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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 pri va te .~ollars: The sma ll bud­
gets and staffs were supplemented, both financialiy and programmatically, 
by voluntary help . 

In the J960 ' s, however, the nonprofit sector experienced dramatic 
growth . Government programs provided substantial funding, and most organi­
zations took the opportunity to expand. . . The c once rn 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 e x­
pert as they i.1ere programmatical ly, many were unprepared for the challenge 
of running large organizations. s u·ch 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 matter s. . . . 

Usually businesses have viewed their responsibility to the local 
nonprofit sector primarily in terms of financial support . . ~ 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, fe w senior executives can take the 
time to help nonprofit groups solve their operational problems. These 
board members ' corporations, however, are tilled 1-1i th middle-management 
executives who would jump at the opportunity to use their skills and their 
time for the benefit of worthy organizati ons--if only they had the oppor­
tuni t-y . 1 

In a few short phrases, Mitt enthal and Mahoney describe one of the 

most challenging frontiers for managemen t 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 mcnage­

ment area wor th] of -substaiitii'al iin'Vest'.iga:t;ion . 

1 
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There is a widely held perception: 

.. that local level nonprofit organi z a tions are e xpe ri e ncing munage-
ment problems which are both pervasive and s e rious. The pre sence of these 
problems critically undermines the abil i ty o f the br:oad array of nonprofjts 
to generate maximum soc ial benefit f rom the re source s avai labl e to them.2 

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 the re i s an excess of ine fficiency , or­
ganizational proliferation, and defici ent standard-se tting among [nonprofit 
organizationsJ; that their budget practices are gene rally outmoded, that 
their goal-se tting and progamming procedure s are ine ffe ctual; that their 
service delivery systems are waste ful; and that their personnel procedure s 
are unsatisfactory . Yet the fact is that sound data on these matters is 
so lacking that firm judgments cannot b e made. 3 

Our assumption, then, is as yet unprovabl e by rigorous objective or com­

prehensive empirical data: 

Whether management of nonprofits is better or worse than that of b usin ess 
or government i s largely beside the point. The re are examples o f we ll -
run and poorly-run institutions in every sector. The key thing is t hat 
not only does there appear to be substantial room for improvement in the 
management effe ctiveness 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 inc reasingly limi ted re­
source s. 4 

An effort was developed in the 1960 ' s for a spec ific ne w approac h for helping 

nonprofit organizations cope with their rising manage ment difficulties . Pio-

neering efforts by organizations such as the Volunteer Urban Consulting Group, 

United Way of Greater New York, ACTION (the f e deral agency for volunteer service), 

the United Way of America, and the Support Center, t o name a few, were r e spon­

sible for the development and refinement of this helping effort--to matc h man­

agement expertise from for-profit businesses with management problems i n non­

profit organizations. Many of these efforts had grown out of local nee d from 

individuals and corporations s e eki ng to respond to management difficulcie s in 

local nonprofit organi zations . In many cases, local ma nagement assistance 

programs (as they were called) worked in virtual isolation from other s i mi lar 
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efforts throughout the country . It is only in recent years that a concerted 

effort has been made to pull together many of these manage ment 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 invol ves the utilization o ~ vol unteer 

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 deve lope d b y several authors to d e s­

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 utilizat~or. 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 
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management assis t ance 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 consu-1tants to resolve identified problems. Howeve~ this 

current study is most i ndebted to a series of reports which sought to develop 

a national direction to improve the quality of 'management r1.ssistance for 

nonpr ofit organizations. This comprehensive study, funded by the Charles 

Steward Mott Foundation, was entitled Resources and Strategies for Improving 

the management of Nonprofit Organizations. 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 f inal draft form 

represents a broad exposure of ideas and comments to improve the field 

rather than a general consensus of ideas . Material from this five part study 

ca n provide a so-1id background for a new investigation into understanding 

the theory and method behind management consulting. This goes well beyon d 

its original goal of guiding funders of management improvement in the non­

p!"ofit 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. 
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The fi rst s e,qment o f the study entitl e d De s i g n i ng Ef r:ec t l r;,e St r a t e g ies 

f o r ma nayeme n t Ca pacity-Bui l d i ng in the Local Nonprofi t Sec t or6 h a d fi ve 

ma jor goal s : 

( l ) A shor t overview o f the nationa l nonprofi t sec t or , e . g . i t s s i z e , 

s cope, and structure based on a review of r e l evant acade mic a nd g o vernment 

l ite rature . 

(2) An e xaminatio n of the types of o r ganizations tha t c omprise the non-

pro f i t s ector--by pri mary role , primary fi e l d of program activity , and primary 

beneficiar i es of their programs. 

(3) An e xamination o f the various att itudi nal , b e h a v ior al a nd s truc tur al 

f a c tors that appear t o di f f e r e nt i ate n onpr o f it ma n agemen t from comme rcia l or 

gove r nmental management. 

(4) A t a xonomy of the ma nagement functions and a c t i v i ti e s of n onprofi t 

a d mini strd t o rs and organizations, and the organ i z a t i onal cha r acte r i stics whic h 

a ffect the na t ur e , fre quency or extent of the i r manage me nt i mprove men t r e qui r e ­

ments. 

( 5 ) An i dentifi ca tion of possible k ey differen c e s among the mul t iple 

geogra phi c sett ings in which nonprofi ts o pera t e and i n whi ch c apac i ty-buil d ing 

strate gie s might b e c arrie d out. 

Despite ti1-:? r.,crny .limitations affe cr:in g the study o f the the nonprofi t 

sector (see e spe c i ,11l g Chapter II of t hi s pc1per), the Mott r e por t prm·ided 

these major conclusions : 

(1 ) There is a l ack o f e v i d ence an d d a t a about no n prof its a nd t he ir man-

a gement de ma nds whi c h i s c ompa rabl e t o t h e l ack of s i mi l a r evidenc e abo u t 

ma n age men t i n the tor- pro f i t s ect o r. 

( 2 ) Ma nagement is mana ge ment, and as such , relects a some wh ar univer sal 

set of logical a nd organ i z a t i ona l be ha v iors a n d c ho i c e s. 
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(3) Despite the diversi ty among nonprofits, many of- the e xternal envir­

onmental character istics of the nonprofit sector, e . g. the gr~nt- makin g pro­

cess and standard accounting principles, affect nonprofits i n roughly the same 

way . 

(4) The resources necess ary to fill management demands on nonprofits will 

vary little from community to community, or organization t o organizat ion. 

(5) The value of skills s uch as planni ng, financi al management , and mar­

keting is so widely accepted tha t ther e is no need to document the fact 

that modest skills i n those areas will increas e t he eff ,~r. tiveness of nonprofits. 

As discussed before , there ha ve been several concurrent and somewhat dis­

jointed efforts throughout the u .s. to develop better ma.nagement support facil­

ities for nonprofi ts. The key thread through all of t hese efforts appears to 

i nvolve executives f rom for- profit enterprise as voluntary consul:;an ts to non-

profit or ganizations . The success or faiiure of many of these consultative 

efforts would appear to r es t very heavily on the degree to which the volunteer 

consultants can make the "te chnology transfer" from their exper ience and ex­

pertise in the for- profi t sect or to the nonprofit sector. In order to make 

this transfer, the middie management e xecutive, who would genei-ally be the 

typical volunteer consultant, wo uld have to develop new knowledge about n on­

profi t orga.niz.ations, thei r man~gement, and the application of the consul ta ­

tive process to those nonprofit organizations. 

It is well beyond the scope of tl1is paper to go into specific operational 

dynamics in management assistance programs for non~rofit organizations. To an 

extent, this is being deve.l oped by such groups as the Volunteer Ur!)an Consul ting 

Group7 and the United Way of America.B A review of the lit erature reveals 

that there has not been a specific 0 ffort to pull togethe r information on 
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similarities and differences in management between for- profit and nonpr ofi t 

organi zations targeted for the lay audience of potential volunteer consul­

tants . Much of the the existing literature on consul t atio n does not de velop 

a specific focus geared for the volunteer and/or nonprofessional consul tant 

;.rho might be involved in a typical management ass istance program. Most of 

the literature, whether developed in periodical or book form, i s geared toward 

consultation as offer ed in the business or gove rnmental setting. This li ter­

ature is structured for a signi ficantly different type of consultative pro­

cess which would have to be greatly modified ,.,hen applied within a formally 

or ganized management assistance program for nonprofits . Some phases which 

would be significantly modified in the typical management assis t ance program 

might include such areas as recruitment of clients, assignment to a specific 

nonprofit managemtn problem, or the negotiation for a specific concrac t 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 li t era tur e 

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 eff ective 

management used in for- profit enterprise . 
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CHAPTER II 

GETTI~G ONE'S BEARINGS ON THE NONPROFIT SECTOR 

A . Introduction 

The non[.'rofi t s ector has been characterized as the "terra incognita" 
of American s ociety- -a vast unexplore d area populated by a myridd of 
little-unde rstood organizations with h i ghl y diverse goals, activities , 
and structures. In fact, most of our curre nt understanding of this 
sec tor comes from the anecdotal observations and insiqhts of a f e w intrepid 
pioneers; much as knowlegge ·o f tbe ., geography and customs of the New World 
was built f rom reports by explorers, fur trappers, and e arly s e ctlers.l 

There are several limitations in our attempt to ge t a c lear knowledge of 

the nonprofit sector whi ch may be based on a primitive and fragmentary under­

sta~ding. In general , several of these f ac tors c ould be listed as follows: 

(l) a critica~ lack of reliable data even on such rudimentary issues 
as the economic magnitude of the seccor, the number of organiza t ions 
active in them, their geographical and s i z e distribution, the nature and 
e xtent of their activiti.es, their sources of support , and the numbe r of 
individuals involved in them. 

(2) an absence of widely- accepted workinc definirions of suc h key terms 
as "nonprofi t, " "tax-exempt," or " voluntary " acti vities . 

(3) a paucitu of conceptual models and the ories to de s c r i b e and e x plain 
why and how this sector operates. There i s a tendency t o in t erpret what 
data are available usi ng familiar constructs borrowe d from other. s e ttings 
usually privace sector business operations. 

(4) Unlike the b e tter mapped private and public s ectors, we l a c k the abil­
ity and tool s . . . "to explain the behavior of nonprofit organizations 
and their founders, managers, contributors, and volunte ers; to understand 
the internal systems by which these groups are managed and held--or not 
held- -accoun t able fo r their various publics; and to parse the patterns 
of birth, deach, growth, and change . 2" 3 

While several allusions will be made to these l i miti ng fac tors, tbey 

ivill not be repeated in each sec tion of this paper. However, it would be 

i mportant to poin t out that the primi t iveness of o ur current knowledge of 

nonprofit affairs affects vi rtually all aspects of our attempts to gain a 

greater unders t anding of them . 



( 

10 

This cbapt~ r will de al with three majo r subjec ts: (1 ) an under s tanding 

of the siz e o f the nonprofit sector and seve ral de f i n i tions tor nonp rofit 

organi z a tions and d iscussion of the d e finition to be used within t his paper; 

(2) a presenta t i on of a compre h e nsive a rray o f complaints comn~ n l y lodged 

against nonprof it organizations to serve as a backdrop for o ur understanding 

of how t o i mprove their manageme nt; a nd (3) a pre s e nta t ion of trends aff e ct­

ting nonprofi t manage ment and some ge ne rali zations which can be made from 

these tre nds . 

B. The Number o f Nonprofit Organ izat ion s a n d a Work i ng Defin ition 

The.re a r e approximately 700 ,000 t a x-e x e mpt " en ti t ies~• in the Uni tPd 

S t ates, o f whic h a lmost 2 73 , 000 are clas sified as 501 ( c ) ( 3) J ns tit-utions . .J 
This total , while i mpre ssive , is s omewhat misle ading sine~ it Jumps t oget­
her many d ifferent or gan i z a t ions who c hoose to Qe treate d as a single 
" l e gal e n t ity"; and a l s o e xcl ude s nonprofi t s who , f o r wha t e t·er re..;son, 
do no t seek o r qualify f o r e x e mpt status . To give an idea of the possibl e 
numbe r of actual organiza t i ons , Davi d Ho r ton Smith , a noted researcher 
in t his fiel d, ·e stimate s the r e a re as man y as 6 , 000 , 000 "vol untary asso c ­
iations" i n America . 5 

Nonprofi t . organizations e mpl oy clost? to 5 mill ion pe ople , re ;,rese nting 
ove r $25 bi l l ion o f e a r ni ngs. 6 

An addi t ional 37 mi llion people con t r ibu te roughly 6 billion hours of 
time to non pro fi t ente rpri ses each year , an i nve stment wo r th 529 bi l lion . 7 

No npr ofits re c e ive betr-.,e e n $25 - 26 billion wort h of cash dona-c1ons a nd 
i n-kind contributions from both individua l s and organizations . 8 

Th e s e da t a are no t strictly comparable , s ince they have bPen ass Pmble d 
f r om a var iety o f s o urces , each o f ;.·hich used di fferen t years and 
t-lo r king de fini t ions . rve have c l uste rPd the m he re t o give r eaders a 
rough sense of the s c ope of the nonprofi t s ector , ba s e d on la ce sr esti ­
mates . 9 

On e fac tor which limits the reliability o f our data is certainly a prob­

lem of blurred b oundaries and a mbiguous t e rmi nology often used w.: t h in th.is : 

fi i?ld . The re is a f reque n t use of a v ariety of terms as if they t-.•!?re in t e r -

c hangeablt? . The three most c ommon are " vo 1 untary , " " nonprofit ," .3nd " ta x -

e xe mpt ." 
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But while al l t ax-e xempt: g ro ups a re t heore tJcc1Jl y non profit, not all 
nonpro fi ts are tax-e xe mpt . And r,1hile there are man y nonprofits who do 
not utili ze vol unteers , t here are also many volun teer s who donate their 
t ime to es s en t i al l y governme ntal or , to a l e sser e x t e n t , commercial act ­
ivi t ies . Moc eover , t he line s between e xe mpt nonpro f i t s are f re que ntly 
bl urre d , de spi t e s ignificant func t i onal a nd s truc tur~l vDri a t ions among 
groups i n differing e xempc c a t egories. l o 

Cer t ainl y another so urce of con f usi on in the f i eld i s t he t.enden cy to 

us e the t e rm "nonprofit" to r efer both to the f 11nc t ion of the organ i za t i on 

(o f t e n e quating i t wi th "cbari table" or "non- e conomic" ac t ivi t ies) as well 

i ts~. Some nonp rofi t organizations per f orm s i milar func tions t o for - profit 

enti t ies, e . g . hospitals, research i nsti tute s, etc., which may be indis tin­

guishable f r om those of commercial ente r prise . Also nonprofit organizat:ions 

such as universities c lose ly res e mble thei r governmental counte r parts in t heir 

day- to- day activities . Whi le all operate formal l y as nonprofit entities , these 

o rganizat i ons perform f unc t i ons at bo th extremes wi thi n the nonprofit sect or, 

i . e . near its border wi th business and near its border wi th governme nt . 

Another i mportant di stinc tion is that wi thin the nonprof it s Pctor. we 

mus t al so consider a number o f actors from o ther sec t ors . These range f rom 

i ndividuals to business fi rms and governmental age.ncies , who provide r e s o urces 

to nonprofits or whose actions otherwise affec t what they do . 

Danner and Mitchell provi de an excellent conceptual o verv iew of t he k e y 

1 d ib £
. . . 12 terms f r e quent y use to e s cr e nonpro it organizations . (See f igure on 

the fol lowi ng pag~ . ) 
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----"VOLUNTARY"'------------------------------. 

(groups dependent on vol unteers, but sometimes j ncluding 
privace sec tor activities . 

6,000,000 groups? 

' 
1-----" NON PROF IT"'----------------------------t 

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

---"TAX- EXEMPT'~' _______________________ ....,. 

includes all types of exempt groups, e . g. IRS 50J (c)(l-20) , 
(d), (e), (f), 52l(b), 527(c)(3), and 528(c) entities 

700 , 000 "entities" 

----- " CHARITABLE'i.---------------------t 

(all IRS 501 (c) ( 3) groups i ncludi ng "private" 
foundations) 

273 , 000 "entities" 

.,_ ____ ,, PUBLIC CHARITIES .. __________ _ 

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

Overview of key t e rms. used to descr ibe nonprofit organizations 

Throughout this paper, I will use the terms " nonprof1t orqanization" 

"nonprofit " or " third sector" to refer to nongovecnmental , noncommerci..J2 or-

gani zations whether or not they are also t a x-exempt or voluntary in na ure. 

There are a number of ways to describe nonprofit organi zations . A very ~=fcc­

c~ve method of classifying nonprofits separates the m accord1ng t o the fo}lowing 

descriptive factor s: (1) primary role; (2) primary fie)d of program ac ti\·itl/ ; 

a nd (3) prirrary beneficiary. An excellen t summation of these distinctions taken 

from Danne r and Mitchell is contained in che Appendix ,'\ of t his paper. 
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C. Common Compl~ints LOdged Against Human Service and Nonprofit Organ i zations 

Richard Steiner, in his provecative book, Managing the Human Servicet 0r-

ganization12 provides a comprehensive summary o f the typical c omplaints most 

oft e n voiced against nonprofit organizations especially those providing human 

services. Due to a limited contact with nonprofit organizacions, an individual 

reader may have a positive or negative vie w o f nonprofit organizat i ons i n gen­

eral. The depth of the reader's e xperience may very well de termine whether or 

not the following list developed by Steiner provides a comprehensive picture 

of the concern for the qual ity of nonprofit management. 

1. In general, human service organi zations are ill-managed, inefficient, 
wasteful , while they, at the same time , consume an ever-large r share of 
our financial and human resources . Thi s general inefficiency complaint 
has been ba:oken down into four areas: 

A. Human service manage rs are poorly chosen, lack confide nce , not 
suited to managerial responsibilities, and fail to improve organi zational 
efficiency and productivity. . . . 

B. The ongoing human servi ce organizati on fails to renew i t s valuable 
human resources, update methods for encouragi ng employees , and provide a 
mechanism for proIIXJting individual growth within the organization. 

C. Organizational structures and procedures designed t o cope with 
predictable , simplistic, and routi ne problems are becoming inadequate 
to deal with escalating demands of new, more complex social programs, 
This situation is a failure to update and provi de a capacity fo r the 
organization to adapt to change in order to increase overall o rgani za­
tional effectiveness . .. . 

D . ... p j he specific complaint that c urrent approaches to human 
service delivery are ill- conceived, poorly coordinate d, and cumbersome 
to administer . .. 

2 . The intergovernmental approach (fe de ral , state , local) t o the deli very 
of human services generates a ffiaze of counterproduc t ive , confusing and 
contradictory administrative , judical , and legisl ati ve l aws, rules , regu­
lations, and guidel ines tha t serve t o con f use and c rea Le con f l ict . These , 
in turn, produce a s i tuation of limited t eamwork, lack o f integre cion, 
and even more confl i c t. 

3 . The h uman service manager has failed through lac-k of incere st to legit­
imize and rationalize to a skeptica l public the reaso n for e x pend i ture. 
of public funds ; t here is an unwillingness to r espond t o the public ' s 
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n e ed fo r gr e ater participation in the de cision- maki nq and de l iver y pro­
c ess ; and - ·ia rges that service t e chnique s are dehumanizi n q , i nconsist ent , 
i 1-l -organized, insensitive, and i ncomple t e have not been ansivere d . . 

4. . . [r:Jack of good internal communi cations . T~e re is a general 
tende ncy for human servJ. ce manaqer c:: t o !:il is;ht this i mportan t 1 i nki ng 
me chanism in ~heir overall responsibilities and a failure to build in 
an e f fective communication me chanism and view i t a s a total proc~ss f rom 
sender to receiver . . . .. 

5 . Ther e_'s a qeneral failure to r espond to proven needs as ind j cated by 
discrepancies bebveen profes sed objectives and actual performanc ~ . . 

This l ist is nei ther comple t e nor final and does not r epres e nt the 
total spectrum of problems faced b9 human service organi zations and their 
managers . In ac tuality, each problem statement or complaint area is com­
pose d of a multi tude of organizational diffi culties which have t heir roots 
i n a myri ad of causative , i nterrelated f actors . .. . This aui d~ might 
not be the cookbook we have all be looking for , bu c a t least it is the 
firs t step to help i dentify the crucial i n gredients .13 

D. Tr e nds and Generali zations Effecti ng Nonprofic Manaaeme nt 

In March 1979, the fourth National Conference o f l1anageme n t Suoport Or­

gani zati ons was held in Dallas, Texas to cover training , information e xchange, 

tools shari ng , and a discussion of nonprofit manage men t i ssues. Tht.J k eynote 

address of the conference theme " The Bottom Line" was presented by James Hardy 

Urga., i zati on Dc vel opmC'nt: Cons ultant . Hardy ' s openi ng comments provide an e xcel­

lent ovc r vi<"'.v of signifi cilflt t r ends C' ffect i ng UJL• future of nonorofi t manaye ­

Inf'nt . Th.-~ followi ng is a condensation o f those r.=imark s . 1 4 

Hardy opened his r emarks with the statement that e ven though the need 

for effect i ve management is bei ng recognized, we must acknowledge f rom t he on­

set chat the management of nonprofit organizations i s not an easij task. He 

quotes Peter Drucker, management consuitant, 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 i t's 
all a matter of being efficient; the civil se rvant thinks it ' s al l 
a matte r o f having the right procedures and control.s . Both are wrong- ­
service i nstitutions are more complex than either business oz govern ­
mental agencie s. 15 
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~ardy sets t he following overall perspective on his discussion on non­

prof~= management: 

( 1 ) He states that management i n the nonprofit sec tor is a "highly mixed 

bag." It includes hospitals, muse ums, universities , professional a~sv~~~ tions , 

civi..:. groups of all kinds, private voluntary organizations, public interest 

groups and religious groups. The list c ould be e x tended . Some are 

huge with multi - million dollar budgets and others get b y •,d th "' part-Lime 

cl err. o r an unpaid secretary. Some are well staffed by truined pro i ess 1on,1ls 

and o thers only b y volunteers wi t h grea t de dication. Some arc funded by con­

tr.ib:Jtions .:ind federat ed s upport, othe rs pri maril 1; by program anc membership 

fees , and still ochers are supported en tirel y or in part by tax do l lars . 

(-) '1'11,~ third s ector is big and st i 1 1 jrowing . F'i., n though w~ 1c.:kriowl c•d gt d 

earl.ier that precise estimates and numbers a r e diff i c ul t, there is a general 

feeling that the number of organizations, their dollars of suPP9rt, and their 

vol,.,:. t ,--. •r .n,i ::; r:.1 : ,1ours .:ir<.Y sta ggeri ng . 

( 3) 1 /Je t h ird sect or i s n0t only dr v, 1sv , 1 t ' s hiy anrl im1 iorc..i11 c . ft i !: 

i mpo! r.:int .. n t e rms of t hC' r..;,c-ic ,·t s i t has on tlic coun t ry in µ:·nvi<1_n1 SP,.vic:t!S 

not give n by other sources in our society . Millions of Americans par­

tic ipate in third sector ac tivities and derive di r ect benefits. The third 

st•ccc r probably has .Jud ... d i r~ct a nrl pos i c. \·,· C"- (••c t 011 ,J, ·h 01 , . . ~ .nJ "111 

r"umL ies . 

(-1) , 11• nonpro:_-i t St."Cto 1 will hav,• a a:.1Jnr i mpu c: t on Lile rut ..J.!·t> . '1:iny 

futuri :; Ls .:ire pi·, a1ctin':J tl1c1 t w,• .:i r e i n .i Lr .. m .si r i<>r1 µcr.1od tow,,rd :vhu c they 

c..111 .i ":'o.r:; t-Indus cri.il So,-ict y ." A J'o s t - Ind11st11d/ Soe-j,• r y 1s Pssenticil / y 

.:J sr ._ i t u .n whi .::r. ti,,. n b jL't: ' IVl"S n t- c' .\ J--1t.rl .. nq al' ti.JI>'- s 01 l,r,d1.. ._·tivJ C:t. ...J rc 
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li.-ir d y ci t es J s soml' of th , 1nd i ..... a t. n ns or this µ.1in f ul," 

c:omi} l , •x, .:1.1d f rusr::::~ ting t:r,msi t i,1r: co t w Po.,;c- I 11dustrf.:l Society some of 

the iol lo;,in<J : .::i sr:.op- ;ind- go c~ono,." : ..i mi x turp of peacL and con[ 1 let- or i~nted 

r:ensions ; Q ; intc r :1..: tion<.1., i ntc ra,, n,7._•nce but c ompc>ti t .r.1e coalition Formation; 

of m .. ssi,-.... poverty ~nd embu.!'Tassin,J . , . , l ue nce ; of 1<.•orldmindcdness Dnrl protec ­

tive n a=:io;ia] ism; o~ risk- t aking i n1 tiativcs ana c.:aucious r e:.ictionism; of a 

sense 01 g rowing co.,trol o ve r our f3 t r' .:md .:i s ,--,nst of i mpo t t:'nc~ ; o:: r upid 

,:,:ilanq1:=. and c on solidation t o the n ~s i .,=; t:l-'11c to c hange . 

Hardy f e.l t tha. t the decade ahead , in whic h we wi 11 remain in this t .rans-

i t ion period t oward the Pos t-Indus trial Society , wil l be characteri zed by a 

mul tiplicity of trends. He sel ected ten trends which he fe l t were relevant to 

the management of nonprofit o rganiza tions and arc• , in varying degr ees, in evi -

dence at the present time. He felt tha t each o f them ,d 11 become more intense 

within the nex t fek· years: 

1 . Government r egu.lations of nonprofit organizations wil l i .nc1ease 
in the futur~ . One of the most t r oublesome issues ..._,111 be how to a chieve 
a balance betwee n r easonable •regt:1lii t O~!/ r equirements and overkill . iil ­
thoL~h regular:.ory provi sions will b e aimed at the very s mall per centage 
of organizat ions whose be havior f alls outside or leya; or e t hical stan­
aards , the vas c majority of nonprofit organization.,: wi 11 find compliance 
to be burden some and costly . 

2 . Recipients o f services (consumers, constitue nts) will incre~ s­
ingl y demand mor e influe nce and power in nonpr ofit o rganizations. 

3 . Forces working counter to volunteerjsm r,.ri ll .. ccelera t e a nd i n ­
tensify . Some f orces are al r eady in e v idence : the k'Omen ' s movement 
dep_oring vol unteerism; "professiona l ism" whi c h viei-:s voluntee rs as un­
t.rd;.ned a nd not able t o deal wi th complex s oci:11 p1ou •~ms ; mili tant minor­
ity ..;roups who see volunteers as elitis t e xploicc.1·s or the poor ; the wave 
of s ,::,,1 { -absorption or the na rcis!'-istic trend that is sr..•ecp1.ny our soc iety 
tha r:. causes people to b C!come ena.mored with the no t tri ., tha t turni n g inward 
i s t~~ only rou tP t o self- f ulfil l ment . 
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4 . Mone y c runch. The economy wi l l t e nd to operate on a " stop-and ­
go" basis for the ne ar future due to: a) che possibility of politically 
inducei crises of i nt,~rnational supply ; bJ the development o f real scar­
ci t ies of certain commodities; a nd c) the i deological unwillingness ... 
to g1-ve the yo·✓ernment significant a uthori ty to plan economi c develop­
me n t and intervene in the econon.y . At: b est , the r e al dolla.r suppor t for 
some nonprof:_ c. organizations from go vernme nt and federa ted funding sour­
ces i.•1 ll remain stable; a t wo r st , support wi l l substantial] y decrea s e 
or b e 1d thdra;,.--:i. 

5 . PressUie will inc r e ase from seve ral sow:ces for nonprofic organ­
i zations to j ustify the mse lve s , improve their accountJbil i t y , a nd provide 
mea sures of performance and effective ness . A growi n g importance will b e 
a tta c he d to the formulation of explicit goals and t o the creation o f or­
qanizational foci i n an era of change . 

6 . Increased i mportance will be placed on c ollab ora tion a mon g vari­
ous orga11izations in achieving desire d s ocial go a l s in American commun­
i t e s i n the 2arge r society. Collabo ra tion b e twe e n nonprofit organizations 
a nd tbe busines ~ and gove rnmental s ectors will i ncre asingly be in evide nce . 

7 . Boards of Directors of nonpro f it organizd tions will become in­
c reasi ngly ai.,are of their legal responsi b ili ties a nd f iduciar y duties. 
Fa r f e we r Boards of the future will exhibit the " r ubb e r stamp " b ehavior 
of the past. Boards will give much more atten tion co monitoring the per­
formance o f empl o yed s t aff , part.icul a rily wi th r egard t o the achieve ment 
o f goal s and objectives and t o fiscal res ponsibi li ty . 

8 . Pe ople in nonprofit organizations will b e more commi tted t o 
their own self-de velopment and their o wn p rofess ions . rather than t o the 
organi zation for .which they work . 

9 . People in al l organizations wil l demonstrate a greater sophis­
t ication about interpersonal r elationships. ln t he thirties and forties 
we had pa t e rnali sm as the way to placa t e pe ople . In the future it will 
be much more difficul t to lead b y pate rnali sm , benevo l ence 01 even r a t ional 
systems . 

10 . People will val ue b e ing r ele van t , doi n g s omethin g worthwhile . 16 

From the f o r e goi ng trends Hard y derived s i x g~Dr alizations c oncern­

ing the manageme n t of nonprofit organizacions in the f utur P . Undoubt~d ly , 

many more c ould have been deri ve d . Howe ver , it is postula ted that each of 

t hescl six ge ne r alizat ions has direct i mplica t ions tor thos e concerned with 

the quali t y of nonprofi t manageme nt .. 

Genera.! izatic n No . 1 : Effec t i ve nonprofi c organ izations o f the fu ture 

must have ~lcar· goals and objectives and u prac t ical on- going s ystem for man­

aging r esources to achieve t hese goal s and objec t ives . 
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Flis point is that nonprofit organizati ons must have a comprehensive, i n­

t egra t ed planning and management process in place which is based on the best 

res earch f rom both the man3ge ment sciences and t he be haviorial sciences and 

the e xperience from busi ness and industry , and f rom the nonprofi t sector it-

self . This means that it will b e necessaYy to prov.ide training, support, 

materials, and consultation to key e xecutives and volur1teer officers of non­

profit organizations in deve loping and implementing suc h a comprehens i ve plan­

ning process that will ensure organizational self-correction on a continuing 

basis . This means stopping some of the things tha t va rious managemen t support 

organi Z d t ions have be en doi ny: (1) i mpos .:.ng fr iymcnted cf fur ts on nonprofit 

o rgan iz.itions such il S isol.a t e cl train i ng in pe rtormance 1cv1ew an d appra i saJ 

(v:i_thout connect ion t o organizationc.11 go..:ils a nd objr>cLi 1·,•::;) : ( 2 ) :iss isting a 

nonpro f it org .. mi zation in i mplc.•menting a 1.;age .:md salar y administratio n wit:h 

no r efenmce to p._--- rformance on achJ~ vement o f objccti vC's but on lt/ reJatcd t o 

;ob descript i ons ; ( J ) sec t i ny up an accounting sys tom fo1 nonprof i t organiZil ­

t ions ·that meets the standards of the /un-..?rican Inst ir_uc.--~ ot c·Prtiri e d Public 

Accountants (llICPA) but dot~s not 1.,r ovide the i n1 0 1 m.:r ion ncess,ll t. t<J m.:in<1gP 

r::.'1.:J enterprise in rela tionship to i cs go:iLs und objrc:tivc·s ; (4) imposing r e ­

portir1y requiremen cs thac absorb middl.c m.Jnagcmr>nt time in th,• orJan iu:itio n 

and ;:i r e unrelated co the me .:isun~menc indices r o r-•hit:h tht· on;v ni za t inn is 

comnU tt c d . 

Gcne r c1li zation No . :1 : Nonprofit or.;c1niz.itions wiJl r .__•quirc nei.• FJ,,xible 

scruc turc:?s t o co~ with C'mploye.J , cnnsum..• ( 1.·onsti tuent) , .-1nd c<Jmmuni t t/ n eeds 

.ll: lhr2 fut u.n . . Tr ar1i tional mc1nagemen t s c1. uctu res c.Jnd J orms wi l 1 no t b 1.• ud11-

•J!J.:J t t:> for: or'7JI1i=.irions t o util ize 3_!J. o - thC' r,snur._~, ,s t o ·1cl11evl~ their goals . 

;:11 .. .,.u w ill r c quir,, ..Jd:1pt.1uili Ly .111(1 : 1r::xilili t t/ whidi ...ipp ics t hL' nrq.:in.1 z.:.i rinn ' s 
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bes= !"c-sourc:cs to the achi e vement of priori tl] o i.,j,·c.:t i ves . 'I'hcsc n ew types 

of -:::i ::-_J,miz,.1tions will : ( 1 ) Eul.ly use 1·<..!soun .. ·.:.•.s rl"gardl(•ss or thei r l nca tion 

in =:.e or:J,.mjzation ; rcl~..ise r.;thcr than c:onsrrict , the c- ,, .1ri vit :1 01 s t ,1ff 

and volunteers . (2) provide f r:,w access t o j nrorm.:it ion ..ind two-w.1y c:ommuni-

( 3) provide 1- r.crec1sed cPntrali= tion .::,ncJ dec:e-ntJ·.., J i z. tion in dee is.i on-

(4 ) be open and rasponsivr to need . (5) be µ , o - CJ c: t 1 Vt' ,.JJm direction-

,Jliwd r.1the r than r:e- ac tivc- t o the multiplici ty 01 L•xte rn,11 foz_·c s . (t;J use 

t echnology as means ot accomplishing qoills .uut noc b ,.•come sl.:i ves t o t echnology 

as a,, end in i tself. (7) be characterized by e xc l l~nce i n both mc-mu<Jt•ment" 

,1,1d programmatic activittJ. 

Generalization No. 3: Effective nonprofi t organization s o f tbe fu ture 

will give major attention to t he development o f all of their human reso urces. 

Management training must be more c omprehensi v e than the " on e shoe" var iety that 

is oost often provided today . Systema tic i ndividual development programs 

shoul.d be offered which clearl.y place the responsibility for development on 

the i ndividual while arming the individual witb t he necessary skills of self­

direct e d learning . Nonprofi t organi zations wi l l incr eas ingly need hel p in 

r ecruiting, orienting, and training of volun t eers i n the future because of 

the mul.tit-ude of pre viousl y noted trends that are 1-10:r=king counte r t o voluntar­

ism i n our society. 

Generali za t ion No . 4: Effective nonprofit organ i zations of the ~uture 

will have increased sophistication in b oth fiscal management a nd financial 

development . Publ i cized fiscal abuse s p11 .: very small numbe r of nonprofit or­

gani zations points o~t the absol ute necess ity for solid fiscal accounti ng , 

budgetiny, auditing and r eporting systems and proc:ed~res for the future . Tt 

1s c ritic..-i l that fi scal systems produce data tha t a re needed for che manage­

ment of the enterprise and data that bel p t he o r ganizati on ' s public t o under-
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f inanc~ng . But we must also guard agai nst ov e r kill . The s t abil i­

decr ease i n r eal dol l ar gove r nment and ifl>d !'ri-lte d funding t hat s @ems 

~h e f uture , combi n 1:•d wi th limi t a t ion s v.rh jch nonpro f i ts mus t place 

• g fees for ser vice , req ui r e the de>velopment of n ew s ki l ls for in-

_ ::m s upJX)r-t , e . g . d e f e r r e d giving and new cos t e f fec tive fund - 1 a isi n g 

-:.. - ~-a lizati o n No. 5 : Both i nter nal a nd e x t e r n a l col.Jaborr1 t ion will 

:naki:: -== :.. _·tive nonprofit organizations o f the f uture . Ex t e r nal collaborcJ.tion 

n a s a _: -='-:iy b een ci t ed as a fu ture trend . Simila r l y , inte rnal collab o r ation 

.1.e . c:;_ -:.Do r at ion a mong operatin g uni ts i n L'ldividual o r gani zdtions , should 

be m.a~-- zed. Unit isola t i on in large nonprofi t organ i za t ions is much in 

evid::. - and emphasi s must b e gi ven to c r os s -uni t ru1Jcti, n ;.n g t o u<.·h i eve goals 

and c :-.. , __ ·c i ves for the entire organization . Gran t res o urces can gr eatly 

e nco:..Ii: :'~ c ollaboration th.rough maki n g funding c ontinge n t on colla b o r aci ve 

e f fo-:--z ro achieve c ommon goals and ob ject ives a monq communitq org::ini z::i t l o n s . 

sue~ ~~ .abo rati on wi l l r e s u l t in solu tions t o massi v e prob l ems and t h e achieve-

ment oe 1oa l s whic h c annot b e a chieve d b y any one o r ganiza t i an or i ns ti tution. 

r.w,1:.:ra.li za t ion No. 6 : Ef fec tive f dce- t o - face gr oups wi l l be the key 

un i t of non profit organiza t i onal accomplis hment i n t he fut ur e . Train ing a nd 

consul t ,_j L ion will b e n eede d in team de velopment and in inter t ac i n g incc r d e -

pen de n t wo rk units , particularily in l arge nonpr ofi t organi za tio n~ . Thi s 

kind o f tra ining and consul ta t i o n s ho ul d -:aciJ i t ate the de v e l o pment of ma nage­

ment ,1111,r oach es which c o ul d r esul t in r ela t ively s ho r t: te r m p roj ect t eams , 

t e mpo1 .1r11 task f o rces dna c r oss- f unc t i onul gr o uping c ompos ed o f pers o ns f rom 

vari o11.·· i' 11·ts of t he organ i zation who are commi ssion ed t-o de ve lop specific 

p r ojl'ct --. Jnd achieve cercc.in t a sks . 
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C HIII'TJ-7:' I II : 

CQ\JPi,Rl.::iO.'J i)F ·.:.,NA< ;j'l![:NT I.V Tl!;· •. r: - !'P )! I1' /1 'JD J'Ro~· rT <iCC'fON:-· 

I11tr0Juc.:t ion 

[vhcll. t !WL•d a,;;-::Jc•.1iuti!Z.1 , ma nc1qe, n:. 3.'?aLJJd !x_• pr,_·tlr. mw:'1 tlK Sil/TU! in 
cc-;mn•1r1a 1 , ,1ov,_•~ nr.,.,11tal , and nonproriL 1n stir:11tions . . 1/ltJ " rc1tion<.1/ " or<1ci ­
:,.:.2..1tion c1t:..:.,0 mp f-s co !'StaJ,lish qoal s ::·ur itsr>lf , f-o aco11 1 r,, w d ut ili z<' 1 ·,_> ­

c;,,,1,c.:t.Js in accordu.nc .. wi t!i it.s plans "or ,1ccompLishir1t; tilos,• obiL'CLiv,,s , 
J- ' to , . ..nsurc: ,1duquatc c.:011t1.ul and ITlO!UtOL i n y of i 1-s dat.;-rcJ-dul/ ,lctivi tics 
.. o•·••vur, LL .s s t ill t.m clcar to t,rfla t f!Xt.ent mancJq<'m .... 111 prin....:.:pJ,,c; a nd 
,...., o ri12!;; d· •velop(>J i n thP cornmercial s -•cto .. an• ap u l ic:.1bl • l o t!J .. behavior 
o:= nonpr ofit o ry .. w _zatlons . I n s hort , !Jo:.., tru•• is t'1, cJ:.~0 rLi on t 1w t 
":;:anaqemt•nt ~·s manc1gement is man.:iy,•n1<-"n t " :' liuw u11iq11, ,i 1 ,• non11rofit orqan i ­
.t .... = i nns? 

