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"his chapter continues the discussion of strategic resource development
4. and covers planned giving, corporate contributions, electronic philan-
thropy, business ventures, and fundraising events.

Increasingly, human service organizations use planned giving programs
(PGPs) (also known as endowments or bequests) to obtain additional
resources for their programs and to ensure long-term stability. The primary
purpose of planned giving is to help provide the organization with long-term
financial security and survival. It helps the organization keep pace with
inflation, compensates for funds lost from other sources, permits expansion
of programs that otherwise could not be funded, and provides for unusual
emergency situations for which other resources are not available. In general,
planned giving is not designed to meet agency short-term, operational needs.

Planned giving refers to a gift arranged by donors that usually does not
become available to the organization untit some time in the future. The gift
can be money, securities, or other property. Usually the gift occurs follow-
ing the death of the contriburor, che death of a surviving beneficiary, or at
the end of a specific term. In some instances the:gift can be used by the orga
nization while the donor is still alive. The gift is made from a contributer’s
accumulated assets and is part of an overall estate plan. This is in congrast
to annual gifts that are derived from current income.’

An organization should consider undertaking a PGP only when 1t
has demonstrated its value to the community and has developed sufficient

financial stability for donors to feel comfortable making a dopation to }fi_d

income in perpetuity. Because an endowment gift is forever, the organié’
rion needs to be weil-established to give assurances of a long life. W}}efe
potential donors may have doubts about the longevity of an organizatiol
arrangements can be made for them to give to a commuricy foundatos

Straregic Resource

{see Chapter 16)
be used to benef
Zatlon ceases to ¢
a similar organiz
Before undert;
cover its operatic
grants. [t s notra
resources could b
nization should h;
amount of endow
generally used, ;
investment in a nu
modest interest or
of PGP gifts, is ug
only vields $1,00¢
year,

The goal of a |
ity of prospects to
should be time li
years).* Many on
basis, making it k
always considered.

Types of Giftsr

Persons of even
tribution to the cha
fpr doing so. Tt is ¢
and tax accounting

Ouiright gifts o;
making a gift of sto
acquired. Donors w
the value of 5 stack
I}lstead of making
$10,000 of apprecic
of her income'tax.

Beguests are con
OI Property at the ¢
benef-iciary. The bec
; € entire estate, or
MOm estate taxes, If

8 )
;P OWnership of the
. 0% and any addisio

eductions.



Jurce

ent ||

ze development
«ctronic philan-

ving programs
ain additional
v. The primary
with long-term
eep pace with
nits expansion
es for unusual
sle. In general,
rattonal needs.
ually does not
ature. The gift
accurs follow-
wliciary, or at
d by the orga-
contriburor’s
Is In contrast

snly when it
ped sufficient
lation to yield
the organiza-
g life. Where
organization,
v foundation

see Chaprer 16) and designate that the interest {and possibly the asset itself}
he used to benefit the particular organization. In the event that the organi-
Jation ceases to exist, the foundation could be instructed to provide funds to
. similar organization in the communiry.

Before mndertaking a PGP, the organization should determine that it can
cover its operational deficit through an annual campaign or other gifts and
grants. It is not a sood idea to expend limited resources on a PGP when those
resources could be used to meet an operational deficit. Moreover, the orga-
pization should have the capability and the commitment to raise a substantial
amount of endowment money. Because only the interest, not the principal, is
generally used, the goal should be sufficiently large enough o warrant the
investment in a major campaign. Typically, organizations determine that only
modest interest on the endowed principal, usually in the range of 4% or 5%
of PGP gifts, is used within the budget year. Raising $20,000, for example,
only yields $1,000 annual income; Raising $1,000,000 yields $50,000 each
year.

The goal of a PGP should be carefully determined based on the capabii-
ity of prospects to make a commitment. Some argue that the PGP campaign
should be time limited and be held periodically (e.g., every five or ten
years).” Many organizations, however, promote a PGP on a continuing
basis, making it known to their constituents that PGP is something to be

always considered.’

Types of Gifts

Persons of even maoderate means may wish to make a planned giviag con-
tribution to the charity of their choice, and they have a variety of approaches
for doing so. It is generally advisable for these contributors to obtain legal
and tax accounting advice before making their decisions.

Outright gifts of appreciated property permit donors to reduce taxes by
making a gift of stocks or bonds that have increased in value since they were
acquired. Donors who itemize deductions can achieve tax savings. Suppose
¢he value of a stock or mutual fund has increased from $2,000 to $10,000.
Instead of making a cash contribution of only $2,000, the donor can give
$10,000 of appreciated stock shares and deduct the entire $10,000 from his
or her income tax.

Beguests are commitments written in a will that provide a gift of money
or property at the time of the testator’s death, or death of a designated prior
beneficiary. The bequest could be a specific doliar amount, a percentage of
the entire estate, or specific items, such as shares of stock. It is deductible
from estate taxes. If an frrevocable plan is selected (i.e., the contributor gives
up ownership of the assets), then the donor receives an income tax deduc-
tion and any additional payments of premiums can be charitable income tax
deductions.
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Life income gifts provide financial and estate planning benefits and are
increasingly popular. The donor makes an irrevocable gift of cash or prop-
erty and yet retains a life income for one or more beneficiaries. When the
last income beneficiary dies, the assets that produce the income go to the
charity. The donor enjoys a charitable deduction in the vear that the gift is
made, or the deduction can be carried forward for several years.

Charitable remainder trusts entitle the donor or another named person to
income for life {or for a period of years}), at the end of which time the named
charity can have the remainder of the original gift. Under this arrangement,
the donor can receive either a variable amount of income based on increases
or decreases in the market value of a percentage of the trust assets {unitrust)
or a fixed income (asmuity trust). The income can be specified for the life-
time of one or more individuals or it can be for a fixed period of years. This
latter trust arrangement is particularly suitable to meet the income needs of
elderly beneficiaries. The trust income is fully taxable to the beneficiary
unless the trust is invested entirely in tax-exempt bonds.

Pooled income funds allow donors to join together and create a pool
of investments similar to a mutual fund. The donor or- his or her designee
receives a regular pro rata share in interest payments based on the earnings
of the pooled fund. After all the designated beneficiaries die, the organiza-
tion receives the principal.

Charitable gift annuities are a combipation of an income gift and an
investment. The organization accepts the gift and agrees to pay a specified
fixed amount {annuity) to the donor or another recipient. It is an irrevoca-
ble gift and immediately becomes the property of the organization, which is
chen legally responsible to pay income for the lifetime of the donor. The
advantages to donors are that they obtain a charitable deduction for their
gift and receive a fixed income, partly tax-free. The advantage to the orga-
nization is that it is assured of the principal sometime in the future. Gifts
to a pooled income fund are irrevocable {cannot be changed) and donors
receive an income tax charitable deduction. Income payments to beneficia-
ries are taxed as ordinary income.*

Charitable lead trusts are directed to the organization for a number of
vears, often 10 or more. At the end of this period, the principal reverts back
to the donor or someone else who has been designated. The lead trust differs
from the writrust or anauity trust in that the charitable organization receives
the income from the trust during the trust period rather than receiving the

principal at the end of the trust period. Donors experience the satisfaction ot

giving cash donations during their lifetime. The organization has the adVaf?'
tage of an immediate income flow, but it has to be prepared ro lose this
income at the end of the designated period.

A life insurance policy allows the donor to incur a modest out-0
cost while being able to provide a significant charitabie gifr, Donors have
an opportunity to make a larger gift than would normally be possible 72
pay for it on an installment basis through annual premiums. If the
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assigns ownership of a policy to the organization, the donor receives an
immediate federal income tax charitable deduction for the amount of the
premiu: . . o

in summary, if donors have highly appreciated assets that provide littde
income, then they could consider outright gifts or pooled income funds, I
they want to make a significant commitment to the organization but need to
maintain & secure mcome for themselves, then they would consider a charita-
ble remainder trust or charitable gift annuities. If they want to support the
organization but not give up their assets, then they would consider a charita-
ble lead trust. If they want to make a donation to the organization but do not

want to shortchange their heirs, they could consider an insarance policy.’

Implementing a Planned Giving Program

The process of raising money through planned giving consists of five
major components, summarized in the acronym “IMRIP”: integration,
motivation, relationships, innovation, and persistence.” :

PGP must be integraied as part of the organization, not an isolated activ-
icv. It should emerge from an organization’s strategic plan and be connected
with other fundraising endeavors. If your organization has excellent man-
agement and outstanding services thar meet significant community needs:
and is perceived positively for its ability to help people effectively, your
efforts at planned giving will be much easier.

Motivation is heightened by your conviction that a PGP gift can truly
benefit the community fong into the future, providing sufficient reason for
staff and volunteers to put in the time and effort needed to obtain the gift.
The motivation of the contributors is also essential. The contributors’ needs
must always be highest priority. They may want to preserve their assets
while providing their heirs or their own financial future. You must demon-
strate how the PGP can benefit them as well as the organization that they
care about. They must also be motivated to leave a legacy that links their
family name with an important community benefit.

Developing positive relationships with potential donors is a key element
in a successful PGP. Positive feelings about an organization do not auto-
matically translate into significant donations. People generally give because
someone they like and respect asks them about a gift.

Innovation is also important because there is usuaily no simple formula
for working with people who may be potential contributors. You: need to
create fresh ways to reach them, Afrer ail, you are not only meeting the needs
of the organization but also the needs of contributors; therefore, you must
think constantly about how to respond.

Persistence is another key quality. Invariably, the things you predict will
happen do not occur. People make commitments and then postpone their
decisions. It is not unusual to devote berween three months and rwo years to
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cultivating a potential contributor. Establishing a meaningful relasionship,
providing ongoing information, and making continuous contact are essential
in effective planned giving. Because events occur that can sidetrack the
attainment of your objectives, you must be persistent and resilient in your
efforts to reach out to donors.

Identifying Potential Contributors

Meeting directly with prospective donors is at the heart of a successful
PGP, Although general announcements in your newslerter or even target
mailings may be useful to alert people to planned giving, the most effective
way of reaching prospective donors is through individual contacts.”

Because the organization’s management statf and trustees must devote
considerable personal investment to making individual contacts, nasrow a
potential broad list of prospects to a manageabie few. Suppose you have a
potential pool of 1,000 peopie who are connected with your orgamzation,
Presumably, many of these people would have contributed to your annual
campaign in the last few years. Without an annual campaign it is probably
unrealistic to initiate a PGP; people must have demonstrated their commit-
ment to the organization through a pattern of giving.

You narrow this list to a smaller number of about 100 who have made
financial, time, or talent contributions to the organization by participating
on committees or volunteering their services to the organization.® This list
needs to be narrowed even further to perhaps 40 most likely prospects,
based on your assessment of the prospect’s COMMILMENL, age, resources, and
family situation. For these 40 prospects, you need to conduct additional
research and develop individual profiles. In each file, include such basic
informartion as address, phone numbers, family members, birth date, marital
status, donation history, estimated worth of the individual and perhaps of

her business, names of friends, and space for notations regarding contacts of
other special information. These data can be put into a computer file for easy
reference and updating, but you must ensure the safery and confidentiality
of this data. Your profile research should provide important information
chart indicates where to concentrate vour efforts. For example, you may want
to expend more effort on a wealthy retired couple than a young couple who
have a growing family and a modest income.

Planned gifts likely come from those people who are connected with yout
agency over a long period of time. The person of modest means participat-
ing in a senior citizen program, the veteran staff member of a children’s insti-
tution, and the agency secretary who has been with the agency for 30 years
and has no heirs are potential candidates for planned giving. Those peopie
who have contributed to the annual campaign and have upgraded their gifts
over the years demonstrate a commitment through their habit of giving:
They may be interested in a long-lasting gift.
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1 s exrremely important that you maintain ongoing contact with
donors, because if you do not, they may lose interest or feel neglected and
ven resentful. If they have included your organization in their will and
come £0 helieve that they are seen as unimportant, they may reconsider their
financial commitment to the organization. Continuatly seek ways to main-
cain celationships. Notes reminding donors of the power of their contribu-
rons are vital ways to show respect and keep donors aware of their legacy.
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> tor o years :f members see fit, this is technically not an endowment fund. Many organza- ;
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Sg}iZiid ;Ifle”_' gifts | use the interest income from the gift and avoid drawing upon.the p‘r'm'cipal

- o6 grving. : in the same way they would treat true endowments. This requires discipline

among board members not o spend the principal, even if this might mean
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delaying or foregoing desired expenditures, such as increasing salaries or
avoiding layoffs. By being disciplined, the organization assures long-term
availability of funds.

Some organizations decide to withdraw part of the investment income o
meet operating expenses and to return a partion of the investment income o
the principal, which helps it keep pace with inflation. For example, suppose
the principal based on a portfolio of stocks and bonds grows at the rate of
8% a year and the organization determines it will use §% for operating pur-
poses. The remaining 3% is reinvested so that the principal becomes greater
the following year. A $2,000,000 endowment then becomes $2,060,000 the
following year and is added to each year thereafter,

Having developed board-designated funds, agencies seeking funds from
other sources, such as United Way, may have to deal with the criticism that
all or portions of board-designated funds should be used before they are
eligible to receive outside funding. If this issue surfaces, it is imperative
that the organization educate the outside funder that board-designated
funds are not considered a part of the operating reserves but are quasi-
endowment funds; that is, only the income is used. In the example given
above, the $60,000 added to the board-designated funds is not to be used
for operating purposes. Increasingly, this option is being adopted because
of the recognition that an aggressive PGP benefits the organization in
the long term, which then leads to less dependence on outside community
funders.

Some donors, although not specifically prohibiting organizations from
invading principal, may prefer the organization not do so. This must be
respected. Others might not care about the principal being used. Indeed,
knowing how much organizations change, they may find flexibility appeal-
ing. This point should be clarified at the time the gift is being considered and,
when feasible, reviewed after it is received.

True (permanent) endowments are used to fund specific programs, and
donors may require that the income (interest) from the principal be restricted
for specific purposes. Or they may permit the organization’s board to deter-
mine how the income is to be used. Restricted, permanent endowments
cannot invade the principal. Donors make a permanent endowment gift
because they want to keep the fund intact in perpetuity and to assure the
“human service organization has ongoing income.

