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CHAPTER I

GENERAL INTRODUCTION

In the first half of the twentieth century, the nonprofit, private
sector was almost totally supported by private dollars. The small bud-
gets and staffs were supplemented, both finanCLalig and programmatically,
by voluntary help.

In the 1960's, however, the nonprofit sector experienced dramatic
growth. Government programs provided substantial funding, and most organi-
zations took the opportunity to expand. . . . The concern of these organi-
zations was always to deliver the most service and the best service; few
of them thought of the management problems that might arise. Before long,
boards and managers of many agencies began to realize that they had bitten
off more than they could chew--let alone digest. As committed and as ex-
pert as they were programmatically, many were unprepared for the challenge
of running large organizations. Such basic concerns as financial planning,
insurance protection, personnel administration, and organizational design
were, in many cases, totally new to them. Furthermore, they had few places
to turn to for advice on such matters. . . .

Usually businesses have viewed their responsibility to the local
nonprofit sector primarily in terms of financial support. An equally
important role--helping the recipients of their charitable dollars to man-
age themselves better--has often been overlooked. Any personal involve-
ment generally falls to senior executives who provide guidance as members
of boards of directors.

While this service is essential, few senior executives can take the
time to help nonprofit groups solve their operational problems. These
board members' corporations, however, are filled with middle-management
executives who would jump at the opportunity to use their skills and their
time for the benefit of worthy organizations—-if only they had the oppor-
tunitg.l

In a few short phrases, Mittenthal and Mahoney describe one of the
most challenging frontiers for management today: how to improve the man-
agement capability of the nonprofit sector. We are dealing with a substan-
tial and broad facet of American institutional life comprising hundreds of
thousands of organizations utilizing the time, talent, and wealth of mil-

lions of our citizens. This nonprofit sector certainly, then, is a manage-

ment area worthy of substaritidl ‘investigation.




There is a widely held perception:

. . . that local level nonprofit organizations are experiencing manage-
ment problems which are both pervasive and serious. The presence of these
problems critically undermines the ability of the broad array of nonprofits
to generate maximum social benefit from the resources available to them.?

Further evidence of this is seen in the following comment from a report of the
Filer Commission on Private Philanthropy and Public Needs which presented a
comprehensive review of this most critical area:
The suspicion is widespread that there is an excess of inefficiency, or-
ganizational proliferation, and deficient standard-setting among /nonprofit
organization§7; that their budget practices are generally outmoded, that
their goal-setting and progamming procedures are Iineffectual; that their
service delivery systems are wasteful; and that their personnel procedures
are unsatisfactory. Yet the fact is that sound data on these matters is
so lacking that firm judgments cannot be made .
Our assumpticn, then, is as yet unprovable by rigorous objective or com-

prehensive empirical data:

Whether management of nonprofits is better or worse than that of business
or government 1s largely beside the point. There are examples of well-

run and poorly-run Iinstitutions in every sector. The key thing is that

not only does there appear to be substantial room for improvement in the
management effectiveness of nonprofit organizations, but also such Improve-
ment may become essential if the local nonprofit sector is to remain a

vibrant force in American life during an era of increasingly limited re-
sources.

An effort was developed in the 1960's for 2 specific new approach for helping

nonprofit organizations cope with their rising management difficulties. Pio-
neering efforts by organizations such as the Volunteer Urban Consulting Group,
United Way of Greater New York, ACTION (the federal agency for volunteer service),
the United Way of America, and the Support Center, to name a few, were respon-
sible for the development and refinement of this helping effort-—-to match man-
agement expertise from for-profit businesses with management problems in non-
profit organizations. Many of these efforts had grown out of local need from
individuals and corporations seeking to respond to management difficulties in
local nonprofit organizations. In many cases, local management assistance

programs (as they were called) worked in virtual isolation from other similar



efforts throughout the country. It is only in recent years that a concerted
effort has been made to pull together manuy of these management support organi-
zations and individual consultants to share ideas, expertise and dreams.

Now an annual conference ' for management support organizations (a term re-
served for formalized programs of management assistance) is held nationally
and several of the organizations have banded together to form a professional
association.

The purpose of this paper is to examine the development of the management
assistance effort especially when it inveolves the utilization o volunteer
consultants from for-profit enterprise. The author will present‘several
facets of this development, examine the major current literature, and give
his own assessment of many features of some current management assistance
practice. Elements of the author's own critical commentary will be evident
in the selection of relevant literature, the Interweaving of the literary
elements, and his own specific observations and impressions. Tne specific
plan of action for this paper will be the following: (1) to set the stage
for the current status of management demands for the nonprofit sector in the
1980's; (2) to expand a basic analysis developed by several authors to des-
cribe the similarities and differences of management in for-profit and non-
profit organizations; (3) to present a general framework for consultation in
the nonprofit sector, specifically with the idea of its utilizatiorn by lay,
nonprofessional, outside consultants; (4) to make general observations on the
utilization of this information as it affects the recruitment, orientation,
and specific assignment of volunteer consultants.

To an extent, the major divisions of this paper can be seen as separate,
free standing topics. However, the key purpose for this overall study is that

these topics are developed together and directed toward their application in



management assistance programs. As will be seen later, this comprehensive
view can have significant influence on the practical operation of many man-
agement assistance programs.

A review of the comprehensive bibliography researched for this paper
will show a broad range of relevant and supportive material on the subject
of nonprofit organizations, their management, and the utilization of volun-
teer management consultants to resolve identified problems. Howeveg this
current study is most indebted to a series of reports which sought to develop
a national direction to improve the quality of management assistance for
nonprofit organizations. This comprehensive study, funded by the Charles

Steward Mott Foundation, was entitled Resources and Strategies for Improving

the management of Nonprofit Or_gan.izations.5 The project was conducted by the

Support Center of Washington D.C. with major subcontracting through the Non-
profit Resource Institute of Tiburon, California, headed by John Danner and
James Mitchell. The primary purpose of the study was to inform and guide
funders and potential funders with strategies and programs to improve the
management of nonprofit organizations. The study in its final draft form
represents a broad exposure of ideas and comments to Improve the field
rather than a general cornsensus of ideas. Material from this five part study
can provide a solid background for a new investigation into understanding
the theory and method behind management consulting. This goes well beyond
its original goal of gquiding funders of management improvement in the non-
rofit sector. These materials can provide a solid basis for understanding
the very process of management consultation, its application in the nonprofit
sector, and the implications for using volunteers from for-profit enterprise

as consultants.



The first segment of the study entitled Designing Effective Strategies

for manaygyement Capaclty-Building in the Local Nonprofit Sector® had five

ma jor goals:

(1) A short overview of the national nonprofit sector, e.g. its size,
scope, and structure based on a review of relevant academic and government

literature.

(2) An examination of the types of organizations that comprise the non-
profit sector--by primary role, primary field of program activity, and primary
beneficiaries of their programs.

(3) An examination of the various attitudinal, behavioral and structural
factors that appear to differentiate nonprofit management from commercial or
governmental management.

(4) A taxonomy of the management functions and activities of nonprofit
administrators and organizations, and the organizational characteristics which
afrfect the nature, frequency or extent of thelr management Iimprovement require-
ments.

(5) An identification of possible key differences among the multiple
geographic settings in which nonprofits operate and in which capacity-building
strategies might be carried out.

Despite the many limitations affecting the study of the the nonprofit
sector (see especially Chapter II of this paper), the Mott report provided

these major conclusions:

(1) There is a lack of evidence and data about nonprofits and their man-
agement demands which is comparable to the lack of similar evidence about
management in the for-profit sector.

(?) Management is management, and as such, relects a somewhat universal

set of logical and organizational behaviors and choices.



(3) Despite the diversity among nonprofits, many of- the external envir-
onmental characteristics of the nonprofit sector, e.g. the grant-making pro-
cess and standard accounting principles, affect nonprofits in roughly the same
way.

(4) The resources necessary to fill management demands on nonprofits will
vary little from community to community, or organization to organization.

(5) The value of skills such as planning, financial management, and mar-
keting 1is so widely accepted that there is no need to document the fact
that modest skills in those areas will increase the effoctiveness of nonprofits.

As discussed before, there have been severzl concurrent and somewhat dis-
jointed efforts throughout the U.S. to develop better management support facil-

ities for nonprofits. The key thread through all of these efforts appears to

involve executives from for-profit enterprise as vocluntary consultants to non-
profit organizations. The success or failure of many of these consultative
efforts would appear to rest very heavily on the degree to which the volunteer
consultants can make the "technology transfer" from their experience and ex-
pertise In the for-profit sector to the nonpreofit sector. In order to make
this transfer, the middle management executive, who would generally be the
typical volunteer consultant, would have to develop new knowledge about non-
profit organizations, their management, and the application of the consulta-
tive process to those nonprofit organizations.

It is well beuond the scope of this paper to go into specific operational
duynamics In management assistance programs for nonprofit organizations. To an

extent, this is being developed by such groups as the Volunteer Urban Consulting

Group7 and the United Way of America.® A review of the literature reveals

that there has not been a specific effort to pull togyether information on
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similarities and differences in management between for-profit and nonprofit
organizations targeted for the lay audience of potential volunteer consul-
tants. Much of the the existing literature on consultation does not develop

z specific focus geared for the volunteer and/or nonprofessional consultant
who might be involved in a typical management assistance program. Most of

the literature, whether developed in periodical or book form, is geared toward
consultation as offered in the business or governmental setting. This liter-
ature is structured for a significantly different type of consultative pro-
cess which would have to be greatly modified when applied within a formally
organized management assistance program for nonprofits. Some phases which
would be significantly modified in the typical management assistance program
might include such areas as recruitment of clients, assignment to a specific
nonprofit managemtn problem, or the negotiation for a specific contract and/or
fee for service. (The specific phases of a typical consultation will be dis-
cussed later in Chapter IV.) In fact, much of the consultative literature

as well as the commentary on management for nonprofit organizations appears

to be biased with a preference for what is presumed to be the more effective

management used in for-profit enterprise.



FOOTNOTES TO CHAPTER I

lRichard A. Mittenthal and Brooke Mahoney, "Getting Management Help to the

Nonrrofit Sector." Harvard Business Review LV (September-Cctober, 1977, p. 95.

2John Danner and James Mitchell, Designing Effective Strategies for Manage-
ment Capacitu-Building in the Local Nonprofit Sector: Part One of A Pilot
Project, Washington, D.C.: The Support Center, 1978, p. 3.

Reynold Levy and Waldemar A. Nielsen, "An Agenda for the Future," Research
Papers: The Commission on Private Philanthropy and Public Needs, Volume IT,
Part II, U.S. Department of Treasury, 1977, p. 1047.

4 panner and Mitchell, p. 3.
SSupport Center, Resources and Strateglies for Improving the Management of
Nonprofit Organizations: Final Report, Washington, D.C.: Support Center, 1979.

6panner and Mitchell, op. cit.

7 Volunteer Urban Consulting Group:

A Guide to Operations, New York: Vol-
unceer Urban Consulting Group, 1977.

8 Services Outreach Division, Management Assistance Program, Alexandria,
Virginia: United Way of America, 1979.




CHAPTER IT

GETTING ONE'S BEARINGS ON THE NONPROFIT SECTOR

A. Introduction

The nonprofit sector has been characterized as the "terra incognita"
of American socliety--a vast unexplcored area populated by a myriad of
little-understood organizations with highly diverse goals, activities,
and structures. In fact, most of our current understanding of this
sector comes from the anecdotal observations and insights of a few intrepid
pioneers; much as knowledge of the geography and customs of the New World
was built from reports by explorers, fur trappers, and early settlers.l

There are several limitations in our attempt to get a clear knowledge of
the nonprofit sector which may be based on a primitive and fragmentary under-
standing. In general, several of these factors could be listed as follows:

(1) a critical lack of reliable data even on such rudimentary issues
as the economic magnitude of the sector, the number of organizations
active iIn them, their geographical and size distribution, the nature and
extent of the:ir activities, their sources of support, and the number of
individuals involved in them.

(2) an absence of widely-accepted workinc definitions of such key terms
as "nonprofit,” "tax-exempt," or "voluntary" activities. . . .

(3) a paucitu of conceptual models and theories to describe and explain
why and how this sector operates. There 1s & tendency to interpret what
data are available using familiar constructs borrowed from other settings
usually private sector business operations.

(4) Unlike the better mapped private and public sectors, we lack the abil-
ity and tools . . . "to explain the behavior of nonprofit organizations
and their founders, managers, contributors, and velunteers; to understand
the internal systems by which these groups are managed and held--or not
held--accountable for their various publics; and to parse the patterns

of birth, death, growth, and change.2"3

While several allusions will be made to these Iimiting factors, they
will not be repeated in each section of this paper. However, it would be
important to point out that the primitiveness of our current knowledge of
nonprofit affairs affects virtually all aspects of our attempts to gain a

greater understanding of them.
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This chapter will deal with three major subjects: (1) an understanding
of the size of the nonprofit sector and several definitions for nonprofit
organizations and discussion of the definition to be used within this paper;
(2) a presentation of a comprehensive array of complaints comnionlu lodged
against nonprofit organizations to serve as a backdrop for our understanding
of how to improve their management; and (3) a presentation of trends affect-
ting nonprofit management and some generalizations which can be made from

these trends.

B. The Number of Nonprofit Organizations and & Working Definition

There are approximately 700,000 tax-exempt "entities" in the United
States, of which almost 273,000 are classified as 501(c)(3) institutions.?
This total, while impressive, is somewhat misleading since it Jumps toget—
her many different organizations whe choose to be treated as s single
"legal entity"; and also excludes nonprofits who, for whatever reason,

do not seek or qualify for exempt status. To give an idea of the possibie
number of actual organizations, David Horton Smith, a noted researcher

in this field, -estimates there are as many as 6,000,000 "voluntary assoc-
iations" in America.>

Nonprofit: organizations employ close to 5 million people, representing
over $25 billion of earnings.

An additional 37 million people contribute roughly é billion hours of
time to nonprofit enterprises each year, an investment worth $29 billion.’

Nonprofits receive between $25-26 billion worth of cash donations and
in-kind contributions from both individuals and orqanizations.s

These data are not strictly comparable, since they have been assembled

from a variety of sources, each of which used different years and

working definitions. We have clustered them here to give rezders a

rough sense of the scope of the nonprofit sector, based on lstest esti-

mates .?

One factor which limits the reliability of our data is certainly a prob-
lem of blurred boundaries. and ambiguous terminclogy often used within thds :
field. There is a frequent use of a variety of terms as if they were inter-

changeable. The three most common are "voluntary," “nonprofit,"” znd "tax-
g p

oxempt."
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But while all tax-exempt groups are theoretically nonprofit, not all
nonprofits are tax-exempt. And while there are many nonprofits who do
not utilize volunteers, there are also many volunteers who donate their
time to essentially governmental or, to a lesser extent, commercial act-
ivities. Moreover, the lines between exempt nonprofits are frequently

blurred, despite significant functional and structural variations among
groups in differing exempt categories.i0

Certainly another scurce of confusion in the field is the tendency to
use the term "nonprofit" to refer both to the function of the organization
(often equating it with "charitable" or "non-economic" activities) as well
its form. Some nonprofit organizations perform similar functions to for-profit
entities, e.g. hospitals, researéh institutes, etc., which may be i1ndistin-
guishable from those of commercial enterprise. Also nonprofit organizations
such as universities closely resemble their governmental counterparts in their
day-to-day activities. While all operate formally as nonprofit entities, these
organizations perform functions at both extremes within the nonprofit sector,
i.e. near its border with business and near its border with government.

Another important distinction is that within the nonprofit sector, we
must also cqnsider a number of actors from other sectors. These range from
individuals to business firms and governmental agencies, who provide resources
to nonprofits or whose actions otherwise affect what they do.

Danner and Mitchell provide an excellent conceptual overview of the key

; : ; ; 32
terms frequently use to describe nonprofit organizations. (See figure on

the following page.)
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e ' YOLUNTARY"

(groups dependent on volunteers, but sometimes including
private sector activities.
6,000,000 groups? J

s ' NON PROF I T""

(noncommercial groups, but may include governmental
organizations as well as non-exempt

"TAX-EXEMPT"

kincludes all types of exempt groups, e.g. IRS 501(c)(1-20),
(d), (e), (f), 521(b), 527(c)(3), and 528(c) entities
700,000 "entities"

"CHARITABLE"

(all IRS 501 (c)(3) groups including "private"
foundations)
273,000 "entities"

b " P{JBLIC CHARITIES=

(includes IRS 509(a) (2-3) organizations)
190,000 "entities"

Overview of key terms used to describe nonprofit organizations

Throughout this paper, I will use the terms "nonprofit organization”
“nonprofit" or "third sector" to refer to nongovernmental, noncommercizl or-
ganizations whether or not they are also tax-exempt or voluntary in narure.
There are a number of ways to describe nonprofit organizations. A veruy =ffec-
tive method of classifying nonprofits separates them according to the following
descriptive ractors: (1) primary role; (2) primary field of program activity;
and (3) primary beneficiary. An excellent summation of these distinctions taken

from Danner and Mitchell is contained in the Appendix A of this paper.
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C. Common Compl:ints Lodged Against Human Service and Nonprofit Organizations

Richard Steiner, in his provecative book, Managing the Human Service« Or-

ganizatjonj2 provides a comprehensive summary of the typical complaints most

often voiced against nonprofit organizations especially those providing human
services. Due to a limited contact with nonprofit organizations, an individual
reader may have a positive or negative view of nonprofit organizations in gen-
eral. The depth of the reader's experience may very well determine whether or
not the following list developed by Steiner provides a comprehensive picture
of the concern for the gquality of nonprofit management.

1. In general, human service organizations are ill-managed, inefficient,
wasteful, while they, at the same time, consume an ever-larger share of
our financial and human resources. This general Inefficiency complaint
has been broken down into four areas:

A. Human service managers are poorly chosen, lack confidence, not
suited to managerial responsibilities, and fail to improve organizational
efficiency and productivity. . . .

B. The ongoing human service organization fails to renew its valuable
human resources, update methods for encouraging employees, and provide a
mechanism for promoting individual growth within the organization.

C. Organizational structures and procedures designed tc cope with
predictable, simplistic, and routine problems are becoming Inadequate
to deal with escalating demands of new, more complex social programs,

This situation is a failure to update and provide a capacity for the
organization to adapt.to change in order to increase overall organilza-
tional effectiveness. . . .

D. . . . fr]he specific complaint that current approaches to human
service delivery are ill-conceived, poorly coordinated, and cumbersome
to administer. . . .

2. The intergovernmental approach (federal, state, local) to the delivery
of human services generates a maze of counterproductive, confusing and
contradictory administrative, judical, and legislative laws, rules, regu-
lations, and guidelines that serve to confuse and create conrlict. These,
in turn, produce a situation of limited teamwork, lack of integretion,

and even more conflict.

3. The human service manager has failed through lack of interest to legit-
imize and rationalize to a skeptical public the reascn for expenditure.
of public funds; there is an unwillingness to respond toc the public's
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need for greater participation in the decision-making and delivery pro-
cess; and clarges that service technigues are dehumanizing, inconsistent,
ill-organized, insensitive, and incomplete have not been answered. . . .
4. . . . fiJack of good internal communications. There is a aczneral
tendency for human service managers to slight this important linking
mechanism in their averall responsibilities and a failure to build in

an effective communication mechanism and view it as a total process from
sender to receiver. . ,

5. There's a general failure to respond to proven needs as indicated by
discrepancies between professed objectives and actual performance. . . .

This 1list is neither complete nor final and does not represent the
total spectrum of problems faced bu human service organizations and their
managers. In actuality, each problem statement or complaint area is com-
posed of a multitude of organizational difficulties which have their roots
in a myriad of causative, interrelated factors. . . . This guide might

not be the cookbook we have all be loocking for, but at least it 1s the
first step to help identifu the crucial ingredicnts-13

D. Trends and Generalizations Effecting Nonprofit Management

In March 1979, the fourth National Conference of Management Support Or-
ganizations was held in Dallas, Texas to cover training, information exchange,
tools sharing, and a discussion of nonprofit management issues. The keunote
address of thé conference theme "The Bottom Line" was presented by James Hardy
Organization Development Consultant. Hardu's opening comments provide an excel-
lent overview of significant trends effecting the future of nonprofit manage-—
ment. The following is a condensation of those remarks.19

Hardy opened his remarks with the statement that even though the need
for effective management is being recognized, we must acknowledge from the on-
set that the management of nonprofit organizations is not an easy task. He

quotes Peter Drucker, management consultant, from the New York Times:

Both the businessman and the civil servant tend to underrate the diffi-
culty of managing service institutions. The business man thinks it's
all a matter of being efficient; the civil servant thinks it's all
a matter of having the right procedures and controls. Both are wrong--—
service institutions are more complex than either business or govern-
mental agencies.15
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Zardy sets the following overall perspective on his discussion on non-
prof:it management:

(1) He states that management .in the nonprofit sector is a "highly mixed
bag.” It includes hospitals, museums, universities, professional assccictions,
civil groups of all kinds, private voluntary organizations, public interest
groups and religious groups. The list could be extended. Some are
huge with multi-million dollar budyets and others get by with a part-time
clerk or an unpaid secretary. Some are well staffed by trained professionals
and others only by volunteers with great dedication. Some are funded by con-
tributions and federated support, others primarily by program and membership
fees, and still others are supported entirely or in part by tax dollars.

(Z) The third sector is big and still gyrowing.

earlier that precise estimates and numbers are difficult, there iIs a general

Evien though we acknowledged

feeling that the number of organizations, thelr dollars of support, and their
volunteer and staif hours are staggering.

(3) The third sector is not only diverse, it's big and important. It is

important in terms of the effects it has on the country in providin: services

not given by other sources in our society. Millions of Americans par-

ticipate in third sector activities and derive direct benefits.

The third
sector probably has nad a direct and positive effect on ecach of us ond our
families.

(4) The nonprofit sector will have a major impact on the future. ¥Yany

futuarists are predicting that we are in a transition period toward what they

call a "Post-Industrial Society."” A Post-Industrial Socicty is essentially

a society in which the objectives of expanding all types of productivity are

less trocal and the concerns ¢f the consuming community arec more central;
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where spending of all kinds is more balanced and replaced by the values and
virtues of conserving; whero providing human services is the basis for 75%
oi our jobs; where the assumption o steady ygrowth of affluence is confronted
with new realities. Hardy cites as some of the indications of this painful,
complex, and frustrating transition to the Post=Industrial Socicty some of
the rollowing: a stop-and-go ecorom;; a mixture of peace and conflict-oriented
tensions; of Internationa! interdc;~ndonce but competitive coalition formation;
of massive poverty and embarrassing . luence; of worldmindedness and protec-
tive nationalism; of risk-taking initiatives and cautious reactionism; of a
sense oi growing control over our fate and a sensc of impotence; of rapid
change and consolidation to the resistence to change .
Hardy felt that the decade ahead, in which we will remain in this trans-
ition period toward the Post-Industrial Society, will be characterized by a
multiplicity of treads. He sclected ten trends which he felt were relevant to
the management of nonprofit organizations and are, in varying degrees, in evi-
dence at the present time. He felt that each of them will become more intense
within the next few years:
1. Government regulations of nonprofit organizations will increase
in the future. One of the most troublesome issues will be how to achieve
a balance between reasonable 'regulatogy requirements and overkill. Al-
though regulatory provisions will be aimed at the very small percentage
of corganizations whose behavior falls outside of legal or ethical stan-
dards, the vast majority of nonprofit organizations will find compliance

to be burdensome and costly.

2. Recipients of services (consumers, constituents) will increas-
ingly demand more influence and power in nonprofit organizations.

3. Forces working counter to volunteerism will sccelerate and in-
tensiry. Some forces are already in evidence: the women's movement
depl!oring volunteerism; "professionalism" which views volunteers as un-
treined and not able to deal with complex social proplems; militant minor-
ity groups who see volunteers as elitist exploiters orf the poor; the wave
or selr-absorption or the narcissistic trend that 1s sweeplng our socliety
that causes people to become enamored with the notion that turning Inward
is the only route to self-fulrfillment.
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4. Moneu crunch. The economy will tend to operate on a "stop-and-
go" basis for the near future due to: a) the possibility of politically
induced crises of international supply; b) the development of real scar-
cities of certain commodities; and c¢) the ideological unwillingness . . .
tc give the vovernment significant authority to plan economic develop-
ment znd Intervene in the econony. At best, the real dollar support for
some ncnprofit organizations from government and federated funding sour-=
ces will remain stable; at worst, support will substantially decrease
or be withdrawn.

5. Pressure will increase from several sources for nonprofit organ-
izations to justify themselves, improve their accountability, and provide
measures of performance and erfectiveness. A growing importance will be
attached to the formulation of explicit goals and to the creation of or-
ganizational foci in an era of change.

6. Increased importance will be placed on collaboration among vari-
ous organizations in achleving desired social goals Iin American commun-
ites in the larger society. Collaboration between nonprofit organizations
and the busines; and governmental sectors will 1ncreasingly be in evidence.

7. Boards of Directors of nonprofit organizstions will become in-
creasingly aware of their legal responsibilities and fiduciary duties.
Far fewer Boards of the future will exhibit the "rubber stamp" behavior
of the past. Boards will give much more attenticn to monitoring the per-
formance of employed staff, particularily with regzrd to the achievement
of goals and objectives and to fiscal responsibility.

8. People in nonprofit organizations will be more committed to
their own seli-development and their own professions. rather than to the
organization for which they work.

2. People in all organizations will demonstrate a greater sophis-
tication about interpersonal relationships. In the thirties and forties
we had peternzlism as the way to placate people. In the future it will

be much more difficult to lead by paternalism, benevolence or even rational
systems.

10. Pecple will value being relevant, doing something worthwhile.l©

From the foregoing trends Hardy derived six gepnralizations concern-
ing the management of nonprofit organizations in the future. Undoubtedly,
many more could have been derived. However, it is postulated that each of
these six generalizations has direct implications for those concerned with
the guality of nonprofit management.

Generalization No. 1: Effective nonprofit organizations of the future

must have clear®goals and objectives and a practical on-going system for man-

aging resources to achieve these goals and objectives.
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His point is that nonprofit organizations must have a comprehensive, in-
tegrated planning and management process in place which is based on the best
research from both the management sciences and the behaviorial sciences and
the experience from business and industruy, and from the nonprofit sector it-
self. This means that it will be necessary to provide training, support,
materials, and consultation to key executives and volunteer officers of non-
profit organizations in developing and implementing such a comprehensive plan-
ning process that will ensure organizational self-correction on a continuing
basis. This means stopping some of the things that various management support
organizations have been doing: (1) imposing fragmented errforts on ponprofit
organizations such as isolated training in pertformance review and appraisal
(without connection to organizational goals and objectives); (2) assisting a
nonprofit organization in implementing a wage and salary administration with
no reference to performance on achdevement of objectives but only related to
job descriptions; (3) setting up an accounting system for nonprofit organiza-
tions that meets the standards of the American Institute of Certified Public
Accountants (AICPA) but does not provide the information ncessaru to manage
the enterprise in relationship to its goals and objectives: (4) imposing re-
porting requirements that absorb midd!lc management time 1n the organization
and are unrelated to the measurement Indices to which the organization is
committed.

Generalization No. 2: Nonprofit organizations will require new flexible
structures to cope with employee, consumer (constituent), and community needs
i3 the future. Traditional management structures and torms will not be ade-
guate for organizations to utilize all of the resources to achieve their goals.

