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School of Public Affairs

Bernard M. Baruch College, City University of New York
PUBLIC AFFAIRS (PAF) 9151

THE ADMINISTRATION OF NOT-FOR-PROFIT & VOLUNTARY AGENCIES
Fall 2009

Meeting time:

Thursdays, 6-8:30 PM

Course Location: 
Building 23, Room  1307.

Instructor: 
Peter Dobkin Hall, Senior Research Associate, Center for Nonprofit Strategy 




& Management

Offfice:

135 East 22nd Street, 10th Floor
Office Hours:
W, 3-6; Th, 3-6, and by appointment
Phone:

203-782-1842
Email: 

hall@sachem.org

Description: Study of management techniques and strategies applicable in nonprofit agencies. Topics include agency interaction with governmental and political institutions, planning and control systems, the role of the governing board, and the role of the executive director. Special attention is paid to the needs of community service/social welfare and cultural/arts organizations.

PAF 9151 is one of a number of courses offered in the School of Public Affairs that is designed to help prepare social entrepreneurs:  performance-focused, resourceful, creative leaders, typically in nonprofit organizations seeking to respond to societal needs.  To that end, the course examines management techniques and strategies -- conventional and innovative -- applicable in nonprofit organizations.

Readings:  The required  text for this course is Robert D. Herman, and Associates.  The Jossey-Bass Handbook of Nonprofit Leadership and Management, 2nd edition. (San Francisco:  Jossey-Bass, 2005). It may be purchased at the Baruch College Bookstore,

All other assigned readings listed in the syllabus are available on-line. Through our course webpages on Blackboard 8. This is accessed through <http://www.cuny.edu>

Class Format: Classes will begin with an hour-long case discussion, introduced by student oral presentations of the facts of the case and issues in it pertinent to the day's topic. After a short break, the second part of the class will review and discuss reading assignments.
Course Expectations: 

· preparation for, attendance at, and participation in each course meeting, including class discussion, Q&A, in-class exercises, and case analyses (worth one-third of your final course grade);

· timely completion of three short essays (worth one-third of your final course grade);

· completion of a final project: a case study of an organization based on personal knowledge and primary and secondary research.

· every student is expected to participate in an oral case presentation to the class. I prefer that students work as teams in preparing these presentations.

Recommended Readings -- on Reserve:  A number of books are on reserve for this course in the Newman Library.  They include:

Elizabeth T. Boris & C. Eugene Steurle (eds.). Nonprofits & Government: Collaboration and Conflict -- Second Edition (Washington: Urban Institute, 2006)

Peter Drucker. Managing the Nonprofit Organization (New York: HarperCollins, 1990).

Marion Fremont-Smith, Governing Nonprofit Organizations: Federal and State Law and Regulation. (Cambridge: Harvard University Press, 2004).

Frumkin, Peter. On Being Nonprofit: A Conceptual and Policy Primer. (Cambridge: 

Harvard University Press, 2002).

Sanjeev Khagram, et al. (eds).. Restructuring World Politics: Transnational Social Movements, 
Networks, and Norms (Minneapolis: University of Minnesota Press, 2002)


Letts, Christine W.; Ryan, William P., and Grossman, Allen.  High Performance


Nonprofit Organizations.  (New York:  John Wiley & Sons, 1999).

Oleck, Howard L. Nonprofit Organizations, Corporations, and Associations. 6th Edition. (Englewood Cliffs: Prentice-Hall, 1994).

Sharon M. Oster, Strategic Management for Nonprofit Organizations: Theory and Cases. (New York: Oxford University Press,1995).


Powell, Walter W., and Steinberg, Richard (eds).  The Nonprofit Sector:  A Research Handbook, 2nd  

edition.  (New Haven:  Yale University Press, 2006). 


Powell, Walter W. (ed.). The Nonprofit Sector:  A Research Handbook. (New 


Haven:  Yale University Press, 1987).

Miriam W, Wood. Nonprofit Boards and Leadership: Cases on Governance, Change, and Board-Staff Dynamics (San Francisco: Jossey Bass Publishers, 1996)
SYLLABUS

 I.  Introduction to Nonprofit Organizations
WEEK ONE (9/3):
NONPROFIT BASICS 
Case for class discussion:
"Nonprofit Hospitals Flex Pricing Power; In Roanoke, Va., Carilion's Fees Exceed Those of Competitors;

The $4,727 Colonoscopy." Wall Street Journal. August 28, 2009.