Some organizations may assign planned giving a low priority because
other approaches—annual giving, special events, or grant writing-—cas pro-
duce funding more quickly to meet the current needs of the organization-
The efforts to expand the organization’s income through planned giving ma¥

not begin to vield tangible results for 15-20 vyears—and even then &
$200,000 gift may only rranslate into $10,000 annual income. Still, pl

giving is a strategy for building a long-term, continuous, and sustained fn2”

cial support. Over a period of 10 years, an aggressive planned giving
program could grow from $200,000 ro $2 million.
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Although general corporations contribute only a small percentage of the total
funds raised by nonprofit organizations, at some point many organizations
ek corporate contributions.’” Corporate contributions: can take several
forms. Company foundations are established by large corporations to man-
age their charitable requests. By transferring profits in good years to the com-
pany’s foundation, they can provide a continuous level of funding even when
corporate profits decline in some later years. They must follow regulations
governing private foundations, including filing a form 990-PF with the
IRS.2 Corporate giving funds are provided directly out of the corporation’s
profits to designated charities. Some companies match the charitable gifts of
¢heir empioyees based on a predetermined ratio. In addition to cash dona-
tions, companies can provide such in-kind support as office space, meeting
facilities, printing, legal services, company volunteers, and office equip-
ment.”® Executive discretionary funds are available to the chief executives of
2 company for providing small grants to organizations with which they are
actively involved. Subsidiary funds are available to local offices of a national
corporation for funding local groups. Marketing budgets allow a company to
compensate an organization based on perceived value in marketing the com-
pany’s identity and promoting its products and services. These funds can also
be used to promote the company at community events. Sometimes this is
known as cause-related marketing, which is discussed later. Organizations
can concurrently approach each of these distinctive sources without concern
for bemng accused of making excessive requests,

Contacting Corporations

Because of the tremendous competition for corporate funding, many com-
panies concentrate their giving on local United Way campaigns or prefer orga-
nizations i which they can make an identifiabie impact. Giving has become
more tied to company strategic objectives. Companies seek to be identified
with organizations that make them look good in the eyes of their customers.
In addition, companies seek. ways to leverage their support by using challenge
grants. That is, they require the nonprofit to raise an equivalent amount from
other sources before the company provides its own support. In approaching a
corporation for a contribution, keep the following considerations in mind:

First, provide a rationale for why a company should support the organiza-
tion for a particular project. It is especiaily important to show a link between
the contribution and the benefits to the company. Remember that company
contributions are often not far removed from corporate self-interest, inciuding
the interest in improving the community in which it is locared.

Second, conduct research on the most likely companies based on such
criteria as location in relation to clients or facility, its services or products,

Seeking Corporate Contributions
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or known interests of senior nranagers or employees. Consider what might
motivate companies to make a contribution. If your agency provides tutor-
ing, you would identify a CEO who is interested in education. If your agency
helps abused women, you would seek out a top corporate manager who has
showrn 2 commitment {0 WOMen’s isSues.

Third, learn as much as possible about the company’s giving guidelines,
priorities, and procedures. Some companies are beginning to concentrate on
only a few organizations where the companies can see tangible results, instead
of spreading their charitable dollars to a wide variety of organizations.
Others concentrate their giving to agencies that are in the vicinity of their
business. Some companies have decided to limit their contributions to orga-
nizations wich which their employees are associated and are beefing up their
matching contributions. Stiil other companies allow their employees to pur-
chase company products at a fraction of the cost providing their employees
use the purchase as a charitable contribution.™ It is worth the time and effort
to determine what companies are doing in your community and consider
engaging key employees in the work of the organization as volunteers and
hoard members before pursuing corporate solicitations. {See Chapter 16 on
seeking corporate contributions.)

Fourth, cultivate a relationship with an appropriate corporate executive
by making a personal visit with those in charge of corporate philanthropy.
These personal pre-solicitation visits provide hetpful information under-
standing the interest of the corporation. One of the most effective cultivation
approaches is 1o involve the husiness’s employees in the organization. Many
corpotations provide funds to match their employees’ charitable contribu-
gions. Employees appreciate that their companies increase support for their
favorite causes and companies themselves enjoy the goodwill their tax

deductible donations provide.

Cause-Related Marketing

Cause-related marketing (CRM) 1s defined as the public relationship of 2
for-profit company with a sonprofit organization, intended to promote the
company’s products of services while raising money for the nonprofit orgas
mization. CRM is different from corporate philanthropy because the money
‘avolved is not acrually a gift. Rather, it serves the purpose of reaching new
or critical markets and of providing the company with positive public-
ity.’$ Corporations and nonprofit organizations ¢an enter Mo several kinds
of marketing alliances:'®

\. In transaction-based promotions the corporation donates a specific
amount of cash or equipment in direct proportion to sales revenue
often up to some limit—to one or mMOre nonprofits. A local grocery
chain, for example, would contribute a percentage of its sales from
November 1 to December 31 toa hunger-prevention prograim.
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2. In joint issue promotions the company and a nonprofit agree to deal
with a social problem through distributing products and promotional
materials, An example would be a clothing manufacturer distributing
red ribbons as part of a promotion campaign against drug abuse.

3. In licensing the name or logo of a nonprofit to a corporation, the non-
profit receives a fee or a percentage of revenues. This is more likely

to accur at a national level. For example, the Heart Association logo
appears on many food products.

4. In a partnership arrangement the company agrees to provide funds
and-even employees to volunteer at a public or nonprofit agency. As
part of the arrangement the company receives a considerable amount
of good will publicity. For example, companies may join in an Adopt-
a-School program or a mentoring project.’”

5. In an event sponsorship, the company agrees to provide funding in
exchange for having its name prominently displayed as part of the event.

Although CRM is tempting for nonprofits because of the infusion of fund-
ing, there are also risks. Major funders may reduce donations if they think the
nonprofit appears to be obraining sufficient money from a corporate sponsor.
A second problem is that the nonprofit may come to unduly rely on corpo-
rate funding and then be devastated when the corporation decides to spend
its marketing budget in a different manner. Program discontinuation is an
inherent risk that organizations assume when they become involved with
CRM."® A third risk relates to having the nonprofit linked to a company that
might harm its image in the community (e.g., a beer company).

Despite these risks, cause-related marketing can be a win-win for both
partners. The corporation enhances its image and increases sales, whereas
the nonprofit obtains crucial funding. Both parties also focus attention on
social issues that might otherwise be neglected.

Some organizations are beginning to test electronic philanthropy by requesting
Interner donations. Such national organizations as the American Red Cross,
the Salvation Army, and the Heart Association are among those that solicit
on-line contributions. Although many local organizations have yet to try this,
the Internet does allow potential donors to educate themselves about the orga-
nization as they consider making decisions about where to give their money.
To determine whether to undertake on-line solicitations, it is important to
know who among your potential donors uses this medium. You need ro ask
their permission to keep them informed about the organization’s progress via
e-mail; if they don’t give you permission, do not communicate with them.
Requesting e-mail addresses as part of the personal data updates can reveal

Electronic Philanthropy
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how many donors have access. Conducting surveys or using focus groups can To develop a
be other ways of determining whether to seek out on-line contributions. : First, identify so

If the decision is made to solicit donations online, the organization must ' entrepreneur. Sec
determine how the gifts would be processed. One option is to develop a cus- : plan, implement,
romized processing system. A second option is to work with companies that 3 could include a |
accep, process, and acknowledge oniine contributions. A third option is to : fund, business pe

encourage donors to use philanthropy portals. {For more information about
online services, see www.sdnosline.com and also the Web sites listed at the

end of this boolf.) } o Conduc ting a
Many agencies now use Web sites to educate people navigating the 1
Tnterner about their organization. An appealing Web site can provide excel- o Exploring a pe
fent publicity for an agency and also encourage people to enroll inn an e-mail f ically to increase
newsletter to receive material immediately. Agency Web sites can also 5 selecting a particy
feature a donor solicitation page. Potential donors are offered the opportu- est i, and mark
nity to give directly, call a toll-free number, or even use their credit cards 10 : hood center, ser
make a donation. You must provide donors using a credit card a secure Appalachians, Ira
‘method of payment through encryption, which codes the transaction so that ' bie business. The
only the intended recipient can unscramble i, % leaders and businc
Some organizations use the Internet to direcsly conduct special events. For : lowing ideas: (1 ) d
example, an Internet aucrion can sell products such as candy or CDs, or seck _ cookbook, (3} hos
corporate sponsors for events. Organizations also use the Interner to partic- : baskets for corpor
ipate in cause-related marketing, discussed earbier in this chapter. Persons j sarbage bags or pi
committed to a particular agency are more likely to buy a company’s prod- i As part of its v
ucr if they know that a percentage of the profits would be returned to the ; borhood centers el
agency.” To be effective, the Web site must be kept current and you must ventures under cor
respond to inguiries promptly. : customers (individ:

et {3} what a surv
might be gained fr«

Business Ventures

If successful, a venture can provide a stable source of income, increase the _ Developing a B
visibility of the organization, and potentially provide skills for the agency’s plag a b
clients. For these reasons, starting an income-generating business is appeal- A good business
ing, but realistically most agencies should be cautious because of inherent : clients, Competitio(-
risks. Fven in the private sector where individuals are highly motivated to within a given rime
sun their own business, many businesses fail within the first five years 3 agers should develo
hecause of tack of expertise or capital. Because your business venture could P

lose money and drain resources, you must carefully weigh whether the finan- : L. Linking the .
cial risks outweigh the possibility of financial success.” You must also make . priateness fo

sure that the venture can further the agency’s mission.
Before considering whether to embark on a business venture, make sure

o

- The naruyre ¢

that vour other fundraising strategies are sufficient to provide necessary cuf- _ Producr fits ;
rent income. Business ventures typicaily take several years to provide a profit _ 3. The mana ze
racl

legal liabilitic
and EXPOstre

and likely require upfront rescurces (staff time and capital) that can det
from current organizational operations.
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To develop a business venture, consider taking the following actions.
First, identify someone who can take primary responsibility as the vemture
ontraprenent. Second, develop a brain trust or venture committee that would
plan, implement, and evaluate ventures. Third, draw upon outside help that
could include 2 local business college, a local or regional community loan
fund, business people, a local development agency, and business consultants.

Conducting a Venture Audit

Exploring a possible product or service venture should be done systemat-
ically to increase the chances of success. Conduct a venture audit before
selecting a particular business to derermine whether there is potential inter-
est in, and marketability for, your business.”” For example, a neighbor-
hood center, serving a multi-ethnic community of African Americans,
Appalachians, Tralian Americans, and Hispanics wants to consider a possi-
ble business. The organization brings together a group of neighborhood
leaders and business peopie for a brainstorming session to consider the fol-
lowing ideas: (1) distributing multicultural literature, (2) publishing an ethnic
cookbook, (3) hosting an ethnic food fair, (4} assembling and distributing gift
baskets for corporate use, or {3} distributing a household product, such as
garbage bags or plastic contaimers.

As part of its venture audit, the committee explores (1} whether neigh-
borhood centers elsewhere in the country have tried to produce and seli the
ventures under consideration, (2) what a focus group representing potential
customers {individuals and corporations} could reveal about potential inter-
est, (3) what a survey of potential customers indicares, and (4) what insights
might be gained from using prototypes £o test consumer reactions.

Developing a Business Plan

A good business plan provides a snapshot of an organization’s market,
clients, competition, finances, and key personnel required to do the work
within a given time frame. To undertake a business venture, effective man-
agers should develop a business plan that includes the following elements: **

1. Linking the organization’s strategic plan to the venture to test appro-
priateness for achieving the organization’s mission

2. The nature of the business, including an understanding of how the
product fits into the markerplace

3. The management of the venture, including the expertise required,
legal Habilities, staff qualifications, information system requirements,
and exposure to risk
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4. Customer analysis, including total size of the market, what appeals to
potential customers, market segmentation, and distribution methods

Markert analysis, including competitors and uniqueness of the venture
Pricing, including pricing methods and comparison with competition

Product quality, including development and testing

S

Anticipated risks related to economic, technological, legal, and
seasonal factors

9, Growth potential, including projected growth and revenue, net
income, number of customers served, number of units sold, and
number of years until profitability is realized

10. Finances, including income statement, balance sheet, and cash flow
analysis. Also includes start-up costs and sources of capital

11. Assumptions about the future, including any issues not covered
related to opportunities or risks

As with any new venture, a numbet of guesses need to be made, but by
explicitly stating these planning assumptions, you can determine whether to
pursue the venture or abort it when expectations prove to be incorrect.

Unrelated Business Income Tax (UBIT)

If the ventuge is successful, then you must consider tax consequences.
Under current tax law, if a nonprofit organization creates a related business,
profits from the business are exempt from income tax. The business must
contribute importantly to the accomplishment of the organization’s mission
and help promote its work; for example, a vocational rehabilitation pro-
gram’s clients could assemble products foz local businesses. If these clients
learn employable skills that are central to the agency’s mission, it would not
be taxed.

Unrelated business income is generated from a commercial venture that 18
not substanially related o the agency’s mission and is similar to activites
conducted by for-profit ventures in the community. This could subject the
organization to corporate tax rates on the unrelated business income.” Income
tax is not collected even from unselated businesses in a few situations, such
as the following: (1) most of the work is done by unpaid voluntecrs, (2) the
products sold have been donated to the nonprofit, (3} revenue s derived from
rental property for which few management services are provided, a
erue is derived from investment income.?® Because an organization may be
accused of engaging in unfair competition {in that for-profit businesses do not
benefit from volunteers, donations, or tax refief), always consult an atforney
before pursuing a commercial venture.
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Some agencies create a for-profit corporate subsidiary to avoid placing
ivs IRS 501(c){3) designation in jeopardy. The board of directors of the
ponprofit can also be the board of directors of the for-profit corporation.
The profits of the for-profit entity are raxed, and profits not needed for the
for-profit business can be transferred to the nonprofit agency.”

Constdering an Event

There are several compelling reasons for implementing a fundraising
event:™

e It can generare much needed income for the organization.

e It provides an opportunity to commuricate with your constituencies
and donors; staff, board members, and donors have an opportunity to
interact in an informal way and celebrate the work of the organization.

e It can bring in new donors, especially those who had little previous
relationship to the organization. The publicity generated from an event
can increase awareness of the organization in the community.

e 1t is a less intimidating way to fundraise for board members and others
who may be squeamish about asking people for money. Having 2 good
experience allows them to take on new chalienges in asking for funds.

e Finally, it fosters leadership opportunities for committed volunteers
who can develop skills in organizing and implementing an event.”

Before undertaking a fundraising event, two fundamenta! guestions
should be asked. First, “How do fundraising events fit within the overall
strategic fundraising needs of the organization?” Before focusing on any
particular event, you should have determined a budget for the year, includ-
ing how much you intend to raise from each event. If your budget calls for
raising $4,000 from an event, that suggests one kind of activity; if it calls
for $40,000, you must consider a different kind of activity. If one event is
not sufficient, then you need to plan for several to achieve your financial
objective.

Second, “Do you have the volunteers to undertake a fundraising event?”
One of the most esseatial elements of any event is committed, hardworking,
creative, talented, and experienced people. Determine if vou have people
who are willing to invest in making an event a success. Also, look inward to
your members and constituency groups for special talent and experience.
Examine your group’s connections, such as theater owners, party hall pro-
orierors, country club members, owners of mansions or townhouses, or hotel
managers. Compile a list of resources within the organization and those to
which your members have access.

