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    Praise for Nonprofit Management 101

    “In these troubled times, the work of nonprofits is more important than ever. But sorting through all the available support resources can be daunting. This book does an impressive job of highlighting only the most valuable lessons, tactics, and go-to resources, and is sure to benefit anyone looking to succeed in the nonprofit world.”

    —Arianna Huffington, Cofounder and Editor in Chief, The Huffington Post (now owned by AOL)

     

    “To all those who want to change their world, you now have a how-to operator’s manual for the nonprofit sector. This invaluable tool is sure to help you advance your cause and develop your organization—it’s a must-read.”

    —Jody Williams, Nobel Peace Prize Laureate (1997); Chair, Nobel Women’s Initiative

     

    “Nonprofit Management 101 is a big deal for nonprofit professionals who want to get the job done. If you’re new to the nonprofit world, or doing something new, this will really help out.”

    —Craig Newmark, Customer Service Representative and Founder, craigslist.org

     

    “If you do one thing to support someone who dreams of building a better world, buy them this book.”

    —Van Jones, Cofounder of Green For All, Color of Change, and Ella Baker Center for Human Rights

     

    “Nonprofit Management 101 belongs on the desk of every emerging leader—it’s chock-full of crucial resources, practical tips, and insights from some of the sector’s leading minds.”

    —Randi Zuckberberg, Director of Marketing, Facebook

     

    “There are a few indispensable tools for budding social entrepreneurs looking to change the world, and in compiling Nonprofit Management 101, Heyman added another gem to that short list. The cast of expert authors and the impressive list of go-to resources provided is sure to serve the cause of any reader.”

    —Premal Shah, President, Kiva.org

     

    “Whether your work is in climate change, homelessness, or literacy, there are a basic set of nonprofit management skills and competencies that must be mastered if you are to be effective in your work. Heyman has done a great job bringing all of these into one place, and clearly conveys the most important lessons to be learned across this crucial spectrum.”

    —Daniel M. Kammen, Chief Technical Specialist for Renewable Energy and Energy Efficiency, The World Bank; member of the Intergovernmental Panel on Climate Change, which shared the 2007 Nobel Peace Prize Laureate

     

    “I’ve been working with young, aspiring nonprofit leaders and social entrepreneurs for years and Nonprofit Management 101 is one of the most practical and robust resources I’ve seen—a must-read reference for everyone who seeks to build a better world.”

    —Professor Nora Silver, Director, Center for Nonprofit & Public Leadership, The Haas School of Business at University of California Berkeley

     

    Our communities and our nation need more people from all backgrounds to step up and lead. Nonprofit Management 101 is an incredible compilation of practical tips and strategies broken down into bite-sized chunks that will be a prized resource for all emerging leaders.

    —Paul Schmitz, CEO, Public Allies
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Dedication
To my grandfather, Harry Heyman, the soft-spoken patriarch of my family, and to Bob Zimmerman, for his contribution to this book and to the sector he cared so very much about. Rest in peace.

FOREWORD

By Ami Dar, Founder and Executive Director, Idealist.org/Action Without Borders

When Darian told me about this book and asked me to write a Foreword, two thoughts immediately came to mind. The first was, “Really? Another introduction to the sector? Do we really need this?” But then I saw the list of authors that Darian had assembled—many of whom I’ve known for years—and it was clear that he couldn’t have found a better group of people to write this.

The second thought was more of a wish: the wish that when I started Idealist.org in 1995 I could have had this amazing group of people whispering in my ear, and stopping me from making some of the bigger mistakes I’ve made over the years.

So in thinking about this Foreword I decided that the most useful thing I could do was share some of those mistakes with you, and then encourage you to read this book in the hope that you can avoid repeating them.

Here then are my Top Ten Lessons from the past fifteen years.

  1.
 Focus. Focus! Mission creep is Enemy #1. Once you know what you want to do, do that and nothing else. Resist temptations, especially from funders who have their own agendas and who can blow you off-course with a sweet-sounding grant. If the grant is not for something you want to do, the money is not worth it.

  2.
 Build a good board, but first decide what “good” means for you. More or less engaged? More or less supportive? More or less meddlesome? The key here is that serious people who take on a task usually also want the authority to do it well. And so you need to decide: Do you want a board that does a lot but then also wants a say in how the work is done? Or do you want a board that is more hands-off, but gives you and your staff more freedom? What you should avoid at all costs is the worst of both worlds: a board that meddles but doesn’t help.

  3.
 Hire good people. Skilled and smart, of course, but what I really mean is people you like. You’ll spend long days with this group, so hire kind and interesting people who make you laugh.

  4.
 When you make a hiring mistake, and you probably will, try to fix it as soon as possible. There is one test that usually works well. Think about your entire team once in a while, and ask yourself, “If that person resigned, would I be upset or would I be relieved?” If the answer is that you’d be relieved, you should probably not wait for them to resign.

  5.
 Learn some accounting. Money is the fuel on which your organization will run, and you should always know your numbers. Some people start nonprofit organizations as a way of avoiding what they see as the money-centeredness of the corporate world. But the truth is that money is at least as important in our sector as in any other, and you should know enough accounting to always know how your organization is doing.

  6.
 Use free stuff; there is so much of it now. Blogs, Google Apps, Facebook Pages, Twitter accounts, Salesforce licenses, and much, much more. We run our whole organization on Google Apps, for example, which means that all our email and office software is free, and there is no reason why you should pay for it, either.

  7.
 Build your network. And I don’t mean by “networking,” going to conferences, and exchanging business cards or Facebook connections. What I really mean is to try, wherever possible, to treat people the way you like to be treated. If you do this, over time you’ll have a real network of people who will be there when you need them most.

  8.
 Collaborations, coalitions, alliances, mergers … Before jumping in, can you imagine a way out? Working closely with other organizations can be both good and necessary, but exactly at the point when the collaboration seems most tempting, stop for a moment and see if you can imagine a way out in case things go wrong. If you can’t, and the thought makes you queasy, it might be worth looking at the whole thing again.

  9.
 Be careful with your time. Fight hyperbolic discounting! “Hyperbolic discounting” is a fancy term for the tendency that many of us have to make choices today that our future self would prefer not to make. For example, someone invites you to attend a conference across the country five months from now. It sounds good, and it’s easy to say “yes” at that moment, but when the day arrives and you have to take the trip, you deeply regret that quick “yes.” Most of us do this with all kinds of commitments, but these days, having regretted a “yes” once too often, I make a conscious effort not to commit to doing anything in the future without trying to imagine myself then.

 10.
 Think big! Having said all this, what’s the worst thing that could happen if you fail? Think big, and go for it! Some days will be challenging and frustrating, but if you are doing what you want, they will never be boring. What more can we ask for?


Good luck!

Ami Dar

Ami Dar is the founder and executive director of Idealist.org. Built in 1996 with $3,500, Idealist has become one of the most popular nonprofit resources on the Web, with information provided by 100,000 organizations around the world and 70,000 visitors every day. Ami is an Ashoka Fellow and currently serves on the boards of the Nonprofit Finance Fund and Allforgood.org. He was born in Jerusalem, grew up in Peru and Mexico, and lives in New York.

ABOUT THE BOOK


You don’t have to know all the answers, you just need to know where to find them.

—Albert Einstein

Here in one volume are the collected insights and strategies for success from some of the nonprofit sector’s most accomplished leaders, many of whom I met during my tenure as executive director of Craigslist Foundation. What follows are tales from the trenches and practical, tactical dos and don’ts; think of Nonprofit Management 101 as boot camp in a book. I asked all 50 contributors to write from the perspective of “if I knew then what I know now,” with an eye toward offering real-world advice to people in the early stages of their careers and positions in the social benefit sector.

The cast of experts here assembled will guide you through the entire nonprofit management landscape, and they’ll point you in the right direction for more information at every turn.

Book Overview and Purpose

Perhaps the clearest way to describe this book is to explain what it’s not. It is not a textbook, written by and for academics. This book is not a how-to or a do-it-yourself manual designed to help you start a new organization, nor is it a career guide for people looking to enter the sector. Finally, it is not a book that zeros in on only one nonprofit management discipline, e.g., fundraising, marketing, board governance, and so forth. All of these kinds of books exist many times over, and my intention is to make a truly unique contribution to the sector.

So what is this book, then?

This book is a reference guide for professionals taking on new responsibilities, even though they aren’t completely prepared … what, you thought you were alone?

Actually, the majority of us, especially at small, grassroots organizations, are just little kids wearing our dads’ suits, building the plane while flying it. This book will make the orientation process quicker and less painful, allowing you to benefit from the experience of those who came before you. Also, by covering such a broad spectrum of management issues, my hope is that the reader will gain a clear sense of the implicit interconnectedness of all the topics addressed herein; it is not through the mastery of any one of these disciplines that you will lead your cause to success, but rather by cohesively weaving them all together. So let’s talk about how to connect these important dots a bit.

How to Read This Book—In Search of Nuggets

Whenever I advise anyone looking to get the most out of an educational experience, I always start by reviewing the ideal outcome. After all, when we fail to ask ourselves “What does success look like?” at the beginning of any endeavor, we curtail the power of mindfulness and intention, leading us to react, instead of create.

So what does success look like for the reader of this book, and moreover for anyone participating in an educational experience? To me, the answer lies in an analogy to the forty-niners, those intrepid souls who went West, seeking their fortunes in the United States during the gold rush. As we all know, most of them didn’t strike it rich, but the ones that did all possessed three things: maps, picks and shovels, and nuggets. So how do these apply to the content that follows, not to mention all other opportunities for learning? In educational environments, you should always be on the lookout for:

	Maps, which are the strategic frameworks you use to plan your approach to your goal. Think of these as the philosophies and paradigms that guide your efforts.
	Picks and shovels, which represent the tools you will use on a day-to-day basis to go about your work. These are the resources that make your job and life easier.
	Nuggets, which are the object of your pursuit; the actionable insights or kernels of wisdom that allow you to distill a complex idea into its simplest form.


Most educational forums focus on relaying maps; lecturers frequently stand at the front of a hall, telling their audience how to think about a concept or field. Although strategy cannot be discounted, my experience has taught me that emerging leaders benefit most from the actual tools and resources that help facilitate their daily work. Along these lines, be on the lookout for books, websites, conferences, and other tools and tactics highlighted throughout the entire handbook, especially in the Resource Reviews that cap each chapter (all resources listed also appear on my website at www.Nonprofits.101.org, along with a tip of the week). Doing the heavy lifting to launch an organization, event, or initiative takes a tremendous amount of effort, and to the extent we can work smarter and not harder, the cause and the community are better served. At the same time, nuggets like Kay Sprinkel Grace’s “people don’t give to you, they give through you” have helped reframe how I look at my work, and therefore made it easier and more exciting; may they have the same impact on you.

The Story Behind the Story

Some of you may be wondering how this field guide came to be. This handbook is a direct result of the knowledge, people, and organizations I gained while serving as executive director of Craigslist Foundation from 2004 to 2008. The organization’s focus on “helping people help” guided our work connecting emerging nonprofit leaders and social entrepreneurs to the resources they need to build a better world. Our flagship program was Nonprofit Boot Camp, also known as “Woodstock for Nonprofits.” We launched the program and educated, empowered, and connected over 10,000 leaders in the San Francisco Bay Area and New York City to rave reviews under my direction. In the process, we partnered with hundreds of “capacity builders,” or groups that provide valuable support services and training to community-based organizations.

It seemed there was a huge, untapped need to connect emerging leaders to established resources, and to introduce them to road-tested best practices and techniques in the process. In order to address this gap, I worked with Jesse Wiley from Jossey-Bass, an imprint of John Wiley & Sons, to craft the structure and vision for this project—which was designed to capture and convey the energy and wisdom of Nonprofit Boot Camp in a book. After spending almost two years refining the concept and recruiting the most insightful, dynamic experts we could find, here we are.

Chapter Structure

My objective for this project is to provide the reader with easy-to-implement, high-value practices across seven major nonprofit management disciplines: strategy and leadership; operations; law and finance; technology; fundraising; marketing; and board and volunteer management.

Accordingly, the book is divided into seven sections, or parts. These do not exactly map to the headings listed above, as there is some natural crossover between them. Each part is arranged into several chapters, which represent important elements of that discipline, and I recruited leading practitioners to write each chapter with a focus on practical, tactical takeaways and tips for emerging nonprofit leaders and social entrepreneurs.