They will reguire adaptability and flexibility which applics the organization's
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best resources to the achievement of priority objectives. These new types
of organizations will: (1) fully use resources regardless of their location
in the oryanization; release rather than constrict, the creativity or staff

and volunteers. (2) provide free access to intormation and two-way communi-
cation. (3) provide 1ncreased centralization and decentralization in decision-
making. (4) be open and raesponsive to need. (5) be pro-active and direction-
alized rather than re-active to the multiplicity of external forces. (6) use
technology as means of accomplishing goals but not become slaves to technology
as an end in itself. (7) be characterized by excellence in both management

and programmatic activity.

Generalization No. 3: Effective nonprofit organizations of the future
will give major attention to the development of al!l of their human resources.
Management training must be more comprehensive than the "one shot" variety that
is most often provided today. Systematic individual development programs
should be offered which clearly place the responsibility for development on
the individual while arming the individusl with the necessary skills of self-
directed learning. Nonprofit organizations will increasingly need help in
recruiting, orienting, and training of veolunteers in the future because of
the multitude of previously noted trends that are werking counter to voluntar-
ism in our society.

Generalization No. 4: Effective nonprofit organizations of the future
will have Increased sophistication in both fiscal management and financial
development . Publicized fiscal abuses by a very small number of nonprofit or-
ganizations points out the absolute necessity for solid fiscal accounting,
budgeting, auditing and reporting systems and procedures for the future. It
is critical that fiscal systems produce data that are needed for the manage-

ment of the enterprise and data that help the organization's public to under-
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--2ns .- financing. But we must also guard against overkill. The stabili-
zzsigr = decrease in real dollar government and federated funding that seems
_—kel. the future, combined with limitations which nonprofits must place
-» chz-: ng fees for service, require the development of new skills for in-
-ontr-- .- .on support, e.g. deferred giving and new cost effecgive fund-raising
Setnocc

. --ralization No. 5: Both internal and external collaboration will

make =- cctive nonprofit organizations of the future. External collaboration

has =z r-=7y been cited as a future trend. Similarly, interpal coliaboration
ie. o-._ =zboration among operating units in individudl organizations, should
pe mex.=.zed. Unit isolation in large nonprofit organizations is much in
evide~-- and emphasis must be given to cross-unit functicning to achicve goals

and cz j-~tives for the entire organization. Grant resources can greatly

encoura~= collaboration through making funding contingent on collaborative
effort= to achieve common goals and objectives among community organizations.
Such -~ laboration will result in solutions to massive problems and the achieve-

ment ©f 4oals which cannot be achieved bu any one organization or institution.

reneralization No. 6: Effective face-to-face qroups will be the key

unit of nonprofit organizational accomplishment in the future. Training and

consultation will be needed in team development and in intertfacing interde-

pendent work units, particularily in large nonprofit organizations. This
kind of training and consultation should facilitate the development of manage-

ment approaches which could result in relatively short term project teams,

tempor.ary task forces dna cross-functional grouping composed of persons from

various parts of the organization who are commissioned to develop specific

projects and achieve certzin tasks.
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CHAPTER ITIL:

COMPARISON OF MANAGEMENT IN THE NON-PROVIT AND PROFIT SECTORS
1. Introduction

When viewed generically, management should be prettu much the same in
commereial, governmental, and nonprofit institutions. Any "rational" orya-
n:zation attempts to establish goals for itself, to acquire and utilize re-
sources in accordance with its plans for accomplishing those objoctives,
and to ensure adequate control and menitoring of irs day-to-day activities ...
llowever, it is still unclear to what extent management principles and
thoories developed in the commercial sector are applicable to the behavior
of nonprofit organizations. In short, how true [s the assertion that
"management s management is management”?  How unique are nonprofit orqgani-
zations?

Examination of the context within which nonprotits onerate shows
potentially significant factors that appear to differentiate nonprofit from
commercial or governmental management .l

This chapter will form the heart of the project to help bridge the gap
in understanding bectween management ogperation in a tupical nonprofit orga-
nization and in a typical middle to large for-profit corporation. The major
purpose of this chapter is to compare various similaritios and diffoeronces
betwoen for-profit and not-for-profit organizations. Obviously I am speaking
in gyeneralities for my description of management apnroaches from these two
arsas. ELCxceptions could be cited for almost all arcvas described. The
principal focus of discussion will be on two types of managers: (1) non-
profit executive director, and (2) chief executive officer and/or middle manager
of a business sufficientlu large to allow the releasc of Xeu management
personnel to offer their talents to assist nonprofit orgyanizations.

Although innumerable points micht be made for comparison, an offort has
been made to group the matorial around key areas for analusis. While several

authors cite numercus points for compuarison, this grouping represents one of

the more comprehensive attempts to clarify the material.
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The fourteen categories for comnarison can be roughly divided into
(1) general and attitudinal factors and (2) structural ftacters. FEach of the
following factors will be discussed senarately with amplification and the

use of some practical examples.

A. General and Attitudinal Factors

[ 5

. A greater requirement for a gencralist role tor the tupical
nonprofit manager

2. Absence of a management othic
3. Tradition of passive management controls and oversigit
4. The lower expectations for norformance among nonproits
5. Differences in eoperational style
B. Structural Factors
1. Lack of trained, experienced managers
2. Absence of objective measurss of performance
3. Ambiguity and multiplicitu of organizational goals

4. The servige-oriented and labor-intensive nature of the non-
profit sector

5. Dpependence on volunteers

6. The paradox of performance: the consequences of poor
management or superior results

7. Operating in a state of continual financial adversitu and
uncertainty

8. The mixed blessing of tax =xomption

9. High degree of organizationz! interdependencu

Most of the arsas of similarities and contrasts in for profit and non-
profit manacement will be included under one of these fourteen categories.
A fuller undorstanding of the specific issues nf these fourteen items, and

appreciat on of thelr development, and a sensitivity to the conseqguences
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for each sector will certainly enhance two-way communication and break

down many areas of ccnfusion and stereotuning.

B. A greator requiremsnt for a geaeralist role for the tupical nonprofit
manager.

With the exception of the extremely large nonprofil oryanization, most
nonprofit managers must be fairly well-rounded gencralists in order to
succeed. While some private corporations will have division upon division
with many employees to deal with complex issures of management, the nonprofit
organization will typically have very few management specialists. Very often
the successrul nonprofit manager must have more background or understanding
of distinct, specialized areas of managemcnt than his profit sector counter-
part.

The-se management demands are focused in the single top nonprofit
executive or delgqated within a few high ilevel associates or department
heads. The contrast in size between the large succescful corporations and
many struguling nonprofits may present signiricant problems of undorstanding.
There may simply be no one else available to research, evaluate, and
implement management recommendations besides the chief executive officer
or assocliate director (if they even have oane) in the nonorofit orcanization

whereas in the corporate world these funcrions would be spread among a

.".

ide ranue of high level managers and their subordinates. Real size
differences can gencrate even gredter attitudinal differences. AILl other
specific areas of manacement comparison mau well be colored by this primary
feature.

here are certain things that have to be done to run any eorganization:
books necd to be xept, have to be Ffiled, etc. The aggregate o all

these runctions or tasks represent the manageoment "demands" with which
orgdanizations must .:cpu.z
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Legal creating the organization
{incornoration, articles,
bhylaws, etc.)
nualifuing for tax-exemption
{state and federal)
maintdining tax-sxempt status
reporting -to roegulatory bodies
Iegislative advocacy/lebbying
entering into transactions,

5

cont.racts, etc.
defending organization's interests
.-

External Relations publicitu
communlity invelvement
‘mage=building
donor relationships
coordinated nlanning
mutual referral arrangements
resourc: sharing projects

{space, personncl, egquipment, etc.)
liatson with other agencies active
L inprimary areas of interest

xtornal Management Domend

Xl
o

The top notch manager of the nonprofit organization should have
skills in <ach of these areas of management. This expoctation is shown in
the following extended quotation taken from a tupical article on this subject.

To achisve financial self-reliance, a modern nonprofit orcanization
needs to be a hybrid: a classical charitable organization in purpose
and successful business enterprise in mode of operation. Diversification
of revenue sources, allocation of scarce resources, expanding markets,
government relations, tax problems--these and other legitimate business
concerns of nonprofits must be handled with the same managerial skills
and techniques as in for-profit businesses. The place to start is with
the choice of a chief executive ofricer who can run the business side
as well as the organization's programs....

Modern nonprofit institutions need full-time, first-rate professional
management in all phases of their oporations, business as well as program.
They can no longer rely on the timely "pro bono" help of trustecs and
friends from the business and protessional world to supplement the
capabilities of their permanent staffs. In particular, nonprofits peed
professionals with a flair for marketing the organization's services and
for producing income. Entrepreneurial-minded managers are essential for
nonprorits to build up their revenues. At the same tims, they need man-
agement with the sensitivity and finesse to accommodate the tradeoffs
between financial and program goals.”
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€. Absence of : Management Ethic

It is not at all uncommon that the manager of « complex nonprofit
organization may have had little or no formal management tra:ning bu the
time s/he has become the executive officer. Since most nonprofit organi-
zations dre service oriented (as will be highlighted in a later section of
this chapter), many managers have shown primary success in a programming
area which traditionally focuses on one-to-one or small group services.
Promotion from within the ranks mau be the . responss to oxcellence

in service delivery rather than anu demonstratced talent for overall management.

Promotion into management mau be the onlu route available to get higher pay

4

for the promising service providers.

The patchwork growth of many agencies' expansion programs may have
been significantly influenced by the huge influx of governmental or foundation
funding for a service project. Within a short span of uears, especially in
the late sixties and seventies, annual budgets, staff and organizational
complexities may have made quantum jumps but the manager was no better prepared
to deal with them than berore.

Many nonprofit executives from the ranks may view management as a
private sector intrusion into their area of expertise--direct service. The
cxecutives reosponse to a call for "better management" for their organization
can vary widely from apathy or ambivalence to irritation, confusion, ©ven out-
right hostility.

Many executives from the program ranks mau be acutely aware of their
management deficiencies, but the opportunities to trulu increase management
skill mav be quite limited. Numerous announcements of management seminars,
vrograms, books and periodicals cross their desk each week. All purport to
provide management answers, but the guality and depth of these unrelated

tools is often sadly lacking. Prices of such programs are usually very high
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and carryover (fom classroom to the actuval management opportunite is of

.

ern
lacking. In depth academic programs are usually too tormidable, exponsive
(in time and money), or more targeted to mandyemenl in marketing, sales, or
industrial settings. This confusing mize mad only furthyver intensify the
cxecutive's feeling of insecurity and lack of prooer ervdentials to perform
4 management function.

Peter Drucker, reknowned managerent consaltan!, cites as one of the
popular explanations for the common ‘ailurs of sorvice institutions to per-
form the fuact that their managers aren't busipesslike.  While background
and training of nonprofit managers mauy not fit the “busincess mold", Drucker
feels thet service institutions will perform if they arc mapaged 1 a business
like manner.

If only, they all say, their administrators wore to behave 1ike business
men, serviece institutions would porform. This belief underlios todan's
management boom Iin the servico institutions. It is the wrong diagnosis,

and being businessliike is the wrong prescription for the ilis of the
service institution.

The service Institution has performance trouble precisely because
it i5 not a business. What businesslike means in 4 service institution
15 control of cost. What characterizes a business, howover, (s control

by performance and results. [t is eftoctiveness and efficiency which

the service institution lacks. Effoctivenoss cannot be obtained by

businesslike behavior as the term is understood, that is, bu groater
aefficiency.

To be sure, there is need for 27fficivncu in all institutions. Be-
cause there is usuallu no competition in the service ficld, thoere is no
otutward and imposed cost control on service justitutions as there is
for business in a compatitive (and even an ol igopolistic) markot. But
the basic problem of service institutions is not high cost but lack of
effectivoness. Theu may be very ofl icient—--somey aro. But they tend
not to do the right things.®

Another commentator, Harold ilewis, Doan of the Hunter Colleage School

Social Work, focuses on the cultural difference From the tor profit areas:

Wer come: from a culture very different from that ot the business manager.
Wi operate nonprofit arganizations and can, with littly. effort, spend
for yood purposes mpore than we have, therebu incurring a deficit, but
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= luss in profit. When our consusicrs no lonscr ncod our services, an
Crtimistic intorpretation (s that success bias boen achioved; this is
Zardly ehe (e dn business whon customers stop buying a firm's product .
In the sociul service organization concern lor fajirness olten takes pre-
~edence over efficiency. The service othic considors unvequal advantage
ustified only if it raises the cxnectations of the least advantaged.
oo the most disadvantaged aro also morve 1ikely to oxporieonc: dif-
Tleulty in making appropriate use of opporiunitios, spoecial and costly
“frort may be required to reach out to them. This, despite the fact
that otasr claimants who do oot noeed this swoeeci s offert are suftficient
n number to absorb totallu the availlabico rvesources, What business would
=pend resources to attract the most dit)icalt to sorve and usually most
Ivprived oustomer when thoero are more than scooushl cooperat ivee and af-
“luent customers prepared to buy all jI has to seil? In business, when
competition doesn't bring efficiencu, adversity will. In social sorvice
rarcody does competition cormpel ofliciency, and adversity (s not fikela
to be the result of a client taking his business el scwhisre., iven our
iack of resources, selective inefficiency may b & necessity for organi-
Zational survival.

This cultural view represents a major contrast to the typical for-profit
enterorise. While not every nonprofit organization operates with this same
serv:ce ethic, evidence of its widespread allegliance can be seen throughout
the Z=scription of other contrasts or 'similarities ror the two sectors. It
will zlso be evident in many procedural steps and service programs of hun-

dreds of typical nonprofit organizations.

Another common concern for nonprofit orvani zations 1s chat o solo-
tion 5 to get better peaple as managers. This has been the call tTor manyg
reformors. Drucker has swift and concise responsc to this argument as well:

Service Institutions can no more than businessos depend on supormen or
Siton taimers to staff their managerial and oxecutive positions. Thoere
iree far too many institutions to be staffed. It is absurd to cxpoct
that the administrator of every hospital in tie world be a gonius or
Sven o great man. I'f service institutions cannot be ran and managed bu
g of wormal and fairly low endowment; 1f in othor words, we cannot
wrganioo the task so that it will be done adoguaatody by men who only
tvip hard, it cannot be done at all.

4 Y 2 F no reason to believe that the people who staff the mana-
rial aml professional positioas in our sorvice institutiopns are any
gualiticd, anyg less competent or honest, or any lvss hard—-working
than the men who manage businessces. Converseluy, there (g no reason to
] that business managers, put in contro! of scrvice institutions,
wld do better than the “bureaucrats "8
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D. Tradition of Passive Manayement Controls and Oversight

There 1g often a startling difference between tiwe guality and
operation or the governing boards of noaprofit and for-profit organizations.
wany nonprofits have relatively weax governing boards whose mombers lack
time, qualifications, or commitment to be effectivee leaders or watchdogs.

Since there are no "owners" in the ordinary sense of the term in
the nonprofit world, no specific beneficiaries,; no g neral or uniform
rules rfor the disclesure of financial or other tupes of information,
nonprofit trustees in effect are not answerable to anvone. Within
veru broad limits they are their own masters. The weords "irresponsible
power" are harsh words, but theu are relevant .... The trustees' problem
is compounded —-- or simplified, depending on their moint of view =--—
by the absence of anu sustematic, generally accepted criteria that de-

: . . 3 ]
fine satisfactory performance on their part.

A substantial amount of literature has developsd which is aimed at
improving the over all guality of nonprofit governing boards. Even the more
clabhorate schomes of board development, orientation, and evaluation may sot
relativelu low estimates about the quality of board members within nonprofit
organizations. Manu will continue to be =lected to the governing board on
the basis of their "name" or vommunity "contacts". This s«lection process
may downnlay required meeting attendance, time commitpents, otc. The lure
of associated prestige, access to financial resources, or the communitu power
structure may be the overwhelming consideration for cloction rather than the
prospective member's sense of stewardship and community concern. Much of this
past history is changing substantiallu.

Befaore the new "ago of accountabilitu", organizations luxuriated

in ravionalizations as a form of accountability. Thoy were powerful

in homogencous onclaves and immune rfrom guestions or rrotests. Now the
new concern grows out of an awaraness that the veoluntary sector Is not

exemnt from sl ipshod practices and must atone oF justify. Concerped about

frinancial praccices, the public s asking how mich of the coutributed
doilar Is spent on program versus dadministrative costs: how much tax
money 15 lost thArough proportu tax exempt jons; and low oxpensive (s

duplication of services.’ @
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There has been a whole now awakening of legal rosconsibility anong

board members in their governing rolc. Spacrked by a concern of potential

lawsults against directors and ofiicers, two nativnal groups. the Hnited Way

American and thoe National Easter SZeal society, bave vach develowpesd groun

Liability insurance plans for their vaeluntecor directors and officerc.

Board membership and resmonsibil vy in ki private soctor 5 substan-

tially different in nonprofit organizations than in the private sector.

In profit-oriented organizations, policy and management responsibilities
are vostod in the board of dircctors, which dorives its power from the
shareholders. TIn turn, tahe board deleogates vpower to the president, who
gerves at the board's pleasure, acts as the board's agent in toc admin-
istration of the organization, and who 15 replaced if #here are serious
differcnces of interest or opvinion,

In many nopprofit organizitions the corvesponding line or responsi-
bility is often not clear. In poagovernment organizations, th presumably
controiling body doss not necessariiv represent the source of Lin organi-
zation's power. Instead of being seiected formally bu those altimately
responsible tor the organization, it miy be self-perpotuating, s oeted
by outside parties, or selecred de facta by the top management of the
organization. Its members arc se-ldom paid for thoir services. Instead
of a single chain of delegation of power-=from sharvioldor to board
to president--there are often threc somewhat indobondent power conters:
(1) contributors, who can excercise vontrol bu withiw!ding confributions;
(2) the board, which de jure controls the organization, end (71 the

chief sxecutive officers who mau in fact hold much control over the
board bu deciding who shall be appointed, who shall be given spoecial
rocogni tion, and what are the rowards of board memibe rshipdd ...

In summary, in manu noaprofii orcanizations there 1s no single
outside group to which the management is clearly aceountable. Hven In
those organizations in which such a aroup exists, there may nort bo a
similarity betweoen the objectives o the management and theso ot the
outside group that is close Fo tie similarity thal oxists when both
groups are essentially interestod in profits. 12

Many competent directors who onpjoj substantial business sSUcc:ss are

relgctant to bring the same approach to the "business of charity”. FRosert
LT L e L L A U T .

anthony feels that nopprofits have lagged behind in adopt ion of successful

T

whnigues of manavement . His following aguotations it w0 soparato reports

Ceeds

ma jor examples {a) apnlication of PPBS = Planninu Programming Budgsting
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System, and (b) updates from the field of aceounting .

... Nonprofit organizations have been slow to adopt modern
management techniques. Nonprotit organizations do difier from profit
oriente companies, but theu also have much in common. Toou hoth have
objectives, they both make decisions about the use of resources to ac=
compliss these objectives, and in both cascs an important management
function is to see to it that the organization uscs these resources
efficiently and effoctively. Fusiness companies have developed a number
of valuahle tools for aiding manazagement in this process: budyets, re-
sponsibility centers, cost analuses, standard costs, anzlyses of vari-
ances, management bu objectives, linear programming, probability analysis
—=J could extend this list indefinitcly. Most of these can be used, or
adapted for use, in nonprofit orcanizations, but nonprofit coruganizations
are slow to do so.

To take just one example: Nonprofit organizations are hearing a
lot about a control system called PPBS or Program Budgeting. A researci
report in a recent issue of Science lists the development of PPBE as one
of the #2 leading achievements in the social sciences. Anuyone familiar
with business practice knows that there is nothing fundamentally new
about PP3S; it is an adaptation to nonprofit organizations of techniques
that man; profit-oriented companies having been using for at loast 20
years.*”

In the 19th century, accounting was primarily fiduciary accounting;
that is, its purpose was to keep track ofr the funds that were entrusted
to an organization to ensure that they were spent honestly. In the 20th
century, accounting in business organizations has assumed much broader
functions. It furnishes useful information about the business both to
interestad outside parties and to management .... The principal con-
cepts and technigues that distinguish modern management control from
fiduciary accounting, arranged approximatcly in the order in which they
becams generally accepted by business are: (1) the accrual! concept,

(2) cost accounting, (3) standard costs and variance analysis, (4)
budgeting, (5) variable costing and breadeven analuysis, (6) responsibilitu
aceounting, and (7) prc:ag'rammin;:.‘M

The largest classes of nonprofit organizations -- health care and
education =-until recently had noor management control suystems. HOS-
pital sustems, under the impetus of Medicare and in response to wide=
spread criticism of skyrocketing prices, have been improving rapidly,
although resistance to modern budgeting praclices continues in many of
them. Colleges and universities, lod by certain state universities,
also are making rapid improvemcnts, although they have a long way yet
to go. Public schools generally use a system developed under the aus-
pices of the U.S. Office of Education; although recently revised Jt
continues to be an antiquated sustem. Religious organizations generallu
have onlu rudimentary control sustems, although there are important

except ons.15
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©. Lower Exp..titions For Performanc: Among Nonvrotit Orqanizations

Particularly in charitablo oreanizations, communitu bepefit and
woll=-boing is a valued criterion bu which the institution guides |ts

affairs. While often its percention or community intersst may roflact
its own capabilities and obijectives, nonetheless there s explicit
recoynition of the legitimacyi, 7 not nocess ity, of considoring external
factors in making crucial mamaoment decisions, Commercial or janizations
are more avowedly dedicated to benoTiting their investors, with little
caoncerted attention to notion < 'voommunity welfare"”, ospecially when
thos» concepts contradict 2 more pu 1] docision=marning calculus. 16

There has been a general toendency to have lower pverformances

expectations for "charitable” organizations. Ffor years large sums of money
have flowed into the treasuries of thousands of nonprofit organizations from
donors of all sizes. Generally the smaller personal donor will not directly
raise question how funds are accountod for. FRarelu will theu ask guestions
If they do raise a question over funds utilization, generally they will be
given a pat or unsatisfactory answer to their guestion. In the face of this,
such typical donors will simply discontinue support. Certain state charit=
able solicitation laws are now forcing the issue by requiring either a face=-
ual statement on the solicitation of how the funds are used or at least to
offer to send a financial statement to the donor on request.

Since the cost of fund raising derived from many small donors has in-
creased geometrically in recent years, there is more focus on large grants
from government, corporations, or foundations. Grant writing has become
an art with high salability on an executive's resume. For many nonprofit
organizations, proposal writing represented their first major challenge to
detail their specific objectives, measurements of attainment, units and
costs of service, etc. Now corporations and foundations which are beseiged

with requests for funds are requiring more of this specific data.
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Founirt ions especially seem to have mors scrutiny in reviewing re-=
quests for financial assistance. It has bocome harder fo qget grants for
general onerating purposes versus specific planned use of thy funds for
capital , equipment, or direct service. “any sociallu resnonsible corporations
are yravelo concerned about haw tivf awic: wil v gsed wind i

association with a workhwhi Tov prymosy it 241} i AL i

The author feels that even 'o.-< membsrs of nonprofit organizations
expect less u: tiucir organizations and that they expect less or taemselves
25 board members for nonprofits. “Yanu hoard members are recruited by a
tiaphazard method and may not be well matched to the needs of the organization.
# recent study in the Barvard Eisiness Review cited some very interesting
facts In this regard:

There was o propounced lack of sustematic planning by both companivs and
managers for participation in evoluntars organdzations. In looiinog at a
part of the study that shows the interests of those business volunteors
compared with the activities or responsibil itics thoey were

asioel to beve

come involwed in, the rosearchers tound no rolalfonship. As o matrer pf

fact, the volunteers woere being asked to tako responsibilituy Tor and to

ictivedy work on projocts thoey were the least intovostpd (0 .... I think
't is a startling race that more than 1alt o these basinoss volunteers
veere andergtilized, And, T would bet that after 4 meriod of time these

voluntiors will rotate off the board because thew don’t fool chal lenged
4 a4 - 2 - & o 17
or that their efforts have wmadv a di<oronee to thar oyeanizakbion.t’

The board member of a nonprofit organizations is not comm nsated, at

least monetarily, like their counterpart in the for profit sector. Tunicallu

a for profit enterprise, corporate directors are paid an annual foe plus expen—

sges for each board and/or committeo meering attended. These Fees can run from

relatively nominal amounts to substantial sums. Attendance and director prep—

aration are virtually assured because of this compensation and the responsi-

bility undertaken. By contrast the typical nonprofit organization my be

e

strugglin: to conduct important business with a =minimum auorum in attendance.
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Failure to be adequately prepared because advanced data was not developed

for the board member by the staff or because the board member did not re-

view it in advance may significantly hamper their performance.

The author also feels that another critical area of control which

demonstrates these lower expectations is advanced planning for new areas

or substantial changes to operation.

The same degree of care (compared

the for-profit operation) is simply not exercised.

No corporate executive would unilatorally docide to cmbars on X pdn—
sion proyram. He would first consult with his market ing, manatacturing,
financial ; and ongincering people. He would trade ldeas with inveostment
expcutives, industry specialists, accountants, bankers, conomists, man-
wement consultants. fn short; !w woald bring a varieotu of nrotessional
iisciplines to bear on the problems involved. He would take advanrage of
all the experience and expertise at his disposal in evaluating and re=
:olving the elrments that bear on the decision.

Ko Ted ] Jraws and problems are infiniteldy pore complex than their
business counterparts. In addition, vast sums of moucu are jnvolvod.

Yoot all too often we see zociologists, economists, amd statisticians

porforming accounting functions without an adeouate undorstanding of
accounting principles and concepts, or of budgotarv vrocodures and man=
ayerial controls. We see administrators of twalth, correciional, -duca=
tional, and welfare institutiens performing management tasks Gor which
they possess neither the backeround nor the training. The results ar

predictable 18

E.

-

Difference in Operating Stule

i
There

are thousands of nonprofit groups which are basicallu informal,

ad hoc collections of individuals pursuing 1imited common ob je

CLives.

Frequently, these groups are unincorporated, unstructured, and lack a
permanent office location. Their style of operating is casual. On the

other hand, there are permancnt, guite complex, nonprofit organizations
which choose, for philosophical reasons, to operate in a “democratic®
or participative management style, with shared responsibilities and

authority in all major functional areas. There are few parallels for

these tupes of organizations in either the public or private s

ctors .19

organizations are available to nonprofit organizations but

Manu of the same operating tools emuvloued very successfully in business

od as thoroughlu or may not be anpliod at all. Linowes

of thase proven strategies of business managoemont:
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Competitivee intelligence makes it possible to determine waus and means
of getting the jums on the competition in wvuality, productivitu, and
market acceptance.

Technoloyy transfer, applied extensively in the aerospace industry,
formalizes the proczdure of disseminating information throughout the
enterprise so that multiple mileage can be achieved from outstanding
capabilities, innovations, and ideas.

Management by objectives ties the planning and funding of programs and
facilities to well defined and clearlu stated short and long term guals

Profitability accounting is designed to ifdentify wasteful and nonproduct-
ive elements in a system and root them out.

Incentive techniques provide individual recognition and make it parsonally
rewarding to meet and exceed high standards oF verformance while at the
same time they see that mediocrity and indifference are nenal i zed .20

while these strategies have been successrful in the profit sector, the

style of nonprofit management often mitigates against their effectivenass

or blocks their use entirely. Let us examine several concrete aredas for
wmparison: decision making, administrative process, organizational flexibility,
and information flow.

