urgency, they’re eager to come to work each day, ready
to take action on critical issues. Here are tips to create a sense of
urgency in your organization:

¢ Send out “scouts” to bring back information about the world.
Invariably, they’ll return with the kind of stories and excitement
that inspire an urgent response.

¢ Bring in outsiders, such as consultants, experts, new hires,
or new board members, to provide new perspectives.

e Share relevant data with others in your organization in a
way that’s eye-catching, surprising, interesting, or dramatic, and
that appeals to the heart as well as the head.

e Constantly scan the environment inside and outside your
organization for information relevant to success.

e Listen to staff who work directly with customers, and widely
share what they tell you.

¢ Purge and delegate, focusing only on key issues. Cancel dis-
tracting projects and unnecessary meetings. Eliminate clutter from
meetings that you must attend, and never end a meeting without
clarity about who’ll do what and when (the sooner the better).

e Talk frequently about the need to move, adapt, and change.
Be sure people feel a sense of urgency about looking for your or-
ganization’s critical opportunities and hazards. Don’t allow con-
tentment with the status quo.

e Watch that you don’t create a false sense of urgency, and
don’t mistake frenetic activity with productivity. Dashing from
meeting to meeting is counterproductive and undermines real
urgency. People motivated by true urgency don’t waste time or
add stress by engaging in irrelevancies. Truly urgent behavior is
determined, nonblaming, passionate, competent, and highly ful-
filling. It also demands patience. While “urgent patience” may
sound contradictory, it’s not. It means working hard each day to
advance your goals while understanding that great accomplish-
ments can require years.

{J Donor-Advised Funds Offer Good News

In the midst of declines in giving, here’s a small but positive
sign of growth: The National Philanthropic Trust notes that do-
nor-advised funds (DAFs) grew by 3% in 2009.

Donor-advised funds let people donate to a public foundation
and direct their money to charities of their choice. Such funds are
increasingly popular because they’re an easy-to-create alternative
to giving directly to a charity or donating to a private foundation.

Other key findings of the 2010 Donor-Advised Funds Report:

¢ More than 152,000 donor-advised funds now exist, outnum-
bering private foundations by more than two to one.

¢ In 2009, donor-advised funds’ grants to nonprofits exceeded
the amount of contributions into donor-advised funds.

e Indications are strong that donor-advised funds will continue
to experience even greater growth.

The full report is available at www.nptrust.org/pdf/2010_DAF_
Report.pdf. For more on donor-advised funds, see “Will Donor-
Advised Funds Revolutionize Philanthropy?” (Vol. 19, No. 2) at
www.snpo.org.
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Blackbaud FUNDRAISING

Give your fundraising

It takes a delicate mix of a strong mission, passionate staff, dedicated supporters, and today’s top
technology to help your fundraising take flight. Blackbaud’s fundraising and supporter management
solutions are the most complete for organizations of all sizes. Whether you need to develop an
easy-to-use, quick to implement, and SaaS-enabled strategy for mobile and eMarketing with
eTapestry® or further enhance your strategy to include more robust email marketing, online events,
and supporter cultivation capabilities with The Raiser’s Edge(/)? Blackbaud has a solution that’s
right for you. Built on nearly 30 years of nonprofit expertise, it's no wonder why more customers
choose us than any other provider. In fact, The Raiser’s Edge has been a three-time winner of

the Campbell Award for User Satisfaction. Contact us today and let your fundraising soar.
www.blackbaud.com/soar

blackbaud

your passion » our purpose
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How to Engage the Next Generation of Donors Now
Date: February 23, 2011
Time: 1-2:30pm ET
Location: Online/Phone

Having a sustainable pipeline of donors is critical for

nonprofit organizations. But for many organizations, younger

donors are not a part of that pipeline. Young donors have

a great financial value to your organization and can help

get your messages to new audiences. Start building your

organization’s pipeline today.

Class participants will learn:

¢ Why young donors are critical to
your organization’s present and future
Success

' e 7Keys to Attracting Young Donors

¢ Which organizations are dedicated to
supporting young donors and how to
connect to their expertise

Instructor: Trista Harris
Executive Director, Headwaters Foundation
for Justice

The class will be conducted live via a combination of
online and phone conferencing (i.e., “webinar”). The online
conference will include a PowerPoint presentation and

text chat capabilities. Students will have opportunities to
ask questions and interact with the instructor and other
students via chat and teleconference.

Online Training - Feb/Mar 2011

Two powerful courses taught hy two of today’s thought leaders. Discover their
strategies for jump starting 2011. These live online courses are:

Learn More Online at http://www.snpo.org/courses

Diversity and Inclusion — Why Now?

Date: March 15, 2011

Time: 1-2:30pm ET

Location: Online/Phone
For years, nonprofits have been trying to find ways to address
diversity and inclusion (D&I). Many start out with forming a
committee, publishing a diversity statement, or looking to HR
for workforce approaches.
Measuring success in diversity and inclusion efforts [beyond
the numbers] has proved difficult over the years. True success
would mean focusing on changing our attitudes and behavior.

So how do we begin to measure the way we
think, speak, and feel? How can we really
embrace diversity and be more inclusive?
How do we measure our success?

Join us to learn how over 100 nonprofit
leaders approached these questions and
more during a year-long study in 2010
conducted by Immense Business Solutions.

Instructor: Tangie Newborn
President, Immense Business Solutions

We encourage all learners to bring other colleagues and

co-workers to this training. There is no additional fee for

multiple participants at the same location, as long as all

individuals share the same phone and computer connection.
Powered by

ReadyTalk