Anytime you bring 50 leading minds together and you attempt to cover so much ground, a lot of thought needs to be put into ensuring the content is somehow connected. I have done everything possible to allow the contributors to speak in their own voice, but at the same time I’ve integrated an overarching structure and common chapter format to increase readability and usefulness.

Each chapter found in this handbook includes the following:

	Introduction to the Topic:  No-nonsense background and context, including basic concepts in the field and possibly statistics, facts, and trends
	Critical Skills and Competencies:  The key things you must know to succeed in the given area, including the concepts, resources, and tactics the authors wish they would have known early on in their careers, with an emphasis on how-to’s and practical guidance—key insights are italicized in order to ensure they get the attention they deserve
	Short Case Study (or Studies):  Success and horror stories from the field, highlighting major pitfalls and tips for success
	Dos and Don’ts:  A synopsis of key points and practical, tactical tips and takeaways from the Critical Skills and Competencies portion of each chapter
	Conclusion:  Brief wrap-up and inspiration
	Resource Review:  A list of some of the most helpful resources on the topic, including websites, support organizations, books, conferences, newsletters, blogs, reports, FAQs, and more, along with a short description of the value of each


Flow of the Book

Now that you have a sense of how the book is structured, I’d like to talk you through a brief outline of the content. We begin Part One by talking about the big picture. What is the role, history, and significance of our mission-based sector, and how do you step up within it, not just as a manager but as a leader? What career opportunities exist now that you’ve already taken the plunge?

From there, Part Two gets into some of the most important strategic considerations and factors that are integral to the success of any community effort. How do you get started, how do you plan, and why is it important to seek out opportunities to collaborate? Part Two also covers some of the core operational issues that face nonprofits, including insurance, HR, and tips on how to recruit and lead a diverse, competent staff. Parts Three and Four deal with some of the more specialized areas of nonprofit operations: legal considerations, lobbying and advocacy, finance, and then technology. This completes the operational picture. By addressing all of these issues successfully, you can be assured that you’ve created a solid organization, but always remember that this is not an “if you build it they will come” sector; you have to get out in the world and let people know about the good work you’re doing if you want to maximize impact.

To this end, Parts Five and Six cover fundraising and marketing, respectively. These sections are squarely focused on spreading the good world, and securing the resources and attention needed to make change. Finally, a linchpin of any organization, especially one in its early stages, is the strength of its board and its volunteers, which are addressed in Part Seven. The contributors provide tangible insights and strategies for identifying, recruiting, maintaining, and engaging the best quality talent.

Be on the lookout for important themes throughout all these sections. These include the need to focus on impact—to tell your story in a personal way and focusing on the change you make possible, versus the resources you need. It’s all about what’s in it for them, not you. You’ll also note an emphasis on not only recruiting support, in the form of donations, volunteers, and so on, but on stewarding people and resources over time. After all, it’s much harder to get them in the door than to keep them engaged. Speaking of engagement, we’ll address the significance of pursuing and honoring diversity in all its forms, another key to the success of any cause. Finally, you’ll read about the importance of establishing a clear strategy before moving to implementation. When thinking about the power of intention, remember to “be careful where you point that thing,” because life is indeed a self-fulfilling prophecy. Look, and think, before you leap.

Another important note about the book: feel free to skip around. I’ve laid out the content in what I consider to be the most logical progression, and I strongly believe that it behooves any nonprofit professional to have at least a cursory, working knowledge of all these areas. With that said, if what you really care about is fundraising from foundations, then by all means, just flip directly to Chapter Twenty. If you’re fixing to redesign your website, then knock yourself out with Chapter Fifteen. This book can serve you as an encyclopedia or a cookbook, just as it can be read as a novel that takes you on a linear journey to a finale. Ultimately, this book is a tool to help you change the world, so use it as it best suits you. That said, I implore you to make the time to explore the resource reviews at the end of the chapters most relevant to your work; I’d wager that you’ll look back on these “yellow pages” as a huge chunk of the value you received from this book.

In the end, I had to make some hard decisions. Beyond the content and contributors featured, there is no shortage of other topics I could have addressed, nor is there a lack of additional brilliant minds with a lot to share. My filter for deciding what and who made the cut revolved squarely around what I felt would be most useful to emerging leaders. These “101” techniques and resources will get you on the path to success and cover the basic building blocks of great nonprofit management. When combined with strong leadership and a bold vision, eureka, you will strike gold!
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Part One: The Big Picture—What the Field Is All About and Where You Fit In

What would you do if you knew you could not fail?

—Robert H. Schuller

So you want to change the world, huh? Well, welcome to the movement … to the “Movement” with a capital “M,” actually. The Movement for peace, for social justice, for sustainability, for the world we all know is possible. There is an infinite amount of work to be done, so we can use all the help we can get, and we need all of you on board giving it your best. All of this beckons the question, how can you most effectively channel your passion, your vision, and your time toward a cause that you care about?

Welcome to Nonprofit Management 101: A Complete and Practical Guide for Leaders and Professionals. You’ve already decided to work in the nonprofit sector, whether you started an organization or joined one. I don’t know what kind of organization, how large, how fast it’s growing, or how long it’s been around, but I do know this: there are a common set of management needs that face all nonprofits. And those are the issues that addressed in this manual, this handbook.

Before we get into it, let me offer a reality check for those of you talking and thinking about “my cause” or “my community.” You may be in for a rough ride. You see, it’s important to realize that all nonprofits, at least in the United States, have the same owner. “Who is that?” you ask. “The board?” “The staff?” “The founder?” “Me?” Well, not quite. Every one of the over 1.5 million registered 501(c)(3)s in this country is owned by … the public. Point being, it’s not about “my cause,” it’s about the cause. A board of directors is merely a group of people entrusted to represent the public interest—that’s why they’re called “trustees.”

So please, please remember who you work for.

I bring this point up at this early juncture because all too often people run out and start a nonprofit or launch a program without taking the time to see who else is out there working on similar issues. The fact is, you owe it to the cause and to the community to do your homework and survey the landscape before you pitch your tent. In fact, I would take it one step further and say that you are obliged to reach out proactively to potential collaborators and competitors and seek out opportunities to support their efforts before starting something anew. In the end, if you still decide to go it alone, at least you’ll have a sense of other efforts in the field and how your contribution is unique.

President Bill Clinton said it best: “Seek first to collaborate, and only then to lead.”

The problem is, we are taught from the time that we are children that it’s a “dog-eat-dog” world, a zero-sum game ruled only by the natural law of survival of the fittest. Well, brothers and sisters, I am here today to tell you that we’ve been duped, hoodwinked, fooled, and misled. Yes, that’s right: we’ve been lied to. You see, if you take a look at the natural world, you’ll note, as my good friend Dr. Kevin Danaher is fond of pointing out, that dogs don’t eat dogs. Moreover, if you read through all of Charles Darwin’s writings, never will you see the phrase “survival of the fittest.” In fact, it’s an incorrect paraphrase developed years after his death. Darwin’s real assertion was more along the lines of “survival of the collaborative”—see for yourself.

All of this to say collaborate, collaborate, collaborate; “your” community, “your” cause, and the people you serve will thank you for it—this much I can promise. And along these lines, if you have done your homework and are still committed to starting a new organization, please consider getting a “fiscal sponsor.” A fiscal sponsor is an established nonprofit that allows you to come under their umbrella, thereby enabling you to accept tax-deductible donations and receive most of the benefits of being a standalone organization. Some groups like Tides Foundation specialize in this work, but any nonprofit that is so inclined can offer to house you. Especially during the early days, this can be a great way to avoid the cost and administrative headache of starting and maintaining a nonprofit, enabling you to focus on the actual work instead.

My friend Arun Nemani once said, “A good leader inspires, a good manager motivates.” The nonprofit sector has been accused of being overled and undermanaged. Personally, I’ve often heard of the difficulties facing organizations started by a charismatic founder who is able to deftly craft a compelling vision, mobilize the support needed to make it real, and launch an ongoing effort to sustain it. The problems all too often come later, when the heavy lifting is complete and the infrastructure and maintenance take priority; when values on paper need to be lived in everyday life, and when the need for personal balance and sustainability make it evident that this work is a marathon, not a sprint. May this handbook serve as a useful tool for both leaders and managers looking to bridge the gap and expand their capabilities.

One final word as long as I have the stage, or the page, as it were. Often I wonder what the world would be like if we had a different Golden Rule. I believe we should all live our lives striving to be the kind of person the world needs more of. If we internalized such a bold yet elegantly simple maxim, what would the impact be on philanthropy, community engagement, and collaboration, both domestically and around the globe? Thankfully, we have chosen to work in a sector where many people have already taken the most significant step possible toward this way of life, which is living one’s daily life in service to others. We should rest easy knowing that we are in good company, surrounded by people with the best intentions who are willing to put in the work needed to build a better world. Let us proceed with the confidence needed to persevere through the difficult times. For when we stumble, or our colleagues stumble into us, we are reminded that unwavering tenacity is one of the most crucial elements to success for anyone in a leadership position.

Ah, leadership. That fine act of mobilizing support around a vision—of blazing a trail for others to follow. As we begin our journey through this guide, we will begin with the big picture, for any effective leader must have a clear grasp of the field on and in which she operates. How did this huge and vibrant sector get started in the United States, and just how big is it, anyway? Are we all in this together, as some claim, or are our efforts disjointed and disparate? Am I a leader or a manager, neither or both, and what is the difference, really? More important, what are some tips and techniques for maximizing my effectiveness as an emerging leader dedicated to a cause? Finally, what career pathways does the social sector offer to an ambitious and committed leader, and how do I most gracefully scale that ladder? All of these issues and more will be covered in Part One.

CHAPTER 1
 The Role of Nonprofits in American Life

By Robert Glavin, MNA, President, Robert Glavin, Inc., and Faculty Member, University of San Francisco

Today, what nonprofits do is vast, diverse, and invaluable to American life. Nonprofits are the primary drivers of social change and the providers of a wide array of goods and services; are essential to public policy and advocacy; hold critical responsibility for meeting broad social needs; share responsibility for education with government and, to a lesser degree, with the private sector; hold a declining but still large responsibility for providing health care; are the home of most fine arts and culture; and they include all religious organizations. This chapter will provide essential facts about what nonprofit organizations are, what values they serve, and their numbers and types. A brief history of American nonprofit activity will show how they have developed and expressed American ideals and beliefs. The final section presents some key trends and their implications for the future roles of nonprofit organizations in their service to society.

What Is a Nonprofit Organization?

A nonprofit organization is, most simply, a means for voluntary group action for mutual benefit or the benefit of others. Nonprofits form a third sector of society apart from both the government (the public sector) and for-profit businesses (the private sector). Unlike the government, which undertakes public action for public good, or business, which undertakes private action for private gain (the shareholders), nonprofit organizations are an expression of private action for public good. They “lie beyond family, market, and state.”1

Public benefit nonprofit organizations have six defining characteristics:2

	They are organized, though not necessarily incorporated.
	They are private, not governmental.
	They operate under the nondistribution constraint, that is, profits may only be applied to the mission.
	They are self-governing.
	They are voluntary.
	They seek to provide a societal benefit.


What Values Does the Nonprofit Sector Serve?

By joining the sector, you are contributing to a great legacy of social change. Standing apart from business and government, nonprofit organizations are where social reform efforts have most often arisen. Made possible by American freedoms of association, speech, and religion, the nonprofit sector is a highly effective expression of American pluralism, providing a stabilizing means for voluntary community building and public benefit. It makes possible evolutionary rather than revolutionary social change. Today’s nonprofits are the successors to barn-raising and other community-building efforts of colonial America. Although their specific roles have changed throughout American history, the larger, societal functions that nonprofits fill are more stable. They are a reflection of and a mechanism for the expression of several important social values, such as:

	Nonprofits identify societal problems and advocate for change.
	Nonprofits provide a structure for the investment of private capital to cause social change.
	Nonprofits relieve government burden.
	Nonprofits preserve and promote knowledge, cultures, values, and traditions.
	Nonprofits offer opportunities for personal fulfillment and self-realization.
	The nonprofit sector is the place of spiritual expression in America.