Decisions in the human services tend to be slower and more highly
ritualized than in profit oriented organizations. In the private sector,
decisions tend to be of a technological nature; have an adequate suppor-—
tive data base; and to be arrived at guicklu by using some form of
sophisticated, analutic structure. However, in the human services there
is the value set that decisions must be arrived at by consensus and com-
promise, with as much group involvement as is possible. Such openess,
while admirable, does serve to considerablu slow down the process o
the point where its utility as a potential solution becomes devalued.
Similarly, the information data base s much more amorphous and less
specific than that typically found in vrivate sector situations. In
addition, many of the guestions and problems which arise in the human
services are not readily amenable to sophisticated analusis, since they
are much more complex, wider in scope, and have far ranaing social and
political implications.2!

In the private sector there may be less -encumberance by leaal control,
court mandates, or "time honored" original objectives; and thereforce, There can

be more ready adaptated to new changing situations.

qy 83|
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rrivate sectfor organizations tend to value technigue and technologu,
whereas human service organizations valuc process and procedurs.  Such
variaticn in ideologu can be summed up by the often exoressed private
sector attitude of “I don't cars how wou do it as lonu as it gets done”
vs the human services attitude of "Do it by the book." Similarlu, in
the private ssctor, dreat credence is placed on the planning process,
both internallu and in external marketing considerations, while ther
human services treat planning as a necossaru =vil--something that has
becn mandated but has little araanizational uti ity .22

As the author will describe later, ourside forces especlally from government

and large private supporters are forcing a greater congruence to the profit

sector primarily in the area of advanced planning

For instance, if a particular product is too difficult to manufacture
and is not making a profit, it can be withdrawn without much hulabaloo.
However, just try to cut out one of the more costly, marginally uss£ful
welfarc provisions... and you will hear a human voice cry so loud that
it will have repercussions in the White Houso. Similarly, if it is more
efficient to consolidate one or more operations, private soctor organi-
zations can do it. If consolidation is a possibility, then so is sxpan-
sion. New locations can be opened, new plants built, and new markets
conquered. Human service organizations, varticularlu publ ic ones, have
a much more limited scope of involvement. They cannot let market con-
ditions or cost factors determine their product mix, for theu are often
legally obligated to deliver a wide range of services, regardless of
cost and of potential usefulness, or they will be politically hampered
by emplouees and clientele. Likewise, it is often impossible to achiove
organizational efficiency through merger, growth, and consolidation,
becaus~ geographical limits are often predetermined by law or tradition.?”?

Informational input and acceossibility maw boe considerabla dirfferent
for the nonprofit organization which must conduc! Fhof r business under public
-crutinu. However there are two rather distinct views of this situation.

New eomphasis has been placed on accoss to pul f it intormation by the
enactmont of so—-called

linws. Nevoerthcloss, such mandatos

often come in conflict with the professiopal's value of clicnt confi-
dentiality. In the private sector, however they are pot typically under
similar obligation to reledss to the public what thoy considor admipnis—
tratively confidential ifnformation. Conscquently, treatmeat of Inrorma-=
tion flow to the public is at major variance betwesn the two Organiz
tional settings.24

-
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. « oIn the post industrial society overy orgmization is politicized
incloding the private firm. A specific Chanas (5 increase in the public
rogulation of the so-called "private firps"  9he roegulal fon of ailr and
water pollution is only one cxample; automob ! !o safety amnd aiel ine
schedules are others. In an aage of communal pressuree and political
mobilization even orivate tirms arc not dispensod from public scruting.
The: line between public and privat: has blurred, ami today the business=—
man faces as much public as the publiic official. Consider the tact that
burcaucrats often operate In relative srivacy while busipessmoen sqguirm
ander the glare of the public cur.25

Many additionael ; sometimos subtle, stylistic changes will be noted
in nonprofit orgyanizations such as difleront patteras of dress, spocch, office
doecor and the variety or the people thimsesleos. Vor cxamplo, many nonprofit
organizations® office furniture and general decor will be considerosd austere
i comparison to the typical profit oricntod tirm which douls in public contact.
Nor all this austerity will be a function of abllity to pruchase bttor furrn-

ishing, but stem from the board's prioritics amd valiees tor oxpendi tures.

. Lack of Trained, Experienced Managers

For many years formalized academic training has flourished for ad-
ministrative positions in commerce and government. The same has not been
true for the nonprofit sector which has only recentlu tackled the problem
of academic training for nonprofit executives.

When poople seck to develop as managers of voluntary organizations and
programs, what educational opportunities are available? Traditionally
formal training has been limited to workshowps and other offerings of
short duration provided by non-academic agencies. Many of these have
heen and cbatinue to be of excellent guality . . . lHowever, staff,
budgetaru, and other restraints necessarily limit the scope of such
training programs. Designed as short courses, they are pot intended

to substitute for the comprehensive cducation a college or vniversity
can offer. And what do colleges offer? Until recentlu, veru little,
National surveys indicate that numerous higher educational institutions
offter one or two ourses in volunteer program manavgement. A few
community colleyes offer asscciale degrees in the ficld; a handful

of llboral arts colleges offer bachelor's degreos; and, apparently
thr-+« or four institutions offor master's dearee programs. The latter
include Antioch College at its Baltirore, Maryland campus; the Lindenwood
Colleges of St. Charles/St. Louis, Missouri, and Michigan State Univer=-

gity.2o
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Overu!! the relatively low compensation in nonprotf!tc oryanizations

mau deter otherwise promising individuals from carcers 4s nonprofit adminis-
trators. Manu must consider the future nauvorf versus the reguired stady
4mi personal investment in this field, Lefore they decid» on rurther aca-
demic training beyond their i1nitial credentials.,

kouvert Anthonu makes several obsorvations on this subject.

We need better managers in nonprofit organizations. In order to got
them, we need to make the profession of management in nonprosit organi-
zations more attractive to young meople who are choosing a career. The
principal way of doing this is to increase management =alaries. . . .
The crucial amount is the salaru that the top managem-nt earns, for this
is the goal which the vouny person fhinks about in careor selection.
Pay is partly attractive for its own sake, ©f course, but perhaps more
imporcantly, pay is a signal of the importance that societuy attaches

to 4 job. The president of a fairlv large business can expoct to carn
s100,000, §200,000 or more a year. The stockholders are glad to
author:ze such payments because theu know that management talont Is
scarce, and that they benefit when they attract and hold an outstanding
manager.

« » The average citizen doesn't apopreciato the scarceitu of mnagement
talent. He tends to think that anu salary much hihwr than his own is
a political plum. . . .
The erfects of adeguate salaru policy dare not folt tor a4 whole generat ion
unfortunateldy. Although its real purpose [5 ta attract outstandineg
people to the profession--an infusion of new blood=—the immediate of foot
of a salary increase, of course, s simoly to pay mors to the soople
who are already thore .27
There is widespread belief that nonprotit organizations should not
make use of bonuses or other forms of incont ive compensation. Thase are
very frequently used in the protit sector when sales and nrofits are high
or whoen savings have heeon realized. While many nonprori: managers mau be

dervoted to their work, apd in many cascs less materialistic than corporate

excecutives, social managers are also human and thopofove st mot 1vation.
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Tnadeduate Financial compensation can also produce a relatively high
turnover rate among management and sorvico peeesonpnced . Honprofit organizda-
tions may provide valushic experience for many ontry level workers bu offering
a wide range of responsibility. Shifting upward in various similar organizZa-=
tions is relatively common. Constant Lurpover for any organizations s cxbremelu
expensive in finances and lost productivity. Many organizations rind cthemselves

with a succession of new entru level persontnel who neod continuous artention.

o]
ey

. Absence of Objective Measures of Performancs

Probably one of the clearest distinctions between profit and nonprofit
organizations relates to their inputs and outputs and especially the notion
of the place of profit. This section will attempt to focus on both of these
keu features.

For nonprofit organizations tie problem of measurements relatss pri-
marily to outputs and not inputs. Inouts with a few exceptions can be mea-
sured as direct or indirect cost factors just as in the for profit corporation.
A major exception would be the cost measurement of volunteers but this would
rarely have an impact on control of costs. (See especially Section J of this
chapter) . While direct and indirect costs can be fully measured in nonprofit
organizations, in most cases theu arc not. This r@f.h.'m:.s the inadsguacy of
the nonprofit organization's mechanisms rather than any inherent measurement
oroblems. There is little if anu reason to believe that costs in nonprofits
are any less controllable than in profit corporations. Inm actualitu, large
chunks of costs in post responsibilitu conters of profit comnanies are also

uncontrollable. Anthonu saus:
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<+« The objective of a nonprofit crganization is semothing other

than earning prfits. Thus, even if the outnuts in such an orcanization
could be measured in monetaru terms... the difference between outoputs

and inputs would not be a measure of performance in terms of the real
objectives of the ocrganization. It is not the objrctive of these organi-
zations to widen the spread between outputs and inputs. In ueneral, their
abjectiva is to render as much service as is possible with a given amount
of resources, or to usec as few resources as possible to render 3 given
amount of service. In most situations, the ifdeal financial performance

in a nonprofit organization Is a bhreaxoven ey formance., 28

Steiner goes con to say that:

In many ways, it is unfair to compare private sector with human service
on the output factor, since it does not take into account political and
economic reality. Many politicians concrive the human service delivery
mechanism to be an Instrument of economic policy. They also perceive
this organizational segment to be an emplouer of the last rescrt. . . .
The logic of such programs, while having noble ends, does pose some major
limiting factors for the effective oneration of a human service sustem. 29

In the profit sector the output beneflis of a corvoration are designed
to accrue directly to the product or service consumer, with secondaru economic
or social impact for the corporation. In the nonprofit, outputs may be used
as an instrument of social and economic benefirt.

In terms of accountability, because human service managers cannot
relate expenditures to results or outputs, the ceneral public mau assume
that the preogram is ineffective. Private sector managers mau find it easy
to demonstrate success through a simple hoolkeening nrocess.

The type of oucput in the vrivate sector tends to be fairly uniForm
with high aguality econtrol built in. Product accentance, market sharc, otc.
are key considerations which push towards ureater uniformity of outosut. It
‘s highly undesirable to produce a product which has high variabil:itu since
the consumer may be repurchasing the ftem solely on the basis of past experi-

and exnectations of similar gratitfication. Nonorofit outputs gre usually

human services which tend to be highly variabla and this drastically limits
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¢ use of gual itu contraol mechanisms. As a result the nonrro€it managor
mau have no idea of the output impact since this may not be readily seen at

the time of sarvice delivery but may be delased for ueoars,

Indeed the ponular disdain toward the nublic =actor is reflected
in choice of terms. For example, we orten us® tho term management when
referring to private business, but substitute the term administration
when talkiny of public organizations. In part this reflects the accep-
tance of the private enterorise ethic in our social labels. In part it
raeflects tha less attractive position of the public service in a country
where Tor the past century industriallization was the most exciting thing
hapvpening. Recently some of tinis has changed.

Perhaps because of the Depression, buat cortainlu dating trom that
point, the mythof the well managed firm has beon challenged, The leg-
end of private efficiency lives in comnanu brochuras but is seldom

realized in the lives of millions of Americans who fight the dailu bat-
tle with insurance agencies or auteo mechanics or TV repairmen. As early
as 1945 the dean of public administration, raul Aonlebu, argued that the
al leged superioritu of business renresconted a gross over gencralization
which did not withstand close analusis. 30

Despite the fact that it is difficult or at times even Impossible to
come up with meaningful standards and monitoring guides, there have beon efforts
to establish a more viable base from which to develop social measurement stan—
dards. Linowes has done a fine job of further develoning this notion in his
socio=-cconomic model. For instance he cites the use of such tochniques as
cost benefit analysis; planning-programming-budart ing=sustem (PPBS): input-
output analysis; statistical sampling; keu FTactor analuysis; extravolation;
roturn on investment analysis: measurement of long versus short term goals:
social action audits; and socio-economic audits. A substancial facror or
success will be the ability to make the technology transfor from syoven business
tactics to established human needs. For oxamnle this transfor bas proven
sspecial Iy effective in some literature on tH¢ succes: 15 th2 NASA space

groeram.
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In snother example, an industrial enginecr nameod Joseoh Quick has
specialized in reducing indirect labor costs. Quick meintains that 705 of
indircct tasks (comprising the labors of halr Lhe personnel in the typical
manufacturing companu and more in the typvical nonprotfit oraunization) are
both measurable and controllable. Ouick's anproach, onc long userd by time
medsurement =xperts, Is to measure the average time noeded to perform various

inds of chores. Using these guidelines as a base, he sets standards that he
then proceeds to sell to supervisors and employees. 31

Probabiy the most obvious measures of difterence botwoen these two
sectors of management centers directly around the place and implications of
prorit. Among several authors, two of the best on Ehis subject are Murray

and Anthony.

s«  The notion that profits are the sole or main roascn for the cxist-
ence of private business is itself mislowdiing. First of 41 ¢ profits
are an essential requirement for oxistence; bai the Focus on n'.-‘or'ft.«: as
the singie objective distorts or minimizes othor advantageous business
acrivities such as products, services, emplogment ; amd all ot the
"hidden hand" effects of community and social contribution. A second
point :s that while profits are a handu measure, benefits and costs do
not always lead themselves to a monctaru judymont of effectivenoss

"~

On the other hand, to sav that vrofits are never o
peblic soctor activities is cqually misleadingg.
dre notoriously subject te cost beno it gnal s
governpont is a by-word of burcaucrats. Once
similaritios cmerge,32

v objoctive of
Favernment proijocts

e 2l FFicioncy in

storcot ynes are discarded

Anthony details the usefulness of the protit mrasiure as having the

following advantages:

(1) Ir provides a single critorion that can i gacd in vvaluating pro-—
posed courses of action; (2) it pormiEs a auasnt itar i
proposais in which bonefits can be di rectd e compar
provides a sipgle broa.l measure of mertorm
parisons of poerformance to be o
portoen gy dissimidar Fanct lons. 39

q danilusis aof thosi
d with vostsy (3) Ft
thcee el (4) 0t permi b com=

G vosmeaniwilite coentors that are
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Single Crit->on. In the private sector, vrofit provides a single
overall measure for both the effoctiveness and officioncy of the operation.
The dominant objoct is to varn a profit which helps focus on o cholice among
alternative courses of action. But other objectives bhesides profit must also
be taken into acecount as well, and many proposals cannot bo analuzed in terms
of their effect on profits. Differences of ovpinion amony the vrofit oriented
decision makers are more likely to stem from different judgmonts as to the
best means of achieving a profit.

Quantitiative Analusis. The easiest proposal to analtze is the one in
which ostimited costs can be compared to estimated benefits. When the benoefit
is something other than revenue, such as a social good, any analysis is more
subjective. When the benefit is stated in monetary torms, it can be balanced
against other monetary costs. Even in the profit world, all the costs are

difficult 1f not impossible to guantifu.

Broad Performance Measure. Profitability can incorporate manu sen-
arate aspects of performance within it. The key consideration is not all the

details of operation, but rather the bottom line.

This measure is valuable both to the managers themselves and to those
who judge their performance. It provides managers with a current,
freguent, easily understood signal as to how well they are doing, and
it provides others with an objective basis for judging the managers'
perfbrmance.34

Comparison of Unlike Units. Profitability permits comparison of
hetercgeneous operation performance in a way not possible with any other

measure. It provides a way of making valid comparisons amonyg many organiza-

tions which share the same objective.
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But rFofit is not a porfect measure and Anthone summarizes sovan

major limitations s

1. Multiple objectives. Profitabilitu is rarcly the sole objoctive
of the enterprise. Survival Is first and the operation may have to foredo
risks If a proposal threatens its vory survival. nNoportunitios which create
4 bad image or conflict with the ethical standards will ovorrower vrotitabilityg,

2. Omission of social costs and benefits., Social responsibility is
now very much in the minds of many businesses, so profits may not measurs
the company's net contribution to societu (e.g. vusstions around environmental
protection of this nature, supnort of charitahle causes).

3. Long run implications. If the main function of Lhe companuy is
sarvival, then long run Implications must override short term high profit
ability. Reductions or curtailments in research and develeooment, advertisino,
or training may increase current income but more substantially depress profits

For the future.,
4. Inadequate basis of comparison. Manu juwdgments must be relative,

i

such as comparing actual performance against cxpected potential performanc

There is no absolute standard of measuring what the nyrofits should have

been. Perhaps substantiallu more was possible but not actuallu achiov

-
Yo

5. Latitude In accounting. This may have significant ‘nflusnce on

the validity of an organization's data. Fven gencralllu gceeptad accounting

principles give wide latitude in measuring a firm's

s protitakility. Consis-—
taoncy or c](-'muﬂting practice is the ke for anu compar) SO,
6. Inadequacy of accounting. Profits do

not full. measure opportunitu

co5t (current value in an alternative uso) but only historioal vost (what is
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paid to acquire t?am). Accounting may not then vermit measurcsment in a wav
that conforms strictly to economic facts.

7. Inability to measure certain seuments. Profitability can measure
the performance of the whole company and/or major op:rating divisions.

But no measure of profitability is feasible for manu other responsibility
centers. Profit is the difference between revenue and cxpense, and
although the expenses of most responsibilitu centers can be measured
without great difficulty, it is not feasible to measure the revenue for
many of them. These include the research/development organization; legal
personnel, accounting, finance, administration, and other staff depart-
ments; and even many marketing or preoduction rosponsibility centers.
These are units in which discretionaru costs predominate. In these
responsibility centers, profit provides neither a focus for the analusis
or proposals not a measure of performance. The technical control pro-
blem in these responsibility centers is the same as that in nonprofit
organizations.

T Ambiguity and Multiplicity of Organizational Goals

In social programs, we cannot fully nor adeguatelu measure the coscs
and bhenefits when our sole criterion is dollars or units of output. There
is a need for more understanding of what an agency's purposes and goals
are—--understandinu followed by definition, accountab'lity, and public
reporting for all to see.

The use of quarterly profitability, return on investment, etc. are
quite procise measures in great contrast to many nonorofit organizations

which may lack clear, specific, or measurable qoals. Stated goals may be

highly diverse and ambiguous. One author noted that the uoals of most nonpr-fitss:

...are ambiguous, guite often not compatible with or supportive of

one another...Furthermore, the goal setting process is often highl!.
politicized since external non-members of the organization exert pres-
sure on it,..In essence, the entire goal sustem is veru contextua

in that a high degree of choice in defining which goals to achieve

is exercised by many people throughout the oraanization at anu one
point in time...Third sector management systems operdte in an
environment that virtuwallu precludes the effoctive use of many gf the
formal and highly rationalized management tools and nrocodureé.:q
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We live in a crisis oriented societu which becomes apprehensive about

performance only in emergoncies. Usuallu at these times circumstances require

us to then act in a hurry and these rushed decisions are ant to be rash.

Manu nonprofit organizations have grown through a paste up effort as 1s

often seen in their capital additions. Manu plans of others are recopied.

Goal ambiquity in nonprofits leads to a bchavioral pattern character-
ized by conflicting standards of behavior.

Studies of both private sector and public sector organizations tradition-
ally assume, explicitly or implicitly, well detined and non-ambiguous
goals and non=conf licting performance standards among managers.  However
in third sector organization goals are characteristically ambiquous,
resulting in conflicting standards ot conduct or organizational members.
Procosses of decision making in environments of goal ambiguity and con-
Flicting standards are different from those in organizations charactor—
ized by goal wnanimity and non=conflicting standards...Those organizations
define their future more in terms of general directions or thrusts...Thus,
there is little distinction between means and onds and thero can be little
offort at rationalizing the process...tGoals are often detined during periods
of action as a response to the demands of a chancing situation, not before the
action takes place.

Another key destinction influencing goal ambigulty conters around
distinctions between official and operative goals.,

Official yoals are the general purposes of the organization as put forth
in the charter, annual reports, public statements bu key oxocutives,

and authoritative announcements by the supporting political bodieos.
These yoals are vague and general and arc open onded with regard to

two important factors which influence the behaviors of members In the
organization. One, they typically do not set priorvities among multiple
godls, and in the absence of priorities, they have little to say about
decisions which must be made among altornative ways of achioving official
gogls. Two, the official goals are silent about the unofficial goals
pursued by yroups and individuals with the organization....

Opcrative goals are a product of the decisions, personnel practices,

and alliances of members of the organization as they go about their
work, and are generally not found in the formal 1itcorature and communi-
cacion ot the organization about its goal orientations....The opcerative
goals are quite often in conflict with the aofficial goals, and this

in turn leads to conflicting standards of poerformance for member

B -.‘,;:\rs‘tjr. These conflicting stapndards are most cwvidont at the managerial
Tesyeend 9
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A pur: lal answer teo woal ambiguity between the nonprofit and private
soctor operation livs in the nature of =he task their work force performs.

A cardinal orinciple of private sector production is specialization and
routinization. FEach emplouee is expected to contribute a highly defined
piece-of-the-action to the completed product. Job tasks are broken down
into the simplest possible comnonent parts. Hence, there is little am-
biguity. When there is ambiguitu, there is high specificity, resulting
in the production of a uniformlu completed product that meets high
standards of quality control. [While attempts at specialization have oc-

cured in the social services (as with the case of separation of services),
most task situations still remain highly ambiguous. There is lack of
both uniformity and guality control in program output when this circum-
stance occurs.

Linowes in his work has adopted ten rules of socio-economic manage-—
ment which, if applied, would substantially reduce much of the ambiguitu and

multiplicity of goals.

Tie standards and goals to proven human needs.
Apply funding by r=sults.
Use discretionary funding as incentives.
Use multidisciplinary planning.
Set up social profitability audits.
Establish public visibility.
Prune and restructure for dvnamic growth.
Vary the input mix.
Stir up social competition.
Fix the responsibility for appluing the socio-economic model.

DWW NSO WA N

41

i

Linowes feels that the only purpese 1cr which a social agency should be
created is to meet human needs. He seeks to translate the "profit" of the
human service organization not in terms of dollars of income but in terms of
human needs met. The refinement and application of his 10 rules seek to put
social responsibility on a par with business profitability. A further analysis
of his 10 rules shows that they cut across many avenues of comparison between
for-profit and nonprofit presented in this paper. When applied in a manage-
ment consultation process, they can provide the blueprint for significant problem
resolution. The steps also present a process easily understood and applied by

the typical business executive.
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J. The Service-oriented and Labor-intensive Nature of the Nonprofit

With rare exception, nonprofit organizations are producers of services
rather than a manufacturer = of goods. Their intangible services are produced
through a combination of labor from its paid and voluntary staff. Private
industry manufacturing, which largely increases productivity by substituting
capital for labor, can have significant advantages in employing technological
innovations. This also gives manufacturing a distinct control advantage.

Anthony summarizes several important points about the control advan-
tage of a manufacturing company over a service organization:

Goods can be stored in inventory, awaiting a customer order. Services
cannot be stored; if the facilities and personnel that are available to
provide the service today are not used todau, the revenue from that cap-
ability is lost forever.....

Service organizations tend to be labor intensive, requiring relatively

little capital per unit of output. It is more difficult to control the
work of a labor intensive oraganization than that of an operation whose

work flow is paced or dominated by machineru....

It is easy to keep track of the quantitu of tangible goods, both during
the production process and when the goods are sold, but it is not so
easy to measure the quantity of many services....For many services,
including most of these furnished by public oriented organizations, the
amount rendered by an organizational unit can be measured onluy in the
crudest terms if at all....

The quality of tangible goods can be Iinspected, and iIn most cases the
inspection can be performed before goods are released to the customer.
If the goods are defective, there 1s physical evidence of the nature of
the defect. The guality of a service cannot be inspected in advance;
at best, it can be inspected during the time that the service is being
rendered to the client. Judaments as to the guality or most services

are subjective; measuring instruments and objective quality standards
do not exist.

The literature on control techniques--standard costs, analusis of
variances, statistical qualitu control, production control, inventory
control--tends to emphasize production situations rather than service
Orqanizations.42
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The types of workers attracted to nonprofit organizations probably
differ from worke}s in the profit sector in thelir specific knowledgyes, skills,
values, and exhibited behaviors. Many assumptions could be made about all
these areas. Steiner summarizes manu of these characteristics in the follow-

ing manner:

One could probably make the prediction that the strength of professional
human service managers, because of their education, training, and value
sets, lies in the area of individual and group dynamics. Consegquently,
human service managers tend to heavily emphasize human transactions and
their impact on the organization and the individual. Such attitudes,
if they do exist, would push human service administrators toward the
human relations approach to management. On the other hand, weaknesscs
in the abilities of human service managers would most likely appear in
areas concerned with administrative procedures and with applications of
analytic tools to the decision making process. Deficicncies might also
arise when dealing with organizational dynamics and chance, since this
procedure involves interactions between the administrative-analytic
Drocesses.

The opposite would probably be true for private sector managers. Be-
cause of their education, training, and values, one weuld oxpect managers
to show strength in the application of analutic tools--operations re-
search, for example--in solving highly technical problems and in the
handling of administrative/management procedures. Weaknesses could
probably be discerned in the areas of individual and group dynamics.
These gaps and differences in knowledge, skills, values, and behaviors
are continually being narrowed by the cross fertilization between
public-and-private-sector management, in addition to the unsurge in

post entru management devnlopmunt.43

For many nonprofit organizations, the dominant worZ.rs are profes-
sionzls who often have motivations that are inconsistent with cood resource
utilization. The same mau be true of some profit oriented orcanizations where
proressionals are dominant, e.qg. law offices, research organizations, etc.
Anthony describes several implications of the professional dominance in non-
profit organizations:

1. Professionals are motivated by dual standards: (a) those of their
organizations, and (b) those of their professional colleagues. The
former standards are related to organizational objectives; the latter
may be inconsistent with organizational objectives. The rewards for

achieving organizational objectives mau be less potent than those for
achieving professional objectives.
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2. Professionals who are departmental managers, tend to work only part
time on management activities. They spend a substantial part of their
time doing the same work that their subordinates do....In organiza-

tions not dominated by professionals, management tends to be a fulltime
job, and managers do not do the same tupe of work that their subordinates
do.

3. Many professionals, by nature, prefer to work indepcndently....
Because the essence of manavement is getting things done through people,
professionals with such a temperament are not naturally suited to the
role of managers.

4. In a professional organization, the professional quality of the peo-
ple is of primary importance and otaher considerations are secondary.
Therefore, managers of professionals spend much of their time recruiting
good people and then seeing to it that they are kept happy. The manager
has correspondinagly less time available for the aspects of the job that
relate to efficiency....

5. In a profsssional organization, vromotion is geared to the criteria
established by the profession and tends to be a function of time....
These criteria may not place much emphasis on efficiency and effective-
ness....In some situations, promotions may be influenced bu outside
qualifications....

6. Professional education does not usually include education in manage-
ment and quite naturally stresses the importance of the profession rather
than of manacement. TFor this and other reasons, vprofessionals tend to
look down on managers....

7. Financial incentives tend to be less effective with professional people
cither because they consider their current compensation to be adeguate

or because their primary satisfaction comes from their work....

8. FProfessional status may be legally institutionalized. For example,

laws may regquire that a certain number of physicians be appointed to
boards of hezlth.

9. Although the leadership job in an organization unit in a nonprofit
organization may reguire more management skills than professional skills,

tradition ofcten reguires that the manager of such a unit be a professional.

10. Professionals tend to give inadeguate weight to the financial implica-
tion of their decisions.

Another contrast in nonprofit organizations 1s that manu operational
elements are not directed by any serious demand analysis which could make
better use of limited manpower. For example many social service organizations

are geared to an 8:00 a.m. to 5:00 p.m. operation whercas the real need for
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service may be substantially in a different time wveriod. This mighl especially
Zo true for many emergency needs. Moot communities lack an appropriate re-

sponse mechanism to human service needs arter 5:00 p.m. and on wookends.