Conducting Fundraising Events
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Generating Ideas for an Event

In considering event possibilities, strive to think creatively; people are
ateracted to events that are special and unusual. If you have been offering an
event for several years, be aware that people can become tired of repeating the
same program in the same way. Voluateers become stale, and the audience
becomes bored unless you provide something fresh. Developing a distinctive
and original event in the charitable marketplace can help attract a following,

Another reason fo be creative is competition. In the long run, whatever
niche or special advantage you create for your event, there is a tendency for
decline, due to others copying your idea. You may enjoy the advantage of
uniqueness for a while, but expect this to be only temporary. Add innova-
tion to your program or undertaking with different, imaginative events to
stay ahead of your competition.

To think creatively, you must first develop an attioude of exploring differ-
ent ideas. Assume that nothing is fixed and that any fundraising event is open
to change. Even though previous events may have been successful, circum-
stances may have changed or there may be better and different ways to
continue the event. You must be open to challenging familiar formats. If
necessary, you must be willing to fall out of love with a cherished tradition or
program. This openness to ideas involves taking risks. Remember that you are
not seeking the unique for the sake of just being different. What matters most
in this exploratory process is the willingness to look for worthwhile ideas.

Conducting a Feasibility Analysis

Before you select from the array of possible ideas, you need to critically
review whether each one on your list is feasible. Every fresh, imaginative
proposal needs to be scrutinized from a variety of angles through a feasibit-
ity analysis. Your goal is to narrow the list so you can select the right event.
Certainly the possibility always exists that an excellent idea may be dropped.
Equally problematic, however, 1s. pursuing an event that should have been
dropped but was not, due to inadequate screening. It is better to abort early
than continue with an idea that could result in a dud. The screening process
should eliminate all but the most desirable and feasible project ideas.

The following major questions should be considered in making a selec-
tion; (1) Is the event appropriate for our organization and commusity !
{2) Does the event appeal to our members and to our target audience?
(3) Do we have the capacity to undertake the event? {4) Would the event
generate sufficient funds to warrant the effort? (5) Can the event accomplish
objectives beyond raising funds? (6} Are we prepared to build up the event
over a period of several years? {7) Can the event compete successfully with
those of other organizations?

Tnitially, consider as many ideas as possible. Asking fundamental questions;
using your imagination to brainstorm ideas, and uncritically considering
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diverse suggestions helps expand the range of possibilities. Foilowing
chis creative period, narrow the list of ideas through a series of feasibility
questions into a few selected ones from which you can make vour final deci-
sion. During this exploratory period set a go/no-go date to discipline your
committee to make a timely decision. Generally, you may want to allot
ahous two months for selecting an event.

Setting Objectives

Every fundraising event should have objectives that are relevant, tangible,
atrainable, ard measurable {see Chaprer 4). Financia! objectives can be more
easily measured than non-financial ones, for example, 1o sell 350 tickets,
obtain underwriting support of $2,000, and raise a net income of $15,000.
[n establishing financial objectives, be as realistic as possible. If you strive for
a net income objective that is too high, volunteers may feel unduly pressured.
If the objective is not achieved, they can experience defear—even if more
money is raised than ever before. Setting teo low a financial objective, how-
ever, might result in volunteers not working hard enough. A financial objec-
tive that is within reach, reasonable, and achievable, even though it involves
tremendous work, gives everyone a sense of accomplishment.

If possible, net income objectives should be refated to a specific cause or
project. Participants in an event like to feel that their donations are going for
something concrete. Money raised at a special event should not be lost in the
basic operating budget of the organization. Ideally, these funds should be
segregated from the base budget and earmarked for a specific purpose in
which volunteers and denors can take pride.

Non-financial objectives could include increasing the number of volun-
teers, increasing membership, heightening community awareness, and gen-
erating goodwill. In fact, one of the most important reasons for conducting
an event is not so much to fundraise as it is to friend raise—that is, to offer
a social experience for people who are part of your organization and
to atrract new people. Defining non-financial objectives and indicators of
success in advance can benefit the organization—independent of financial
objectives. By establishing these objectives, you sharpen thinking about
events and activities you do nor want to undertake, as well as those that you
do. For example, if your primary obijective is to improve goodwill within our
community, you should obviously think ewice about sponsoring a booth at
another community’s festival.

Planning an Event

Paying attention to details is cructal to the success of a fundraising event.
In any one event there are many details to master, and the omission of one or
several can make the difference between a smoothly run event and a failure.
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Comprehensive, detailed planning can prevent COSt OVErTuns, volunteer
burnout, and other losses. An activities list and a timeline chart facilitates

attention to details.

Preparing an Activities List

An activities list can be produced through reverse-order planning or
forward-sequence planning (see Chapter 4). To briefly review, in reverse-
order planning, the event’s planning committee begins with the final resale
to be accomplished and identifies the tasks that feed into the activides. This
is achieved by asking the questions, “What must we do just before reaching
our final result? “What needs to be done before that, and before that, and
so forth?” In this way, you eventually arrive at the beginning point. In
forward-sequence planning, the group begins with what it considers to be
the appropriate set of tasks and then asks, “What should be done next, and
what after that, and so forth?” until the actual event occurs.

Few event planning groups can compile a complete activities list in
their first round of discussions. Whether forward-sequence or reverse-order
planning is used, a review of the list of tasks reveals the need to omit some
unnecessary tasks, reschedule some tasks to prevent overload, and add some
rasks initially omitted. After you have prepared an activities list, you st the
activities and tasks on a tmeline chart (see Chapter 4}, to visually display all
that you need to do sequentially within a particular time period.

Analyzing Potential Customers

If your membership is too small to support a large event, you may have
ro recruit people from outside your organization. Your core membpers must
mobilize and encourage outsiders to participate. By reaching beyond your
limited membership, you spread the base of commitment. Your planning
group’s challenge is to analyze your market segments and then conduct
target marketing.

Market Segmentation. As you implement your event, ask th
question: “To whom is this event likely to appeal?” Omne major way to
identify potential customers is to divide them into constituencies based on
how they relate to the organization. These can include a core constituency
of persons closest to the organization, such as board members, voluntects
and clients. It could also involve a second circle of constituents, including
families, friends, vendors, and inactive members. A third constituency comes
from the general community. Although not directly involved with your
organization, community members may choose to participate hecause they
believe i your cause or find the event particularly appealing.

Target Marketing. it is usually helpful to rarget your event to
persons or groups in the community. Although some organizati
develop an event that appeals to everyone, you the risk 0
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e
fimiced response if only a few consider the event especially related to them.
By pinpointing segments, you develop an event that directly appeals to a

arricular group or groups. If you identify a fairly homogeneous group that
would naturally respond, or if competition is fairly intense in ail but a few
segments of the market, you may want to concentrate on a 0arrow segment.

Tor example, if you are a free clinic offering health services to older
seenagers and young adulss, your natusal constituency is your clients and
their friends. You determine that a rock concert at a farm outside of the city
would be appealing. As another example, your health organization is plan-
ning to sponsor a golf tournament for business people. You would most
likely tzy to obtain mailing fists from country clubs and public golf courses
to increase attendance at the event. Or suppose you are a family planning
association organizing a boutique that has special appeal to young, single
aduits. To reach this population, you would promote the event among
singles clubs and young adult groups. :

With differentiated marketing, you concentrate on several specific market-
ing segments, tailoring an effective activity for each of them. For instance, you
may decide to host an event appealing to mulriple market segments. Also, in
che course of a year, you could purposefully decide to hold several different
events, each appealing to different market segments, thus increasing atten-
dance and income.

Managing Finances

Budgeting for an event is an ongoing process that requires estimaring and
racking income and expenses. Often you must deal with uncertain projec-
tions that need to be revised as you obtain more information. Consider
dividing the budget process into four phases: (1} Prepare an initial budger
to determine whether the event has the potential for sufficient profit; be
conservative by estimating expenses on the high side and income on the low
side. (2} Prepare a detailed budget after you have decided to proceed with
the event. (3} Moniter income and expenses and compare actual with
budgeted amounts (see Chaprer 12}. {(4) After the event, review income and
expenses to determine whether to repeat it.

As part of the budgeting process, you need to become familiar with
certain key terms. Estimate gross profit, the amount needed to cover all costs
as well as your net profit. Also estimate net profit, the amount left over after
all costs are deducted from income. Identify fixed costs, expenses you incur
no matter how many people come to the event. For example, the fixed costs
of a dinner include the cost of hall rental, the band, and promotional mate-
rials—no matter how many people attend. Variable cosis are related to per
person units. For instance, the cost of souvenirs for a swim-a-thon varies
with the number of entrants.

Break-even point is the number of sales needed to equal expenses. After
that point, all sales are net profit. If your costs are primarily fixed, then you



can simply divide the total cost of the event by the cost of each ticket to
determine your break-even point. For example, if your costs are $2,200 and
you charge $10 per ticket, you must sell 220 tickets to cover the costs to
break even. Any ticket sales above 220 are profits.

If, in addition to fixed costs, you are likely to incur variable costs, then
these must be subtracted from the projected per-ticket income before divid-
ing by the cost per ticket. For example, assume that the fixed costs of a
dinner dance (band, hall rental, promotion) equal $4,200, and that each
meal has a variable cost of $40. You think $100 would be an appropriate
price for each ticket. To calculate the break-even point, use this formula:

fixed costs + (ticket price — variable costs) = break-even point
$4,200 + ($100 ~ $40} =70

In this example, assuming that the variable costs of the dinner will be cov-
ered by matching variable income, you must seil 70 tickets to break even.

In setting up a budget, you should determine a net profit objective that is
achievable. Tt is berter to set a $1,500 nec profic objective for a raffle and
raise $1,800 than to establish a $2,500 objective and raise only $1,800. I
you do not reach your objective, you risk volunteers becoming discouraged
and unwilling to repeat an event that is identified as a partial failure. You
may hope to eventuaily achieve $2,500 for this annual event as your uitimate
financial objective, but expect fo raise less than your optimum objective
the first year of an event. Consider it a “dry-run” as you work to establish
a procedure and preparation for vour volunteers. In subsequent years, expect
to exceed vour first year's performance, but be mindful that events do
plateau and even decline. If you are uncertain about establishing a specific
net profit objective, consider a range (e.8., $2,000-52,500).

Maximizing Profits

Tt is important always to be on the lookout for ways to maximize profits
from fundraising events, whether they are new, successful, at a plateau, of
declining, To do so, you need to develop marketing strategies, which can
be divided into five major approaches: (1) penetrating existing raarkets,
(2 developing new markers, (3) expanding or developing events for the
existing customer base, (4) diversifying to different events and markets, and
(5) prothoting sales,

Penetrating existing markets consists of enhancing
increasing sales from your current event. The event remains essential
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acrract MOFe people through more aggressive advertising or arranging for a
discount for advance purchase of tickets.

Developing new markets consists of seeking increased sales by attracting
few CustOIMer segments to the event. You could expand your customer base
by holding the event in & different geographic location, appeal to a younger
audience with a lower-priced ticket for attending the dance but not the
dinner, of attract newcomers by each year honoring different community
leaders who encourage their friends to attend.

Expanding or developing events consists of seeking increased income by
significantly improving the event for current market segments. You could,
for example, add income- producing aspects, such asa raffle or a silent auc-
tion, to the dinner. You could alter the basic character of the event, in this
example, making the dinner dance more formal (black tie) or more informal
{square dance}.

Diversifying to different evenis and markets consists of developing an
entirely new event for a completely new audience. This strategy maltes sense
when the organization thinks that its present event is waning or if other
opporturities appear to offer a better financial return. If possible, this change
should be focused on areas in which members bave skills and interests, They
could consider changing the event from a dinner dance to an entirely differ-
ent event such as a decorator’s home showcase tour or a crafts sale, thus
drawing in an entirely new source of income.

These four strategies can help event planners think purposefully about
current and potential events in relation to current and potential markets.
Whatever the event being planned, promoting sales has to be the highest pri-
oriry. Selling is what you think about first. This is how most successful event
Jeaders proceed. They know that to raise money for their events, they must
wage a tremendous selling campaign.

A few events may be so popular that they sell themselves, and for
these events, publicity, invitations, and word-of mouth may be sufficient.
Generaliy, however, these approaches do not bring people ro an event. You
must build a sales force of people to reach out aggressively to convince
others to attend.

Some organizations make selling tickets mandatory. Unsold tickets must
be purchased by the members, an approach that requires a high degree of
loyalty and commitment. Other organizations rely on the voluntary partici-
pation of their sales force. Consider forming a special ticket selling com-
mittee consisting of people who can contact large numbers of friends. A
well-observed axiom in event planning is this: people sell to people.

A good idea s to focus on group sales. For example, ask people to com-
mit to selling two or three tables to an event or set a number, such as thirty -
tickets. Fncourage friends to come as a group to the event. Identify table
hosts and hostesses who commit te selling tables and are listed on the invi-
tation or in the program book. Prepare a selling kit for sellers that gives
details of the event, who would benefit from the event, and a description of
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the work of the organization. Hold a kick-off party for tcket sellers to
generate enthusiasm. Keep in continuous contact with your sales force,
preferably in person or by telephone. Consider offering premiums for those
who sell the most tickets. In summary, convey to your sellers that personal
contact and continuous follow-up is the best way to sell tickets.

Reducing Expenses

There are several ways to reduce expenses, which in turn can maximize
profits. First, assign at least one volunteer the task of purchasing items for
the event a the lowest possible price. The shopper should ask for a donation
or at least a discount on irems. Second, where possible, buy large quantities
s0 you can obtain a discount. Perhaps you could consider joint purchasing
with another local organization. Third, consider bartering by exchanging
your services with those of another organization or business. For example,
if you are sponsoring a concert, you could give free admission tickets to
the printing company that provides your promotional materials. Fourth, ask
your volunteers to absorb some of the costs of the event in return for their
listing expenses as tax deductible donations. Finally, wherever possible, try
to obtain free gifts and services, such as an accounting firm providing a free
audit or a grocery chain contributing food items. Some companies are will-
ing to cover costs, such as printing, in return for publicizing their name.

Companies sponsor events when they think they would benefit from the
visibility of their participation. Seek out corporate sponsors who can ender-
write major-costs of the event in exchange for providing high visibility.
Corporations become involved because they (1) believe in your organiza-
tion and its cause, (2) view the event as a means of providing benefits to
their employees, (3) become more visible to current and potential customers
throughout the community, and {4} want to respond positively to a request
from a special customer. In considering corporate sponsorship, focus on
those companies that have a natural relationship to the organization. This
relationship can include company employees on your board of trustees, an
honoree who is a company employee, or a company that cornects with the
type of event you are offering. For example, if your event is a chili cook-off,
you might interest a company that produces spices.

Contact the appropriate person that handles requests in advance of the

normal annual budgeting process so that the event can be considered. After

transmitting your letter, it is important to follow up with phone calls if you

do not receive a response, because you may gain insights that can guide you'

next year, In seeking corporate sponsorship, be forewarned about the
following: (1) Do not expect support to continue indefinitely and beware
of becoming too dependent on any one source of funds. {2) Watch that your
expenses do not become so high that questions are raised about how mu&
funding is actually available for direct services. {3) Be careful not to make
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wve demands from the same company. If, for example, you ask for a

- or underwriting gift, do not then ask for a direct corporate contribution

a few months later.