Nonprofits in America Today

The American nonprofit sector is made up of the approximately 1.5 million organizations that have been granted tax-exempt status by the Internal Revenue Service (see Table 1.1). These nonprofits include public charities, private foundations, religious congregations, and membership associations. Of these, roughly 1 million are organized to provide a social good and are classified by the Internal Revenue Code as 501(c)(3) public charities, or “public benefit organizations.” This classification qualifies them to receive gifts that donors may deduct from their income taxes, with certain limits.3 In addition to the registered nonprofits, there are many uncounted efforts (especially those with less than $5,000 in annual revenues) that may have formed to meet the specific needs of a community, a neighborhood, a school, or their own members. If these very small nonprofits were counted, the numbers of nonprofits would certainly be much higher.4

Table 1.1: Nonprofit Numbers
Source: National Center for Charitable Statistics, “NCCS Quick Facts About Nonprofits” (Urban Institute, Oct. 2009), www.nccs.urban.org/statistics/quickfacts.cfm (retrieved Feb. 2, 2010).
	Numbers (2009)	 
	TAX-EXEMPT ORGANIZATIONS	1,569,572
	PUBLIC CHARITIES	997,579
	PRIVATE FOUNDATIONS	118,423
	OTHER NONPROFITS	453,570
	REVENUES (2007)	$1.4 trillion
	ASSETS (2007)	$2.6 trillion

Diverse Needs, Responsive Nonprofits

Although U.S. tax laws allow 27 types of exempt organizations, including organizations such as fraternal groups, professional associations, and political parties, when using the term “nonprofit” most people are thinking of incorporated 501(c)(3) public charities. These organizations serve such a wide variety of purposes that the National Taxonomy of Exempt Entities (NTEE) system used by the Internal Revenue Service classifies nonprofit organizations into over 400 categories of activity.5 Among the major categories (see Table 1.2), Human Services, which includes organizations engaged in job training, inmate support, and abuse prevention, as well as those providing food, housing, and shelter, has the most organizations—more than 115,000 as of 2009. The Health category, which includes hospitals and primary care facilities, as well as mental health services and medical research, has the highest revenues, expenses, and assets. The Health category also employs the greatest number of people, accounting for over 41% of nonprofit employment.6 Education is a major category that includes elementary and secondary schools, charter schools, universities, adult education, and libraries. Public and Societal Benefit includes over 40,000 organizations that work for civil rights, community improvement, scientific research, and changes in public policy. Although having the least number of organizations, the International, Foreign Affairs, & National Security category and the Environment and Animals categories have shown the fastest growth in recent years.7

Table 1.2: Nonprofit Categories: 501(C)(3) Public Charities
Source: Adapted from National Center for Charitable Statistics, “Number of 501(c)(3) Public Charities by NTEE Activity/Purpose—Annual Filers Only, static version of NTEEs released Apr. 2010” (Urban Institute), www.nccsdataweb.urban.org/PubApps/nonprofit-overview-sumRpt.php?v=nteeFilers&t=pc&f=0 (retrieved Dec. 2, 2010).
[image: c01t009089f]The majority of nonprofit funding comes from earned revenue. Earned revenue may come from fees for services or products, ticket sales, dues and membership fees, and tuition, and accounts for 50% of nonprofit revenue. Government at all levels accounts for 29.4% of nonprofit revenue, provided as grants and contracts. Charitable contributions from individuals, foundations, and corporations account for 12.3%, and 8.3% of revenues come from other sources including investment income.8 More detail on the makeup of charitable contributions is included in the fundraising chapters of this book.

Economic Impact

Beyond the variety and scope of their activities and services, nonprofits are a significant part of the U.S. economy, both in terms of income and employment. The Urban Institute, a leading contributor to our knowledge of the sector, estimates that in 2006 nonprofits contributed $666 billion to the U.S. economy. The Government Accounting Office testified, “During the period 1998 through 2002, spending reported by tax-exempt entities was roughly 11 to 12 percent of the nation’s gross domestic product.”9

Nonprofits also contribute significant wages and salaries to the economy: In 2005, nonprofits employed 12.9 million people, approximately 9.7% of the U.S. economy, and they employed more people than the construction (7.3 million), finance and insurance (5.8 million), and real estate (2.0 million) sectors.10 In 2006, nonprofit wages and salaries totaled $489.4 billion—8.11% of all salaries and wages paid in the United States.11 If the American nonprofit sector were a country, in 2006 it would have been the sixteenth largest economy in the world, based on wages paid.12

Social Impact

Nonprofits are a major organizing force in society. They encourage people to volunteer for their communities, act in response to need, and pursue personal goals and opportunities. In 2005, 61.2 million people volunteered their time with a nonprofit organization. In 2006, 26.7% of American adults said they volunteered a total of 12.9 billion hours, the equivalent of 7.6 million full-time employees. The estimated value of volunteer time was $215.6 billion.13

How We Got Here

Philanthropy has always been a force in American life. In Native American communities as in colonial and frontier communities, mutual support was essential to the survival of the group. Caring for others in need was prescribed by the religious beliefs of the colonial settlers. Forms of caring for those in need, whether expressed through tithing, helping others, or giving alms, can be found in the cultures and religions of all of the people who came to make up the United States. Out of these traditions, the United States has evolved a particular nongovernmental, organizational, and egalitarian structure for providing aid and addressing social needs. Initially, most care delivered outside the family was delivered by religious congregations and organizations. As notions of democracy and freedom evolved, religious organizations were joined by secular ones, motivated by civic purpose.

The need for group effort to aid society grew as the United States experienced social needs arising from wars, immigration, and industrialization. At each stage, voluntary associations provided charitable assistance and care to individuals in need. As America matured, nonprofit organizations and foundations sought to go beyond simple charity and to improve society through philanthropy, in the effort to address the underlying causes of social needs.

From Colonies to a Nation

The lack of a nobility or an autocratic state made self-governing group action a principal means of building our society. After the Revolutionary War, chartered corporations, voluntary associations, fraternal societies, and political parties were founded to help build the new nation. In the first half of the nineteenth century in New England, wealthy merchants funded universities, asylums, hospitals, professional schools, scholarship funds, lecture series, and reform societies. Religious and evangelical movements, primarily originating in Europe, led to greater voluntary activity and, by the middle of the nineteenth century, to broad social action for temperance, prison reform, and the abolition of slavery.

In response to the Civil War, individuals created many voluntary groups to raise funds, gather supplies, and marshal volunteers. In 1861, Clara Barton formed a group to distribute aid to the wounded that led, in 1881, to the American Red Cross. The U.S. Sanitary Commission was established in 1861 as a privately funded national federation to provide health care and relief to the military. The U.S. Christian Commission was a religiously motivated effort to raise funds and provide care for the armed forces.14 Each established roles and models for other voluntary groups15 and what would become an organized and critical sector of society.

After the War, devastation resulted in enormous social needs, and the end of slavery resulted in a new class of citizens in need. Voluntary groups played key roles in assisting the government, particularly in educating and training newly freed men and women. Philanthropic funds that resemble today’s foundations, such as the Peabody Fund founded in 1868, were created to support and educate former slaves and to develop public health policy. Voluntary efforts created educational institutions such as Fisk University (1866) and Howard University (1867) to serve newly educated former slaves. The Salvation Army, a major provider of religiously motivated charity, was founded in the United States in 1880.16,17,18

Progressives and Philanthropists

Industrialization, urbanization, immigration, and economic crises created new and increased social hardships that voluntary groups could not meet with traditional charity. During the Progressive Era, which began in the latter part of the nineteenth century, there arose a pervasive movement of organized associations of all kinds, some for mutual benefit and others devoted to organized citizen efforts to address workplace conditions, housing, child labor, and women’s suffrage. Churches, too, undertook greater action for social relief and reform.19

In the same period, industrialists, whom many progressives blamed for urban welfare conditions, began to seek social change through philanthropy rather than charity. Andrew Carnegie initiated a national dialogue on the power of philanthropy in his 1889 essay “Wealth,” in which he urged the wealthy to address the root causes of social problems as opposed to providing simple relief of hunger or need, charity that he believed only contributed to the continuation of poverty and slothfulness. He advocated and undertook the creation of institutions designed to offer knowledge and opportunity to the masses. These included libraries, museums, parks, concert halls, and educational institutions. He and other wealthy industrialists began to set aside significant sums for systemic reform. The Russell Sage Foundation was founded by Margaret Olivia Slocum Sage in 1907 with nationwide activities in child welfare, industrial relations, housing, and city planning. This was followed by the Carnegie Corporation of New York in 1911 and the Rockefeller Foundation in 1913. Their work led to the creation of numerous institutions and to the professionalization and expansion of fields including medicine, engineering, and social work.20

Nonprofit Professionals Arise

Social benefit activity itself became more professional. As the creators of foundations undertook social change, they increasingly hired well-educated, skilled managers. Reliance on professionals increased with foundation assets, and with the death or retirement of founding donors. Fundraising, too, became professionalized, as communities undertook organized, staffed efforts to fund universities, hospitals, YMCAs, and other organizations.

More democratic efforts to encourage and professionalize philanthropy arose, with two important community-based models arising at the same place and time. The Community Chest, founded in Cleveland in 1913, was the first major effort to collect money from a broad community for a variety of causes. Its successor, the United Way, is today joined by many other such efforts collectively known as workplace and community giving campaigns. In 1914, the Cleveland Foundation was created as the first community foundation. Like private foundations, community foundations make grants, but they differ in that they are funded by contributions from many sources and governed by a board that represents those they serve, generally a specific group or geographic area. Both of these new types of organization were, from the start, run by informed, paid, professional managers. As philanthropic institutions funded and governed by the community, rather than by the wealthy, community giving campaigns and community foundations enabled social action by and for the people.21

The Government Joins In

Before the Great Depression of the 1930s, the federal government’s role in addressing social needs was limited and expressed mostly through the provision of legal privileges and tax exemptions. The massive crisis of the Depression was far beyond the capacity of voluntary organizations and led to the assumption by the government, for the first time, of certain social needs, including aid to the poor and unemployed and the creation of the Social Security system in 1935.22 Thus began the shared role of both the nonprofit and the government sectors in caring for the good of the people.

Thereafter, social action by the government and the nonprofit sector grew, aided by the establishment of more private foundations (from 203 in 1929 to 2,058 by 1959). Foundations, corporations, and government programs funded the creation and growth of many nonprofits, particularly in health care, the performing arts, and international affairs. A larger government role prompted the emergence of new organizations that advocated for changes in public policy in civil rights, the environment, and international causes.23

This continued during the 1960s with the Great Society, an effort of the U.S. government to increase its involvement in providing health care, education, welfare, and other social services. New programs included Medicare, Medicaid, the National Endowments for the Arts and Humanities, Head Start, Legal Services, and more. The government, at all levels, began to work with nonprofits, contracting extensively with them to carry out large parts of these programs.24

Government Cuts, New Responses

Government’s role in providing a variety of services grew until the Reagan administration, when an emphasis on decreased government responsibility and privatization dominated public policy. The administration’s conservative theorists believed that reduced support for social welfare, health, education, environment, and culture would stimulate private responses that would be flexible, competitive, and effective.25

During the 1980s and 1990s, the government greatly reduced its support and services for the needy. The reduction in government funding affected millions and placed burdens on nonprofit organizations far beyond their capacity. Nonprofits responded with greater activity and, ultimately, with increased professionalization, improved models, and greater impact, although many social needs remained unmet. And when government contracting mechanisms put nonprofit organizations in competition with the private sector, particularly in health care, health insurance, and education, nonprofits responded by becoming more skillful, commercial, and entrepreneurial.26

The 10-year period from 1998 to 2008 saw an impressive rise in the total numbers, revenues, and assets of nonprofits. Between 1998 and 2008, the number of nonprofits registered with the IRS increased 60%, total revenues for reporting nonprofits increased 91%, and total assets for reporting nonprofits increased 106%.27 A varied and vibrant sector began to emerge.

During this period, nonprofits also found new partners in people who had acquired recent and great business wealth, often in technology, and who brought with them for-profit perspectives and practices. The field of “venture philanthropy” arose, where donors began to look at themselves as investors, seeking to help nonprofit organizations to create earned-income programs, test solutions, apply technologies, or otherwise accomplish social change through the employment of entrepreneurial strategies. These projects generally involve high engagement by the investors and have preestablished measures for accountability, efficiency, and overall performance. This phenomenon of business attention to and investment in the operations of the nonprofit sector has continued to increase focus on quantifying and measuring accomplishment throughout the nonprofit sector.28

In addition, a number of foundations now employ methods to leverage capital to strengthen organizations and cause social change in new ways. Significant examples include “socially responsible investing,” which is the practice of aligning investment policies with an organization’s mission by investing in causes that are in line with its goals; and “program-related investments,” which are loans, loan guarantees, purchases of stock, or other kinds of financial support or investment made by a foundation from its asset base rather than its grant-making budget29—see Chapter Twenty, “How to Seek a Grant,” for more information on this topic.