Sere are notable exceptions to this treand in the St. Louis area. One is

the ostablishment of a 24-hour information and rcferral service, entitled Call

“or Help. A sccond example is the Seventh Polics District Crisis Intervention

n:it which works with police officers primarilu on a late afternoon and evening
Zsis with 24-hour capability. This recognizes that most domestic problems

o not occur during traditional working nours.

¥. Dependence on Volunteers

A recent major study of technical assistance needs of nonprofit
organizations examined the utilization of volunteers.

Over one—-third of the local organizations in the sample rely exclusively
on veolunteers to carry out their mission, while most others utilize vol-
unteers regularly to supplement or complement services provided by paid
personnel. A few use volunteers almost incidently or only for special
projects. The majority of the local sample tend to have relativelu large
numbers of volunteers and these volunteers engage in an cnormous varietuy
of activities, from stuffing envelopes to running a credit union for
women or providing medical care at a free clinic, Volunteers donate an
average of about nine hours per week to the organization, but a few de-—
vote as manu hours as a full-time paid employee would give to a job.45

The major findings of the study showed two major felt needs: money
(which shall be discussed later) and more and better motivated volunteers.

The organizations providing services via volunteers seem to find it ex-
tremely difficult to attract and then keep highlu skilled or highly mo-
tivated volunteers who will devote time te the organization and be com-
mitted to the work they perform. The ability to recruit and utilize
volunteers effectively requires that an organization's key person,
whether she or he be a president, a board member, director, or leader,
have certain internal management and supervisory skills, have continuing
and good relationships in the community, and possess a basic understand-
ing regarding what motivates voluntecrs and other staff to perform their
tasks effectively.46
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Volunteers within the nonprofit organization are basically of two
separate tumpes: (1) volunteers who serve as trustees or board members and
assume managerial responsibilities and (2) velunteers who directly participate
in the service or support function of the orvanization. Several comments on
the board volunteer have already been addressed under scction C of this
chapter.

Management of this volunteer resource is a problem unique to the

nonprofit sector. Volunteers often have different motivations than em-
ployees--their ties and commitment to the organization may be more tenuous
since their economic livelihood does not depend on it. This limits the
range and effectiveness of incentives and sanctions traditionally used

by the commercial manager. It also reguires unusual leadership abilities
on the part of the nonprofit executives.

Despite the fact that there has traditionally been a substantial
dependence on volunteers, there has been a great change in trends effecting
velunteers. Manu excellent resources, such Manser and Cordon's Voluntarism

at the Crossroads, have given extensive treatment of these developments.

At best only a brief overview can be given here.

There have been at least four major social movements in America which
have had profound influence on voluntarism in recent uecars: (1) the women's
movement; (2) the self-help movement; (3) the demystification of the
institutional approach; and (4) the citizen participation movement. FEach
of these four trends have had diverse and far reachiny consequences for

voluntarfsm.48

Due to the Women's Movement there has been a substantial change in
sex roles and economic factors. As a consequence the percentage of women
working for incoms rather than other motivations has risen dramatically.
This has affected their attitudes towards many typcs of voluntary service

which might previously have been one of their otherwise limited outlets.
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The Self-jlelp Movement, captializing on social developments of the
1960's moved into the 1970's with a greater reliance on onc's own collective
activity as opposed to reliance on outside resources.

Many sacrosanct institutions have been demystified. Public opinion
polls have shown that the general public does not think as highly of our
institutions or professionals. Watergate, scandals, and corruption unearthed
have taken their toll in public conficence.

The Citizen Participation movement has been an outgrowth of the
American spirit of "joining", evident even from pre-revoluntionaru America.
Bouyed by initial successes of some groups, the expectation level of many
more groups has risen. Action groups for all types of causes have pro-

liferated.

In yeneral, voluntarism has not decr.ased at all, but has substanti-
ally increased. People who volunteer are different in what they volunteer
for. And since there are many more options for voluntarism pnow than in the
not so recent past manu are taking advantage of the opportunity.

These social changes have lead to major consequences for the non-—
profit sector. Established organizations are finding it more difficult to
recruit and retain traditional volunteors for rraditional roles which have
many times been clerical and/or menial. The peroentage and size of £he
traditional volunteer nool, the white midale class female, is shrinking. Many

of these former “tuypical” volunteers are now actively in the paid lakor

market as a matter of economic necessity. Tho traditional group is avail-
able, but for different types of volunteering, o.g. direct service roles
with clivnts, decision-making and policy-setting roles. Other soctors of

the population are becoming more available. One important scctor is the
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corporate executive and employee. There is an incroasc in the cultivation

of voluntecr participation by corporate leadership for roles other than

fund-raising and trusteceship. A rich literature has doveloped in recont

Jears to deal with the expanding chal lenge to work ef fectjvely with the chang-

iny type of volunteors at work in todau's nonprofit organization.

L. The paradox of Performance: The Ccnsequences of Poor Managerent or
Superior Results.

Nonprofits are partially immune from th: risks or rewards of manage-
ment performance, Most do not operate in a normal marketplace, where
consumers voice preferences by their nurchases. Instead, third parties
--—-foundations, government agencics, federated fundraising drives, or
non-client private contributors (plus governmental contracts for services
and insurance pauments)--often generate the bulk of nonprofit revenues.
Thus, despite an organization;s ineffectiveness in rendering services
to its clientele (a highly dangerous condition for a commercial firm),
it is often insulated from the risks of such poor performance unless
its revenue sources become aware and concerned about it.

Anthony more fully clarifies this insulation from market forces
in the following manner:

The market dictates the limits within which the management of a profit-
oriented company can operate. A company cannot (or at least, should
not) make a product that the market does not want, and it cannot dispose
of its products unless their selling prices are in line with what the
market is willing to pay. A companuy cannot survive for long if it cannot
equal the performance of its competitors. By contrast, manu nonprofit
organizations can decide what services they should render according to
the best judgment of their managements, rather than according to what
the market wants. And, in many cases, a nonprofit organization need

not worry about competition. These differences have important
implications for management control.

A prorit oriented company wants more customers. More customers mean
more profit. In many nonprofit organizations particularly public-
oriented ones, there is often no such relationship between the number of
clients and success of the organization. If the amount of its avail-
able resources are fixed by appropriations (as in the case of government
agencies) or by income from endowment or annual giving (as is the case
with many educational, religious, and charitable orgyanizations),
additional clients may place a strain on resources. In a profit-oriented
oruanization therefore. the new clien is an opportunitu to be vigorously
sought after; in many nonwrofit organizations, the new client is only

a burdon, to be accepted with miseivings.50
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While the nonprofit sector #n the past has not been affected signifi-
cantly by competition, there are indications for potential change here. The
author feels that several key factors will de facto increase competition
among nonprofit organizations. A newer trend is developing in the purchase
of service contracts from state and federally supported programs. When
there is a limited amount of appropriated dollars, many qualifying nonprofits
will become highly competitive to get some, or a greater share, of the con-
tract awards. With the greater prominence of federated campaigns such as the
United Way and the Combined Federal Service Campaign, the allocations pro-
cess has developed more of a competitive air although much of this may be
covert in the formal process. Competition may very well be expressed in
terms other than dollars such as an effort to secure more prestigious board

members, be the first with a major innovative project, etc.

Competition in the private sector serves as a powerful incentive to
use resources wisely.
If a firm in a competitive industry permits its costs to get out of
control, its product line to become out of fashion, or its guality to
decrease, its profits will decline. A nonprofit organization has no
such automatic danger signal. Because the Importance of what the
organization does is not measurcd bu demand in the marketplace, managers
of nonprofit organizations tend to be influenced bu their personal
convictions of what is important.’l
For the manager of the nonprof:t organization, there is a pronensity
to expand budyet and staff since the measure of their importance s often
sean by their peers in light of the amount of control they exercis<e. Few non-

rrofit managers are willing to reduce their own importance throuch cutbacks,

or reductions in service or staff.
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To the experienced businessman, pruning, personnel realignment, dives-
titure, acgui:sition, and restructuring to boost performance (s an old
story. When a for profit enterprisce finds jts executive hiorarchy too
old or inadsesuate, or finds that its capital needs exceed available lines
of credit, or that its scope is too limited to take advantayes of its
opportunities, a common solution is to make the organizational changes
necessary to the strengthening of resources and achicvement of goals.

The disproportionate sharc of revenuess gensrated bu outside "investor/
contributors" as comnared to "customer/heneficiaries" makes it unlikelu
that superior performance will be recognized and rewarded. This limits
the Incentive for the manager as well, whose vrestige, compensation, or
advancement may be divorced from purely performance-related considerations.

The Filer Commission which undertook a major study of private philan-
rronhy in America doring the mid-1970's made the following observation:

The incentive for efficiencu in profit-oriented firms comes from the fact
that the persons who are responsible for directing nroduction are "residual
claimants." Thoy receive what is left of income after expenses are paid,
so that theu rec-ive the gyains of efficient innovations and bear the losses
of poor ones. While entreprencurs never succeed in entirelu eliminating
waste from their organizations, they always have a motive for further
efforts, as well as an opportunity to sell thoir businesses to others who
may buy then precisely for the purpose of "turning them around"--making
them more efficient. A nonprofit organization on the othor hand, has by
definition no residual claimant. Ther« is an incentive for efficiency
arising from the mutual desire of the members of a voluntaru organization
to accomplish their purposes better, but the incentive is highly diffuse.

The concentrated rinancial incentive of cntreprencurship is absent.“4

Although the nonprofit manager mau "march to the beat of a different

drum," nonetheless there is a universal need for incentives and evidence
that virtually everyone will respond to motivation properly appliied. The

role of relatively lower compensation in nonprorit organizations has been

more thoroughlu examined earlier.
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M. Operating in a State of Continual Financial Adversitu and lncertainty.

The nonprofit sector is replete with examples of severely underfunded
organizations, operating on the edge of financial survival. Budget
deficits, service cutbacks, pau freezes, postvoned building plans--these
are frequent facts of life for thousands of community-based nonprofits.
Ironicallu, Iin a sense other nonprofits are overcapitalized, having in-
vested in expensive facilities without adequate current revenues to
maintain or operate them efficientlu. While one might argue that this
shortage of resources should force nonprofits to pay stricter attention
to the management control process (since their very survival may depend
on it), it more often paraluzes the planning process and may be so seri-
ous as to sffectively preclude their ability tc respond adequatelu to
their financial crisis.’

Innumsrable articles and books have been written about today's money
crunch for noncrofit organizations as well as for the general economy, but
it is hard to g=t a comprehensive perspective on this issue. One of the best

summaries on this area comes in “anser and Cass's Voluntarism at the Crossroads .56

The highlights of their chapter entitled "the Moneu Crunch" will be summarized.
The cost of doing business for many nonprofits is outrunning income
by leaps and bounds. Not only has the cost of everythince increased, but cer-
tain areas have been much higher. Manvu nonprofit organizations utilizing direct
mail solicitation for fund raising have seen astronomical increases in the cost
of paper products, printing, and especially postage. Since we have already
seen that nonprofit organizations tend to be labor intensive, the problem is
serious for several reasons. Employees of nonprofit organizations who are
generally lower paid, have seen substantiallu higher wages in certain areas
as a result of favorable union contracts which have spread throughout the
field. There have also been sharp increases in personnel fringe benefits and
their costs especially medical and retirement costs. Often such fringe bene-
fits were instituted when their cost had a lessor impact on the organization's
resources. Seldom will an emplouse group opt for a lower level of benefits

as a cost containment effort.
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It hasn't been possible to pass on increased costs in the form of in-
creas=d costs or fees to the consumer lfké the manufacturing organization can
do. F=es can be raised and have been, but at certain point raising the fee
tends to be counterproductive, since this begins to exclude access for many
intended to be reached bu the organization. Even with a sliding fee scale,
the problem is essentiallu the same. There are still some nonprofit organiza-

tions who operate without set fee schedules at all but their number is fast

Even the large federated fund-raising camwaigns like the United Way
Combined Federal Campaign, or Combined Health Appeal Drives have fallen be-
hind inflationaru trends. Manu member agencies have attempted to find al-
ternative revenue but this must be done only within certain regulations
which preclude independenc campaigns and encourage csovernmental contracts.
In an =ffort to stay in the forefront of public interest, much of the increase
in each year's goal must co to fund attractive new member agencies brought on
as well as the increased operational needs or those already affiliated.
Most do not think favorablu of cutbacks in their United Way allocation.
When a proposed cutback might be in response to decreased efficiency, very
often political pressure s used to reverse this proposal rather than admit
the inefficiency. Many practices, such as reduction or lack of financial
reserves and allocation oF last dollars of cost, create an atmosphere of sus-
tained and prolonged dependsnce on the federated campaiun.

Greater rinanc:z! burdens have been laid on urban areas as more of
the population continues its shift from rural areas to the cities. There
has been tremendous growts in the number and varicotu of agencies competing for
the charitable dollar. Some feel that the proliferation has come about due

to the failure of established organizations to change and adopt to current need.
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Effective fundraising techniques of one organization are quickly cori=d and
then overworked by competing organizations. A good example of this s the
proliferation of "athons."

There have been numerous wauys in which nonprofit organizicions have
sought to cope with the acute money crisis. Soms have resorted to borrowing
to meet payrolls and other cash flow needs. This is more true if theu
have fairlu seasonal cash income or little or no cash reserves. Ancther
wav has been invasion of capital, which irrevocably diminishes the orzanization's
assets. Many overcapitalized organizations seek to sell off or ront facilities
they can no longer afford to operate. Those with some endowmont mau seek
& shift to higher current yield in preference to holding for long term
crowth. Some organizations seek to curtail costs by reduction in starf
but this may also reduce their services which generate visibilitu for
community support. The staff may also have to for=go salary increments or
accept smaller ones despite inflationary trends of higher living costs. Many
organizations seek to resolve staffing problems by increasing the us= of
volunteers. Some see the magical answer to their problems in r
vublic money.

The use of public money in the form of urants or purchase of service
agreements is extremely complicated. Manser and Cass raise the “ollowing
important guestions for organizations seeking to obtain public funds:

We believe some very fundamental issues are raised for veluntary
organizations. Can voluntary agencies receive public moneu and still
retain ultimate control over their purposes, policies, budeoets, programs,
and personnel--all of which are normal attributes of autonomu and Inde-
pendence? In our view, these issues are raised by whatever Zorm public
money takes, whether for a demonstration proiject, purchase of scrvice,
subvention for gyeneral purposes, or a lump sum for a pmarticula
There are some salient questions which voluntaru agencies ¢

wWill public money adverselu arroct other forms of support, such as

United way, foundation, or church?

Is the proposed program consistent with the organization's basic
purpose?
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Would the agency wish to offer the program even if no public
money were availakle?

will the proposed program divert resources, personnel, effort, or
space from activities more central to the organization's purpose?

will a contract or agreement limit the agency's freedom to an unac-=
ceptable degree?57

The use of public moneu bu voluntary organizations has manu potential
effects: (1) the extent to which this may restrict the ability of the organi-
zation to engage in legislative activity; (2) the organization will have to
develop more sophisticated and objective costing procedures and create very
refined standards of guantity and quality of service; (3) confidentiality and
newer concepts of rights for clients will need greater attention; (4) matching
arrangements with local resources including United Ways may put undo concern
on short term versus long run impact services; (5) there may be an increase
in proprietary agencies especially when large gquantities of service are in-
volved (as is now true in nursing care services and durable medical eguipment
sales): (6) there will be an accelerated development of planning which will
be different from that to which manu within the voluntary sector are accus-
tomed. Not all of the above effects are negative for nonprofit management
but may be very positive.

In closing Manser and Cass present a very balanced view of utilizing
publ ic moneu :

our opinion is that voluntary agencies should not hesitate to utilize
public money, but should establish careful ground rules in so d>.ng:

That the program should be within their existing purposes and objectives;
that not over a fixed amount of the organization's gross revenue (for
example, between 25 and 40 percent) should bo from public funds; and that
the contractural relationship should reflect the organization's own policies
with respect to confidentiality, provision of service, and monitoring.

The main thing is that the voluntaru organization enter into the relation-
ship as an equal partner, and not be thrust into a position where its

financial needs compel it to become a mere conduit for public money, modi-
fying its purposes to the availability of moneu, and subjectinc itself to

the hazards of an always capricious and uncertain flow of public moneq.
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N. The Mixed Blessing of Tax-exemption
The matter of permissible legislative activity must be set in ths
broader context of the extent of commitment of a voluntary organization
of influencing public policy. What is the agency's view of itself and its
mission? Should the organization devote its entire resources and energies
to giving service, or should it be concerned both with those it serves
and with those conditions within the community inimical to those it serves
and which detract from the qualitu of lire of the communitu? In other
words, is it prepared to influence public policu?sg
Tax exemption mau be both a privileve and a burden for the nonprofit
organization. Much attention has been focused on the supposed benefits of
tax exemption, e.g. no corporate income tax, =limination of sales tax, reduced
poctal expense, discounts on many goods and services. From the cost consid-
eration standpoint, these financial benerits mau be vital to the organization's

survival. The same rules which grant these benefits alsc Impose heavy burdens.

First we must understand what the limits are affecting legislative action for

nonprofit organizations:

The applicable section of the Internal Revenue Service Code, Section

501 (e¢) (3)...grants tax exemption onlu to an organization "no substan-

tial part of the activities of which is carrying on propaganda, or other-
wise attempting, to influence legislation."...Neither the Regulations

nor any judicial decisions have suggested a formula for determining whether
an amount of activity is substantial or Insubstantial, or for that matter
what is meant by "activities."...It Is worth noting that the dedication

of something less than five percent of the time and effort of an organization
to legislative activity "could not be deemed substantial within the meaning
of the section."...The situation is unclear and ambiguous, and thus

acts as a deterrent to action. Organizations which consult leczl counsel
more often than not will get a very cautious opinion as to their rights
under the Code. Moreover, the ambigulitu of the Code invites selective
enforcement by the Internal Revenue Service. An organization mau be re-
viewed because its activities came to the personal attention of someone

in the Service, an agency may come up for review because of publicitu,
sought or unsought, or the Service mauy act because of a complaint from

a Congressman or other public official who feels agyrieved by the activities
of the Organization.

Many in the nonprofit sector believe that the information and views

have on matters of public policy should alsc be available to legislators. They

have knowledge and experience from decadss of concern which is value to our

society.
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The féliowinq activities are not defined or cons trued bu the Code
i 7d 3 ) tivity:
as representing legislative ac . . . '
1 Testimony provided by request of the legyislative bodu, which aims
to take advantage of the organization's expertise and knowledge in a
given field....

2 The preparation of technical analuses which emphasize robable
outcome of proposed legislation, or stress the impact of presentAIaws...
3 Presentation (defined as educational within ﬁ?f Regulations)
which may advocate a particular position or viewpoint.
The overall constraints on nonprofits are di fferent from those faced
bu the private sector manager. Members of the business communitu can deduct
+heir lobbying expenses. There is not the same constraint on the percentage

of the organizatiﬁn’s budget which cedn be used for lobbying activitu. The
-

T . L
combined lobbying effort of the business world dwarfs the combined nonprofit’'s
lobbying activity.

0. High Degree of Organizaticonal Interdependence

Harlan Cleveland in his book The Future Executive®2 makes the following

comment on the "bright future for complexity":

Executives are people who bring people together In organizations to make
something happen. They live and work in the midst of events they help
create. And the name of the game is complexity. "I predict a bright
future for complexity in the United States of America," said an E.B.
White character in a New Yorker story forty-five years ago. ". . . Have

you ever considered how complicated things can get, what with one thing
always leading to another?"63

Given this complexity, it is not uncommon to see all types of organizations—-
pubiic, nonprofit, and for-profit--becoming more inter-related.

Expanding government regulations, emerging notions of corporate social
responsibility and shrinking philanthropic resources relative to perceived
needs--these place a particular premium on the nonprofit manager's ability
to efrectively develop and conduct the Interorganizational dimension of
management, 1.e. the relationship between his or her group and other en-
tities. Joint fund-raising and program planning, coalition-building, or
coordinated policy-making groups are mechanisms usually alien to the com-
petitively-oriented private sector manager. They call for different skills

and styles than those used in conducting the purely internal functiors of
an organization's affairs. 64
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More and moro-organizations See a combined role for their mutual planning
and cooperation. Getting some of the charitable and governmental financial
pie 1s clearly preferable to getting none at all. As complexity is compounded,
managers of nonprofit organizations must widen the circle of those caonsulted
in making decisions, including those traditionally regarded as competitors
for clients or financial support. To a large extent, this iIncrease in collab-
orative action has been spawned by economic necessity. But at the same time,
it may also be seen as characteristic of nonprofit managers. They will want
more say in management and possess more participatory skills.

There is a pronounced willingness to delegate inherent powers of the agency
to fulltime administrators whose primary skills will center around interorgani-
zational complexity. Every major new decision involves the creative manage-
of multiple authorities--public as well as private.

Another interesting effect of this organizational interdependence is that
can promote a relatively easy interchange among agency chief executive positions
within the same community or within the same -area of operation. The chief execu-
tive from one organization may fairly easily change positions to a comparable
position with another nonprofit. This may especially be promoted iIf the nonprofit
is part of a regional or national affiliate organization. The vacancy of one key
executlive position can touch off a long series of changes for other executives.

This has been possible because of the familiarity and involvement with many of

the same management functions.

Management in most third sector organizations is becoming what we
call "interface" management or "transorganizational" management. . . .
Thayer postulates that transorganizational processes will characterize
the most important future environment of management. . . . Transorgani-
zational processes, represented perhaps by the NASA example, essentially
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revolve around the ability of diverse organizations to cross artificial
boundaries and coalesce around commonly shared problems and goals. The
traditonal notion of organization sovereignity will give way to what Har-
lan Cleveland has referred to as "interlocking webs of authority and power."
Interface management will thus be characterized by more horizontal col-
legial processes, more interactions across organizational boundaries, and
more dialectical organizational structures--that Is, structures which both
changesfhe environment and are in turn themselves changed by the environ-
ment . ©

P. General Conclusions

The above ccmparisons have shown that nonprofit organizations have differ-
ent inputs, internal dynamics, and output than their commercial and (to a lesser
extent) governmental counterparts. Based on this one cannot confidently say
whether or not these characteristics require a totally different approach to
management. But what does this comparison do? It certainly shows that there
are many commonalities which can serve as a basis for understanding and col-
laboration. It also shows numerous areas of contrast where a gentle under-
standing and appreciation can serve as the basis for much constructive growth
between the nonprofit and for-profit sectors. Some additional specific com-
parisons and applications of the preceeding analysis will be made in the

concluding chapters of this paper.
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CHAPTER IV

MANAGEMENT CONSULTATION 'Ok THE NONPROFIT SECTUR

A. Introduction

A m:ior assumption of this paper Is that the voluntesr consultant rrom
for-profit business will generally Le an individual with little or ne formal
cxperience or training in beinu an outside consultant. The volunteer consul -
tant will have shown competence in their particular rield of endeavor for their
company. This is not to say tht the individual may not have served as an in-
rernal consultant in thelir cwn company for solving minagerial problems. A
general review of consultation as a process, divorced from any specific oc-
casion of ~lient-consultant interaction is necessary 4s 2 basis ol planning
a2nd understanding the role of volunteer consultant. This brief overview will
deal with four general areas: (1) the role of consultant seen from two dif-
rerent conceptual models; (2) the general steps or tocuses which have been
identitied in consultant-client relationships that should be equally appli-
cable to all types of helping relationships and positions; (3) an overview
of the impact of crganizational characteristics on management demands es-
pecially as these relate to the stage of development for the nonprofit organi-
zation; (4) the impact of functionzl characteristics on management with a
view toward integregation of both the organizational and functional charac-

teristics.

B. The Role of the Consultant

Consultation is a two-way Iinteraction--a process of seeking, giving,
and receiving help. Consulting is aimed at aiding a person, group, Or-
ganization, or larger system in mobilizing interns! and external resources
to deal with problem confrontations and change efforts.
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The values, intentions, and behaviors of consultative interaction
differ from those of leadership, supervision, evaluation, therapy, and
friendship. However, many persons become consultative when carrying out
some functions of the primary roles as administrator, supervisor, coun-
selor, therapist, friend, or patient. The role of a growing number of
persons in our society is labeled consultant to describe their helping

functions. Many of these consultants function as helpers from the out-
side.

When helping other individuals, groups, organizations, etc., consultants
behaﬁe in a number of roles that they judge to be appropriate to the client's
situation and the helper's own style. However there are basic roles which
the consultant assumes in going about the helping process. Lippit and Lippit
give a brief general review of some of the past literature on the consultant's
role. Two specific descriptions or models are most helpful. Lippit and
Lippit cite Margulies and Raia? who divide consultative roles into "task
oriented" and "process oriented roles. Their concept is presented In the

figure on the following page which compares task or process orientation for

the same seven areas of consultative roles.

(figure on next page)
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RANGE OF CONSULTATIVE ROLES

The consultantas a
technical expert
The consuitantas a
process facllitator
TASK ORIENTATION PROCESS ORIENTATION
ROLE CHARACTERISTICS
TASK _ PROCESS
1. Problem Verification: by “expert” evaluation 1. Problem Verification: by “problem sensing™
and collection of data. and facilitating a clear articulation which in-

2. Problem Solving: provides ideas and opin- 2. Problem Solving: works on the problem solv-
ions, designs research for data, and develops ing capability of the system, improves

solution for the client-system. problem-solving process, and facilitates
3. Feedback: presents research data with “ex- a.Feedbac'k'pmvidumaringfuldmfacll-
pert” interpretations. mswmudmwmhm

interpretation.
4. Utilization of Resoarch: makes specific and 4. Utilization of Research: develops chent use of
concrete recommendations based upon data. data and facilitates action by chent based on

lsaming.
5. Relationship to Client: is objective, detached, 5. Relationship to Client: is personal, involved,
and task onented. Connection is shod-lerm and process oriented. Connection is long-term

and problem onented. and system oriented.
6. Involvement- is primarily with the problem to 6. Involvement: is primarily with people and
be solved groups in the organization.

7. Systems Approach: concem is with implica- 7. Systems Approach: corcem is for collabora-
tions of the problem for olher parts of the or- tive relationships and exchange of resources
garuz‘ahm. among parts of the organization.

The second model of consultative roles is presented by Lippit and Lippit
based on their own experience and rerearch. They developed a descriptive
mode! that presents the consultant's role along a directive and nondirective
continuum.

Behavior varies in its degree of directiveness. In the more directive
consul tant role, the consultant assumes leadership and directs the act-
ivity. In the nondirective mode, the consultant provides data, for the
client to use or not, as a guide for the client's self-initiated problem
solving. These roles are not mutually exclusive but may manifest them-—
selves in many ways at any stage in a particular client situation. We
see these roles as spheres of competence rather than as a static con-
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tinuum of isolated behavior. . . In the past, the consultant role has
been used in a nondirective mode, particularly by those in the clergy
or counseling field, or as an expert function by engineers and other
technical specialists who are called in by a client to solve a problem.
Both of these functians, plus others, are proper and legitimate when
done appropriately by a competent Iinternal or external consultant or
helping person.