Examination o: c:he concc:x t i-•i thin t\fh..Lch no n pro r it-; onfc'ra t:t" shmvs 
oc:::.. n ticlllu s ... gn i::.icant factor s that apvcar t:o d,rl1...•rtml1.1 t ... nonprofi t f r om 
co.7Ul'lerc 1 ... JJ or gu n.:.•L::UTlf:>ntaJ mo..11uaernr•nt .1 

i.~ und, r .,,,r:c1wfiny L, ::;-1c.•cn mana':!C'mc!nt operat:ion i n a tuµi('a) nonoro ~i t o r ya -

n Zdtion and i n a .:~p icc1 l m_rhU , · to la rge :c.H - oro..:it co .... 1101·,1t ion . The· major 

p-..r:-po.s,..• of t·1i~ cr.<.1.J t t ·r is to comr,are v a.1.·;uu.; :;;im.flr.Jr i t ' ·s ..,nd daffr..•1, nt:t:!.'> 

bt..~;,,•c-cn tor- prof1-;: c:Dd no t - fo r -p r ofit oroani za t1nns .. ub,·inu-, L!J .T a.m sp,•ukinq 

a.r ·.JS . r.x .... ·cntions could hn cit.ea tor almost.. cJJl ,:i r ,.:1s ,J,•-;cr•/J,•cl . 

principal f ocu.s of discussion will be on two t y p es of ma nag~rs : (1) non-

profi t exec utive d irec t or , and (2) chief executive officer and/or middle manager 

pc--::sonn,•1 'o orfer c.,L'.ir talL'nts to <1ssist non1Jro.!: t nrJ.1n;zot·io11,-; . 

Alt-!101:c;h i nnun"'rabl c 001. nts mig1t b2 llli1dG ,.nr comp,.,i r ison , an •(fort h .:i..c; 
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Tb- fourt, •::'n catc-yuric's for comr>arison can U<' ro:...i.'l ltt divi dc.:d i nto 

(l) genc-r d l and atrt t udi na J .factorc:; <1nJ (2J s trr1ccural Jar-co r r; . E..ich of the 

tl'>P ot sumr> : rac t i _·al f'xamplc>s . 

,L tic ne ral and ALU tudi 11.-.il /'dc -.:.or ..; 

J . ,1 u1,•a t e r r equireme n t :'or .:1 c n u raJist r o]'- rur t.'10 t~1oi c aJ 
n on orofi t manager 

2 . llbsence or a managem,,11t t>t 1ic-

4 . The lot, er r x p.,::ctation.,; For · , •riormanc:, cml<.mq ri.mprofi t s 

5 . Differenc0s i n operati onu l s cylt 

B . Structural F'actors 

1 . Lack of train e d, ex p1...'r -•: need mana y,•r.c; 

2 . Abst"'nCt~ nf OlJject:ive /]lt?dSlir:?<; o r- !)Cl fo•m. lTlt."•' 

3. llmbi.;uj cy crnd multi pl ·~itt1 r : orqani zar iona1 ~oal !: 

4 . The scrv i ce-nrie ntc-d and l .:ibor - i n t Pns iv'-' nature• of tl1, no n ­
proL c sect o r 

5 • De~ndenc:e on volun t, ,,~r<; 

6 . TIit • p aradox of pc•r forr.ianc:<J : the con.sc(Tu•. nc""s of non , 
mana1t.1ment or supprio r r .... .:;u.2 cs 

7 . Uwratin cr 1 n a s t ate of c.:o.1r' nua _ t i n~m ·i u l «-f·.·c•r situ w 1rf 
unct!rca i ntu 

8. Th.-• mi xed bl!•ssi n q o t.-Jx • -:,·mp civn 

<1: f'L• •c:iac :o:- of their development, and a sensi civity t o the c onsequences 
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for each sector wi ll certainly enhance two- way communication and break 

down mam; areas of confusion and stereot yoing . 

:.> . Ji tJfL'u i.. r rL·n..: : .. - ,. : • v, 1 1e.1, • .-.i I i,; 

mana~rcr . 

:.:mpr ofit managers must b-? fairllJ i.•ell - ra1..nd":'c.i -,J •ni r<1L ·st !- i n ord , l o 

; ' J ... .I.~ h,1 '<..' rl: vh,io11 upo n 

nonorofi t 

cht.' s ucc-..•s::ful nonpro- t m.:in aaer must l-1a·· :nor' va: .. :J.,<.Jround. or uffieJ1 -,ta.--itli n c, 

.J · dist:n. .. :r: , spec.:ializ2rf areJs of /Tkln.Jg1;m_:1: t.i.:i . . hh, ,•nu.t,t sr>ctor c:ountc r -

Tn, .s,~ r.tanaqeme n t d.,,11c1ndt1 d r· f ocust>d ~ t!1 s l i1<./ l • tor) 110 :101·0: i :. 

heads . The contrast i n size between the large succes=ful corporations a nd 

r.1i.1nayc.1r s and t.n• ;__.· s.;i.tv a1 11at,•s . 

compar_s011 ma .. :-;, ·! .! 

1..Jr1i1,·s ... d cc uc..• •: :·t , .:.it1Vt~ r::o be- .r_ .! 
r.-,,• · • _n,·tu•n.c: o ~ -:.i,; k •; r''"O r e'St':J L r 11 

01 1.:in : .;. :: .uns mus · _·opo2 . 2 

or i maJ. tf 

• .J I_. 

- , '•:'1. ch 
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----------------- f 1 nc1ncial u: ann 1n '-! 
f undraisi n -J ( cap1 t:.J _;_ , projPct , 
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- 1,1o po.•~a 1 •:r t t 1n, 
- ~ol ·ci tation t r>c-:r.:au,•s 

ri n..in,.:id~ ..:011c •ol S , :, '11!:> 

- dc:cv11.1t : n,; 

- bonk 1-
uud,.:,.,c In 1 

( l3oa rJ , ma11ilyi=r::; , 1, _. r u • m, ·1 -

..,-:K•J. e mploy •,•s ,--------.. t r.1 ." n 11c,.· 

·.-..,lun tc-<"£S) s11p,•1 v_.,, • J·• 

o!ac,•£11,ant. ..,::id prorrr1~iJn 
cc.mtt>r..!n;,;<.1, ri I ,., •wa ,.,. 

d, v, lo I r::~•:. t 

'd / Ua • O ."l 

i•• i m1n,1 ... on 
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ul.Jru•_:.J , ma nciqf•mcnt , 
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J r ra, ;re m,,nt '> 
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- ---------------------tcr c•u ti nq thr• or,1c1:1i z.at ion 
(incoroo r acio11 , c1 !- t1cl , s , 

bul c.n,.rs , e tc . ) 

n,1.1 liFuj 111 Lur rax- ~ x em1;tion 
(S(..J I ·: ..in</ trvf ..., .-.L I 

:1.:1 1n t.i i n 11~ tax - ,~x ,:-mpt s tatus 

r · ·nort , 111.1 -Lo r , •,111.:ir.nr<j bodi t.1~ 
1- .,;isl<1tiv,• .,d1:or..:a.: ; /J obb1.1i ny 
1 nr, · r i thJ i1vo t rd.ns .:1c:t_ons , 

<..:0:1 · r,.icts , ,·tc . 
,L•It.0 ndi11<J or .1a11i z_ r..iu11 1s intcr..:sts 

Exte rnal Relatiuns ----------------1n:1hl 1c1 c:u 
·om1111u1 i t•; , tl'✓O J V• •n t 
.11t1,1r •- :JU. L l 119 

rto n?r r, ·1 1 • ;onsh ·: -. 
coo1·d inc1 t· ,,d :•lunr. • ·1..1 
mutudl r , •[, rrc1J a: rJn,1 m,-nLs 
r ,•;,;ourc.:, · sJ,..,.r.:.11.., r roj ,c-ts 

l'ip..:.c:,· , /:>t r r.onnr . , f' l Jipm0n t , .1 tt.: . ) 

!' .1 iscm r11ith uc:h r ,1qrncics acti ve 
. . 4 
i nvr •maru ar, as o~ nr.,•r <'st 

The- too no tch manager of the.• nonorol i u • ,;ani zJt ion s/Jo:.,l,i hciv, 

s;.:ills in uc.:h of these ani'as ni manayPill(>nt . 

c.'1L rolloi, ny cx t r>ndPd quotation tak,•11 from J r .:>i,:al art icl,· ull -'J is subj PcL. 

Tu achiJvP ti na nci al sc.>l:-- r ,"'li,1nc..:,, , a modern nonoro fit n r::anization 
n ... -2ds t.o be a h qbr i d : cJ class ic.:il cha"'i tu.b l... 0L g,.w i zatio11 in purpose 
.. md ~uc:cessful business L~ntcr prisr- 1n mode: of ooerat ion . D1,·· rsi:ication 
of r, :'e nue sources , .:1llnc:,J t ion of sc.:au·e r , saur c(•s , roxoandin;:; :narkc- t-s , 
qov<'n,.rtt:!flt n •lat.ions , tax orobl c•ms - - t:1esP ann oth.-.r lcaj tima.- ~ bus i n Pss 

conc.:,:, r ns of nonprofits must b e n.:JndJ , ·d t,.r i r..'l en . .;.:rn1,• manaa::r al sk.il l s 
and t 1 c..:hn iquc•s as 1.11 f or- o r o f i t h us i n .. s .<:c)s . 7'fl,, pl,ic, t o s r .:; r1- ic; t,•i t h 
t h<' c:.'1-ic>ice of a c h ieL Pxecut ive ofiic:i•r w 110 can run t.'10 Lms::., ss 5icJ,, 
as 1•: t:!ll as the orqanizatiou ' s pro9r:mi· . . ... 

·,:odP rn nonpi·ofit: i ns t i tutiom; n e•~d f:.il ' - t i mi: , first - raL J r o:·..,ss ion.:il 
man<1•Jl"all"'nt in .:1.lI phase.<: of th1,1i r oµ, •1·c1 Lio:1s , i.Jusfn~S."; ,1 • .:: t-.'< as pre>qram . 

7'h,,r; can no l onge r rely o n the t imf'.!.t; " 01·n .mno" .'1,• ln 01 tr1.._ t,•0s and 
T· r i c nri;:; f rom the l.Jusin c'ss a nd _orol., •:,s.1 o nd l .vo.c:ld tu supoll•m. :1c t h, 
C'i1JJJb :Ji Li1•s of t ho>i r p c n na n<>n t st.if:·.-· . [11 oart1, .. :u lc.1 • , non, 1'1:-.u. n ,'t•rl 
prof, :=s~o n .:tl.,; with a flair f o r m;1rk~ ... t : nv t:1~ orqan1zrlt io11 ' s . .;, rvjc'-~ and 
.for LJ:"od:icin i nc:om._, _ Entr epr<1nc't1r.i .. !l - m i11n••rl rna!l~J••r ., .1c:, ..: , n t 11 •or 
nonrn-o~ •ts t o .bu1lJ up thei r r .nv, nu,.:; . At ~J1, .s >1 rrh t ' ·1- • , t'1 ·: 11r J m,.in-
a , 1, 111- n - :•n. th th,• SL!/1S ir iv! Ll/ and : in• •~sr• t , ..... nrm-.>1la t ~ r ;.,,._ • • u i- .'".:.t-
b , ti.•• -•r. :'in...1n..:ial anrJ ocovram ,;oc.11!=- . :i 
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C . .libsence o r 1 Manayemen t E t hic 

rt ~s not dt all uncommon t"l.lt t he man.:iger 01 c1 cmnplc•x nonprofit 

o:-.. :c1ni zc.i ti on may ilavc h c1d Lit l l c or nr, • vu:ul m.ina..;l'ment t •·J. n i n 9 by thP 

;;:i,71t.! s / h e has bc.:comc t he e x ecut1. ve of!ic!.?r . <;i ncc flY->S t nonorofit orLJ,_m i -

a r ... a wh i ch t.rdd itionall i; focuse s on o n, - Lo- o n, vr <;mall g 1vu? S<'n:·t.:c·s . 

."'romotion .t rom within t.'le r anks mau ,_,., c.'1~• n•~non s,, :o <' Xcel l,•nc0 

~n service dc l i ve ry rat.'ler than am, demons era r v i tiil c-n r tor over all ma:1.Jgemvn t . 

r- romo t ion i nto management may b e t he 0111, rou tL' avJilaul1 • t.o qct h.J. qhPr pat; 

.~or thP promi_s i n g s e rvicP provi d~r,; . 

Th,.. patchwork growth of ma.m.J ,tc1cH1<.:ies ' ,1xr,a1,s ion proyrc,1r.1.....: mc;1y have 

Dt:'<-'1l si4nifican t l y i n fluencC:!d by the huqu i nflux of qovcrnm.._n c.1 1 oi .foundat i on 

.fJ~diny ror a service proje ct . I-Ii t:u n i1 s.½orc span of uc'dr .-. , CROt.J;::iall..J i n 

c:::~• l.Jt(' s i x ies .:ind s e ventif's , annual nt1t :qr>t s 1 stdrr um ! Ol.Jc.in i z aLon;.11 

co.--ipl ex i tir>;,, may have mad!" auantum jumps but th·~ m,lfld"f'-'r h'cJ.., no b u tt~ r orepared 

co d eal 1..-i th them than bi:ior a . 

Many non p r ofi c: e xecutives f rom tht? ranks ITUU vi t~:,,. '11dna~1<:?mun t as a 

p:~vat, scc:cor intrusion i nto their az ca o: ,•x 11t•rr--1s,,- - di r c.-ct serv c:c . The> 

•x, c uriv~•s r s pon~,"' to a call for " betr,• i illclna g,.m1••n t " for ·h~ ir or..;a :1. 2v t i on 

,· .. :, varu ,v i d ,~ly from apaU1y or ambi,-.:u<1ncr to i • i; L.1 t 1011, , ·1..mfusio., , •---n o u L-

1:-..:h t hos t i 1; tt/ . 

!•lany ,!Xc>cuti:·es from t.bo v ::o...;ram ra:1k. muu ;,. ,.,._·uc •I,, u:, 11, • v c thc• i r 

i;-:.3. :~a4L'l11t.""'n t fl,, icic-nci c s , but th,' OV[>Ortun1- t ,' ,-.s r::o trtrlu 1n _ c.1.s e mc1 11c1..:,,mon l 

:..=x>Js i~ o : t 'n sad l y J.:ick; n ... . 
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,.,{,-1 c a ,·n ;ove r : ~ ,m c J,,..;sroum t o tn,· c.1ctu,d 111<1nJ ' 1 •JT1l•11L oor.1u r t uni t 11 j,; o .=-t 11 

-,H_:_1, 1 ny . 

1 r .:.in,1qf'rnr •11 t · 1 unc:tion . 

Peter Drucker, rekrwwned 111.in ,,,, ,,., 1. • c():. 11 t .:in• 

,, 11, :n1nJ 1,-.lf 

r,. ffi.J!lJlt •1 . 

11 •n l ; , t/1<'"' ull .,·,..; , l ht i r c1rlm1n ,.,,,.il t 1,1 • . , •• , ,. 

m• 11 , ..,,,r vi c:<• i n.;t tur •011s h'<>lllrl 1 • 1 ·,rm . 'i'' ,-,· / 1• 
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l·!h,•n ou1 c:ri11s um,•1 s 11u !on . _..,. ·, rl rm, services , an 

.. - n ll 1; en, 
LhL• ·"" • sc•rv ic.·•· r>1·•1J ll :>:drion L"Ollr... ,, ,, , )1 · . , i , ,,,,_;, <>Jt,•n , ,J.. •:, 1J11• -

d,•11c.·1 O\·• r ,•(f ivi, nc9 . Th,• ••rv,c-. , 1 1111.: ·,JJJ.-i rl, .. u 11,•r1 11iil .dvuntvo1· 
.stif~,•1 u 11/ tJ if it r,1isr". t'>• c• •u,. c·t .i t 101i, u1 tilt J, 1,,1 iri\-,n~ . ,,,cd . 

, ·u IL 

· 1r>1r :. 1:; b,• r,·qui 1 d f o , ·,,.,' p•Jt" r ,, t /1< •111 . 
'1Jt n - :k· ' c-lt1im..1nLs :, 110 c!u >Lr,,•, ·<' 1111!> •,v 
:1 11u111L ' ! to .:ibsnru tv · 1 L, 

; .,., cJI JJ,.tc"CJdt 1 t. 

'1 ..; , J n,;11i ' r .. · J,u·t 

ft 1 • t ,i I • • I ' 111 

t..JU t \. ·,. I • .• . . l,, I 1 1, .., 
' II/ L J 

-:,. 11tl ••• o u1·1.:, s t () JC tr.Jee t' • •tK> ; t t i 1 • 1,· ,l r • J •••'1 \'' ..11 I I ' m,,.-; t 
J 11r 1• · J , ·w,tom1. 1 ,, ·:1•-"11 111 r 1r,• r1rn '11,111 11.1.,1:1 ,·,Jor, 1 iti~·• .n: 1 -

,~11- 1..:1 tom,-,rs pr•pu ••:, ,,,,., 111 /)1 

_,:,mp, c : · on lo"sn' t u• ·," , ,, . • c.· i,•111.:1 , J11,,,, 

•·...11,•J1 u•,·~· comv, ·r itior ·nnr""I ,11i1•i,rlC'1/ , 

- , b, :._. r, •su/ L OJ .J <'1 Ill . ,!.in I Ji J, ... 

•n ..;, •II . 
1,·. 11 . 
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. . it ic.111.tl .-n1rv;, ., I 7 

'lh" [r.• ·, 'l<'I{ 11~.I.J ., ,,,, .•. ,.-:it, - • ,J .... ,rz l -

~his c ultural view represents a major contrast to the typical for-profit 

ent<2:_;;rise . Wh ile not every nonprofi t o rganization operates with chis same 

sen ·.:..:-e ethic , evidence of its widespread allegian~e can be seen c..'"!r oughout 

the ~~s cription of other contrasts o r similarities ,or the two sectors . It 

••: .1_..: ::l so be e vident in many procec..:ral s teps and servi ce programs of hun-

dreciE of t ypical nonprofit organizations . 
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~-·r m i n 

t he nonpro11l .,o rlri , no specif:..c b e nc-::ic:.i ur.i.us , no J :1,ral o r: .i:1 1:o r m 
r u.H.•:;; -:-o r t h, .1l s c l osur£' or t 1- nancia l o r o r.'1,=- i r a n t"., nr Ln t u r:1at inn , 
n ono r o · 1 I trusr-.1cs i n efft c: t an .. no t anS!•t • r ..iblt• to ~1n:.1on:2 . l \ 1 thln 
Vt:! r u 1 ! ·oc1ct li r.1~ cs thf::y arr? Lhc'i r O!,m m,-J <; l.,., !.'.5 . T :1, .-: .; " c;;.:; " irr s non.--ibl ,, 
rx:,:,·• !. .. 'I r p h.J r .-;h tvO rds , but Lh•' U a r..., r ,,. l P. a 11t ,.,... r r us t ~as ' pro/; lr•w 

• n t- of ., ,,.:., c:- co:r.; ,ounrl, ·rl -- o r s i :nol . fi t•d , i np .:•nrf nq on 1 · ,, , • 

}J', t h·• a bse:nct o{ an ,. .=: ••c; n -•mcJ t .. • ~, qc•n, .! .11 1 : ..tel.·, 'J1L 

f i ne satisfactory per formance on the i r part . 9 
l."Tt t e ria that de-

L. \'• , : t!ll mo r , • 

\fdr. . . ,ri ll cont : nue r .., br electNi n t h,• ~·o·.• r n i n. 1 i ·oard o n 

::·,l. b a SL3 o · t !iu1 1 "nc11lll.• " 0 1 u ommun.:tt/ " c,.,:ica <.:L.3 " . ,~is •:, 1 •ct 10:1 n rocess 

t,: . 

J. ' t: )Jl I ,.I Lh •• t.'1dl1 t '1,' 

n c h' " .i ..; • o r J 1..:co untJ0 11·1 , ", i, :°on ~ t .'"l. 
' 11tl l 1 Z :J ' ons u.3 J ~o r m o: ..ic,: ountai.., 1, r ., . 7" 

nc:l r1 v.-•s .ind im:-un {1·0:-1 Jt. st u 11,., 'J! 

·r , ·)j o ut o :: d."I ,u,.,_ •·- •11,•-;_---. r ! i.,, · -Ji-· vol~:. 

lol. i..l, 

1 s hod _: 1 J • ~ • c ·, ~- a , , l • ...... • , t , r i, • r, • • • 1: • 

.ir:;,:11 

• 11.,,,:.. ~ , rnn;n · - , o,rt , · , x :..,.- :1• 

- o n o:· s,•r.•: c:· ~ : 7J 

••• . c.:n o: !:his 

o n...; l 1x 1r i.:i r- .. rJ 
.,,r "1 1 

, s 1.•c· 01 

~t>h' Lil ..., 

is ill.J I 

1. • ~ · ,;:r d about 
c.:c--.,:...: · :,_:..• 1 
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I f 

1 r, rll1 ir yov1.· I n rn, , >l ., . 
I :,•r) il..1 f ." ~l),J / iJ < U 1'- . / h • i lvrly 

,n i JI UJ i1,.-:; ,ra,11.-·,.,, •1Jc1ns ! rJ ' t.'. ,•I JI I , r C' ' 

u,,., '<I m •rr.:,,, 1 .s:1, · • Jnd r • 1/f. • ' i /J I I, ! ' 1/U.'-' f ,1!1-

r- •. ll1 1 ri ilL 1 nt 111 nonprcHr l o: ,p11 .t.il 'o;1.· r ' ,-111 .11 l!1t· r,, 
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3Jst.cm, and '1) wda t ~s from the fi P1 1 o{ .1t-·cou11L111~l -

:.n n p r ofit o r gani zations hav0 i.H•,:n sloi-: Lo c1rlo1-, · ;rr:Jrit> l/1 

l"ldncJyc"I'I· ;;r. t ecliniqucs . Non .nro· 1 c or~c1ni zat ions du d i fr,_:: { r om ocofi L 
OLienh i comp a n ies , but t l 1e11 ,11.::o .have muc.'1 i n t:ommun . T.11 • • nt/, hi:JVL-' 
obj,•cr •...:.,; , chr~y both maJ-e dcJc1-.:·•Jn .r: i1bu 11 t t!1< u ;,• rJ · •. :our:, s t-u c.JC-

compl 5 s ~ th< •st' ob j c.·c tj v,1s , a.nrJ ;JO LJ1 t:c1s• •-; an i rripo rt .11.L ma n.1u<.J!"k'n t 
1·unc r: io~ 1s 10 st•t Lo it that I·:- 0 1· 1,Hl i z,11- i on J ~t _..; tl!t •:; • r <J.;our c c s 
c J:fi c 1, -:-.:ly and etr, •ct..ivc:llf . r. u i n , ~s r()m_t>an i , • . ..; /J .-1"• ' , .. ,. lno• I .i numb0z· 

01 vaJ...:-b lt • tools ior aidjnn 1n u 1t •mPnt · u P)i s :,,u .. :,,.,,_,. : bu.! · ·t.., , n . ­

spon s JL • ' 1t:u c:1..•n l:e1 s , co s t an31 ;c;, ,c- , sc,J11d..i r d c o,; t,. , :111_: 1,r;, , o ..: va, i ­
<.1t1C.:t"S , -anaqr mc n t b y ob juct ivt:! , ..'. i m·ilr 11ru91·c1(7)fc,1ti<.1, J 1v i J 1/..J ·1:r-i1 .;in.::iJ 1s i:-; 
--1 t:n..::..d exte nd this l i st i n d1•: 2-1ut, •J y . Most of thL'.<it ' c c.1n u,' used , or 
adapu 1 "or us0 , i n nonp r ofit 01;,,rn i zuLi ons , but nonpro:i r or.1.1n i zaLions 

ar,2 s l u-;,.• t o do so . 

To t:ake just o n ... • e xampl•-> : ·1vn1,ro1·,t o n ;uni Z,.J '"i ons a r ,-., '11•tJr i nq .::i 

lo t about a control 3L/Stcm ca ll, cJ P0ns 01 r r CJ4 r , .. w1 Buclt.1• t 11 , . A ,...,s, •arc:11 

r e port · :-1 a rece n t issue of ~ -"!! lists th· dt?v,•lo_DmLnL tJ " ,'1'B.C::: .:is o m 
of thL · 2 l@ad i n g achie ve men t s .:.11 t1ie.! soc i al .,,c i e nc: , ... s . Anl./O:1,· fam i liar 
t..dL/1 bcs s n PSS practi c e knows t h.:1t t:Ji,,n is no th i n<,J Funnam ... n ~a .I. / 11 n v t•l 

a.boul r::11s; i t is an adaµLa t _o~ en n...>npro~ ; L or.,;c.Jn i. ,,. .. t.i?n.· a .:- t c :miqut'S 
f.lwt l?lil:i· : oro[i L- 01 i 0 n ced comvani1:.'S !lai:J11q b t->1:.•n usi nq for c.1 t l••cist 20 

' 1 y~ars . -

I r. c:!1t' 19th c•mturtJ , account:inq t,•as primdr i l l./ t i dt.c i ar:: :iccount i nq; 
tl)a t • s , i Ls purpos e t•1as to k "C' t-rack o t' r-i1, • [un1s.t•JJ --:~--:· ~ , •n trus t r•rl 
to cm 0~<1an i zation to c•nsu r c: ch JL Lh,, y i,,1e c, ... !,pen t. llonP.c; t lq . fn che 20th 
c e n tur;; , acco un t i ny i n b us i n ,,5 c; r> r 1<.1nj zations has a.ssumnd muc, broad,Jr 
rw,c:t-ions . I t furn ;,sbes useful :n•o 1m..iL ·on .:ibout t:h..- l u;:;i n , .ss bo th to 
jntcrt;SZ:·~d outs.id,~ parties and -o m.:ina~wm•nr Tht ~:<nc : :;al , .. :on ­
CC'!) f S and t echnique s that d.is t i n rnj s h mud<' n man,H.wm.:,n t <.:Ontrn l f'rom 
fiduci a:-y acc o un t i ny , arr u.Ilqed ..i :Juroxim.Jt•·lu i n th.:! orr:~ r n l•:hich th,::!t/ 
b,•ca/Th. ,;r=ncra.lly accepted b y bus i n ess an : (1) t.!u ..iccrual nmc<'pt , 
(2) co~ - accounting , (3) standard CO!its and vur iJ nC,) u11Jl1,1s .:..s , (.J) 

b udy~t1n ,, (5 ) vari abl, , cos t Jn..; and hrc>ad,,, •cn .ina l usis , (u ) 11•spom;iuilit u 

u,.:cou_-:~ .; ny , a n d (7) programmin J .1 11 

The• 1 .:ir~est: classes or non prof_ - or 1dl1i2cJ tions - - h, ,,il Ui c ar ' .in I 
educ,,·c.J7 .'.J:l --until r Pcrntlq had noo r mJn,.,.;!"'m< /Jt co n/. r c.,J -=- ,'"t' -.:; . llos­
p i t.J.J. s;_:c:tems , unde r the i mpc tu-s o r ,.1,, d1cdr,0 .:ma · 11 1• •s :,onc;"' ,.o .-; i d, •­
spreud c r i t .:.cism o;; s1<4 rockL•t .:.1 .1 1>1 il,.'c' S , havL ./J,•, n im1Jro\·1n1 r ,1p rllcJ , 

,1ltho~ ': n.sjst.:ince to modern b udqr·t : nlJ u r .Jcl ic,,.; conr:1.n ut:!S 1 n miln tJ of 
thc>m . =:olli?~Jes c111d un i v <> r s it. ,-.:; , l d IJ t/ c:ert.i• n srJt, un · ·✓•" :·s. l. , ... s , 
als n ,;.!""' maki m,1 ra1Jj d imµr ovnm nts , •. 1 t /Joz1y;1 t ,, •:1 h 1v- ;1 Jon J htil .1 11,• t' 
Lo , 11.., . ul,lic schools yPn,•r il.1 1~ w,, • ..i si;st.<.!m ,i,•v•I CJJ r. ..i1:l 1 U 1 ,1us -
p I C:L'. • t,, 11 . S . Offir·e of •:,L .::,i tic,n ; alU.ouq !, c , ·, •n/" ., r • sr -f •t 

c:n11t1 r: .. , •. -; l.o be· an a nLi,111attJd .:; , c: trm. 
!1av<• c :: • ! r udim( nt..J r I co ntrol s : c: L,·1ri · , 

, X ("• , ! • O:l s . J 5 

J-', 1 ·,1 • 01.,, , ,.ii./ ; · 71 r• -.::., ,1, n "' r.:i J / •1 
J l -,uu,:11 t 1t, • 1 • .3 • irr1-c>rl 1r,t 
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1tions ror h: 1fu1 r ,w.: 11f'1J.,..i .\""11un11 i t n1· pn <!.a t 11 1n •· 

l'..s1 t.i c;ul t.1rl t/ f n c:ha r i t .11 ,1 • r.J r1dn 1 z ,d •on.-, , c-om111t111iL: i>,·nt• ·- .:ruf 

w,•ll -i1• ,!JI ,s .J va!1.1e>:1 c-r ' t.-,~ •>:, .,,, ·,•",·.:h t.1 i 11st-i1ut. or• , 111 rit'" t c 

.1 · (ij//.$ . :~·:1il,• o{c.:• . .'n . r s l"'<""C:·":. J., • CO"Ulh/11 ,,, Ill•,_ r ml T -=!-•, ·L 
i t ; o t,m c .:10,1b i 1 i r I f..'.:5 c1n<l oh 1cc 
1 ,•cuyn i::· ,on u1 thl lcu 1 t i mc1c , 
1 cJ C: I , r s 1! mak 111<.; c rucia l ":'1Jr,. 

c1, ,, :no:r _ ~ ·o.·. cri J u '1 di c c1 er. J u • 
c.:rJ11c--•rt,' t .it t;,nr ion t.o not·· nn 

Ll1os, con :c I t s cone aa i 1..: ,. 

-: , no1h• t n,•J,•ss t:i, •n .. • b t>x:-1 ·,: 

.= 'le) t I• L"• ,;. ; t I/ , ( ,' ("()!lS ! r/, 1 r ' • X ' • ' rn..i ] 

r.· ., • .,• ,.1_ • c·n mm. • .· Jl n1 :,,n·zc1 t i nns 
:"1 .. ~ n ... : t }' I JIJ', •rn • s , .. ~i:::, - tl t. 

'<..• >-:. 1111 • 1 ',,,,_.J Jc..1r, ", ~~n,,c- 1~_._J .•:Ju~n 

, : I .: ; , I n 11 - 11,~. ·111 r·JL-·111 t. . . l 6 

:: , .,, 1 J<J;. e d ~n t.o tht• creusur;cs or t.1oc.-;,, :. ! .; o-= 11on1>• 01 1 or<r, in rz..it ion!,; from 

: l/JUTS Ul ull !..i ZC!i . ;en<1rcill11 L!1 <;t1., _ 1 r 1.J1.1~c;11c1l ,fo nv : .d/1 nor rJr r ,•c t lu 

_=-..,!, J II ,. • 11 • • II ii'i, CJ IJC.:S tions 

I= they do r aise a ques tion over f unds ut~li za t ion , generall y they will b e 

g.:.ven a pat or unsatisfactory answer to their question . In the face o f this, 

such t ypical donor s wil l simply discont in~e s upport . Certai n state charit~ 

abl e solici t a t ion laws are now forci ng t he i s sue by r e quir i ng ei the r a fact ­

ual. statement on the solicitation o f ho1>' che f unds are used or a t leas t t o 

o:fer t o se nd a f inancial sta t ement to t he dono r on r e que st . 

Si nce the cos t of fund ra i sing deri ved f r om many s mall dono rs h as i n -

=r e ase d geomet rically in recen t years , t here i s more foc us on la r ge gr an t s 

:rom gove rnment , c orporations , o r foundac;ons . Grant wr i t ing has become 

a:1 a rt wit,'i high s alabi lity on an e xecut~ve ' s r esume . ror many nonp ro fi t 

o rgani zati ons , proposal wri t i ng r e pres en ted thei r fi r s t major challenge t o 

de tail their spec i fi c objective s, meas ur ements of a t tainme."1t , un.1.ts and 

;os t s of service , etc . Now c orporations and fou nda t ions which a r e beseiged 

,,·.:. t h reques ts for f unds ar e requiring mori; o-: t h is s pec:i f.:..:: da ca . 
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, .... s t s rot - · n.snc:i .:il assi stc.Jnc~ . 

:::a . t 11 11: ,;: n''11 •r1 .... 0 ! 1..'C: t S,T ..: .. 
: 1 I ' J, I I .. ' " '"J ' l •j · 1 ~clrno ra t 1ons 

' 

.1 r :, J t"< I Tl • I t •1 . , ~ 01,: : Jn I .. u• : -
cl"" ':>C'' .1 I r)TJ ... . t •• J,.. f t, ~ ! 1'. t>l ' l r , ,. u J,I ' l I • ' ., J J Pr> ,, , 

The author feels that even <> , 1 :-,,~..Ji;-:rs of nonprofi L organi zati ons 

expect less u1. t,1 .... 1.r organizat1 1ms and tr.a t they e xpec t less o: ~1e msel ves 

~s board members for nonprofit5 . ·1an•J ,oard members are rec1 ui t ed b l./ a 

•,aphaza.rd method and ma y not bE -..·eJJ matched to che needs of the orqanization . 

;. recent study in the Barvard b 1s1. nes s Review ci ct:!d some v e r y i nter~sting 

:acts i n this regard : 

7/Jt rt .• , , "" ... , JI ! ltlU,h .. ": •r": l c1c.r-: , . C:4 Sl••7al .- - '1' 11 : 11 , /Jr t 1 -n • l n •, • 1, ,r I 
llld f hhl• • ' • J Cl ' 
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'flit• bou r d m .. ~mb• r o t a nonp rof1 1 o •,1,J11 .z . t c,n • , 

I 11 

u .:c11 :i ro • t , nt r p r i 

s-.,, · v 1 , ac·n bo.JZ ri and v i ,:c:,mm l ,,, , 111t ,• r i n'-I .11, n J •<I. 

.:ti ·• l • n o m. , . .., _, .Jmot:11t • to . , Lb · t a n t '11 s ums . 

... 

- ; ,.. ,,.:,1 r i 011 .:r irl • n 

J t: U 1.; 1 f I t.J,..; , B ·1 t;; l]I / I d SI ;.!iv !. t.: r lC"- 1 I/Oil: .. • I O • /,1 /1 /. JI 

t l t i / ; 1 ! • i h 11 I m 1J:, t : 11 • • 

ol 1·1t•, 1 , 

t J.' ~!"9,' 

•. , I I lc>IJ.I ( / 

() /1. 1 7 

T : ' ... ·.1 l 1 

' ' :x,11,..; j -

" -: 1 •• 



38 

Failure to be · deq uately prepared because advanc:ed data was not developed 

for the board member by the s taff 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 o f c ontrol which 

demonstrates these lower e xpectations is advance d planning for net,, areas 

or substantial c hanges to operation . The same degree of care (compared 

the for-profit operation) is simply not exerci sed . 