What’s Next: Trends and Implications

Though unforeseeable challenges and opportunities for nonprofits will arise, key trends that are most likely to affect the nonprofit sector in the immediate future include:

	Economic pressures.  Social needs will continue to exceed the capacity of nonprofit organizations to meet them. The recession of 2008–2009 increased demand, particularly for housing, food, employment, and social services, and its consequences will be felt for some years to come.30 Estimates are that as many as 100,000 nonprofit organizations may close as a result of the financial downturn.31 Even in stronger economies, the pressures of demand and competition for resources will challenge nonprofits economically. Innovative and entrepreneurial solutions to social problems and organizational difficulties will be crucial for success in the sector.
	Cultural and racial composition.  America is becoming a minority-majority society made up of a group of individuals of various and mixed races and backgrounds.32 The growth in Hispanic and other minority groups in the United States will call for cross-cultural communication and cooperation skills, and inclusive behaviors that leverage diverse ideas and skills will become more important to those providing social benefit.33,34 Organizations will need to be culturally fluent and competent to meet their missions in the future.
	Age.  Predicted changes in the age of the population include the approaching retirement of an entire generation of experienced nonprofit leaders.35,36 At the same time, a growing number of able retirees from all sectors will offer the potential for highly valuable service to causes, and the volunteer rate of youth (16 to 24) nearly doubled between 1989 and 2005 and has since held steady.37,38,39 The increased presence of these two generations as volunteers and employees will create a need for strong intergenerational communication and cooperation, and will lead to new models of “skills-based” volunteerism, which is addressed in detail in the chapters on volunteer management. Finally, the generational transfer of funds that will occur with the death of the Baby Boomer generation will provide the largest transfer of wealth in the history of the nation and holds great potential for gifts to nonprofits in the form of bequests.40 Successful nonprofits will need to be effective in communicating with and engaging supporters and employees of all ages to remain competitive in the coming decades.
	Global concerns.  The population served by nonprofits has been expanding, even as the world appears to be shrinking. In addition to addressing domestic needs, American nonprofit organizations today are attempting to alleviate and solve social needs all over the world. There has been a dramatic growth in concern and effort toward global humanitarian needs. Such issues as climate change, AIDS, poverty, and natural disasters have attracted billions of dollars in funding from American donors and a growing group of international philanthropists.41 In an increasingly interconnected world, it is imperative that nonprofits understand how their efforts fit into a larger context.
	Communication technologies.  Exciting and revolutionary developments in technology offer new and fast-changing opportunities to nonprofits, especially in their efforts to communicate, raise funds, engage volunteers, and increase impact. Technology is enabling new ways to build, share, and use data and knowledge about social needs, while at the same time providing new means to interact, support, network, and collaborate. Nonprofits now have fast, viral, democratic, and ever-improving tools for building community, prompting action, and seeking support from people with shared values, regardless of distance or boundaries. Technology has provided a means for anyone to support disaster relief or other efforts instantly anywhere in the world and has greatly accelerated people’s willingness to donate online. To be successful and competitive, nonprofits must learn the power and potential of technology to help an organization achieve its mission. At the same time, today’s electronic communication tools allow the formation of loose, temporary networks organized around ideas and initiatives, rather than around existing nonprofit organizations, which means that successful nonprofits will focus on the cause and the audience more than their own needs and agenda.42,43
	Cross-sector partnerships.  Nonprofit organizations are increasingly working in close relation to other nonprofits, government agencies, for-profits, and networks to accomplish change. Collaborative financing, contracts, commercial arrangements, and other partnerships involving two or more organizations and even sectors are occurring nationwide and globally, often in research, community development, and health care, effectively blurring many traditional boundaries.44,45 To have the greatest possible impact, nonprofits may need to step outside their organizations and explore opportunities for partnership and alliance.
	Social entrepreneurship.  The movement toward social enterprise by nonprofits has been funded largely by business leaders who have sought to adapt business skills to a nonprofit environment. Initially, they wanted to experiment with ways in which nonprofit organizations could both earn income and achieve their missions. This concern with social benefit has now been embraced by some in the for-profit sector as well. Some corporations have embraced “corporate social responsibility” as a way to benefit the community and shareholders alike. In addition, new corporate structures such as the low-profit limited liability corporation (L3C) and the B corporation (“benevolent” corporation) offer innovative ways for the private sector to cause social change.46 These corporations can receive program-related investments from foundations and other socially minded investors to create businesses that earn a profit but have social benefit as a primary purpose. As individuals, investors, and foundations become more “sector agnostic,” nonprofits will find themselves competing with these efforts for funding and employees as they seek ways to work together toward social change.47,48,49
	Scrutiny and transparency.  High-profile scandals and public questioning of nonprofit effectiveness have led to a decline in public confidence in nonprofits. A 2008 poll found that only 25% of Americans thought that nonprofit groups do a “very good” job, down from 34% in 2003.50 Several states are challenging the property tax exemptions of hospitals and other nonprofit institutions that compete with and closely resemble for-profits.51 To respond, nonprofits need to present information and communicate their distinctions and benefits to society more powerfully and proactively. Nonprofit boards of directors will be held to higher and more clearly defined standards of governance and responsibility for progress toward mission.
	Focus on results.  Efforts to quantify impact and to identify and replicate successful models will continue to be dominant forces as traditional and venture philanthropists increasingly demand more accountability and clearer measures of nonprofit success.52 The White House Social Innovation Fund is also seeking to assess nonprofit effectiveness and select good models to multiply.53 Yet each organization is different and there is little agreement about what gauges are appropriate or useful as measures of organizational potential, mission adherence and fulfillment, and the accomplishment of social change.54 It is essential that nonprofits find persuasive ways to quantify their goals, progress, and results to those who would support them. Pressure from funders, a harsh financial landscape, and a continuing focus on effectiveness will encourage collaboration within the sector and prompt merger considerations by many nonprofits.55
	Earned income.  Attention to earned revenue sources as a means to diversify revenue and ensure sustainability will continue, both through conventional means and through the efforts of social entrepreneurs to create new and more effective income-generating mechanisms. The successful pursuit of greater earned revenue while honoring a mission will call for careful decision making and will demand professionalism, efficiency, and competitive expertise.
	Contributed income.  Raising funds from individuals, the source of the great majority of donations, has never been more complicated—or more possible. The environment is filled with challenges (donor skepticism, competition to be heard and noticed) and promises (exciting new ways to engage people and to identify, cultivate, solicit, and steward gifts). Nonprofits must commit to steady and constant effort to create, build, and maintain relationships with those who care about and can fund the change they seek to cause through their annual, capital, and planned gifts.


Conclusion

The nonprofit sector in America was born of various traditions and religions and is today a reflection of the evolution of American values and beliefs about duty, community, and social good. Shaped by political, economic, social, religious, environmental, and global forces, the nonprofit sector continues to grow in size and responsibility. As the needs that nonprofits address grow in scale, scope, and complexity, and as their work occurs more in the public eye and in relation to the for-profit and government sectors, demand for skill and impact will grow. If nonprofit leaders are to prompt others to embrace and support their missions and efforts, they will need clear and practical guidance. In the following chapters, experts will inform, share their experience, offer practical advice, and provide direction for further learning and engagement. Our shared goal is to inspire you and equip you for the great work of group action for the common good.

Robert Glavin is a consultant, teacher, public speaker, writer, and volunteer. As president of Robert Glavin, Inc., he counsels nonprofits nationwide in fundraising, governance, and management. He helps clients to plan, increase capacity, raise funds, and execute lasting change. Previously, he was executive director of the San Francisco Shakespeare Festival, director of development and marketing at the California Academy of Sciences, director of development at the University of San Francisco and Georgetown University Medical Center, and legislative representative for the American Hospital Association. He has a bachelor’s degree in government from Georgetown and a master’s in nonprofit administration from the University of San Francisco, where he teaches graduate courses in fundraising, strategic planning, and governance.
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CHAPTER 2
 Welcome to the Movement

By Paul Hawken, Author

While so much is going wrong, so much is going right. Over the years the ingenuity of organizations, engineers, designers, social entrepreneurs, and individuals has created a powerful arsenal of alternatives. The financial and technical means are in place to address and restore the needs of the biosphere and society. Poverty, hunger, and preventable childhood diseases can be eliminated in a single generation. Energy use can be reduced 80 percent in developed countries within thirty years with an improvement in the quality of life, and the remaining 20 percent can be replaced by renewable sources. Living-wage jobs can be created for every man and woman who wants one. The toxins and poisons that permeate our daily lives can be completely eliminated through green chemistry. Biological agriculture can increase yields and reduce petroleum-based pollution into soil and water. Green, safe, livable cities are at the fingertips of architects and designers. Inexpensive technologies can decrease usage and improve purity so that every person on earth has clean drinking water. So what is stopping us from accomplishing these tasks?

It has been said that we cannot save our planet unless humankind undergoes a widespread spiritual and religious awakening. In other words, fixes won’t fix unless we fix our souls as well. So let’s ask ourselves this question: Would we recognize a worldwide spiritual awakening if we saw one? Or let me put the question another way: What if there is already in place a large-scale spiritual awakening and we are simply not recognizing it?

In a seminal work, The Great Transformation, Karen Armstrong details the origins of our religious traditions during what is called the Axial Age, a seven-hundred-year period dating from 900 to 200 BCE, during which much of the world turned away from violence, cruelty, and barbarity. The upwelling of philosophy, insight, and intellect from that era lives today in the works of Socrates, Plato, Lao-tzu, Confucius, Mencius, Buddha, Jeremiah, Rabbi Hillel, and others. Rather than establishing doctrinaire religious institutions, these teachers created social movements that addressed human suffering. These movements were later called Buddhism, Hinduism, Confucianism, monotheistic Judaism, democracy, and philosophical rationalism; the second flowering of the Axial Age brought forth Christianity, Islam, and Rabbinical Judaism. The point Armstrong strongly emphasizes is that the early expressions of religiosity during the Axial Age were not theocratic systems requiring belief, but instructional practices requiring action. The arthritic catechisms and rituals that we now accept as religion had no place in the precepts of these sages, prophets, and mystics. Their goal was to foster a compassionate society, and the question of whether there was an omnipotent G-d was irrelevant to how one might lead a moral life. They asked their students to question and challenge and, as opposed to modern religion, to take nothing on faith. They did not proselytize, sell, urge people to succeed, give motivational sermons, or harangue sinners. They urged their followers to change how they behaved in the world. All relied on a common principle, the Golden Rule: Never do to anyone what you would not have done to yourself.1

The Axial sages were not interested in providing their disciples with a little edifying uplift, after which they could return with renewed vigor to their ordinary self-centered lives. Their objective was to create an entirely different kind of human being. All the sages preached a spirituality of empathy and compassion; they insisted that people must abandon their egotism and greed, their violence and unkindness. Not only was it wrong to kill another human being; you must not even speak a hostile word or make an irritable gesture. Further, nearly all of the Axial sages realized that you could not confine your benevolence to your own people; your concern must somehow extend to the entire world. … If people behaved with kindness and generosity to their fellows, they could save the world.2

No one in the Axial Age imagined that he was living in an age of spiritual awakening. It was a difficult time, riddled with betrayals, misunderstandings, and petty jealousies. But the philosophy and spirituality of these centuries constituted a movement nevertheless, a movement we can recognize in hindsight. Just as today, the Axial sages lived in a time of war. Their aim was to understand the source of violence, not to combat it. All roads led to self, psyche, thought, and mind. The spiritual practices that evolved were varied, but all concentrated on focusing and guiding the mind with simple precepts and practices whose repetition in daily life would gradually and truly change the heart. Enlightenment was not an end—equanimity, kindness, and compassion were.

These teachings were the original source of charities in the ancient world, and they are the true source of NGOs, volunteerism, trusts, foundations, and faith-based charities in the modern world. I suggest that the contemporary movement is unknowingly returning the favor to the Axial Age, and is collectively forming the basis of an awakening. But it is a very different awakening, because it encompasses a refined understanding of biology, ecology, physiology, quantum physics, and cosmology. Unlike the massive failing of the Axial Age, it sees the feminine as sacred and holy, and it recognizes the wisdom of indigenous peoples all over the world, from Africa to Nunavut.