MULTIPLE ROLES OF THE CONSULTANT

Objective Alternative Joint
Obseryer/ Process Fact Identifier Problem Trainer Informational
Reflecter Counselor Fincer and Linker Sciver Educator _Expert Advocata
CLIENT
CONSULTANT
LEVEL OF CONSULTANT ACTIVITY IN PROBLEM SOLVI NG
Nondirective Directive
Observes Proposes
probiem- Ildentifies guiceknes
solvirg aternatives Regaras persuorss
process Gathers and resources Ofters links. and or Cirects
Raises ang rases ¢ataand for client a‘ternatives provides ntha
QueLltons ISSUBS stmuiates and heips and partici- poicy or PcSem
for mirenng thinking assess pates in Trains pracice SChwng
refiect.on leecbacx iniespretives consequences decisions client decisions process

'E

Description of the consultant's role on a directive and nondirective
continm:m4

C. The Phases in Consulting

Several diffenent authors reviewed in the field of consultatinn enumerate
steps or phases for the consulting process. There are varilations 1in the total
number of phases and steps delineated. Lippit and Lippit present a good
general model for consultation in which they describle six phases of consul t-
ing with more specific work focuses under each of them. There may be sig-
nificant modifications to these phases when applied in 3 formal management
assistance program process. The following is a general summary of their

model .5
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Phase I: CONTACT AND ENTRY

Work Focus l: Making First Contact. The initial contact for a
potential consulting relationship can come from any of the three following
sources: (1) the potential client, whe is responding to & problem, for a
desire to increase their competitive advantage, from a normal operating
procedure to seek out and use consultants, or based on the previous experi-
ence of the organization; (2) the potential consultant as an individual or
as a consultant organization who may seek cut new clients with the assumption
that they (the consultant) may be helpful; (3) a third party, who perceives
a need for help with the client and who may be aware or the skills and re-
sources available through consultation.

Work Focus 2: Helping Identify and Clarify the Need for Change. In this
focus, theconsultant is involved in either helping the potential client to
explain his understanding of the problem or to obtain information about act-
ivities within parts of the system that might help isclate and identify the
problem. It is especially important to understand what is perceived as the
problem. Oftentimes what 1s presented as the problem is indeed only the
tip of the iceberg and indicative of other major areas of more important

concern.

Work Focus 3: Exploring the Readiness for (hanae. It is essential
to expore the readiness of the client system to devote the time, energy, and
committed involvement of appropriate personnel to the problem-solving process.
Likewise, the client has to explore the capability, sensitivity, credibility,
and trustworthiness of the potential consultant.

Work Focus 4: Exploring the Potential For Working Together. Here

each of the parties explores and tests the potentialities for an effective
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working relationship. The typical outside consultant should not fail to con-
sider the conscious or unconscious fears about the difficulties of withdraw-
ing from the working relationship with any previous formal or informal in-
side consultant, as contrasted to the greater ease of terminating a contract
with an outsider. The outsider frequently can more readily clarify the na-
ture of available resources. It is not at all uncommon to have an initial
period of testing for compatibility before making mutual commitments for a
long-term working relationship.
These four work focuses in Phase I should produce at least a tentative
decision on both the part of the consultant and the client to discontinue
the exploration or to move to some kind of agreement about the stated prob-
lem, and about the nature, objectives, and conditions of the working relation-
ship.
Phase II: FORMULATING A CONTRACT AND ESTABLISHING A HELPING RELATIONSHIP
Work Focus 5: What Outcomes Are Desired? It is not enough just to
agree that there is a problem or that change is desirable. In clarifying
the potential working relationship, it Is important to explore what kinds
of outcomes might be achieved or would be desirable if the working relation-
ship is successful. At this point, the parties should make a preliminary
statement of specific goals and objectives to provide the basis for the
mutual understanding necessary to formulate a contract. The outside consult-
ant may be better able to inveke a wider perspective on possible goals and
@ gredter brainstorming approach toward desirable outcomes.
Work Focus 6é: Who Should Do What? This might seem like a great
oversimplirfication of the task, however, this is the crux of most consulta-
tive relationships. The client needs tc know how much time and eneray the

consultant is willing to put into the helping relationship. Likewise, the
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consultant has a strong need to clarify who should be involved, what kinds
of activity would be feasible, what kind of support could be expected from
the top power structure, what kind of financial and time commitments would
be made, and how the contract would be terminated.

Work Focus 7: Time Perspective and Accountability. It iIs important
to clarify the projected time period allowed for accomplishing the desired
outcomes as well as the evaluation procedures to be used in assessing progress
toward the desired outcomes. This time perspective may 1nclude agreement
a2bout milestones at which the progress of the working relatibnship will be
reviewed and decisions about continuation or termination will be made. It
is at this point that a first draft of the contract might very well spell
out the key roles, responsibilities, and expectations of all parties included.

Phase III: PROBLEM IDENTIFICATION AND DIAGNOSTIC ANALYSIS

Work Focus 8: Force-Field Diagnosis. Lippit and Lippit rely very
heavily on the theoretical formulation of Kurt Lewin's force-field analysis
model. The force-field analysis model is used to identify the forces which
impede the movement towards projected goals and the forces which facilitate
such movement. The following diagram illustrates the principle elements of

this model. (See next page.)
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| “OPEN", high
sharing climate

RESTRAINING FCRCES

Level of the

| present
interpersonal

climate

Amount of Openness in the Syctom

DRIVING FORCES

| "CLOSED", low
risk climate

The Lewin Force-field Analysis Model®

Lippit and Lippit suggest multiple uses of the diagram during the consul-
tation process. This can help clients gain perspective on the numerous blocks
and inhibitions, supports, and resources in their operations. In planning
this approach, the consultant can identify the potential resources and re-
straints for moving toward various goals. Still another use,when a specific
plan is adopted (see Phase V), is to identify the resources and supports for
taking the contemplated action and the kinds of traps to which we should be
sensitive in order to insure success. Al! three uses of the force-field
diagnostic procedure are helpful tools in consultation and should be clearly

differentiated from each other.
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Phase IV: -GOAL SETTING AND PLANNING

Work Focus 9: Projecting Goals. Having acquired an understanding
of "where we-are" and "what our operating problems are," the client should
be ready to set meaningful goals. In order to set goals, we must have a clear
idea of a preferred and feasible future. Typically this is aided by sur-
veys of what is wanted and needed by those we serve, the pains and problems
we are experiencing, predictions of what things are going to be like, and
what we would like to see. This means an awareness of major trends in
society at large--economic, political, social, etc.--as well as specific
trends related to the nature of the individual organization. In most cases,
this means starting with one's current goals and a survey. of goal priori-
ties.

Work Focus 10: Planning for Action and Involvement: What, Who,
and How? . When planning the implementation of meaningful goals the key is
a sequence of steps toward a goal, often simultaneous steps by different per-
sons or groups. Criteria of when a step has been achieved must be identified,
so that there can be clear indications that the group is on the right path
or needs to change direction. Thesé also provide a basis for celebration
for continuing motivation and group spirit. One of the most critical and

neglected phases of planning is an anticipatory rehearsal. It helps answer

the question of who should be involved and how to involve them. This sets
up new planning sequeences and new goals that are concentrated on involve-
ment strategy.
Phase V: TAKING ACTION AND CYCLING FEEDBACK
Work Focus 11: Successful Taking of Action. Here the key function

of the consultant is the skill development necessary for increasing the prob-
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ability that the action taken will be successful rather than abortive.

The major motivation for continuing effort will come from frequent experi-
ences of cussessful movement on a defined path that leads somewhere. The
consultant must also work with key parts of the client system to coordinate
multiple activities and the involvement of individuals and units. The
outside consultant probably has greater leverage for introducing skill-
development activities and for initiating stop sessions in which to look at
progress and to review process issues in order to ensure optimal focus of
energy on work and support relationships.

Work Focus 12: Evaluation and Guiding Feedback. The continuing
assessment of the conseguences of action can save more dollars, hours, and
energy than any of the consultant's other efforts. Therefore it is neces-
sary to develop an appropriate mechanism of feedback about progress during
the action phases.

Work Focus 13: Revising Action and Mobilizing Additional Resour-
ces. Feedback is only helpful if it is utilized rapidly to re-examine
goals, to revise action strategies, and perhaps, to activate decisions con-
cerning the mobilization of additional resources and changes of assignments
and roles. It is necessary to utilize data to confront blockages and resis-
tances to effective action and to suggest alternative courses of action and
the need for external resources. At this point, it may be especially im-
portant to look at documentation of data.

Phase VI: CONTRACT COMPLETION: CONTINUITY, SUPPORT, TERMINATION.
A great problem with much consultative effort is that the changes achieved
may be short-run and may be followed by regressions to old patterns. This
is because much consultative design does not include a plan for follow-up
support of provisions for gradual termination of the consultant's help and

installation of the resources successfully used within the system.
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Work Focus 14: Designing for Continuity Supports. This may be
the most significant test of competence and quality of the consultant. Some-
times this is a plan for a continuing review of events, including and invol-
ving a wide circle of personnel from the client system. This may also in-
volve periodic reviews and/or skill training for the involvement of new
personnel or inside change agents.

Work Focus 15: Termination Plans. It is key that every consul-=
tative relationship must have some plan for a healthy and mutually satis-
fying termination. This must be established earily to help many interven-
tion steps throughout the consultation. A professional responsibility and
goal for most consultants should be to become progressively unnecessary.
Unless a termination plan is established, the otherwise successful involve-
ment of the consultant may be diluted by intervention into other areas of
operation which have not had the same degree of scrutiny and commitment as

the orginal contract.

D. The Impact of Organizational Characteristics On Nonprofit Management Demands

Earlier in Chapter III, I used a chart of the functional demands on the
typical nonprofit organization to show the array of management capability
necessary for the effective functioning of a nonprofit organizaticn. At this
point, the function chart has an additional meaning. Danner and Mitchell7
demonstrate that each organization faces a unique mix of management opportun-
ities and problems, and therefore must develop its own individualized proce-
dures and systems to cope with them. Yet, there are some common factors

which exert a significant impact on the management demands faced by nonprofit

organizations. Among these factors are following: stage of development, size,

and complexity, role, field of program activity, revenue base, personnel base,

management base, structure, stability, operating style and philosophy.
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Danner and HMitchell in their original work presented a narrative descrip-
tion of each of these factors. I would now.like to cite their specific defi-
nitions of these important factors:

Stage of Development

Prenatal nonprofits face a distinct set of problems and issues in
areas of organization creation, e.g. incorporation and tax-exemption,
market research, program planning, operational system design, resource
acquisition, and the like.

Infant groups may face the need for actually implementing programs
on a limited scale, recruiting initial personnel, developing sound rela-
tionships with established entities active in their field of interest,
complying with state and federal reporting obligations, and developing
management control procedures compatible with a part-time, thin manage-
ment structure.

Mature groups, on the other hand, often require particular help in
improving the sophistication of control systems, developing effective
program evaluation procedures, sustaining the commitment of key leaders,
or planning for facility and personnel needs 1in the face of program ex-—
pansion.

Moribund or elderly organizations experiencing decline may need help
in redefining their mission, restructuring their operations, or devising
an orderly plan for their own voluntary dissolution.

Size and Complexity

Some management problems are problems of scale. Organizations with
substantial budgets, staff, locations, programs, and the like, face a
host of complicated problems in such areas as control, supervision, and
coordination which their smaller and simpler counterparts do not.

In a labor-intensive arena like this, a major determinant of man-
agement complexity is the sheer number of people involved in the organi-

3 ] 3 - - Y
zatlon's activities--as volunteers, employees, clients, or beneficiaries.

An additional consequence of size is often increased visibility, a

factor which may complicate the external dimension of organization manage-
ment.

Role

Research organizations may face an array of specific management dif-
ficulties unlike those confronted by groups whose primary activity is
providing soclal services to individuals, or engaging in advocacy.efforts
on behalf of certain constituencies. The techniques appropriate in one
setting may work poorly in another.
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Field of Program Activity

Groups perfoming similar roles but active in a different field, mau
have management problems which reflect purely programmatic factors, e.c.
sources and channels of funding may be significantly different, as may
be the nature of interorganizational relations, customs of operating,
even terminology used to describe comparable phenomena.

The actual importance of this factor remains to be shown, despite
prevailing common wisdom that suggests that the management problems of
cultural groups are fundamentally different from those of health grours,
for example.

Revenue Base

Institutions with significant endowment income confront an arrav of
financial planning and reporting issues quite different from a group
dependent on the uncertain world of foundation grants or the usage pat-
terns of clients paying fees for services received; or from one seeking
to qualify for and administer government contracts.

Personnel Base

Organizations with substantial reliance on volunteers, professicnals,
unorganized, or part—-time personnel will encounter a mix of management
issues different from those with largely paid staffs, lay persons, union-
ized, or full-time help, respectively. Problems of motivation, supervi-
sion, scheduling, and record-keeping may vary depending on such perscnnel
factors.

Management Base

Other things being equal, one would expect groups with inexperienced
part-time, or few management personnel tc experience more sever problems
than those with a complete complement of trained, competent, and ful -time
managers. Obviously, the adequacy of an organization's Internal manzze-
ment will affect its need for outside help.

There is a great deal to be said for the observation that well-=zn-
aged organization differ from their more ineffectual counterparts beczuses
of a clear "commitment to manage." Groups which view "management" w:ith
indifference, ignorance, confusion, or hostility will present a marx=z.y
different array of management improvement issues than groups Intersscted

in, and familiar with, management concepts and techniques. . . .
Structure
The formality and intricacy of an organizatiocn's structure can :intlu=-

ence its management problems. For example, an ad hoc unincorporated
group (like a hotline), with no specific decision-making processes —r
lines of authority and no real ties with other organizations, has d:-Zsrent
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management problems than an incorporated chapter of a national organizz-—
tion, with its own governing board, series of advisory bodies, multipl-
tiers of managers and program administrators, and a standardized manuaz.
of procedures.

Stability

Some organizations function in a fairly stable, predictable envir-——
ment; while others operate in a setting characterized by turmoil and
volitility.

Some organizations experience a gradual growth in their activiti=s
enabling them to adapt procedures and structures more smoothly than
groups which experience dramatic and rapid fluctuations upward or dow=——
ward, upheavels which place enormous pressures on existing management
systems and processes. An example of this latter type is the histor:-
cally small grassroots group which wins a major government contract, =-=—
presenting a substantial increase in its customary budget, and requir_--
a corresponding increase in the sophistication and accountability ex-=--
ted from its internal operations. Another example is the group whos=
activities fluctuate widely depending on the time of year, e.g. holiz=.
charity programs, fund-raising marathons, etc.

Operating Style and Philosophy

A less tangible, but nonetheless important, factor 1is that of r-=
style with which the organization functions.

Some groups pursue a rather traditional centralized or hierarcih- —=_
appreach to their activities, while others are avowedly decentralize= =--
"participative" in the decision-making procedures.

Organizations also differ with respect tc the formality which ~==--
acterizes relationships among their members.

Such stylistic factors shape the ways in which management prob.=—=
manifest themselves, and the organization's response to them.®

-

E. Combining the Functional and Organizational Management Demands ~= -
Local Nonprofit Organization

Dealing simul taneously with all these factors and organizational chz-= -~
teristics of management demands is both impractical and unnecessary. Danr-=-
and Mitchell have reviewed all of these characteristics to collapse them :---

a manageable form to analyze how nonprofit management demands might vary --—

Organization to organization. They do this by developing a two-dimensions=.
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framework which relates the functional areas of management to the composite

of organizational characteristics. Examples of specific management demands

experienced by different nonprofit organizations with different characteristics
are then shown. Since there is virtually an unlimited number of possible combin-
ations of stability, style, etc. Danner and Mitchell concentrated on two sets

of combined characteristics: "stage of development" and "size and complexity."
These two groups of factors seem to be primary determinants of the types of
management demands. They assumed that size, complexity, and developmental

stage are usually interrelated. To illustrate their approach, they describe

three basic stages of development and seven types of organizations which exem-

plify them:

1. Prenatal Nonprofits--In a practical sense, these are groups in
f.their "pre-organizational" stage of development: the period between the
gleam in the founder's eye and the day the organization "opens its doors."
The basic concerns at this phase are heavily planning and design-oriented,

combined with the various formal steps required to create the organiza-
tion itself.

2. Infant Nonprofits--Usually, this is the stage immediately follow-
ing creation of the group, a critical period in its life cycle. The ma-
jor issues here have to do with beccming operational, implementing pro-
grams, acquiring initial support, and establishing basic management Sys-
tems and procedures for running a going CoOncern.

PRE-OPERATIONAL STAGE

(Continued on the next page.)
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r‘ 3. Small, Operational Nonprofits--This includes groups who are past
their start-up period, and are carrying on their intended programs and
activities on a limited scale. Such organizations may have fewer than
15-20 persons involved in their operations, frequently.no full-time or
paid manager, and budgets of less than $25,000.

4. Medium, Operational Nonprofits--These are experienced organizations
conducting programs and activities involving as many as 75-100 people,
usually with full-time, paid management, and budgets up to $100,000-
$200,000.

5. Large, Operational Nonprofits--Included here would be groups with
several years of operational experience behind them, who have reached a
scale of activities involving hundreds of persons, a management team,
and annual budgets as high as a million or more dollars.

6. Mega-Institutions--This is a speclal category composed of the
"Fortune 500"-type entities in the nonprofit sector: organizations which
have become extraordinarily large and complex, often with operating bud-
gets of tens of millions of dollars, multiple locaticns and programs, and
involving thousands of individuals both as employees and volunteers. The
management problems of this group are so different in scale as to be al-
most different in substance from those faced by most nonprofits, and are
not included in the scope of our project.

7. Moribund Nonprofits--These are inactive or seriously declining
organizations of whatever size who are coping with whether to continue
as is, significantly redirect their energies, or go of existence alto-
qether.g

STAGE

Several genralizations can be drawn from Danner and Mitchell's ap-
proach as outlined above. They chose these three stages of development
(pre-operational, operational, and inactive) because they felt that these
stages pose fundamentally different and identifiable considerations. The seven
organization groups above are not meant to be comprehensive, but rather to 1l-
lustrate the likely range of characteristics among nonprofit organizations.
They did not place greater emphasis on the remaining organizational character-
istics which reflects their following assumptions: (1) that they view Role and

Program Field as factors which affects the factual context rather than the

bas:ic runctional content of the management challenges of nenprofits;
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(2) while the factual context within which nonprofits operate may change dra-
matically, the inherent functional skills required of an effective manager re-
main rather constant from one circumstance to the next; (3) that the organiza-
tions Structure and its Personnel and Financial Base exert a more limited influ-
ence on the types of management problems with which nonprcfits contend; (4) Al-
though Organizational Style and Philosophy, Stability, and Management Resources
and Attitudes are important, there is no convenient available way whereby an
outside observer can accurately differentiate among nonprofits according to
these features.

The followiny is a specific definition of all the functional management
areas drawn from Chapter III:

Strategic Planning--determining goals and operating policies.

Program--the planning, supervision, and evaluation of the organization's
primary activities in pursuit of its mission.

Financial--the acquisition of funds, and control and disclosure of their
utilization.

Personnel--dealing with paid and volunteer individuals throughout the or-
ganization.

Logistics--handling the physical facilities, equipment, supplies, and
support services necessary to the organization.

Other--miscel laneous functions which support the day-to-day affairs of
the organization.

External Relations--developing and maintaining healthy relationships be-
tween the organization and other actors in its particular communitg{ies).lo

To illustrate the variety of functional management demands encountered

by different types of nanprofit organizations, Danner and Mitchell assembled

foldout chart on the following page which incorporates all of these factors

into a two-dimensional framework discussed at the beginning of this section.




A FUNCTIONAL PROFILE OF MANAGEMINT DEMANDS
FACED BY DIFFERENT TYPLES OF NONPROFIT ORGANIZATIONS

ORGANIZATIONAL STAGE

e —— e el 48

PRE-OPERATIOMAL

DISCUSSION

There are two tvoes of
hare: the PRENATAL and
profit. The former is actually "pre-
organizational,” {.e., in the vericd
between the gleam in founder's eye and
the day the organization "opens its
doors." The basic concerns at this
stage are heavilv planning and design
oriented, combined with the formal
steps necessary to actually create the
organization itself. The latter tvne
of nonprofit is more concerned with
becoming operational, acquiring initial
support, implementing programs on a
limited basis, and establishing basic
management svstems and procedures for
running a going concern.

organizations
INFANT non-

OPERATIONAL

This includes b>th developing and estab-
lished organizations who are beyond their
initial start-y; stage. The nature, fre-
quency, and com>lexity of the management
problems faced sy this group decend far
more on their rale, size, ard scope of
activities. Av organizations grow, one
would expect thiir problems to become

more complicatel, and yet their own ca-
pabilities should also be increased.
Therefore, their management demands may
become more spezialized, demanding a
greater level of expertise from both
internal managenent leaders and outside
helping resourcas. For example, while most
organizations will face financial planning
issues, the larger and more diversely-
funded groups will encounter them in a

more complex way than their smaller counter-
parts with straightforward revenue sources,

Selected Examples of Management Demandsim Selected Functichal Areas

STRATEGIC PLANNING

- determining organi=-
zational goals and
operating policies

PROGRAM

- the planning, super-
vision, and evaluation
of the organization's
primary activities in
pursuing 1ts parti-
cular mission

FINANCIAL

- the planning and acqui-
sition of financial
resources, and the
control and disclosure
of thelr utilization

PERSONNEL

- dealing with paid and
voluntear individuals
throughout the organi-
zation

LOGISTICS

- acquiring and managing
the physical facilities,
equipment, supplies,
and support services
required to carry on

i ion'
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l priate

-scanning the environment in which the
organization will operate to icdentify
onportunities for new entity vis-a-vis
existing programs and activities (pre-
liminary market research)

-identifying, assessing, and selecting
short and long term qoals and nbjec-
tives by which the organization's
development will be quided

-determining an approoriate organiza-
tional structure for managing the
entity's affairs

-agreaing on major policies regarding
recrulting of key management personnel,
governing body members, and program
directors

-agreeing on major policies affecting
other important aspects of the organi-
zaticn's intended activities

e

-conducting preliminary research in
area(m”) of organizational interest
to assess community needs, current
trends, identifv existing parties
active in the field, consider nossible
role for new group

-developing prototype program design,
including procram activities, objec-
tives, structure, responsibilities,
etc,

-imnlementing program(s) on a limited
scale, and modifying as necessarv on
the basis of actual experience

-initial program marketing or nublicitv
to acquaint potential clients or con-
stituents with organlzation's activities

-establishing banking accounts and ne-
cessary credit ratings

-preparing initial estimates of start-
up financial requirements to bacome
operational

-nrojecting cash flow demands during
initial stages of development

~-developing strategyv for acquiring
start-up funding (seclection of sources,
tvpes and amounts sought from each =--
ragtricted vs. unrestricted, cash vs,
in-kind, etc.; preparation of neces-
sary fundraising solitication mater-
ials -- literature, propnsals, ctc.;
assignment of responsibilities, and

monitoring of results; modifying plan _ ¢’

etc.)
-borrowing start-up funds if necodsary
-designing baslc bockkeeping system
for keeping track of receipts and ex-
penditures
-devising simple payroll and accounts
receivable procadures as appropriate
to personnel and financial structure
-creating appropriate budgetirg systems,
forms, and procedures (line item vs,.
responsibilitv vs, orogram formats,
expenditure control vs. organizational
control vs, bprogram evaluation/strategic
planning purposes, etc.)
-salecting appropriate insurance cover-
aAqe

-recruiting members of governing body

-determining personnel needs during
start-up period

-agreeing on basic personnel policies
(terms of employment, hours, compen-
sation, etc.)

-recruiting necessary volunteers and/or
employees to launch organization's
activities

-procuring and uBing aopropriate per-
sonnal forms (apollications, with-
holding taxas, time sheets, etc.)

-locating available, affordable space
to house the organization
-converting spare for organization's use
-designing and ordering necessary sta-
tionery, business cards, etc.
-acquiring necessary supplies, equip-
ment, or furniture to begin operations
tvpewriters, desks, chairs, mater-
lals, otc.g

-applying for mailing permits if appro-
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-monitoring organizational progress

and activities to refine origlnal
goals, objectives, and policles

in light of accummulated experience
-identifying new opportunities for
program expansion or development to
keep organization vibrant and effective
-devising and carrying out procedures
for evaluating organization performance

-monitoring trends and developments in fields
of program interest
-refining administrative procedures in light
of scale and eomplexity of actual operations
-conducting periodic program evaluations
of actual results
-modifying program planning based on
evaluation findings
-improving marketing and promotion oractices
to enhance program impact )
-identifying opportunities for program modi-
fication, and alerting organization to
key risks affecting program activities

-refining ordginmal financial control pro-
cedures in ligiht of current scale and
complexity of organization's activities,
e.g., its funding sources, number of
employeas, ranige of exrenditures, etc,

-developing long range financial plans and
projections to support strategic plan-~
ing, including major capital require-
ments

-conducting svecial analyses of financial
operations and condition as needed

-developing satisfactory auditing proce-
dures

-refining fundraising strategies and acti-
vities (experirtenting with new techniques,
expanding scalet of past efforts, stabili-
zing funding base, etc.)

-managing investments and other assata to
ensure safs, sgitisfactory rate of return

~refining budget-1Ng Syatem to improve man-
agement and moriltoring of activities and
plans based on actual experience

-determining les8@ Vvs. purchase pollcies for

major expenditure items

-revamping fund-raising

~devising methods of

INACTIVE

This, in a sense, is the inac
or moribund organization
facing the question whethe
to continue as is, signifi.
cantly redirect or restruc
the organization, or go ouf
of existence altogethar,
servation of the nonprofit
world suggests that this {:
a particularly difficult
stage in the organization':
develooment, as groups
struggle to retain their
relavance and importance ir
changing environments.

-reviewing organization's co
dition objoctively and asse
ing its reallstic prospects
and alternatives

-devising a feasible plan fo
organizational restructurin
and revitalization
-developing a sound plan for
ceasing ooerations, and goil
out of businass

-changing operating colicies
sufficiently to deal with
causes of organization's
preseant state (changing gowi
nance structure, replacing
exlisting management, attrac!
ing new funding sources, et:

-intensively assassing stranc
and weaknesses in existing r
grams to identify opportunit
for improvement or change
=detormining possible alterna
tive programs for organizati
to initiate as a means of
revitalizing itsalf

-developing financial projec-
tions and estimates of impll.
cations of each major alter-
native under consideration
~keeping financial books and
rocords current during in=
active periods

tegles to deal with
zation's revised goa

orqanization's fix

able costs during period
inactivity or rigﬁg:q?dié

——

-building an effective management team to :
run the organization N

~replacing retiring, inactive, or ineffec
tive members of the governing body

-developing and refining policies on parI
sonnel matters (affirmative action, hiring
procedures, compensation practices, place-
ment, job titles, transfer and promotloni
avaluation, termination, grievance, etc.
-developing dependable procedures for attract
ing necessary personnel {(volunteers and
employees)

-lmsrazing poard/management/nrogram relation-
ships ik '
-devising collective bargaining policies and

rocedures Af appropriate
-gromotinq professional development among

key personnel

morale in the face

of organizational inactivity

decline

~2§juatinq perscnnsl policles
to cope with changes in the
operating environment (rely=-
ing more on volunteers to
cut expenses, encouraging
split and part-time jobs to
maintain current personnel,
etc.)

-negotiating appropriate chang
in key comnensation policies
to respond to changed ¢l rcum=-

nces

—::zlvinq at a fair and orac-
tical plan for assisting em=
ployoes, volunteers, and othe
associated with the organiza=
tion to find suitable oppor=
tunities elsewhare

b

-devaloping adequate inventory control sys-
tem for consumable supplies

-devising maintenance procedures for

major equipment and facilities

-ensuring appropriate security to protect
organizational proggifyutlon

=m space utillz
—L:;iESfiggpchhaainq procedures to lower
costs (bidding, group buying, etc.)