Questions for case discussion:

- what's this case about? Why are the activities of this organization considered problematic?

- which of the hospital system's activities are perceived by WSJ to be inconsistent  with its status as a tax-exempt charity?

- defend or criticize the hospital system's actions in terms of you understanding of what you believe to be appropriate behavior for a charity?

- Is the hospital doing anything illegal? Is it acting contrary to public expectations? What's the difference? Does it matter?

- What's more important for a charity: margin (strong financials) or mission (fidelity to charter purposes, including service to the public)

Required Readings:

Handbook, Chapter 1 - Hall, "Historical Perspectives on Nonprofit Organizations in the United States"

Handbook, Chapter 2 - Van Til, "Nonprofit Organizations and Social Institutions"

Recommended Readings:

Lester M. Salamon. (1994). "The Rise of the Nonprofit Sector." Foreign Affairs 73(4)(July/August), 109-122. Available on-line.
Peter Frumkin. On Being Nonprofit: A Conceptual and Policy Primer. (Cambridge: Harvard University Press, 2002).

Sharon M. Oster. Strategic Management for Nonprofit Organizations: Theory and Cases. (New York: Oxford University Press,1995).

WEEK TWO (9/10):
THE LAW OF NONPROFIT ORGANIZATIONS
Case for Class Discussion

Stephanie Strom. 2008. "Tax Exemptions of Charities Face New Challenges." New York Times (5/26).

Stephanie Strom.  2008. "Helmsley Left Dogs Millions in Her Will." New York Times (7/2).


Jeffrey Toobin. 2008. "Rich Bitch: The Legal Battle over Trust Funds for Pets." New Yorker (9/29).

Readings:

Handbook, Chapter 3 - Silk, "The Legal Framework of the Nonprofit Sector in the United States.

"501(c)" in Wikipedia <http://en.wikipedia.org/wiki/501(c)>
Review on-line IRS forms 1023 < http://www.irs.gov/pub/irs-pdf/f1023.pd>  and 990 <www.irs.gov/pub/irs-pdf/f990.pdf>

Recommended Readings:
Evelyn Brody. "The Legal Framework for Nonprofit Organizations," in W.W. Powell and R. Steinberg (eds.). The Nonprofit Sector: A Research Handbook, Second Edition (2006). 

Marion Fremont-Smith. "Creation, Administration, and Termination of Charities." In Marion Fremont-Smith, Governing Nonprofit Organizations: Federal and State Law and Regulation (Harvard University Press, 2004), 116-186. Available on-line.
John G. Simon, Harvey Dale, & Laura Chisholm. (2006). “Federal Tax Treatment of Nonprofit Organizations,” in Powell & Steinberg, 267-306. 

John G. Simon.  “The Tax Treatment of Nonprofit Organizations,” in W.W. Powell, (ed.). The Nonprofit Sector: A Research Handbook (1987), 67-98. 

II.  The Governance of Nonprofit Organizations
WEEK THREE (9/17):
THE BOARD OF DIRECTORS
Case for Class Discussion:  

Melissa Stone. "Planning in Interdependent Environments: The Local Association for Retarded Citizens." In Miriam Wood (ed.)., Nonprofit Boards and Leadership: Cases on Governance, Change, and Board-Staff Dynamics (1996), 38-61. 

Questions for discussion:

· What is the role of the board in this organization? 

· Who sits on the board? Who do they represent?

· What impact did professionalization have on the role of the board?

· How does the ED communicate and work with the board?

· What is the role of board committees in relation to the board as a whole and to the ED?

· What was DMR's attitude towards local governing boards?

Readings:

Handbook, Chapter 6 - Axelrod, "Board Leadership and Development"

Miriam M. Wood. "The Governing Board's Existential Quandary: An Empirical Analysis of Board Behavior in the Charitable Sector." PONPO Working Paper #143 (New Haven, CT: Program on Non-Profit Organizations, Yale University, 1989). 

Model Association Charter and By-Laws. http://www.uwsp.edu/cnr/uwexlakes/qualifiedlakeassoc/bylaws.asp

Recommended Readings:
"The Nonprofit Board: Creating a Culture of Performance." In Christine W. Letts, et al., High Performance Nonprofit Organizations (1999), 131-144.

Melissa Middleton. “Nonprofit Boards of Directors: Beyond the Governance Function.” In W.W. Powell (ed.), The Nonprofit Sector: A Research Handbook (1987), 141-153.