Tax Considerations in Fundraising Events

It is advisable to seek professional counsel regarding current IRS rules and
regulations. Consider the following as you plan events: (1) Donors should
receive written acknowledgment of gifts over $250 that are given as straight
donations and for which the donor receives nothing of value m return.
{2) The IRS requires that charities provide donors with written documenta-
rion when they have donated more than $75 and have received some type of
goods or services in retarn {e.g., attendance at a dinner event). The letrer to
donors must convey that only a part of the money they consributed is tax
deductible. The deductible amount is the total amount given minus the value
of the goods or services received.™ (3) At an auction, the donor can take a
charitable deduction only for the excess of the amount paid over the fair
market value of the item purchased. Donors who contribute items may take
a full charitable deduction for the value of the items. Organizations should
keep accurate records of the values of services and goods provided and of
donors who supply them or who purchase them.”

Evaluating Results

Review the event as soon as possible after it is over in an objective, frank
manner, but avoid individual accusations. Invite  ideas on how problems
can be dealt with the next time. Your primary approach should be to elicit
ideas for improvement and determine if mistakes or miscalculagions are cor-
rectable. Ask for ideas for new activities. If the organization has previously
laid the groundwork by setting objectives and developing action plans, then
evaluating results is easier. The evaluation process should consist of two
parts: monitoring tasks and assessing the achievement of objectives.

Through a monitoring process you can determine whether, and to what
extent, tasks were carried out as planned. The foliowing are questions to ask:

¢ Should the timetable have been altered to permit an earlier start and
bester sequencing of tasks?

& Were there sufficient funding resources and volunteers to do the job?

¢ Did the expected expenditures for tasks match the budget planning? ¥
not, what are explanations for the discrepancies?

e Was there a proper number of volunteers assigned to tasks? Can imbal-
ances {e.g., too many tasks for some persons and too few for others)

be identified?
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These questions help vou review how well you implemented the activities
and tasks. If you detect deficiencies, you can determine the remedies to
consider for next year. If your event does not achieve its financial objectives,
the following questions should be asked:

s Was the financial objective unreasonably high? Perhaps this was a
first-time event, and you guessed incorrectly. Perhaps there were
unforeseen and unique circumstances that were unpredictable.

o Were adequate resources available to accomplish the event? Was the
number of ticker sellers and backup staff sufficient? Was there enough
up-front money?

» Was the timetable appropriate? Would an earlier start-up time ensure
better results? Could the tasks be scheduled better?

o Although the financial objectives were not achieved, were other
equally important, non-financial objectives accomplished?

This last question is perhaps the most difficult assessment to make.
Frequently, groups that do not achieve their financial objectives decide that
such benefits as good public relations, esprit de corps of volunteers, identi-
fication of new members, or leadership development compensate for poor
financial results. In facr, the achievement of these and other objecrives may
be sufficient to overcome the limited financial results. Only your organiza-
tion can make that highly subjective assessment.

Questions for Discussion

1. You have been asked to accompany a board member to make a call
on an elderly widow of moderate means who has no children. She
is a longrime supporter of your agency. How would you go about
discussing a planned giving gift with her?

2. Suppose she says that she would like to think about a gifr. What
would you do to maintain ongoing contact with her?

L

You have several large companies in the area served by your agency-
What are some of the ways you might conpect them with the work of
your organization?

4, Suppose you wanted to take advantage of cause-related marketing
with one or more of these companies. What are some possibilities YU
would consider?

5. What are the pros and cons of developing electronic philanthropy for

your agency?

- f

6. You have been asked by vour agency director to convene & few Sfﬂf_d
for a brainstorming session for a business venture your agency cou

. o . _  ehese
consider. What creative ideas might you consider? Select one of the
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ideas for further consideration. What questions would you need
to explore to determine if the idea were feasible? What would vou
consider in developing a business plan?

7. You have been asked to staff a meeting of a board committee charged
with preparing a fundraising event. How would you go about helping
them consider event possibilities?
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g g on e

hen agency staff are adequarely informed about their organization
‘ and have opportunities to convey their ideas, they are likely to be
more involved and invested in their work. This chapter discusses ways effec-
tive managers can improve communication and resolve conflicts to heighten
staff’s commitment to their agencies.

Good commusication occurs when staff feel their concerns are listened
to and dealt with promptly, when mistakes can be guickly identified and
corrected, and when staff understand what is taking place in the organiza-
tion that might affect their work. In other words, communication involves
apward, downward, and across movement of ideas, suggestions, and values.
It is 2 process of continuously sharing and transmitting important informa-
tion throughout the organization. A positive flow of information is the result
of an attitude that respects people for their ideas and that views information
not as a source of power but as a tool for accomplishing the organization’s
important work. ‘

Although communication is generally desirable, under certain circum-
stances it is absolutely essential. When an organization is considering changes
in strategy or stracture, communication takes on special significance. The
greater the change, the greater the need for communication.’ Even when the
basic structure of the organization is not changing, the tendency for organi-
zations to delegate responsibilities to the lowest practical level means that
every staff member is involved in making choices. To make good decisions,
staff must share in the basic understanding and purpose of the organization.

In a time of crisis, communication. is absolutely essential. For example,
when an organization goes through a period of severe retrenchment, di?‘
cussions must be held openly with staff to encourage expression of their

concerns and to respond candidly to them. To do otherwise runs the risk of

creating latent discontent in employees who remain with the organizatio?
but who feel that management cannot be trusted.”
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Communication is also vitally important when staff are expected to
jmplement mportant projects. The more they understand the significance of

the project to the organization and to the community, the more likely they

Jre to dedicate themselves to it.
Finally, communication is essential n enhancing staff loyalty to the

organization. Staff may appreciate the work of their own unit but may not be
aware of how it must mesh with other parts of the organization to accomplish
the overall mission. By understanding their part in the whole picture, they
come to feel pride in their organization. Proud people are committed people.

Factors That Interfere With
Good Communication

Because communications are so significant in the organization’s life, effec-
tive managers must be alert to situarions that inhibit the positive flow of

information.

Poor Use of Written Documents

Commiunicating to staff through memos and written announcements isa
valuable ool for managers. First, the process of writing forces disciplined
thinking. By putiing messages on paper, you clarify your own thoughts and
become aware of gaps in what you want to say. Second, written material has
the power to focus attention on a single issue, more 0 than verbal commu-
nication. By putting your inquiry or request in a memo, you encourage the
recipient to give the matter special attention. Moreover, memos are useful to
disseminate easily understood and nen-controversial information. If you
want staff to remember your message, use written communication. (Because
the process of writing can be an arduous task, the boxed text contains a

discussion on overcoming writer’s block.)

Conquering Writer’s Block

Every manager is faced with communicating through the arduous task
of writing reports. For some, this can cause overwhelming anxiety,
causing writer’s block. This is a malady that muse be addressed, because
writing is an essential aspect of professional work.

There are a number of factors that directly affect our ability to
complete a writing assignment. If we expect it would produce anxiety
and frustration, or if we feel insecure about it, we may complete
it late, if at all. On the other hand, if the results of the writing process
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lead to a sense of pride and are rewarding, we look forward to thej
undertaking. Hence our attitude abour success or failure can greatly
influence the degree to which we experience writer’s block. The fol-
lowing are suggestions of ways to get out of the writer’s rut:?

1. Approach the task with expectations of success. Accentuate the
positive by stressing that you can give the time and effort to
complete the assignment.

2. Visualize what you want to have happen as a result of the writ-
ing. By specifying what you want to achieve (e.g., more funds
for your organization, motivating your staff, developing new
procedures), your clarity of purpose is a powerful motivator.

3. Be clear about your audience. Form a profile in your mind of the
readers so that you are communicating directly to them. Your
writing must be geared to their level of understanding and to
meeting their needs.

4, Have a quiet place and adequate time to write. This involves
writing in an area that is comfortable for you at a time that
permits uninterrupted thinking. If your day is filled with incer-
ruptions, you may need to find a “hideaway” to allow time for
concentration. Try to block our at least 60-minute segments.

5. Become proficient in using the word processor so that you can
easily and quickly make changes in your drafts; this technology
is a tremendous time saver.

6. Organize your material. Usually, prepare an outline, but con-
sider it tentative and modify it as vour writing proceeds.

7. Keep a note pad or 3 x § cards in your car or on'your nightstand
at home to jot down ideas at odd times,

8. Prepare a “zero draft.” If you are having a difficuit time getting
started, force yourself to write nonstop to get the words on
paper. Known as “free writing,” the purpose of this train-of-
thought writing pushes you to get words on paper {or in the com-
puter) without concern for spelling, clarity, or even coherence.
This is not the time to be critical but to generate ideas to use later
in preparing vour first deaft. The value of this “zero draft” exer-
cise is to loosen you up and reduce your perfectionist tendencies.

9. Begin your writing project wherever you feel ke starting. This
may mean commencing in the middle rather than at the begin-
ning. The actual process of writing itself allows you to determine
what you want to say. Consider writing just the introduction.
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If you feel confident enough in where you want to end up, write
the conclusion first. By doing so, vou are guided in preparing the
rest of your writing assignment.

Talk out your writing. By reading it out loud, your ear helps
make adjustments. Phrases that are trite, awkward, or filled
with jargon are more easily discovered when spoken aloud.

. When vou have a hard time expressing vour thoughts in writing,

pause for a moment and ask yourself, “What am I really trying
to say?” Think through what vour point is and then work ro get
it on paper.

Put space between yourself and your first draft. Take a break of
hours or preferably days so that you develop detachment and
can come bacls to the assignment refreshed and ready to be crit-
ical. Knowing up front that you have time for revision can allow
vou to be less self-demanding when you prepare the early drafes.

Before you go public with a report, show it to one or more
trusted persons for their critique. The advantage of this step is
that outsiders may alert you to ambiguous ideas or poorly stated
ideas. You may assume that you have stated something clearly,
but the words themselves may not communicate precisely what
vou had in mind,

if, after the first or second draft, you still have some discomfort
about sharing it, even to obtain preliminary criticisen, vou might
try splattering coffee or stamping heel marks on the paper o
emphasize that the writing is traly a draft, or mark “DRAFT”
on the paper to convey that you expect it to be revised. Knowing
in advance that your intent is not to present 2 perfect and final
piece of weiting may help lighten your burden. (Interestingly,
some readers give more attention to z document stamped
“DRAFT” than they do to a final document, so be mindful of
this possibility.)

Because of time pressures, you may sometimes have to forego
massaging a document until it is perfect. Of course, you do not
want shoddy work going out under your name, but you may have
to decide that the press of other important work keeps you from
achieving a perfect document. You may have to reconsider which
writing tasks require close attention to detail and which do not.*

During the revision process, keep uppermost in mind that good
communication is your primary objective. Ask whether the
writing is clear, well organized, and easy to follow. An impor-
tant part of the editing process is eliminating wordiness,
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Hence dealing with writer’s block requires time and effort. Writing
requires disciplined thinking, which is inherently hard work. For most
people, writing always involves a degree of struggle and challenge, but
like all other challenges, writer’s block can be overcome by following
the above suggestions and being willing to comumit to the process.

If you want the reader to pay attention to your written message, announce
in the first sentence what you want to comrnunicate. If you are asking for a
new computer, want to draw your reader’s attention to a special problem, or
have a request to make, say so up front. Also, keep your memos short and to
the point. The reader does not need to know alf your thought processes. Short
wozds, short sentences, and short paragraphs work.’

Even a well-written message, however, can have its drawbacks. Because
it is 4 one-way message, you are unable to obtain the immediate feedback
you need—the reacrion and questions that ensure that your ideas are under-
stood.® Merely making written pronouncements does not guarantee that
staff will understand issues or policies—particularly complex ones. For this
reason, you may need to follow up written documents with opportunities for
interaction.

Some managers resort to memos to protect themselves. They want to be
on record as having taken a position so they are not blamed if something
goes wrong. This is a poor way of handling the negotiating process; it is
far better to engage in face-to-face discussions. Other managers are afflicted
with “memo-itis,” not an uncommon disease among those who desire minimal
contact with staff. Still others write memos on unimportant, even trivial,
matters so that staff, buried in paper, eventually view the paper that comes
across their desk as meaningless. If you want staff to pay attention to your
memos, make each one significant.

Moreover, some managers use paper as a way of exchanging barbs. They
resort to arguing by memo. Such paper grenades serve to intensify hostilites,
with each side working hard to cleverly defend a position while attacking
the other.” The paper exchange serves to impede, rather than facilitate, the
resolution of differences. Again, a face-to-face exchange is superior t0 the
written word.

With the availability of faxes and e-mail, communication has become
much faster and easier. New communication technology, however, can have
its own special issues. A main concern is confidentiality. A sensitive tax mes-
sage can be read by others; e-mails can be stored and retrieved. Therefore,
make certain that your system guarantees a high degree of privacy, or caution
staff about how confidentiality can be compromised with new communication
technologies.

Because e-mail and voice mail are so easily available, staff may not rake
the time for face-to-face contacts when dealing with highly sensitive iSSUES-
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1ike a memo, an e-mail is unambiguous and may be more harsh and
more biunt than might be conveyed when people get together and look 1nto
cach other’s eyes.” Simitarly, voice mail provides a medium for angry people
to conduct a one-way diatribe. Hostile monologues are not conducive to
working out problems.

As-a zeneral rule, when you have to explain ideas, when hostility may
exist, when you want to influence behavior, or when you need to negotiate,
arrange to communicate directly rather than send a piece of paper, an e-mail,

or voice mail.

Misperceptions

The possibility always exists that staff may misinterpret what you intend
ro communicate. For example, you offer to meet with -administrative support
staff to discuss agency policies. They, however, resent that you are deahing
with them separately from the rest of the staff and feel they are being treated
as “second-class citizens.” As another example, without conferring with staff,
you temporarily hire a consultant, and staff misinterpret this as dissatisfaction
with their performance. In these instances, staff perception is quite different
from your intention.

In addition, nonverbal communications can have special meaning.
Rolling your eyes, reading a report when an employee is speaking, failing to
make eye contact, and ignoring a greeting are cues that convey lack of mter-
est or even disapproval. Be aware that your reactions are constantly being
observed and interpreted by each member of the staff in a very personal way.
To avoid misperceptions, take careful note of how your nonverbal messages
could be perceived by others. You need this sensitivity and empathy to
ensure that people do not read more into what you are saying or doing than
vou intend. Take the time to obtain feedback from staff so you can counter
any misinterpreted reactions.

The problem with communication is the iliusion that what you convey
has been received by the other party. You have said one thing, but they have
heard quite another. That is why it is important to ask for feedback by
requesting their response and their understanding of what you have con-
veyed. Sometimes, for example, a supervisor may request that an activity be
accomplished but fail to indicate a specific time frame and a specific course
of action.