I have friends who would vigorously protest this assertion, pointing out the small-mindedness, competition, and selfishness of a number of NGOs and the people who lead them. But I am not questioning whether the human condition permeates the movement. It does so, most surely. Clay feet march in all protests. My question is whether the underlying values of the movement are beginning to permeate global society. And there is even a larger issue, the matter of intent. What is the intention of the movement? If you examine its values, missions, goals, and principles, and I urge you to do so, you will see that at the core of all organizations are two principles, albeit unstated: first is the Golden Rule; second is the sacredness of all life, whether it be a creature, child, or culture. The prophets we now enshrine were ridiculed in their day. Amos was constantly in trouble with the authorities. Jeremiah became the root of the word jeremiad, which means a recitation of woes, but like Cassandra, he was right. David Suzuki has been prescient for forty years. Donella Meadows was prophetic about biological limits to growth and was scorned by fellow scientists. Bill McKibben has been unwavering and unerring in his cautions about climate change. Martin Luther King was killed one year after he delivered his “Beyond Vietnam” address opposing the Vietnam War and berating the American military for “taking the young black men who have been crippled by our society and sending them 8,000 miles away to guarantee liberties in Southeast Asia which they had not found in southwest Georgia and East Harlem.”3 Jane Goodall travels three hundred days a year on behalf of the earth, speaking, teaching, supporting, and urging others to act. Wangari Maathai was denounced in Parliament, publicly mocked for divorcing her husband, and beaten unconscious for her work on behalf of women and the African environment. It matters not how these six and other leaders will be seen in the future; for now, they are teachers who try or have tried to address the suffering they witness on earth.

I once watched a large demonstration while waiting to meet a friend. Tens of thousands of people carrying a variety of handmade placards strolled down a wide boulevard accompanied by chants, slogans, and song. The signs referred to politicians, different species, prisoners of conscience, corporate campaigns, wars, agriculture, water, workers’ rights, dissidents, and more. Standing near me a policeman was trying to understand what appeared to be a political Tower of Babel. The broad-shouldered Irishman shook his head and asked rhetorically, “What do these people want?” Fair question.

There are two kinds of games—games that end, and games that don’t. In the first game the rules are fixed and rigid. In the second, the rules change whenever necessary to keep the game going. James Carse called these, respectively, finite and infinite games.4 We play finite games to compete and win. They always have losers and are called business, banking, war, NBA, Wall Street, and politics. We play infinite games to play: they have no losers because the object of the game is to keep playing. Infinite games pay it forward and fill future coffers. They are called potlatch, family, samba, prayer, culture, tree planting, storytelling, and gospel singing. Sustainability, ensuring the future of life on earth, is an infinite game, the endless expression of generosity on behalf of all. Any action that threatens sustainability can end the game, which is why groups dedicated to keeping the game going assiduously address any harmful policy, law, or endeavor. With no invitation, they invade and take charge of the finite games of the world, not to win but to transform finite games into infinite ones. They want to keep the fish game going, so they go after polluters of rivers. They want to keep the culture game going, so they confront oil exploration in Ecuador. They want to keep the hope game alive in the world, so they go after the roots of poverty. They want to keep the species game happening, so they buy swaths of habitat and undeveloped land. They want to keep the child game going; consequently, when the United States violated the Geneva Conventions and bombed the 1,400 Iraqi water and sewage treatment plants in the first Gulf War, creating sewage-, cholera-, and typhus-laden water, they condemned it as morally repugnant. When the same country that dropped the bombs persuaded the United Nations to prevent shipments of chlorine and medicine to treat the resulting diseases, the infinite-game players thought it hideous and traveled to the heart of that darkness to start NGOs to serve the abandoned. People trying to keep the game going are activists, conservationists, biophiles, nuns, immigrants, outsiders, puppeteers, protesters, Christians, biologists, permaculturists, refugees, green architects, doctors without borders, engineers without borders, reformers, healers, poets, environmental educators, organic farmers, Buddhists, rainwater harvesters, meddlers, meditators, mediators, agitators, schoolchildren, ecofeminists, biomimics, Muslims, and social entrepreneurs.5

David James Duncan penned a response to the hostile takeover of Christianity by fundamentalists, with advice that applies to all fundamentalisms: the people of the world do not need religious fanatics to save them any more than they need oleaginous free-trade hucksters to do so; they need us for their salvation, and us stands for the crazy-quilt assemblage of global humanity that is willing to stand up to the raw, cancerous insults that come from the mouths, guns, checkbooks, and policies of ideologues, because the movement is not merely trying to prevent wrongs but actively seeks to love this world. Compassion and love of others are at the heart of all religions, and at the heart of this movement. “When small things are done with love it’s not a flawed you or me who does them: it’s love. I have no faith in any political party, left, right, or centrist. I have boundless faith in love. In keeping with this faith, the only spiritually responsible way I know to be a citizen, artist, or activist in these strange times is by giving little or no thought to ‘great things’ such as saving the planet, achieving world peace, or stopping neocon greed. Great things tend to be undoable things. Whereas small things, lovingly done, are always within our reach.”6 Some people think the movement is defined primarily by what it is against, but the language of the movement is first and foremost about keeping the conversation going, because ideas that inform it never end: growth without inequality, wealth without plunder, work without exploitation, a future without fear.7 To answer the policeman’s question, “these people” are reimagining the world.

To salve the world’s wounds demands a response from the heart. There is a world of hurt out there, and to heal the past requires apologies, reconciliation, reparation, and forgiveness. A viable future isn’t possible until the past is faced objectively and communion is made with our errant history. I suspect that just about everyone owes an apology and merits one, but there are races, cultures, and people that are particularly deserving. The idea that we cannot apologize to former enslaved and first peoples for past iniquities because we are not the ones who perpetuated the evil misses the point. By receiving sorrow, hearing admissions, allowing reparation, and participating in reconciliation, people and tribes whose ancestors were abused give new life to all of us in the world we share. Making amends is the beginning of the healing of the world. These spiritual deeds and acts of moral imagination lay the groundwork for the great work ahead.8

The movement is not coercive, but it is relentless and unafraid. It cannot be mollified, pacified, or suppressed. There can be no Berlin Wall moment, no treaty to sign, no morning to awaken to when the superpowers agree to stand down. This is a movement away from the maximization of anything that is not conducive to life. It will continue to take myriad forms. It will not rest. There will be no Marx, Alexander, or Kennedy to lead it. No book can explain it, no person can represent it, no group can stand at its forefront, no words can encompass it, because the movement is the breathing, sentient testament of the living world. The movement is an outgrowth of apostasies and it is now self-generating. The first cells that assembled and metabolized under the most difficult of circumstances deep in the ocean nearly 40 million centuries ago are in our bodies now, and we are, in Mary Oliver’s words, determined, as they were then, to save the only life we can.9 Life can occur only in a cell, and a cell is where all disease starts, as well. In Franklin Harold’s book The Way of the Cell, he points out that for all its hard-bitten rationalism, molecular science asks us to accept a “real humdinger … that all organisms have descended … from a single ancestral cell.”10 This quivering, gelatinous sensate mote is the core of everything we cherish, and places us in direct relation to every other form of life. That primordial connection, so incomprehensible to some yet so manifest and sacred and incontestable to others, links us inseparably to our common fate. The first gene was the password to all subsequent forms of life, and the word gene has the same etymological root as the words kin, kind, genus, generous, and nature. It is our nature to cultivate life, and this movement is a collective kindness produced over the course of 4 million millennia.

I believe this movement will prevail. I don’t mean it will defeat, conquer, or create harm to someone else. Quite the opposite. I don’t tender the claim in an oracular sense. I mean that the thinking that informs the movement’s goals will reign. It will soon suffuse most institutions, but before then, it will change a sufficient number of people so as to begin the reversal of centuries of frenzied self-destructive behavior. Some say it is too late, but people never change when they are comfortable. Helen Keller threw aside the gnawing fears of chronic bad news when she declared, “I rejoice to live in such a splendidly disturbing time!” In such a time, history is suspended and thus unfinished. It will be the stroke of midnight for the rest of our lives.

My hopefulness about the resilience of human nature is matched by the gravity of our environmental and social condition. If we squander all our attention on what is wrong, we will miss the prize: In the chaos engulfing the world, a hopeful future resides because the past is disintegrating before us. If that is difficult to believe, take a winter off and calculate what it requires to create a single springtime. It’s not too late for the world’s largest institutions and corporations to join in saving the planet, but cooperation must be on the planet’s terms. The “Help Wanted” signs are everywhere. All people and institutions, including commerce, governments, schools, churches, and cities, need to learn from life and reimagine the world from the bottom up, based on first principles of justice and ecology. Ecological restoration is extraordinarily simple: You remove whatever prevents the system from healing itself. Social restoration is no different. We have the heart, knowledge, money, and sense to optimize our social and ecological fabric. It is time for all that is harmful to leave. One million escorts are here to transform the nightmares of empire and the disgrace of war on people and place. We are the transgressors and we are the forgivers. “We” means all of us, everyone. There can be no green movement unless there is also a black, brown, and copper movement. What is most harmful resides within us, the accumulated wounds of the past, the sorrow, shame, deceit, and ignominy shared by every culture, passed down to every person, as surely as DNA, a history of violence, and greed. There is no question that the environmental movement is critical to our survival. Our house is literally burning, and it is only logical that environmentalists expect the social justice movement to get on the environmental bus. But it is the other way around; the only way we are going to put out the fire is to get on the social justice bus and heal our wounds, because in the end, there is only one bus. Armed with that growing realization, we can address all that is harmful externally. What will guide us is a living intelligence that creates miracles every second, carried forth by a movement with no name.

Paul Hawken has written seven books, including four national bestsellers: The Next Economy, Growing a Business, The Ecology of Commerce, and Blessed Unrest. He coauthored Natural Capitalism: Creating the Next Industrial Revolution with Amory Lovins. His books have been published in over 50 countries in 27 languages. He is currently CEO of OneSun Solar and cofounder of Highwater Global Fund. He has served on the board of several environmental organizations, including Point Foundation (publisher of the Whole Earth Catalogs), Center for Plant Conservation, Trust for Public Land, and the National Audubon Society.
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CHAPTER 3
 On Leadership in the Nonprofit Sector

By Emmett D. Carson, PhD, CEO and President, Silicon Valley Community Foundation

Introduction

Leadership matters. Sooner or later most nonprofit leaders learn to accept this uncomfortable truth. I say uncomfortable because before I became a CEO, I underestimated the importance of executive leadership and believed that strong staff members could still be successful even when led by weak leaders. Though such staff may persevere, and on occasion can meet with success, they cannot achieve their best work on a consistent basis without strong leadership at the chief executive level. Since becoming a CEO, and having served on numerous boards, I have come to realize that executive leadership is perhaps the single most important component for understanding why nonprofits, corporations, and governments succeed or fail in achieving their goals.

Although leaders at every level of an institution do matter, higher-level leaders—managers, department heads, vice presidents—generally have a disproportionate impact on organizations relative to other staff, and CEOs, presidents, and executive directors in particular play the crucial role of providing vision, determining the culture, helping to set the strategy, and inspiring both internal and external constituents to believe in the vision, mission, and values of the organization. Great leaders can make the impossible happen under the most challenging situations, whereas poor leaders have the uncanny ability to make the easiest things harder, more time-consuming, and infinitely more frustrating for all involved.

Every leadership or “followership” experience can teach you something if you are open to learning from the experience. For individuals to lead, someone must follow. I have had the benefit of serving in a variety of followership roles and have learned equally valuable lessons from both exceptional and mediocre leaders. I have derived leadership lessons throughout my life, whether at church, the Boy Scouts, student council, sports, or professional settings. Over time, seeing what works and what doesn’t, whether leading or following, has shaped my views about leadership.

Most of my formal leadership experiences have been in the nonprofit sector, hence my comments will come from that perspective. More than anything, what I have learned is that success in the nonprofit sector requires unique leadership skills. Specifically, the nonprofit sector’s reliance on board and staff volunteers, the need to raise charitable contributions to fund operations, and a heavy dependence on “knowledge workers” who think for a living, make leadership in this area especially challenging.

Critical Skills and Competencies

What follows are seven lessons about leadership that I have learned and relearned over many years. These lessons are not static and will likely continue to be refined and supplemented as I continue my own leadership journey.

1.  Leadership Style Must Match the Circumstances

A lot has been written about leadership style, ranging from charismatic to servant leadership. I have found such notions of leadership to be unduly narrow and limiting. I believe that an effective leader has to examine the situation, context, and audience and select the leadership style that is most appropriate for the situation. Rather than a one-size-fits-all approach, leaders need a toolkit of different skills and abilities to bring to their jobs.