- fving oraanization's
?33?.{xc§ naeds in line with
{ts current position and
future ou:lo:ti anler

-{mproving utiliza
:xfstinqqtacilitiel, suppll
and equipment to 1ncraas¢£g
ganization's flexibility -?
considering new courses of
action




FINANCIAL

- the planning and acqui-=-
sition of financial
resources, and the
control and disclosure
of their utilization

~implementing program(s) on a limited P
scale, and mcdifying as necessarv on
the basis of actual exoerisnce

~initial program marketing or nublicitv [
to acquaint potential clients or con-
stituents with organization's activities

-establishing banking accounts a
cessary credit ratings

-preparing initial estimates of start-
up financial requirements to brcome
operational

-orojecting cash flow demands during
initial stages of development

~developing strategy for acquiring
start-up funding (sclection of scurces,
tvpes and amounts sought from each --
rastricted vs, unrestricted, cash vs,
in=-kind, etc.; preparation of neces-
sary fundraising solitication mater-
ials -- literature, proposals, ectc.:
assignment of responsibilities, and

monitoring of results; modifying plan .
ete.) 4

-borrowing start-up funds Lf necossarv

-deslgning baaslc bockkeeping asystem
for keeping track of receipts and ex-
penditures

-devising simple payroll and accounts
receivable procedures as appropriate
to personnel and financial structure

-creating appropriate budgetingy systems, h
forms, and procedures (line item va,
responsibilitvy va. prcgram formats,
expenditure control vs. organizational
control vs. orogram evalustion/strategic
planning purposes, etc.)

-salecting appropriate insurance cover-
aqge

nd ne-

PERSONNEL

- dealing with paid and
voluntear individuals
throughout the organi=-
zation

LOGISTICS

- acquiring and managing
the physical facilities,
equipment, supplies,
and support services
required to carry on

the o nization's
|c:ivfg=es
OTHER

- miscellanecus functions
which support the day-
to-day affairs of the
organization

LEGAL

= dealing with the legal
and regulatory system
affecting the organi-
zation

EXTERNAL RELATIONS

-developing and main-
taining healthy rela-
tionships between the
organization and other
actors in its particular
community(ies) and fields
of activity

—

-recruiting members of governing bodv

-determining personnel needs during
start-up period

-agreeing on basic personnel policies
(terms of employment, hours, compen-
sation, etc.)

-recrulting necessary volunteers and/or
employees to launch organization's
activities

-procuring and using appropriate per-
sonnel forms (apeplications, with-
holding taxes, time sheets, etc.)

-locating available, affordable space
to house the organization
-converting spafe for organization's use
~-designing and ordering necessary sta-
tionery, business cards, etc.
-acquiring necessary supnlies, equip-
ment, or furniture to begin operations
itvpcurita s, Jdesks, chairs, mater-
als, otc.y
-applying for mailing permits {f appro-
priate

-establishing workable system for record- |
ing, gathering, and reporting relevant
information on organization's activities
to key managem:nt personnel

-creating an ef'iclent filing and
i;corda-mnnlqeﬂentipro?edura Eoi
iAmportant & ation (persconnel, pur-
chasing, lmfnnuctions. regulgton’
reports, ete,)

-establishing bisic procedures for daily
office management

-deciding upon sporopriate legal form
and structure cf organization given
its intended activities and objectives
(unincorporated vs. incorporated); size
and composition of governing body, etc.
-determining if tax-exemntion should be
sought and, i{f so, under what classi-
fication under state and federal laws
-preparing creation documents (Articles,
Bylaws, agreemeants, etc.)
-applying for tak-exempt status and
following through to final ruling
by appropriate jtate and federal
offlcials
-acquiring any required licenses, per-
mits, etc. required to begin operations
-organizing and convening of qoverning
body {election of officers, specifi-
cation of terms, responsibilities, etc,)

-identifying and establishing contacts
with other principle actors involved
in organization's field of activity

-developing effective procedures and
materials for acguainting the organi-
zatlon's communi:y(ies) with its nre-
sence and prograns, and for keeping
the organization informed about com-
munity perceptions and concerns affect-
ing those prograns or plans

-identifying and follewing throunh on
opportunities for collaboration with

other organizaticns in areas of mutual
benefit

L
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-identifying opportunities for program modi-
fication, and alerting organization to

key risks affecting program activities

-refining origimal financial control pro-
cedures {n ligiat of current scale and
complexity of organization's activities,
€.9., its funding sources, number of
employeas, ranje of expenditures, etc,

-developing lony range financial plans and
Projections to support strategic plan-
ing, including major capital require-
ments

-conducting spec:ial analyses of financial
operations and condition as needed

-developing satisfactory auditing proce=-
dures

-refining fundraising strategies and acti-
vities (experimenting with new techniques,
exXxpanding scale: of past efforts, stabili-
zing funding b/ise, etc.)

-managing lnpvestments and other assets to
ensure safp, ssltisfactorv rate of return
~refining budget-INg System to improve man-
agement and moriitoring of activities and

plans based on actual exmerience

-determining les8€ VS. purchase policies for

major expenditure items

e ————

-develecping financial proj
tions and estimates of im
cations of each major alt
native under consideratiol
~keeping financial books a
records current during in-
active periods

-revamping fund-raising st;
tegies to deal with organi
zation's revised goals
-devising methods of reduci
organization's fixed and ©
able costs during period c
inactivity or revenue dec}

-building an effective management team to
run the organization

-replacing retiring, inactive, or ineffec-
tive members of the governing body

-developing and refining policies on per-
sonnel matters (affirmative action, hiring
procedures, compensation practices, place-
ment, job titles, transfer and promotion,
evaluation, termination, grievance, etc.)
~developing dependable procedures for attract
ing necessary personnel (volunteers and
employees)

-improving Board/management/nrogram relation-
ships

-devising collective bargaining policies and
procedures Lf appropriate

-promoting professional development among

key personnel :

-majntaining morale in the f
of organizational inactivi
or decline

-adjusting personnel polici
to copa with changes in th
operating environment (rel
ing more on voluntears to
cut expenses, encouraging
split and part-time jobs ti
maintain current personnel
etc.)

-negotiating approprlate ch:
in key comnensation policie
to respond to changed circu
stances

-arriving at a fair and orac
tical plan for assisting em
ployees, volunteers, and ot
assoclated with the organiz
tion to find suitable oppor:
tunities elsawhara

-developing adequate inventory control sys-
tem for consumable supplies

-devising maintenance procedures for

major equipment and facilities

=ensuring appropriata security to protect
organizational property

-monitoring space utilization

-improving purchasing procedures to lower
costs (bidding, group buying, etec.)

-upgrading management information systems
consistent with complexity of organi-
zation's activities and availability
of resources

-reasseasing and refining previous office
management and record-keeping policies
and procedures in light of subsequent
operating demands

-increasing specialized knowledge of
kay support personnel

-advising on particular transactions, e.q.,

loans, contracts, leases, etc.

-interpreting governméntal regulatory
and legislative developments affecting
the organization

-ensuring compliance with appropriate
procedural and substantive requirements
imposed by virtue of the groun's exempt
status or legal form (how decisions are
made, what activities are entered into,
which forms are filed, etc.)

-preparing and reviewing forms used in
day-to-day activities (purchase orders,
hiring agreements, disclaimers, pledges,
etc.)

-representing organization's interests in
various legal and regulatory forums
(litigation, testimony, etc.)

~using legal action as part of group's
primary program emphasis (public in-
terest litigation, lobbying, etc.)

-trouble-shooting (dealing with unfore-
seen crises like strikes, threatened
cut=off of funding, etc.)

-advising on major policy issues affecting
organizational structure (merger, ac-
quisitlion, etc.)

-expanding contacts with other actors of
importance to the organization's ongoing
activitiaes

-building stable relationships with key
outside entities on whom the organiza-
tion depends for support or whose actions
it seeks to influence

=-improving the image of the organization
within its operating areas

-modifying oraanization's
logistics naeds in line wit
its current position and
future outlook

-improving utilization of
existing facilities, suppli
and equipment to lncrease ¢
ganization's flexibility ir
considering new courses of
action

-revising office management,
record-keeping, and other
internal administrative
systems as appropriate give
organization's response to
its current situation

-identifying and deciding an
alternative methods for ter
minating or restructuring
organization (transfer of
assets, voluntary dissolut!
procedures, amendment of
original instruments of
creation, etc.)
-implementing selected alte:
native in compliance with
legal requirements

-establishing new contacts w
potential "joint venturers"
who may enable the organiza
tion to change its course b
entering new fields, tappin
new funding sources, or
improving its traditional
program activities
~developing effective appeal
for renewed commitment bv
past outside supporters of
the organization
-identifying likely "benefi-
ciariea" (other organizatio
or individuals) to whom the
entity's resourcas and expe
ence might be haelpful, and

tacilitatigg the transfer o
those tangible and intangib

O i ks e
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CHAPTER V

THE PRACTICAL APPLICATION OF MANAGEMENT ASSISTANCE FOR NONPROFITS

A. Introduction

All through the process of this paper the author has sought to develop
discrete building blocksof knowledge about the major elements of management
assistance efforts, viz., getting one's bearings on the bewildering nature
Of nonprofit organizations, comparing the Similarities and differences between
management in the nonprofit and for-profit sectors, and exploring the elements
of management consultation, There has been a conscious effort toward application
of these discrete elements in a final practical structure. The purpose of
this final chapter is to briefly outline how these elements are utilized in
the actual practice of management consultation for nonprofit organizations.

As alluded to earlier,, management consultation efforts for the nonprofit
sector appear to have three major thrusts: 1) outside proprietary consultants
In various specializations such as fund-raising, accounting, organization devel-
opment; 2} other nonprofit groups which have been formed specifically to
provide management assistance; and 3) United Way organizations, both locally
and nationally, which are developing management assistance programs. Since
this paper is dealing primarily with management efforts which directly involve
Volunteers, I will not focus on the contributions of proprietary organizations.
Many giants in this field such as Booz-Allen and Hamilton or McKinseu & Company
have made substantial improvements in nonprofit management.

The format of this final chapter will be as follows: 1) to briefly discuss
the development of manégement support organizations in general; 2) to look in
depth at one such organization, the Volunteer Urban Consulting Group of New

York Cit% which has articulated its operating philosophy and procedures;
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3) to examine the substantial reole played by the United Way in fostering manage-
ment assistance for member and non-member agencies,with special focus on the
role of the Greater New York Fund/United Way and the United Way of America
national office; and 4) to present some of the author's own thoughts on the

application of these operating principles and procedures.

B. The General Development of Management Support Organizations

Management support organizations have initially developed in the last
ten years to provide direct one-to-one management assistance to the staff and
board of nonprofit organizations. Management suppeort organizations, or MSO's
as they are referred to in the literature, are usually involved in aggressive
marketing of their services which are often underwritten by foundations, corp-
orations, or large individual donations specifically for this purpose. Either
no fees are charged or the fee is adjusted to the nonprofit's ability to pay.
Services offered by MSO's range from basic technical services, such as bookkeep-
ing, public relations, fund raising, board development, and human relations train-
ing, to more complicated services such as long term planning, resource devel-
opment, and public policy analysis.

Jonathan Cook, Managing Director of The Support Center of Washington, D.C.,
made the following report on the state of the MSO "art":

MSO's are a "cottage industry": They operate in isolation from each

nther; their management concepts and resources are relatively basic and

unsophisticated; they have little technology and few systems; their manage-

ment concepts and resources are largely self-developed; they depend upon

one or two key individuals and/or funders for their survival; their

management perspectives are based on untested cliches passed around the

dogmatic and unscientific sub-culture of the nonprofit sector. Perceived

success or failure in the field is not based on the guality or cost of

the assistance given to clients. Rather, the most commonly employed in-

dicator of success is the amount of money raised and spent. Other less

significant commonly applied indications of success are appearance of

offices, credentials of staff, personal contacts of staff, and perceptions
of clients about the services provided. These indicators (especially
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client perceptions) probably do correlated somewhat with effectiveness
or potential effectiveness, but the correlation is not great for most of

these indicators at present. The measure of a "good" MSC has not yet
been established.l

Cook enumerates the variants of the following basic models of MSO's:

1, Volunteer-matched (when the stated needs of the client organization

and the skills claimed by the volunteer are taken at face value, and the
two are "matched.”

2. Volunteer-managed (when starf do intake, diagnosis, contracting and

supervision of the work, and perhaps to screen and review the work of
the volunteers.

3. Single service (where the provider organization deilivers assistance

in one management area such as fund-raising, accounting, or public re-
lations).

4. Multiple Service, Single Type of Client (where the clients are all of
one type, e.g. arts organizations).

5. Comprehensive (where multiple assistance iIn multiple management areas
are offered to multiple types of clients).

The five models are listed roughly in the crder of their complexity.

That 1is, a "volunteer matched" program is easier to do than Is a comprehensive

MSO. As for the cost of these programs, they vary greatly. On the average,
the volunteer programs have been more expensive In terms of the cost of an
hour of service or of a result produced, but this depends on many factors,

gnd in particular, on the specific type of management assistance being
offered.

There is a high mortality rate among organizations which aim  to provide
management support services. Many of them which began in the last ten years,
have gone out of business altogether, and others have changed their programs
and now do something else. The reasons for leaving the field have been of
these three types: 1inability to obtain adequate initial funding, loss of
funding resources, and loss of key person(s). Apparently no organization
left the field due to dissatisfaction with the services they were providing
(despite the suspicion with which some would regard their services). On the
other hand, some organizations have merged. In fact, Cook's own organization,

The Support Center, was formed from three separate MSO's.



94

C. The Operation of a Management Support Organization, the Volunteer Urban
Consulting Group of New York

The Volunteer Urban Consulting Group, hereafter referred to by their ini-
tials, VUCG, stands out as one of the oldest and best respected of the manage-
ment support organizations. It is singled out here in some detail, because

it has clearly outlined many of the features of its operating philosophy and

procedures in its Guide to Operations? VUCG was founded at a time of political

upheaval and campus unrest in 1969, as a vehicle for enlisting experienced
executives to assist small minority-owned businesses. Two major steps in this
were the initial funding of $50,000 raised through the Harvard Business School
Club of Greater New York, and later the award of a $250,000 contract by the
Office of Minority Business Enterprise of the U.S. Department of Commerce to
serve as a business resource center for New York City.

Up until 1973, VUCG's energies were channeled exclusively into assisting
minority business.

In that year, it branched out and began a management consulting procram
ror nonprofits, with the support of the Fund of the City of New York,

the Greater New York Fund and the New York Community Trust....Over 200
nonprofit clients have received more than 10,000 hours of consulting

time from about 475 corporate volunteers in the areas of finance, internal
operations, insurance, organizational structure, marketing and management.
- - . To date, VUCG has provided its services for free; only recently

has it begun to test an "ability to pay"” fee system. "We're watching this
test of a fee system very, very carefully," says Executive Director Mahoney.
"We work in a market where our cliants have budgets from $500 to over

§8% million. Clearly, some can afford us and some just can't. Our cost
is caluculated on our estimate of the time VUCG full-time staff will

spend on a project. Volunteers give of their time and cost our clients
nothing."

VUCG cites as one the the key reasons for their success that they have
clearly defined goals:
Our main function . . . Is to define the problems a client faces and man-

age the consulting project. We restrict ourselves to handling projects
that can be completed using the skills of the business sector.
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Translation: Financial operations and management are the main areas in
which VUCG aids its nonprofit clients; it steers clear of program-
related problems or fund-raising aid.”?

The Guide te Operations of VUCG contains many of the operational and

practical features which have been refined in their consulting relationship.
The following is a general summary of the key elements from this quide which
apply to consultation for nonprofit organizations. It may be helprful to
refer back to Chapter IV C, which presented Lippitt and Lippitt's phases of
consultation, for a direct comparision of the modifications from the general
process.

VUCG serves as a liason between nonprofit organizations which have specific
business prcblems and business people interested In using their knowledge and
skills on a volunteer basis to assist them. The major elements of VUCG's
program are: 1) to maintain a well-screened, up-to-date, volunteer resource
bank; 2) to locate and screen prospective clients to determine whether they
can be assisted by VUCG services; 3) to oversee project management critical
to the success of the management consulting process. VUCG combines the tal-
ents of a small, highly professional staff with hundreds of business vol-
unteers. While the full-time staff gives continuity and professional manage-
ment, VUCG's broad volunteer base provides an exceptional talent bank of
expertise, VUCG volunteers bring background and technical competence from
a variety of New York's major corporations and businesses. They come from
three major sources: business school alumni clubs and professional associa-
tions; individual corporations and firms; VUCG friends and "word of mouth."
Individual firms are of two types: the volunteer company approach or those
mobilized for special projects. In the former, companies have agreed to be

called on an as-needed basis to recrult volunteers with specific skills (perhaps
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three or four teams from the same corporation), and in the latter VUCG re-
searches the corporate community to identify where available resources should
be. Such requests for volunteer assistance have been well received by the
corporate community. Most business professicnals are anxicus to assist and
often are surprised and flattered to learn that "a source outside their firm"
wants and needs their expertise. For volunteers who are internally recruited
by the corporation or firm, agreeing to assist a VUCG client offers a unique
new way to be recognized and "work with" members of senior management. Fur-
thermore, many business people have a genuine desire to "do something"” for
their community, but have not known where to direct their efforts.

When VUCG began its nonprofit consulting program, careful thought was
given to developing an effective system for identifying prospective clients.
A referral system was designed to maximize VUCG's strength, and at the same time,
utilize knowledge and skills of individuals who know the local nonprofit
community. This system operates on several levels: 1) corporate or private
foundations with retainer relationships; 2) other foundations and public
funding sources; and 3) clients recommended by friends. In the first two
levels, the main difference lies in the willingness of the referring organi-
zation to sponsor the cost of VUCG's services for the nonprofit client. Aas
VUCG's program has grown, nonprofit groups Increasingly call directly for
assistance.

Client selection and proiject managetent are managed by the VUCG staff
who provide professional skills in management consulting and a famillarity
with the operations of the voluntary and government sectors. All groups
requesting assistance undergo careful analysis before they become clients.

Several criteria must be met:
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1) Is the group serious about its reguest which must be put In writing?

2) Is the problem which is articulated the "real problem" and one of
high priority? Obviously.the answer to the question may be difficult to de-
termine inthe earlu stages of the project. Often what is articulated is only
& symptom of a more serious problem. Sometimes a request 1s received for
help in an srea which seems to be a low/medium priority. At the beginning
of every assiynment, VUCG attempts to assess the management problems facing
the agency so it can begin to address the most critical ones.

3) Do VUCG staff and volunteers possess the knowledge to find a solution
to the problem?

4) Do VUCG staff and volunteers have enough time to solve the problem
which may be under some type of deadline? Volunteers are asked to devote an
average of two hours a week to their assignment with a ratio of two hours
volunteer consultant time for each hour of VUCG staff time.

5) wWill the client allocate enough of his or her own time to the project?
VUCG make every effort to explain the resources the client must allocate if
the problem is to be solved.

€) Is the client the person who has the power to implement project recom-
mendations, should they be acceptable?” VIICG bellieves that the Executive
Director and the Board should be involved in the ongoing work of the project
to avoid any unnecessary confusion in the implementation period.

VUCG divides the Project management into the following seven phases:

1) Selecting a volunteer team. Staffing a project generally begins with

a review of the volunteer skills in the talent bank considering not only the

skills but also the personalies and compatibilities of volunteers and clients.
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Much of this information is derived from anecdotal comments made regarding

the client and/or consultant during the initial evaluatien process. For the
consultants, who have previously served as volunteers, this may also be based
on their past performance with other clients. A team approach is used on con-
sultation and is effective because of the following factors:

a) Volunteers enjoy and learn from exchanging information and discussing
management problems with one another on a "give and take" basis.

b) When two or three business veclunteers work together as a team, "peer
oressure"” will encourage team members to fulfill their commitments to the
assignment.

c) Because volunteers are employed full time, a team effort insures that
one member will always be available if another 1s tied up or out of town.

d) Not all volunteers work out so team staffing guarantees continulity and
completion of assignments.

2) Briefing volunteers 1s done because most VUCG volunteers are unfamiliar
with the nonprofit community. This briefing is relatively informal over a
luncheon at the VUCG offices with talks by VUCG staff on past consultations
and approaches; along with imput from other past volunteers. This overall pro-
cess also involves specific briefing on the specific type of problem and back-
ground of the presenting organization, once a definite issignment has been
made.

3) Introducing volunteers to the client and writing the initial work plan.
buring this meeting, problems areas are examined and the elements of a work
plan are developed. This lists the objectives of the project, strategies,
individual responsibilities, and target deadlines. The pian takes the project
from its inception through its conclusions. Later, the plan is refined and

presented to the client for approval.
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4) Engagement Management. After a work plan is accepted, the VUCG staff as-
sumes a managerial role by maintaining regular contact and taking responsibi-
lity for modifying work plans as new information becomes available. A rather
extensive description of these roles and responsibilities for various actors
in the consultation process is contained in Appendix C of this paper.

5) Managing the implementation of project recommendations. The most important
aspect of VUCG's work 1s ensuring that the project recommendations that are
accepted, are implemented. There are several reasons for this: 1) with
Scarce resources VUCG only accepts clients with an intent on problem resolu-
tion; 2) philanthropic dollars supporting VUCG are best used when projects
are successfully completed; and 3) volunteers lose their willingness to be
assigned to a new client if they aren't able to see project recommendations
through to completion.

6) Terminating the Project. When an assignment has been successfully con-
cluded, VUCG staff writes letters to all participants to officially "end" the
rroject. Termination letters to clients became necessary because many nonpro-
Fit groups felt that once VUCG was involved with their crganizations, they
were involved forever.

7) Evaluation. At the end of each assignment, questionaires evaluating the
project are sent to volunteers and clients. Volunteers are asked if they
were properly briefed, helped adeguately by VUCG staff during the project,
and if the results of the project were meaningful. Clients are guestioned
about staff and volunteer skills, project management and the workability of
recommendations. The guestionaires are compared for trends, common strengths.

and weaknesses, and areas where one staff member can assist another.
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In addition to its excellent Guide to Operations, VUCG made available to

the author a copy of a qualitative study® of VUCG's consulting services. The
study was conducted by two of VUCG's own volunteers and staff. I would like
to make some extended presentation of their findings from client and velunteer
feedback because they deal with the reality of practice which is sometimes
removed from the theory of how "it ought to work." While the comments relate
directly to VUCG, they could have application to most MSO programs assisting
nonprofit organizations.

Nonprofit Client Feedback: (first on the plus side, then the minus side)

1. VUCG is not bureaucratic--no maJjor presentations, proposals, in-
vestigations, etc. are required prior to VUCG undertaking a consulting
project. This 1is in sharp contrast ot clients' past experience with other
organizations offering support ot nonprofit groups.

2. VUCG establishes a good, informal rapport with clients--they
make a great effort to focus in on each particular client and his/her
specific problem(s); they seem to "care."

3. VUCG works fast--a clear funciton of #1 and #2 above, and a
clear advantage of VUCG vis-a-vis other volunteer consulting groups.

4. VUCG identifies, focuses and prioritizes, the client's basic
problen{§s)--giving the client a clear grasp and understanding of what
his/her needs really are, and in what order these needs must be addressed.
(Good volunteers are seen as being particularily helpful in this phase of
a project).

5. VUCG is interested in teaching and training--rather than "just
consulting” or "just doing", VUCG wants to arm each client with suf-
ficient skills so that he/she will be able to handle future problems as
they may arise.

6. VUCG offers a wide range of consulting expertise--they can han-
dle all types of problems (accounting, office management, legal services,
marketing, etc.), obviating the need to contact more than one consulting
group: one-stop shopping if you will.

7. VUCG staff acts as coordinator of volunteer efforts--sets up
timetable, sees that the "match" is good, stays on top of newly-emerging
rroblems, coordinates volunteer teams.
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8. VUCG's activities take place away from the client's office--a
particular benefit in those situations where a client's staff shows
signs of being suspicious of "cutsiders interfering."

9. VUCG stiffens spines-—-in other words, buttressed by all of the
above, some nonprofit clients can become more secure in dealing with
their bcards, their funding sources, etc.

Nonprofit client feedback on the minus side:

1. Volunteer "overkill"--for many nonprofit clients, the high level of
volunteer expertise can be intimidating, if not undesirable.

...First, the high-level volunteer often comesin with a cannon to do

a fly-swatter's job--that is he/she introduces too big a plan for what

is, In most cases, a small client organization and/or a relatively

small problem.

...Second, the volunteer's skills may be too specialized--i.e. he/she
can expertly overhaul the accounting system but pleads the "fifth" if
asked about a personnel matter. Further, the highly specialized vol-
unteer has on occasion "fallen in love" with the task at hand and for-
gotten that he/she is supposed to be working with and helping an or-

ganization.

...Third, the fact that volunteers often come from giant corporations
per force seems to make them somewhat ritualistic and/or inflexible

in approach, and somewhat short on an understanding of the gemutlich
style and functioning of many small nonprofit groups. Nonprofit cli-
ents want the benefit of big-business expertise, but theu, quite under-
standably, are not ready for their organization to be turned upside
down and remodeled along the lines of a glant corporation.

-..Fourth, some find that it is hard to have a give-and-take
relationship with a high-powered volunteer in that they are "not com-
fortable challenging a vice-president."”

2. Poor volunteer orientation--leads to a lack of understanding of
many clients' ralson d'etre and mental set--even their vocabulary. While
nonprofit clients want to be helped, by and large, they want to be known
and loved for what they are. They want to survive but they don't seem to
want to make any dramatic changes in the basic philosophy or character....
Along these lines, lack of volunteer orientation can lead to cllient/staff
resentment of the "hot shot" outside expert who doesn't understand them.

3. The timing problem--can be a consequence of two things: 1) the
time it taxes for VUCG to find a volunteer with the appropriate expertise
for a given client's problem, and 2) the fact that volunteers are just
that--velunteers--and they are not always available to respond instantly
when a client calls (this may be further exacerbated by the fact that
volunteers are often from the ranks of "busy" top management) .
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Another .aspect of the timing problem worth mentioning is that speed seems
to be less of a problem hwere a specific product 1is required of a volun-
teer (e.g. a procedure manual, a brochure design, a general ledger outline,
etc.) and more of a problem when the assignment 1S basically a consulting
project (e.g. data retrieval systems, over=zll personnel management, Iand;
lord negotiations, etc.). This most likely occurs because, 1n the former
instance, volunteers can fit the project into their own schedule, while,

in the latter case, the volunteer must meet and/or work closely with the
client at mutually agreeable times.

4. Carrying out the assignment--may also present difficulties as most
nonprofit organizations do not have the benefit of large staffs. Their
personnel often do not have the time to complete tasks necessary for the
resolution of their problems and volunteers are often expected to take on
more than a consulting role. This can be sharply at odds with the volun-
teer's perception of his/her role.’

Volunteer Feedback
On the plus side--

1. Volunteers are highly motivated--theu have a Sincere desire for
participation in the area of public service. VUCG affords an excellent
opportunity to fulfill this goal. In addition, some volunteers derive
personal benefits: consulting experience,an enhanced resume, some ego
gratitication. Whatever the motivation, volunteers benefit from their
experiences.

2, Volunteers are capable--they appear gqualified tc work with clients
in their areas of expertise. As will be discussed later, in some cases
taelr capabpilities may be more than is required; however, the experience
they bring to projects seems well matched with client needs.