Sometimes failure of communication occurs because silence gives the
illusion of agreement. This is referred to as the disagreement fallacy. Just
because people do not express their disagreement does not mean they auto-
matically agree with you. The opposite can also be true: just because some-
one argues with some aspects of your position does not mean that they are
opposed to the fundamental idea—or to the person proposiag it. Arguments
can take place within an atmosphere of people respecting each other and

afterward going out to lunch.”
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In summary, insufficient attention to communicating with staff may result
in rumors, low morale, and even antagonism. Because managers can so
easily take the communication process for granted, the likelihood of poor
communications occurring is an ever-present danger that can quickly spoil
a positive organizational climate. Once that happens, tremendous energy
has to be spent undoing the unintended harm. Be aware that every major
organizational action gives fodder to the rumor mill, and be prepared to
continaally focus on the interactions between you and the seatf,

In every organization, staff interactions produce inevitable conflict; there
is just no way of avoiding it. Most of the conflicts do not threaten produc-
tivity and are not very painful to the people involved. In fact, constructive
conflict can bring about genuine growth as participants gain new insights
and perspectives different from their own. Positive conflict can be used to
explore opposing thoughts so that outmoded ideas can be challenged and the
organization can discover new ways of working.'” In many instances, dis-
agreements should be encouraged if they provide alternatives that ought to
be examined before decisions are made."!

If, however, conflicts get out of hand, they can be devastating and e up
huge amounts of the organization’s energy. The normal pattern of coopera-
tion is disrupted, the organization may even undergo a great loss of resources,
and its own survival may be at stake. Those who are forced to concede in a
conflict situarion are not inclined to remain or, if they do, are not as com-
mitted to the organization as before. Morale is likely to deteriorate through-
out the organization, For these reasons, it is much better to address conflicts
before they escalate to the point of being destructive.

Types of Conflict

In most human service organizations, certain conflict situations com-
monly occur: personal feuds, the alleged persecution of a subordinate by 2
superior, and struggles between two units of the organization.

Personal feuds berween key members of an organization usually occur
when they have mutual grievances, and the feuds can lead to suspicion and
hostility. Each party pressures others in the organization to take sides. Under
some circumstances involving low-level conflicts, it may be desirable for the
manager to take one side or the other to quickly resolve an issue so that staff
can get back to work.? Because arbitrarily taking sides can produce long-
term animosities, however, an even better approach is to meet with fhe_
participants, individually and together, to sort out their grievances and reach
a murually agreeable resolution.”
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The alleged persecution of a subordinate by a supervisor presents a special
dilemma. 1f the manager sides with the supervisor, there appears to be ugpjust
hias, whereas if the manager sides with the subordinate, there is a risk of
josing the loyalty of not only the supervisor involved in the incident bur also
other supervisors. Some managers have an open-door policy that aliows
anyone i the organization to COMMUILCALE A grievance. Because this can be
» ime-consuming process, and because of the possibility of perceived bias,
some organizations arrange for impartial third parties to handle grievances
in a reasonable, objective manner.

in the private sector, delegating the responsibility for investigating
and settling a complaint to an impartial agent is a common practice. At IBM,
for example, employees can take their grievances to any manager who must
rake time to investigate the problem. Another alternative is to have a com-
mittee of peers review grievances. At General Electric, a five-member panel
of both management and hourly employees is available to investigate griev-
ances. Some organizations use an ombudsperson who investigates com-
plaiars, listens to all sides, and works with participants to arrive at a solution
they all can accept. Regardless of whether managers, peers, or an ombud-
sperson is used to resolve conflict, employees must feel they are treated
fairly, that the resolution is reached in a timely manner, and that they are
protected from recrimination.™

Struggles between two units of an orgarization occur when one feels the
other is encroaching upon its sphere of responsibility. This is commoniy
known as a “turf battle.” Unit A refuses to cooperate with Unit B as a way
of protesting or even stopping the intrusion into its territory or functions.
When such a rivalry occurs, the best approach is to clarify roles and assign-
ments. If this is not successful, it may be necessary to reosganize the func-
tions of each unit so that their boundaries are quite clear. This is not a time
for indecisiveness or ambiguity.

Units within an organization can conflict with each other in different
ways: they fight because the staff perceive different objectives to be achieved,
compete for scarce resources, or believe other units are being treated more
favorably.' In general, these conflicts are best handled by the feuding units
or parties working out their own solutions. If this is not possible, effective
managers must play a more vigorous role in helping the units come to a
resolution, particularly if the conflict becomes highly disruptive.

The Manager’s Response to Conflict

Basic differences involving major organizational change are, by their
very nature, controversial. Honest disagreements emerge because well-
intentioned staff feel strongly abour fundamental directions.”® For example,
expect disagreements to occur among staff about whether to serve primarily
paying or nonpaying clients. Why shouldn’t there be controversy over
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such a profound difference in emphasis? In k
picture, managers welcome these major debates as a means of st
the organization to come to terms with significantly different d
Such controversy is healthy for the organization: and must be w
before final decisions are made. A key role that a manager can
manage staff’s passionate differences in a way th
possibilities and constructively harnesses energy.
rules that allow different people to voice their
manager provides an outler for staff's emotions. !’

Because each conflict has its own unique characteristics and nuances,
effective managers must be cautious about responding in a set pattern, as
if following a prescription. Fven 50, the following suggestions may be useful
whether a conflict occurs between individuals, between staff and their
superiors, or between units.

Confront conflicts as soon as they emerge. Immediate response is espe-
cially important in dealing with office politics; people are inclined o take
sides, and political intrigue disrupts the work of the orgamzation, If conflicts
are allowed to fester, you can only expect more severe probiems later,
The best approach is 1o bring them out in the open and deal with them
directly."® Discourage cliques from forming because a “we-the
can poison professional relationships,

Accept the reality that there are two sides 10 every issue, It is important
that all parties involved in a conflict feel that they will have their “day in
court” and a fair and impartial hearing of their concerns.

Be aware that conflict resolution takes time and thought. Whoever
assigned to examine a conflict must be willing to invest in the process.
Conflict resolution should not be viewed as an appendage to managers’
duties but as an integral part of their responsibilities,

Expect that knowledge of most incidents will eventually spread to various
parts of the organization. Although some conflicts may prove embarrassing
to the parties involved, and confidentiality must be respected, news tends ro
travel among staff. For this reason, once a controversy is out in the open, do
ot attempt to cover it up.

Promote an atmosphere of decorum. Set explicit ground rules so there is
a clear sense of fairness percetved by the parties involved.! If emotions are
running exceedingly Aigh, call for a “cooling off period” (e.g., overnight)
before attempting to resolve matters. Insist that staff treat each other with
dignity and respect, even if they have strong differences.

Establish a collaborative problem-solving proce
parties seek a mutually beneficial resolution. Both parties strive to work
through their differences by engaging in a win-win strategy. Both should feel
that resolving the conflict would benefit them, the agency, and ultimately
their clients. If this is not possible, then a compromise strategy involving some

form of exchange (guid pro quo—this for that) may be needed. A problem-
solving mode may entail both sides making com
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cyes on the larger Persuasive Communication
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terent directions, ’ Selling ideas and persuading people occur continuously in organizations,

1t be worked our Supervisors frequently try to convince their superiors, colleagues, or staff of

ger can play is to ; their opinions, Persuading and being persuaded are the vital commerce of

nishes destructive | EVEry organizarion.

ablishing ground The following is one example of the sefling process. You have received an

38 respectfully, a invitation to an oui-of-town professiona) conference, but you know thar the

ics and nuances, | budget must be prepared. It is not a good time to be traveling. Asg g middle
a set parttern, as I‘ manager in your agency, you consider the conference g unique opportunity
s may be usefyl ! to enhance your managerial skills, but you realize you must be very persya-

staff and rtheir . sive with the organization’s executive mn order to attend. What are some

| of the approaches you can consider? To answer this question, consider rech-
nques used by good salespeople in selling their prodycts ¢ In the business
world, the term customer is used to describe someone who is on the recejy-
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‘ead to various regarding staff development and conferences, !

: embarrassing Assert your position in 4 clear, succinet, and unequivocal manner. Yoy
news tends to need to communicate what you wanr and why you think it makes good
2 the open, do sense. Convey your own conviction about the value of the conference. In any

Proposal, your belief in the product and your enthusiasm for how it can ben-
les so there is efit the other party (your sapervisor or your organization) can be 4 deciding

emotions are

factor in making a cdnvincing case. Cerrainly, any uncestainty or feelings of
35 overnight)

ambiguity can detrace from being persuasive. You have to be convinced thar

h other with _‘ your project is worthwhile before You can convinee others,

: Convey both data and an emotional story to get acrogs your point. If you
be conflicting Ar¢ proposing a new plan, provide evidence of how it cap cyr costs or add
ve to work ' clients, Supplement numerical data with examples, stories, and analogies to
h should feel E nake your story come alive. Paint a vivig picture to gjve compelling creds-
il ultimately : bility and to make an emotional impact. Document how going 10 the cop.-
rolving some ' ference would produce tangible payoff to the agency and clients you serve,

A probiem- Tune in with genuine empathy to your andience by understanding what

- resolution. 1 is important and of high priority. Is staff development of major importance
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to your superior? If the answer is ves, vou sdll must realize that the budger
needs to be completed on time and financial constraints must be addressed.
Having empathy for the executive’s concerns abour completing the budger
can help you present your case. As a resalt of careful listening to what youy
audience is thinking, you may be willing to alter or COMPromise your own
plans, which in turn makes your case more appealing to the other side,

Anticipate and deal with objections by engaging in a mutual problem-
solving approach. For example, if your executive states that your being away
would keep you from completing your part of the budget assignment, then
you could ask, “Could we rogether figure out a way that I could complete
‘my assignment in time for me to attend the conference?”

Sometimes, it is better to anticipate objections in advance of their being
voiced by your audience. Suppose you anticipate two possible objections:
the added costs to the agency in a period of austerity and the time pressures
for completing your part of the hudget preparation. You might say, for
example, “Although 1 see major advantages to attending the conference, [
also recognize that my going at this time may put demands on our budget
and could affect completing next vear’s budget on time.” By acknowledging
the objection in advance, you gain the opportunity to defang i,

In responding to an objection, it is generally a good idea to cushion your’
response with such comments as, “I can appreciate and understand why you
might feel this way, but I would like you to consider . . .” You can disagree
without being disagreeable. Your objective is to remove or neutralize the
roadblock without making your audience feel defensive.

Be specific about the advantages of your proposal to vour audience. You
would not give as a reason for going to the conference, for example, that you
need a break from your daily work. The needs of the organization, not your
own, must be paramount. Also, be specific in conveying how vou would
meet those needs. Describe, for example, which particular workshops would
be helpful. You might even offer to train other staff upon your return. The
point, then, is that your proposal should demonstrate in concrere terms how
attending the conference would add value to the organization.,

To gain closure, provide options for your audience to consider. Having
tuned in to your audience and heard some of their objections, offer alterna-
tives or even compromises that can help vou “close the deal.” [f cost is a
tactor in your attending the workshop, you might offer to pay for haif or
arrange for out-of-town housing with a friend. If time away from the office is
a factor, you may need to work weekends to complete your part of the bud-
get assignment or take work with you and complete it by the time you return.

These options can generate a win-win decision: you get what you want,
and more importantly, the agency gains. Your willingness to make adjust-
ments shows your commitment to the organization. In conveying options,
you provide your executive with choices: “Would you prefer that I attend
two days instead of five to keep the costs down?” By using the choice for-
mat, you encourage yvour audience to make a decision rather than let it hang
in the air. Of course, providing options requires a degree of flexibility and
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ic, and they begin the Persuasion process prepared to adjust
their views and incorporate others’ ideas. When your colleagues (or your
manager) realize that you want to understand their views and are willing to
make changes in response to their concerns, they won’t fee] manipuiated, 2

This is an example of attending a conference, but the same approach could
be used in considering whether to buy an additional computer or embark on
anew program. In all instances, you are identifying a gap between whart exists
now and what could he accomplished as 2 result of your proposal.

Inn the final analysis, persuasive communication satisfies a need; ir solves
a problem. You should first crystallize what thar need js and then show how
your proposal answers that need. You must either neutra]
show how your solution provides overwhelming benefirs. Persuading people
fo your point of view is not so much 4 Mmatter of selling them but of tuning
in to their issues and negotiating constructive solutions.

ize objections or

No single method of communication is useful for 4] situations. If staff

number in the hundreds, formal WIItten communications may be necessary,
but this would likely be inappropriate in
a large organization, the chief executive communicates through a nerwork
of key staff people, who in rurn communicate with their staff, iy 4 srrall

Top-Down Communications

A common complaint among staff is that the
developments in their organization. This ca
think they are a part of, and contribute to, th

¢ organization. Communication
must be given high priority if staff are to be

lieve that everyone is imporrant
ing the organization’s mission,

In large Organizations, comnunication flows down from the top of
the structure. Usually, the agency is organized so that TOp management is
responsible for formulating positions or carrying out policies of outside fon-
ders or policymakers. Typically, the span of ¢

ontrol (supervision) involves
four to seven managers who then meet with division heads under them. This

hierarchy can be quite extensive, depending on
The more complex the structure, the more each
tommunication network, Breakdowns in com
when messages are lost or poorly conveyed, esp

the size of the organization,
manager is a key link in the
munication can easily oceur
ecially when middle tnanagers

Facilitating Internal Communication



374

INTERACTING EFFECTIVELY

feel free to add their subjective interpretations, which can engender problematic,
reactions. The results can be disastrous for the organization.

Communiqués to staff about a change in assignments or procedures
should always be accompanied by clear explanations of the reasons for the
change. Staff should understand the rationale behind the change; otherwise,
they may resent what appears to be an arbitrary and capricious decision,
ultimately affecting their carrying out the request. They need to have clear,
candid explanations about how the change would benefit them, their clients,
or the organization.

For example, suppose that management decides that staff who work with
foster children must see the children at least once a week. Managers should
communicate to staff that children would benefic from increased continuity
resulting from these visits. To ensure that staff understand and accept the
top-down communication, a monitoring system should be established so that
supervisors can determine whether children are actually being seen once a week.

In addition to this hierarchical network, there are other ways of commu-
nicating from the top of the organization. Organizational newsletters,
public announcements, e-mails, bulletin boards, and large statf meetings are
among the ways that staff can learn about the latest developments.

Bottom-Up Communications

Staff should have ample opportunity to communicate ideas and give
reactions to their immediate supervisors and top management. This upward
communication network can help managers determine whether staff under-
stand and accept requests or whether they have concerns or problems, Further-
more, a bottom-up approach can solicit valuable suggestions and provide
information from those directly on the firing line. Most important, when
staff are encouraged to send information to top management, they feel better
about their own role in the organization.