WEEK FOUR (9/24):
EXECUTIVE LEADERSHIP
Cases for Class Discussion:


'"'Multiplicity of Roles': The Chicago Museum of Contemporary Art Search for a Director." Kennedy School of Government Case 15-01-1625.0  

'"'Multiplicity of Roles': The Chicago Museum of Contemporary Art Search for a Director -- Sequel." Kennedy School of Government Case 15-01-1625.1 

Questions for Case Discussion:
· What challenges faced the MCA as it launched its search for a new director?

· Why did the board come to believe that these challenges required a new sort of executive leadership?

· Did MCA's major challenges business/organizational issues -- or issues relating to its activities as a museum?

· What aspects of Fitzpatrick's background were perceived by the MCA's directors as risks? Why might these have also been perceived as assets?

· Does the sequel to the case suggest that the board had made the right decision in selecting Fitzpatrick for the directorship? In what ways did he successfully engage the challenges facing the museum. In what ways did he fail to do so?

Readings:

Handbook, Chapter 4 - Lester M. Salamon, "The Changing Context of American Nonprofit Management."
Handbook, Chapter 7 - Robert Herman & Dick Heimovics. "Executive Leadership."

"Balancing Art and Business." New York Times  (5/25/2008). 

Recommended Readings:

Peter Drucker. "Part One: The Mission Comes First: and your role as leader" In Drucker, Managing the Nonprofit Organization (New York: HarperCollins, 1990), 3-52.

Dees, J. Gregory.  "The Meaning of 'Social Entrepreneurship.'"  Paper.Original draft, October 31, 1998.  Revised, May 30, 2001.Available on the web at: <http://www.fuqua.duke.edu/centers/case/documents/dees_SE.pdf>
WEEK FIVE (10/1):

MISSION MATTERS:  PLANNING FOR NONPROFITS
Case for Class Discussion: 

 "Classical Jazz at Lincoln Center." In Sharon M. Oster, Strategic Management for Nonprofit Organizations: Theory and Cases (1995), 251-270. 

Questions for Case Discussion:

· What features of Lincoln's Center's (LCI) decision about the Classic Jazz series made it "strategic"?

· What concerns about LCI's future influenced its consideration of Classical Jazz series?

· What factors did the board consider in making its decision?

· What stakeholders did LCI consider in making its decision?

· How did LCI prioritize stakeholder demands?

· Do you think LCI made the right decision? Why?

All organizations face strategic decisions sooner or later.  This case presents such a decision.  Assess the decision as well as the decision making process as presented in this case.  After some investigation of Jazz at Lincoln Center today, what other thoughts do you have about the original decision? 

Reading:

Handbook, Chapter 8 - "The Strategy Change Cycle: An Effective Strategic Planning Approach for Nonprofit Organizations."

Recommended Reading (on reserve):

Letts , Chapter 1 - "Organizational Performance: The Hidden Engine of Social Impact"

Letts, Chapter 2 - "Cross-Sector Lessons on Organizational Capacity"

Letts,  Chapter 4 - "Product Development: Better Ideas and Better Implementatioin".

III. Managing External Relations

WEEK SIX: (10/8):
MARKETING FOR NONPROFIT ORGANIZATIONS  
Case for Class Discussion:  

"Hurricane Island Outward Bound School." Harvard Business School Case 9-588-019

Questions for Case Discussion:

· What was Outward Bound's mission? In what way did its mission pose an obstacle to succesfully marketing the organization and its programs?

· What products was Outward Bound trying to market? Why were some products more profitable than others? 

· What options for product mix and pricing did Outward Bound consider in 1986? What was the relationship between market segments, pricing, course (product) mix, and subsidizing less profitable programs?

· What new marketing ideas did Philip Chin bring to Outward Bound? In what ways were these consistent with the school's traditional "course-oriented" mission? In what ways did they represent a new business-oriented sensibility that was potentially at odds with its mission?

Required Reading:

Handbook, Chapter 12 - Brenda Gainer & Mel S. Moyer. "Marketing for Nonprofit Managers." 

Drucker. "Defining the Market -- Interview with Philip Kotler." In Drucker, Managing the Nonprofit Organization (New York: HarperCollins, 1990), 73-84. 