•t' I • i1.:i u . . 
fl.Jllr" .. d , ,,/ 

II. .>'0111 f f 1 r.,1 co:,!.r , ft " :1 

Tl I • ·1, •• • T j II I J )c •110 l • . fl • I•• -' • j 

i .. ,,. I' 
I I ;, 

,u, • O· J 

' ml,..,: 

1, /1.,Jlt J1 ., 
.-., ' l ,d 

'1 
r r. , 

' :; : 1 t 
L , cur \< nclu ;rr,, ;, ,,.,c ; J {, •;ts , .Jc1·,,11n( ,: r.-.; , m;n . ,.in/.( I ' CJ/fUT:11 . t 
I : L r.It' /,/ c.:u;,_..,,,dTl t S . In a,l1vi l , '11 1,·oulu !) J JI I J \.J! •II" ' I''"'' S JIIJl 

(JJ • l. '· J J I II .' J II I I I I JD l ' 
i :1<1 1 ·,, , c>:l . 

• J,J. .. i n (] • I ()[J l. f'I:- .Jl"t • j II f 

11t; • ,.x, :•1/1-'!l1art~ . . 1 ·1 ..i./J rion , •·.is, c: w,s, 1 11,1/1, u .,:, • 11\·, ,j ·• t . 
1,•I ..ii t •>1 .it t, n .,.• c;, ._ .~o..:.olo 1: l , ,·,: 1101,11•·1. , i rnr .·,' .rr .·,.· 

rx r·o1nu.11y c:i ·c.:ount i ne1 1unc lio11~ .,·11!1oul ,: ,,; 11,11 1111, n;r,um 11,, 

•. H·<.nun/' nI orim.:ipl,_•:; .. ind con cL•p t s , or o -· 11.1, i 1·CL1r, 1, 10.··tlu1 , ..111 ,:z m..1n-
<1 ,1 11<11 co11truJ::; . fve s,•, udmi1,1.:;t1ators o· 'I ] 1 .1 , co r 1t••·t1p111 1, du-·J-
r n11.:il , .ind:,· lr.:ir• ins1 1 t11t 1n11-; _,,,., •ornn: . ..; m.JtJJ..:• m, r l 1 ,.,:/.· •,i, ·cI1 
1 !:, t, uo . .-,, • tJC' i r::n, r en, n.it:k,1 ,J 1:1d /ld , I !1 ,, n 111t•. 7'h, ,·, • ·111 • ., , 

f 1,•ci i c.:t ihl , • q 

Di I rt•r ,Jncc i n Opr-'rac.:.119 Sculr> 

The.1·"' are thousands os: nonprof1 t 1ruu1,; 1,•h.,_c.'J ult l) .1 ,;j._·4 ' n fo r mJl , 
ud ho,.: collPctions o: i nd~viciu.Jls p11rsv1 n <.1 limit ..:c.1 c.:ommo:1 old, ·,:; . 
f'r,•7uc>ntltJ , t h1...•se qroupsar c• u11 i nco"·r-o •J t,rl , ur1s • 11crur·,d , an. l.:.1clt: a 
pt• r man .. •nr ofF.:..c.:..:, locar.ion . Thc•ir '>tl.i- t of Oj,.-•1at ·n, , 1, c..isu .... _ , '-n thu 
ol.'J,•r!land , the r P a lt! o, .. rmdn,•nL , au i r c umr l, x, :1unvru- >t. oraa:1_ z.:itio11s 

i,•hit:.'J c.'Joose , for r','losuohical r ec1svns , t o up( ,...il_• i 11 ...i " rlPmo ·i-- 1c " 

01 "Jdl 1.i .. : ipativc ma:na..,r-menl styl<.c , 1,•..:t.n siiJ1r,d 1r,spon .. nb•l r c i •.; a.,d 
c111l'Jo1 i , i a all major 1·un<.· tiona.l .JI P JS . Th r• • .ir, ,,.r,, 1,;u·il.: 1 • For 
thr'sc. rupc-s o : on,an :,;:..; t1 ons ItJ <' i c::11<'1 th 0111J I i • .Jr pr • v.i U ' "' ·t , rs _ 19 

:10 t !1, 
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Compt•ti t i·,•.~-- n t e l l :uun C<' mak,•:=; i t :JOss.nl rr1 h.• t o.:-minc :-u111s c11,! ,,.,~..,r.:s 

vr qet t iny L11•· j um;: on L'1e comouUt fo., 111 u •a. ;1 11 , "n.JdJ,:Livit , , a :-.d 

m..i rk~L acc:rptanc:1 . 

Tt·chnolo,111 tr<.1n::;,Fe:- , appl iPri e x t "?ns_· • ·: JII t.1' ,J, r o::11c1L'" indu"'rru , 
t-;;1'/llii rl.-;_'S tht• pr occdu.r~ of u;ss,~mi n a :: :i I ;'1 -u!f11di on t- •: 1·uuuhu,: 
c nt ,<>r pr ise so t h a c ::iulcirl • miL'a</<· ..:,.1 : ,, .-h l~·1·,•tl trom '-'uL.c:~J-,.ii:i. 

ca;><Jb ilf lies , inno·.·J : 101,s , and, ic-..i 

N ,.1r1,1~11•m,•n r-. bu obj~_·tivrs t ics LhL ol,..:.•1·nq ano 1ur1d1n.1 ,,- 1noc;.:-.:im.s .::.1: 
f ,:1cil.L..cs t:o 1,,._,1.2 d,-, -i n l'd and (,,:lc,;J1 !,1 s cat,-, shot t. a11n lnt1cJ t •.';J :CJ.3is . 

Profit,.1bi1ity .icc:ourrt ., n g is dc.c;iam-d -::, i d nc i fy ,,;,1sLt•fuL , inri non;,:-oduc t ­
i v,, clements i n a system d. :1d .root t-'1• ., out . 

Tnc 1•n t ivc, t.c-c:hniqu-c?s provide' i n fi n n .. ..: , ,._·c•g ·dLion .:2n11 maJ,, 1r o,,.r~on..1llu 
rew..ird:..na t o ille<."t' a /Id e xcr=ed .'Ji,1h .:;, r-a.·Fidul.'- J· u••rtorm.1uc:t. :,,, ::_ •. - - :1t• 
s ..1111<.J t 1mc t t1£•1.J St'L l.'Ja t mea .1·ocrit ;, ed. 'i :-d . • - ; i:: rr•n,:, • c;11, r,r•nal; z-a . 20 

..... mpc1rison : dt•cision :-:ia.:..:.iny , admin is tra 1 

arid in form.i t1o n flow . 

Decisio n s in cht.• lw ma n s,•rvicr'.s · ,~nd 'J i• • ,•,ltJt·lf•r ~ind mo .r • !.l ;h_.., 

r i LL1.JJ 1 7.r d than HJ r>!'ofi t or1e.nte d or,.,.an z..it•c,r'/~ . .I11 t-hr p r i • t- s,,ct or , 
d••ci:,;1on s LPt1d t o ."i: oi a tccJmo l ou. r~, n,;tur ,:, ; '1 iv, an c1r1,•aua , s:.._:., ~ r ­
t iv,~ aata buse ; a ."lt: to b ... a r r H·c•d ac q:1ic·•du O ll w;im, ,0111" for..,,: 

~u{}hJstic:ated , ana.!. ;tic structurr-> . H ,··• • 1 , n L.i<J human spr--1c ,- t • ..., ! .<' 

1s tiw v alue se t t . .',ac decis ions must l.· ar .- ... , I .1t hy c on.c:l•n_c: is .a:id ..:om­
pr omis~ , :,;i t h a s l"..JC: 1 ,;i o u r> i n vol veri,-~ .. r a.; ic<: ,,o~.c;iiJl, . su,:h o,:;; .,. s.: , 
h•h il,• ddmirdVl e , da"'•s ser ve to cons1c, ::.thJ .. slo1•1 (/ut,'n ti,• p ri? • • .c::.°' t-o 
Lhe po; n t :-,he r e i c_c:: u t i l i t u as a r>0 t .. : - • -r1 s 1 ut i0n b, comi>s o eva_• ued . 
SimllarltJ , tht? in:orm:1 t ion data llaS( -.- much '110r,._, 1m-rr1hous a:rl; ~::= 
sp.·c:ific than thac -:ipi callu found : ! . :,1 ~.Jr ..,, ,c t o r .: t-uaL~on.-- . rr 
udd ir.:cm , manl] o " c·1t r,u .. stion s ,1nci rr, ,J :.•zs t,•!Ji ch ar s~ i n L'l .'lcL.'71.1.n 
st..rv.c~s .irt."' not~ ·aJ•lu amen<.1bl,.. t:n .::0n'11, - ·c,1t ,'d an1lus1s , ::=. n , ~, ti 
ur c.! muc.'1 mo r r cor.1:.-~ •:,; , wide r ; n f=C01 , , .:111c h , .,, .. ·ar r-:1n.:inu soc.:3 d.'1 i 
nol i t . c:al imol ica·c,on.,; . 21 

en curnl,, t anc:, In: .1.1 . 1..-on t .l oJ , 

4 1{ 83 { 
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.1va t c :-;-c:. • ,- 0 1-;, .. u1i za tion , c..:n rl tn v,1) 11, • f, •c:in• c,1J1 ' e.1:v! t -.!1..: .'lnolov·: , 
:,·h e r ea.f< .1umJ11 sC' r v icP- orqan.1zu :: 1on !-: v a l,1t• 11r or· . ..:,; .ind r, r ,,,c:urlu1 •' . <=J..:n 

vari...il .. <xi i n id~olo~11 can b v sur."lcd uv vu t :11. c., · 1, ·n ,-.x:,r •r. •,,,cJ :, t i,:., · 
Sr.)C-,CH ,, - L. tud,~ or " [ don ' t c.ir.::> i,rn.; uou d n . • c1· inn, 1s r t rc.'ts 

1nn,, '' 

s t h• .1um.:in !>< rvic.:,•s di t i tcri,• o: "Do Ir /111 • •• iJn(]J'. . " .~i1.1ilai-l11 , 11 
th, • nri··arP sP-ct or , ~ 1 - •Jt CL <.:d !.:n-·P ic; vl a cc•ri J:1 r:1,• ul,Hrnin u vro<.:• ""· , 
bot h 'n t ,,nal I .. c1nd n , xte rnal '71a r l.. • •t 11tr ,.:o:?.· ',-J. 1dr ·on. , t-1f1i • th, 

h11m ,111 .it T'.'iCLS tr~ at !~!cam111u , ,_ ..i 11, c.- : ,1 1 t •1 , n, • r ia 

1• •,•11 :na :.aa t ed b ut J,1. lLtLl•· ryf"'•Jn'z11 o n,11 ,:~ 

~.:s the a uthor will des cribe l ater, ourside forces especially f r om gover nment 

and l arge pri vate supporters are forcing a g r ea t er congruence t o the profit 

sector primaril y in the a rea o f adv.Jnccd planning 

·_J · 

f'n!' i ns t a nc.•p , if a parti c.:ul a r u rotiut:t • .-. ,:>o r'! 1 f: ·111 t- ro ma.'!...: :::act u n • 
dnd 1o; not m:ikinq a profit , i c (;an IJ1• :, ith: r- i.:1 ,•nt.!101.,r much ·1ui.:u.Luo . 

1/m-,evPr , j ust trr, t o cut out. o n • of t h- mo1 • -·~c:th: , m.i !'; i n:1J 1u 11"-- - ui 

wc l;:a•·· provision:;, ... and uou •l ill h,•a• ., J,1.1.,;;~,. •·c.·,,,. -..u, .st.J lo.id ;:h;J' 
U .,..,L.i h.J vP 1"0[x'n.:ussions in t!"Je h"hi r !lou.;; Siniid ' 1.; , 1 f it mo ••1-. 
<.' t F:~·~< .1t t o consolidilte one> o r man .• ou,·1 ...iLo:. , 'll ,_...,, • .<;,•ctor u~ •;n -
zc1L on.'- c.:an do i t. . I i" c."Clnsol-,_dation , •• J IJ<•s_.· "bil it, , tfi,,n o;c_ : ... ,._x• c:11-

~ion . ."!c"t•1 luca t i ons c a11 u1~ opem•d , n,•t,• olanr· .:10,lt , ..,nd r1 ·\, mar: c:.c.; 

conat..<-!'t.d . Human scrvic..•,-, o r yanizat on: , var: icuJ a r lo 11ubl 1c t')n (.o, , .'I.iv" 
.:i m11c11 ~ r r• limi t e d scope of invo / vr,IT" 0 :1r . T.°½· ~ .·,vwor ',-. f- m-irk,,., L co:1-
ii t , on o I cc,s L factors d~· t• r:;;1 !IL' rh, .. i:• p 1 od.i • t m';,,; , , or th ... ,1 .; r c-> - .: 11 

luc1.1 .,_ obli ;ated to dC'li•✓er.., •1 i d t.? ranyr• o"' c:'"' Lvic,•s , r<•c.Jarcll,>s!" .J ­
cur.t ~.~.J of poten t i al usi,fulne:.s , o, L!1,•11 i,•i l' br' J•C!l iticul lu l1am::,. r d 
bt1 , •r.it .. :mees and cl icn t <.'ll' . L'k('Wit-,• , , I • < ~t, n imons.c;ib', t o .. -.1·• v, • 

o i-~--;an z .t:i onal e fr 1c1cn c:4 tlnoL,1!1 m~r<.1,•r , 1 ..;.,•' Ii , 4nr/ ,:onsol;. l ,'l t io ·., 
b ••C.JUS• qc-o arap!1ical l i mi t s i!.T ul" t e n rJr,•rl, - •rm, n ,! hJ 'ai,r or t-ra. - ·on .

2 3 

I.•• ormc1 t I L' fl.Jl 

I !1, • n<1 ,•,rn "j I n r, 1,1n 

J( j /JU . .! , . ..,. v, . , 1.h< 

11,nu t cl!lri ,, • 1 ·,•ss1l 
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'Ur'll r. lIJCi , - . 

ii, 11 t , 111 . In the pri v a t e> S"'•·tnr , hoi-.,<"VPr t:i, •c., a ,, nnr n ,o ·.1 i·.J ..:'lit•i-

l"t tr. 

I I J' 

OJI 

1 l I JI!_ 
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J 11,J I 111.'" 1 t J ] 1)1 J f 1 •• • # ) tt • J.._... t 

/.'ll(JII / ,11,1 "/,1 .I• 'Ill, •:JI Jn,t ' \ I • • • ·" IJ/111 •/ ",/1J1/IJ11J f, I (" JJI ..;1 -

L 1 ll I ' • J, 
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L t J dll I l}f f ,li': 1 ,1 
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·n, 1:1!1 ,{ ··Jin /I .. [ C:-'111 ,II ,, I' l ' • lJ/ Jclll . 

Pr obablu o n e of the cl.:'.JTvs r- rlis r•11cr•un.s bL Lt.•r•,•n t>!-or1 - ,;1:c. .wn_nrofi t 

o :- ;ian 1 zat. rons r elates t Cl t h(•1 r 1!,>Jut • Jn(l oi:cµt.ts ..inrl ,,::!J1•c· :::d ' , :;h .. tion 

o.: th• r-1.:ic,• of pro;. .. c . 

for nonorofit organ i z uc.:.ons t .112 vroi.J! 

'7,.J J Ii; to out.outs and not inputs . 

s ured as diLct or j n d 1r c ct cosr: raccorc; it:sL .1.-: i n th,• 1or • rnf ~ •or• :,r c1t10:1. 

r.:::.:tly hav ~ Jn impact on control of cos ts. 

n:l l •1 mr•&Jsur •d :.n n ."!or:ofi r 

o .r,:ani .-:.11 inn s . in r:10s t cas,·s thc..i .,r 

'? .. • c.Jll', J,s,., en trollar.,l~ than p~,, - i 
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Tn ~ n •J •c t i \'C: rJ: J n on!>r ,,~ r n, :.;~. 7tJ ' 0•1 i.,;; .::;r,m .. / •11 11<1 o._ ,. 

t h an ••a r11 i n c1 p r f i t s . Thus , o:· • :1 .i: t : .. .t· i .. , ,Lc; i n • ,~11 .in o .- : ,n4· z ,, Lio n 
c;ou l c v1• mc.-as ur-=-d . :. mon C' t .Jr•. •• 1-:. c ·. • r: .:"', •t•" nc:,· J,,_• /:,.,, ,, n ,,J, · ,1u, 

d nrl n:,, 1rc; 1,•ould 1.0 - Lt' , 1 :r1r·u !> t.~,. o•· '" ' u • -.Jnc, i n r, • 1 1:1,.:; o :: -:1<• • "al 
ohjv .... · t~ ... -~s of t.h("J rJ " :.:1 : 1izut ion . ri : aL · ·1c o iJ i··ct.. ~,. ot tn ~'"c• o raani -
zc.1t ion.,,, u ; widl~n 1_•;. -;pr, ·ad 1.>< .:: , ·, ,..,;i -~n~ · . ., ..:n d i11i1ut:, . In 1· : i • 1 .1 , t111 1 1 

o bj1-·c.:ri: j s t o r , :: ,. •r as muc.', s• r., t.·•• ,. nn .. si/JJ,• :,: •th·, , .. , , amount 
ot r esotn ces , o r t o Js 1• a s ir-•., r • o.• ·,; fl" t)(.>i;.·1!11 • r ( , . nl, • , ,·e>n 
d fllrJ Un t U; SP7 \' lC-; . .::n {TY.JS t l tua - X . • , (J, if I /lull<' t/ /)i ! .'. o: m.Jn c:c• 

1 11 a nt):ll;rOL 1 1: O r LJ ..; : . • .: ... t lOt ? .s., ,J,{ •• • • · >, ' ' JLfflJ IIC· . 2 '3 

5 t-, i n cr yo~s c :i !:o ~ a .1 Ula t : 

I n 11kir,u .,·d y s , .. t :s ..:nta1r r o c:omoa i- :!,v.,c. ;·(c:ro.r !\'1 t h hu·:::!1 s •vie,:, 

on t i1,, ou t ou t f ::ic cr r , s1.'Jc• it j _., no · Lu<• •nr,, o11 ·1·u int 1~1.L r 1 a nd 

c conl, mi(. n ~a l i , u . .' ',3.'1 '1 J•Jlir .::1ans £: :i...: _, J. 1u~.J11 st. r ,,.,._ /, :. ·tn1 
11k 1.:h.in .. ,.,;m to b e a ."Z nstrum. n t u ; tco;, ~',_· · ul1c·, . 1•11,,,., c1J-.a •~• r , .. n·,• 

.1: . :-io1c. ~::2r c)f Int> I,1s r r , t"'?! ~ . t hi .· o r ... .::111i z a t i o n a :. .:; ,• I mvnt to:, 
T!i.· lo.:. • of such :- c O Jrams , 11·n1l, 
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In , L ,ikc n : n t o a<·c.:o un t .:is wv 11
1 

,w rl m,lnt/ pr o oo·, ti.,, . :,11111ci , ,,., ,111. il ri z,·1 in t ,,. "IS 

b, •.;t rn..'.i:1<; of Jc.:½i.:.-vi ng a ;.,ro f it . 

Ou,mt i c ia ti ve .r1na l::s i!; . 'J'/11! e asi ts t nn.J oo:,c1l t o .. mal v z,, is th, 0 :1> i n 

is something other than revenue, such as a social good , any analysis is r.:orP 

d i t f i cu~t if not i mpossible ·o quc1ntl £u . 

Broad Performa nce Xeasure . f'r ofi Lal>i l i ti./ c.:in i ncorporate manu sP:-i-

aratP as~ c:.:ts of [X'rformance :,1ithin it . T!1e k ,-:-t1 cons irif'rat ion i s not all t .'1,• 

d,•tai Is of oner a tion1 b ut rather the bottom l i nC" . 

This measure is valuable both to the managers themse:lves and to t hose 
:vho judge t.hei r perform..1nce . It providE>s manage rs wi U1 a c ur r L'nt , 
f r ::!quent, easi l tJ understood s iynal as to ho!v well the y arc doing, and 
it _-::>rovides ochers with an objuctin~ bas i s for j udgi ng the managers ' 
oe.!·formance . 34 

Cor..padson of Unlike Units . Profitability permits com,1.:irison o[ 

hetProgP.-ieous oper ation performance in a way not oossible t,ti th any other 

mc-asure . It provid(:;!s a 1,1ay of making valid comparis o ns amom; mam1 on;ani za-

t i ons •,.;;:;_.;!, ~.'1ar c ch£> same o~ ice ti vc . 
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oaid to acquire thnm). Account i n g may noL ch.,_•n uermi t m, •a!-urr•r.,cnt in a wau 

Lhat conforms strictly to economic f acts. 

7. Inabilitt; to measur e cert.1in s,•v171t.:n ts . J'rofitJ!JilittJ can r:Y'asur-

the !X' r formanc:e of the whol r comoany and/or major 0 1>-!CJ Liny di visions . 

But no measure o f r,rofi L.ibil tty i s feas i ble• Lor m.:inu ot.'l~-, res oo nsibilic 1 
,:e nte rs . Profit is the d i ff~rl?nc c- 1Jet:-.,ce1J r<'V('nW:.' and ,·x;x•ns, ... , cJnd 
a l thoug:i the e xpenses of rrnsL responsi bJl i t u cPn f-t.:r s can b1..• m!?asur c d 
1,rithout qr C'at difficul ty, i t is not f (>as il>l <' to m0.isur,• th!• r e-venue ~or 
m.:inu of them. These include Lh<' r cSParch/d ... •v ,..loom..1 nt oraa.n iz.2t :.on; 1~•..::i 
oe rsonnel, account i ng , fi nance , administr.:ir i o11 , a nd othe r staf; depar -
~ents ; and even mcJny marke t i na or pr o juc t ion r.•s 11onsilrli tl/ ce>nt,·rs . 
These arc- un its i n which d i !>Cr<!tionaru cos t '> 01 , •clomi n:irc . In t hcsc3 

r rspons i bility c f'nters , profi t provid,•s m •i t-l-1,•r a focus fo r th:..• anal u.s.-= 
or vroposals not a measure of performanct' . Tli,• t~ch n icill control pro­
blem i n thes~"' res oonsibil itu centers i s the sarn...• as that in nonprofi t: 

organizations . 35 

I. Ambiyuity and Multiplicity of Orqani zational c.,oals 

In social programs , we canno t full u nor a rlr auat,•lu measure the cos-:­
;:ind b enefits when our sol t:: c r i t e r ion i s dolla r s or uni ts of output . ri. ... - ,. 
i s a w •ed for more understandi n q of 1,.-ha t an a ycnc4 ' s purposes a nd qoal$ 
are--und erstandi nu follo"•ed b y d1.~fi n i tion , accountab i litt1, and public: 
repo r ti ng for all to scP . 36 

The use of quarte rly profitabil r tu, r e turn on i nvestment , e t c . arc 

q ,r t c prt'Cisr measu r es i n g r eat contrast t o many nonorofi t or gani zations 

toJ:: i ch ma y lack clear, spec i fi e, or mec.1surabl<• ooals . Statt?d goals ma11 b-=-

.'i i 1hlu d iw• r se and ambiguous . One aut11or noterl t.'1cJt th£? voals of most noncr. ~i t s : 

... are ambi guous , q ui t e oft:.en no t compa t i blr wi th or support i.·.·e o ... 
o n<"' another ... Purthermore , t h<• qou l sPtti nu or oc~ss is oft r•n h:.., ... • 
politicized since external non-membe r s of the orqanization e xe : = --es ­
s ure on it .. . In esscnc..: , the <''llt i r c qo a_ sus c_._-..m !.s veru cont~ x t: ..;il 
i n that: a high d <'OTPe of choice i n d e f .i nin q which qoal s to ach it•v, 
is c xe rci:<;ed bo r.1an y n()Ople t h r o u,1hout t'i,• or ,an ·zation a t anu o.1c­
['Oi nt i n time . .. Third s ector mana'-J~m, •n .. s t1s t 1•r•c; ocx•rclC:, • i n an 
~nvi r onn1Pnt· that virtudll u pr.Ycl udt:!s t:i.• L'ff ,· ·r ;· --~ usr of ma m.: o :-hp 
~o rm.il and h 1qhlu rat i onaliu•d manaq•-"r.l!'nt tools and nroc,•<fures . ,-
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rve livl' i n a c ,·isis oriente d societ:u which b e i.:omes appn-•hen~ive ..ibou t· 

p,."r ormc1n ce onl 1.1 in 1.:me r qPncir>s . usual lu at t'i,:s~ t i m~~ ci rcums tances r equi r <' 

us to t•1, ,11 act i n a h urr(J and t h e sr> rus.'lt>ri riecisionf'; are ant to be rash . 

"'.anu nonorvfi t organiza tioru; have g rotvn t h roua:i .J pas t e up c•f fort as is 

often s<>cn in t heir capi t.al adii it i ons . '•!an y p lans of othe rs are r ecopi<:?d . 

Go,:JJ a mbi uu J t y i n no n oro fi ts ] ..,ad s to .J V( /J,n i o r J I 0,1 Lt, •rn c:1..1r.:ict,..r -

S tudi£·s of uo tii pri vatL' s ,•i.:tnr and vubl : , . Sr·c t cH n, 1e111 i ~,1t ian s t rc1d i tio11-
..J _J IJ ..1s!;um~· , r·x11lici cl q or imolicitlr: , tvell d, • · n,·d ,;nn 111111 -..1mbi,1uous 
.10,1. s and no n- con1 Iictin<.J pc•r fo r manc<..• s t a ndard s WILJthf 1T1..1Tld, ,'v r :. . !lov:Gvc•r 

1•1 hird sc•ctor orc1;uu'zat ion qoal-s d!"•- c:nai-acL, r ••, 1 1cJII 1 .;mi11 '1uou.c; , 
1 •c :ltin..; i n con[licti n y s tanda rds oc cond uct v , t..>r<1...1•1J ;,c1I 1on:.il members . 

- CJ, -, .. ;s1•.c; of dc>r·is1on m,1k i 11y i n <'n vironm..)nt_<; or t.10.11 r1mbiy11;c~ .:.ind con­
"1 ·t i n ,1 :, tc-1ndarris arr• tfi ffen,n t Lrnm t no-:., i r1 or~.ini?.J t i v n r; c:ha r act f' r -

:", d !Jr/ <todl 1111,;111 imi t· 11 and non-confl icting sl ,1'1d, t'·c/.-;. .. '1'!1,•.-;, o r <Ji1n i zatiuns 
rJ. t •n1 • tncir rutun • mo1 (• in ri~rms of yt.J1Pr.ll ci i • , •1 ·/ i,.,ns c;r t!J 11st."' ... "'ilu~ , 
t:11 r, • i .'- ti tt lr..• d i s ri nction bc> twcC'n ,npan.:; ,.ind , •nds .:irut l!1.-•11 {. '.JII b,_, lit t ' •' 
,~r·or t ., r- r,Jliorw li zinq l h,· nroc<•s s .. . ( ;oal , JT0 'Jf11•n ,/, • i m •.J dur i n g p0rintls 
n• .1c: t- io 11 JS .i rt•soonst• lo r:h..: dc-11!i1nds o r- n ,:!J,.,m..1i111 ,i l11.1r ;.:.Jll , not b••f ore file 
..1.~ Li 011 t..1 k c •r; place.•·. l8 

Ano tl1t ·-1 l.;cy c]pst._i nc t.i on influ••n c in., .,_;r,J/ .:1ml11.;u i t , r, •nt "' r .-=: ,1rouncl 

otru: 1c:il ,ru.;ls ..ir.- thu <.Jt•n ,•r dl puroos ,·s c.• f t',L 01·,1c1ni;::dl ; c_,11 ,s p u t fn rth 
i n rrw 1;hc1rtc•r , .inrwal r t·port.s , nub1ic st.::i t e 1n.. 11ts 111.1 J.:, •u t•x , ·-·ul i v••s , 
.in-f <.1 urho r1 t.,.11 iv, c1nnou ncc11Jc•11t s b y t.'ir: su1,!-x_,r t 1nu ool ti c:a l bocli,•s . 
I'!1••s , • ,,, >JI s a ,·,• v,-1r:1u0- dllrl g,,n,,r .1 I and ar t opC"11 , ,ndet.1 w i 1 /J r <' 1c1 r·rl Io 

t .. ·,, 2//IDLJl LJIJt 1.ictors i-:h i c h ~nrl 11c nc:L ch,, bcha"inrs ot irn.mi.nt.•r s in t / 11:' 

or . ..1ni :z.-1r- i o11 . (lr,r , tilPy t i1p1<·,il Zy do nnl sr•c- ori,, , Lt 1 ,· .-. .;m:JJJLI mul tiplP 
•Q 1l.; , .. ind i n (11"-" .11Jst'11C,' 01 nrior i t iP.s , Lh"'tl !JJ .. , J 1rtl • to s .14 1l;0ut 

tic .. · ; s i o 11s whic:!J mu.st: h e· 111.1d-- c1111011,1 alt .. •r::a r Jv,• 1,·ay:.; vt .,1 . ·/i ; •.r i 11y u t [ i <.:i, J 

1 • ..:: l.:- . ?\,m , thr oif iciaJ qr1t.1l ,; ar,:: ~• il, •nt .i/.Jn 11I t '1,· unn;f ,, · ; ,I ~-o.ils 
/ 'L' ~a1,, .J hr_, , Jl'lJUJIS ,;1 11d i111l i v i dual s w ith the.. tJr,1,1nizc.Jt ion . . .. 

O_c>< r.:it i \•t• •JOdl:; .in: ii p1·n d ui.:t of th,-., dL•c i sions , oc • sonn, ·1 11rJ1.: tic.:, •~; , 
.1riu .1 l l i,wcL"s or lTIL'mbL•rs or ,J,e or.!i.Jni z0t.i u n ui, th, •i,· ,.,o ,,ouul t!1t.1 i r 
i , 1.i r ,.; , ;ind , ll <' ,1,•nr•rc1ll11 nor f o1uul i n Lfo • f nrm.il I / r• •-.i l ur,• .ind ..::omm11ni ­
.~.1::: 1nn 01 th,· or,1.1ni:t.aLiot1 about 11..,· ~oa l o r i, •11 l at-io11s . .. . TIJL• 00t.·rat ivr 
, 1 h1 l :: .in• q11 J r t• 01 c,,r, i n conrl i ct i,,; t;i t,Jt' ci .•· ; · i .i J ao.11~ , ,-1nd t-/iit: 

Lu111 l • ·..1,J I , c·on fl1ctiri1 ~ t...1ndarrf:; o · ,,.., •o r-·1.1: 1< ·, (, ,. m, :nb, •1 

:..J, f ._!Vi() • • 

_:,_ \'r 1 . -l') 
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l1 c.:ardint1_' 1>rinciple o: private s ector oroduction is specializabon and 
routinization . Each en;;louee is e xvecte d to contribute a highlu defined 
pi c-c c.•-of- thc - actj on to t he complec~d product . Job tasks arc• broke n do:-m 
j nto the' s impl es.t poss1.ble comoone:1t parts . Hence , the r e is li ttlc am­
bi ,w i t y . rvhc n the r e is ambi,w itu , thi?rt'' is h igh soccificit11, r e sulting 
in the production of a uniformly ~ompleted product that meets high 
standards of quality control . r·:hile at t empts at spe cialization have oc-

cured i n the social services (as ;-:i th the case of s eparation of services) , 
mos t task situat ions still remain highl y ambiguous . The re is lack of 
both uniformi t y and quality control in program output when this circum­
stance occurs . 110 

Lino1.Jes in his 1.;ork has adopted t en Illies o: socio- economic manage-

ment :,;hich, if applied, would substanti all t; reduce much of the ambiguitu and 

mul t ipl i city of goals . 

1 . Tie standards and goals to proven human needs . 
2 . Apply funding by results . 
3 . Use di scretionary =unding as i nce n tive s . 
4 . Use multidiscipl inary planning. 
5 . Set up social profitability audits . 
6 . Establish public 'l:sibilit~ . 
7 . Prune and restruct:i.re for dynami c aro:vth . 
8 . Vary the i nput mix . 
9 . Stir up social comoc t i tion . 

. . . d 1 41 1 0 . Fix the respons-1.b::.l-1. ty fo r avpl t1in g the socio- econom1.c mo e _ . 

Linowes feels that the only pur pose rcr which a social agencj shoul d be 

c reated is to meet human needs . He seeks to t ranslate the "profit" of the 

human ser vice organi zation not i n t erms of dollars of income but i n terms of 

human needs met . The refinement and application of his 10 rules seek t o put 

social responsibility on a par wi t h business profitability . A fur~½er analysis 

of :us 10 rul es shows that they c ut across ~any avenues of comparison between 

for-profit and nonprofit present ed in t ~is paper. When applied in a manage-

ment consultation p r ocess, they can provide the b lueprint for significant problem 

r esolution . The steps also pr esen t a process easily understood and applied by 

=~e typical business e xecutive . 
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J . The Service - oriented and Labor-i nte nsive Nature of the Nonprofit 

rvi th rare exception , nonorofi t or gani zations are producers of services 

ra t!1er than a manufacture r of goods. Their i ntangible se r:vices are produced 

th.rough a combination of 1.abor f rom its oaid and voluntan1 staff. Private 

industry manufacturing, which largell,/ i nc reases productivi t y b y substi tutin g 

capital for labo~ can have significant advantages i n employing tech nological 

i nnovations. This also gives manuf ucturing a dist i nct control advantage . 

Anthony summarizes several i moortant poi nts about the control advan­

tage of a manufacturing company over a servi ce organization: 

Goods can b e stored in inventory , ai'1ai ting a custome r orde r. Se rvices 
cannot be stored; if the facilities and personne l t~at are available to 
provide the service todal,/ are not used today , the re venue from that cap­
abili t y is lost fore ve r ..... 

Service organizations tend to be labor i ntensive, requiri ng r e lativell,/ 
little capital per unit of output. It is more difficult t o control the 
1\10.rk of a labor inte nsive organi zation t han that of an operation whose 
work flow is paced or dominated b y machi ne r y .... 

It is easy to keep track of the quantit~ of tanqible qoods , both during 
the production process and 1\/hen the goods ar e sold , b ut it is not so 
easy to measure the quantity of manl,/ services . . .. For man L/ services , 
incl udi ng most of thes e furnished by public oriente d organizati ons , the 
amount rendered by an o r ganizational uni t can be measured only i n t he 
crudest terms if at all .... 

The quality of tangible goods can be i nspected, and i n most cases the 
inspect i on can be performed before qoods are r e leased to the customer. 
I f the goods are de fective, there is phys i cal evidence of the nature of 
the defect . The quality o f a s ervi c e cannot be i nspe cted in advance; 
at best, it can be inspected during the t ime that the service is being 
r ender ed to the client . Judgments as t o the quality or most servi ces 
are subjective; measuring i ns truments and obje c tive aualjtq standards 
do not exist . 

The li t e rature on contr ol t echnigues-- standard costs , analusis of 
variances , statistical qual itu control , production control , i nve ntor!,/ 
cont rol--tends to emphasi ze producti on s ituations rather ~han s e rvice 
organizations . 42 
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The types of workers attracte d t o nonp rofit or ganiz~tions probably 

differ from workers j n the profit sector in their specjfic i:no,.•ledgcs , skills , 

values1 and Pxhib it~d b ehaviors . Many as~umptions could b ~ made abou t all 

t.'11:se areas . Steiner summarizes mam; of the s e chdracteristic.:s i n the follow-

i nv manner: 

Om i could probably make the prc•diction that the st r u ng t h o f professio na l 
_;uma n s e rvi ce managers, b ecause, or their c.'duc:a t .i on, traininq, and val ue 
se t s , lies i n the area of indivi dual and 9 roup dynamics . Conscquc-ntllJ , 
human service> managc->rs t e nd to heavily emnhas i ze human transact i ons and 
t heir i mpact o n the organi zation and the i ndividual. Sue; attitudes , 
if the l/ do exi s t , would push ht1man s ervi ce administrators toward thL' 
huma n relations approach to managt;;'lnc'nt. On the otht' r hand , 1,makness ~_c:; 

fn th," abil i t:i es of human service mana gc,,rs woul d most like l y appear i n 
areas concerned tvi th admin istrati ve procedures and 1vi th aoplications of 
analyt ic tool s to t he d ecision maki n g p r ocess . Dcfi c _icnc i cs m.iqht also 
arise whe n dealing wi th organi zational dynam i cs and chanc@, sincf' th i s 
procedure involves interactions betr.•lw n the administ r ati ·•c•- a nal y t i c 
p rocesses. 