Unfortunately, some organizations give the illusion of being an informa-
tion network while treating staff ideas in a cavalier fashion or ignoring them
altogether. If staff members believe that attempts at communication are
insincere gestures, expect an even more demoralizing atmosphere than if no
effort was made in the first place.** If you cannot carry forward staff ideas,
at least make certain that you give them an explanation. Nothing is more
frustrating to staff than when management claims their ideas will be raken
seriously but then does not follow through.

Obtaiming Key Information

Certain events and activities demand informadon that can impact decisions.
For example, the information may deal with a project’s progress, a new ser-
vice, ot staff performance. Certain activities or events become particularly
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crucial when they go beyond a particular threshoid. For example, if there has
been a substantial increage in client no-shows, it is important to understand

the reason for this trend. Similarly, if there is a major decrease in cliens

If there is a reduction in an expected income stream, this information should
aiso be made clear. Managers seek to know if something unusual, upey-
pected, or exceptional js taking place. It is important to obtain data about
emerging treads before they turn into major problems. To foster managerial
decisions, weekly and monthiy reports should distinguish general infor-
mation from thar which is key and exceptional. The term management by
exception conveys the idea of concentrating on out-of-the-ordinary events, 25

If, for example, staff fail to meet their monthly interview targets, management
would want to focus on this issue,

Employee Surveys

when a new policy is under consideration or g brogram needs to be imple-
mented. Staff can be of particular help in wdentifying problems as they arise
in a new program. Staff may not have the answers, but their ability to artic-
-ulate problems can be mvaluable to management,

Surveys are commoniy used because they are inexpensive, collect infor-
mation from everyone in the orgamization, and identify trends. Management
could ask staff such questions as these: “What in this erganization would
you retain? What would you want to see discontinued? What do you think
the organization expects of you? What do you expect of the orgarization?”
Answers to these questions can provide msight about whar is uppermost on
the minds of the staff and permit management to consider new directions.
Surveys, however, have the disadvantage of inviting bias in the way they are

worded and of causing staff to hecome disenchanted if they sce little
response to their feedback ¢

Suggestion Systems

To identify concerns from the entire staff, try the old-fashioned sugges-
tion box. This permits people to communicate their concerns anonyrmously
and could reveal festering problems. The suggestion box allows staff to
Present their complaints and concerns without feeling intimidared. Perhaps
clients in the Waiting room are not being treared courteousty. Perhaps there
s concern abour the mconsistency of a staff dress code. Normally, without
3 suggestion box, these concerns might go undetected and therefore not
be addressed. Through the anonymity of the suggestion box, everyone
professional staff, administrative assistants, and accoun

tants—-can €xpress
‘oncerns or make suggestions,
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Managers, of course, should determine whether the suggestions ape
helpfut or are so vague and undeveloped that they cannot be addressed. Ag
with surveys, respond to the entire staff so that employees know manage-
ment hears and values their suggestions. Otherwise, the bax becomes 3
receptacle for gum wrappers.

Another way to encourage communication is to have an open-door
policy in which top management is available either on a continuous basis
or for scheduled appointments. Some managers, for example, schedule an
“open house” regularly each week. Staff welcome the opportunity to talk
with top managers on matters that bother them. This approach can create
problems for supervisars who feel that their subordinates bypass them, and
it may tempt fop management to try to resolve matters thar are berter left
within the units. Still, safeguards can be implemented so that stait do not
inappropriately circumvent sapervisors. For instance, a manager couid
suggest that employees follow up the issue with their supervisors, or that
supervisors form ad hoc task grovps to address staff concerns. Furthermeore,
discussion could be limited to systemic {organizational) issues rather than
inferpersonal or individual matters.

Active, one-on-one consultation with subordinates is another way t
foster good communication. Individual consultation with several staff, how-
ever, can result in delays between the formulation and execution of a top
management idea, sometimes elicits irrelevant suggestions, and even invites
criticism. The advantage of actively soliciting advice and information is that
you can determine if there are mistakes in the management- formulated plan
as well as gain insights from staff about whether and how well a decision
might work.? If you are particularly interested in staff productvity, then
supervisors can individually determine what makes staff feel productive by
asking them such questions as, “When do you work at your peak? What do
you like most about your job? What bothers you about your work? What
resources do you need to be more productive? What policies and procedures
should be modified so you can be more productive?” Based on staff
responses, you can determine what is highly individualized and idiosyncratic
and what concerns are held in common.

A variation of one-on-one consultation is for management to meet with
small groups of employees. These face-to-face meerings, sometimes compris-
ing staff from several different sections, can provide helpful responses
policies under consideration, These meetings can be time-consuming but
worthwhile, not oniy for obtaining valuable input but also for squelching

rumors.*
Informal Communication

One of the best ways to keep in touch with staff is through informal con-
racts. In the hallways, on the elevator, in the lunchroom, you can take a few
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moments to ask how a projecr is going,

or how a spouse is recuperating. Sometimes these spontageous communi-
cations take place right after 4 formal meeting, and interestingly, can be
even more important than the meeting itself. By asking people abour their
jobs as you walk through the building, you pick up ideas and suggestions
that you would never obtain by sitting at your desk. The tag name for this
is MBWA-—management by walking around.?® Some managers make a
point of regularly scheduling time to walk through their unit so they can
obtain feedback from thejr staff. Be careful, however, because when you

make a daily walk you may be perceived ag prison guard making rounds.
An alternative is to enga

ge in impromptu discussions to and from your

how the copy machine is working,

I your schedule is too demanding during the workday, arrange to greet
peopie as they arrive ar work or go home. Informal staff fiy

nctions, such as
picnics, provide a chance to get to know staff on a more e

rsonal level,

Good Feedback

At the heart of any communication is feedback, a process that requires
reaction 1o actions or siruations in the organization. High reliance must be
placed on good feedback because it is the hasis for taking necessary, correc-
tive actions. To encourage good feedback, the ability and the commitmen
to listen are absolutely essential.

Unfortunately, meamingful listening, though subscribed to, s often
breached. We all have g tendency to concentrate on our own agendas
and thoughts so that we resort at times to “pretend”
Meaningfut listening requires tre

It is quite human for all of u
avoid criticisms, Some supervisors, for example, avoid lisre
ees complain because it spoils their own good moods. Yet by taking time to
listen, a minor complaint can be handled with minimal energy or a hidden
probiem can surface, In addition, listening to staff complaints, even though
you may be limited in making changes, offers at least some solace that seaff
can feel free to express themselves.

On some occasions, Employee A may complain about Employee B:
“He’s goofing off on the 10b.” “She offended 2 cliens. But then Employee
A requests that the information be kept confidential
cult to communicate directly to Employee B withou

or selectively listen,
mendous effort and total concentration, 3

ning to employ-

» thus making it diffi-

nication issue can be deals with in one of three ways. Either ask Employee
A to communicate the concerns directly to Employee B, or request that
Employee A glve permission to give the source of information. If neither of

these first two options is agreeable, vou may be forced ro communicare

. —
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Facilitating External Communication
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with Employee B thar this matter has been brought to your attention ig
confidence.

In summary, effective managers must ensure good communication o
convey the organization’s values, promote staff commitment, and handie
conflict. Be mindful that communicating is a IWo-way process of transmir-
ting ideas and runing in to staff’s thinking and feelings. Good communica-
tors are good listeners.

Keeping in touch with important outside constitwencies is vitally important
for your organization’s long term viability. Through continzous communi-
cation, you can gain the support needed to sustain your efforts and expand
your organization’s influence. This section highlights three useful ways of

comumunicating to the outside world: using personal networking, electronic

technologies, and the media to transmit your message.

Importance of Networking

To strengthen your organization’s position in the community, you need

to expand the number of people in your network and deepen the bonds with
kkey persons. Consider the following activities;

 Broaden your network. Take the time to go to meetings and confer-
ences, Join civic activities or leadership organizations where you can meet
community leaders and develop relationships that could have significance.
For example, assisting the county commissioners on a local levy campaign

can put you on a first-name basis when you later appear before them at a
budget hearing.

s Identify “connectors” who can introduce you to other key leaders in
your community. These are persons who have extensive social networks
and enjoy putting people together. Your board members or advisory com-

mittee members can help you gain access to other significant people in the
community.*

 Strengthen social bonds with key people. Without being intrusive, you
can stay in touch with people through frequent cormmunications and infor-
mal contacts. Make a point of being in touch with key people, even when
you are not making a request of them. For example, you need to be in touch
with key donars, even when you are not asking for money.

Be mindful of distinguishing between building a beneficial network and

engaging in self-serving contacts. Be prepared to reciprocate when they may
call you for assistance,”
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Using Flectronic Technology

Web Sites. Many human service agencies have by now developed Web sites
so that people can easily access mnformation abour an organizarion. Iy ig
tmportant that the Web site be regularly updated because thig encourages
other organizations to link to your site and generates more traffic. Many
feporters do much of thejr Story research online, so jf your site is not up-ro-
date, they are unlikely to fearyre your program. Also, it is psefy] to track the
number of visitors ¢ the Web sire and encourage their registering by com-
pleting a guest book or 4 survey for other information, Offering incentives,
such as recent publications or placement on the newsletter mailing list, can

visttors ta volunteer or

Ients want, support
your mission, generate contributions, and provide links to other Web sites,

Your Web site could also include an mtranet component that can be yused
by staff or board members only so thar volunteers and saff can send docy-
ments to each other, keep a calendar of Project meetings or deadlines, and even
provide discussion space for long distance meetings. There are many “portals™
that provide mtranet-like features, One portal thas Provides group e-mail dis.

You must maintain and update the Web site and arrange 1o register with gz}
major search engines by providing key words related to your work, %

newsletter, you save o the cost of mailing and printing, Through a privage
access code, e-mail is an excellens way to keep hoard members and volunteers
informed of matters that are of special interest to them but would not g0 in
the general newsletter, Some orgamizations have 5 member listserv where any
Mmember can gsi questions or discuss upcoming events, Someone needs 1o
moderate the listsery 1o, make sure that one or two people do not dominate and
that the content stays focused. A few organizations use e-majl 1o encourage
subscribers to contribute money directly and donate online by credit card 7

Involving the Media

Human service organizations typically become involved with the media
under three circumstances: (1) to highlight an aspect of the or

ganization,
(2) to address 4 crisis, and {3) ro nfluence public policy.
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To get your story heard in the public media, you need to communicate 1o
a reporter, editor, or television or radio producer an idea that will appeal to
people’s emotions or be unusual.’® The greater number of people affected by
the subject, the more likely your story would receive attention. The fact thar
your organization supports legislation to increase services for seniors in your
community may not attract media attention. But if you were to arrange for
four buses of seniors to go to your state capital, this event (“happening”)
stirs media interest. Your local newspaper is likely to have a photo of the
seniors entering the bus, and the television reporters may interview seniors
who are affected by the legislation.

When your agency faces a crisis, you can be certain that the media would
be interested. When a staff member sexually abuses a client or an accountant
embezzies agency funds, you do not have to worry about attracting media
attention. The media would pounce on your organization. In a crisis, expect
hard-hitting, often negative, questions from the media and subsequenst panic
from the organization. The best approach is to be proactive. After obtaining
legal advice, set the record straight before inaccurate information has an
opportunity to spread. If news is bad, the quicker accurate information is
out in full, the better. Your main objective is to convey that your organiza-
tion is honest, open, and willing to provide accurate information. Never lie.

Agencies often use the media to influence public policy. Media advocacy can
be used to pressure political and business decision makers to make desired
changes. For example, if your agency is involved in preventing substance abuse,
you might take advantage of a tragic event involving a drunken driver killing a
child to challenge the use of billhoards marketing alcoholic beverages in your
inner city community. You might organize a commanity vigil in front of the
billboards, and then send information packets to a journalist about the extent
of alcoholism among voung people in the community. Further, you could write
letters to the editor, or arrange to meet with the editorial staff to alert them to
the nature of the problem. Thus the value of media advocacy is that it amplifies
the agency’s voice. Tt takes advantage of situations and uses them as an oppor-
tunity to dramatize an issue refated to the organization’s mission.”

In summary, good communication is proactive and constantly seeks ways
to keep important stakeholders—inside and outside——in touch with organi-
zational developments. Being proactive means anticipating who needs to
know what information in a timely manner. By doing so, you engender
goodwill and support.

Questions for Discussion

1. What factors, if any, inhibit the positive flow of information in your
organization?

2. Can vyou identify instances of misperceptions occugring in your
organization? How were they dealt with?
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3. What are examples of top-down or bottom-up communicarions i
your organization?

4. What are some ideas for improving communication in your
organization?

5. As a middle manager, you ask staff to use the suggestion box to offer
ideas to improve agency functioning, In the past, staff have not taken
the suggestion box seriously, mostly using it to discard gum wrappers.
How do you convince staff to take the suggestion box more seriously?

6. You have two weeks to prepare a major ten-page report for your
prep i page rep )
agency. How would you approach completing the assignment? In the
past, how have you dealt with writer’s bloc?

7. How does your agency ger its message out? To what extent is it using
electronic technology described in the ¢haprer?

6. In groups of three or four, discuss conflicts between units thar have

occurred in your organizations. How did you recommend problems be
worked out?

7. Suppose you wanted to encourage the media to highlight the work of
vour agency. How would you generate 4 story featuring one of your
clients (being mindfu! that client confidentiality and privacy must be

respected)? What do you hope to accomplish by having a feature pre-
sented in the media?

8. Consider a situation in your agency in whick you wanted to persuade

other staff or your manager. How would you go about presenting
vour case?.
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Team Building And
Coalition Building

The Importance of Team Building
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anagers of human service organizations must continuously work
. with others, both inside and outside their agencies. These collabo-
rative relationships involve achieving mutual goals while respecting separate
identities and different roles. In working rogether with others, managers seek
common grouad, but they can appreciate when it is appropriate for colleagues
to take separate paths. This chapter explores how managers can work
collaboratively with individuals and groups—internafly and externally—to
further the goals of their organization. Specifically, this chapter focuses on
{1) building teams and task forces within the agency, and (2} working with
collateral organizations.

woatfFe,

Increasingly, organizations—whether corporations, voluntary agencies, or
government hodies-—are moving away from hierarchical, top-down to
bottom-up decision making to better involve their staff members. This trend
is especially true in the human service field, where many staff members
actively participate in the operation of the agency. Effective administrators
turn to staff members at ail levels for information, for opinions, and for car-
rying out administrative decisions. Because those who are actively involved
in decision making are most likely to have the enthusiasm for implementing
those decisions, agency managers should seek meaningful ways to foster staff
participation. Forming staff into teams is one of the most effective methods
of developing staff commirment.

Merely putting a group of people together in the same room does not
guarantee a team. As distines from a group of individuals who may lack a com-
mon purpose, a team strives for unified goals. Team members use the group
process to generate a diversity of ideas and experiences that can address orga-
nizational problems. The combined contributions of members equals more
than the sum of their individual efforts. This group synergy results from statf
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members’ working cooperatively to produce resuls that are qualitatively
better than whar each individual member could produce alone. !