Some situations require the charismatic leader in the face of seemingly insurmountable challenges, whereas other situations require the reflective leader, and still others require the collaborative leader. For example, when confronted with an unanticipated financial challenge, a leader is best served by expressing unwavering confidence that the organization will weather the storm. To do otherwise only serves to undermine the confidence of both internal and external stakeholders, to the detriment of the institution.

Knowing when to lead, when to follow, and when to speak first, last, or not at all should be determined by the circumstances and a keen assessment of the people involved and what they need from the leader at a specific point and time.

2.  Values Guide Your Leadership

A leader without moral values is the captain of a ship adrift without a rudder. Values are about right and wrong—what you will do and will not do. Values are those things that you believe so strongly in that you will resign from the job rather than compromise. Values are about ethics, morals, and core beliefs, which too many leaders of all sectors seem to have either never learned or forgotten. Values inspire staff to do their best and enable external partners to put their trust in the ethics and integrity of the organization. Values shape the culture of the organization.

For example, I am aware of a nonprofit organization that held that one of its core values was diversity and inclusiveness as it related to people of color and gays and lesbians. A member of the organization’s management team was heard on several occasions making disparaging comments about gays and lesbians. The issue was brought to the CEO’s attention several times over the course of a year, and the CEO told the offending staff member to “tone it down.” Though this action may have been sufficient to avoid legal repercussions, it was wholly insufficient given the stated organizational culture, values, and norms. A good leader establishes, follows, and enforces the organization’s values and ensures that every employee adheres to them in word and deed.

By the time the issue reached the attention of the board, morale had reached an all-time low, and the organization required significant time and training to convince staff that this was indeed an important organizational core value, which was affirmed when the offending manager was dismissed.

Another example has to do with a well-known national nonprofit organization that promotes early childhood literacy. The nonprofit promotes reading to children by circulating books through a distinctive, eye-catching book bag. The book bags were purchased from a vendor in China and had to meet very specific manufacturing requirements. Following a rash of reports about lead contamination in children’s toys made in China, a concerned staff member asked the executive director (ED) to have the book bags checked. The ED, wanting to ensure the safety of the kids in the program, undertook the expense of having the bags checked and found that the coating used did not meet the quality control standards for lead content.

The board was faced with what, if any, action to take. Not all of the bags failed the test and children could only be harmed if part of the bag was ingested, a highly unlikely occurrence. Moreover, collecting the bags and properly disposing of them would be very expensive and it would take months before new bags could be manufactured and delivered, greatly disrupting the program’s operation. After deliberating on the issue, the board unanimously voted to recall every book bag. They concluded that the organization should not take the risk that even one child might be harmed. The board’s action galvanized support by the local affiliates across the country, who worked diligently to recover and properly dispose of literally thousands of book bags and created workarounds to keep the program operational. The board’s courageous decision reaffirmed the organization’s core value of enhancing children’s lives for all of its internal and external stakeholders. Eventually, the organization was successful in recouping much of its expenses from the Chinese manufacturer, although this was considered improbable when the board made its decision.

3.  Understanding Racism, Sexism, and Ageism

These three “isms” can confront leaders in various ways. I was 33 years old when I was appointed CEO of The Minneapolis Foundation. In many ways, my age was as much and as often a challenge as my race—African American. We don’t like to admit it, but people often determine their own self-worth by comparing themselves to others. Working for someone younger can raise questions about an employee’s own drive and talent or conversely lead people to question the talent and skills of the leader. Add two of the “isms” together and you really set the stage for problems. In the eyes of an older person, a young person of color or a young woman may not be perceived as qualified for the job and so must have succeeded due to reverse racism or the need to be politically correct.

Even when employees who may have such “isms” accept the qualifications of a leader, it is critically important that the leader remember that this could well be the first time in his employees’ careers that they have had to hear “no” in the workplace from a person of color, a woman, or someone younger. Similarly, board members, donors, clients or customers, and institutional partners may have similar reactions that may need to be understood and addressed. Without a doubt, these can be jarring experiences for all involved.

My advice is for the leader to be self-aware of these issues, assess the extent to which they may be affecting the work and, if so, confront the issues directly and with delicacy. Once an “ism” starts to affect the leader’s role or the workplace dynamic it can no longer be ignored. However, any discussion of racism, sexism, or ageism must be handled with extreme care and sensitivity. These are all issues that can go to the center of what people believe and how they were raised. Moreover, the individual staff member may be completely unaware of how his subconscious attitudes are influencing his behavior. Of course, any discussion on these topics should focus on observable behavior and actions and not on feelings and perceptions.

4.  Passion Motivates People

People respond positively to passion. When the leader is genuinely excited, believes in the work, and shows his or her excitement, it is infectious. Similarly, when the leader is disinterested in the work, fails to respond in a timely manner or not at all to new ideas or requests for decisions, staff find it hard to keep their own passion for the work. When CEOs lose their passion, it is time for them to either voluntarily move on or for their boards to ask them to leave.

5.  Leaders Delegate; Managers Manage

Although delegating and managing are related, I find it useful to think of them in very distinct ways. Delegating is giving someone the authority and the resources to make a set of independent decisions to reach an established goal. Good leaders delegate responsibility and then hold people accountable for the results. They remain available to help the staff evaluate options and overcome obstacles, but unless they see that staff are about to fall off the mountain, they largely let staff climb the mountain their way.

Managing occurs when someone is tasked with completing an assignment and regular checkpoints and meetings are established, at which the work to date is reviewed and new follow-up tasks and checkpoints are set. In effect, the staff member is responsible for discrete tasks and not the overall outcome. In all but the smallest organizations, when leaders find themselves managing more than delegating, then either the leader needs a different staff or the staff needs a different leader.

6.  The CEO-Board Relationship Makes or Breaks Your Success

The most critical determinant of a CEO’s success is her relationship with the board of directors and the board chair. Because the principle responsibility of the board is to hire and fire the CEO, the leader has a self-interest in preserving and maintaining this relationship. Even if this was not the case, the board and the CEO together are responsible for the vision and direction of the nonprofit organization. Typically, the board’s role is to set the vision, hire and fire the CEO, and ensure that proper financial resources are available. The CEO’s role is to manage the staff, programs, and operations. To the extent that they have clearly defined their roles and expectations, great things can happen. To the extent that they are not in full agreement on the mission, vision, and approach, both staff and community mission suffer.

Although the titles of chief executive officer (CEO) and executive director (ED) are often used interchangeably, they convey important differences. The CEO title conveys that the individual has full authority for the day-to-day operations of the organization, including the hiring and dismissal of staff. CEOs largely interact with the board to get strategic directions and then are responsible for implementing them. Typically, larger nonprofits use the title CEO because their operations require a day-to-day decision maker. In contrast, executive directors do not have the full operational authority for day-to-day decision-making. Depending on the size and/or the age of the nonprofit, the board may retain significant authority over the organization’s daily operation in addition to setting the strategic direction. In my opinion, this is not a semantic decision or a difference between corporate norms and nonprofit norms. It is important shorthand for explaining how an organization has determined whether daily operational leadership is shared or delegated and it defines roles and responsibilities between the board and management.

The relationship between the CEO and the board chair is especially important. The board chair’s role is to serve as spokesperson for the full board. Board chairs must also see their role as reminding the full board of prior discussions and agreements. This ensures continuity, providing accountability and responsibility for the things that go right, as well as for the things that go wrong, which are equally shared by the board and staff leadership. When board chairs change, it is critically important for the CEO to understand that he or she may need to communicate in different ways and with different information to accommodate the learning style and interests of a new board chair.

One way to avoid misunderstanding and miscommunication is for the CEO to insist on an annual personal and organizational evaluation against stated goals and objectives. Such a process ensures that the board and the CEO have similar expectations about priorities and goals and that the CEO is provided with feedback against those goals. This is critical to ensuring that the CEO and the board are aligned about the organization’s direction and progress.

In a perfect world, the evaluation process begins at the start of the fiscal year with the CEO outlining his or her performance goals for the year. These goals typically include metrics related to each department of the organization, e.g., program, development or fundraising, finance, and so on. In addition, the evaluation should also address special projects, as well as organizational culture and professional development for the CEO and key leaders. These metrics should be reviewed with the board chair and the appropriate board committee, ideally the executive committee if there is one. At the end of the year, the CEO should prepare a candid self-assessment of progress against these goals and others that may have been added during the year. The self-assessment provides important context for the board members and helps highlight any gaps between the CEO’s and the board’s perception of progress. Once the self-assessment is completed, it should be sent to the full board along with the annual goals. By involving the full board, the organization helps to ensure that board members are engaged in one of their primary duties—evaluating the CEO—and that there is alignment between the CEO and the board about what went well during the year and what went awry. The board chair’s role is to summarize the board’s feedback and share it with the CEO, and then with the full board along with the CEO’s reactions. Afterward, the board chair should discuss any changes to the CEO’s compensation with the relevant board committee and bring a recommendation forward to be approved by the full board.

7.  Good Leaders Are Good Listeners

While I was growing up, my mother used to say that people were born with two ears and one mouth so that they could listen twice as much as they talk. It is especially important for CEOs to cultivate their listening skills. The nonprofit sector is more likely to have knowledge workers, board members, donors, and volunteers who are essential to achieving successful outcomes and who need to know that their ideas and suggestions have been heard and acknowledged by the leader. Yes, this is the dreaded p-word: process. Listening is especially important for CEOs who are confident, strong willed, or exceptionally smart.

Under the best of circumstances it is difficult for staff or others to express a contrary opinion once the CEO has staked out a position or a point of view. Encouraging debate and discussion only works when people believe that the CEO will hear them out and honestly consider their ideas. The reality is that the best CEOs often think through multiple options and scenarios before ever raising an issue for discussion. Regardless, the CEO must allow others the opportunity and time to collect their ideas and voice their concerns and aspirations.

Finally, do not pretend you are open to input if you are not. When there are lines in the sand that the CEO feels must be drawn around a certain issue, the CEO is obligated to disclose his or her point of view at the outset of the discussion. The worst thing in the world is for staff to spend time and energy thinking that the CEO is open to other points of view, only to be later shut down because the CEO never really was open to the process.


Dos and Don’ts
Nonprofit Leadership Dos and Don’ts

	DO lead consistently with passion and explicitly stated organizational values to inspire those around you.
	DO insist on a comprehensive annual evaluation.
	DO learn equally from outstanding and mediocre leaders.
	DO cultivate the art of active listening.
	DON’T ever surprise your board.
	DON’T avoid confronting the -isms of racism, sexism, and ageism in your organization.
	DON’T confuse delegating with managing.
	DON’T rely on a one-size-fits-all leadership style.


Conclusion

I believe that most leaders are taught by watching others and are made by their own successes and mistakes. Although some leaders are surely born into the role, we can all benefit by seeing leadership as a broad set of skills that can be refined and improved upon. Leadership does matter, perhaps more so today than ever before, as nonprofit organizations confront challenging budgets and increasing competition. Leadership is the edge that will set nonprofit organizations apart and define the winners and losers in fulfilling their dreams for making their communities, our nation, and the world better places.

Emmett D. Carson, PhD is founding CEO and president of Silicon Valley Community Foundation, one of the largest community foundations in the United States. During two decades as a nonprofit leader, Emmett has participated in national and international efforts to develop best practices within the field of philanthropy, and has authored more than a hundred works on philanthropy and social justice. His seminal research on African American giving and volunteering helped to spark broad public interest in ethnic philanthropic studies.

Nonprofit Leadership Resource Review

Frances Hesselbein, Marshall Goldsmith, and Richard Bechard. The Leader of the Future. New York: The Peter F. Drucker Foundation for Nonprofit Management, 1996.

A thought-provoking collection of essays that gets readers up to speed on the most important trends facing today’s leaders. It’s a one-stop shopping guide that shows how leaders can be successful. Thirty-seven notables, such as Peter Senge, Charles Handy, Rosabeth Kanter, and Stephen Covey, offer their views on leadership, examining what the organization of the future will be like and how leaders might be developed.

Patrick Lencioni. The Five Temptations of a CEO. San Francisco: Jossey-Bass, 1998.

This is the story of Andrew, a CEO with five issues blocking his leadership from its fullest vision of success: putting self first, wanting to be liked rather than to lead, making decisions reluctantly, elevating harmony above productive argument, and not trusting subordinates.