Recommended Reading (on reserve):

Letts, Chapter 3 - "Quality Processes: Advancing Mission by Meeting Client Needs"

Oster, Chapter 7 - "Product Mix and Pricing"

WEEK SEVEN (10/15):
GOVERNMENT-NONPROFIT RELATIONS
Case for Class Discussion:
Case: "The Challenge of Multi-Agency Collaboration: Launching a Large-Scale Youth Development Project in Hartford." KSG Case C16-02-1673.0

"The Challenge of Multi-Agency Collaboration: Launching a Large-Scale Youth Development Project in Hartford Sequel." KSG Case C16-02-1673-1
Questions for Case Discussion: 
· What levels of government and what government agencies were involved in the YO Hartford initiative? What were their respective roles (funder, governing body, service provider, evaluator, etc.)?

· What nonprofits were involved in YO Hartford? What were their roles?

· What were the differences between the DOL's and Hartford's vision of the initiative?

· What were the major challenges facing the YO Hartford? What was the source of these 


challenges?

· What might DOL have done to avoid or prevent the problems that arose?

Required Reading:

Handbook, Chapters 15 - Stephen R. Smith. "Managing the Challenges of Government Contracts"

Handbook, Chapter 10 - "Nonprofit Lobbying"

Recommended Readings (on reserve):

Powell, Chapter 10 - Stephen R. Smith & Kirsten A. Gronbjerg. "Scope and Theory of Government-Nonprofit Relations"

Powell, Chapter 13 - "J. Craig Jenkins. "Nonprofit Organizations and Political Advocacy"

Elizabeth T. Boris & C. Eugene Steurle (eds.). Nonprofits & Government: Collaboration and Conflict -- 

Second Edition (2006)

WEEK EIGHT (10/22):
FUND RAISING
Case for Class Discussion: 
Smithsonian Institution Fundraising, 1997-2007

Questions for Case Discussion:

1.
What is the Smithsonian Institution? What is its relationship to the U.S. government? Why is it dependent 

on private donations?

2.
Describe the Smithsonian's fundraising strategies. Why were they controversial?  Who found them 

objectionable? Why did donors find opportunities to support the Smithsonian so attractive?

3.
Did some of the donations to the Smithsonian violate the law or museum industry ethics? What aspects of 

these donations were ethically problematic? Which stakeholders were concerned about these ethical issues?

4.
Were such things as naming rights and the power to shape the content of exhibits and programs forms of 

"personal inurement" prohibited by the IRS Code? What kinds of quid pro quo are appropriate to offer large donors?

Readings:

Handbook, Chapter 17 - Robert E. Fogal. "Designing and Managing the Fundraising Program."

Handbook, Chapter 18 - Cynthia W. Massarsky. "Enterprise Strategies for Generating Revenue"

Recommended Reading:

Letts, Chapter 9 - "Virtuous Capital: Investing in Performance."

Oster, Chapter 8 - "Fundraising for Nonprofits"

Powell & Steinberg, Chapter 23 - John J. Havens, et al. "Charitable GivingL How Much, by Whom, to What, and How?"

Powell & Steinberg, Chapter 24 - Lise Vesterlund. "Why Do People Give?"

Powell & Steinberg, Chapter 15 - Ken Prewitt. "Foundations."

WEEK NINE (10/29) :
COLLABORATIONS AND PARTNERSHIPS WITH OTHER NONPROFITS, WITH 


CORPORATIONS, AND WITH GOVERNMENT AGENCIES  
Case for Class Discussion: 


"Mountaineer Habitat for Humanity and the West Virginia Housing Development Fund: The Prospect of Partnership." Kennedy School of Government Case C16-94-124 

Questions for Discussion:

· Why did Habitat initiate discussion of the possibility of a partnership with the West Virginia Housing Development Fund? What, if anything, did it have to gain from partnering with a government agency?

· What Habitat policies and principles stood in the way of a partnership wirh WVHDF?

· How did Habitat get around these obstacles?

· What made the prospect of partnership with Habitat attractive to Joe Hatfield?

· What arrangement enabled Habitat to accept assistance from the Housing Development Fund without violating its traditional principles and practices?

· What Habitat principles and practices posed potential problems for the Fund as a public agency?