Teams can be manager-led or self-managing 2 Typically, manager-led
feams are responsible for implementing assigned work. For example, in 3
children’s stitution, staff assigned to individyal cottages work as a team
under a supervisor, In turn, each cottage team is part of a larger residential
wmt team that meets periodically to work on problems. Under this format
the supervisor assumes the role of team leader, and the mdividual members
work together on common concerns.,

Under a sef-managing team, members agsyme responsibility for determin-
ing their own process and monitoring resyles. They select their own team
leader, who may or may not be g manager, The team deemphasizes formal
supervisory roles and encourages members to substitute group decision
making and consensus for the direction of a supervisor. Management, how-
ever, can still retain responsibility for the overal] direction and provide some
coaching as needed, Self-managing teams may be ongoing or operate as task
forces with a time limited schedule {to be discussed).

Responding to Circumstances

To borrow a sporss analogy, different circumstances Promote greater or
lesser team interaction. A basketball, football, or hockey team may require
much interaction and interdependence among its members, A singles tennis
team, and to even a greater extent a golf team, requires js players to function
relatively independently of each other. So too, in providing human services,
circumstances may dictate the need for different degrees of independence and
interdependence. For example, a counseling agency requires its practitioners to
perform most of their activities in separate offices with individual clients. Ac
a result of their isolared activities, staff rarely come in contact with each
other. But under special circumstances, for example when the agency is being

ation, the agency may provide for numerous oppor-
tunities for staff to meer,

Creating Team Spirit
Highly productive teams share the following characteristics;?

1. They develop and communicate a shared vision and work toward
common goals,

o

They deemphasize hierarchy, as every team member works to make
the idea or plan succeed. With few exceptions, no one pulls rank,

%)

- The most important factors iy selecting team members are their cred;-

bility, expertise, and the ability to connect to important constituencies
within the organization.*
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10.

1i.

12,

13.

14.

. They encourage open communication. Although they may discuss

complaints openly among themselves, they are discreet abour what
they share with those outside the team.

They develop trust in each other and respect their teammates both for
their skills and as people.

. They are comfortable with each other and enjoy playing and work-

ing together.

. They are task oriented and focus on producing results. They are not

just a discussion group; rather, they have identifiable objectives that
they want to accomplish. They establish specific performance objec-
tives, for example, developing a new service or responding to client
requests within 24 hours.

They establish clear rules and behavior, such as attendance require-
ments, confidentialiry, respect for each other, constructive confronta-
tion, and full participation. These rules promote focus, openness,
commitment, and trust.’

. Team members are interdependent. They try to achieve something

that would not be possible for them to do as individuals. Team
members build on each other’s contributions instead of duplicating
or interfering with them. They are willing to sacrifice their own inter-
ests for the good of the whole team.

Team members are constantly aware of the team’s performance.
Based on continual feedback, they make self-correcting adjustments
to improve performance.

They are highly committed to, and own, the team’s work, They do
whatever it takes to complete tasks, which sometimes means work-
ing hours beyond the usual work week.

Depending on the team assignment, members take responsibility for
areas outside their immediate sphere. Working as a team member,
counselor may have suggestions for the marketing department; a sup-
port staff may have thoughts on how maintenance can be improved.

They make decisions by consensus, which is made possible because
of agreed-upon goals. Generally, votes are not taken, and majority
rule is not applied. The consensus is not based on the need to con-
form; rather, people argue, debate, and work their way to a common
decision.

Training is provided, especially if members are new at working on a
team. This training could include team problem solving, managing
meetings, and conflict management. Team training helps people under-
stand that consensus decision making means people might have
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different opinions about the best solution to a problem, even afrer
considerable discussion. Everyone is willing to get behind one option
to make it work, however.

Overcoming Barriers to Winning Teams

Initially, not all participants on the team may be good team players. Fyen
those who lack traits that would make them effective teamn members, however,
may eventually become team contributors if they are given the right motjva-
tiont and training, For example, some may want to work independendy, pre-
ferring to receive credit or even criticism for their own individual efforts, They
may believe that being part of the team mterferes with their ability to complete
individual work, They may need time to adjust 1o the team. Encourage their
participation in meetings so that other members of the team can appreciate
how their expertise can contribute to achieving team goals. An effective
approach in team building is to have the group develop its own ground rules
of operating, which has the effect of empowering team members,

Two other problems can occur among members of a team, First, one or
more members may tend to dominate mmeetings, attempting to dictate direc-
tions and unduly influence the thinking of the group. Other team members
can then become dissatisfied and frustrated. The leader needs to communi-
cate with these “prima donnas™ thar their personal attitude is disrupting
the team spirit, and thar their overall work performance is measured by the
extent to which they participate as a team member, A second, and opposite,
problem is the tendency for some members to disengage. An effective team
leader understands that disengaged team members may feel insecure and
may be afraid to say something which might make them look foolish or turn
out to be wrong, In both instances, the team leader needs to take members
aside to talk about how thejr behaviors need to change for the benefit of the
organization,®

Occasionally, you may encounter a member who is unwilling to respond
to training and who is unable to work with other team members, Their mis-
trust is so profound that they poison the ability of the team 10 work together.

I these staff members do not respond to coaching, they should be trans-
ferred off the team,

Becoming an Effective Team Leader

Not all team leaders are mherently effective. Their own personal style can
negatively affect the team, or the atmosphere of the organization may not
truly support team efforts, Team leadership, however, can be enhanced in
several ways. First, team leaders need clear directives from senior managers
regarding their role. At the very least, their roles should be legitimized with a

-—.._._"._.;_.;ﬁ...__....ﬁ_;ﬁﬂ_w_._....____‘_
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formal title and job description that clarifies how this differs from usaal
supervisory roles. Team leaders must also understand the boundaries of their
decision making as well as the parameters within which their team can func-
tion. How much initiative can they take? How innovative can their team be?
These are questions that must be understood at the beginning of the team
process. Second, team leaders should develop leadership skifls thas can enhance
the functioning of their team. These include negotiating, communicating,
agenda setting, goal development, and action planning skiils. Third, a team
leader creates a safe environment where people can communicate whatever
needs to be said without fear of reprisal. In the course of discussions, a team

leader pulis rogether divergent ideas and identifies themes that may show
connections.’

Handling Conflict

Conflict can significantly affect a team’s decision-making effectiveness,
Inevitably, team members can have incompadbie wishes or irreconcilfable
desires. Two kinds of conilict can occur in teams. Relationship conflict can
involve tension and even dislike among group members. This form of conflict
is detrimental to group performance and member satisfaction. Because rela-
tionship conflicts distract people from their tasks, both leaders and group
members must work hard at controliing personal animosities. Team leaders
must bring the antagonistic parties rogether to resolve their concerns—or help
them work together as professionals despite their personal animosities.

Task conflict involves differences of viewpoints and opinions related to

~how the group is to accomplish tasks. Moderate levels of conflict over tasks

can enhance group performance and further the development of new per-
spectives.” Teams whose members challenge each other’s thinking develop a
more in-depth awareness of choices, create a rich range of alternatives, and
ultimarely make the kinds of effective decisions required in today’s turbulent
environment.” Task conflicts can reduce apathy and generate a higher level
of team investment. Managers can ask members to take opposing view-
points. Members who come up with different and useful ideas should be
given special acknowledgment. Debate within the team can reduce the
dangers of groupthink (discussed in Chapter 17).

The key to managing conflict is to encourage people to debate their ideas,
to have strong differences of opinions, and at the same time maintain a high
level of civility. Team members must know thar they can feel strongly about
an issue and fight hard for it without questioning the competence or integrity
of those with opposing views.™® They avoiwd becoming personally hostile or
angry with their colleagues. When conflict is managed well it becomes an effec-
tive tool for exchanging ideas and making better organizational decisions.

The most common type of conflict relates to work problems. One faction,
for example, may want to change o a whele new procedure while the other
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apposes major change. Another kind of conflict occurs when some members
feel that they have to carry the load of others, This kind of conflict can
destroy a team if it is not resolved quickly. Pinpoint whether the persons
not carrying their load lack skills or need additional training or coaching. A
more sertous problem would be apathy in relation to achieving the team’s
goals. Still another problem relates to individuals forming cliques within
their teams. By excluding others, they invite hostility thar can interfere with
team functioning. These issues must be deat with quickly if the team is to
continue working together. _

In all of these conflict situations, team feaders must determine rhe source
of the conflict and then take proactive steps to deal with it. Initially, the team
leader may wish to meet with those who are complaining to determine the
nature of their concerns and then meet ndividually with those who are the
target of their annoyances, It is important, however, that the team feader air
these concerns before the full team.!! it conflict is not discussed candidly,
upset members can corrode the team process. Moreover, the team leader
must help those who are in conflict to fisren to each other, especially if each
side is intent only on winning its own point, Asking key members to para-
phrase what the other is saying is one way of opening up their minds. It is
also helpful that each faction convey how its position could help the team
achieve its goals. If both can see that everybody is working toward the same
goal, there may be room for flexibility and compromise.

The team leader must encourage differences while discouraging inter-
personal hostility. Ground rules for discussion must be established clearly
in advance: no personal attacks, no disparaging comments, no personaliz-
ing of the issue. Another helpful ground rule is that changing a position
1s not a sign of weakness but of strength. Finally, people can express their
feelings because positions are usually a combination of both intellectual
thought and emotional reactions. Understanding how other people feel
about an issue, and the depth of thejr feelings, is an important part of
teamwork.

One approach a team leader can use to foster a more open negotiating
process is to have each faction prepare a list of what it feels the other side
should do, and then have the parties exchange lists to determine the compro-
mises to which they might agree. Another approach is to ask the conflicting
members to write questions that require answers from the other side. Our of
this process can come a mutually agreed-on position.

Having a Good Fight While Getting Along

Understanding how group members can have fundamental disagreements
and still get along withour resorting to destructive conflicts with one another

is vital. It is instructive to understand the specific ractics that can be taken o
achieve this goal:?
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s Frame the choice as a collaborative, rather than a competitive, effort.
Successful teams believe that collaboration works to everybody’s best
interest. Having a shared vision and working toward a common goal
farthers the team process.

o Obiain facts. The more current data that can be made available, the
more likely team members can focus on issues, not personalities. In the
absence of good data, a tendency is ro debate opinions—some ili formed.
Facts allow people to move gquickly to the central issues and reduce
reliance on guesses or self-serving desires. Therefore, it is important that
preparation for team meetings be devored to getting good information.

¢ Develop mulitiple alternatives. Having many options before the group
encourages creative thinking and allows participants to consider
combining elements from each of the choices. Sometimes members are
encouraged to present a range of options just to have more choices
before the group.

o Put people in a positive mood. It helps to have people loosen up before
embarking on the seriousness of the team’s agenda. Mavbe they can
tell some humorous episode that happened to them during the week or
describe some positive personal experience. Good humor helps lighten
the atmosphere and provides a psychological mood for blunting the
threatening edge of criticisms or negative information.

s Seek consensus with qualification. This particular tactic may be more
suitable in manager-led teams, It involves a two-step process inn which
tearm mermbers tall over an issue and try to reach a consensus. If they
cannot, the most senior manager makes the decision.

For example, a children’s institution staff team may have different opin-
ions about whether an adolescent is ready for discharge. The residential
director in these special circumstances makes the nltimate decision with the
guidance of various members’ mput, The other members of the team accept
this decision as long as they believe the process is a fair one and that they
have had ample opportunity to express their ideas. Most people want their
opinions to be considered seriously, but accept thar these opinions cannot
always prevail. The key is that the ultimate decision is based upon open and
honest communication and net on some hidden agenda known only to the
team leader. This approach permits decisions to be made fairly quickiy.

Interactive Team Exercises

Learning to be an effective team member takes work and a considerable
amount of introspection. Team members need to be aware of how they are
doing as a member of 2 team and be able to help their fellow team members
function appropriately. One way of fostering this understanding and enhancing
team skills is to ask team members to participate in: preliminary exercises that
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L Ask twe factions to debate an issue relevant to your agency, For
example, a neighborhood center conld debate the question, “Should we rake
Youngsters to an ourside playground>» Give each Broup starting arguments for
their position for and against. Provide members of each group with disparag-
Ing remarks they might convey in regard to the other group’s Pposition, Discusg
afterwards how the designated leader and other EFOUP members might have
better resojved theiy differences. Also identify some of the positive ideas that
were conveyed and how these might be replicated in regular team meetings,

2. Divide the 8roup mnto those who wear blindfolds and those who Jead
others around obstacles and dowp, stairs. Disciiss afterwards how suppori-
ive (or not) the coaches were 1g those who had to wear the blindfoids.
Discuss further what would foster trust of lack of trust in team disc

3. Ask people to take 30 minutes o draw together on 4 farge roll of paper
their individua} thoughts abour how they perceive theis feam functioning and
their role in the team. Obviowsly, artistic talent is not the essential aspect of
this EXercise, so stick figures or use of color may be ways of expressing
people’s thoughts, For example, one person might draw 5 swing without
ropes, indicating their feelings of lack of support., Another might draw an
Octopus, conveying concerng about the team going off in jots of different
directions and lacking central focus, No one s o talk during the drawing,
but afterward each uses the drawing to reflect on his or her position. This
becomes an Opportunity for people 1o examine what procedures need to he
altered for team members to helieve thar they can contribute more,

¢ Are members contributing suggestions abour how the group can
Improve?

* How weli do members of the team understand problens;

¢ How often do members ask for—angd BiVe—support to each other?

* How willing are members to finish the work that wag assigned to
individuals?

¢ Do group members Iespect each other’s ideag?

* Is everyone pulling his or her weight?

¢ Isthere 5 strong sense of collzboration, even i the face of differences?

¢ Is there a tolerance for Individuals Occasionally .functioning indepen-
dently, when this seems a good idea?
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# Are innovative ideas encouraged?
» Are people encouraged to try out new roles and grow into them?

Positive answers to these questions indicate teams are working construc-
tively and collaboratively to resolve issues.

Task Forces

Sometimes teams are designated as task forces, which implies carrying out
a specific assignment on a time-limited basis. The term ad boc task force
suggests that when the group accomplishes its purpose, it dishands. The
advantage of an ad hoc task force (sometimes known as an action team) is
that it has a clear mandate to handle a particular probiem and is rermi-
nated once the problem is solved. Usually, members are asked to parti-
cipate voluntarily, based on their experience and expertise.'* The group
may establish its own timetable and set its own pace, or management may
convey expectations. The supervisor can be team leader, or the role may
be assigned to different members of the staff for different issues. To foster
different perspectives, task force members may be drawn from different
units of the organization.’ Moreover, there is the possibility of developing
a network as task force members communicate back to their home base
usits,

Five caveats should be kept in mind to keep task forces from becoming
counterproductive. First, the staff who develop an action plan may not
necessarily implement it. The group formed to carry out the pian may need
to be reconstituted with management and participants from other units.
Because newcomers may not have participated in the planning process, they
typically need time to develop ownership of the undertaking.