The oppos f tc wo uld probabl y b e true for pri vate sC?ctor managers . Be ­
caus(~ of their education , traini ng, u nd val ur.•s , onl" would expect mana.qers 
to sho1.; str ength in the applica t i on of analubc tools- - overat_ions r @­
search , fo r c xampl e - - i n solvinq hiqhl q t ech nical problPms and in the 
handl i m-1 of admi n istrativc/managcment procedures . ivcak m ,ss~s could 
proba.bl1.1 be discerned i n the areas of i ndividual and '-!roup dunami cs . 
These gaps and differe-nce s in .knowledqe , s k i 11.c; , values , and behavi ors 
Jr,' cont i nu.::illy bein g narrowe d bl/ the cross f t'rtilization b, ..... tween 
pu/.Jlic-anri-µrivate- sector management, in dddition to the uns urge in 
po.c; t en try management de vi:dopmcnt . 43 

For many nonprofit organi zations , the dominant 1;,ror_l: • rs are profes -

sionals who ofte n h,1vc motivabons that are i nconsi s t ent with .. 10od r esource 

ut1l:zation. The s ame may be tru e of s ome prnfit orir>nt,, d or,1ani zation,c; ;,,her e 

pro:-•ssionals are domi nant , e . g . law oftic<>s , r esearch orqanizations , e cc . 

An~hony describes several implication s of the professional dom { nancc- i n non­

profit organiza tions : 

1 . l'ro.fessionals are rrot iva t ed bt1 dual standards : (a) thos~ of thei r 
oraan i zations , and (b) those of tJ1c .. ir oroFc-ssional col L L'dcJU t)S . The 
former st..i ndards are r ela ted to orqan.izationdl ol.Jj, •ctiv,•s ; th£" ldttr•r 
may b, .. incont:iistent wi th orqanizat ional objPct ivcs . Th,_ r e1-1a.rds ror 
achievin g o r gan izational obj.,ctivcs mdu bf• Jr,s.c; potc nr- r--: ..m thO'-<: for 
achicvin9 p ro:,..,.ssional obje ct ive~ . 
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2. Pr ofessiona ls who are departmc>ntal managers, t end to .>'ork onl11 part 
time o n managemP.nt ac t i v ities . ThctJ spend a s ubs t.:int: i al part of their 
tjme doinq ~~e same work tha t t~eir subor dinates do .... In organiza-
tions not dominated by profcssion.:i / :; , manaaement t ends to b<• a fulltime 
job , and ma.nagers do not do the same t~pe of work that their subordinates 
do . 

3 . ,\/any professionals , bt/ nature , oref<:> r to work i nde;x ndently . ... 
B~causl.• the essence of mana,1emcnt js act t i n g t hinqs done- throuqh peopl e , 
professionals 1-.11.th such a ccmocr amcnt a r e not natural l 11 suited to the 
role of manayer s . 

4. Tn a professional organization, t he p rofessional quali t y of the peo­
ple is of pri:;iary i mportance an1 oth~r considerations a r e secondary . 
Therefore , managers of professionals spend much of t hei r time r ecruiti ng 
good people and then seeing to it that they are k 1.•ot happy . The manager 
has correspondinaltJ l ess time available for the asf)f!cts of the job that 
r elate to efficiency .... 

5 . In a prof~ssional organi zation, vromotion is qearr•d to the crite ria 
established by the profession and t ends to be a function of t i me .. . . 
These criteri a may not place muc~ emphasis o n efficiency and cffective­
ness .... In some si tuati ons , promotions may be i nfluenced b y outside 
quali fi c:ations .. .. 

u. Professional educa t ion does not usually includ0 education i n manage ­
ment and qu~:ce naturall y s tresses the importanc,y o: the profession rather 
than of managem..!nt. ror this and o ther reasons , vrofessionals t v nd to 
look down on managers .... 

7. Financi a l i ncentives tend to bc:> less effeccjve i-.,i th vrofessjonal peopl e 
ui ther because they consider thei r current compensation to b e adequate 
or bPcause c~eir primar y satisfaction comes f r om their work ... . 

8 . Professional status may be l eqill ly i ns ti tut ionalizc-d . For exampl e , 
laws may r equi r e thac a certain number of physicJans be appoint<>d to 
boards of heal th . 

9 . Although the leadership jolJ i n a n oryanization unit i n a nonprofi t 
organi ZilLion .-:,.ay require more manaoemen t s k ills tlwn profc>ssional skLlls , 
tradition o=::en r equ.:.rcs t h.Jt thf' ma nager of sue.Ii a un it u fJ a professional. 

10 . Pr:ofess;.onal s t end co qive in:1d~quate wc>i ght to the f i11ancial impl ica ­
t i on o f the.:.r dec isions . 45 

Another contrast: i n nono1·0Fi t o r gani zat1ons is that many operat.ional 

elc-m<>nts arc not di r ect ed by any serious demand analysi s ~,hich coul d mal< c 

bctt1.•r use of liu:ic('d manpowor. For ,,xampl e nan '-/ soci.:il service> o r qan izations 

.lrt-' q,•ared to an 8 : 00 a . r.1 . to 5 :00 o . m. operation i,·hrr,·a!i the n .•,.1 nc>ed ror 
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£e .:-vicc may be substantially i n i'J d i ffCl L•nt t ;m<c! o..• r iod . This mighL c•sJX·<.:icd l tJ 

,::,_ c rue.• For mam; t..•merr,ency n, eris . 1o r.t c:ommun.:.Li,•~; lJ.ck ,in a_opropriillc rt..•-

c; ~on.<w mu chcin is,n to h um,.1n sArvic.- • n ,._•<>rl .<; .:i -t<'r 'i : 00 p . m . ..1nd on W(•< •kc nds . 

-::-en' a n .• nocabl,"' 1.!Xc:c µtions t o this tr•ucl in t:i, • St . Louis arC',L Om• ..:s 

::i- (•s ttUJl ishm<'n L of ;;i 24-hou r informa tion .:ind r, • e rr,11 sPn.··i,L·, en/ it l d Cc.ill 

~-r lic lp . II s econd e xample is the Sc_•vr.:n t.h /'oli.c.• Dis trict Crisis Intc.•i·vem t i o n 

:)~ L which L-1ork s tv i th pol i ce offi c:crs pr i mar ilu on c1 l atP Jfl crnoon ,.ind ,Tc:ning 

_.;is with 24-hour Cdpabi l i t y . This rc•coqn i7es that most tiomcstic probl r>ms 

..:o not occur during traditional ,m r kintJ htJurs . 

~ - Dependence on Volunteers 

A recent major study o f techni cal assistance needs of nonprofit 

o r cani zation s examined the util i zation o f volunteers . 

Over o n e - thi rd of the local o r gani zations i n the s ample r el y ex clus:xely 
on volunteer s to carry out their mission, ;.•hile mos t othPrs u tilize t·ol ­
un t eers r egularLy to s upplement or complement s er v ices provi d ed bt.; paid 
pc!rsonnel . A f ew use volunteers almost i nc::· -ientl4 oc: only for spec;..al 
projects . The maj ori ty of tbe local samol e tcmd to have r elativel y large 
numbers of volun t eers and thes e volunteers e n gage i n an e normous varie ty 
of activities , from stuffing enve lopes t o runninq a c r edit un ion for 
tvome n or providing medicaL care at a free cl i n i.c , Vol unteer s dona te an 
average of about nine hours per week. to t h~ orqani zation , but a fei,· de­
vote as many hours as a f ull-time pai d employee tvould give to a job . 45 

Thr! major findi ngs of the s tudy showe d t1,,o major felt nee ds : :,10ney 

( :,hi ch shall b e discusse d later) and mo.rt.? and better motivatPd volunteers . 

The organiza tions pi·ovi di ng servi ces via vol unteer s s eem to fi n e it e x ­
tremely di fficult to a ttract and t hen k eep highly s ki lled or h ighly mo ­
tivate d volunteers who will devote time t o t .½e organ.i zation and b e com­
mitted to the work they perform. The abil i ty to r ecruit and utilizP 
voluntee r s effective1-y r equires that an organization ' s k c•y person, 
r.rhe t he r she or h e b e a president, a Voard memiJ<'r, d i rector, or leader , 
have certain internal managemen t and s uper visory skills , have cont i rm i ny 
and qood r e lat.ionships i n the community , cind possE>ss a basic undersr.and ­
i n q r E:!gtffdi n g what motivates volunteer s and oth"r staff to per fo r m chei. r 
tasks effactivel y . 46 
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Volunteer s ivi th i n the nonprofi t organ i zation .in' basically of two 

s eparate t.yp.•s: (1) voluntee rs who s e t·ve as t rustees or board fllC'mbe•r s and 

assume• ma:iaqc r i al r esponsi bili ti cs and (2) vol unteers 1,1ho di roctly participate 

in the s e r vi cc or s upport function of the> org.:mj zat ion . s ev C' r al comments on 

the board vol unteer ,ave already b~e n addressc>d unde r s~ction C of this 

chapter. 

Manage m('n t o: this voluntt-:cr resource is ii pro?:>l , •m un iauc to the 
nonprof it se->ctor . Volunteers often have diff ,->1·cnt rroti vations than cm­
ployees --the .:. r ties and commi tment to th(• organ i z,n ion may be more tenuous 
s i nce thei r economic livelihood docs not depend o n i t. This limi ts the 
ranqe and effectiv c n€::ss of i ncentives and s anctions tradi Uonally used 
by the commercic:il manager. It also r c:qui rc•s unus ual lcddership abilitiC's 
on ~~e oart o~ t he nonprofit e xecut ives . 47 

Despi t e the f act that ther e has tradi tionall y bee n cJ substantial 

dependence on voli.:ntecrs , there has been a great chan,11• i n t r ends e f fecti n g 

volunteer s . Man y :=-xc e ll e n t r esources , s uch Ma nser and Co rdon ' s Voluntarism 

at the Crossroads , have given extensi vc treatment o: t h,•sc devC'lopments . 

Ac best o nl y a bri e f overviC'lv can be give n here . 

There ::ave been at l eas t four major social move l11(•nts i n AlTl(!ricu which 

have had profound .:.nfluence on voluntar i sm in r e c ent u1.:ars : (1) the wor~n's 

movement ; ( 2) t .he self- help moveme n t ; (3 ) the dom~s t i r i catjon of the 

i nstituti onal app~oach; and (4) c~e c i tizen partici pat i on oovcment. each 

o f these- four tre nds have had diverse and far r e ac.'1in..1 consequen c e s fo r 

voluntarism . 48 

Due t o ::.'J~• h'omen' s Movement the-r e hds bet;!n a s ubstanti al chang<' j n 

sex role ::; and ec o nomic f acto r s . As a consequ<'ncP t ."'!c• pe rcentaqe of ,vomen 

workinu : oi- inco:;i;;: rather t han other motiva t ions has r isen dramaticall y . 

This has a.:fectc-ci thei r attitudes towards man(l t (lpcs o~· volun t aru s erv ict• 

which m'.::l-i t !>rev:.ou~l u have bcf"n onP o f the il othe I WlsP l imi t <-•d outle t s . 
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The Sel f-Jlelp .' tovement , captializing o n socJ.a.1 developments of the 

1960 ' s moved i nto the 1970's with a great ... r r el i ance un one ' s own collective 

activi ty as opposed t o reliance on outside r c-so:irces . 

Many sacros ancc insti tutions have b een demys tified . Public opinion 

pol I s have shoim t hat che gener al public does n~t thi nk as highlu o ~ our 

i nsti tutions or professionals . h'atergat:.. , sc.:i.--:dals , dlld corruption unearthed 

~ave take n their tol l in public conficcn c e . 

The Citizen Participation movement has been an outgro,.,th o~ the 

hmeri can spir i t of "joi ning" , evi dent even fro::i _or c - n •vol unti onaru h."Tlerica . 

.9ouyed by i nitial successes of sonv groups , ~,e expPctation level o: many 

more groups has rise n . Action groups for al l t;Jpcs of causes ha vc-> p !:O ­

life ratc d . 

In ,yc•nr>riJ. l , ::oluntarJ.sm has no t dc-cr• 1:-,•cl di ull , /Jut h..,., substanti ­

:illy incrPascd . Poop]" 11.rho volu:it<1cr ,irP d•f1.c .-,,nt in 1,1i1JI thc..•u vol:i:1IL•er 

fo r . Ana siric.:c LJ1c•r c are man y ror<> opti ons [o~ ··0L11n t ;::i r i sm nrn" t."!Jn i n u,c 

no t so r r!c~•nt past many arP tc1k i ng advc.1nta..:r o~ -h, opportun i t y . 

Thns<· socia: chanycs have lcarl co :na jo r , ·ons,,q11, •11crs for t_:; -. non­

p roi:- i t sector . E."scab,!,;.shcrl organizatio ns ,H.L' :: · nrl i nu it more..• di f -icc!t to 

r cc.:rui t and n•t.:iin t rac1i tional -✓olunt,.., •~ ~nr -radi t.io11.:i l r o l es w.,i,:.~ ha ve 

traditional volunteer _"'Ool, the white ~ i dale class female , is shrink~ng. Many 

m.Jrkct as a mdtt,•r o: ,~conomic nccc>ss jt1.: . T:1, ·1.;ul i lional ,rem:, 1s .,·Ji l -

. ,: . d i n ·c t s ,·r vico r o ~ --s 
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cc _: _::;,or.;i t <! cxuc u t i VC' and empl oye£' . Thc'r c> i .c; ..1n inc n •,J.•;, • i r, tht, c:u J t j vu Li o n 

o:- voJunte ,:1 parti cipd tion by corpor..itc 1,•aiier~hip fo r 1-·o/c-s o ther t han 

::~ar s t o d1..•.:il wi th thr e xpundi n g chul1 C'ng•"' to i~·ork t>lfc·ct-iv,•ly with t he- chan q­

i n1 LtJnt· o[ vol unteers at tvork i n t oday ' s no nprol i t o r ,1~,niz,, t i on. 

, The oaradox of Performance: The Consequences o f Poor Manaq c/'o/.1n1- o r 
Super ior Results . 

Nonprofits are partiall y immune frol'1 t h- r i !>k .~ or r e wards of manaqe ­
mcnt performance. Mos t do no t opera t e in a no1m..1l marke t place , whe re 
consumers voice pre ferences by their 1>urc:has,1s . Ins t ead, third pa_rties 
---founddtions, government agencies , fedc rc1tcd f undraising dri ves , or 
non- client private contributor s (plus governmen t al contrac t s f or s e r vices 
and i nsurance payments) -often genera t o the bulk of nonpro f i t r f.'venues. 
Thus, despite an o rgani zati on;s i neffec t i ve ne s s i n re nder i ng ser vices 
to its clien tel e (a h.ighly dangerous conditi on for a comme rcial fi rm) , 
it is often insulate d from t he r i sks of s uch poo r per fo rmance unles s 
its r evenue s ourcPs become aware and concerned about i t .49 

~nthony more fully clari fi es this i ns ulation from m~rk c t forces 
i n the following mannr r : 

The market di ctates the limits wj thin which t he managemen t of a profit­
orienced company can operate . A company canno t (or at l e as t, s ho ul d 
not) make a product that the marke t does not want, and i t can1>0t di spose 
o f i t s pr oducts unless thei r s elli ng price's a r,• i n l i ne wj th v.•ha t the 
marke t is willing to pay . A company canno t survi ve for long if it c annot 
equal t he perfor mance of i ts compet itors . By contrast, manu nonprof it 
orqanizations can de cide what servi ces the~ s houl d r ende r accordi ng to 
the bes t judgment of their managements , rath~r than accordi ng to what 
the marke t wants. And, in many cases, a nonpro fi t orqani za t i on need 
not wo rry about competi t ion. These differences have i mport ant 
implica tions for manage ment control. 

A pro:i t oriente d company wants more c us tomer s . No rc- cus tomer s mean 
more profit. In many nonprofit organi zations particularl y p ublic­
o r iented ones, there is often no s uch re l a t i onshi p b e tween the numbe r of 
c l ien ts and succe ss of the orqani zati on . If the arrount of its avail-
able resources are fixed by appropriat i ons (as i n tht • case o r government 
agencies) or by i ncome from endowment or annual givin~ (as i s the cas e 
tvi th many e ducational, r el igious , and char i tabl e organi zati ons ), 
additional clients ma ~ place a s trai n on resourcus . In a p ro fit -o riente d 
oruar. f. za t i on the re fore . tht' new clicn is an o opor t un i t u to be vi1oro us l y 
.c;ou..::1t a fter; i n many non 1-1ofit o raani z a t ion~ , the- n('tv client is only 
a b~r1 ~n , tone accrpt ~d wi th ~i<;uivinqs . 5J 
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While the nonprofit sector in the past has not been affected signifi­

cantly by competi tion , there ar e indications for potential change here . The 

author feels that several key factors wi ll de facto increase competition 

aroc,ng nonprofit organizations . A newer trend is developing i n the purchase 

of service contracts from state and federall y supported programs. When 

there is a limited amount of appropriated dollars, many qualifying nonprofits 

will become highly competitive to get some, or a greater shar e, 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 ai r al though 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, et~. 

Competition i n the private sector serves as a oorvcrful i nc 0nti ve to 

use resources wisely. 

I f a fi rm i n a cowpetitive jndus t n; per mits i ts <:osts to qe:; ou t of 
control , its product line to be com ou t of fashion, or i t s c~al i tij t o 
de cre ase , i ts profi ts wi ll decline . A non pro fit organi za t ion has no 
s uch a utoma tic danger signa1-. Be cau::.L°! the i mpor tance• of what th~ 
ocqani zat ion does is not measured bi.; dt'mand i n th(' mc1rkr? t place , manaqcrs 
of nonprofit organi zations t end to be i n fJ ue ncvd bu t heir r> rsonal 
convictions o f 1-.1ha t i s i mportant. 51 

For the manager of the nonpro f:..t orqanzzilt ion, th(•r l" is a proocns j t ~ 

co e xpand budyet a nd staff since the me asure of their imoortanc£" .-s oftt•n 

seen by thci r peers in 1 ight of t he amoun!: of control thvt1 c-xc•rcis1.: . c-cw non-

J: '!'Ofi I mana ;,:,r s a ro will i n g to r educ<Y th .... i ~ own imµortc1nci t •1rout1:: c u:;backs , 

or r<:"ductions i n ser vice o r sl..aff . 
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Te> th" e xpt)!" :.!?nc:· d uusinessnian, r>run i na , n...•l""'Jnn••l r t•aliqnni•nt, div1..•s ­
titurL' , acq:::. s.: r ; on , and ci:s tructuri n <1 rJ boo.<:r nerform,1 nct> is ,:in olri 
sc::,ri1 . !•lhP"'I L ' f-:>r /J:-ori t r>ntC'r n r is,· f i11r1,:; ·ts ,-.x, ,cutiv0 '1.: •rarchu too 
old or i n .:id.? ,:JAC-' , or fi nris that its cc1pit<1l n t'•,•ds 1.•xcP•·d a\"ui labl,• li n..:s 
u f 1.:r•dit , o :: t,J.:1!: i ts sc:oLJt.• i r; too lir i ::.t •d t o t.Jkt' ad~,ant ,y·· uf i t s 
o_uportun i t i.t's , a common sol ut ion is tn !'lak,• chi:? o r aaniz<1tio:1ill chang~s 
n,•ccso:;an1 co :::;• s trc ngth11ni nt1 of r 1.•sourcL•.;:; a nd achi, •vt->r1i •n r of qo<Jl s . 52 

Th,• d1sprooor.:. jonac ' shar u of r r•v<:!nu::s 1- •n-•rut~•d bu ou t s icl, " i nves t o r / 
contributors " a s comna r ed to "custom<.,r lJ,-:n,·.:icia r i•~s " 171i1KL'S ; L unli k c lu 
Lhat s upeno:- oc.-rformanc,• ,.-i ll be r 0coc.;11iz d awi r -.•i. 1rdr·d . This limit.-: 
tll1.• inc.:cnt .::r:- "o! tho manayer as 1.-e ll, 1-.rhos - trcsti , ,. , compensati on, 01· 

53 
advam:<1men c: .. .ay bC" d 1 vorce>d from purt.!l u p,• r · o rman(.;e - r t.!l..it,·<1 cons idC'rations. 

The Fllt::!r Commission 1vh ic.:h und ertook c1 :-iajo r studu of oriva t e philan-

· hr. in ,1mP r 'ca dt•r: nu the mi d - 1970 ' s mad~ t.'l,"' foll<r•:i n., obse n ·a tion: 

Tih• i ncen r ; · - :or ,:.> ;-fi c: i tc!nc:u i n orofi t-o r c•n:->rl ·: r m<; come>s f r om the f act 
thar t he pc,.·son.-: ·,:ho are r Psponsibl1• for ''ii : c•-·ci,.q ,,roduc t i on u.rc.• "res idual 
claiman t s . " Th,•. "'Ccivc 1vhat is left o -= in .. ·orn,., a[tt•r c x o,~ns,,_o:; arc.• vaid , 
so that th, : n.:c i. tht• 4,.dns of t:•fficH'n c nno .;1tions dnd bi:a r ch,• losses 
01 poor on-·•::· . r·:!i~lt> c ntrC'prc• 11t..:urs never s u, .. :c:eed • n ,•nt i r .-•lu c-J iminatiny 
:,·Jst..:> from ::,<! I r orc1anizations , th<'!:! a l;vau s .ia v, J mut i vrc> :or f urth,•r 
e fior t., , a - ,ell as an opuor tunitq to snJ J LiJ"'ir b usi11L'ss,•c; to oth,•rs who 
ffldt/ buy cb, - prec isu lu f o r th,• purposL , . "r 1rn •1 . .1 cih.•m .:iround"--maki nq 
t.'11=m more _ :~ici£>nt . A nonprofit or,;,,111·zac·,.;n on th, · otht"" hand, has b11 
d ... fi n i tio,. n::, r esidual claimant . Ther o:; <.111 n c0 n t ive for ctficiuncu 
cu i sine; fro .- ::h ... mu tudl d(•sin· of th<.• m-•f',b••1s of a volun taru o r ganization 
to dCcomp-2 :sh ch- .r nuroosc-s b<•tt,•r, bu: r h ; nc-11ti•1c• i~ 1ii,1ltlu d i ff11s ,' . 
Th,• concc n:-r.it<.:d .· : nancidl i ncC'nt 1vc> o r- •1c1•·'JT<' t1• ,,r c;h i n :; abs~nt . " 4 

Althou.:.; t he nonprofit manage r mau " mar ch to the beat o f a differ ent 

.::-..:m , ' ' nonetheless t.,er e is a universal nee d for i nc\jncivc-s and evide nc e 

=.-:.a c vi rtually e :,er yone will r <:!spond to ,roti vacion prooerlu aoolied . The 

:-::~e of r elati •;e~ ~ lo:,•e'!: compensation in nonpro:: c: orqan i zations has bePn 
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_\/. 0,0<2rating in a State of Cont:nual Fi nancial Adversi tu and Uncertainty. 

The nonprofi. t sector is r e olete •vi th examnl es of severely underfundea 
organi zat:o!'ls, operati ng on t1c edae of financial survival . Budget 
deficits , service cut.backs, ~au f r eezes , oostooned building olans--these 
are frequent facts of l ife =or thousands of commun i tu-based nonprofits. 
Ironically, i n a sense othe r nonprofits are overcapitalized, having in­
vested i n expensive facilities t•1i thout adequace current r evenues to 
maintain or operate the m efficiently . r·.rhile one might argue that this 
shortaye o= r esources should :orce nonprofi ts to pa11 stricter attention 
to the managem~nt control process (since their ve ru survival mau de pend 
on it), it r.ore often paralu zes the p l anni nq orocess and may be so seri ­
o us as to e:fectively preclude their abilitu to r espond adequatelu to 
their financial crisis.55 

Innumerabl e articles and boo.ks have bee n t•1ri tten about today ' s moneq 

c runch for nonor ofi t organizations as t.·cl l as :or thtc! qene ral econom1.1 , but 

i t i s hard to get a comprehensi v:: oerspecti ve> o n th is i ssue . One of the best 

summaries on c;;s area come s in ~anser and Cass ' s Voluntarism at the Crossroads . 56 

Tlie h ighlights o= their chapter e !'lti tled "the •lone.u Crunch" ivi ll b e s ummarized . 

The cost of doing bus;n~ss f or manq nonpro_i ts is outrunning income 

by leaps and bounds . Not onlu has the cost of evei·uthJna i ncreased, but cer-

tain areas have been much higher . ~an~ nonprofi t organizations uti lizinq direct 

mail sol icitation for fund raising have seen astronomical increases i n the cost 

of oaper produc:.s , orinti n g , and especially ::>0sta~e . Since we have already 

seen that nonprofi t organi zations t end to b,~ l abo r i nte nsive , the problem is 

ser ious for se,:e ral r easons. E:mulot1c;;es of nonpr o:i t orqan izations who arc 

qi:ne r ally lower paid , have s een subs tan ti a ll !:J hiq.'ler t-1ages i n c erta i n areas 

as a r esult of =avorable un ion contracts k•hich have s ore ad throughout the 

:icl d. There ha ve also been sh~ro i ncre ases i n personne l f r inge be nefi ts and 

=~~ir costs es oeciall u medical and r et:r el71'~nt cost~ . Often s uch fri nae be ne -

:i ts tver e i ns t..:.t:uted ivhen their co,;t .":ad a l,• . .;sor ir:ioact o n t 'lt> orqani za tion' s 

r Psources . Seldom will an emolo::ero :-:roup oot f or a 101-.,er 1,•\"C'l of bnnr:.fi t s 

as a cost con tai nment e ffort. 
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It hasn ' t been possibl e to pas s on :.ncreased costs i n t h e form of i n ­

c r eas~j cos ts o r =ees to t.':e cons umer like t."le manu.=actur: i ny o r qani zation can 

do . E°:!eS can b e rai sed a;-:d have been , b ut at c erta.::-i point rais i n q the f ep 

t ends z:o be counte r p roducc.: ·.·e , since thi s be1.1i ns t o exclud e access for mam; 

i ntended t o be r eached b y c~e o r qani zation . ~ve n wi th a sliding =ee scale , 

the problem i s esse ntiall ~ che same . Ther e are still some no n o.ro=i t o rganiza­

t i ons r,,1ho o perate :vi thout set f e e sche dul es at all, but thl'ir number is f ast 

fadi.,c . 

Even t he l arge federate d f und- ra i sin.1 camoa_; ans 1 i k e t ::e L"ni ted rvay 

Combi ned Pederal Campai gn, o r Combined Health Apr>.?al Dr ives h ave =allen be-

hind .:nfla tionary t r ends. •,:any membe r agenc2.es have a ttem_oted t o :ind al -

t e rna cive r e venue but th.::.s r:ius t b e done o nly t•1i thin cPrt.ain regulations 

:-.rhich preclude i nd ependenz: campaig ns and encouraae -,_:ove rnmental c o ntracts . 

In an e ffor t to stay i n c.': ~ :for efront o= publi c ; nt;1r est , muc h o ~ the increase 

in each year's goal must go to fund attractive ne:-1 me mbe r aqencies b rouaht on 

as t-.rell as the i nc:!:eased operational needs o f those a l readu affiliated . 

. '·1ost do not th i n k f avorabl:i of cutbacks i n th>.:? ir L ri i t:e d tvaq allocation . 

r·:he n a proposed cucback r.:i..:.'"?t b e i n r esponse t o de c r ea s ed effi ci.ency , very 

o=te n poli tical pressure ~s used t o reverse t his ~r oposal rather ~'-Jan admit 

t h e i nefficiency . .11a n y p ra-::ci ces , such as r educr:.:o:: o r lack of =i. nunci al 

r eser ves and allocation o : l ast dollars of cas e , ~re ace a n atmosphe r e of sus­

ta ; nl::d and prolOn:Je d de pe.'1-i;mce on the f t1de ra ced ca::ipai qn . 

Crea ter :.:nanc.:a l .':>urdens havP been la~d o n ur ban areas as mor e of 

c.h e popul ation continues ;. : s shift f rom rural are as t o t.'J,, ci t i, ,s . T hc..'rF" 

.':as boen c.::-,?mandous q r o~:c.': =~ the numbe r a nd ·.·ar ;.._ c-•: o= d..;encii=c; cormc ting f o r 

tne c har :: :able dollar . s o.-.e feel that thr: or o.!i:t• r ac ·on !las come a bout d u, 

t o -che f a il u r e of es tabl i :S.'-ie d o r gani zations to c.'1-ia~•Jt' and adop t t o curre n t: n Ped . 
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Eff~ctive f undrai sing t echniques of one o r yan i zation are au i cklu cop.!-=ri a nd 

t !w n ove rworked by competing organ i za tions . ,1 qood 1;;.•xampl e o f t h.:.s :s the 

v ro liferation of "athons ." 

Th8 r c have been nume rous wat,s i n which nonorofi t organ i ~:r::.: 0 ns have 

souyil t to cope i,· i th the acut~ mone1.1 crisis . So rw.J h.iv.• r vsort-Pd r o i;crrowing 

to mee t payrolls and other cash £101-1 needs . 

havt: fairl y sca::;onal cash incomf' 'or 1 i ttlt• or no c a sh r e s ervP5 . .-""...,Q::he r 

;.•au has bee n i nvasion of capital , which l rrevocabl!./ diminishe s t :i,.,• C':-;anization ' s 

asse ts. Many ove rcapi talized organi zations seek co s~ll o ff or n . n;;: .:acili ti es 

t.'lel/ can no longe r afford to operate . Those td th s0mc c ndo1,•mt.m t :-:; • seek 

a s h i ft to highe r current r.;ield i n p r e f er e nc," to holding for lom; - _::m 

g row th. Some organizations seek to curtail costs bt/ reduction in staff 

b:.n this ma y also r educ e their services i-•.½! ch gent1ra t1= v isi bi l it:i 

community suoport:. The staff ma!./ also ha t,e co forego salarr1 i ncre~., ts or 

accept smaller ones des pite inflationan, trends of hialwr li vina coE::s . Mam; 

o r ganizations seek to r esolve staffi n g pr obl ems o y i ncreas i nq t h e JS• of 

•.·olunteers . Some see the magical anSh'f'!'." t:o t nei !'." or oblems in n ... c c.>:··:.ng 

p ublic money . 

The us e of public moneu in the :orm of ~rants or p urchaE= : s c rvic~ 

3orecmcnts is extr emely complicated . 

::mportant quest. i ons for organi zations seekin g to obrdin publ jc ~u:d s : 

!ve b elieve some very fundame ntal i ssues .Jre !'."aiscd for vo l unt:1:-.; 
o r ganization s . Can vo1un taru agenci<.?s r ~c:e.:.'v,• public man.:~ a :::i s ti ll 
r e tain ultimate control over thei r purpos e$ , pol ic:i<>s , b ud.,:tc cs , p rograms, 
c1nd pe rsonnel --all o f whi ch arc no r rwl a r::tri bute>s of autonor.() a:1d inde ­
pcndenc.:e? In our vi ew , these issues d r c raise d bt1 what~ •\"e.' r ::,., :--'" publ ic 
rono u take s , ,·1hether for a dennns t! atio."1 or ojoct , ourc:has i.! -. -' := rvice , 
s ubvention for uen eral purnoses , o r J lumv s um fo1· a nart ·cJ:_a:- service . 
The r e- arc some salient qurstions t-:.'l·ch vol untaru aqe>nc.:ic:s ,-:ius: _sk : 

!·!ill public rron£>y adversel u a: :-•-c t- o thf' r torms oc suppo rt, s uch as 
l 'n i t ed tvay , fo undation, or church:' 

I s t he propos<:'d program consist- •nt :,1 i th ti-i,' o n-1<.rn i z.:it-i o ."1 ' s basic 
purpost:•? 



64 

Would the agency 1-1ish to offer the program e ve n if no public 
money were available? 

Will the proposed program divert r esources , personnel , effort , or 
space from activities more central to t hP organiza tion's purpose? 

rvill a conqact or agreement lirru t t.'lc agency ' s f r eedom to an unac­
ceptable degree?~7 

The use of publjc moneu bu voluntary organ i zations has many potential 

effects : (1) the extent to ivhich this may r estrict the alJility o f the organi -

zation to e ngage i n legislative activi t y ; (2) the organization will have to 

develop more sophisticated and objective costi ng procedures and create very 

r e fi ned standards of quantity and quality of service ; (3) confidentialit9 and 

newer concepts of r igh ts for clients 1-1ill need greate r attention; (4) matching 

arrangements with local resources including Un i t:ed lvai1s mau out undo concern 

o n short t erm versus long run impact services; ( 5 ) t here ma9 b e an increase 

i n propriet:ary agencies especially i,•hen large quanti ties of s ervi ce are in­

vol ved (as is now true in nursing care services and durable medical equ.:.pment 

sal es); (6) there will be an accelerated development of planninq which will 

be different from that to ~,hich man!J tvi th i n the voluntary sect or are accus­

tomed. Not: all of the above effects a r e nega cive for nonp r ofit management 

b ut: may be very positive . 

In closing Manser and Cass present a Vt!rtf balanced vi e:•: of utilizing 

public money : 

Our opi nion is that voluntary agencies shoul d not hesitate to utilize 
public money , but should establ ish careful around r ules in so d~.!.ng : 
That the program should be wi t"iin their existing purposes and objec t ives ; 
that not over a fixed amount o f the organi zation ' s g ross revenue ( f or 
example , b e tween 25 and 40 percent) should be f rom public =unds ; and that 
the contractural r e lationship should refl 0 ct the organization's own pol icies 
with r e spect: to confidentialitLJ , orovision of service , and mon i toring . 
The main thing is that the vol untarl./ oraan i zati on ente r i nto t he relation ­
shi p as an equal partner, and not be• thrust i nto d posi t i on 1.;he r e its 
fi nanci al needs compel i t to become a mPrc conduit for public money, modi ­
fyi ng i ts purposes to the availabili t y of momw , ancl s ub jectinc i t self to 
t.hE> hazards of an al i.;ays caoricious and uncertain flo·,, o f oublic money .58 
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N . The Mixed Blessing of Tax-e xemption 

The matter of permissible legislati ve acti viti.; must b e set in the 
broade r context o: the extent o f commi t:ment of a vol untary orga:-1.:zation 
o f i nfluencing public poliCl.l. fl/hat .:.s the c1.qe nci.; ' s v ici.• of i t :=:lf a.nd its 
mission? Should the organization devot e i ts entire resource s and energies 
t o giving service , or should it be concerned both wi th thos e i t s e rves 
and with those conditions within the communi t y inimical to t hose i t serves 
and tvhich de tract from t he q ualitu o:: l if':' of the communi t y ? Tn other 
tvords , is it prepared to i n fluence publ i c _ooli c t.J? 59 

Tax e xemption may be both a pri,·il e ge and a burden f or the nonprofit 

o r gani zat ion. Much attention ~as been focused o n the supposed be nefics of 

tax exemption , e.g. no corporate i ncome cax , elimination of sales t ax , r educed 

po£t:.al e xpense, discounts on mantJ goods and s e r vices . From the cost consid -

eration standpoint , t hese f i nancial be ne:its mau b e vital to the o r ganization ' s 

s urvival . The same rules whi ch grant t he s e b en efi t s also i mpos e hea~~ burdens . 

Fi rst we must understand tvhat the l imi t s are affectiny legislati v e action for 

nonprofi t organi zations: 

The applicable section of the Inte rnal Revenue Service Code , Section 
501 (c) ( 3) ... grants tax e xemption onlu to an orqanization "no substan­
tial part of the activi tie s of tvhich is carruin q on propaqanda, o r othe r ­
wise attempting , to i nfluence l egislation ." .. . Neithe r the Requlations 
nor any judicial de c i sions have suggested a formula for de t ermini ng whe ther 
an amount of activi ty is substantial or .::. nsubst:antial , or f or tha t matter 
what is meant by "activities." ... I t .:.s :,'O rth noting that t he dedication 
of something l ess than five perc ent of the time and effort of an organi zation 
to l egislative activity "could not b e deeme d subs tantial wi t.'"iin the me ani ng 
of the section ." . . . The situation is uncl~ar and ambiguous , and t.'! us 
acts as a de t errent to action . Oraa n i zacion s which consulc legal coun.s el 
more often than not rvill get a ve ru cauci ous opjnion as t o thei :- rights 
under the Code . .'1oreover, the ambigui t lj of the Code invi t es s elec t ive 
enforcement by the Inte rnal Revenue Se r v i ce . An organi zation may b e r e ­
viP,ve d b ecause i ts activi ties came co the personal attent i on of someone 
i n the Service , an agencq may come up for r eview b~caus~ of public i tq, 
sought or unsough t , or the Service ma y ace b ecause of a comolai~t from 
a Congressman or other public official i,.•ho feels agyrieved b y t."lc activities 
o f the Or ganizati on.6 0 

Nan11 i n the nonor o:it sector b ,?.!.i.-•i·.,- cha t thr• informat~on a .,a views 

have on matters of public poli cy should a!so b e available t o l e~islators. They 

:,ave knowl e d qe and e xperi ence f rom decades o~ con cern t,1h i ch i s value t o our 

sociC'tL; . 
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The foll owing activi ties arc not defined or cons true d bu the Code 
as rep res en ting I egislati ve acti vi t u : . . 

l . Testimon y provide d bq request of the leqisla t 1 ve bodu , ;,hich aims 
to take advantage of the organi zation ' s e xpertise and knowledge ~n a 

yi ven field •• • • . . ; l 
2. The pr eparation of technical analuses whLch emphas~ze probab e 

outcome of propose d l egis1-ati on, or stre~s the ~mo~ct of present laws ••· 

3 . Pr esentation {defined as educational w1 th1 n the Regul ations) 
. . . ·nt 61 whi ch may advocate a particular pos1. t_; on or v1ewpoi • 

· t nonprof; ts are differ ent from thos e f aced The overall cons trai n s on .,. 

b y the private sector manager . 1-.1embers of the busin ess community can de duct 

their lobbying expenses . There is not t.'"ie same constrai nt on t he percentage 

of the organization ' s budget whici, ..:c11i 
be used for lobbying activity. The 

combined lobbying effor t of the business world 
dwarfs the combined nonprofit ' s 

l obbying activitg. 