3. Volunteers want to do more--for the most part, volunteers derive
much satisfaction from working on VUCG projects. While individual assign-
ments may cause frustration, the overall assessment of their experiences
is quite positive. Volunteers look forward to being recontacted for fur-
ther assignments.

4. Volunteers are sensitive--change does not come easily and volunteers
recog:aize the need to approach and wor!. with clients in a diplomatic man-
ner. They feel an obligation to sell tacmselves and their ideas if an
effective solution is to eventuate. They are sensitive to signals to
"back-off" or "soft-pedal" some ‘recommendations but will do whatever pos-
sible to see that all vital steps are initiated.

5. Volunteers are tenacious--they seem more than willing to be iavol-
ved in projects which span months, and do not seem deterred by projects
waich require a good deal of their time, providing that clients live up
to thelir part of the bargain along the way.
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6. The volunteer experience is rewarding--volunteers derive much
satisfaction in the knowledge that they are able to successfully impact
on improving the operations of a nonprofit organizatjon or minority
business.

7. VUCG control and coordination--in all but the most clear-cut pro-
jects, volunteers want and appreciate current staff efforts with respect to
project coordination. This is seen as an essential element in keeping
projects on schedule, in seeing that clients live up to their responsibil-
ities, and in helping volunteers stay on target. Providing a timetable
keeps the project moving, and allows everyone the opportunity to schedule
their time appropriately. In multi-volunteer efforts, this coordination
is vital. When absent, volunteer efforts have been impeded, resulting
in frustration on the part of both volunteers and clients. Volunteers
working on the same project would have difficulty in coordinating their
efforts without VUCG assistance.

8. VUCG support--since the volunteer is acting as a consultant, he/she
may, at times, have difficulty in gaining client agreeement and under-
standing. The VUCG staff plays an important role in arbitrating differ-
ences and in bringing about resolutions. There is strong appreciation on
the part of volunteers for such cooperation.

On the minus side--

1. Conflict in the orientation of corporate business and nonprofit
organizations--solutions appropriate for a large or medium-sized busi-
ness are often overwhelming to a nonprofit organization. Some big busi-
ness procedures may be too sophisticated or more time consuming than de-
sired. There is a consensus of opinion that volunteers are inclined to
attack problems to a finer degree than anticipated by nonprofit clients.

This dichotomy may have as much to do with volunteer attitudes as with
philosophical differences in business orientation. Volunteers recog-
nize that their criteria for a job well done may go beyond client needs,
and they sense the need to draw a line between their own personal expec-

tations anc an appropriate client resolution. Nevertheless, conflicts
in corientation are present.

2. Projects are often amoebic--they seem to grow as volunteers be=
come more involved, causing veolunteers to question the screecning process,
and the role they must play in the volunteer effort. While some volun-
teers understand VUCG's policy of assigning one project at a time, they
can be hampered in their work by hidden problems which emerge.

3. Volunteers are not support staff--with the exception of _projects
where volunteers are contacted to carry out a specific function beyond
client capabilities, volunteers expect the clients to do the actual work
required for the project. Since this s, at times, at odds with clients'
desires or expectations; it may be a function of clients not clearly under-
standing the volunteer role, or perhaps an unspoken wish for the burden
of work to be lifted off their shoulders.
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4, Lack of client follow-through--many volunteer projects involve
client preparation. Whether due to a lack of interest or time, volunteers
are resentful of what appears to be a lack of client commitment. They
sense that some projects may not be of top priority to clients and that,
in many cases, the results of a project do not have a direct bearing on the
operation of the organization.

5. Lack of board agreement--often projects will hit stumbling blocks
or be terminated because VUCG recommendations are inconsistent with the
approved direction of a nonprofit organization. This may be due to a
lack of board involvement in defining project objectives or nonagreement
on the nature of the solution to be effected. Volunteers would appre-
ciate interaction with board members to avoid such problems.

6. Terminated projects are ‘rustrating--projects may terminate due

to a lack of client interest, lecause the direction the project is taking

is too cumbersome, or because tlle suggestions are inconsistent with a de—

sired method of operation. Volunteers resent the time and energy expended
when they sense that up-front conversations might have avoided unnecessary
work on their part. However, they do realize that many clients terminate

only after they realize how much is involved in the projeéct, which usually
occurs after a porject has been initiated.

7. Volunteers may not be well suited to some clients--while volunteers
are guite capable in their area of expertise, it may prove profitable to
offer small nonprofit organizations advice from nonprofit consultants or
from volunteers with a small business orientation. Suggestions from these
volunteers may be more readily adaptable.8

The Volunteer Urban Consulting Group is to be commended for initiating
the above cited study and for honestly skaring its results. The content shared
is certainly applicable to almost any management assistance program effort. It
is easy to correlate the specific comments made in the study with previous
background on common compiaints lodged against nonprofit organization, trends
and generalizations affecting nonprofit management, simularities and differences
in management attitudes and structural concerns between nonprofit and for-profit,
and specific elements of the consulting role modified in typical MSO's. All of
these key elements have been given extensive consideration in earlier chapters

of this paper.
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D. Management Assistance Programs As Seen From the Perspective of lnited Way.
In March 1979, the United Way of America produced an excellent resource

guide entitled the Management Assistance Program? The rirst model or Manage-

ment Assistance Programs (generally referred to as MAP), was Iinitiated by the
Greater New York Fund/United Fund in response to an expressed need by member
agencies tor help in development and Improvement of agency management. For
this reason, a general summary of the New York program will be given, as well
as additional modification made in the model developed by the United Way of
America for other member organizations.

Greater New York Fund/United Way.lo

The New York MAP was initiated In 1271 based on a feasibilitu study of
the program with several United Way agencies on & voluntary basis with several
companies offering their assistance. Thelr program objectives were two-fold:
1) to assist agencies in Improving their management practices by providing
research, training, and consultation; and 2) to assist agencies 1n their man-
agement development by considering and providing management assistance grants
or lcans based on the specific needs of an agency. There were several principies
underliying the program objectives: 1) MAP is designed to strengthen the agency's
management core, i.e., the central administration for all agency operations;
2) MAP is predicated on the agency's requesting such assistance to protect the
agency's autonomy which is reflected in their sensitivity to discuss or review
their particular management problems with outside sources; 3) management as-
sistance should be separated from the regular allocations process of the
United Way; 4) MAP can assist both member and non-member agencies to enhance
United Ways's role in the community as a central resource in facilitating the

del:very of service; and 5) the United Way can serve as a catelust Lo bring
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together appropriste community rescurces (volunteer potential with management
expertise in recruiting companies and individuals to assist In management as-
sistance) .

The New York MAP is divided into three parts: research, training, and
consultation. Topics for management research are identified through year round
contact between United Way staff and member agencies to provide executives with
reference material which they can utilize in further developing the management
of their agencies. Training programs are focused on management subjects geared
for agency executives, senior management personnel, and board members when ap-
propriate. Consultation is designed to assist specific agency management prob-
lems. Several exhibits are attached to the Appendix which give an overview of
some of the specific examples of operation by the New York United Way for all
three areas. An additional set of material 1s also presented on efforts by
the United Wzy program in St. Louis specifically in the area of training. The
local MAP effort in St. Louis, in cooperation with the Service Agency Council,
(a2 steering committee of 20 agency directors from United Way member and non-
member agencies) cooperated in developing and reviewing an extensive training
program and priority of training needs.

United Way of America

The Management Assistance Program produced by the United Wau of America

represents a substantial refinement of the operational practices of the Greater

New York Fund/United Way. This refinement, building on the efforts of additional

United Way organizations, goes into more detail (suitable for replication ‘in

local areas regarding the potential benefits of MAP; operational principles,

which especizlly includes the addition of confidentialitu; as well as a number

of ways to organize, promote, and operate a MAP.)
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Of special interest to this study is the attention focused in the na-
tional guide on the elements of orientation for vodunteers who are in-
volved as consultants in a locali MAP:

Explanation of MAP, including support services provided by
the United Way:

Explanation of the role of a management consultant;
Explanation of the responsibilities of MAP volunteers . . . .

A general description of the environment in which human ser-
vice organizations operate;

All specific background information concerning the volunteer's
specific agency background.

The national guide also develops a number of other significant areas
applicable to MAP such as management seminars and training, das well
=5 extensions into management research, management grants and 10=ns, 3s
well as university management training programs.
In August 1979, the Services Outreach Division of the United Way

of Americalwhich produced the Management Assistance Program guide) con-

ducted a survey of United Way organizations on the status of local MAP
implementation. There were 57 responses to their four page questionaire
which indicated some type of local impliemeantation. Fifteen of these
responses indicated that they were presently organizing a local MAP
since the publication of the national guide. (An initial analysis of
the survey results in early Fall 1979 was different from the current
update as of the time of my study in the Spring of 1980.) With five
additional responses rfrom the first survey results (52 responses up to
57) there were seven more programs in the planning stage Iin the Spring
of 1980 than in the previous Fall. Twentu-nine programs were in operation

with the earliest operation commencing in fiscal year 1975-76. This did
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not appear to fully consider the commencement of the New York program.

Of the total, only nine had listed themselves in full operation in August
1979. Fully two-thirds of all the MAP's began operation within the

last calendar yszr. From personal contact with several Individual MAP's
nationally -the zuthor is aware that many had bequn Independent planning
efforts well in advance of the publication of the United Way of America's
guide. However, it is the author's contention that this national guide
and the demonstrated interest of the United Way of America represents

a significant factor in the future of development of the total Manage-
ment Support Organization movement nationally. This will be developed
somewhat later.

A very interesting feature of the overall United Way studywas MAP's
position in their local United Wau's organizational structure. Approx-
imately two-thirds of those responding to the survey affirmatively
indicated that they had been placed within an existing local division,
most commonly with Allocations or Agency Relations. This may present
a tragic flaw in the development of MAP as a useful tool for the United
Way member agencv, which might consider reguesting assistance. Despite
substantial efforts to ensure confidentiality of management data on
problems from presenting United Way member agencies, it would be naive
not to surmize that this close connection would nonetheless be perceived
as perhaps "too close for comfort" by the executive director and/or
Board of Directors of the presenting agency. It is not unusual, then,
that several MAP's in operation project that most of their potential

clients would b= non-member agencies.
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The study also provided data on several other areas on information on
MAP development on the local United Way level. In most cases, a professional
level person had been assigned direct respcnsibility for MAP, although two-
thirds then indicated that a volunteer MAP committee chalirperson hid not
yet been appointed in the Pall of 1979. Because most MAP's were still in
the early stages of development locally, most had not as yet actively promoted
the assistance program. Most, however, intended to, or were presently conduct-
ing MAP seminars for "generic" problem areass of management. The source for
any consultants utilized, came primarily from the United Way staff, followed
closely by university personnel, and then from for-profit companies. Most
of local programs had not visited another MAP to learn about actual cperation.
Surprisingly, most did not desire additionz! "outside" assistance. Alloca-
tions of funds for the local MAP's range From a minimum level of 5200 to
§155,000, with most of this amount coming ‘rom the United Way although there
were some foundation funds as well. Funding reports appeared to be incomplete
and therefore not fully representative of the total United Way investment.
Sipce many MAP's were in the early development phases, no doubt the financial
investment will climb in the future. The United Way of America is zlso plan-
ning to strengthen this national program ezort with future training sessions
and the development of additional support material. This author sees the fu-
ture role of United Way as very significant for the development of the manage-
ment assistance thrust.
E. General Thoughts and Conclusions On Management Assistance Programs
There comes a point in every extended study, after the author has
gathered material from many sources and woven it into a unique product,

that he is called upon to give his own thoughts and impressions. The
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purpose of this final section is to provide an opportunity for the author
to share some o% his own brief reflections on the content of this paper
and its meaning. By no means has this study answered all the pressing
guestions or uncovered all the facts. Hopefully it has raised many ad-
ditional guestions in the minds of the reader. . Sometimes after com-
pleting a chapter or section, the thought was raised of how to further
dissect, analyse, or clarify it later. Many times this was lncorporated
into the text through the selection of the data or in its very presenta-
tion. At best, this final section of the study can highlight a few im-
portant features.

First and foremost, it is Important to state that the entire area
of management assistance programs, thelir underlying theory and their
actual application strategies, has proven to be a most intriguing study.
Certainly this has been frought with all types of imperfections and dif-
ficulties in trying to develop a solid knowledge base, yet at the same
time, it offered tremendous opportunities for knowledge building and
creativity.

No single, unrelated, noncomprehensive management support organi-
zation appears to have the potential for a significant impact on the
overall quality of nonprofit management as a whole. There is iIncreasing
evidence, however, that there is growing collaboration among independent MSO
For example, the 1979 National Conference for Management Support Urganizations
devoted an entire chapter of its proceedings to the subject of collaboration.

Also in the last year the United Way of America has fostered the development
of management assistance among local communities. The study conducted’ by
Danner and Mitchell has served as a solid foundation for articulating fund-

ing strategies for various types of MSO's. Their study also emphasized how the
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how the current or potential funders of MSO's could use leverage to increase
collaboration amonc providers. Mutiple, collaborative sponsorships for MSO

prc-ects appear to have great viability, and indeed may hold the key to

their survival.

Although there mav be great variations in the extent to which MSO's
w2:ll be either staff intensive or volunteer intensive, 1t is without
cuestion that the volunteer will play a key role in the development and
mplementation of a viable future effort. This does not rule out the
substantial impact from proprietary management consultants nor the
:mpact from nonprofit MSO's who choose to operate without volunteers oz
with a Iimited use for volunteers. The key to successful volunteer
development, tc my mind, will be to facilitate the technological trans-
“er from the volunteer's experience in for-profit enterprise into the
monprofit sector. This means orientation for not only the voluntary
~onsultant, but also for the nonprofit client--executive, staff, and
board. This eorientation must not only include specific facts about
management, but also more subtle information about expectation levels,
pitfalls, and copportunities. Even if a MSO such as the VUCG, which enjoys
zn excellent national reputation, deals only with "business" issues of

nonprofit organizations, che orientation of volunteers and clients

remains a high priority. The Fitzgibbons and Kane study on VUCG bears
this out in several comments quoted earlier in this chapter. It would
r= a mistake to see that all of this orientation only be directed toward
the potential vclunteer consultant. Many of the "generic" problem

solving seminars being developed by MSO's, especially those sponsored
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through the United Way programs, ought to include training on how to
prepare for consultation and how to achieve the most from the process.
The training for nonprofit managers also ought to deal with the common
sterecotupes held by nonprofit crganizations about for-profit enterprise,
its current practices, etc. The misinformation about the facts of man-
agement are not limited to the businessman's misunderstanding of the
nature of nonprofit management.

Danner and Mitchell, whoss work has been the primary reference for
this entire study, make the following analysis and assessment of manage-
ment consulting for the nonprofit sector:

This approach offers the capability of taileoring management advice

to the particular circumstances of individual orgainizations and

managers, a5 opposed to more general educatiop, trainipg, and- self-
instruction programs. It is frequently the best answer in situations
reguiring short-term, specialized attention, but occuring too in-
frequently to warrant hiring new personnel full-time or training
existing nonprofit managers. Management consulting can also be
vaiuable in terms of giving the organization's leadership an in-
dependent, unbiased assessment of its condition and alternatives,
without fear of the internal conseqguences of suggesting controver-—
sial actions.

Mach of Danner znd Mitchell's negative view of management consulting cen-

ters on their concern about its low cost-effectiveness, the fluctuaticn

in quality among management consultants, the unavailability of certain

types of consulting resources to serve the needs of small community

nonprorfit organizations, and the inaccessibility to management expertise

found in other nonconsulting organizations. Many of these negative fea-
tures about management consulting can be overcome by the MSO which
utilizes well-oriented volunteer consultants. The direct cost of con-
sulting is usually the expense of the MSO for matching and/or staffing

the client-volunteer effort. Quality remains a problem, but a solvablse
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one, as was seen from the Fitzgibbon and Kane study of VICG. The link-

ing function of the community-based MSO can form the network for both

needs and resources.
There 1s a common perception that consulting services are expensive.
. . . There is an important other side to the question of consult-
ing costs. Frequently, they are less expensive than the alterna-
tive. Indeed, from the point of view of user organizatians, con-
sulting services should only be used when they are less expensive
than doing the work internally in the client organization. This
generally occurs when the work or Iinformation which is needed is:
1) nonrecurring, 2) specialized or technical, or 3) being learned
for the first time. In these circumstances, which occur frequently
in every organization, the most cost-efrfective cholice is often to
seek help. Often, the obtaining of that help is critical toc the
survival or effectiveness of the nonprofit organization using the
service. Given the amount of philanthropic rescurces being in-
vested in nonprofits which cannot reasonably be expected to be
well managed without outside technical assistance, the development
and promulgation of the most cost-effective consulting mechanisms

are cssential Iingredients in any fully developed system for making
the nonprofit sector work.

For the MSO which uses volunteer consultants, there can be thorny
guestions of allegiance to either the client or to the volunteer. While
the "right" answer tilts toward the client organization, it may not be

s simple as that. The volunteers and/or thelir firms may be vitally

important to the survival or at least the success of the MSO. Many corp-
orations and firms which supply volunteers may be financial contributors
(actual or potential) to the MSO. The problem is more complex for the United
Way based MSO which may have to deal with a whole set or thorny issues on the
use of volunteers from strong financial corporate supporters of the linited
Way.

Many middle management executives, probably the most available source
Of management assistance volunteers, are the potential chief executive officers
of the future. Developing strong philanthropic ties based on a positive con-

sulting experienc= for these volunteers can have long range conseguences.
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It may be more difficult to avoid using a volunteer from a strong corporate
supporter i1f the MSO determines, either in advance or after an actual con-
sulting experience, that this individual will simply not function well work-
inc with nonprofit organizations. This mav be due to an inability to make
the necessary technology transfer. There may also be more subtle personality
or attitudinal factors.

Perhaps the middle management executive has been volunteered by senior

management of the firm but the individual really has no interest in function-
ing. The corollary is already apparent in the loaned executlve program whereby
the firms "volunteer" some of their personnel for fund raising purposes. Al-
though management consulting may present a closer match to the middle man-
ager's own experience and inclination than fund raising duties, simply the

time commitment away from other pressing duties may cause a negative attitude.
This author has no definitive solution other than emphasizing a thorough ori-
entation for the volunteers and a process whereby both the volunteer and the

MSO they would try to assist can avoid a direct confrontation on the issue.

Since MSO's working with the nonprofit sector also depend on out-
side funds for their own support from corporations, foundations, individ-
uals, and perhaps United Way allocatipons, there can be a de facto com-
petition with some of their own actual or potential clients for the same

funding dollars. In many respects, the advent of the United Way into

formal management assistance programs adds & new dimension which has not
been adegquately treated In the MSO literature. United Ways certainly
See a great attractiveness to funding MSO extensions since this will
engender positive response from management oriented corporate leaders.

Howewver, since many United Ways have developed a policy of providing the
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start-up funds for a program with only short term funding until the pro-
gram can be self-sustaining, seemingly some United Way launched MSO's
may find themselves competing with the United Way for corporate funding
support. However, here I believe that there will be less competition
than meets the eye. The United Way could always justifiably take credit
for initial and/or continued support of the MSC. In my opinion corporate
funders are likely to view their own separate support of good MSO's as
different than their support of United Way, much in the same way that
they view their support of non-United Way charitable endeavors. Very few
corporate givers totally restrict their giving exclusively to the United
Way but follow a myriad of criteria for supporting non-United Way projects.
Since many local corporations and foundations are rather parochial in
their furding focus, this author could envision that their direct support
of & locally based MSO might not detract at all from their United Way
support. Indeed it mav in fact increase funding potential from the corcz-
oration and provide an appropriate channel for foundation funds which ar—
pear to be more limited for lnited Way program endeavors.

I have already alluded to what I consider a tragic fiaw in United
Way MSO's, i.e. their crganizational placement within or too close to the
allocations process. ['nless this question is dealt with directly, thers

is grave concern that member organizationS., especially the larger ones,

might not come to a MAF for assistance despite a great need to do so.
Perhaps an effective way to deal with this problem is to have the United
Way Initiate the MAP or help it through its start-up period, and to then

leunch it idependently zs soon as possible thereafter. The deve lopmen

Oof an adequate fee structure, even for those fully or substantially
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funded by United Way dollars, would be one of the first major supports
for this eventual independence. Despite all efforts to face this problem,
however, 1t may stili be a classic Catch-22 situation.

Efforts to develop and expand training programs for nonprofit man-
agement through MS0's can lead to complications. These programs can re-
sult in no more than a string of unrelated "one shot" experiences con-
ducted under the same auspices. Since many agency managers already pos-
sess a bachelor's degree or even a graduate degree, they may feel the
necessity to direct the training experiences towards a recognizable aca-
demic goal. The provision of academic credit for management experience,
previous MSO seminar attendance, etc, will become key issues along with
the kind of teaching methods and procedures geared toward the adult learner
who is employed fulltime. Since many of these seminar sequences will
have the same directien from the MSO and a recurring audience, I would
predict that they would get beyond the "how-to" stage and begin to look
for more of a theoretical basis for information on management in the
nonprofit sector. Since this would enhance carryover to other work set-
tings, the trend would blend more easily into a frankly academic orien-
tation. Trial efforts to link MSO management seminars to academic credit
have already taken place at Lindenwood College in St. Louls and at Colum-

bia lniversity in New York City.

It was envisioned by this author that several of the individual
chapters or subsecticns of this paper might be seen as free standing
units focusing on discreet information areas. Each of these units could
serve as a knowledge building block for application into other area,

e.g. utilization of the trends and generalizations material might be
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made a part of a new board member orientation manual, etc. However,
the author has maintained throughout the development of this paper that
his unigue contributien to the literature would be to direct this diver-

gent material into a focus for MSO's utilizing volunteer consultants.

Direct utilization of this paper in its present form may be guite limited

outside academic circles. Nonetheless, I felt the particular study was worth-
while because it allowed me to pursue a topic which will have far-reaching
consequences in the future. Since the paper was constructed in somewhat dis-
crete chapters, it is hoped that separate sections might be of value in cer-
tain areas of nonprofit management. Since the paper will also be shared with
many individuals active in the MSO movement at the national level (some of
whom are listed in the acknowledgement's section of the paper), it would be

my hope that this paper couldserve as a springboard for further investigation
and study for others just as Danner and Mitchell's materials did for me. At
the beginning of Chapter II of this paper, Danner and Mitchell's quotation
compared the efforts at knowledge building in nonprofit management to pioneerir:s
Perhaps efforts like this paper and others to follow represent the second and

succeeding generations to their pioneering efforts.

In closing, I would like to set a perspective for the future using

author Dale McConkey:

The next major breakthrough in management will not occur in the
corporate boardroom, nor will it have a business orientation.

It won't even occur in the world of business. The breakthrough
will, and must, take place in the so-called nonprofit sector.

We are presently seeing the beginnings of this breakthrough. The
full impact of the breakthrough will become evident when there is
general acceptance--one that is translated into practice--of the
fact that a manager is a manager and that the demands upon him are
the same, regardless of the product, service, or purpose of his
organization. The pressure for accepting this fact is mounting
most dramatically. It's been a long time coming!



118

Historically, we have been sadly negligent and often outright
reluctant in emphasizeing managerial effectiveness in the nonprofit
sector. Effectiveness has been looked upon 8s being required al-
most exclusively of private-sector managers required to grub for
the almightly buck. The purpose of many nonprofit organizations
has been viewed as so laudable and high as to be above any con-
sideration of effectiveness. AS a natural consequence, persons
with little or no management training have been hired, appointed
or promoted intc positions requiring them to manage physical cap-
ital, and human resources of a magnitude that would stagger even
the better-trained and more competent managers 1n the private sec-
tor.

Management of nonprofit organizations has no landed right to
be ineffective, to ignore managerial productivity, to ignore the
"profit" motive, or to fail to evaluate new or revised approaches
to management. Nor should the managers of these organizations be
immune from strict accountability to those they serve, those upon
whom they depend for their funds and support.

Nonprofit organizations, too, must earn a "profit" by operating
with as much efficiency and effectiveness as possible to achieve
the right priorities. While the nature of their profits may bear
different labels, the profit motive must be present it they are to
avoid economically and socially wasteful practices that raise ma-
jor questions bout their reason for being.
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APPENDIX A

l. Primary irole - the central mission orf the organizaticn

3

10ns

'ront Line" Organizat

"

"Behind the bines" Organizations

r . : e I : ‘ :
mempership benefits - examples might include fraternal organizations,
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WAYS OF CLASSIFYING NONPROFITS *

sports clubs, consumer cooperatives, recreational or leisure groups
like gardening clubs, bridge clubs, recreational vehicle owner groups,
etc. who exist largely to serve the interests of thelir members or
participants.

representation and advocacy - this ipcludes groups like trade unions,
chambers of commerce, environmental action coalitions, ¢ivil rights
organizations, political parties, campalgn committees, erc.

service delivery to individuals - this is perhaps the largest single
category, and needs to be broken down further to minimize confusion:

- human services - Including health, education, welfare, housing,
rehabilitation, nutrition, and other such groups, e.g., hospitals,
colleges, schools, clinics, halfway houses, self-help groups
like Alcoholics Anonymous, sulcide prevention groups, rape coun-

seling programs, ctc.

- cultural - including arts groups such as dance, oper<, symphony,
literary, or other comparable entities; historical and architec-
tural preservation societies; museums, zoos, public media groups.

- spiritual - examples include churches, meditation centers, reli-
gious groups, etc.
research and information - this category consists of organizations
engaged in analysis of particular public issues, collecrion of data,
or publication of information, =.4., public Interest resoarch qgroups,
The Conference Board, learned journals, certain academic or profess-—
ional societies, Foundation Center, etc.

direct resource providers - this includes nonoperating ndependent,
family and corporate foundations who provide grants directclu to appli-
cant organizations.

indirect resocurce providers — examples include the federsted fund-

raising organizations like United Way, United Catholic Appeal, Jewlish
Welfare Federation, United Negro College tund, eto; brokers of volun-
teer services such as Volunteer Bureaus, Retired Executives FPrograms,
Voluntary Action Centers, etc.; other intermediary sources of fin-
ancial support, e.g. communitu foundations; clearinghouses. . . .

management helpers - this encompasses providers of various services
and materials who helf usuvally "front-=1line" nonprofits cope with
particular management and administrative problems or opportunitie,
#.4., "manageemtn support organizations," or the National Information
Center on Veolunteerism.