Second, it is possible that staff may identify so much with their task force
that they become elitist and' exclusionary in their outlook. Others in the orga-
nization may become resentful because they perceive this task force to be a
cligue. Members of the group must understand that they have a responsibility
to share their experiences with others. Time limits and rotation to different
groups help diminish cliques.

Third, in establishing the task force, it is important to clarify roles,
responsibilities, and ground rules under which it functions. Otherwise, the
group may not understand its function and decision-making boundaries, Is
it only advisory? Is it responsible for executing its own recommendations? Js
it designed to initiate ideas or react passively to ideas being generated by
management? Can its decisions be overridden and, if so, by whom? It is also
important to clarify the role of the team leader. Is the chairperson responsible
for following through, or only for facilitating the group discussion process?

Thus, the task force must be given clear and detailed guidance about the job
it is to carry out.'
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Fourth, staff involvement on task forces must be meaningful,
Unfortunately, it can be superficial when scaff appear to have input into the
organization’s decision-making process but management ultimately ignores
or belittles their ideas. If staff are limited to making trivia) decisions, they do
ot invest in the process.'” People sense when their ideas are genuinely
desired and when the organization is resorting to gimmickry.

Finally, if several task groups are organized simuitaneously around dif-
ferent issues, they must be coordinated. Unless the various parts of the orga-
nization coalesce on issues, serious problems can result, For example, if one
part of the team is working to change the reward system, while another stud-
ies personnel practices, and a third group considers the organization’s tasks,
much confusion can result if there is no attempt to unify these group’s efforts
and findings. Hence, task groups must keep lines of communication open and
work to achieve a collaborative efforr. It may-be helpful to appoiat a “traf-
fic cop” to oversee the various task forces,

If team building requires that effective managers focus on developing strong
internal staff relationships, coalition building requires managers to look
outward to build coliateral relationships and to partner with other agencies,
To maximize the impact of their organization in the community, effective
managers periodically join with collateral organizations in forming strategic
alliances. This collaboration occurs when fwo or more organizations per-
cerve that their own goals can be achieved most effectively and efficiently
with the assistance and the resources of othets. Collaboration emerges from
& commitment to a common cause that involves assuming joint responsibil-
ities, developing mutual accountability, combining resources, and sharing
rewards.”™ Thus collaboration is a mutually beneficial and well-defined rela-
tionship that two or more organizations enter into to achieve betrer results
than they are likely to achieve on their own,

Alliances of organizations offer the possibility of pooling funds, sharing
staff and volunteer time, and involving talent and expertise that may not be
available in one group.?® The term synergy conveys that the sum is greater
than the parts, meaning that more clout and power can emerge when groups
work together than when they work alone. By forming alliances, they
increase the availability of people power. Not surprisingly, politicians and
other public officials discern the difference berween a group of fifty and one
that represents a coalition of five thousand.?'

Forming a coalition does not necessarily occur easily, Members of orga-
nizations generally want to control their own destiny and decision-making
process, develop a sense of identity, and convey to the world their particular
efforts and accomplishments. This need for autonomy and identity can be
s0 profound that some organizations purposefully avoid interaction. They
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want to preserve their independence and think they can achieve their goals
without relating to others. They want to be unencumbered, free 1o pursue
their objectives without compromising. A child advocacy organization, for
example, may decide not to participate in a cooperative community effort to
improve foster care because it wants o preserve its advocacy “gadily” role
in relation to human service agencies.

Despite this tendency to be mdependent, organizations that work on
complex commupity problems find it necessary—even essential—to deal
with other organizations. A collaborative approach requires organizations to
harmonize ways of working together on many community problems—such as
unemployment, inadequare housing, and delinquency—that are complex and
interrelated. Often organizarions become highly specialized and concentrate
on a given aspect of a problem. As specialization has increased, so too has the
need for interaction among organizations. For example, establishing an
employment program requires mose than setting up training programs: health
services, transportation, day care, counseling, and housing services ail become
necessary components. Hence, while many organizations seek to preserve a
high degree of decision-making aathority and power, the complexity of prob-
iems and the need for funds, skills, staff; community support, and other
resources compel them to interact cooperatively to form strategic alliances.”

Factors Facilitating Strategic Alliances

Certain key capabilities should exist for strategic alliances to function
successfully.

Goal Compatibility. Organizations forming an alliance should share a clear
vision of what they want to accomplish. Through this common vision, orga-
nizations can maximize the chances of meeting their respecrive goals.
Different organizations-can have similar goals, such as when several decide
to work together to reduce crime in a neighborhood. Goals also can be com-
plementary, as when one agency decides to serve clients it ordinarily would
not serve, because it would be paid by another agency for doing so. Some-
times goals can even be dissimilar, as “strange bedfellow” organizations
harmonize their efforts to achieve their respective goals.”

Development of Resources. Organizations collaborate when sufficient
resources exist to reduce competition or when they can agree on how
resources are o be divided. Coliaboration is less likely to occur when orga-
nizations must compete for scarce resources. Organizations can exchange
tangible resources (involving funding, facilities, personnel, clients, and ser-
vices) or they can be intangible {involving prestige and good will). Sometimes
the exchange is immediately reciprocal: Organization A aggrees to serve the
clients of Organization B in exchange for funding. At other times, the
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exchange is sequential: Organization A agrees to assist Organization B op
child welfare legislation in anticipation of Organization B assisting Organ-
zation A in passing a mental health levy the following year. Organizations

thus weigh anticipated costs of the exchange against Present or furure
benefits,

Role of Higher Authority, When state or national organizations encourage
coordination of their local units, they are likely to work together, Similarly,
foundations sometimes require (as a condition of 4 local grant) thar agencies
demonstrate that they would work together to achieve jo; _

For example, Salvation Army, Catholic Charities Services, Neighborhood
Family Center, and Hispanic Drug Prevention Program may join together in
4 community proposal to provide comprehensive services o 4 target popu-
fation at the request of a community foundation,

Governance. Organizations tend to collaborate successfully when they agree
about who would make decisions and what type of decisions can be made.
A written protocol defines (a)'when Organization A can make a decision
independent of other orgamizations, (b) when it must consulr with the others
but not require thejr approval, and (c) when Organization A can act only
with the consensus of irs collaborating partners, 2 Furthermore, the decision-
making process shouid nclude procedures for resolving conflict, For
example, suppose a mental heaith agency and a substance abuge agency are
working together to address the needs of homeless persons. What procedures
might they develop should individual staff members disagree on how they
shouid work with a particular mentally ili, subsfance—abusing client? These

conflict-resolving procedures need to be clarified up front to avoid later
inter-organizational problems.

Domain of Activities and Targer Population. Organizations need to come
to terms with how they would work with their client hase, When roles are
complementary, as when an employment organization provides different
activities from those of g day care agency, then collaboration is facilitated.
However, when a su bstance abuse agency decides to find jobs for its clients,
then its Pparticipation in an employment alliance may come into question.
When one agency begins to encroach on another’s activities or thejr target
population, collaboration will be impeded, '

Culturgl Compatibility, Although each Organzation in an alliance may have
its own culture, these cultures should be compatible enough ro develop a dis-
tnct culture within the alliance to support their mutual mission 25 This
development requires thinking through how individual Organizations can

affect other members of the alliance. Furthermore, it requires a mindset of

negotiating and cooperating, Alse, it means thinking about what is best for
the alliance and the comsnunity, not just one agency, %
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Power and Prestige. When an organization perceives that it can influence
changes it thinks are important, and when it senses that others are not over-
bearing, then it is more likely to collaborate. Further, when this organization
and its partners perceive that their prestige is enhanced and others are not
gaining prestige at their expense, they tend to continue collaborating, When
parties have equal status and respect for each other, their relationships are
likely to be more effective than when they do not have equal status or respect
for each other.”’ People involved in successful coilaborative ventures find
ways to balance the unegual positions among all members.**

Communication Infrastructure. Open, cousistent communication can lead
to clear expectations of performance. By determining specific objectives for the
alliance with a clear timetable, organizations can avoid problems of ambiguity.
Information systems and up-to-date technologies {e.g., conference calls, faxes,
and e-mail) can facilitate communication.

Trust. Perhaps the most intangible factor, but the one that is most indispens-
able, is that members of the respective organizations trust that others would
honor their commitments. Over time, this trust is most likely to increase. As
organizations have opportunities for successfuily conducting joint programs,
greater willingness develops to accept new forms of interdependence.

In summary, whether or not two or more organizations collaborate
depends on how committed they are to working together to achieve their
common goals.

Collaborative Structures

Strucrures developed as a result of collaborative efforts can vary, depend-
ing on the desired ends. Where the situarion requires autonomous agencies
to retain a high degree of independence while linking temporarily on a spe-
cific issue or situation, the collaborative process is ad hoc and limited. A spe-
cial crisis (e.g., a hurricane) may require organizations to temporarily mesh
their programs, but once the crisis recedes and in the absence of provisions for
an ongoing structure, organizational relationships can evaporate as autonomous
groups return to their independent activities.

Sometimes organizations with different goals work together informally
through a loose coalition on a temporary basis. Coalitions emerge from
the joining of two or more organizations that discover they have more to
gain by collaboration on an issue or activity than by pursuing independent
courses of action. When the project is completed, the coalition is dissolved.
For example, ten mental health agencies form a coalition to pass & mental

‘healch levy. For a period of three months these mental health agencies send

representatives to meet weekly to develop strategies for the campaign. When
the campaign is conciuded, the group dismantles. Four years later, a new
coalition is formed for the next levy campaign.
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Organizations may also establish a formal, ongoing relationship
through a federation, Fach organization is self-directing; none is entirely
dependent on or completely responsible to the federated body. Each orga-
nization within the federation remains primarily accountable o itself and
only in z limited way to the federation. Usually actions proposed by a fed-
€ration must be approved by each of i constituency groups. Because a4
major purpase of the federation is to harmonize and integrate differént

groups, controversial issues that might cause the coalition ro break up are
avoided.

A good collaborative process builds a seri
more comprehensive agreements among the p
that common problems exist and should be 3
how they can best work together, They share
@ common vision, and strategies of im
steps to implement the strategies,??

If a collaborative organization is ongoing,
or issue, it prepares t0 move on to the next. F

nizations form a coalition fo combat neighborhood crime; they decide thae
their first project would be o secure better s

treet lghting for various neigh-
borhoods. Succeeding with this first proj

ject, the group then moves on to
other compelling issues, such as gaining speedier police response to neigh-
borhood crime.

Organizations may also form a consortium—a formal
undertake joint activities or programs. The followi
organizations can coordinate their effopgs:3
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ddressed. Then they determine
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Joint Planning

= Planning coordinated delivery of services
- Information sharing of resources or policies
Joint evaiuation of program effectiveness

- Joint program design

Example: The ¢
mental health board
health needs.

ounty Department of Human Services and the local
coordinate efforts to assist families with special menta)

Administrative Services

~ Central recordkeeping on clients seen in more than one organization
— Centralized purchasing and equipment use

- Joint advertising

~ Sharing facilities and equipment

Example: Two agencies in the same build;

ng form an interagency com-
mittee to purchase supp!

ies together, thus reducing administrative costs and

taking advantage of bulk discounts.
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Service Coordination

joint outreach to clients

- Common intake and diagnosis

~ Formal referral patterns

— Follow-up with clients receiving cornmon services

- Combined transportation

_ Combined case conferences on families seen by different organizations

— Case management to coordinate services by different agencies

Example: A children’s services cluster is formed consisting of the alcohol
and drug addiction board, juvenile coust, mental retardation and disabiiities
board, public schools, and youth services. The purpose is T assure service
for children who have multiple needs and for whom appropriate local ser-
vices are not accessible, The organization develops individual service plans,

assures proper management, and arranges for shared funding for multiple-
needs children.

Personnel Coordination

_ Co-location of staff in a commonly shared facility
— Out-stationing of staff by one organization to that of another
— Lend-lease of staff from one organization to function under the admin-
istration of another organization for a specified time
— Joing training
~ Interagency staff teams
~ Compacts involving formal staff cooperative agreements, though no
funds are exchanged
Example: An elementary school arranges for a mental health agency t0
co-locare a staff member in the school. The counselor meets with students
referred by teachers in a group counseling session and works with them to
improve their school performance. The counselor is accountable to both the
principal and a mental health agency supervisor,

Financial Coordination

~ Joint fundraising .

_ Purchase of service t6 provide a specified service in exchange for funds

- Joint project funding

Example: Three organizations in the local community relatred to day
care, youth counseling, and vocational training sponsor a community event

designed to publicize their services and raise money for their respective
organizations.

The previous examples illustrate that the structural format of the coalition
¢can vary depending on the nature of the task to be accomplished. Similarly,
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structural format can be customized in relation to various participants. In
some instances, coalition leadership would rotate over time from one organi-
zation 1o another, or various tasks may be rotated among members. One
agency may be designated to take fiscal responsibility, another might be
responsible for intake, and 2 third for marketing the services of the coalition
Finally, an organization may be designared as the lead organization to ensure
that services are completed, evaiuated, and supported.®!

Whatever the structural arrangement, collaborative alliances leverage
resougces to accomplish member agency goals. The synergy that is ereated

by joining together with others results in a greater impact on the clients of
the respective agencies,

1. Working in groups of three or four, select an organizarional issue,
such as how to deal with clients not showing up for their appoint-
ments. What ground rules for developing a team spirit could you agree
on? Then engage in a heated discussion about proposed solurions.
How would you handie violations of your ground rules and conflicts?

On reflection, what approaches could he raken to facilitate the team’s
deliberations?

2. Consider the drawing exercise described in the chapter. How would
you characterize how teams function in your organization?

3. If you were to form a task force in your organization, what issue might
it focus on?

4. Under what circumstances would YOUur agency sot join a coalition?

5. Assuming your organization participates in one or more coalitions,
what were the factors that induced them to jom? What were the
benefits to your organization;

6. You are a neighborhood grassroots advocacy organization dedicated
to changing living conditions in your community. Typically, you do
not affiliate with other organizations because you prefer not to have
your advocacy efforts diluted or be encumbered with extensive inter-
organizational discussions. Recently you have been invited to join a
coalition of organizations from the broader comynunity to address the
problem of lead poisoning in homes. What are the pros and cons of
Joining this proposed coalition? If you do decide to join, how would
You preserve your autonomy?

7. What kinds of collaborative structures has your organization partici-
pated in? Which ones identified in the chapter might be explored by
your agency?

Questions for Discussion
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Motes

8. Several business and community leaders connected with United Way
have proposed creating a community coalition to conduct a commy-
nity needs assessment. Based on the results, the coalition would
develop the community’s agenda for addressing the highest priorities,
What are the pros and cons of participazing i a process that deter-
mines the community’s focus and resources?
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