O. High Degree of Organizatianal Interdependence 

Harlan Cleveland in his book The Future Executive62 makes the following 

comment on the "bright future for complexity" : 

Executives are people who bring people toge ther 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 £ . B. 
White character in a New Yorker story forty - five years ago. " . . . Have 
you ever considered how complicated chings can get, what with one thing 
always leading to another?"63 

Given this complexity , it is not uncommon t o see all types of organizations-­

publ ~c , nonprofit , and for-profit- - becoming more inter-related. 

Expanding government regulations, emerging notions of corporate social 
responsibility and shrinking philanthropic resources relative to perceived 
nee ds--the se place a particular premium on the nonprofit manager 's ability 
to eff ectively develop and conduct the inte rorganizational dimension of 
management, i.e. the relationship betwe en his or her group a nd other en­
tities . Joint fund-raising and program planning, coalition -buil d ing , or 
coordinated policy-making groups a.re mec hanisms usually alien t o t he com­
petiti vely- oriented private s ector manager . They c all f or differen c skil. l s 
and styles than those used in conducting the purely internal f unc t iors of 
an organization 's affairs . 64 
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Nore and more organizations see a combined role for their mutual planning 

and cooperation . Getting some of the charitable and governmental financial 

pie is clearly preferable to getting none at all . As complexity is compounded, 

manage rs of nonprofit organizations must widen the circle of those consulted 

in making decisions, including those traditionally regarded as competitors 

for clients or financial support. To a large e xtent, this increase in collab­

orative action has been spawned by economic necessity. But at the same t i~,e , 

it ma y also be seen as charact erist ic of nonprofit manage rs. ThPy will want 

more say in management and possess more participatory skills . 

There i s a pronounced willingness to delegate i nherent pawers of the agency 

to fulltime administrators whose primary skills will center around inte rorgani­

za t ional comple xity. Every major new decision i nvolves the c reative manage-

of multiple authorities--public as well as private. 

Another interesting effect of this organizational interdependence is tha t 

can promote a relatively easy interchange among agency chief executive positions 

within the same community or 1-d thin the same- -:>rea of ~pert! t:lon. The chief execu-

tive f rom one organization may fdirly easily change positions to a comparable 

position with another nonprofit. This may especially be promoted if the nonprofit 

is part of a regional or national affiliate o rganization. The vacanc y of one key 

e xecutive position can touch off a long series of c hanges fo r othe r e xecutive s. 

This has been possible because of the familiarity and involvement 1vith many of 

the same management func tions. 

Management in most third sector organizations is becoming what we 
caU " intprface" management or "trans organi zational" management . . . . 
Tha yPc postulates thar: transorganizational processe s will c-har acterize 
the most important f uture environment of mana g~ment . ... Transorgani­
za tiona 1 processes, represented perhaps by the NASA example, es sent i a 11 y 
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revolve around the ability of diverse organizations to cross artificial 
boundaries and coalesce a ro und commonly shared problems and goals . The 
traditonc-11 notion of organization sovcreignity will yi11e way t o what" Har-
lan Cleveland has referr e d to as "interlock ing webs of authority and potve r . " 
Inte rface management" wi ll thus be cha rac t e r i z ed by rrore horizontal col ­
legi al proces ses , more inte ract ions across organiza tional boundaries, and 
more dialectical organizational stru<'tures- - that is, struc tures whic h both 
ch ange the environment and are 1n tu rn themselves changed by the envi ron­
ment . 65 

P . Gene ral Concl usions 

The above comparis ons have shown thrlt nonprofit o rganizations have differ­

ent inputs, internal dynamic•s, and outpu t than thei r commercial and (to a lesser 

exrent) gove rnmencal counte rparts. Based on chis one C"anno t ::anfirlently Sal/ 

whe ther or not these characteri stics require a totc1lly diftcrent app~·oach to 

management. But what does this comparison do? It certainly shows that there 

ar e many commonal i ties 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 tor much constructive growth 

between the nonprofi t and for - profit sectors. Some addi t ional specific com­

parisons and applications of the preceeding analysis wi l l be made in the 

concluding chapt ers of this paper. 
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CHAPTER IV 

MANAGEMENT CONSUL7'ATJ0:1 £'OH T l-IE N()Nl'RnFI T SECTOR 

A . Introduc tion 

A m.11c E as s umption of thi s pv.pt r: i s t iw t t h<' ,·oJuntv, 1 c:onsul t .int t:rom 

:-'r -proij r b usiness 1v ill gPrwrally bt..' an 1. nd1vi du,1l wir/1 1i tt/1· pr no form;:iJ 

<..!Xperie nc:e o r t rai nin':} in be in(! a n 011tsidr r ons u l t n nt. The volunteer consul ­

can t wi Ll nav~ shovm c ompetence' in their p a rt:i,:11l,1r c iL0 l d o r Andr>avor co r their 

=omp,iny. This is nc,t t o s c1 y tht the i ndividual m.iy not ]12 ;.• St"rvcd as .. m i n­

C<="rnal consul t ant i n th~i r o wn company f or solvi n~, rr1.1na..Jt r:ial proble ms. A 

,;c-neral r cvictv of c ons ul t a t ion as a proces s, divorce d from u ny s pecifi c oc­

casion o f .::l icnt- consul t a nt i nteract ion .:"s nc-c:,.:ssary ..is .J b asis o [ pl ,wnin g 

and undPrs t ..inding tlle rol e o f vo lunte0 r c onsul t.1nr . This b r lei" ovcrvie ;.• will 

ce.i l with four q~n c ral areas : ( 1 ) the rC"lc o f consul t. inr s ,"'en • rom two dif­

~e r ent c onc<i'ptual models; (2) th!? general steps or LOCUS f'S which hnVL' b,•c>n 

.:.'dc ntitied i.n consultant-c lient r e lationshi ps tha t sho11l d be equally uppl i ­

~·r1.hle to all types of hc>lµinq r e l a t ionships :ind pos1. t1 o ns; ( 3 ) a n ovende w 

o~ th1.~ impact of u.i. .;c;1nizational c ha rc.1 c t e r istic:s on m.:Jn,1g,•mc•n t demands es-

pcci aJ ly a s these relate to the staqe of development for the nonproti t org,mi­

za tion: ( 4 ) the impac t o f f 11nctionc.:l ChiJrcJcteristics on ma na91.1ment wi t h a 

·.·i0w tow ... rd i ntr-yrega tion or both t he organ izat ional and funr.t.tonaJ c ha r .::ic:-

r:eristics . 

B . The Role of the Consultant 

Consultati on is a two -way i nterac t ion--a process of s eeking, giv ing , 
and r eceiving help. Consulting is a imed at aiding a person , g r o up , or­
ganiza t i on, or la.rgc•r system i n mobili zing int e? r nal and e xte rnal resources 
to deal with problem confron tation s and c hanqe efforts . 
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The val ues, intentions, and behaviors of consultativP intPraction 
differ from those of leadership, supervision, evalua tion, therapy, and 
friendship. However, many persons b e come c:onsul tativc whe n carrying out 
some f unctions of the primary r o les as administrato1, supervisor , coun­
selor, therapist, f riend, or patient. The role of a growing numbe r of 
persons in our society is labeled consultant to desc ribe thPir ht~lping 
functions. Many of these consul tants f unction as hPlpers from the out­
side . 1 

When helping other individuals , groups, orgunizations, etc . , consul tants 

be have in a number of roles that they judge to be appropriate to the c lient ' s 

situation and the helper ' s own styl e . However the re are bas ic roles which 

the consultant assumes in going about the helping process. Lippic and Lippit 

give a brief general review of some of the pdst lite rature on the consultant ' s 

rol e . Two specific descriptions or models are most helpful . Lippit and 

Li ppi t c:i te Margul ies and Raia2 who di vide consultative rol es into " task 

oriented" and " process oriented roles. ThE>ir concept is pr esent<:>d in the 

f iyure on the following page which compares task or process orientation for 

the same seven areas of consultative roles . 

(fi gur e on next page) 
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RANGE OF CONSULTATIVE ROLES ..-

The consultant••• 
technical expert 

TASK ORIENTATION 

The consultant H • 
p,oceu fac:llltator 

PROCESS ORIENTATION 

ROLE CHARACTERISTICS 

TASK 

1. Problem~ by •expert· evaluallon 
and COiiection °' data. 

2. Problem SoMng: provides Ideas and opl~ 
Ions. designs research tor data. and developl 
solUlion for the Client-system. 

3. Fffdback: pre,enq ,_arch eta with -- ­
pert" imerpn,taliona. 

4. Utilization of Reso.rcfl: makes specfflc and 
concrete recommendallons bu8d upon data. 

s. Relationship IO Client: Is objective. ~. 
and task one'11ed. Connection 11 Iho1Merm 
and problem orienled. 

6. Involvement Is primarily with the problem to 
be solved. 

7. Sysrems Approach: concern Is with tmprc:a­
bOns of the problem for Olher parts of the or­
gan¥-· 

PROCESS 
.1. Problem ~al/on: by · prot,1em aensing" 

and facilitating a clear aniculalion which • 
eludes attitudes and fee6ngs. 

2. Problem Solving: works on the problem solv• 
Ing capabil ity of the aystem, improves 
problem-solving process, and facilitates 
Ctealivity. 

3. Feedback: provides meaningful data. facii­
tates assimilation al data, and allows for cllanl 
lnterpn,lallon. 

4. U11/ization al Research: deY9lops dient use °' 
data and facilitates action by cllenl based on 
learning. 

5. Relalion$h/p IO Client: Is personal, inYOIYed, 
and prooess orienled. Connection is long-tenn 
and systi,m oriented. 

II. ln1101vement: is primarily with people and 
groups in Iha organization. 

7. Systems Approach: cor::em is for conabont­
liYa ratalionsh,ps and eia:hanga al rnourcas 
among parts of Iha organiZation. 

Th e second model o f c ons ul t a t ive roles is presente d b y Li ppit a nd Li ppit 

based on t h e ir o wn experie nce and rer ear c h . The y developed a de s c r iptive 

model tha t pre s ents the con s ul tant' s role along a d i r ecrive and nondi r ective 

continu um . 

Be h a vior va rie s i n its de gree of d i recti vene s s . In the mor e d i recti ve 
c ons ul t a n t role , the c o nsultan t a ss umes leadership a nd direc t s the ac t ­
i v i ty . I n the nondirec t ive mode , t h e con s ul tant provides d a t a , f or the 
c l i e nt to use o r not , as a guide for t h e client ' s sel f - i nitia t e d pr ob lem 
s o l ving . These r oles are not mu tually e x c lus i ve b u t may manifest the m­
s e l ves i n many wa y s a t a ny stage in a pa r t i c ular client s ituatinn . We 
see th e s e roles as spheres of comp~ t e nce r a t her than as a sta ti c c on-



Objective 
Obsen;er/ 
Refl~ :er 
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ti11Uum o f isolated behavior . . In tbe past , the co nsul tant rol e has 
been used in a nond.i r e ct:ive mode , particularly by those i n the cler gy 
or couns f!liny fiel d, or. as an e xpert f unc t ion by engi neers and o t:hP.r 
technical specialists who are called in b y a client to s olve a problem. 
Both of these f unctions, plus others, are p roper and l e gitima t e when 
done appropria tely b_y a compe t ent: i n terna l or E>xt:ernal c onsultant or 
helping person . 3 

Process 
Counselor 

Fact 
Finder 

MULTIPLE ROLES OF THE CONSULTANT 

Alternative 
Identifier 
and Linker 

Joint 
Problem 
Solver 

Trainer 
Educator 

Informat ion.ii 
. Expert 

CLIENT 

CONSULTANT 

LEVEL OF CONSULTANT ACTIVITY IN PROBLEM SOLVING 

Nondlreclive 

Ra,ses 
Q UC:'..(,Q<"S 

for 
reftec!.o.~ 

ObseNes 
prol:l!1am­
so:wg 
process 
ana ra.ses 
l~UC:S 

mirrc,.r.g 
:eeac~" 

Gathers 
cata ano 
st-mi,lates 
11'1.r.iung 
,n:e-pret:ves 

klentrfies 
a1:ematives 
and resources 
fOf cllenl 
a.'IO helps 
assess 
consequences 

OIiers 
a!te rr .attves 
anc, partio­
pates m 
080SIOnS 

Trains 
cl;ent 

Regares 
links. and 
prov.ces 
pol:::yo: 
pract.ce 
oec,~ons 

Descr ip t ion of t he consultant ' s role on a dire c t ive and nondirective 

continuum4 

C . The Phas e s in Consul ting 

Pro:xises 
guicci nes 
pe--s.t.:..::::c-... 
o r erects 
,-, •►.e 

;,·<..:.!?~· 
SC, J 
prOC:ct".aS 

,, 

Several diffcne n t authors r e vie wed i n the field of c on s ul t a t i on enumera t e 

steps or phases for the consulting process. There arP var iations in the total 

number of phase s and steps de lineated. Lippit an d Lippit presen t a good 

gen e ral model for c o ns ulta tion in whi c h t helJ dt's crible s ix phase s of consult-

i ng wi th more specific wo rk f ocuses unde r each of the m. The .re may b e sig­

ni Eican t modi fications to t hese phases i.1h e n a pplif'd in J formal management 

assistance p r ogram process . The follow i n g is a ge n~ r al s umma r y o f the ir 

mode l . 5 
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Pht1se I: CONTACT AND ENTRY 

Nork Focus 1 : Making Fi r s t Contact . The initial contact for a 

potential consul ting relationship can come from uny of th@ three fol lowing 

s ources : (1) the potential c lient, who is r espondiny to a problem, for a 

de sire to increase their compe t itive advan tage , from a normal operating 

procedure to seek out and use consultants, or base d on the pre vious e xperi ­

ence of the organi za t ion; (2 ) the pot en tial cons ultan t ds an individual or 

as a consultant organization who may seek o ut new clients wi th the assumption 

tha t t hey (the consul t an t) may be helpful; (3) a third party, who perceives 

a need for help wi th the clien t and who may be aware o f the skills and re­

sources available through consultat ion . 

Work Focus 2 : Helping Identify and Clarify the Need for Change . In this 

focus, t he consultant: is involved in ei t her helping the poten tial client to 

e xplain his understanding of the problem or t o obtain i nformati on about act­

ivities within parts of the system that might hel p isolate and identify the 

problem . It is e specially important to understand wha t is perceived as the 

problem. Oftentimes what is pr esented as the problem is i ndeed only the 

t i p of the iceberg and indicative of other major areas of more i mportant 

concern . 

Work Focus 3: Exploring the Readi ness for r ;an ,_1(' . It is essential 

t o e xpore the readiness of the client sys t e m to devote the t i me , e ne rgy , and 

committed i n vol vement of appropri ate personnel t o the prob lem- solvinq process. 

Likewise, the client has to explore t he capability , s ensitivity, credibili t y , 

and trustworthi :ie ss o f the potential c onsul tant. 

rvork Foc us 4 : Exploring the Potentia l For rvnrking Tog'ether . Here 

each of the parti es explores and tes t s the potential ~ ~ies f o r a n e ffective 
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working rela t ions hip . The typical outside consultant should not fa i l to con­

sider the consci ous or unconscious fea rs a bout the dif ficulti es o f withdraw­

i ng from the working r ela tionship with any previous formal or info rmal in­

side consultant , as contrasted to the greate r eas e of termi na t ing a c ontract 

wi th an outsider. The outsider frequently can more rPadily clari fy the na­

ture of available r esour ces . It i s not at all uncommon t o have an i nitial 

period of testing for c ompatibiiity before making mutual commitments for a 

long- term wor ki ng relationship. 

These four work focuses in Phase I should produce at least a tenta t i ve 

decis ion on both the part of the consultant and the client t o discontinue 

the exploration or to move to some kind of agreement about the sta t ed prob­

l em, and about the nature , objectives , and conditions of the work1ng relation­

ship . 

Phase II : FORMULATING A CONTRACT AND ESTABLISHING A HELPING RELATIONSHIP 

Work Focus 5 : What Outcome s A.re Desired? It i s not enough just to 

agree that there ~s a pr oblem or that c hange is des irable. In clari fying 

the potential working relationship , it is importdnt to explore wha t kinds 

of outcomes mighc be achieved or would be desirable if the worki ng r e l a tion­

ship is successful . At this point, the parties should make a preliminary 

s tatement of specific goals and objectives t o provide the basis for the 

mutual understandi ng necessary to formulat e a contrac t. The outs i de ~onsul t­

ant Tna lJ be better able t o invo ke- a wi d<"r perspec t i ve on poss ible goals and 

a q L"UcJte r brainsto rming approach toward desirable ou t come s . 

Work Fo.:..:s 6 : Who Shoµld Do What? This might s ec•m l ikf' .:i grea t 

oversimplification ot the task, however , t h.:s is the crux c,f most r·onsulta­

tivP r.•lations hi __ s. The cl ient nr?eds t o kno 1., how much time ann f>m.• rqy the 

consultant is wi~iinq tn put i nto the helping relationshi p. Likowise , the 
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consulta11t has a strong need to cla rify who should b e invrilved , what kinds 

of a~tivi ty wo uld be feas i b le , what kind of support could be e x pected f rom 

the top power s truc ture , wha t kind of fina ncial and t i me commitme nts would 

be made, and how the contract would be t erminated . 

Work. Focus 7, : Time Pe rspec tive and Accountability . It is i mportant 

to clarify the projected time period allowed for uccomplishing t he desi r ~~ 

ouccomes as we ll as the evdluation procedures to be used in assessing pro gre ss 

toward the desired outc omes. This time perspective m.➔y incl ude agr eement 

a bout milestones at whic h the progre ss of the working n,•lationship will b e 

r eviewed and decisions abo u t continuation or t ermi nation wil l b e mad~ . I t 

i s a t t his point that a first draft of the contr,,ct might very we ll spell 

OLt the k e y roles , responsibilities , and e xpec t ations of all pa rties include d. 

Phase III: PROBLEM IDENTIFICATION AND DIAGNOSTIC ANAi YSIS 

Work F'ocus 8: Force-Field Diagnos is . Lippit and Lj ppit rel y v o ry 

heavily o n the theoretical formulat i on of Ku rt Lewin ' s force - fiel d a nalysis 

model . The for ce- field a nal ysis model is used to identify the for ces which 

impede the movement towards project e d goals and the forces which facilita t e 

such movement. The followi ng diagr a m illust1 ates tbe principle cleme ncs of 

this model . (See ne x t page .) 
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The Lewin Force- field Analysis Model 6 

Lippit and Lippit suggest multiple uses of the diagram during the consul ­

tation process. This can help clients gai n perspective on the numerous blocks 

and inhibitions, supports , and resources in their operations. Ln planning 

this approach, the consultant: can identify the potential resources and re­

straints for moving t oward 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 actiun and the kinds of traps to which we should be 

s ensitive in order to insure success . Al l three uses of the force- field 

diagnostic procedure are helpful tools in c onsultation and should be clearly 

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

Work Focus 9: Projecting Goals. Havi ng acquired an understanding 

o f "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 a ided by sur-

veys of what is wanted and needed by those we serve, the pains and problems 

we are experienci ng, predictions of what things are goi ng to be like, and 

what we wouJd like to see. This means an awareness of major tre nds in 

society at large-- economic, political, social, etc .--as well as specific 

trends related to the nature of the individuaJ o~ganization . In most cases, 

thi s means starting wit.h one ' s current goals and a surve~':.. of goal priori­

tie s. 

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

s o ns or groups. Criteria of when a step has been achieved must be identified, 

s o that there can be clear indications tha t the group is on the right path 

or needs to change direction. These also provide a basis f or celebration 

for continuing motivation and group spirit . One of the most critical and 

ne glected 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 o f Action. He r e the k e y f unc tion 

of the c onsultant is the skill development n e cessary for i ncreasing 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 movemen t on a defined path that leads somewhere . The 

consultant must also work with key parts of the cl it.•nt system to coordinate 

mul tiple activities and the involveme nt 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 consequences of action can save more dollars, hours, and 

energy than any of the consultant's other effort s . 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 c on­

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 ~ ffective action and to suggest alternative courses of action and 

the need for external resources . At this point, it may be e specially im­

portant to look at documentation of data. 

Phase VI: CONTRACT COMPLETION: CONTINUITY, SUPPORT, TERMINATION. 

A great p roblem with much consul tative effort is that the c hange s achieved 

may b e short-run a nd may be followed by r e gressions to old patterns . This 

i s because much consultative design does not include a plan fo i· follow-up 

support of prov.is ions for gradual t ermination of the consultant's help and 

installation of the r esources successfully use d 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 i nside 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 responsibil i ty and 

goal for most consultants should be to become progressively unnecessary . 

Unless a termination pla.n is established, the otherwise successful invol ve­

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 Impac t of Organizational Characteri stics On Nonprofi t Mana gement Demands 

Earlier in Chapter III, I used a chart of the functional de mands on the 

typical nonprofit organization to show the airay of management capability 

necessary for the effective functioning of a nonprofit o rganization . At this 

point, the function chart has an additional meaning. Danner and Mi t c h e ll 7 

demonstrate that each organization faces a unique mix of management opportun­

ities and problems, and therefore must develop its own individualized proc e­

dures and systems to cope with them. Ye t, there are some common factors 

which exert a significant impact on the mana ge ment de manrls faced b l/ nonprofit 

organizations . Among these factors are fol lowi ng: stage of development, size, 

and complexity , role, fiel d of program activ ity, r evenue base , personnel base, 

management base, structure, stability, operating style and philosophy. 
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Danner and Mi tchell in their original work pre se nted a narra tive de scrip­

tion of each of these factors . I would no~ .. lik e to cite the ir specific defi ­

nitions of these important factors: 

Stage o f Development 

Prenatal nonprofits face a distinc t s e t of problems and issues in 
areas of organizati on creation, e.g. incorporation and tax-e xempt i on, 
market research, program planning, operational s ystem design, reso urce 
acquisition, and the like . 

Infant groups may face the need for actually implement ing programs 
on a limited scale, recruiting initial pe rsonnel, developing sound rela­
tionships with established entities active i n their field of interest, 
complying with state and federal reporting obligations, and deve lop.ing 
management control procedures compatibl e wi th a part-time, thin manage­
ment structure . 

Mature groups, on the other hand, oft en require partic ular help in 
improving the sophistication of control systems, de veloping effective 
program eval uation procedures, sustaining the commitment of key leaders , 
or planning for taci li ty and personnel needs in the face of pr ogram e x­
pansion. 

Moribund or elderly organizations experienci ng decline ma y need help 
in redefining their mission , restructu r i ng the ir operations, or de vising 
an orderly plan for their own voluntary dissolution. 

Size and Complexity 

Some management problems are probl ems o f scale. Organizations with 
substanti al budgets, staff, locations, programs, and the Jike1 f ace a 
host of complicated problems in such are as as control , supervis i on , and 
coordination which their smal.ler and s i mpler counterparts do not. 

In a 1.abor-intensive arena like this, a major determinant of man­
agecr:en; comp~e~i ~y i s the sheer numbe r of µeople involved in the orgaru­
zat1.on s ac t i vi ties- - as volunteers, employees, cl i e nts, or benefic i aries . 

An a~ditional consequence of size is often increased vi s ibil ity , a 
factor which may complicate t he e xternal dimension of organization manage­
ment. 

Role 

Research organizations may face an array o f specific mana gement dif­
f i culties unlike tho se confronted by groups whose primary ac tivity is 
providi ng social services to individual s , or engaging i n advocac y e fforts 
on behalf of ce rtain constituencies . The t echniques a ppropri ate in one 
s e tting may work poorly in another . 
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Field of Program Activit~ 

Groups perfoming similar roles but active i n a different field,ma~ 
have management problems which reflect purely progr~mmatic factors , e .q . 
sources and c hannels of funding may be significantly di ffer ent, as may 
be the nature of i nterorganizational relations, customs of operating, 
even terminology used t o describe comparable phenomena . 

The actual i mportance of this factor remains to be shown, despite 
prevailing co11III10n wisdom that suggests that the management problems o~ 
cultural groups are f undamentally diffe r ent f rom those of heal th grou~s , 
for e xample. 

Revenue Base 

Ins t itutions with significant endowment income confront an array o : 
financial planning and reporting issues quite different from a group 
depende nt o n the uncertain world of founda t ion grants or the usage pa=­
terns of clients paying fees for s e rvices received; or from one seeki~~ 
to qualify for and administe r government contracts . 

Personnel Base 

Organizations with s ubstantial reliance on vol unteers , professic..~3ls, 
unorganize d, or part-time personnel will encounter a mix of manageme~= 
issues differ ent f rom those with largely paid staffs , lay persons, u~~on ­
ized, or f ul l - time help , r espectively . Problems of motivation, supe:--,·1-
sion, scheduling, and record- keeping may vary depending on such pers:::.ne~ 
factors . 

Management Base 

Other things being equal , one would e xpect groups wi th inexper1e~~ec 
part-ti me, or few management personnel to e xperience more sever prob:e..-rrs 
than those wi th a complete complement of trained, competent, and ful: - t1oe 
managers. Obviously, the adequacy of an organization' s i nternal man~~~­
ment will affect its need for outside help. 

Ther e is a great deal to be said for the observation tha t well-::..:n­
aged organiza t ion differ from their more ineffectual counterparts be:aJse 
of a clear " commitment to manage." Groups which view "managemP.nt" .. .:. =-~ 
i ndiffer e nce, ignorance , confusion , or hostility will present a mark~~~~ 
different array of management i mprovement issues than groups in t eres=ei 
i n, and f amiliar with , management concepts and tec hniques . . 

Structure 

The formality and intricacy of an organization ' s structure can :...::=--2..; ­
ence its management problems . For e xample , an dd hoc unincorpor at~~ 
group (like a hotline), with no specific decision- making prc~esscs 
lines o f authority and no real ties with ocher organizatinns , has ~ =:~~~nt 
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management problems than an incorporated chapter of a national organi ;:.;;.­
tion, with its own governing board , series of advisory bodies, multi p~­
tiers of managers and program administrators, and a standardized manu~­
of procedures. 

Stability 

Some organizations function in a fairly stable, predictable env.1 ___ _ 
ment; while others operate in a setting charac terized by turmoil and 
voli tili ty . 

Some organizations experience a gradual growth in their activit~-:d 
enabling them to adapt procedures and structures more smooth] y than 
groups which experience dramatic and rapid fluctuations upward or dow-­
ward, upheavels which place enormous pressures on existi ng managemen: 
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 requi r_: 
a corresponding increase in the sophistication and accountability ex~= - ­
ted from its internal operations. Another e xample is the group whos e 
activities fluctuate widely depending on the time of year, e .g. hol.:;. =-=­
charity programs, fund- raising marathons, etc. 

Operating Style and Philosophy 

A less tangible, but nonetheless important, factor is that of c -~ 
style with which the organization func t ions . 

Some groups pursue a rather traditional centrai ized or hie rarct _: ""'­
approach to their activities, while others are avowedly decentralize= ~= 
"participative" in the decision-making procedures. 

Organizations also differ with respec t t o the formality which -~==-­
acterizes relationshi ps among the ir members . 

Such styl i stic f actors shape th£> ways in whi C'h management prob_::= 
mdnifest themsel'les , and the organization ' s r esponsP to t hem.q 

E. Combining the Functional and Organizational Ma nagemen t Demands ~~ -
Loc~l ~onprofit Organization 

Dealin g simultaneously with all these factors and organizational ch=- = 

teris t ics of management demands is both impractical and unnecessary. Danr -: 

and Mitchell have r eviewed all of these characteristics to collapse them 

a manageable form to analy ze how nonprofi t management demands might var y 

organiza t ion to organization . They do this by developi ng a two-dimension~-
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framework which r e lates the functional areas of management to the composite 

of organizational characteristics. Examples of speci fic management demands 

experienced by different nonprofit orga,nizations with di fferent characteristics 

are then shown . Since there is virtually an unl i mited number of possible combin­

ations of stability, style , etc . Danner and Mitc hel l concentrated on two sets 

of combined characteristics: "stage of development" and "size and complexity." 

These t wo groups of factors seem to be primary determinants of the types of 

manage ment de mands. 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 
their " pre-organizational " stage of deve lopment: the period b e tween the 
gleam in the founder's eye and the da y the organization "opens its doors." 
The basic concerns at this phase are heavily planning and design-oriented, 
combined with the various formal s t e ps required t o create the organiza­
t ion itself . 

2. Infant Nonprofits--Usually, this is the stage immediately follow­
ing creation of the group, a critical period i n its life cycle. The ma ­
jor issues here have to do with becoming operational, implementing pro­
grams, acquiring initial support, and establishing basic manage ment sys­
tems and procedures for running a going concern . 

(Continued on the next page . ) 
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3. Smal l , Operational Nonprofits--This includes qro ups who a re past 
the~r start- up period, and are carrying on their intended_ prggrams and 
activities on a limited s cale . Such organizations may have fewer than 
15- 20 persons involved in their operations, frequently.no full -ti me or 
pa.id manager, and budgets of less than $25,000. 

4. Medium, Operational Nonpro fits--These are experienced organizations 
c onducting programs and activities involving a s many as 75- 100 peo ple, 
usually with full-time, paid management, and budgets up t o $100,000-
$200,000 . 

5. Large, Operational Nonprofits--Included he re would be groups with 
several years of o perational e xpe rience behind them, who have reached a 
s cale of activities involving hundreds of persons, a manageme nt t eam, 
and annual budgets as high as a million or more dollars . 

6 . Mega- Institutions--This is a special category composed o f the 
"Fortune 500" - type entities in the nonprofit sector : organizations whic h 
ha ve become extraordinarily large and complex , often with operati ng bud­
gets of te.ns of milli ons of dollars, multiple locations and programs, and 
i nvolving thousands of individuals both as e mployees and volun teers. The 
management problems of this group are so different i n scale as t o be al­
most different in substance from those faced by most nonprofits, and are 
not i ncluded 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 
a s i s , significantly redirect their energies, or go o f e xistence alto­
gether . 9 

Several ge nraliza t.ions can be diawn from Danner and Mitchell ' s ap­

proach as outlined above . They chose these three stages o f devel o pmen t 

( pre- o perational , operational, and inactive) because the y f elt that the s e 

stages pose fundamentally different and identifiable considerations. The s e ven 

organi zation groups above ar e not meant to be comprehens i ve , but rather toil-

lustra t e the likely range of characteristics among nonpro fit organizations . 

They did not place greater emphasis on the remaining organi zational character-

ist..:c s which reflects their follo wing assumpti ons: ( 1) tha t they vi e1., Ro l e and 

Pro qram Fie ld a s factors which affe cts the f actual conte xt r a ther than the 

bas ..:.c f unc tional con tent of the management chal l enges o f nonpro fi t s ; 
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(2) while the factual context within which nonprofits operate may change dra-

/Tli:Jtically , the inherent func t ional skills required of an effective managpr re­

main rather constant f rom one circumstanc~ t o the next; (3) that the organiza­

tions Structure and i ts Personnel and Financial Base e xert a more liroited influ-

ence on the types of manage ment problems wit:h which nonprofits contend; (4) Al ­

though Organizational Style and Philosophy , Stability, ond Management Resources 

and Attitudes are important, there is no convenient available way whereby an 

outside observer can accurately differentiate among nonprofits according to 

these tea tu res . 

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
ganiza t ion. 

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

Other- -miscellaneous functions which support the day- to-day affair s of 
the organization . 

External Relations-- deve loping and maintaining heal thy rela tionships be ­
tween the or ganization and other actors in its particular community(ies) .10 

To illustrate the variety of functional management demands encountered 

b y different types of nonprofi t organizations, Danner and Mitchell assembled 

foldout chart on the following page which incorpora t es ali of these factors 

i~to a two-di mensional framework discussed at tbe beginning of this section. 



A FUNCTIONAL PROFILE OF MANAGEM.t.::N'l' DEM,\NOS 
FACED BY DIFFERENT TYPES OF NONPROFI'l' o nGi\NIZ/\'I'IOIJS 

-----------------r----- .. · ···- - - --- - ...------ - --- -~ - - - -- ·---- ----- - - ,- -------------
ORGANIZATIONAL STAGE 

DISCUSSION 

PRE-OPERATIONAL 

- - - -------- ·- ----
There are two tvoes ot orqanizations 
here : the PRENATAL and INFANT non­
profi t . The former is actually "pre­
or ganizational," i .e ., i n the oeriod 
between the gleam in t ounder'e eye and 
the day the organization "opens its 
doors.• The basic concerns at this 
s t age are he~vilv planning and design 
oriented, combined with the formal 
s teps necessary to actually create the 
or ganization itself. The l atter. tyne 
of. nonprofit i s more concerned with 
becoming operational , acquiring initi al 
s up~ort, implementinq programs on a 
limited basis, and estdblishing basic 
management systems and procedures for 
running a going concern . 

OPERATIONAL 

Th.is includes t>th developing ll:'ld es tdb­
l ished organizlltions who are beyond their 
initial ■ tart-µ, stage. The nature , fre­
quency, and com> l exity of t he mandgcment 
problems faced >y this group dc? ond far 
more on their t>le, size, ar d 9cope of 
activities . A~ organizations grow, one 
would expect thiir problems to become 
more complicatei , and yet their own ca­
pabilit1es should a lso be increased . 
Therefore, thei c management demands m4y 
become more spe:ialized, demanding a 
grea t er level of expertise from both 
intern4l managenent leaders and ou tsine 
helping resourcas. For example, while most 
organizations wL ll face f inancial planning 
i s s ues, the larger and more diver~ely­
funded ?roups wl ll encounter them in a 

INACTIVE 

Thia, in a 1en1a, h the 
or moribund organization 
racing the question whethei 
to continue as is, 1ignifi· 
cantly redirect or restruc1 
the organization, or go oul 
o~ existence al together, c 
servation of tho nonpr ofi t 
world 1uggest1 that this i! 
a particularly difficult 
stage in the organization '• 
develo9ment, as groups 
struggle to retain ~~eir 
relevance and importance ir 
changing environments , 

more comp lex wa{ than thei r smal ler counter­
I parts with stra lghtforward revenue sources. I I -- ------ ------·-·-

STRATEGIC PLANNING 

- de tenninin~ organi­
zational goals and 
operating po licie1 

PROGRAM 

- the planning, super­
vision, and evaluation 
of the or~anization' s 
pr imary ac tivities in 
pursuing its parti­
c ular mission 

1------- - --- - - · - - - - -
FINA."lCIAL 

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

HUONHZL 

- dealing with paid and 
volunteer individuals 
throughout the organi­
zation 

LOGISTICS 

- acquiring and managing 
the phyaical fac i lities, 
equipment, s uppli e1 , 
and support services 
required t o carry on 
th• org,nization' ■ 
activ1.t1ell 

Selected Exam!)le1 or Management Demand• ii, Selected Functic,al Area:J 
-- ---------------------------scanning the environment in which the 

o rganization will operate to i~entify 
o,portunities t or new entity vis-a-vi s 
exiatinq program■ and activities (9re­
liminary market research) 

- identifying, assessing, and selecting 
ahort and long t erm goals and objec­
tives by which the organization's 
development will be guided 

-detennining an approoriate or~aniza­
tional structure for managing the 
entity's affair• 

-agreeing on ma1or policies regarding 
recruiting of key management personnel, 
governing body members, and program 
directors 

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

-conducting preliminary research i n 
area(~ ) of organizational interest 
to asses s community needs, current 
trends, identify existing parties 
active i n the field, consider oossible 
r ole for new group 

- deve loping prototype pr ogram ~esiqn, 
including pro~rarn activities, objec-

1 

=~~~s, s tructu1·e, responsibilit ies , 

-imr:, l emcnting r, rog::am (!I) on a limi t ed 
scale, and modifying dS ne cess~rv on 
the basis of actual exoerience 

-initial program marketing or oublicity 
t o acqua int potentia l clienta or con­
stituents with organization ' s activi t ies 

.... - -
- establishing b~nking accounts and ne ­

cessary credit r a tings 
-preparing init i al estima tes of start­

up f i nancial requirements to b~come 
operational 

- p rojecting cash flow demands rluri ng 
initial stages of development 

-developing strategy for acquiring 
s tart- up funding (selection of sources , 
types and amounts sought from each -­
re stricted vs. unrestricted, cash vs. 
i n-kind, etc . 1 prepara t ion of neces-
s ary fundraising solitication mater-
ial9 -- literature, proposals, etc . ; 
assignment o f responsibilities , and 
monitoring o! results; modifying plan -~ 
e tc .) 

-borrowing s tart-up funds if necessary 
-designing ba9 lc book keep ing gye tcm 
for .keepin•'1 trac.k ot receipt• and ex­
pen<ii turos 

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

-creati ng appropriate budgetirq systems , 
forms, and procedures ( line i tern vs . 
reaponsibilitv vs. pr ogram formats, 
expenditure control vs. organizational 
control vs. "i;>rogram evaluotion/strategi.c 
p ldnning purpos e s , etc.) 

-solecting appropriate tn■urance covr.~­
aqe 

-recruitin9 m■-ati•r• of 9overnin9 body 
- determining personnel needs ~uring 
•tart-up periorl 

-agreeing on bA&ic personnel policies 
(terms o r employment, hours , comoen­
sation, ■tc.) 