-_—

*john Danner and James Mitchell, Designing Effectrive Strategies For

Management Capacity-Buil ding in__g_.‘g__g,@:al_ A.Z:Epr__o_rf t Sector: Part One
0f 1378, pp9-12.

of A Pilot Project, Washington, D.C.: The Support Center,
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2. Primary Field of Program Activity - This is the field or substantive

area which th- organization has identified as its primary mission and
in 'which it carries out its major programs or activities. Examples:

Issue Orientation

human rights/international affairs

management lmprovement

economics (as employees, employers, consumers, professionals, etc.

social/recreational (hobbies, athletics, etc.)

political/legal/regulatory (political reform, watchdog.

religious (spiritual or moral development and guidance)

human services (education, health, etc.)

culture (arts, crafts, ethnic heritag=, etc.)

economic development

environment

other (a2 category as amorphous and comprehensive as the Interests
and concerns which lead people to join together for common pur-
poses)

Constituency Orientation

age-related (infants, youth, elderly, =tc.)

ethnic (Asian, Czechslovakian, African, etc.)

religious (Jewish, Catholic, Scienteology, etc.)

women

physical conditian (handicapped, blind, etc.)

economic circumstances (poor, "near poor," common empioument, etc.
gay

maritial status (single, divorced, widowed, etc.)

other

3. Primary Beneficiary Group - The individuals or organizations who are

INDIVIDUALS

ORG'NS

the intended or actual major reciplents of the organization's benefits:

- 3 -
members and participants

"eligibles" = direct recipients of nonprofit services which are
contingent on the recipient having certain characteristics or
satisfying certain standards, e.g. residence In a particular
neighborhood, motherhood, low-income status, etc.

constituents - a defined and limited group who berefit from the
activities of the nonprofit without being actuzl members, parti-

cipants, or clients.

general public - nonprofit activities the benefits of which are

available to any person.
nonprotit
commercial

government
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APPENDIX B: CRITICAL INTERVENTION QUESTIONS IN CONSULTATIVE PHASES

In Chapter IV: Management Consultation for the Nonprofit Sector, we
discussed the Phases in Consultation drawn from Lippit and Lippitt. They
have also developed a helpful "Inventory of Decisions" in each phase of
consultation. This can serve as a check list of critical decisions that
consultants face in each consultative phase:.,

PHASE 1: INITIAL CONTACT AND ENTRY
Critical Intervention Questions:

1. How can I legitimize for clients their sharing of pain, prob-
lems, and sense of failure without stimulating their defensiveness?

2. How can I ask probing guestions and not mobilize feelings of
irritation and hostility toward me?

3. How can I listen to and encourage the unloading of problems
without appearing to accept the projections of blame and the attributions
of causation orf the exposed problems?

4. How can I demonstrate expertness and establish my credibility
as a potential source of help without creating dependency and zn expect-
ation that I will solve the problem?

5. How can I explain readiness to work on change without appearing
to assume (before diaynosis) that a lot of change is going te be needed?

6. How can I bring up and explore questions of compatibility without
sounding too clinical, doubtful, or demanding?

7. How can my relevant experience and training be communicated
without sounding like a sales pitch?

8. How can I be reassuring without being interpreted as saying the
problem 1is mincr or can be easilu and guickluy solved?

PHASE 2: FORMULATING A CONTRACT, ESTABLISHING A WORKING RELATICNSHIP
Critical Intervention Questions

1. How can I explore poterptial traps and misunderstanding with
clients without appearing negative or disturbing?

2. How can I strike a balance between making clients' responsibil-
ities and comm:itments seem too heavy (at this early stage) and letting
them make false assumptions about the amount of work that will be expec-
ted by the consultant?

3. How can I find some waus to test compatibility and skills of
collaboration without entering irto some irreversible commitments?

v

4. How can I be clear about the ievel of mu commitment of time
and en2ryy without appearing to sell muself of have inflexible standards?
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5. How can I clarify some limititations of my resources without
creating loss of confidence in me?

6. How can I realistically communicate my available time and en-
erqy without discouraging the client?

7. How can I work for involvement of appropriate parts of the sys-
tem without antagonizing the ingroup?

8. How can I stretch thepecessaru time perspective of the contract
without appearing to promote more work for muself?

9. How can I write the commitment about the participation of top
management without creating defensiveness and gameplaying?

10. How can we define outcomes and accountablliity to be derived
without creating traps and limitations?

11. How can financial terms be definite and yet flexible 1n response
to changes in conditions, e.g. new critical problems discovered, basic

conflicts to be handled?

12. How can division of labor be defined without too much rigidity
and without scaring people?

PHASE 3: PROBLEM IDENTIFICATION AND DIAGNOSIS
Critical Intervention Questions

1. How can I get people to open up and question their assumptions
about the causes of their problems?

2. How can I get them to accept the need for objective fact Finding
to supplement their own data assumptions?

3. How can I introduce perspective about the time that 1Is neesded
without discouraging them?

4. How can I chtain their appropr:iate understanding and commitment
of the time and energy that will be reguired of them?

5. How can I involve them enough In the diagnostic data-collection
process for them to feel ownership of the data and accept its validity?

6. How can I arrange for the appropriate parts of the client system
to review the data and draw implications for action?

7. How can I focus on data about need and readiness for change,
rather then simply working on causes of the pain or the probliem?
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PHASE 4: GOAL SETTING AND PLANNING
Critical Intervention Questions

1. How can I create a psychological readiness in people to think
into the future and freely imagine alternative futures?

2. How can I free them enough from inhibiting assumptions about
adjusting, predicting, and feasibility to project a desired future

based on their values?

3. How can I prevent them from choosing goals before they have
tested alternatives for probable consequences?

4. How can I confront the tendency to involve too few members of
the system in goal setting and planning?

5. How can I press for concreteness and measurability in goal state-
ments without evoking a negative reaction?

6. How can I stimulate interest in step-by-step goal planning in
place of a preoccupation only with big, long-term perspectives?

7. How can I support planning for evaluation as part of planning for
implementation?

8. How can I help with reality testing of plans?

9. How can I help clients to explore the possible side effects and
traps that are part of planning?

10. How can I push for personnel commitments of time, effort, and
accpetance of deadlines without creating resistance and flight?

11. How can I stimulate clients to consider the need for and use of
resources beyond themselves?

12. How can I plan for may withdrawal and the development of inter-
nal resources to replace my functions?

PHASE 5: CONVERTING PLANS INTO ACTION
Critical Intervention Questions

1. How can I present to clients the necessity and value of action
rehearsal so that it will be accepted?

2. How can I present and demonstrate the value of skill-training?
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3. How can I demonstrate and communicate the details of =ffective
involvement, bri=fing techniques, and preparation for all implementation
actions as replacements for the assumptions that good intentions and
acceptance of goals are adequate?

4. How can I confront the weakness of an authoritative strategy with
a process based on voluntary involvement?

5. How czan I deal with the dependency of clients who want me to
use my expertness tc produce the action?

6. How can I introduce procedures for obtaining feedback on each
action step and for using the data?

7. How can I suppert the use of other resources as an evidence of
strength rather than weakness?

8. How can I introduce and support celebration of milestones of
progress?

9. How can I help those who are taking action to understand the idea
and the use of support systems and to use each other for support, rein-

forcement, and debriefing?

10. How can I support the commitment to document the action and the
consequences?

PHASE 6: CONTRACT COMPLETION: CONTINUITY AND SUPPORT
Critical Intervention Questions

1. How czn I deal objectively with my own conflicting inclinations
to see "all the help the clients still need" and also to move on to do

"new and exciting things"?

2. How czn I involve the cleint in setting goals that iIncrease
self-direction znd internal support?

3. How c=n T make appropriate commitments for periodic support as

4., How can I confront and suppcort the need for specific deadlines
on progress checkpoints, the need for renewal, and other items?

5. How can we find ways to provide suppert from a distance.

6. How czn I support continuing plans for documentation and eval-
uation?

7. How c=n I support plans for continuing Internal personnel devel-
opment and inrtsrnal change-agent funcrtions?

8. How can I ehlp to clarify the client's understanding of ongoing
and potential nseds for external help and appropriate procedurss to get it?



— e ey emm mm am R MM MR e AN I G O MR 6 & o=

133

APPENDIX C: Volunteer Urban Consulting Group Duties and Responsibilities

of Clients, Volunteers and Starfrf.

-~ e

DUTIES AXRD RESFPONSIDILITIES OF CLIENT
OF THE VOLUNTEER URBAN CONSULTING GROUP

1) Froviic necessary information to the staff and volunteers of the
Volunteer Urban Consulting Group.
2, Participate with the staff arnd volunteers in the developnient il

z work plan,
Agree 10 the work plan after it is developed,

<. “ormunicate with velunteers directly as appropriate,

.rself/herself and his/her staff available to th
luztecrs of the Volunteer Urban Consulting Group durin
cours - of the project.

o

b
]
o
o

: Infuri the Volunteer Urban Consulting Group and/or volunteers
I 2=y problems that arise during the project.

Notifv Volunteer Urban Consulting Group staif when a project :
; iing according to the work plan »r when ~ther in
< ls 2re needed,
S, T i¢h Volunteer U'rban Conzaltine Group =taff an Teant
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DUTIES AND RESPONSIBILITIES OF
VOLUNTEZER URBAN CONSULTING GROUT VOLUNTLERS

~.. w b the VUCG staff to develop and/or revise a comprehen-
cive wors plan for the project. This wor! plan will inciude a
e ooen o client, volunteer and VUCG siaif respousibilities
- well -5 2 tin.ctaole for completion of the project.

Siut rualifving and prioritizing all manazement related pro-
leviis * o Le dealt with during the assignment and vrovide
1ditignal problems which are not specitied in the

2L+ .r. plan and are deemed critical in nature,.

.azhere 1o the agreed vpon work plan and timetable.

s.rn - the vulk of the responsibility ior maintaining comnmuni-
itk the « lieat and other veolunteers, This includes re-
1:=: '2 "he client on a personal basis, scheduling meetings
coded with the client and other voluntecrs, askinz the
s _Zdizional information vhen needed, etc.

act vith VUCGC staff on a frequen' and regular basis.
tacts shauld focus on discussing the pregr-ess o the

1, informing VUCG when problems «rise or the grojest is
¥ ariing as planned; :nmrn.inﬂ VUCG whea ancther solun-
‘oer 11l is needed or when the voluntecr's) wishes ad
thes member o the team; informing the VUCG stai: when 1t
: 2zt a2 proiject has been successfully completed or should
1128 because it is no longer produclive,

ila*le =29 assist in the mnplementation phase ot the

PO
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DUT'+S AND RESPONSI2ILITIES OF THE STAFF
OF T:' . VOLUNTEER URBAN CONSULTING GROUP

Accept client referrals and make the initial determination as tu
whether the proposed project is suitable for the resources of
the Volunteer Urban Consulting Group. At times, this is to he
cone with the help of volunteers.

“laxe the initial determination as to the skills required in a
particular project.

Chltain volunteers with the required skills, 1.e. locating and
gualitying.

Bricf and inform volunteers as to the workings and operating
nhilosophy of the organization to be assisted.

=~ vide volunteers with whatever iniormation 1s available on
the «lient and his or her husiness or field.

ure that volunteers and clients are properly introduced
ctava wther and tc other relevant parties ¢n an as needed basi

Wwors with volunteers and clients toc develop a work plan.,
I nesure *hat communication between clients, volunteers, and
& is maintained.

that progress memos are written when necessary.,

nitur performance of projects, ensure they are procceding
properly and take corrective action on a timely basis when
iccessary.

-hatever necessary to facilitate volunteer participation w
niorm volunteers whenever problems arise and agree on propoer
course of action,.

Estzhlish and maintain contacts and relationships with indivii.2°

nad  roanications in business, government, etc. who arc impor-
e iuifilling the goals of the consulting proijects.
- - .
Jdetc rooine with volunteers when a protect has been successtully
completed or should be terminated.,

Send appropriate communication to veolunteers, client and all cnn
cerned parties at the end of a project.



13€
APPENDIX D. _Research, Training, and Consultatimn Exhibits of the Greater
New York/United Way Management Assistance Program

EXHIBITS

ENT ASSISTANCE PROGRAM

.t
s
v s
-y
X
Q
1
4

Executive Compersation - Summer, 1971

Desizned to serve as a guide to agencies on executive compensation
for the purpose of comparing and up-grading executive salaries in
agencies and to assist agency boards in their recruitment efforts
when filling executive vacancies.

192 member agencies served as a sample.

Personnel Practices - Soring, 1972

Desizned lu serve as a guide to agency executives in the planning
anud developmen: ¢ a wide variety of personnel benefit programs

196 member agencies served as a sample.

Measurine the Effectiveness of Agency Services - Summer, 1972

Designed to proviZe information on United Way activities that in-
clude measuring :=e effectiveness of agency services apart from

the process of buZzeting and allocating funds to agencies. The

study includes cc=rational definitions for the terms, eifectiveness
and efficiency. Ceneral Flectric Company assisted with the study
which culminated in a session at the National United Way conference

237 local United Ways served as a sample.

Exhibit A - Rescarch
1.
2‘
and personnel practices.
3‘
in Washington.
* 4,

Agencyv Roards of Directors - Fall, 1974

Designed as a reference publication to provide a means for executives
and board leaders :0 compare their current board management practices
with those of other organizations; to provide an objective source of in-
formation which couzld lead to the development of guidelines for agencies
in the area of boz-2 management; and, o provide information which

ccald serve as a =3sis for training programs for exccutives and bouard
leaders. The suirvey resulied in responses o a gquestionnaire from 296
agency exccutives and board presidents, and 1700 board members rezard-
ing their specific Toard experiences.
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Personnel Denrfits 2nd Liability Insurance Si:dy - Summer, 1978

Desigaed to provice executives with a guideline that will enable
them to compare existing benefits and liability insurance packages
with agencies of similar budget size. The study will also be used
to determine the feasibility of administrating joint beneifit packages
for member agencies.

Based on the incrczse in government funding of voluntary agencies,
the study is designed to determine the impact that government fund-
ing has on the manzgement of voluntary organizations. Issues in-
clude procedures Ior obtaining goverament funding; daily prcbhlems
in managing government programs; and cost implications of manag-
ing government pro:rams. The publication will provide a comprehen-
sive guideline fur agency executives on issues to be considered prior
to and during the execution of governmental programs.

Compensation Survev of Professional Persornel - Vinter, 1978

Designed to provice executives with a grideline that will enable
them to compare :-eir existing salary ranges with other agencies
of similar size a== assist in determining salaries for staff. The
sample will cover approximately 250 agencies.

financed jointly by the United Way and foundation grants.

Exhibit B - Training

1.

Solicitine Foundz:izns - Snring, 197! - Foundition Exccutives

Designed to assis: agency executives in understanding the
philosophy of founZation giving, the appropriate method in
preparing grant rezuests, and the significance of the Tax
Reform Act.

116 partizipants rerresented 78 agencies.



138

Fiscal Planninz a=4d Buadgeting - T"all, 1971 - Arthur Andersen & Co.

Designed to assis: executives of agencies in developing
appropriate me:thods for budget planning and control.

133 participants represented 87 agencies.

BPenefit Administrztiocn - Spring, 1972 - Conntinental Can Co. andothers
Designed to utilize the results of the personnel practices

and benefit study Ly focusing on particular problems cf

benefits adminisiration.

118 participants represented 106 agencies.

Board Traininz - Fall, 1975, Fall, 1276, Fall, 12977 - United Way Staff

Designed to utilize the results of the Board of Directors research by
focusiny on specific areas of Board Manage:nent including the role
and rcsponsibilizies of members, preparation for board meetings,
committee development and symptoms of problems.

An average of 113 participants represented 94 agencies.

Accounting and Tinarncial Reporting - Summer, 1976 - Price Waterhouse

& Company

Designed to clariiy the new A.L. C. P, A. regulations for not-for-profit
organizations an< assist agencies in implementing them.

187 participants represented 127 agencies.

Public Relatio=s - Fall, 1976 - Staff and P.R. S, A,

Designed to assist agencies in improving their effectiveness
in dealing with :ze press, foundations and contributors. Co-
sponsored by tzme Public Relations Society of America, New

York City Chapter.

120 participants represented 160 agencies.
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Exh

Marketing your Acency for improved Visibility - Fall, 1977

Columbia Trniversity Marketing Denartraent and othiers

Designe- to foczs on speciflic areas of marketing, public reporting,
arnuaal cir 1ers, z=d direct mail fundraisinz. Co-spcnsored by the
New York City Chaptler of P. R.S. A.

117 pzrlicipants represented 92 agencies,

Tem -
Institute £

or E
Fall, 1977, S=-ring, 1978

This advancec niznagement course for executive directors of
not-for-profi: z-.;encws is being co-sponscred by Thco Greater
New York Funcé United Way and Columbia University's Graduate
School of Sociz! Work, Health Sciences and Business Adminis-
tration., The course consists of fifteen (15) weeks. Taree (3) of
these zre resicdential weexs at the Columbia Conference center
and the other twelve (121 weeks consist of classes all day on Friday.
The curricuium emphasizes strategic planning, accounting and
finance, personnel, marketing, and service development. Approx-
imately twenty-Zive executives participate daring cach semester.
The total cost :s $3, 000 per participant. Scholarship aid is provided
y loca! curporations, foundations, and United Way.

Rl - Agencyv Consultztions

Arecncy Cornsultations by Service Category 11/73 throceh 2/78

ChLild and Family Services 45
Recreation Group Work 14
Community Services 19
Health Services 18
Neighborhood Houses 26
Employment and Training 1
Mental Health Services 2
Services t2 the Aged l

(adY

Total 12
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heoency Conezl*=:ions bv Managemen! Caterzory 11/73 throuph 2/78

z Genera. ~dministration 63
Perszm—=2! 25
Finance z=d Accounting 18

Comir.-.n.cations 21
Total 127

#Includes Board Operations; Physical Plan:; Legel Services, Computer
Systems and reviews of Organizational structure (Liznagement Aadit)

Consultins Torsorations Providing MMer

= Terment Assistance
Yzwech |, 1976 throuph Febraa

v 28

)

l. A.J. Contracting and Company, Inc.

2, A.T.&7T. - Loang Lines

3. Arth:r Ancdersen & Company

4, Avon Froducts, Inc.

5. Bache i Company, Inc.

6. PBankers Trust Company

7. Blytze, Eastman & Dillon

8. Booz, Allen and Hamilton

9. Cherz:zzl Bank

10. Colin Cznstruction

11. Contizm=ntal Can

Crcss & Brown

Doutlecay & Company

Equizz:zle Life Assurance Sociely
United States, Inc.

rns: & Ernst

rporation
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17. ood Comgany
18, Generz. Electric Company
19. Greynxzand Bus Line

ional Business Machines Corp.
aney Company, Inc.
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Qfiice uf Volunteerism



21.
28.
29.
30.
31
32
33,
34.
35,
36.
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McCraw-Hill, Inc.

Mobil Oil Corporation

Morgan Guaranty Trust Company of New York
Port Authority of New York & New Jersey
Price Waterhouse and Commpany

Public Relations Society of America

Robert W. Tauber, Inc.

Roslyn Willett Associates

Taggart Associates

W.R. Grace and Company

Arecas of Manacement Ascsistance Peorests

March |, 1976 through February 2¢, 1877

Management Information System Analysis
Reporting & Data Collection Systems Analysis
Public Relations

Anpalysis of Salary Guide

Brochure Design

Fundraising

Office Systems and Procedures

Health & Pension Plan

Internal Reporting System

Accounting & Controls

Personnel Manual

Space Study

Long-range Planning

Analysis of Tinancial Department

Filing

Training Program for Staff

Complete Management Audit

Agency Operational Manual

Insurance Review

Standardized Fiscal Procedures in Bookkecping
Statistical Analysis of Program Activities
Persounel Management System

Real Estate

Food Purchasing & Control

Internal Con:rol & Billing

Fiscal Management

Board Management

Architect

Program Review, Program Planning
Research Techaniques
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3L Insurance and Annuity Plans
32. Purchasin

33. Finance & Control

34. Design & Production

35. Analysis of use of Computers
36. Establishment of 2 Thrift Stiop
37. Communications

38. Development of Transportaticn Program
39. Real Estaie Law

40. General Acdministration

41. Construction

520, 000 grant - Northside Center for Child D’evclopmen:

Objective - Imoraoved NManagemc::t Cperations

This Harlem based agency provides educational and therapectic
services to children who are unable to be maintained in the zuslic
school system. The grazat was used to implement recoirnmencziions
that were made by Port Authority volunteers who conductec 2 mana-
gement audit through the agency consultation program. Recommen-
dations included strengthening in specific areas of general zdminis-

tration; finance and control; and, long-term planning and organizatien,

Fxamnlcs of Management Grants
l.
>

$30, 000 grant - Tewish Board of Cuardians and Tewish
Family Services

Obiective - Mercer

The first organization provided a vast number of services to indivi-
duals ranging from infancy to old age. The second organization
providecd a vast number of services to families. After a long s:udy,
the agencies agreed that merging would improve the effectiveness
and efficiency of providing services to families and individaals and
also redice expenses in the long run. Funds were used to pay ior
partial expenses incurred by the merger whicnh were legal feces;

1.

«gration of fiscal and program operatins; relocation of fac
staff reorganizaticn and orientation; #nd, iuternretation to the
commurn:ity., The balance of the nmcrger expenses were paid by tac

-2
two agsencies and one other outside funding senrce.
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$6, 000 grant - United Neighborh~od Houses

Oblective - Im=rove Fisczal Contro! and Manasement

This agency serves as an umbrclia organization for thirty-
six settlement nsises in New York City. The funds were
used to implement recommendations made by Lever Brothers
voliruteers who conducted a feasidilicy study for computerizing
fiscal operatiorns through the agency consultation program.
Funds were usecd to cover implementation costs for one year
after which tin:e the agency will pick up all expenses through
their operan 1g budget.

$38, 000 grant - Institute for Human Development

Objcctive - Executive and Board Develnonment

This agency serves as an umbrella organization for seventy
two small, communily based grassroots organizations. Fund
will be used to conduct a training program in conjunction with
Fordham University, Graduate School of Social Services. The
training will be for board memkbers and key staff. Funds will
pay for two semesters; each with a capacity of 25 participants.
The curriculum will include: board development, fiscal manage-
ment, program aad propcsal development, legal services, per-
sonnel management, community relztions and conmmmunications,
S13, 750 grant and S8, 730 loan - Younz Womens Christian Accso-
ciation of New York

Objective - Imnrove Alanacemen: Svsiems

Five thousand dollars of the grant was used to pay for coasul-
tation services fromi Arthur Andersen and Company. Tihis re-
sulted in a diagnostic study to determine the overall management
problems of the agency. The remaining funds (38, 750 grant and
$8, 750 loan) were used to implement Phase 1l consistin g of
developing a systems plan with a potential of saving the agency
$31, 000 over the nex: five years, with an £ll, 020 a:*.:*.ua! 5.‘-.‘.'1'.'.;
{rom that point cn.
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$1l, 000 grant and Sll, 000 ican - Henry Street Settlement

Obicctive - Resclve Specific Marnzazemert Prohlems

Furds were used to implenent recommendilisnas mace by
Exxon volunteers throuagh the agency consultation compo-
rent, In-depth analysis were made in the areas of com-
puterization; organizaticnal structiure; manue!l procedurcs,
telephone service, and food service. Once iriplemented,
the recommendations weuld incur an annuai savings of
$z0, 000.
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Management Assistance Center, United Way of Greater St. Louis

MARKET ANALYSIS

STATISTICAL RANKING OF SPECIFIC ITEMS
FOR TRAINING & CDUCATION

Board of Directors

s
2.
3.
4.
5¢
6.

Board Responsibilities

Board Decision Making Process
Recruiting Board Members
Committees

Board Agenda Identification
Actual Management Decisions

Legal Requirements

1. Liability and Insurance
2. Contracts
3. Fringe Benefits
4. Tax Exempt Status
5. By Laws
Planning and Budgeting

U Wwny -
P

Long Range Planning

Program Evaluation

Program Planning and Budgeting
Budget Forecasting

Goals and Objectives

Accounting and Finance

SO s Wwhn -~
s s e 8 4 s @

Accounting for Non-Profits
How to Spot Financial Trouble
Useful Financial Reports

Role of Finance Committees
Fiscal Controls

Forecasting

Audits

D00~

— O WO 00~

00~~~

Board Procedures, Structures, By Laws

Board Liability

Board Negotiation Skills
Record Keeping

Conflict of Interest
Board/Director Relations

Licensing
Incorporation
Charter

Other Codes

Annual Plan

Demographies and Planning
Contingency Planning
Budget Revisions

Personnel
Bookkeeping

Data Processing
Financial Analysis
Cash Management
Investments

Documentation for Financial Transactions
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Resources
1. Proposal/Grant Writing 6. Financial Planning
2. Contributions and Solicitations 7. Pre-Grant Analysis
3. Federal, State, and Local Funds 8. Contracts & Other Third Party Payments
3. Endowments and Foundatiens 9. Fee Policy
4. Working with a Grantor 10. Administration of Fee Policy.
De Capital Fund Drives
Public Relations
1. Agency Public Relations 6. Media
2. Public Relations Target 7. Public Relations
Group Analysis 7. Audio-Visual Aids
3 Brochures 8. Allocations Panel Presentations
4. Program Marketing
Es Managing a Public Relations
Crisis
Personnel Policy and Concerns
1. Time Management 14. Personnel Policy Revisions
@ Employee Evaluations 15. Compensation of an Agency Director
3. Wage, Salary, and Benefit 16. EEOC
Administration 16. Forms of Compensations
4. Staff Productivity 17. Record Keeping
5. New Employees 18. Unionization
6. Personnel Policy and 19. Fair Labor Standards Act
Procedures 20. Expense Reimbursement
T Staffing Analysis 21. Recruiting an Agency Director
8. Personnel Policy Manual 21. Retirements and Layoffs
9. Professional Liability Insurance 22. OSHA
10. Hiring
10. Terminations
13. Evaluation of an Agency Director -
12. Recruiting

13. Employee Grievances
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General Management

w0 W N -

Supervisory Skills Development 5.
Staff Development 6.
Employee Motivation .
Management by Objectives 8.
Management by Results 9.
Filing Systems and Methods T
0ffice Managements 8.

Computer Usage and Smali Agencies

Working with Voluntears 9.

Management Information Systems 10.
-computer based-

Management Information Systems
-manual-

Management Training for Middle Managers
Organizational Structures

Management Trainina for Board Members
Management Training for Line Staff
Staffing Patterns

Building, Fire & Health Codes
Security

Working with a Contractor
Mergers and Closings



T0: Mr. Robert Ebers, Chairman
Management Development Sub-Committee 148
United Way of Greater St. Louis
915 Olive Street/Box 14507

2 APPENDIX E: Management Assistance
St. Louis, MO 63178

Center,

SUBJECT: Enrollment Application for 1979-80 Management Development Series

[:] Please enroll me in the entire Management Development Series, for Certification.
This entitles me to participate in all Core (C) and Elective (E) sessions.

I wish to enroll only in Core (C) or Elective (E) sessions indicated below:

October 10, 1979: Developing Adaptive Leadership Styles.(C)
October 11, 1979: Time and Priorities Management (E)

November 7 & 8, 1979: Board Agenda & Roles Identification (C)
December 5 & 6, 1979: Managerial Negotiation Skills (C)

January 9 & 10, 1980: Situation & Organizational Analysis (C)
January 30, 1980: Public Relations (F)

February 6 & 7, 1980: Goal Setting: Management for Results (C).
February 20, 1980: Fee Philosophy, Policies & Administration (E)
February 21, 1980: Assessment of Fund Raising Capabilities (E)
March 5, 1980: Organizing & Delegating for Results (C)

March 19 & 20, 1980: Personnel Administration Inventory (C)

March 21, 1980: Interviewing Skills (E)

April 22, 1980: Not-for-profit Accounting for the Uninitiated (E)
April 23 & 24, 1980: Effective Utilization of the Accounting System (C)
May 7, 8, & 9(a.m.), 1980: Planning & Budgeting Seminar (C)

1 0 o O O

June 4, 1980: Evaluation - the Beginning of Planning (C)

A11 Core (C) sessions are required for Certification.

By applying for membership in the 1979-80 Management Development Series, for
particular sessions or complete program, I am agreeing to fulfill course requirements
as described in course brochure, assignments for particular sessions, and program
evaluations as required to assist in future program development.

Applicant's Position in Agency
Degrees held: (please give type of degree, date, and school)

(Applicant’s Signature) (Executive Director's Endorsement)

Agency Telephone Number
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