Pat Kaufman and Cindy Wetmore. Brass Tacks Manager. New York: Doubleday, 1994.

Provides a practical pocket guide to success that pares business advice to the essential core—a bulleted list of salient points for more than seventy alphabetized topics, from “Assertiveness” to “Performance Appraisals” to “Unions.”

Brian O’Connell. The Board Member’s Book. New York: The Foundation Center, 1985.

Dennis R. Young, Robert M. Hollister, Virginia A. Hodgkinson, and Associates. Governing, Leading and Managing Nonprofit Organizations. San Francisco: Jossey-Bass, 1993.

William G. Bowen. Inside the Boardroom: Governance by Directors and Trustees. New York: Wiley, 1994.

Based on a five-year study, this book goes behind the scenes to reveal the inner workings of boards of directors, candid interviews with directors, and a comprehensive investigation into boardroom processes. It challenges the status quo thinking on corporate governance and provides ground-breaking prescriptions for building better boards.

James M. Kouzes and Barry Z. Posner. The Leadership Challenge. San Francisco: Jossey-Bass, 2007.

Drawing on interviews and a questionnaire survey of more than 3,000 leaders, the authors identify five fundamental practices of exemplary leadership: challenge the status quo; inspire a shared vision; enable others to act; model the way forward by setting an example; tap individuals’ inner drives by linking rewards and performance. Kouzes, chairman and CEO of TPG/Learning Systems, and Posner, managing partner of Santa Clara University’s Executive Development Center in California, write insightful, down-to-earth, jargon-free prose. This new edition has been substantially updated to reflect the challenges of shrinking work forces, rising cynicism and expanded telecommunications.

Ronald A Heifitz and Marty Linsky. Leadership on the Line. Boston: Harvard Business Press, 2002.

Recognizing that it can be both lonely and difficult at the top, the authors faculty members of Harvard University’s Kennedy School of Government set out to lend emotional and practical support. Whether leaders represent a local planning board or a Fortune 500 company, they “live dangerously,” say the authors, “because when leadership counts, when you lead people through difficult change, you challenge what people hold dear their daily habits, tools, loyalties, and ways of thinking with nothing more to offer perhaps than a possibility.”

Seth Godin. Tribes. New York: Penguin Group, 2008.

Smart innovators find or assemble a movement of similarly minded individuals and get the tribe excited by a new product, service or message, often via the Internet (consider, for example, the popularity of the Obama campaign, Facebook, or Twitter). Tribes can be within or outside a corporation, and almost everyone can be a leader; most are kept from realizing their potential by fear of criticism and fear of being wrong.
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    All these resources, plus nonprofit management tips of the week and more, can be found at Nonprofits101.org.

CHAPTER 4
 Taking Charge of Your Nonprofit Sector Career

By Kimberly Hendler, Managing Director of Talent, iMentor, and Shelly Cryer, Communications Consultant to Nonprofits

Introduction

You may already be working in the nonprofit sector and know that it’s where you want to spend your career. Or, you might have turned—or returned—to the nonprofit sector after developing skills and experiences in government or business. Regardless, you are committed to having work with meaning. You aspire to or already enjoy a senior leadership position at a nonprofit organization. And you want a career that gives you the fulfillment, sustenance, and financial security you need. You can find this in the nonprofit sector, but it requires direction and determination to get there.

In this chapter, we discuss the diversity of opportunities within the sector and the implications that this has for you and your career. We present why and how to build skills, experiences, and networks in order to become an effective nonprofit leader. We address the nuts-and-bolts of job hunting and strategies to land a position that is right for you. And we provide a few examples of good resources for the nonprofit career builder. Throughout the chapter, we discuss how to ensure that the decisions you make lead to a fulfilling and sustainable career.

Your commitment to the nonprofit sector demonstrates that you have heard the “call to serve.” Today’s nonprofit leaders—hungry for talented and committed individuals to whom they can entrust their organizations—are glad you have heeded that call. We hope that this chapter will help you become one of tomorrow’s most effective leaders.

Leadership Development in a Diverse Sector

The 1.6 million organizations that comprise this country’s nonprofit sector1 vary widely in their mission and approach, size, and culture.

There are as many different organizational missions as there are human needs in our society. Nonprofits engage in everything from running local libraries to providing food during a natural disaster. Organizations also vary in the way they approach their work—the strategies they use to advance their goals.

Another difference is the size of an organization. This affects how jobs are organized and the responsibilities that staff members have. It also informs both what the organization expects of its leaders and what employees can expect of leadership opportunities. In the smallest nonprofits, a single person handles all responsibilities (probably with help from volunteers, and while working closely with board members). In larger organizations, job functions can be organized in countless ways. Leadership responsibilities are apt to be spread out among numerous senior staff members concentrating on specific areas. And interaction with the board may be limited to only the very top-tier staffers.

The variety of nonprofit organizations and diversity of roles have exciting implications for your career. Just as there are no cookie-cutter jobs or organizations in the nonprofit sector, there is no single career path. How you approach your career—and the path you follow to achieve your leadership goals—is up to you.

But the freedom this diversity offers also brings with it great complexity. Because there are no clear “sign posts” to navigate your career path, you have to do more research, have better direction, and make deeper connections than your peers in government or business. Two of the best ways to tackle the diversity of organizations and opportunities in the nonprofit sector are, first, to truly know who you are and what you want; and, second, to network.

Critical Skills and Competencies

Let’s dive into some of the most useful skills, tactics, and techniques for getting to know yourself and what drives you. We’ll also explore the power of networks, explain nonprofit career paths, and help you position yourself for success. Finally, we’ll offer a few comments on universal skills in the sector and some tips for building a sustainable career.

Part I: Know Who You Are

The first (and ongoing) step in advancing your nonprofit career and becoming an effective leader is to know yourself, your interests, and your skills as well as possible. You can’t achieve your goals if you don’t know what they are. Even if you contemplated these when first making your entry into the sector, it’s imperative to reflect continuously on what “makes your heart sing.” Ask yourself a few key questions about who you are, what you need, and what you want.

What Issues Do You Care About?
	What policies and practices are you most passionate about?
	What are the news items you are drawn to?
	What programs and which leaders inspire you most?



What Skills Do You Possess?
	What type of work and roles do you most enjoy?
	What tasks do you relish in doing on a daily basis?
	What have others said you are particularly good at?



Where Do You Want to Live and How Do You Want to Work?
	Is the work you want to do specific to a geographic region?
	In what kind of organization—approach, size, and culture—do you thrive?
	What kind of people do you want to work alongside?
	What are your salary requirements? What other benefits are critical for you?


Take the time to establish which aspects of your work life should have priority. Some people might prioritize the cause they work on; others might rank the skills they use as key. You might only want to live in a given city or only be able to accept a certain minimum salary. Remember, you do not have to have every answer; you just need to know your current priorities and then refine them throughout your career.

Next, test your interests against reality. Figure out where the situation you are looking for exists and what it takes to get there. Use research and networking to learn more about prospective organizations and positions.

Note which organizations are working on the issues that most interest you. Establish what positions tap your skills, experiences, and career goals. Make sure these job functions reflect the actual day-to-day work you want to do (consider, for example, whether you really want all of the responsibilities associated with being an executive director).

Search for organizations with missions and programs that interest you and leverage your network to learn more about them. Participate in conferences and events sponsored by your local nonprofit support center. Even though you’re already working in the sector, you also may want to browse job sites to identify positions that speak to you and note the experience and skills they require. Again, the process of self-discovery is not a destination, but an ongoing journey.

Keep in mind that rarely does one job have it all. You’re looking for your next best position, with an eye toward your longer-term leadership goals. And while your goals may shift over time, you need direction.

Determining what you want to do is a lifelong and often difficult quest for many people. But at a certain point, you need to make decisions, concentrate on a specific career objective, and act. The bottom line? Knowledge is power. The more you know about issues, organizations, and jobs—through research, networking, and volunteer and paid work—the better equipped you will be to build a meaningful career.

Part II: Know Others (AKA “The Power of Networks”)

Yes, knowing yourself is important, but so is knowing others. Networks play a vital role in navigating the array of possible organizations, roles, and paths available to a nonprofit professional. Networking also keeps you up to date on developments in your field. The best networks provide connections to leaders in your field who care about your success, and can help you achieve it. They offer feedback on your work, advice on career paths, and connections to organizations and jobs. As you advance, your networks will also connect you to key decision makers in hiring new leaders.

Networking is vital for nonprofit professionals, especially as you reach more senior positions. Sector leaders, especially those at organizations with no human resources department, want candidates who come recommended by someone they trust. They consider their staff a “family” and weigh whether a candidate will fit into their culture. Someone making calls on your behalf gives your application—and career—a tremendous boost.

Networking is essential in every phase of your career, and you’ll see it as a component of every aspect of this chapter. At the end of the chapter, you will find some practical networking dos and don’ts.

To network successfully, you need to be willing to ask for an expert’s time and believe you’re worthy of it. Nonprofit professionals are passionate about their work. They’re busy, but most enjoy reflecting on their careers and organizations. They get recharged if they determine they’re in the presence of a future leader. If you’re a savvy and professional networker, you’ll make your contacts feel good about time they spend with you.

Nonprofit Career Paths: Ladders, Monkey Bars, and Lattices

The nonprofit sector offers few established career paths. This means you have to be your own career strategist, and think carefully and act intentionally as you advance your career.

Will you move up a career “ladder,” staying in the same field and type of work, but gaining more responsibility? For example, will you move from program coordinator to program manager, staying within the same organization and assuming new management responsibilities? This is often easier at larger organizations with many staff members and more frequent vacancies. If you are seeking a more senior role as quickly as possible, this is your best bet.

Will you move across “monkey bars,” maintaining similar responsibilities and level but at a different organization? For example, will you move from a grant-writing position at one nonprofit to a general fundraising associate position at another? This is often necessary in the nonprofit sector, which is comprised mostly of small and mid-sized organizations with small staffs and low turnover. This is a great strategy if you are trying to move from an organization with no opportunities for upward mobility to one with more senior positions.

Will you move as if on a “lattice,” moving up, down, and across organizations in order to gain knowledge in a new issue area or skills in a new job function? For example, will you go from serving as an advocacy director at a larger organization, to an executive director at a smaller organization, and then to an associate director at a mid-sized group? Although it might seem untraditional, it might be the appropriate path for the skills and experiences you want to develop. This approach might work best if you are interested in trying out a variety of roles and organizations and is often your only choice when you prioritize other life factors such as location, salary, or flexibility.

Whatever path you decide to take to build the career you want, you must be intentional about your choices. Once you have determined your interests, the kind of work you like, and the types of organizations you want to work for, it’s time to evaluate whether your current position is helping you become the leader you envision.

When is it time to make a change? Ask yourself:

	Are you learning and do you still have opportunities for professional growth in your current role?
	Do you feel supported by your manager, energized by your colleagues, and proud of your organization?
	Are you being compensated appropriately, given the size of the organization, its financial health, where it is based, and the work you are doing? Review job boards, IRS Form 990s, and salary surveys to determine if your pay is competitive. If necessary, use these resources to demonstrate why a salary increase is right for your organization.
	Do you still find the mission, vision, and approach of the organization you work for compelling?
	Is there another position or added responsibilities you could take on or create at your current employer?
	Have you made a contribution you are proud of? Have you demonstrated reasonable commitment to your current employer and built a record of stability to future employers?
	Do you have a good quality of life?


Sometimes it makes sense to try to get more from your current job and employer. If you’re a respected member of the team, you may be surprised by your ability to negotiate for more responsibility, a higher salary, or a different position. Other times, you may have exhausted the opportunities available at your organization and know you are ready for a move. Ideally you will have built a network and developed yourself so you are perfectly positioned to climb up the ladder or across the monkey bars or lattice.

Developing Yourself Personally and Professionally

Regardless of where you are in your career—whether you have a position you are happy with, are job seeking, or are ready to make a move—you should always be developing yourself. Gaining experience and building knowledge is a lifelong undertaking. Use your research skills, your network, and what you know about yourself and your career goals to identify opportunities that help you fill holes in your résumé, develop needed skills, and advance your career. Be proactive in building and leveraging your network to access these opportunities.

Four ways to develop yourself personally and professionally are to (1) assume additional responsibilities in your current role; (2) learn by reading and research; (3) pursue volunteer and freelance opportunities; and (4) apply for leadership and professional development programs, work with a professional coach, or join a peer support group.