-recrui ting ne~essary volunteers and/or 
employees to }aunch or gani zat i on's 
activities 

-procuring and u■ ing appropr i ate per­
sonnel tonns /apolication■, with­
holding taxes, time sheets, e tc.) 

-locating available , affordable ■pace 
to house the organization 

- converting soa~• tor organization's use 
-designing and ordering necessary dta-
tionery, business cards, etc. 

-acquiring necessary sup!)lies , equip­
rrent, or furniture to beg in operations 
(typewriter•, de1k1, chair,, mater­
i al s , etc .) 

-applying tor mailing permit■ if appro-
pri ate • 

- -- - - - - - - - -

-monitoring org ln1zati onal pr og res s 
and acti vities t o rc t ine or iJi nal 
goals, objecti ves, and policies 
i n light of accumn\ul a tcd e:<peri e nce 

-identifying ne~ oppo4tun1ties for 
program expansion or deve lopment t o 
keep organization vibrant and effect ive 

-devising and c ar ry i ng out procedures 
for evaluating organi za tion perfo rmance 

- ------ -------
-reviewing organization's co 

dition objectively and ds se 
ing its realietic prosoects 
and a lte rnatives 

- devising~ teas ible p lan fo 
organiza t i on a l restruct urin, 
and revita l ization 

- developing a sound pla~ !or 
ceasing 09e rat1ons, and go~ 
ou t o f business 

- c~angi ng operating 9olicies 
sue~icicntlv t o dea l with 
causes of.organization's 
pres~nt state (changing gov 
nance structure, replacing 
existing management, attrac1 I ing new funding , ources , etc 

-monitoring tre i ds llnd developments in fields 
of progr~ i nt<:?rest - intensively esae11 ing ■ tren 

4nd weaknesses in exis ting~ 
grams t o identi ty opoortunit 
f.o r improvement or change 

-ref ining admini s trative procedures in light 
of sc~le and cnmplcxity of actual ooerations 

-conducting perlodic progrrun evaluations 
ot actu4l results -detormini ng poss i ble al ter n 

tive proqr arns for organiiati 
to ini t iate as a means ot 
r evitalizing i tself 

-modifying prog~lllll planning based on 
evaluation findings 

-improving marketing and promoti on practices 
to enh411ce pr og ram impact 

- identifying opp ortunit i es for program modi ­
fication, and alerting organ ization to 
key risks afhc ting prog r am activities 

-refining origi rnal financial control pro­
cedure9 in ligl;it of current s cale and 
complexity of organization's activities, 
e .g., it11 fund•ing sources, number of 
employee■ , rang e of expenditures, etc. 

- de veloping lonrg range financial plans and 
pro jections to !IUpport strategic pldn­
ing, including major capital require­
ments 

-conducting 
operations 

-developing 
dures 

ape~ ial analysos of financ1 al 
and condition as needed 
eatllsfactory auditing proce-

- refining fundraising stratc9ies and acti­
vities (cxperirienting with new techniques, 
expanding scala of past efforts, stabili­
zing tundi.ng b, i~e, etc. ) 

-managing inve11t:ments and othor asset!J to 
ensure sa~, s rttis factor:, rate ot return 

-refining blldget:-X-ng'ilylt e111 to l.mprove man­
agement and mo11itoring of activities and 
plans ba■ed on ac t ual experience 

-det~rmining lo~ae vs. purchase policies for 
major expendit~r• items 

-developing t i nancial pro1ec• 
tlons and estim~tes of lmoll· 
ca tions of each ma; or •lt•r­
nat1ve under con61der•tion 

-keeping financial book• and 
rocords current during in• 
act i ve periods 

1-revarnping fund-raising 1tra• 
tegiel to deal Vith OZ'9Uli• 
zati on'1 revi1ed 9oal1 

-devising method• of reducint 
orqanizati on ' • fixad &nd var£, 
able co■ts durinq period of 
inactivity or revenue declLu 

- ----------...!..----buil ding an effective management team to ~ aor:ale in the fac 
run th• organization of orqan1aa~1onal inactivity 

-replacing retiring, inactive, or i neffec- or decline 
tive members of the governing body -adjusting peraonnel policies 

-developing and refining policies on per- to cope with changes i n the 
sonnel matters (affirmative action, hiring operating environment (rely-
procedure1, compensation practices, place- ing more on volunteer• to 
ment, job titles, transfer and promotion, cut expenaee, e ncourag ing 
evaluation , termination, grievance, etc.) split and part-time job■ to 

-developing dependable procedures for a ttract ma intain current personnel. , 
ing necesaary personnel (volunteers and etc. ) employees) -negotiat ing appropriate chan 

- improving Doard/management/~rogram relation- in key comoensa tion policies 
■hips to ro9pond to changed ctrcwn 

-devising coll ective bargaining poli cies and stances 
procedures if appropriate -arriving at a fair and prac-

-promoting professional c!evelopment among tical plan tor .usisting em-
key personnel • ployoes, volunteers, and othe i 

aaaociated wi th the organiia• 
tion to find euitabl• oppor· 
tunitie• e l sewhere 

- deve loping adequate inventory control sys­
tem for consumable supplies 

- devi sing maintenance procedures t or 
major equipment and faciliti es 

-ensuring appropriate security to protect 
organizational property 

- monitor ing space utilization 
-improving purchas ing procodures to l ower 

costs (biddi ng, group buying, e tc .I 

- modi tyinq oraanization ' • 
logi ■tics nee~• in line with 
its current p01ition and 
future outlook 

-improving utilization of 
existinq facili tie1, suppliel, 
and equipment to increase or• 
ganiza t i on's flexibility in 
con1idering new cour••• ol 
action 



FINANCIAL 

- the planni ng and acqui­
sition of financ1 11l 
resources, and the 
control and disclosure 
of t heir utilization 

PIRSONHEL 

- dealing with paid and 
volunteer individual ■ 
throughout the organi­
zation 

LOGISTICS 

- acquiring and managing 
the phyaical facilities, 
equipment, 1uppliee, 
and support 1ervice1 
required to carry on 
th• org•nization'• 
activ1tles 

OTHER 

- miscellaneous functions 
which support the day­
to-day affairs of the 
orqanizat.1.on 

U:GAL 

- 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(iesJ and fields 
of activi ty 

-im~lemcnting program(s) on a l im lted 
scale, and modifying as necessarv on 
the baais of actu~l exoerience 

-initial program marketing or oublici ty 
t o acquaint potontial clienta or con­
stituents with o rganization's activities 

-establishing banking accounts and ne­
cessary credit ratings 

-preparing init i al estimates of start­
up financial requirements to b~come 
operational 

- projecting caoh flow demands rludng 
initial stages of development 

-developing strategy for acquiring 
start-up funding (selection of sources , 
t ypes end amounts sought from ea·ch -­
rastricted vs. unrestricted, cash vs. 
in-kind, etc.; preparation of neces-
s ary fundraising solitication mater-
ials -- literature, proposals, etc.; 
ae6ignment of responsibilities, and 
monitoring o f results; modifying pl an -~ ' 
etc.) 

-borrowing start-up fund~ if necoasarv 
- designing basic bookkeeping sys tem 

for keeping track of receipts and ex­
penrlitures 

-devising simpl~ payroll and accounts 
receivable procedures as appropriate 
to personnel nnd financial structure 

-creating appropriate budgeting systems, 
forms , and procedures (line item vs. 
reoponsibilitv vs. 9roqram formats , 
expenditure control vs. organization~! 
control vs. ';>rogram evalUlltion/strategic 
pldnr.ing purposes, etc.) 

-selecting appropriate tnaurance cove r ­
aqe 

-recruitin9 .. ~r• of 9overning body 
-determining personnel needs during 
atart-up perio~ 

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

-recruiting ne~essary volunteers and/or 
employees to Jaunch organization's 
activities 

-procuring and u1ing appropriate per­
sonnel forms (application•, with­
holding taxes, time sheets, etc.) 

-locating available, affordable ■pace 
to house the organization 

-converting soa~e tor organization's use 
-deaigning and ordering necessary sta-
tionery, bueinesa cards, etc. 

-acquiring necessary sup~lies, equip­
~t, or furniture to begin operations 
(typewriter•• ~••ka, chair■, mater­
ials, etc. 

-applying for mailing permit• if aporo-
priate • 

---···~- --- ·- . --·· - -
-eata.blishing wJrkable system for record­
ing, gathering, and reporting relevant 
information on organization's activitiea 
to key managem~nt personnel 

-creating an ef : i cient filing and 
records-manage~ent procedure for 
important •----•tlon (personnol, pur­
chaetnq, 1-,a~· traneactions, regulatory 
report•, etc.) 

-establishing bt1ic procedures for daily 
office managemEnt 

-deciding upon ap?ropriate legal form 
and atructui,e cf organization given 
its intended activities and objectives 
(unincorporate~ vs. incorporated) 1 size 
and composition of governing body, etc. 

-determining if tax-exem9tion should be 
sought and, if 10, under what classi­
fication under state and federal laws 

-preparing creation docwncnts (Articl es, 
Byla1-1s, agreemerite, etc.) 

-applying for tac-exempt status and 
following throu9h to final ruling 
by appropriate 1tate and fer.eral 
officials 

-acquiring any r,quired l icenses , per­
mits , etc. requt red to begin ope ration• 

-organi::ing and c:onvening of governing· 
body (election of officers, spec ifi­
cation of terms, responsibilities, etc.) 

.. .., """'1Ilce prO<J ram impact 
-identifying opportunities for proqr.:im modi­
fication, and alerting organization to 
key risks atfec:ting program activities 

-refining origimal financial control pro­
cedures in ligfa t of current scale and 
complexity of o rganization' s activities, 
e.g., its fund.ing sources, number of 
employee,, ran<Je of expenditures, etc. 

-developing long range financial plan9 and 
projections to support strategic plan­
ing, including major capital require­
ments 

-conducting spe~ ial analyses of financial 
operations and condition as needed 

-developing sat~ s factory aud1ting proce­
dures 

-refining !undr~i s ing strategies and acti­
vities (cxperi11enting with new techniques, 
expanding scalct of past efforts, stabili­
zing funding b1J~e, etc. l 

-manc,gi ng invellt:ments and othor assetn t o 
ensure sat, . s 6 1t i s f acto ry ra t e of return 

-ret1nin9 blldget•Ing7Jystem to i mprove man­
agemen t and mo"itoring of activities and 
plans based on a ctuc,l experience 

-det~rmi ning loose vs. purchase policies for 
major expenditure items 

- buildin9 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 (affinnativo action, hiring 
procedures, compensc,tion practices, place­
ment, job titles, transfer and promotion, 
evaluation, termination, grievance, etc.) 

-developing dependable procedures for attract 
ing neceaaary personnel (volunteers and 
employees) 

-improving Doard/management/,rogram re lation­
■hioa 

-devising collective bargaining policies and 
procedures if appropriate 

-promoting professional cevelopment among 
key personnel • 

-developing adequate inventory control sys­
tem for conaWllable supplies 

-devising maintenance procedures f or 
major equipment and facilities 

-ensuring appropriate security to protect 
organizational property 

-monitoring apace utilization 
-improving purchasing procedures to lower 

coats (bidding, group buying, etc.) 

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

-reassessing and ref ining previous office 
management and' record-keeping policies 
and proc.edur•• in lJ.ght of subsequent 
operating demands 

-increasing specialized knowledge of 
key support :,erson!)el 

-advising on particular transactions , e.g., 
loans, contracts, leases, etc. 

-interpreting governmental regulatory 
and legislative developments affecting 
the organization 

-ensuring compliance with appropri ate 
procedural and substantive requirements 
imposed by virtue of the group's exempt 
1tatu1 or legal form (how decisions are 
made, what activities are entered into, 
which form■ are filed, etc.) 

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

-representing organi zation's interests in 
various legal and regulatory forwns 
( 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-
1een crises like strikes, threatened 
cut-oft of funding, etc.) 

-advieing on major policy issues affecting 
organizational structure (merger, ac­
quisition, etc.) 

-identifying and establishing contacts 
with other principle actors involvec 
in organization', field o~ activity 

---- ----- -·--- --·. - - - - . . ------ --

-developing effective ~rocedures and 
materials for ac~uainti ng the organi­
zation's communi:y(ies) with its r re­
sence and progran1, and for keeping 
the organization informed about com­
munity perceptioa■ and concerns affect­
ing those progran■ or plans 

-identifyin? and following throu~h on 
opportunities for collaboration 1,tith 
other organizaticn1 in areas of mutual 
benefit 

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

-building at&ble 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 
vithin its operating area.a 

-developing financ i al proj 
tions and e stimates of i~ 
cat i ons of each major alt; 
native under considoratio 

I-keeping financial books a1 
roco rds current during in 
actlve periods 

-revarnpinq fund-raising st 
tegies to deal with organ' 
zation'a revised goals 

-devising method• of reduc 
orqanization's fixed and 
a.ble costs during period c 
inactivity or revenue dee 

""lll&int&ininl morale in the 
of or9aniza~ional inactivi 
or decline 

-adj usting per1onnel polici 
to cope with change■ in th, 
operating envirorunent (rel: 
ing more on volunteer• to 
cut ex?eneea, encouraging 
split and part-time jobe t c 
maintain current personnel , 
etc .) 

-negotiating appropriate ch 
in key comoeneation policiE 
to re9pond to changed c1rcu 
stances 

-arriving at a fair and prac 
tical plan for assisting em· 
ployoes, volunteers, and ot 
aesociated with the orqaniz, 
tion to find suitable oppor• 
tunitie1 el1ewhere 

-modi~yinq or~anization'a 
logistics nee~• in line wit 
its current position and 
future outlook 

-improving utilization of 
existing facilities, suppli 
and equipment to increase 
ganization's flexibility i 
conaiderinq nev cour1e1 of 
action • 

-revising office management, 
record-keeoing, and other 
internal adminiltrative 
systems as a~propriate q iv 
orqanization's response to 
its current situation 

-identifying and deciding 
alternative methods for tez 
minating or restructuring 
organization Ctranafer of 
assets, voluntary dissolut 
procedure,, amendmeat of 
original instruments of 
creation, etc.) 

-implementing selected alte1 
native in compliance w( th 
legal requirements 

- -
-establishing new contacts w 
potential "joint venturers" 
who may enable the organiza 
t i on 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 1upporters of 
the organ! zation 

-identifying likely •benefi­
ciaries" (other orqaniza~io 
or indivirlual1) to whom the 
entity '• resourcea and expe 
ence might be helpful, and 
facilitating the transfer o 
those tangible and intangib 
----►-
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CHAPTER V 

THE PRACTICAL APPLICATION OF MANAGEMENT ASSISTANCE FOR NONPROFITS 

A. Intr oduc tion 

All through the process of this paper the author has sought t o develop 

di'screte building blocks of knowl edge about the major elements of management 

assi stance efforts, viz., getting one ' s bearings on the bewildering nature 

of nonprofit organizations, comparing the s imilarities and differences between 

management in the nonprofi t and for- profit sectors, anri e xploring the e l e meDLS 

of management consultation, lhere bas been a conscious effort toward application 

of these discrete elements in a final practica l structure. The purpose of 

this final chapter is to briefly outlin e how these eleme nts are utilized in 

t he actual p ractice of management consultation for nonprofit organ i zations. 

As alluded to earJier;, management consulta tion efforts for the nonprofit 

sector appear t o have three major thrusts: 1) outside proprietary consul tants 

in v arious specializations such as fund- raising, accounting, organ ization devel -

opment; 2) o ther nonprofi t groups which have been formed specifically to 

prov ide management assistance; and 3) United Way organi z ations, both locally 

and na tionally, which are developing management assistance programs. Since 

thi s paper is dealing primarily wi th management efforts wh i ch directly invol ve 

Volunteers , I will not focus on the contributions of proprietary organizations. 

Many giants in this field such as Booz- Allen and Hamilton or McKinsey & Company 

hav e made substantial improvements in nonprof it management . 

The format of this final chapter will be ~s f o llows : 1) to br iefly discuss 

t he development of management support organizations in general; 2) to look in 

de pth a t one s uch organi zation , the Volunteer Urba n Consul t i ng Group of ~ew 

Yo rk Ci t~ which has articulated its operating philosophy and procedures; 
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J) to examine the s ubstantial role played by the United f'l!JY in fostering manage ­

ment assistance for me~er and non- member agencies1 with £pecial 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 princ iple s and procedures. 

B. The General Development of Management Support Organizations 

Management support organizations have initi ally developed in the l as t 

t e n ye ars to provide direc t one- to- one management assistance to the staff and 

board of nonprofit organizations. Management support organizations, or MSO ' s 

as th~y are referred to in the literature, are usuall y i nvolved in aggressive 

marketing of their services which are often unde rwri tten by foundations , corp­

orations, or large individual donations specificall y for thi s purpose . Either 

no fees are charged or the fee is adjuste d to the nonprofit's abili t y t o pay . 

S e rvices o ffered by MSO's range f rom basic technical servic es, such as bookkeep­

i ng , publ ic relations, fund raising, board de v e lopment, and human rel ations- train­

ing , to more complicated s ervices such as long t erm planni ng, resour ce devel-

opment, and public policy analysis. 

Jon atha n Cook, Managing Di r ector of The Support Center of Washi ngton, D.C., 

made the following report on the state o f the MSO "art": 

MSO ' s are a " cottage industry": They operat e in isolation from each 
o ther ; their management concepts and resourc es are relatively basic and 
unsophisti cate d; they have little t echnology and few systems; their manage­
ment concepts and r esources are largely sel f - developed; they depend upon 
one or t wo key i ndi viduals and/or funders for their survival; their 
management perspectives are based on untested clicbes passed around the 
dogmatic and unscientific sub-culture of the nonprofit sector. Perceived 
s ucce ss or fai lure i n the f ield is not based on the quality or cost of 
the assistance given to clients. Rather, the most commonly e mpl oyed i n­
dica tor of success i s the amount of money raise d an d spent. Other l e ss 
sign ificant commonl y applied indications o f success are appearance of 
offices , c redentials of staff, personal contact s of s taff, and perceptions 
of clients about the s e rvice s provided. These indi cators {especially 
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cljent perceptions) probabl y do correlated somewhat with effectiveness 
or potential effectiveness, but t he correlation is not greac for most of 
t hese indicators at present . The measure of a "good" MSO has not yet 
been established. 1 

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

1 , Volunteer-matched (when the stated needs of the client o rganiza t jon 
and the skills claimed by the volunteer are taken at face value, and the 
two are "matche d. " 

2. Volunteer - managed (when sta ff do intake, diagnosis, contracting and 
supervision of the work, and perhaps t o screen and review the work of 
the volunteers. 

3 . Single s ervi ce (where the provider organization deliver s assis t ance 
in one management area s~ch as fund- raising , ~ccounting, or public re­
lations). 

4 . Multiple Service, Si ngle Type of Client (where the clients are all of 
one type, e . g. arts organizat1ons) . 

5 . Comprehensive (where multiple assistance in mul tiple management areas 
are offered t o multiple types of clients). 

The fi ve models are listed roughly in the order of thejr complexity . 
That is , a " volunteer matched" program is easier t o do than is a comprehensive 
MSO . As for the cos t of these programs, they vary gr eatly . On the average , 
the volunteer programs have been more expensive in terms of the cost of an 
hour of service or of a r esult produced, but this depends on many factors, 
9nd in ~rticular , on the specific type of management assistance being 
offer ed . 2 

There is a high mor tality r a t e anr::mg organizat ions which ai m t o provide 

management s upport services . Many of them which began in the last ten years, 

have gone out of business al togethe r , and o thers have changed their programs 

a nd now do something else . The r easons for leaving the field have been of 

these three types: inability to obtain adequa te initial funding, loss of 

funding r esources, and l oss of key person(s) . Apparently no or ganiza t ion 

left the field due to dissatisfaction wi t h t he services they were providing 

(desp1. te the suspicion wi th which some 1vould r egard t heir services) . On the 

other h and , s ome organiza t ions have merged . In fac t, Cook' s own organiza t ion , 

The Support Cen:e r , was f ormed f r om three separate MSO ' s . 
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C. The Operation· of a Management Support Organ i zation, the Volunteer Urban 
Con~ulting Group of New York 

The Volunteer Urban Consulting Group, hereafter referred t o by their ini ­

tials, VUCG, stands out as one of the oldest and best respected of the manage­

me nt s upport organizations . lt 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 minorit:y-awned businesses. Two major steps in this 

were the initial f unding 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 

s e rve as a business resource center tor New York City . 

Up until 1973, VUCG's energies were channeled excl usively into assisting 

minority business. 

In that year, it branched out and began a management consul ting pror.ram 
ror nonprofits, with the support of the Fund of the City of New York, 
the Grea ter 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 fi nance , internal 
opeEations, 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 clie.nts have budgets from $500 to ove,r 
$8~ million . Clearly, some can afford us and some just can ' t. Our cos t 
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. " 4 

VUCG cites as one the the key r easons for their success that they have 

clearly defined goals : 

Our main function. is to de fine the probl ems 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 VVCG aids.. its nonprofi t clients; it steers clear of program­
r elated problems- or f und - rais ing aia . 5 

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

practical features which have been refined in their consul ting relationship. 

The following is a general summary of the key elements from this guide which 

appl y to consultation for nonprofit organizations. It may be helpful to 

re fer back to Chapte r IV~ which present ed Lippitt and Lippitt's phases of 

consultation, fo r a direct comparision of the rrodifications from the general 

process. 

VUCG serves as a liason between nonprofit organizations which have specific 

business problems and business people interested in using their knowledge and 

skill s on a volunteer basis to assist t hem . 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 wd:th hundreds of business vol ­

unteers. While the full - time staff gives continuity and professional manage­

ment, VUCG ' s br oad 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-

cions; individual corporations and firms; VUCG friends and "word of mouth . " 

Individual firms ar e of t wo 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 recruit 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 professionals are anxicus to assist and 

often are surprised and flattered to learn t:hat "a source outside t:heir firm" 

wants and needs t:heir expert:ise. For volunteers who are internally .recrui ted 

by t:he 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 somet:hing" for 

their community, but have not known where to direct t:heir efforts. 

When VUCG began its nonprofit consul ting program, careful thought 1,ras 

gi ven to developing an effective system for identifying prospective clients. 

A referra l system was designed to maximize VUCG's strength
1
and at the same time, 

utilize knowledge and skills of individuals who know the local nonprofit 

community . This system operates on several levels: 1) cor porate or private 

foundations with retainer relationships; 2 ) other fou ndations and public 

fundi ng sources; and 3) clients recommended by friends. In the first two 

levels, the main difference lies in the wil lingness of the referring organi ­

zation to sponsor the cost of VUCG ' s servi ces for t:he nonprofit c l ient . As 

VUCG ' s program has grown, nonprofit groups i ncreasingly cal l d i rec tly for 

assistance . 

Client selection and pro.i cct :r:anagf11 .. ent a re managed by the VUCG staff 

who provide professional skills in management consulting and a familiarity 

with the opera tions of the voluntary and government sectors. All groups 

re questing assistance undergo careful analysis be fore they become c lients . 

Several c riteria must be met: 



97 

1) Is the group serious about its request which must be p ut in wri ting? 

2) Is the pro~lem wh ich is a rti culated the "real problem" and one of 

high priori t:i,/? Olwiousl y .- the answer t o the question may b e difficul t to de­

termi n e inthe early stages of the project . Oft en what i .s a rti c u la t ed is o n1-y 

a s9mp tom of a more serious problem. Sometimes a request is received for 

hel p in an 3cea whi c h see ms t o b e a low/medium priority . At the beginni ng 

of every assi':Jnment , VUCC attempts to assess the manrigement problems facin g 

the a gency so it c an begi n to address the most cri tical on es . 

3) Do VUCG staff and volunteers possess the knowledge to tind a s o lution 

to the problem? 

4) Do VUCG s t aff and volunteers have enough time to solve the problem 

which may b e under s ome type of deadline? Volunteers are asked t o devote an 

average of two hours a week to thei r assignment wi th a r a tio o f two hours 

vol unteer consul tant time for each hour of VUCG staff time . 

5) Wi ll the client a1-locate enough of his or her own t i me to the project? 

VUCG mak~ every effort t o e xp lain the r esources the client must al loca t e if 

the problem is to be solve d. 

6 ) Is t he cl i ent the p e rson who has the power t o impl ement project r ecom­

mendatio ns, should they b e acceptabl e?· VllCG believes that the Executive 

Di r ect or an d the Board should be i nvolved in the ongoing 1mr k of the project 

t o a void any unnecessa1·y confusion in the i mplementa tion period . 

VUCG divides the Project management into the following s e ven phas es: 

1) Se lec ting a volunteer t eam. Staffing a project generally b e gins wi th 

a r eview of the volunteer skills in the talent bank consideri ng not only the 

s."dll s but a l so the persona lies and compa tibili t ies of volunteers and clients . 
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Muc h of t hi s informa t ion i s deri ved from anecdotal comments made re qarding 

t he client and/or consultant d ur i ng the i niti al e valua tion proces s . Fo r the 

consultants , who have previ o usly served as volunteer s , thi s may al s o be base d 

on their pas t per formance wi th othe r cl ients . A t e am dpproach is used on con­

s ul t a t ion and is ef fec t i ve because of che f ollowi ng fa c t ors : 

a) Vol un teers e njoy and learn f rom e xchangi ng i nfo rmat ion and d i s c ussing 

management problems with one anothe r on a " g ive and t ak e" bas i s . 

b) Whe n t wo or t hr ee business vol unteers work t oge the r as a t e a m, "peer 

pressure " will encourage t eam membe rs t o f ulfil l thei r commi t ments t o t he 

assignment . 

c ) Because vo lunteers are employed f ul l t i me , a t eam effort i nsur es that 

one member ivil l always be available i f anothe r i s t i ed up o r out of t own . 

d ) Not all vol untee rs work out s o team s taffi nq gua rantees conti nuity and 

completion of as signments . 

2 ) Br i efi ng volunteer s is done because mos t VUCG vol un teers a re un f ami l i ar 

wi t h t he nonprofi t community . Thi s briefi ng i s r elati vely i n f ormal ove r a 

lunche on a t the VUCG offices with tal ks by VUCG staff on pas t consu l t a t ions 

and approaches, along wi th i mput f rom o t her past volunteer s . This ove1all pro ­

c ess also i nvolves speci f ic briefi ng on the s pecific t ype of probl em and back­

gro und o f the pres e nting o rganiza tion, once a defin ite Jssignmen t has been 

made . 

3 ) Introducing volun t eers to the cl i ent a nd wr i t i ng the i nitia l work pl an . 

During thi s meeting , problems areas are e xami ned and the e l emen ts o f a work 

plan are developed . This lis ts t he ob j ec t i ves of the p ro Ject, strat@gies , 

indi vidual i-es pomd bi li t ies , and tar ge ::- deadl ines . The pl.in t ak e s the pro j ec t 

f i-om i t s i nc e ption through it~ concl usions . Later , the pl dn is re fined a nd 

pre sente d t o the client fo r a ppr oval . 
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4) Engagement Management . After a work plan is accepted, the VUCG stc.ff as­

sumes a managerial role by maintaining regular contact and taking responsibi ­

li ty for modifying work plans as new information beco mes avai l abl e . A rather 

extensive description of thes·e roles arid responsibi l ities for vario us actors 

in the consultation proce ss is contained in Appendix t of this paper . 

5) Managing the implementation of project r ecommendations. The coc,st important 

aspect of VUCG ' s work is ensuring that the project recommendations that are 

accepted , are implemen ted. There are several reasons for this: 1) with 

scarce resources VUCG only accepts clients wi th an intent on problem resolu­

tion; 2) philanthropic dollars supporting VUCG are best used when pro jects 

are successfully completed; and 3) volunteers lose their wil lingness t o be 

assigned to a new client if they aren ' t abl e to see p r oject recommendation s 

through to completion. 

6) Terminating the Project. When an assi gnment has been successfuily con ­

cluded , VUCG staff writes letters to all participants to officially " end" the 

pr oject . Termination letters to clients became necessary because many nonpro­

.:i t groups felt that once VUCG was involved with their organi zations, they 

we re involved forever . 

7) Evaluation. At the end of each assignment, questionaires evaluacing the 

pro ject are sent to voluntee rs and clients . Volunteers are asked i= they 

1-1e i-e properly briefed, he lpe d adequately b y VVCG staff during the project , 

and if the results of the project were meaningful . Cl ients are questioned 

about staff and volunteer skills, project management and the workabili t y of 

rec ommendations. The questionaires are compared for trends , common stre ngths 

and weaknesses , and areas whe re one staff member can a.ssis t another . 
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In addition l o its excellent Guide to Operations , \IUCG made available to 

the author a copy of a qualitative study6 of VUCG's consulting services. The 

s~Jdy was conducted by two of VUCG ' s own volunteers and sta ff . I would like 

t o make some extended presentation of their findin gs from client and volunteer 

:eedback because they deal with the reality of prac t ice which is somet i mes 

r emoved from the theory of how "it ought to work." While the comments relate 

di rectly to VUCG, they coul.d have application to most MSO programs assis ting 

nonprofi t organizations . 

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

1 . VUCG is not bureaucr atic--no ma1or presentations, proposals, i n­
vestigations , etc . are required prior to VUCG undertaking a consulting 
project . This is in sharp contrast ot c lients' past experi e nce wi t h other 
organizations offering support ot nonprofit groups . 

2 . VUCG establishes a good, informal rapport wi th clients-- they 
make a great effort to foc us in on each particul ar cl,i:ent and his /her 
specific problem(s); they seem to "care . " 

3 . VUCG works fast--a clear funciton of #1 and #2 above, and a 
c lear advantage of VUCG vis-a- vis o t her volunteer consulting groups. 

4 . VUCG identifies, focuses and yrioritizes- the client 's basic 
problenfs)--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 partic ularily helpf ul in this phase of 
a project). 

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

6 . VUCG offers a wide range of consulting e xpertise- -they can han­
dle all types of problems (account i ng, office management, l egal services , 
marketing, etc . ), obviating the need to contact more t han one consulting 
group: one- stop shopping if you will. 

7 . VUCG staff acts as coordinator of volun t eer efforts--sets up 
timetable, sees that the "match" is good, stays on t op of newly- emerging 
probl ems, coordinates volunteer t eams. 
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8 . VUCG' s activities cake place away from the client ' s office-- a 
particular benefit in those situations where a client ' s staff shows 
signs of being suspicious of "outsiders interfering. " 

9 . VUCG stiffens spines--in other words, buttressed by all of the 
aQOve, some nonprofit clients can become more secure in dealing with 
their boards , thei r f unding sources , etc . 

Nonprofit client feedback on the minus side : 

1 . Volunteer ''overkill" - - for many nonprofit clients, the high level of 
volunteer e xpertise can be intimidating, if not undesi rable . 

... First , the high- level volunt eer o f ten comesin with a cannon to do 
a fly - s watter ' s job-- that is he/ she introdµces too big a plan tor what 
is , i n most cases, a small client o rganization and/or a relatively 
small problem . 

. .. Second , the volunteer's skills may be too specialized- -i . e . he/she 
can expertly o verhaul the accounting system but pleads the " fifth " if 
asked about a personnel matter . rurther, the highly specialized vol ­
unteer has on occasion " fallen in love " wi th the task at hand and for­
gotten tha t he/she is supposed t o be working with and helpi ng an or­
ganization . 

. . . Third , t he 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 ge mutlich 
style and f unctioning of many smal l nonprofit gr oups. Nonprofi t cli ­
ents want the benefit of big- business expertise, but they, quite under­
standably , are not ready for their organization to be turned upside 
down and remodeled along t he lines of a giant corporation . 

. .. Fourth , some find that i t 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 volunt eer orientation--leads to a lack of understanding of 
many clients ' raison d ' e tre and mental set- - even their vocabulary. While 
nonpro f it clients want to be helped , by and large , they want t o be known 
a nd loved for whdt they are . They want to survive but they don ' t seem to 
want to make any dramatic changes in the basic philosophy or charac t e r .... 
Along these lines, lack of volunteer orientation can lead to client/staff 
resentment of the "hot shot" outside expert who doesn ' t understand them. 

? . The timing problem- -can be a conseque nce of two things : l J the 
time i t takes for VUCG to fi nd a volunteer with the appropriate e xperti se 
:or a given client ' s problem, and 2) the fact that volunteers ar e just 
that- -volunteers--and the~ are not always available to respond ins tantly 
when a client c all s (thi s may be fur ther e xace rbate d by the fa c t that 
vol unteers are often f rom the ranks of "busy" top managemen t ). 
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Another .aspect o f the t iming problem wo r ch mentioning is tha t speed s eems 
to be l ess of a probl e.m hwe re a specific product i s r Pqui red o f a volun­
t eer (e . g . a proc t?>dur e manual, a b rochun , design , a gener al ledger o ut line , 
e t c .) and mor e of a probl em when the as !' ignment is bas ically a consul t i nq 
pro j ect (e . g . data re tri e v~l systems , o v~r oll per sonne l management, l and­
l o rd ne go tiations , e t c . ). This mos t l.J. k e ly occurs be c:ause , 1n the fo rmer 
i ns t ance , vol unteer s c an f i e t he project into t hei r own s c-hedul e , while , 
i n the latte r case , the voluntee r must mee t and/or wo r k c l osely wi th the 
c lien t a t mucually agre e ab l e cimes . 

4 . Carryi ng out t he assignmen t --may al s o pres e nt di ff Lcul t i es as most 
nonprofi t organi za tions do no t ha ve the benefi t of l a rge sta f fs . Their 
personnel oft en do not ha ve tlie t ime t o complet e tasks necessary for t he 
resol ution of t hei r problems and vol unteers are, o fte n expec t ed to cake on 
more than a cons ulting ro l e . This can be sharpl y a r- odds with the volun­
tee r ' s pe r ception of h i s / her role . 7 

Volunteer Feedbac k 

On the plus s i de --

1 . Volunteer s are hi qhlu mot ivat ed-- t hey have a s i ncer e desire for 
parti c ipati on in the ar ea of publ1c s e rvice . VUCG affords an e xcel lent 
o pportuni t y t o f ul f ill this goal . In addi t ion , some vo lunteers de ri ve 
personal be nefi ts: consul t i ngexper i ence , an en hanced res ume , some ego 
g ra t ification . Whate ver the moti vation , vol unteers benefit f r om t he-i r 
e xperiences . 

2 , volunt eer s are capable-- they appear qualified t o 1-1or k 11i t h cl ien t s 
i~ tiic i r areas of expertise . As will be di s c ussed late r , in s ome cases 
t :1e ir cap~il i t ies ma.y be mor e t han i s r equi r ed; howe v er, the e xper ience 
t ;~ey bring t o pro j ects seems ,,.-e l l matche d with cl i ent ne eds. 

3 . vol unteers want to do more - -for the mosc pa.rt, volun t eers der i ve 
much satisf ac tion from worki ng on VUCG projects . 1-lhil e individual assign­
ments may ca use frus tra t ion , the overal l assessme nt of their e xper iences 
i s quite positive . Volunteer s l ook fon~ar d ~o being =econtacted f o r fur­
ther assignments . 

4. Vol un t eers ar e sensi tive --change does not c ome easi l y an d vol u1;teers 
r eco~;:1i ze the need t o approach and wor:. ,~i t h cl ient s in a di pl or.:ia tic man­
ner. They feel an obligation t o sel .l t ;•w mselves and their ideas if an 
e ffect ive s ol ution i s t o e ventuate . They are sens i t i ve t o signa l s t o 
"back - off" or " s oft-pedal " s ome recormnenda t ions but wi ll do ~,ha tever pos­
sible t o 3ee ~~at all v i tal steps are i nitia ted . 

5 . Vol unteers ar e t;e:1a c:ious-- they seem more than willing t o be i .1vol ­
vcd in ~r o jec ts which span months , and do not s e em de t e rre c by ~rojec t s 
~·."lich require a good deal of t heir time , :nodding t hat c l i e nts live up 
co their par t of the bargain al ong t he 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 organi za t .ion or minor.i ty 
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 he2ping volunteers stay on target. Providing a timetable 
keeps the project nx,ving, and allows eve~yone the opportunity to ~chedule 
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 tines, 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 dicnotomy 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 and an appropriate client resolution. Nevertheless, conflicts 
in orientation are present. 

2 . Projects are often amoebic-- they seem to grow as volunteers be­
come more involved, causing volunteers to question the screc~ing process, 
and the role they must play in the volunteer effort . While some vol un­
teers understand VUCG 's policy of assigning one project at a time, they 
can be hampered in their work by ludden 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 cl ients' 
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-- maDY volunteer projects involve 
client preparation . Whether due to a lack of interest or time, volunteers 
are resentful of what appears to be a l ack 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 boa.rd 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 e ffected . Volunteers would appr~ 
ciate interaction with board members to avoid such problems. 

6 . Terminat ed projects a.re :':rustrating--projects may terminate due 
to a lack of client interest, !.Jecause the direction the project is taki.ng 
is too cumbersome , or because t:ie suggestions are inconsistent with a de­
sired method of oper ation. Volunteers resent the time and energy expended 
when they sense that up-front conuersations might have avoided unnecessary 
work on their pa.rt. However, they do realize that many clients terminate 
only after they realize ha.v much is involved in the project, which usually 
occurs after a porject has been initiated. 

7 . Volun t eers may not be well suited to some clients- - while volunteers 
ar e quite capable in their area of expertise, it may prove profitable to 
offer small nonprofit organizations advice from nonprofit consultants or 
:from volunteers wi th a smal l business orientation . Suggestions from these 
volunteers may be roc,re readily adaptable . B 

The Volunteer Urban Consu.lting Group is to be commended for initiating 

the above cited study and for honestly staring its results. The content shared 

is certainly applicable to almost any management assistance program effqrt. It 

is easy to correlate the specific comments made in the study with previous 

background on common complaints lodged against nonprofit organization, tcends 

and generalizations affecting nonprofit management, simularities and differences 

in management ~tti t:mdes and structural concerns bet.ween nonprofit arid for- profit, 

and specific elements of the consul ting role modified in t ypiaal MSG' 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 Uni t ed Way. 

In March 1979, the United Way of America produced an e xcellent resourc e 

gu i de entitled the Management Assistance Pr oacam? The tirst model of Manage­

men t Assistance Programs (generally referred co as MAP), was initiu ted by the 

Greater Ne w York Fund/United Fund in r esponse to an e xpressed need by member 

agencies for help in developme nt and improvement of agency management. For 

this reason, a general summary of the New York program w1ll be given, as well 

as additional modification made in the model developed by the United Way of 

America for other member organizations . 

Grea t e r New York Fund/United Way. 10 

The New York MAP was initiated in 1971 based on a feasibility study of 

the p rogram with seve ral United Way agencies on a voluntary basis with several 

companies offering their assistance. Their program objectives we re two-fol d : 

1) to assist agencies in improving their management practices by providing 

research, training, and consultation; and 2) to assi st agencies i n their man­

aqement development by considering and providing management assistance grant s 

o~ ~oans based on che specific needs of an agency. There were several principles 

unde ~_ying the program obj ectives: 1) MAP i s designed to strengthen tne agency ' s 

manaaement core, i . e., t he central administra t ion for all agency oper ations; 

2) .'11AP is pred1cated on the agency's r eques t inq such assistance t o protect the 

aaency ' s autonomy which is reflected in their sensitivity t o discuss o r review 

their particular management problems wi th outside sources; 3) management as­

sistance shouid be separate d from the r egular allocations process of the 

Uni t e d way ; 4) MAP can assist both member and non- member agencies t o e nhance 

Uni t ed Ways ' s role in the community as a central r esource in facilitating the 

de~;·:ery of service; and 5) the Uni t ed roJay can s erve as iJ c atal:.;st tc bring 
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t ogethe r appropriate community resources (volun t eer potential with managemen t 

expertise in recruiting companies and 1ndividurlls to assist in management as­

s i stance). 

'l'he l'ie;.· Yor k MAP is divide d into t hree parts : research , training , and 

consul t ation . Topics for management re search ar e identi fied through year round 

contact be twee~ Uni t ed Way staff and member agencies to provide executives with 

reference mate rial which they can utilize in fu r the r developing the management 

of their agencies . Training programs are focused on management subjects gear ed 

for agency e xecutives , s enior management personnel , and board members when ap­

propriate . Consultation is designed to a s sist specific agency management pr ob ­

lems . Se veral e xhibi ts are att ached t o the Appendix which give an overview of 

some of the specific e xamples of oper ation by the New York United r·lay for all 

three areas . An addi t i onal set of mcte rial is also presented on effor ts by 

the Uni t ed v.'ay program in St . Louis specifically in the ar ea of training . '1.'he 

local MAP ef:ort in St . Louis , in cooperation 1.;i th the Service Agency Council , 

(a steering committee of 20 agency direc t or s from Uni t ed Way member and non­

member agencies) cooperated in developing and revie,..,ing an e xtensive training 

program and pr iority of training needs . 

United ro/ay of Ame r ica 

The .'-!a nagement Assis ta nee Program produced by the United r·:ay of America 

repre sents a subs t antial refinement of t he operational practices of the Greater 

New Yor k Fund/ United Wa y. This re=inement , building on the efforts of additi onal 

United Way organiza t ions, goes into more detail (sui t able.ior repl ication ~n 

local areas r egarding the potential benefits of MAP; opera tional principles , 

which especia~ly i ncludes the addition of confidentiality; as well as a number 

of ways to organi z e , promote , and operate a MAP . ) 



107 

Of special interest to this study is t he attention focused in the na-

tional guide on the e lements of orientation io1· vod unteers who are in-

~-oJ ved as consul t ants i n a local MAP: 

Explanation of MAP, includi ng support s e rvices provided by 
the United Wa y ; 

Explanation of the role o f a management consul tant ; 

Explanation of the r esponsibilities of MAP volunteers 

A ge neral description of the environment i n which human s er­
vice o rganizations operate ; 

All speci fic background i n formation concerning the volunteer's 
specific agency background . 11 

The national gui.de also develops a number of othe1 significant area s 

applicable to MAP such as management s emina rs and training , as 1, ei 1 

as exte nsions into management research, management grants and l Odns , a~ 

i.·ell as university management training programs . 

In August 1979, the Services Outreach Division of rhe United rva y 

of America lwh1.ch produced the Management Assistance Program guide ) con-

duc ted a survey of United Way organizati ons on the sta tus of local MAP 

implementation . There were 57 responses to their tour page quesci onaire 

which indicated some type of local imple::nEntation . Fi f"teen o: these 

responses indicated that they were pr esently organizing a local .\fAP 

since the publicati on of the national guide . Mn i nitial analysi s ·of 

tbe sur vey r esults in early Fall 1979 was differe nt from the current 

upda te as of the time of my scudy in the Spring of 1980 . ) Wi th :ive 

additional r esponses from the first survey r esults ( 52 responses up co 

57) there we r e seven more programs in the planni n g stage i n the Spr ing 

of 1980 than in the pre vious Fa:..1 . Twent y-nine progr , 11ns were i n apera tion 

1-1i th the earlies t operation commencing in fis cal year 1975- 76 . ?his di d 
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not appear to fu ll y consider the c ommencement of the New York progr am . 

Of the total, onl y n i ne had listed themselves in full oper ati on in August 

1 979 . Fully two - thirds o f all t he MAP's be gan ope ration wi t hin the 

last calendar year . From personal c ontact wi th seve ral indivi dual MAP ' s 

nati onal ly t he a u thor i s aware tha t many had begun independent planning 

efforts well i n advance of t he publication o f the United Way of Ameri ca ' s 

guide. However , it i s the aut hor ' s cont en tion tha t this nat ional guide 

and the demons tra t e d i nterest o f the United Way o f Ame r ica repre s ents 

a signifi cant fac tor in the future of deve l opment o f the t o t a l Manage­

ment Support Or ganization movement nati onally . Thi s wil l b e devel oped 

somewhat later . 

A ver y inte r e sting feature of the overall United Way studywa s MAP' s 

posi tion in thei ~ local United Wa y ' s or gani zati ona l structure . Approx­

i mately two- thi r ds of thos e responding to the surve y affirma tively 

i ndicated that they had been pl aced wi thi n an e xi s ting local di vis i on, 

most commonl y wi th Al l oca t ions or Agenc y Relations . This ma y present 

a tragic fla w i n the development of MAP as a usef ul t ool t or th e Uni t:ed 

Na y member agency , which might consi der r eque sting a s s i s t ance . Despite 

substantial e fforts t o ensure confidentiali t y of management da ta o n 

proble.ms from pr es e nting Oni t e lil Way member agenc ies , i t wo ul d be nai ve 

not to surmize chat this close connec t i on would nonethe l es s be perceived 

as perhaps " too close for c omfort" b y t he e xecuti ve dir ect or and/ o r 

Board o f Di r ectors o f the pres e nti ng age ncy. It i s not: unusual , then , 

tha t se veral ~111.P ' s in operation proje=t that most of their poten t i al 

c lients would be non- member agencies. 
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The study a l so 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 assjgned d i rect responsibilit:y f o r MAP, although two ­

thirds then indica ted that a volunteer .'.fAP c ommittee c:ha i rperson h ,Hi' not 

ye t been appointed in the Pall of 1979. Becaus e most MAP' s were still i n 

the early stages of devel opment locally, mos t had not as yet actively promoted 

the assistance program. Most, however , intende d to, or were presently conduct­

i ng MAP seminars for "generic" problem areas of management. The source for 

a ny consultants utilized, came primarily from the United Way sta ff , f ol lowed 

closely by university personnel, and then from for-profit companies . Most 

of local programs had not visited another MAP t o learn about actuai o pe ration. 

Surprisingly, most di ci not desir-e a dditional " outside" assistance . Alloca-

t ions of f unds for the local MAP ' s range irom a minimum level of 5200 t o 

S155 ,000, with most of this amount coming :ram the United Way a l t hough there 

we re -some _foundation funds as well. Funding r e po rts appeared t r be inc omplete 

a nd therefore not fully representative of che total United Wa y i n vestm~nt­

S i nce many MAP's were i n the early development phases , no do ubt the financial 

i n vestme nt will climb in the future. The C:ni ted Way of Amer.ica i s als o p lan­

ni ng to strengthen this national program e::ort with f uture trai n ing sessions 

a nd the development of additional support oaterial . This author s ees the fu­

ture role of United Way as very signi fi canc for the development of the manage-

ment assistance thrust. 

E. General Thoughts and Conclusions On Management Assistance Programs 

There comes a point in every excended study, after the author has 

ga thered materi a l from many sources and wo ven it into a un ique product, 

that he i s called upon to give his own thoughts and i mpressi ons• The 
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purj;,os& of this final section is to provide an opportunity for the author 

to share some of his own brief reflections on the content of this paper 

and its meaning . By no means has this study answered all the pressing 

questions or uncovered all the facts . Hopefully it has raised many ad-

di tional questions in the minds of the reader. . .sometimes after com-

pleti·ng a chapter or section, the thought was raised of how to further 

dissect, analyse, or clarify it later. Many times this was incorporated 

into the text through the selection of the data or in its very presenta­

t i on. At best , this final section of the study can highlight a few i m­

portant features. 

First and foremost, it is impor~ant to state that the entire area 

of management assistance programs, their underlying theory and their 

actual application strategies, has proven to be a most intriguing study. 

Certainly this has been frought with all types of imperfec tions and dif­

ficulties in trying to develop a solid knowledge base, yet at the same 

time, it offered tremendous opportunities for knowledge building and 

c reativity. 

No single, unrelated, noncomprehensive management support organi-

zation appears to have the potential. for a significant impact on the 

overall qual ity of nonprofit management as a whole. There is increasing 

evidence, however, that there is growing collaboration among i ndepenaent MSO 

For example, tbe 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 devel opment 

o: management assistance among local communities. The study conducted.' by 

Danner and Mi tchell. has served as a solid foundati on for articul ating f und-

i ng 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 

col .:.aboration among providers. Mutiple, collaborative sponsorships for MSO 

prc:acts appear to have great viability, and i ndeed may hold the key Lo 

the .: r sun·ival . 

Although there may be great variations in the e ~tent to which MSO's 

;,.·.:11 be either staff intensive or volunteer intensive, it is without 

question that the volunteer will play a key role in the development and 

.:mplementation o= a viable future effort . This does not rul e out the 

substantial impact from propr'iet.c£ry management consul tan ts nor the 

.:mpact from nonprofit NSO ' s who choose to operate without volunteers or 

:-ith a l imited use for volunteers. The key to successful volunteer 

~avelopment , to ~y mind, will be to facilitate the technological trans­

=er from the vo.:.unteer ' s e xperience in for -profit ente rprise into the 

::onprofi t sector . This means orie.ntation for not only the voluntary 

:onsul tant, but also for the nonprofit client--executive, staff , and 

::>0ard . This or i entation must not only include specific facts about 

~anagement, but also more subtle information about e xpectation l evels, 

?i tfalls , and opportunities . Even if a MSO such as the VU~G, which enjoys 

:;:1 e xcellent nacional reputation, deal s only with "business" issues of 

:1onprofit organ~zations , ~he orientatio~ of volunteers and cl i ents 

:emains a high p~iority. The Fitzgibbons and Kane study on VUCG bears 

~his out in several comments quoted earlier in this chapter. It would 

=~ a mistake t o see that all of this orientation only be directed toward 

~:1e potentia.l vc.:.unteer consultant. Many of the "generic" problem 

s ::>l ving 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 consul tation and how to achieve the most from the process . 

The training for nonprofit managers also ought to deal with the common 

stereotypes held by nonprofit organizations 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 nonpro:it management. 

Danner and Mitchell, whose work has been the primary reference for 

this entire study, make the following analysis and assessment of manage-

ment consulting f or the nonprofi t sector: 

This approach offers the capability of taiLoring management advice 
to the particular circums tances of individual orgainizations and 
managers, as opposed to .more genefal educati:oa, · training, . and- sel f ­
i nstruction programs . It is frequent1y the best answer in situations 
requiring 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 
valuab.le in terms of giving the organization ' s leadership an in­
dependent, unbiased assessment of its condition and alternative~, 
without fear of the internal consequences of suggesting controver­
sial actions . 12 

Nech of Danner c.:id Mitchell's negative vie,., of management consul ting cen-

ters on their concern about its low cost-effectiveness, the fluctr,zation 

in quality among management consultants , the unavailability of certain 

types of consul c~ng resources to serve the needs of small community 

nonprofit 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

sul.ting is usual:y the expense of the MSO for matching and/or staffing 

the client- volunteer effort . Quality remains a problem, but a solvable 
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one, as was seen from the Fitzgibbon and Kane study of VUCG . The li nk-

ing f unction of the community- based MSO can form the ne two rk for both 

needs and resources. 

The re i s a common perception that consulting s e rvices are e xpensi ve . 
. . There :s an important other side to the question of consult­

ing costs . :requently, the y are less e xpe nsive than the al terna­
ti ve . I ndeed , from the poi nt of view of user organi zations , con­
s ul t;. ng sen·ices should only be used when they ar e less C'XJ.,t?nsi ve 
than doi ng the work i nternally in the client organization. This 
gene rally occurs whe n the work or i n fo rmati on which is nePded is : 
lJ nonrecurring , 2) specialized or t echnical , or 3) being learned 
for the first time . In these circumstances , which occur f reque ntly 
in every organization, the most cost-effective choice is oft e n t o 
seek help. Often, the obtaining of that he lp is c ritical t o the 
survival or effec tiveness oF the nonprofit organization using the 
service . Given the amount of philanthropic resources beinq in­
ves t ed in nonprofits which cannot reasonabl y be expected to be 
well managed withou t outside technical assistance , the development 
ana promulga tion o f the most cost-effective consulting mechanisms 
are essential ingredients in any fully de ve loped system fo r making 
the nonprofi t s ec tor work . 13 

For the MSO Nhich uses voluntee z consul tants, t here can be thorny 

questions of allegiance t o either the client or to the vol unteer . While 

the "right" answe r t ilts toward the client organization, i t may not be 

a s simple as that . The volunteers and/or their firms may be vi tall y 

importan t to the survival or at least the success of the MSO . Many corp­

orations and fi rms which supply vol untee:-s mc::.y be financial contributors 

(act-ual 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 oi thorny i ssue s on the 

use of volun teers :rom strong financia l corporate supporters or the United 

Many middle management e xecutives, probably the most available sour ce 

of management ass:stance vol unteers, are the potential chief e xecutive ofFicers 

of the ft1tu re . D-:velopi ng s trong philanthropic tie s base d on a positive con ­

sul t i ng e x per i Pn,:- for these volunteers can have long range conseque nces . 
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It ~.ay be more di fficult to avoid using a volunteer from a strong corporate 

s upporter it the MSO determines , either in advance or a f t e r an actual con­

s ulting experience, that this individual 1-1ill simply not func tion well work­

ing with nonprofit organi zations. This may be due to an inability t o make 

the necessary t echnology transfer. There may a lso be more subtl e personality 

or attitudinal factors. 

Pe rhaps the middle management e xecutive has been vol unteered by senior 

management of the firm but the individual really has no i nterest in function ­

ing . The corollary is already apparent in the loane d e xecutive program whereby 

the firms "volunteer" some of their personnel f or fund ra i sing purposes. Al­

though management consulting may present a closer ma tch to the middle man­

ager ' s own experience and inclination than fund raising duties, s i mply the 

time coJTU'lli.tment away from other press.:ng duties may cause a negative attitude . 

This author has no definitive solution other than e mphasizing a thor ough ori­

e ntation for the volunteers and a process whereby both the volunteer and the 

MSO t hey would try to assist can avoid a direct confrontation on the issue. 

Since MSO ' s wo rking with the nonprofi t sector also depend on out­

side funds for their own support from corporations, foundations, i ndivid­

ua l s, and perhaps United Way allocations, there can be a de facto com­

pet~ci on with some of their own actual or potential cl ients for the same 

fund~ng dollars. In many respects, the advent of the United Wa y int o 

formal management assistance programs adds a new di mension which has not 

been adequately treated in the MSO literature. United Ways certainly 

see a great attrac t iveness to funding MSO ex tensions since this will 

enge:1der positive response from management oriented corpora te leaders . 

Howe ~rer, since many United Ways have developed a policy or providi ng the 
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start-up f unds foe a program with only short term funding unti l the pro­

gram can be self- sustain:.. r.g , seemingly some United Way launched MSO ' s 

may =ind themselves competing with the United rvay for corporate funding 

support . However, here: believe that there will be less competition 

than meets the e ye. The Uni t ed Way could always justifiably t ake credic 

:or initial and/or conti~ued support of the MSO. In my opinion corporate 

f unders are likely t o view their own s eparate support o f good MSO ' s as 

differen t than their support of United Way, much in the same way that 

they view their support of non- United Way charitable endeavors. Very fe~ 

corporate givers total l ~ restrict their giving e xclusively co the United 

Wa y but follow a myriad ~f criteria tor supporting non-Uni ted Way projecrs. 

Since many local corpora tions and foundations are rathe r parochial in 

their f urding focus, t r.,;..s author could envision that their d i rect supporc 

of a locally based MSO cight not detract at all from their Uni t ed Way 

s upport . Indeed it may in fact increase funding potential f rom the cor~­

oration and provide an appropriate channel f or foundation funds whi ch aF­

pear to be more limited :or Uni ted Way program endeavors . 

1 have already a.:.::.uded to what I consider a tragic flat., i n United 

Way MSO's, i . e . their c:ganizdtional placement within or too c lose to ~~P 

allocations process. lrrless this question is dealt wi th directly, there 

is grave concern that ~ember organizations , e specially t he large r ones, 

might not come t o a Mn? for assistance despite a great need to do so . 

Perhaps an effective wa~ to deal with this problem is to have the Unite.: 

Wa y initiate the MAP o r help i t through its stare-up period , and t o t h=~ 

launch i t idependentl~ ~s soon as possible thereafter. The developme~~ 

of an adequate fee s t r:.c ture, e ven for those f ully or substantially 
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funded by United Way dollars , would be one o f the first major supports 

for this eventual independence. Despite all efforts to face this problem, 

however, 1t may stil1 be a classic Catch- 22 s ituation. 

Efforts to develop and ex pand training progr~ms for nonprofit man­

agement t h rough .\!SO ' s can lead to complicat i ons . These programs can re­

sult in no more chan a string of unrelated "one shot" e xpe r iences con­

ducted unde r the same auspices . Since many agency managers already pos­

sess a bachelor's degree or even a graduate deqree, the y may feel the 

necessi t y t o direct the training experiences towards a recognizable aca­

demic goal . The provision of academic credi t for management e xperience , 

previous MSO semi nar attendance, etc, will become key issues along with 

the kind of teaching methods and procedures geared towa rd the adult learner 

t,•ho is employed f ull time. Since many of these seminar sequence s will 

have t he same direction from the MSO and a recurr ing audi ence , I would 

predict that they woul d get beyond the "how-to" stage and begin to look 

f or more of a theoretical basis for i nformation on management in the 

nonprofit sector. Sinc e this wouid enhance carryover to other work set­

tings , the trend would blend more easily into a frankly academi c orien­

tation . Trial efforts to link MSO management seaunar s to academic credit 

have already taken place at Lindenwood Col l ege in St . Louis and at Colum­

bia TJni versi ty in New York Ci ty. 

It was envisioned by this author that several of the individua l 

c hapters or subsec t i o ns of this paper might be see n as fzee s t anding 

un i ts foc using on disc r eet informat i on areas. Each o f these uni ts c ould 

s e rve as a kno,dedge bui ldi ng b l ock f or appl i ca t inn i nto o thc>r ar ea , 

e .g. utili zat:on or che tre nds and gene ra l i zations md t eria l ~:ght be 
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made a part of a new board member orien tation manual , e tc. However , 

the author has main t ained th1 oughout the de velopment of th is paper that 

his unique contribution to the litera ture would be to direct t his di ver-

gent tnil t erial into a focus for MSO ' s utili zing vol untec.•r c,:onsul tan ts. 

Direct utilization of this pap<"r in i ts pre sent form may be qui t e limi t ed 
I 

ou tside academic cir cles . No netheless , I felt the particular study was worth­

while because i t allowe d me to pursue a topi c whi i...·h will have far- reaching 

conseque nces in the f uture . Since the paper was constr ucted in somewhat dis-

crete chapters , it is hope d that separate sections might b@ of val ue i n cer­

tain areas of nonpro fit management. Since the pape r wi.11 al s o be shared wi th 

many indi vidual s act i ve in the MSO movement a t the national level (some of 

whom are lis t e d i n the acknowledgement's section of the paper), it t.rould be 

my hope that this paper couldser ve as a spri ngboard for further inve sti gation 

and study for others jus t as Danner and Mitchell 's materials did for me . At 

the beginning of Cha pter II of this paper, Danne r and Mi t chell ' s quotatio n 

compared the efforts at knowledge building i n nonprofi t management t o pioneeri~ 

Perhaps efforts l ike this paper and others to follow r e present the second and 

succeeding gene rations t o thei r pioneering efforts. 

In c.·losi ng, I would like to set a perspective for the fu ture using 

autho r Dale Mcconkey: 

The ne xt ma jor breakthrough i n manage me n t w.i.11 not occur in the 
corporate boardr oom, nor will i t have a business orientation . 
It won ' t even occur in the world of busi nes s . The breakthro ugh 
wi ll , and must, take place in the s o - called nonpro fit sec tor . 
We are presently seeing the beginni.ngs o1 this breakthro ugh. The 
f ull impac t of the breakthrough will become e vide nt when there is 
general acceptance--one that is t1anslated into prac t ice - - of the 
fac t that a manage r is a manager and tha t the demands upon him are 
the same, regariiless of the product, service , or purpose o f his 
organization. The pressure for accepting this fact i s mounting 
most dramatically. It ' s been a l ong time coming! 
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Historically, we have been sadly negligent and often outright 
reluctant in emphasizeing managerial effectiveness in the nonprofit 
sector. Effectiveness has been looked upon as being required al ­
lOC}St e xclusively of private-sector managers required to grub tor 
the almightly buck . The pur pose of many nonprofit organizations 
has been viewed as so l audable and high as to be above any con­
sideration of effectiveness . As a natural consequence, persons 
with li ttle o r no management training have been hired, appointed 
or promoted into positions requiring them t o manage physical cap­
ital, and human resources of a magni tude that would s tagger even 
the better-trained and more competent managers in the private sec­
tor. 

Management of nonprofit organizations bas no l anded right to 
be ineffective, to ignore managerial productivity, to ignore the 
"profit" 10C>tive, 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 "proti t" by operating 
with as much efficiency and effectiveness as possible to achieve 
the right priori ties . 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 tor being. 14 
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fvAY.5 OF ClAS,SlTYING NONPROFl TS * 

1 . Primary Rol e - the cent r al mission oz- the o rgani ;,atic::r 

C. 
C: ..... 
..:i 

-u 

c .... ..... 

me['l_!!Jership ben_efits - e xamp les miyht include fra c.:: r nal o rqanizations, 
s p o rts c lubs , c onsume r coo~rat1ve s , r r.:-c.:LPJtional n r lcic::ure groups 
li k e gardening cl ubs , bt i dge cl ubs , r~cre,1tion.:il ''-hic:li> 01,mer groµps , 
e t c . who e x ist la rgely t o s e rvcc chP int , •rests of t-h<:'ir m"'mb e r s nr 
participants. 

r e presentation and a dvocacy - th.!s inc:l udcs g 1011ps 1 ikf' c.-ad<=' unions , 
c hamber~ of commercP, enviro nmental action coali t ions , ,·.i ·il right::; 
orgdnizations, poli t ical pa rtfr•s , .·ampaig11 c o mmit te,c,s , Pre. 

s ,,rvice delivery t o i ndividuols - t his is perhups rhe la1y<Jst sinylr:.: 
ca t egory , and naeds to be b r nkt~n aown furthe r t u minimiz~ ,.:nniusion : 

- human ser vices - includ1ng health, educc1 ti r •n, welfare, h ousing, 
r ehabil itation , nutrition, and othen- such qroups, e . g ., hospitals , 
colleges, s chools, clinics , h3lfwny housos , s.lf- he f gr0ups 
like Alcohol i c s Anonymous , su2e:idc pr• •vention q1011ps, JdJ.-C ,:oun­
sel ing programs , L· t c . 

- cultural - including aJ"ts groups such as dunn:, , op,Hu , symphony, 
li terary , or othe r comparab1£> e n tities; historical .1;-id architec ­
tural preservation societ ies ; muse ums, zoos, µublic media groups . 

- spiri tual - examples include ,....h1n c hes, merl1 tat ion CPntcJ rs, rf?l i­
gious g roups, e t c . 

resear c h and i n formation - this ca t egory consist!'- of o r yani z '1t i o n s 
• engaged in analysis of particuld?: publ i c: iss ues , coU,~c..· r.:. n1. , : da ta , 
• or publ l e a tion of information , e . ..,J . , publ it.: in ten"s t n •s ..; 1 ,._, ... qroups , 
• Th,, Conference Board , learned journals , certain <1c:udemic ,u profess­

ional soc ieties , Foundati on Cente !· , rte- . 

rlirec·t resource proviaers - t /J1s 1ncl udes nonopc•rat i n q l!Juc-µendent , 
family a nd corporate foundations 1,ho provide g r a n ts di I t.."C c l 11 ro appli ­

~ant organizations . 

indi r ect r e source prov i d(•.rs - examples in..-.J udP the fe-ri,'r , ~.-.d ~und­
raising o rgani za tions l i k e Un i rec Way , Uni c:1.>d Cat holi c liJ.,!,"i:J. , Jewish 
rve l EarP Fedf1r at ion., Un; tl.'d Negr o .::olleqi:: 1-'uml , e t .· ; b r o /...- rs ,...~ vol un­
tet r s e rvi ces such as Vol unteer Bureaus , Rei ire d Ex<c'c:uti\·es Progr ams, 
Volunra r y .llc t ion Cente rs , e t c .; other in t e:rm~d.iary so11rc·:!s of fi n ­
c1nc;i_Jl support, a . g. community f'o1111dations; r·lruz 1n 1hou~c::s . 

ma:ra;ement hc:l pr•r s - rb1s encomPJ.~SC!" provirlcrs or var in..:s .s, ~vi , ·t s 
.ind mate> r iul s who h1~Jf usually " :.ront- lin " nn np 1nr u_c:; 1.:rµ," !·:'ch 
p,1 • ricu~:u management and udmi ·1ts-::rati vc rrobl l'ms nr OJI- :t1n· t1(', 
, · 'i · , " managr;.>Pmtn support r,zq.:t"'l ;_, t-i ,..n s ," C'f t h,• '."Jrion.i.: Tr:"' -:,rm.1rio1 
L',,n " t' t on Vol untee rism. 

* 'c :m {)dnner and .Jam,•s Ni 1:c::1c.>J _ , 0.'si ryning effcc·t,.! v,, Str...icncics Po r 
.:·,mage>tr1t.""'nt Capac ity - Buildin,; in tht? WC<}!__Nnnp,oril S,>l·r~ ?a rt One 
o: ,.; Pil ()C Projec t -:-·wa-shinq t on, D .C .: Thl" Suµµo1t Ccn r~<> t , 1-- - 8 , ppq - 12 . 
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2. Primary Field of Program Activity - This is the field or substantivc 
area which th• organization has identifie d as its primary mission and 
in :which it ca rries out its major programs o r activities . Examples: 

Issue Orienta tion 

human rights/international affairs 
management improvement 
economics (as employees, employers, consumers , professional s , etc . 
social/recr eational (hobbies, athletics , etc .) 
political/legal/regulatory (political reform, watL·hdoq . 
religious (spiritual or moral development and guidance) 
human services (education, heal th, etc . ) 
culture (arts, crafts, e thnic heri t ag.:: , e t c: .) 
economic development 
environment 
other (a category as amorphous and c omprehensive as the interests 

and concerns which lead people to join toge ther for common pur­
poses) 

Constituency Orientation 

age -related (infants, youth, elderly , e t c . ) 
ethnic (Asian, Czechsl ovakian, African , etc . ) 
r el igious (Jewish, Catholic, Scientology , · e tc.) 
women 
physical condition (handic apped , blind , etc .) 
economic c i rcums ta nces (poor, "naar poor," common e mployment , e C<.: . 

gay 
mari tial status (single , divorced , widowe d, e t c . ) 
othe r 

3 . Primary Beneficiary Group - The indi vidua l s or organizations who are 
che intended or actual ma jor recipients or the organization's benefi ts: 

members a nd participants 

"eligibles" - direct recipie nts of nonp rofit services 1-1hich ar e 
contingent on the recipient having certain characte ristics or 
satisfying certain standards, e . g . 1es1 dence ~n a particular 
neighborhood, motherhood, l <YN- income sta tus, e t c . 

constituents - a defined and limited group who benefit from the 
activities of the nonprofit wi thout be~ng actual membe r s , parti ­
cipants, or clients . 

gene ral public - nonprofi t activities the benefits of 1-1hich are 
available to any person. 

nonpro::it 

commercial 

government 
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APPENDIX B: CRITICAL INTERVENTION QUESTIONS IN CONSULTATIVE PHASES 

In Chapter I V: Manageme nt Consultation f or the Nonprofi t Sector, we 
di scussed the Phase s in Consultation drawn f rom L ippit and Lippitt. They 
have also developed a helpful "Inventory of Decisions'' in each phase o f 
consulta t i on. This c an serve as a check list of critical decisions that 
consul t ants face in each consultat it•e phas e~--

PHliSE l : INITI.=iL CONTACT AND E.':TR'f 

Cri t ical Inte rvention Questions : 

l . How can I 1 egi timi.ze for c lie nts their sharing of pain , prob­
lems, and s ense of failure without sti mulating their defensive ness? 

2 . How can I ask probing questions and not mobilize feelings of 
i rritation and hostil ity toward me? 

3 . How can I listen to and encourage thP unloarli ng of problems 
without appearing to accept the projections of blame and the attributions 
of causation o f the exposed problems? 

4 . How can I demonstrate expertness and e stablish my cr edibili ty 
as a pot ential s o urce of help without creati ng de pendency a nd an expect­
ation tha t r wi : l sol ve the problem? 

5 . How can I explain r e aa1ness to work on change witho u t appearing 
to assume (befor e dia ynosi s) thac a lac o f c hange i s goi ng to be neede d? 

6 . How c an I bring up and e xplore quest.ions o f compatibility without 
soundi ng too cl:nical, doubtfuJ, or demanding? 

7 . How =an my relevant exper ience and train ing be communicated 
without soundir-g like a sal es pitch ? 

8 . How can I be reassuring without being interpreted as sayi ng the 
problem i s minor or can be easily and quick.Ly solved? 

PHASE 2 : FORNUL;:..::-ING A CONTRACT, ESTABLISHING A WORf:ING RELATI Oi.'SHIP 

Cri t ical Inte rrention Questi ons 

1 . How can I explore poter.tial craps and mi s understa nding r,.rith 
clients wi thouc a ppearing negati ve or disturbing? 

2 . How can I strike a balance b e t ween making clients' responsibil ­
i tie s and comm~~ments s eem too heavy (at this early stage) and let ti ng 
them make false assumptions about the amount of work that will be ~xpec­
ced by che consu2 t ant? 

3 . Ho~; =cin I fine some i.1ay s to test compatibi -i ty .and sk.:._ls of 
collaborati on ,,·; r::hout entering ir:co sooe irnJvorsibl e ,.:ommi tmencs? 

4 . Ho.,, c an I be clear abour the leve. ot mu commi tment o:" ·c ,m~ 
and en2r,,Ii.J .,,;_ cho :1t ,1ppPa1 ing t o sell myselr or- bave in:.lcx Lbl c sr:.andards ? 
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5 . How can I clarify some limi t i t a t i ons of my resour ces wi t hout 
cr e ating loss of confidence in me? 

6 . How can I r eal istic a lly c o mmunica t e my available time and e n­
e r gy witho ut disc ouraging the c l i ent? 

7. How can I 1-1ork for invo l ve ment of a p propri a t e pa r t s o f che sys­
tem wi thout antagoni z i ng the ingroup? 

8 . How can I stre t c h thene::essary time pe rspecci ve o f the con t r act 
tvi tbo ut appearing to promote more work for myse lf? 

9 . How c an I wri te the co mmi tment about the pa r ti c ipa t i on o ~ t op 
man a gement without creati ng defensi ven e s s and gamepla ying ? 

10 . How can ,.ie define outc omes a nd a c co un tabi l ity t o be d e rived 
wi tho ut creating traps and l imitati ons? 

11. How can financial tenns be d e : i nite and ye t f lex i ble in response 
t o cha nges i n conditions, e.g. new c r i t i c al pr ob l e ms di s cov e r ed , basic 
c on flicts to be handle d ? 

12 . How c an division of l abor b e de f ined wi thout t oo muc h r i gidi ty 
and without scaring people? 

PHASE 3 : PROBLEM IDENTIFICATION AND DIAGNOSI S 

Critical Intervention Questions 

1 . How can I get people co open up a nd q ue stion their as s umpti o ns 
about the c a uses of their problems? 

2 . How can I ge t them t o ac cept the n e e d fo r objective fact : i nding 
to suppl ement thei r own data assumptions ? 

3 . How can I i ntroduce perspec tive ab o ut the ci me cha t i s neede d 
without discouraging them? 

4 . Ho w c an I obtain their app ropr i ate unde rstanding and commitment 
of the t i me and e n e r gy that will be r equi red o f them? 

5 . Ho w c an I i nvolve them e no ugh in the diagnostic da t a - c o 2lec t ion 
process fo r them t o feel o wnersh i p of t h e da t a and a c c e pc i t s val i di ty? 

6 . Ho w c an I arr a n ge for the appro pri ate parts o f c~e client s ys t em 
to revi e w the dat a and dra w i mpl i c ations for action ? 

7 . How can I focus on data about nee d and r e a di ness f or c~ang~ , 
ra t her then s i mpl y worki n g o n caus e s o f t_he pai n or t h 0 p ro bler:1? 
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PHASE 4 : GOAL SETTING AND PLANNING 

Critical Intervention Questions 

1 . How can I create a psychological r eadiness i n people t o t hink 
in,to the future and freely imagine al t ernative futures? 

2 . How can I f ree thPm enough f rom inhibiting assumptions about 
adjusti ng, predicting , a nd feasibili t y to projec t a desi r ed f uture 
based on their values? 

3. How can I preven t them f rom c hoosing goals before t hey have 
tested alternatives for probable consequences? 

4 . Row can I confront the t endency to i nvolve t oo few members of 
the s ystem i n goal setting and pl anning? 

5 . How can I press f or concreteness and mea surability in goal state­
ments wi thout evoking a negative reaction? 

6 . How can I stimulate interest in s tep- b y-step goal planning in 
place of a preoccupation onl y with big , l ong- t erm perspec tives ? 

7. How can I support planni ng for evaluation as par t of planning for 
i mpl ementation? 

8 . How can I help with reality testi ng of plans? 

9 . How can I he lp clients to explor e the possible side effects and 
traps that are part of pl anning? 

10 . How can I push for personnel commitments of cime , effort , and 
accpetance of deadlines wi thout creati ng r esistance and fligh t ? 

11 . How can I stimulate clients t o c onsider the need for and use of 
resource s beyond themselves? 

12 . How can I pl an for may withdrawal and the development of inter­
nal resources to replac e my f unctions? 

PHASE 5: CONVERTING PLANS INTO ACTI ON 

Cri t ical Intervention Questions 

1 . How c an I present to clients the necessity a nd val ue of ac t ion 
rehears al so that it will be accept ed? 

2 . How can I present and demonstra t e the value o f s kill - trai ning? 
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J. How ca~ I demonstrate and communicate the de t ails o f effec tive 
i nvolvement , brf~fing t echniques, and preparation f or all implementation 
actions as repl a=ements f or the assumptions tha t good intentions and 
acceptance of goals are adequate? 

4. How ca:1 I con fron t the weakness of an authoritative strategy wi th 
a process basec 0 :1 vol untar y i nvo l vement? 

5 . How can I deal with the dependency of clients who want me to 
use my e x pertness t o produce the action? 

6 . How can I introduce procedures for obtaining feedback on each 
action step and :or using the data? 

7. How can I support th.e use o: o ther resources as an evidence of 
strength rather than weakness? 

8 . How can I introduce and support cel ebration of miles tones of 
progress? 