 1.
 Assume additional responsibilities in your current role
	Share your interests with your supervisor and colleagues and ask for guidance.
	Suggest how you might support current and new projects.
	Ask to shadow a colleague who has skills you want to learn.
	Find a mentor or be a mentor. Learn from someone more experienced and from teaching someone.
	Become a spokesperson on your issues. Prepare a speaker’s bio, submit conference session ideas, teach classes at your local college, start a blog, or write opinion pieces and letters to the editor.


 2.
 Learn more by reading and research

	Follow the experts in your field on blogs and Twitter, at conferences, and through research. Monitor the news and information posted on relevant websites.
	Stay apprised of developments in your area of interest by reading current books and journal articles. Share what you learn with others and thereby establish yourself as an expert.
	Participate actively and pursue leadership appointments in relevant trade associations and coalitions.


 3.
 Pursue volunteer and freelance opportunities

	Join a nonprofit board to help direct an organization while honing your leadership, strategic planning, and finance skills.
	Volunteer to apply existing skills and develop new ones, and to meet other organizations, board members, and nonprofit professionals.
	If appropriate, take on consulting or part-time work that leverages your skills and keeps you visible in the field.


 4.
 Apply for leadership and professional development programs, work with a professional coach, or join a peer support group

	Learn about leadership programs available in your community and within your discipline, especially those pursued by leaders in your field.
	Enroll in trainings and continuing education classes to fill gaps in your skills or knowledge. Attend relevant workshops, conferences, and webinars.
	Consider graduate school or certificate programs. Carefully review prospective programs and make sure they offer credentials appropriate for you and your goals.
	Explore the services of a professional coach to help you achieve your career objectives.
	Ask your employer for professional development funds to offset the costs of these programs.
	Find groups that can offer professional support and networking opportunities.



Opportunities for personal and professional development are endless, but hours in your day are not. Prioritize activities that will bring you pleasure and help you professionally. Make strategic use of your free time and be sure you don’t overschedule or diminish your quality of life.

A Note on “Universal” Nonprofit Sector Skills

Certain skills and experiences are critical for every nonprofit leader, regardless of their specific work. Some “universal” nonprofit sector leadership skills include:

	Fundraising.  Being able to raise funds and build a financially sound organization is increasingly vital as competition for resources mounts.
	Communications.  Strong written and verbal communications are critical, but remember that the best communicators are also great listeners.
	Financial management.  “Nonprofit” is a misnomer, and the sector’s leaders must know how to budget, manage, and account for funds.
	Strategic planning.  Great leaders are both visionary and practical. You must know and be able to articulate what you want your organization to achieve, and provide a plan to get there.
	Identifying talent.  Great leaders surround themselves with strength. Learn how to hire great people, cultivate them, and effectively delegate responsibilities.
	Political savvy and confidence.  Nonprofit leaders understand their environment and the field’s key partners. You must know when to toe the party line, when to be assertive, when to collaborate, and when to stand alone.
	Blending personal humility with professional will.  As Jim Collins notes, nonprofit leaders put their issue, organization, and the work first … not themselves.2


If you don’t have these skills well developed, gain them. And pay special attention to fundraising. Even the strongest nonprofits want staff members who can think strategically about how their work intersects with fundraising, as every organization has to raise resources to do its work. Volunteer to work on a foundation or government grant proposal. Add a fundraising course or certificate to your résumé (check out AFP, The Foundation Center, or your local nonprofit support center). And secure a board position to learn volumes about fiscal oversight.

Building a Sustainable Career

Nonprofits are known for doing more in less time and with fewer resources than any other type of organization. The sector relies on the often Herculean efforts and passionate dedication of those who work in it. Nonprofit professionals tend to go beyond the 9-to-5 work day and the stated parameters of their job descriptions. They may also accept lower pay than business or government counterparts. Regardless of how you’re paid or how hard you work, it’s important that you build a career that is fulfilling and sustainable. You need to figure out the combination of mission, workload, salary, pace, culture, and stress that works for you.

The organization you work for must be a good fit in terms of mission, strategies, and culture. If you decide to engage once again in job hunting, always remember that the organization isn’t just interviewing you; you are interviewing it, too. By asking questions in interviews, observing the environment, and speaking with people familiar with the organization, you can learn about its culture, the stated and unstated expectations of staff, its pace, its stressors (for example, financial challenges or recent program cuts), and the investment it makes in its employees. What you learn will help you determine if you’ll be happy working there.

In addition to working at an organization that’s right for you, another way to make your career sustainable is ongoing learning. Take time outside of your daily responsibilities to keep up on news, attend conferences, and network with your peers. Make space for reflection in your professional and personal life.

Finally, if you start feelings the “pangs” of burnout, pause and reflect. What can you do to mitigate the stress involved with working on issues you care passionately about? Some tips on combating burnout include:

	Work for organizations committed to sustainable schedules and workloads.
	Talk with your manager at the first signs of burnout and strategize solutions.
	Set boundaries that help you to preserve your personal time. Recognize that, in the end, you control your life, how you work, and the environment you create for yourself.
	Pursue hobbies and relationships outside of work. Schedule classes or dates that force you to leave work by a reasonable hour.
	Keep honing your time-management skills and take responsibility for working efficiently and effectively.
	Build a network of people who will look out for you professionally, provide perspective, and offer a hand if you get overwhelmed.
	Use your vacation, preserve weekends, and take time off between jobs. At the appropriate time, plan a sabbatical. If you are sick, take sick days.


The best organizations will respect and honor staff members who take care of themselves. They recognize that a happy worker is an effective worker. Be good to yourself and your career will thank you, as will the people you serve.


Dos and Don’ts
Networking Dos and Don’ts

	DO cast a wide net and create as large a network as possible. Who do you know? How can they help you connect to people and organizations you want to know?
	DO articulate what you care about with passion and clarity. Be able to articulate a compelling story about what you’ve done and what you want to do. Show commitment to mission.
	DO your research. Learn about individuals and organizations before a meeting. Prepare appropriate questions and comments.
	DO follow up promptly on every lead. If someone makes a connection for you, act on it immediately. Continue to update the person who gave you the lead on your efforts. Prompt follow-up displays professionalism, diligence, and other traits needed for leadership success.
	DO thank people for their help. Send out professional, personalized thank you letters after any phone call or meeting. Find reasons to stay in touch with people who have helped you, since you want them to always have you in mind when they hear about new opportunities, even if you’re not in the process of searching for a job.
	DON’T use email to ask for advice. Use email to set up calls or meetings and ask specific follow-up questions. Ask for advice during in-person meetings or scheduled telephone calls.
	DON’T expect your contact to guide the conversation or relationship. Be the “host,” ask questions, and lead the conversation.
	DON’T be overly modest. Informational meetings and interviews are the time to articulate your strengths and experiences. Sell yourself (but still ask questions and make it a dialogue).
	DON’T ask for a job in an informational interview. Focus on learning about the organization and any suggestions for other people and resources to leverage. (Of course, if someone mentions an open position during a conversation, explore it as fully as appropriate.)


Conclusion

Developing a meaningful career in the nonprofit sector takes perseverance and dedication. We hope this chapter provides valuable advice, resources, and career-building strategies to help you become the nonprofit leader you want to be. But only you can apply the information so that it benefits your life and advances your career goals.

Pay attention to your career. Focus on activities that will help you become the nonprofit professional you dream of being. Be deliberate but flexible in your actions. Solicit advice and heed the best of it. Set yourself up so that you have the time to make good decisions. Visualize success.

Be true to your own personality and style, but if you are reserved, push yourself to be as extroverted as possible in your career-building efforts, even if it doesn’t come naturally to you. Humility is a virtue, but false modesty serves no one, and certainly not your career aspirations.

Be discriminating in your job search and committed to finding stellar jobs. When job hunting, end the search process being able to tell yourself you did everything possible to land the best job for you. And then go on to do everything in your power to make your new career step as interesting and rewarding as possible.

And above all, have fun. Build a career where you find joy in your work, feel good about the organization and mission you are contributing to, and are inspired by your colleagues.

Kim Hendler is the managing director of talent at iMentor, an organization dedicated to improving the lives of young people from underserved communities through technology-based approaches to mentoring. Prior to working at iMentor, Kim was executive director of Princeton Project 55 where she oversaw initiatives to engage university alumni and recent graduates in public interest work. Kim also worked at El Pomar Foundation where she participated in a nonprofit leadership development fellowship program while supporting grant making and operating programs. Kim was a member of the Young Nonprofit Professionals Network’s national board from 2007 to 2010 and served as vice chair from 2008 to 2010.

Shelly Cryer is the author of The Nonprofit Career Guide: How to Land a Job That Makes a Difference (Turner Publishing; www.nonprofitcareerguide.org/) and founder of the Initiative for Nonprofit Sector Careers and Nonprofit Sector Workforce Coalition (housed at Nonprofit Leadership Alliance). Shelly works as a communications consultant to nonprofits. She has taught courses on the media and nonprofits at Columbia University and The City University. She received an MIA from Columbia University’s School of International and Public Affairs (SIPA) and a BA from Duke. She and her husband, Michael Stern, a conductor, have two daughters and live in Connecticut.

Key Career-Building Resources

Everyone’s career-building journey requires personalized, targeted research and knowledge. The resources listed below are just ten examples of many that might prove useful to an emerging nonprofit sector leader.

 [image: x25CB_MathematicalPi-Six_12n_000100] [image: x25CB_MathematicalPi-Six_12n_000100] [image: x25CB_MathematicalPi-Six_12n_000100]

Alliance for Nonprofit Management (www.allianceonline.org)

The Alliance provides nonprofit-related learning opportunities through its network of individuals and organizations, and offers connections to local nonprofit support centers (also known as management support organizations, or MSOs) which host and promote many nonprofit professional development opportunities.

Bridgestar (www.bridgestar.org)

Bridgestar provides a nonprofit management job board, content, and tools designed to help nonprofit organizations build strong leadership teams and individuals pursue career paths as nonprofit leaders. It’s focused on the more senior nonprofit professional and leaders transitioning into the nonprofit sector.

The Chronicle of Philanthropy (www.philanthropy.com)

The Chronicle is a must-read publication for leaders in the nonprofit sector, but be sure to stay up-to-date with your daily newspaper and key news outlets for your issue area.

GuideStar (www.guidestar.org)

GuideStar gathers and publicizes information about nonprofit organizations. A nonprofit’s IRS Form 990 (which you can access here) provides useful information about an organization’s budget, programs, and salaries.

Idealist/Action Without Borders (www.idealist.org)

 Idealist is the most widely known nonprofit job board and also a hub for career resources, including The Idealist Guide to Nonprofit Careers. It’s geared towards entry- and mid-level positions. There are many other nonprofit job sites worth checking out, such as CommonGood Careers (www.cgcareers.org) and Jobs for Change (www.jobs.change.org).

James P. Shannon Leadership Institute (www.wilder.org/shannon.0.html)

The Shannon Institute offers a leadership development programs targeted to nonprofit sector professionals. Be sure to explore professional development and other continuing education opportunities at your local college, including cross-sector programs that might be housed at a business school, for example.

National Council of Nonprofits (www.councilofnonprofits.org)

The Council is a resource for nonprofit sector information, as well as a network of state and regional nonprofit associations that provide programs and resources in a given area. Be sure to check out other nonprofit umbrella organizations such as Independent Sector (www.independentsector.org).

The Nonprofit Career Guide: How to Land a Job That Makes a Difference (www.nonprofitcareerguide.org)

Written by one of the authors of this chapter, this career guide is one resource for the nonprofit career builder.

List of nonprofit management education programs (www.academic.shu.edu/npo/)

Roseanne Mirabella of Seton Hall University created an online master listing—both alphabetical and by state—of all colleges and universities with nonprofit management courses. She provides links to the summary pages for all colleges and universities that detail information about their programs, including a listing of all nonprofit management courses offered.

Young Nonprofit Professionals Network (www.ynpn.org)

YNPN is a nonprofit-focused professional development network geared toward younger emerging leaders. Another one is Emerging Practitioners in Philanthropy (ePIP).

 [image: x25CB_MathematicalPi-Six_12n_000100] 
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All these resources, plus nonprofit management tips of the week and more, can be found at Nonprofits101.org.
Notes
1.  Urban Institute’s National Center for Charitable Statistics. www.nccs.urban.org/statistics/quickfacts.cfm. Retrieved 11/30/2010.

2.  Jim Collins, Good to Great and the Social Sectors: Why Business Thinking Is Not the Answer (a monograph). New York: Harper Collins, 2005.
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