9 . How can I hel p those who are caki ng action co understand the i dea 
and the use o f support sys tems and t o use each o ther f or support, rein­
forcement , and debriefing? 

10 . How ca n I support the commitmen t t o doc ument the a c t i on and the 
consequences? 

PHASE 6 : CON'T?~::..CT CONPLETION: CONTI.\TTTY AND SUPPORT 

Cri t ical Inter'✓ention Questions 

1 . How =an I deal objecti,;,ely 1d th my own confl icting inc lina t i ons 
t o s ee "all the help the clients stil~ need" and also co move on to do 
"new and excit.:.n<; t hings" ? 

2 . How can I i nvolve the cleinc i n s e tting goa l s that .:_.~cr ease 
s elf- direction and internal support ? 

3 . Hoi.• ::::1 I make appropria t e commitments for periodic support as 

needed? 

4 . How =an I confront and support the need tor spe ci fic deadlines 
on progress che:::;cpoints , the need for 1·ene wal , and other items? 

5 . How c an we find wa ys to provide support from a distance . 

6 . How ca:1 I support cont inuing pla ns for doc umenta t i on and eval ­
uation? 

7 . Hov: ::,=-:1 I support plans for :::onti nuing 1.nte : nal pe rsonnel de vel­
o pmen t and inc:rnal change- agent func= fons ? 

8 . How :::a:1 I ehlp t o clar~=y the cl~e nt ' s understandi nq of ongoing 
and potential ~eeds for externa2 hel p and appropria t e procedur e s to get it? 
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APPENDIX C: Volun t eer Ur ban Consul t ing Group Du t ies and Responsibili t ies 
of Clien t s, Vol un t eers and Staff . 

:J...:Tlr..S A .• -:) R.SS P O:"\Sl i3 i LITiES C: C i..!r':~TS 
OF T HE VOLUNTEER URBA:--.: co;-.;s::LTI);G GROt p 

l. ~ ')·: i :, :.eces sary informat1.;n to the s tafi a:,c v.> i~:-.cec r s J t t i:P 

, · .1 t:.i:: tee :- C r oan Consulting Group . 

., P c1 r: i c:::)a te ·.vith the staff a ::c ·,o!u:1te: e r s : , ::e :ie·,c l-::>p : . (; . .. ,: 
'--- \ VO r k pla:1 . 

..:. 

. ..\,; ree : .:> the wo r k plan after it 1s d eveloped. 

: .: se l~/ he:-self a nd h :s / her sta. i a.va ila ~l c •·o :!: ~ .s ... c: :· a .c 
. o l:.l '.·.: e~ r s J : the Vo lunteer l'rban Co:i.su lting G r o u p r:.u ,1 r.f ·he 
c0urs .J : .l.c proj ect. 

: ::: ., ;-1. : :he \"o l unteer l.!' rban C o~ s ulting G roup a n d /o r vol u:1te£> r F 
0 : :. .. , . p r o bl em s that arise during the pro j e (:t. 

: ~ , • .:\· ·:..")Lu:,t 0 t>r t:rba-. C o :1s u:ti:1g C:-::>.:p :: : a : i w h er. J ? =- -:1. ect · "" 
• • -WO - ... .__ ~::~g acc~r ~:~g to :~e \':~ r k p~.3.:-: ~ r ·: ·nc:-? :h e. :- ·· 
:: .,::l:: .. :-e :-.eedec. 

"" r:: ·:.-:~h 1.· ~ ~1.::1 t e ~ r l ·: ::>a~ C o;.5 .,.lt::::~ G :- o ·...:::, : · ~:: z:r.:: , . .. ~- ~! ' 

r.\.' : c: :-:-:-: : :-:c wt::ch r eco r..rr.e:1dati o:1s c a -: :::; e 1:-::.ple::·.c:i.~c~ . 
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:J UTIE:S A:\' D R£S? ONSIBIL1 TIES O F 
'..OL L·:-::- .:.:ER r_·ii_BA!\i CONSULTli':G GRO UP \ .OLU.'.':T I:ERS 

:' rr.L \ ' ~CG staff to cie,:elop and I o r - cvisP n. c,.m 1p r ehen ­
< v ,1 w _, r :-- p la:1 fo :- th e project. "T hi.-; w o r !. pl~ ..,. w i ll 1:.c-:.•.dc a 

·: ·;'! ,:,: ... 1: ... :-.1:, \"O k nke::- a nd ,.-c-cG 5 ,a:: :-c :;p 0 !1Sibihties 
= \\"•< . ;,. • lir .. ... :;:;. ) l t fo r con1pletio n o f the pr~jcct. 

,: ... a l i!ying a nd pri o riti zing a.ll ma:-1a::on e:-,t r c :~:et!. p r o ­
:c .al~ ·.,.-;th c uring lh e a.ssignn e~t .:i nd u H ,vdt> 
.: .'..: ::.o ,al ?roblcrr. s whic h a r e :-.o , : ? C:t.:: : e d .L TI ~he 

. . ? b :; a:.d a r e dee n'1 cd c r itical 1n r.aturl! . 

. . -:.. b (• r • . J ·- a greed 'l.:pon \\"Ork plan and tLtr.etabl e . 

.. .. - 5 _ : -: -:1 ... J u lk c,: the responsibility io r n,arntaini:. E' conununi-
i 

• _ ·h e die,: o n a personal basis, sched ul:.nc: mct' t ini.:s 
... 1 -.. < _:i ,:::. ,, :.~:-- : :ic clic:it a.nd o ther ,·~ !ur.t e .:rs , .is r·1:: i ~~.c 

- :...!:.: :.J~a.l :n!:)rmatio ~ v:hen r~ced t d , -..·tc. 

::. · a ::: ~nta :::: ,.--i:h \ ·UcG staff o n a : rcq-.ien · a nd ::- eg ular basis. 
- ·:i. L ·s =::: -: ·.:l :i =·~cus 0'1 j i s cuss; :1!: ·ht· ~-0.:-- ~ : h e 

t ! . 4 - :~ . L1t : L 0 :- . ":' the !ean1, in(o :-r.~i r:g :n e \ t.·c ( . ~:.;_ .. '\• i.1 C :1 !: 

.: :. · :1 ? =-c : cct has been s 'l.:c cc~s:ullY c c :-:.~?l:.> : c d c, :- s h ou. C.: 
l : . • •• 
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OUT' '- S A~D RESPO:'\SI.i?, ILJT IES OF THF. STAFF 
OFT, ' . VOLlJ:-JTEER URBAN CONSULTING GROUP 

.--\n. e pt cli e nt referrals and make the initial dete rm ination a s tu 
w r.r.ther the proposed project i s suitable fo r Lhe r t!so ur<:cs o f 
t•,1: \·o b n tE:er Ur ':Ja. n Co nsul:-ing Gro up. A r times, Lhis i s to '.)e 
C: ~ l. w ith th e h e lp o f vol unteers. 

:.'.3 ~e :h e ::iitial d ete rminatio n a s to the s Lills require d in a 
par ~icula r project. 

C J::i in \'uluntee r s with the required skills , 1. e . l oc.a t i ng and 
q:.ia luyi ng. 

B · ic i and inform volunteers as to th e w o r ;: ing s a n d op e r at inc 
-t:: l >sophy o f the o rganization to be assis t t> d. 

:- dJe ·,olunteers with whateve r 1:1: o rrr.ati o:: 1s . .n·aihbl c r. 
'..'.. ~ . lic:i t a nd his o r her busmess c, r field . 

,,_. 
1 i:d t \"Ol u :1: .:e r ~ :ind _lic nts .::.:·..: r> = C. ?..: rly 11a r uauLrci 

~ ... .... 1 :her and Le o ther rc l e va:-1t pa:-: ics 0 :1 dn a s ·H .: oed ba:t 

\': l. :-, w::!1 \ o lunteers and clients :-o de \·elop a w o r K plan . 

: -~·..:re· ·!.a t <.ommunication betwe en clie :1:s , v c 1 ... , ~l.' C rs , 1:-. ·! 

··- c :<, n~aintaine :i. 

_ --:: .: :-c :ia t progress merr.os a re w r ittc:: wh t'n :1ecC'c;sa r v . 

- • - ?e r:'01·:-r"!a :1ce o f proj ec ts , ~::st.r e ~~c; 2 :"C p r ucLca: ... 2 

p:- v?C :- l '; ... n d take c o rrective action o :-. a t:~t l ~ :...-ls1 :. • . . lL: 

-;, ~ s sa ry. 

.•:=. ... tc.-.l'r ::c:cc:, s a:·y t o facilitate ,o lu:1t..:" :- par~ icipativ1 ·::.· .: 
--....... : . 

. .. : ~ :-c-. \ Olu!'lteers wh enever probletr.s a rise a nd ag ree ,, ;-, p , o? ::­
'- >·-- s<' li! cJCt ion. 

i:f· ~,!:sl. ::id r.-.a :n ta in contac ts a nd , clat10:1sr.ips w :t~ ind id ! _ 1 1 

•::-..: r ..:~ ·~t ..1. t :t:>:is £:;. business, gover nment, etc . \vho a r l 1rr.p u r -
: ::·: iti:1; :he ~uals :i i :he con st:h in : ? r 0 1<;;'ct:, . 

• . k · , :· :-- i--.e ,·: irh v o h:ntc cr s when a pro t:ct ha s been sue, c ss •:.!lh · 
l :1;:·.':)kt, ci •r c:h,ulc be t ,:: ['mi-:1atc d . 

Sen d .ipp r.:>priate c or:;munication to vo luntC' C' r s , client ,:i d a ll <,,­
ccr·.cd µ.1r t i e s a t the e nd o : a ? =-eject . 
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APPENDIX D. _Research, Training, a nd Consultation Exhibits of the Greater 

New York/United Way .\!ana gement Assistance Program 

EXHIBITS 

Gr ea te= :;e -..., York : unci/Un:! =-=:i Way 

E:--::·.:b:! r\ - Resea r ch 

1. J:xec;,.;tive C omne:-. sation - Summer, 197l 

2. 

3 . 

Desi6 :1ed to ser v e as a guide to agencies on e:-:ecutive compe:1sation 
for the puq:.ose of com paring and up- g radin1< executive s alaries in 
a g.encies and to assi s t agency boards in their recruitment efforts 
when f i lling exec c. ~:.ve vacancies. 

l9} m.e mber age:-,c:es served as a sample. 

Pers o:mcl Pra c-~i.:es - Sori:1g, 1972 

Desi;ncd Lv serve as a guide to age:1c y execut i ves 1:, t!:e planning 
a ?1ci cc \·e l :ipmcn: :..: a wide variety o f pe r so:1ne l benefit programs 
and personne l p r a -: :ices . 

196 member age!'l-::es served as a sample. 

?\1easuri:1g the -i:-::e;::tivene.ss of Agc:icy Servi ces - Sumr..er, 19 72 

Desig!'led to pro\·:ce infor~ation O!'l United Way actidtics that in­
clude mcasurb,g ::--.e effcc~iveness of a g ency se rvice s a?a r t from 
the ? roc ess of b:.:::ge ti:"l g a:1ci allocat i ng funds to agenc ies'. The 
study includes o~~ :-a tional de f initions fo r the tenns , e.:fcctiveness 
a:1d e!"ficiency. Ge:-:eral Electric C o mpany assisted w i~h the study 
v,~ich culrni:1.atec : :-: a sessio:1 at th e ~ational t.:nitecl \\"ay conference 
i n v:a shington. 

237 loca l L'nited ·.•: ays served as a samp le . 

* 4. Age:-:cy 'Boards o ; :::>i r ccto?"s - Fall, l974 

Desi gned c1.s a re:e ren:: c- ~-.:blication to provide a n"lea:is fo r executives 
a :1d boa rd leadc :- s :o com-pare their current boi'l. rd m a:1agcment practices 
..... i~:l those of ofr.e:- o r gc1.nizatio11s; to p r ovide an objcct i ·:c source of in­
fo rn,atio:1 w!1i.h c.:r .: ld lead to the dcvelo:1mcnt of gmde li:H'S for a g<'i1c:ics 
tn t :,c..• area of b .:- 3.:- :: m a na,; cmcnt; and , : o prc..-idl.: in;o rmation w::i ch 
cc .. ll::: scrvC' as :.1 ::.3.si:; i :H : r ai!"ling p r o,:: ram!- for C'xccu : : vcs a:1d htJard 
lcadc :-s . The s ·: :- ·:cy r <'s t:!:cc.l in rc•sp:1::s .,s :o a q1H' ~t iJ:-: :1,d rc fr n n1 296 
a ~C'n('y cxc n1ti•,·e:; a nd b oa :- j pre :; i dc::ts , a :-id 17C0 bo .. r d membe r s 1·c :;_ ,1 r d ­
i ng t::ci r spc· c.if ,.: :::,a r el CX!)ericnccs. 
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De s ig:1ccl to p r o v i~c execu~:\·es with a guideli :1c· Lna ! will enable 
them to compare existing benciits and liabilit:.- insu rance pad~ages 
with agencies of s::-:-,ila r b\;dget size . The st:..idy will ;ilso ue used 
to determine the ieasibi li tr of administrating joint benefit packa~es 
for member age:1c ies . 

Ir.:::iact of Go\·er:-: :-.-.~nt Fundi!ig on Volunta ry .A2E::h.- iC"s, Fall, 1978 

Based on the i:1c:-e:ase in g o \·ernment fundir.g o f volu:1ta r y agencies, 
the s.tudy is clesig-;.e.:i to dete r mine the impac~ t:iat go·:crnment fund ­
ing nas on the ma::ager:ient of voluntary orga:1iza:io:1 s . Issues in­
ckde procedures ; e r obtabing gover:1mcnt fu:1ding; dai ly prc'.)lems 
in ma.,aging gove:-:-.~ent programs; and c-ost implication s of manag ­
inf; gove rnment ?:- ::.grams. Tne publ icatio n will pro\'ide a comprehen­
sive guide lbe fo:- a 5ency executives on issues to be considerecl p!'io r 
to a:-id during the execution of gover nmental prograr:1.s . 

?. C o:-r.pe:1sa tion S.;:-·.-ev of Professional Perso:-.nel - V:in~e r , 1978 

De signed to pro\·~~e execu tives with a guideline that will enable 
the:-!: to .::ompare :-.ci r existing salary ranges with 0t~er agencies 
of simi lar size a:-.:: ass i st i n dE:termin i:1g salaries fo r s taff. T he 
sa:-:-:;Jle will cove:- a?proxi:nately 250 a gencie s . 

•·· fi!'l;:; :iced joi:1tly :>'/ :~e United Way and foundation gra:i.ts. 

Ex½ibi~ B - T rabi ng 

Dr:>signe d to a!:'s i :::: agency executives in unde:-standi.ng the 
p!:~k•:.:lj):1y of f:i·..: :-:::?. ~ion giving , the appropr ia~e mc L:~o d i'.1. 

pre?-"'-ri:1g grant r e~:.ies ~s. and the significance of the Tax 
Rcf..> rin Act. 
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Fiscal P la :-!:-ii:i.:: a:-. -:l !hr~eeting - rall, 1971 - Arthur i\;;dcrsen ~~ Co. 

Desi&ncd to ass i s: executives o f a gencies i" deve loping 
ap?ropriate me:::~ds for budget planning a nd cont r ol. 

133 pa r licipa:1ts :-e?r csented 87 agencies. 

Benefit Acminis::- c'.c ~i i:.:1 - Soring , 19 72 - C 0:;~i!1ental Ca:1 Co. and o:he rs 

Designe d ~o utili.ze :he results o f the pcrs0:1:1cl practices 
and benefit st:.ic·j :~y focusing on particular problems c f 
be nefits adminis:ration. 

118 participa:its :eprcs~nted 106 agencies. 

Board T rainhs: - !all, 1975, Fall, 19 76, Fall, 19 77 - United Way S laff 

D~signcd to util:ze the r esul ts of the Board of Di_rcct::irs r esear c h by 
focusin t; on sped.fie areas of Board Ma:1agcrnent including the role 
a nd rcsponsibi~: :ies of members , preparatio n for board mcetbgs, 
committee devel:>pmcnt a nd symptoms of problems . 

A r-. a,·eragc o f 113 participants r E:prcsented 94 agencies . 

5. Accou:1~i:1!? a:-:= ?::-:a::cial Repor ting - Sum:-ner, 1976 - Price Waterhouse 
& Company 

Desig:1cd to cla.:-:.:y the :1ew A. I . C. P . A . r egulations fo r not-for-profit 
o r ganizations a:::: assist agencies in i mplementing Lhem. 

1S7 participa~~s represe:ited 127 agencies . 

6 . P _:~lic R. <:> lati-:;::;: - !='al!. 1976 - Staff a:id P . .R. S. A. 

Designed t o as;; : s~ age :-icies in improving tr.eir effect: vencss 
in dealing with ::-:e press, foundations and ccntri:lulors . Co­
sponsored b~r :::e Public Relations Socie ty of America, Ne w 
Y o r k C i t y Cha?: e r. 

l '.J O partic ipa n :s :-eprescnted 160 agencies . 
• 



7. 

s. 

?\~arl: cti:-.~ y o : :- .:.. ~~:icy h :- impro ve d \· : ., ih: : : t y • Fall, l977 -
C u l , n 1 :Ji 2 • _- :· : .-e .:- s i t ·, ~.: :i r1: cd i -: .:! D c :- ·~ r t ~. -.r.: :1 t a :-: <l o ~: , c: r s 

Dcs tf:llt: ·l t :, fo.: ..:s 0 :1 spcc i:ic a:-c>as o: mark e .. ing , p.;'::>lic rcpor ti:1g , 
ar.:1 -1 <1\ di n:1crs, "':-.d ciirec : 1"!"\ail fu:1draisi :1; . C o - spc :-.5orcd by t h e 
:,ew Yo r~ C ~t:,· C :--.apler o f P.R. S . A. 

117 p a! r ~icipan:s :- e?resc:1ted 92 agencies . 

!:-:s=titl,'.<· for :--: :: : -?o r- P r 0 f:.t Mana~eme:i t - ~orin.!, JD77, 
Fa l t, 1977 , .3::rbrr , 1978 

This ad·✓ancec ~--2.'.'iagerr,c:it collrsc for executive d ire c tors of 
r. ::> ~-f:,r- ?ro fi : c:.;e:1cies is being co - s?o :1sc :- 1,.:d by T :,c. Greate r 
:,cw York Fu:-:c :.:nited \ 1:ay and Coli;mbia C :-: i ve r si ty s Graduate 
S.:!:ool of S:Jci.;;. ~ Work, Health Scie:iccs and Business Adminis ­
tration. The c o :.:.rse co:isists of fifteen (lS ) weeks. T :1ree (3) of 
t:1e se ere resic e:::ial wee~:s at the Col.11~1bia Confere::.:c cc:iter 
a:-:d :hi: o ther : ·,q_<·:c (12 • ,..._·eeks co:isist o i classes al l day on Friday. 
The curricu lu:-:i emphasizes strategic p lan:,i:1g, accu l:nt i:1g and 
fir:a!'!cc>, pe r s::>:::-.cl , marketing, ancl service dcvelo;:imc> :it. Approx ­
imately lwentr -::·.-c exe c.1tives par~ici?.=..tc d.1ring cac:1 scmeste .:- . 
T h e t->ta l cos: :s S3 , 000 ?C r participant. Sc!10lar sh:? aid is provic!ed 
by loca l c u rpo :-c.~i')ns , fo:;::cla:~o:is, a:id L":i i ted \ ':ay. 

C:-.: lcl and Family Se n -icc s 
Recreatio:i Group Wo r k 
Comm•.1:ii:y Services 
~ealth Se r vices 
:\'eighboriood Houses 
Employmc:1t and Trai:. i:ig 
~.~c:ita l 1-icalth Scrvice:s 
Se rv ices t:, the Aged 

Tota l 

45 
14 
19 
18 
26 

l 
2 

12 c 



\ 

~= G e n e :-a : _.:._ c: :"':'1: :: i s : :- a t i o -:1 

Pers:::-.::el 
Fba::;:.:- .?.::~ A c .:~u:.ting 
C or.1..-:--. _:-.: :..a ~ions 

Total 

140 

63 
25 
18 
21 

127 

*!:-.eludes Bea:-:: C::-r:ra~ions; Physical f>l~:~:; L egel Sc,rvices, C o ir.?e.ter 
Sysle:ms and :-e ·.-~~v:s c,f Orga:1izational structure (~. : :; •1c1gemc:1. Au.tlit) 

Co:1sult::-.~ C:i r '):::>ra ~: 0:1s Provid i:H: M2:-.a :r er.1i"::~ .-\ s!=is ~a'.": .: e 
~-:::-.:·c:: l , 1976 th r ouch Fc-br.:ar·, 2 8 , !-:.77 

l. A. J . C:)::tracti:1g and Campa ::;-, Inc. 
2. A . T.i..:-. - Lo:1g Lines 
3. Art~.: :- . .\:1ce:-sc:1 & Compa:1y 
4. Ava:. ::=:-:-oducts, Inc. 
5. Bache !.: C-:-mpany , Inc. 
6. Banke :- : Trust C om.pany 
7. Bly~:-.e, Eas tman&: Dillon 
8. Boaz. _; lle:-i ar:d Hamilton 
9. Che::.-.:;:al !3a!1k 

10 . Coli:: C::::s~ru:: t iou 
11. C o:1::.:-. -: ::~al Ca:1 
12. Cross ~ Brow:1 
l3. Dol::: 1 E ::a y &: C :::>mpa ny 
14. Equi:a'.:. :e L :.:e Assurance Society 

o: : ::-: 1.."::i~cd Scates , Inc. 
15. Er:1s: !..: Er:-.s~ 
16. Ex..~o:: :-c rpora:io:1 
17. F ooc C~:-:.:;:;a:-ir 
1S. Genera . E'lcctric Company 
19. Grcy:: :. .:::d 3:.1s Line 
20 . Inter:-.a: :::-- :-:al B •.isi:-iess ~fachi:ies Corp. 
21 . J . C . ?t.::mcy Company, !nc. 
22. Joe .Sa.::::o, Ir. c. 
23. L 1.1\·e :- = :- o ::1e rs Company , be . 
2-; . Lio :: ..:: :::=::: .:> Si:: C _, m p ::i.:1y 

25 . 1'1a:: .: ::::. ::.: :- !c> r 5 :-:J.:HJ\'C r T.:- t: ~~ C c,~?any 
2( . . 1'1ay: :- : O.::icc c.,f VL)lun~eer i.:; m. 
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27 . McG r a w-Hill. be. 
28 . Mobil Oil C o :-;:,ora ~ion 
29. ~,.t org a :, Guaranty Trus~ C o m ~)a :.y o f ):cw York 
3 0 . Port A u t:10 r~:y o f 0!ew Yo rk i.: :,ew Jersey 
31. Price \':atcr house and Co m p a n y 
32 . Pub lic Relatio n s Society of l,n,erica 
33 . Rob ert W. Tau ber, Inc. 
3-1. Roslyr. \\"il le t t As s ociates 
~5. Taggart As sociates 
3 6 . W.R. Grace and Co m;:>any 

Areas o f Mar.3. ge:-:-1e :1~ :\ s!"ista:1c c Reo ·c-s ts 
Marc;; 1. 19 7 6 t:, r cu c-: . .!(=b r uarv z~, J'}77 

l. Management Info rmation Systc r:;. Analy s i s 
2 . Re po r ting & Data Collection Systems A na.lysis 
3. Public Relations 
4. Analysis of Salary Guide 
5. Brochure Design 
6 . Fundraising 
7 . Office Systems and Procedures 
8. Health & Pe:1s ion Plan 
9. Inter!1a l Reporting System 

10. Accol.!nting &: C ontrols 
11. Perso:mel :\tanual 
12. Sr ace Sludy 
13. L ong - ran~e Plannhg 
14 . Analysis o f ? i:1a:1cial Depar tr.1e:1 ~ 
15. Filing 
16 . Training Program for Staff 
17 . Complete ~1a:iagement Audit 
18 . Agency Operatio nal Manual 
19 . Insu ran ee Review 
20. Sta:.cardizec Fiscal Procedu res i:. B ook kcc· ?ing 
21. S tati stical A:.alysis oi Prog:-am Act i vi tie s 
22. Perso:1nel ).1an.:i.g e:n c:lt Syste m 
23. Real Estate 
24. Foo d Purc~a sbg &. Co:1trol 
2 5 . Inter:1al C o:1:rol &: Diili:1g 
2 6 . Fis cal ~,!a:1a gemc-nt 
27. P,oarci ~-~a:.a ;;;cment 
2S . Ar c h i~cc t 
29 . P r o £ r a1n Review, Proi:; ra:n P la :-inin g 
30 . Rcseai-c!1 :-1:ch:1 i qllcs 
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31. Insurance .:..nd Annuity Plans 
32. Purchasi::g 
33. Fi:"'lance &· Control 
34. Design & Production 
35. A:-ialysis oi use vi C o:nj)Ut<: rs 
36 . Establ is:1::-.c r.~ of a T:irif~ :7-=~ ~p 
37. Com1nuni::atio:1s 
38. Devc lopme:1t of Tra:1 c.port3. ~10:1 Program 
39. Rea l Esta ~e Law 
40. Ge:ieral . ..\dministration 
41. Construction 

I 

l. S20, 000 grant - :--=orlhs ide Cente r :o r- Child Den~ lopm.c:,t 

2 . 

This Har lem based age:1cy provic?cs e:cit:.catio:~al and thcra?c t:.::c 
ser ·.iccs to children v:ho are unable to be mabt.aincd i:1 the ?.:::,~i c 
school sys tem. T!'le g ra:1t was t:. sed to i:nplc!Tlc:1t reco1-:-11ne::::c.::o:1s 
that were made by Port Authori~y \·olt.::1teer s who conduc tec: a :-:-,a na­
gcn'lent audit thr-::,ugh lhe agency co:1sul:atio:1 program. R.c c ~:-:-.::-.e:-1-
dations included stren&t~1c:1i:ig i:, S?t> ci: i c areas oi gc:1c r ?. l .:.~::·.:""lis­
tra~io:, ; fi:1ance a:-id co:i~rol ; and, l::>::g - . c rm j>!:?:minf; and o r p:.::: ::a:i0:i . 

$30,000 g r ant - :c-wish Board of C: .•c. r d :C\:1 s a:: .:! Te,•:ish 
Family Strdces 

Obiccti•:e - Mer:e!" 

The fir st organiza~ion prov:ded a ·: ~st n..i 1~1be r of s c rvi ::cs ~o : :1c:,·i­
duals ra!l.ging fro-:n. i:.!ancy to old ase. The second orga::i::a:10:, 
pro,·idcci a vast ::.:r.-ib<:r of servi ces to !'a ~:li c-s. After a l o :1 ;; ::..ic y , 
the agc:1cics agreed that merging wou l d im?ro•:e ~!1e e!fc c~i\·c~cs s 
and efficiency o: ? r :> d di:1; ::;erv1ces ~o families a :1d i:1di\·ic:..:a!s a:1d 
also r cd'.lcc expe:-: s es in the lo ng ru:1. r t:. :-- c:s we r e used t n pa:· :~r 
ri:.n tia~ t:xµenscs ::ict.r rcd oy the rr.c- r ger v::. tcn w..: r c le ~1 al fc.c:. 
1:1:i·;1 .1::o r1 of fis ~a l and p ro;:-arr. ,"l ;--cr"' : ~ • . n · !-:, .:- :-. ~i ,:: oi i a~. !. : : cs, 
s~?.!': 1 <:orga:1iza:: ~:1 a:1cl o r icn~at10:;; · • :, c , 1: :f•:··1:·c~atH1:1 t •> : :·. c· 
c. .1111:~: ~::.: :;- . T::e ::>:..la:1cc o i ~he ll! t·r ,; • :· t' :-•. "l(· :1st:s were p::i : d :,·: t:1c 
:wu n. ;c:1cies and :,c o~hc r o~its i cl e: : u r. ·!:: :g s0::r c e. 
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This age ncy se:-·.·cs a s c~:i t::n~rclla o r g a:1iza tio:1 for thirty ­
six settlcmen~ :.:-..:scs i:1 :,ew Yo rl-: Ci~y. T :.c f.;:.ds we!"e 
ust:d to irnple~e:-:t rf> con11ne :-:datio:,s m ade b y Lever Brothc:-s 
volt-·1teers who c o:;cucted a foa si':)iliLy s t..idy fo r co mputer i zing 
fis c al o peratic:-. ~ t h :-ou6 h t!1e: a gc:1cy co:1sul tat?o:1 prograr:1. 
Funds wc:-e usec to co,·er implc.:r::c:-:~a:b :-i cos:s fo r one yea!" 
after ·.vhich tii-.,e the agc:icy will p id, up all cx;:,e:-ises t!1.rou6 :-. 
t heir operali:.g b .... dgct. 

$3S. 000 g ra:1t - !~stilute for Hu:1,a:1 D c·,elonmc :1t 

T h is a&ency se .::-•:es as an umbrtdla o rga:1izatiur. for se•:e:itr 
two small, com:nu:1ily based g:rassroo ts o r ga :1ize1.tio:1s . Fu:-iC: s 
will be used to co:-iduct a t .::-ai:1i.:1£ T)r ogram in conjunctio:1 \•:i~:1 
Fordham u :1ivers ity , Grach.1atc Scho~l of Social Scn·ices. T he 
trai:-iing will be fo :r bo:i. rd mc1-:1 bC' r s and key !'> taff. Fu:1ds wi 11 
pay for two semes~c r s; e a c.!1 with a capacity o f 25 pa r ti ci?a:1Ls . 
The curriculu r:1 wi ll i:-idudc: boa rd dc,·elop::1c:·1 :, fiscal r.1a :1a ge ­
m c :1t, p:-ograr.: 2.:,d ? :-opcsc>.l c: c•:c!o?:-:ie:-:t , l c;.:.L serv~ccs, p c.· r­
s o:1:1el .r.-:a::age~c:-:.~. comn:t~:1i~y rc lctions a!'ld co:-iunu:1icc:.~~o ::!:- . 

,?13, 75 0 grant a::c S8 . 730 loa:: - Y o:.:::~ \\'omen~ C h r i stia ·1 . .\ !" ~0 -

ciat io:1 of:-:('\': York 

Five t!'wt:.s ancl c! ~llars o f t:ic g r2.:-:t was usecl to pay fo r c o:1sul ­
tation s e r vices i::-o m Arthu r A:1dc r sc:1 a:1d Cor..pany. T ::is re­
s •J lted b a dia£nOstic study to d.:- tc-i-:-ni:1e the o,·c rall m a:1a£c.rr.ent 
problems o i the a g e:1cy. The r e:nabing ! unci::. (: .o , 75 0 ,; !• i! :1 : a::d 
$ S, 750 lo a:-i) we :-e used to im:)l c- .. 1c·: ~ Phase ll consi ~· ti::g of 
d c vclu pi:1£ a sy~:crr.s plan \den a µt''.c:1:1a l ::>i saving the a;c::cy 
S3 1, 000 o,·c: r ~1:c :-:ex'. .:i ve year~ . \':! ::1 a'1 ~! !. C' ~J ,L:1:1ual ,;;:ivi :-. £:: 
fr o m tha ~ p o i::: c :: . 
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Furds wE: r E: u ;;e<l t J ir.:?lc : .·,c:-:~ 1 c'- ... :1~:~-.c :-:~:. : : :.,:,r. !-:1.aC::e L y 
Ex>:on voL::1tcc r :s t:1r0.:,;:: :::c a gc :-;cy co:-isulta t1ei:1 comj>O ­

T,:?'1~. l:1 - ccr,::1 a:-.alysis we r e mack i :i : !1e a r eas c,i c o1-:1 -
putc r iza:ic:1 ; o : e:a:1i1.a '.i c.:-.al st r '.l ::- ::..: :·c ; m~:1 '? ~ ;1!·n c cdu r -· s. 
te:lepho:,e: sc r ·.-ice , and food se i d-..e. O:1cc ir.·.;-i lcmc :1tec.l , 
t ltc re com:ne:1da t io:1s would i:.c . : a- a :1:1..iai s?.v ing s of 
$ 20 , 000 . 
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APPENDIX E : Management Ass.istLJnce Center, Un ited Wa y o f Greater St . Louis 

MARKE1 ANALYSIS 

STATISTICAL RAN KING OF SPECIFIC ITEMS 
FOR TRAINitlG .i CDUCATI ON 

Board of Directors 

1. Board Responsi bi lities 
2. Board Decision ~aki ng Process 
3. Recruiting Board Members 
4. Committees 
5. Board Agenda Identification 
6. Actual Management Decisions 

Legal ~eguirements 

1. Liability and Insurance 
2. Contracts 
3. Fringe Benefits 
4. Tax Exempt Status 
5. By Laws 

Planning and Budgeting 

7. 
7. 
8 . 
9. 

10 . 
11. 

6. 
7. 
8. 
9. 

1. Long Range Planning 6. 
2. Program Evaluation 7. 
3. Program Planning and Budgeting 7. 
4. Budget Forecasting 8, 
5. Goals and Objectives 

Accounting and Finance 

1. Accounting for Non-Profi ts 
2. How to Spot Financial Trouble 
3. Useful Financial Reports 
4. Role of Finance Committees 
5. Fiscal Control s 
6. Forecasting 
7. Audits 

8. 
9. 
9 .• 

10. 
11. 
12. 
l 3 . 

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 



Resources 

1. 
2. 
3. 
3. 
4. 
5. 
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Proposal/Grant Writing 6. 
Contributions and Solicitations 7. 
Federal, State, and Loca l Funds 8 . 
Endm,m,ents and Foundatic,ns 9. 
Working with a Grantor 10. 
Capital Fund Drives 

Financial Planning 
Pre-Grant Analysis 
Contracts & Other Third Party Payments 
Fee Policy 
Administration of Fee Policy. 

Public Relations 

l. 
2. 

3. 
4. 
r -. 

Agency Public Relations 
Public Re l ations Target 

Group Analysis 
Brochures 
Program Marketing 
Managing a Public Relations 

Crisis 

Personnel Policy and Concerns 

1 . 
2 . 
3. 

4. 
5. 
6. 

7. 
8. 
9. 

10. 
10. 
11. 
12. 
13. 

Time Management 
Employee Evaluations 
Wage, Salary, and Benefit 

Administration 
Staff Productivity 
Ne1v Emp 1 oyees 
Personnel Policy and 

Procedures 
Staffing Analysis 
Personnel Policy Manual 
Professional Liability Insurance 
Hiring 
Tenni na ti ans 
Evaluation of an Agency Director 
Recruiting 
Employee Grievances 

6. Media 
7. Public Relations 
7. Audio-Visual Aids 
8. Allocati ons Panel Presentations 

14 . Personnel Policy Revisi ons 
15. Compensati on of an Agency Director 
16. EEOC 
16. Forms of Compensations 
17. Record Keeping 
18. Unionization 
19 . Fair Labor Standards Act 
20. Expense Reimbursement 
21. Recruiting an Agency Director 
21. Retirements and Layoffs 
22 . OSHA 

• 



General Management 

1. Supervi sory Sk ill s Deve lopment 
2. Staff Development 
3. Empl oyee Motivati on 
3. Management by Ob jectives 
4. Management by Results 

Other 

1 47 

5. Management Training for Middl e Managers 
6. Organizational Structures 
7. Management Train i ng for Boa r~ Members 
3 . 1a naoernent Trai ning for Li ne Staff 
9. Staffing Patterns 

1. 
2. 
3. 
4. 
5. 

Fi ling Systems and Methods 7. Building, Fire & Health Codes 
Security 

6. 

Office Managements 8. 
Computer Usage and Smal1 Agencies 
Working with Volunteers 9. 
Management Information Systems 10. 

-computer based-
Management Infonnation Systems 

-manual-

Working with a Cont ractor 
Mergers and Cl-0sings 



TO: Mr. Robert Ebers, Chainnan 
Management Development Sub-CofllTlittee 
United ~ay of Greater St. Louis 
915 Olive Street/Box 14507 
St. Louis, MO 63178 
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APPENDI X E: Management Assistance 
Cen t er , 

SUBJECT: Enrollment Application for 1979-80 Management Development Series 

□ 

□ 

□ 

□ 

0 
□ 

□ 

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 enrol l only in Core (C) or Elective (E) sessions indicated ~elow: 

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 & Organizati onal Analysis (C) 

D January 30, 1980: Public Relations( ~) 

D February 6 & 7, 1980: Goal Setting: Management for Results (C). 

CJ February 20, 1980: Fee Philosophy, Policies & Administration (E) 

CJ February 21, 1980: Assessment of Fund Raising Capatj l ities (E) 

D March 5, 1980: Organiz~ng & Delegati ng for Results (C) 

0 March 19 & 20, 1980: Personnel Administration Inventory (C) 

D March 21, 1980: lnterviewing Ski ll s (E) 

C April 22, 1980: Not-for-profit Accounting for the Uninitiated (E) 

D April 23 & 24 , 1980: Effective Uti l ization of the Accounting System (C) 

D May 7, 8 , & 9(a.m.), 1980: Planning & Budgeting Seminar (C) 

D June 4, 1980: Evaluation - the Beginning of Planning (C) 

All 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 _____________________ _ 

Jegrees held: (please give type of degree , date, and school) 

(Appl icant ' s Signature) (Executive Director's Endorsement) 
Agency ____________ _ Telephone Number ____ ______ _ 
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