Required Reading:

Handbook, Chapter 11 - John A. Yankey & Carol K. Willen. "Strategic Alliances"

Recommended Readings (on reserve):

Oster, Chapter 4 - "Competition and Cooperation among Nonprofiits"

Powell Steinberg, Chapter 8 - Joseph Galaskiewicz & Michelle Sinclair Colman. "Collaboration between Corporations and Nonprofit Organizations"

IV.  Managing Internal Resources

WEEK TEN (11/5):

HUMAN RESOURCES IN NONPROFITS:  MANAGING STAFF

Case for Class Discussion: 

Carl Milofsky & Nancy E. Morrison.  "The Evolving Board-Executive Relationship at A Women's Shelter." In Wood, 99-117.

Questions for Class Discussion:

· Describe the developmental process that is affecting this organization. 

· Is it evolving from being a voluntary organization or collective into being a managed and staffed organization? If so, how does this process affect the staff? The volunteers? Other stakeholders?

· How did outside (government) funding affect this process?  To what extent and in what ways did external funding require greater bureaucratization and more formal management procedures?

· As the organization's crisis developed, how did the board relate to the staff? Were thesee relationships appropriate? 

· How did the shelter's history and core values affect evolving relations between staff, volunteers, and other stakeholders?

· As a board member, how would you have handled emerging tensions in the organization?

· As the ED, how would you have handled these tensions?

Readings:

Handbook, Chapter 23 - Mary R. Watson & Riiki Abzug. "Finding the Ones You Want, Keeping the Ones You Find: Recruitment and Retention in Nonprofit Organizations."

Handbook, Chapter 24 - Nancy E. Day. "Total Rewards Programs in Nonprofit Organizations."

Handbook, Chapter 25 - "Principles of Training for Volunteers and Employees"

Recommended Readings (on Reserve):


Drucker, Part Four: "People and Relationships: your staff, your board, your volunteers, your community"

Letts, Chapter 6 - "Human Resources: Developing Employees to Advance Organizational Goals"

Oster, Chapter 5 - "Human Resource Management"

Powell, Chapter 7 - Laura Leete. "Work in the Nonprofit Sector"

WEEK ELEVEN (11/12):
HUMAN RESOURCES IN NONPROFITS:  MANAGING VOLUNTEERS

Case for Class Discussion: 

"American Red Cross.: In Oster, 218-232. <http://www.sachem.org/American_Red_Cross.pdf>

Questions for discussion:

· What are the trends in volunteering at this chapter of the Red Cross? What about them suggests that the Director of Volunteer Services should be concerned about the chapter's volunteer base?

· How has the increasing specialization and professionalization of the Red Cross affected the role of volunteers in the organization?

· What incentives currently attract volunteers?  Can you identify any disincentives for volunteers?

· What new benefits can the chapter offer volunteers to build its volunteer base?

· What might the consequences be of failing to rebuild the volunteer base?

Readings:

Handbook, Chapter 13 - Jeffrey L. Brudney. "Designing and Managing Volunteer Programs."

Handbook, Chapter 22 - Stephen McCurley. "Keeping the Community Involved: Recruiting and Retaining Volunteers."

Recommended Reading (on Reserve):

Letts, High Performance Nonprofit Organizations, Chapter 6

Carlson & Donohoe. Executive Director's Survival Guide, Chapters 4 & 11.

Dess, Emerson, & Economy. Strategic Tools for Social Entrepreneurs, Chapter 4.

Powell & Steinberg, Handbook, Chapter 7.
WEEK TWELVE (11/19):
NO CLASS

WEEK THIRTEEN (11/26): 
NO CLASS (THANKSGIVING)

WEEK FOURTEEN (12/3): BUDGETING AND FINANCIAL MANAGEMENT 
Case for Class Discussion: 

Peter Dobkin Hall. "Conflicting Managerial Cultures in a Museum." In Miriam Wood (ed.)., Nonprofit Boards and Leadership: Cases on Governance, Change, and Board-Staff Dynamics (1996), 139-148.  

Questions for  Case Discussion:

· What was the ED's view of the Museum's budget priorities? 

· What was the president's views of the Museum's budget priorities?

· To what extent did each align with the Museum's ostensible mission and purposes?

· Was the president correct in viewing the Museum's financial resources as fungible -- rather than being constrained by obligations to funders and stakeholders?

· Should the Museum's first priority have been engaging in commercial activity to enlarge its financial base? Or should it have put its responsibilities as a museum first?

· What might the consequences been of following either path?

· What would you have done in this situation as president? As ED?

Readings:

Handbook, Chapter 19 - Robert N. Anthony & David W. Young. "Financial Accounting and Financial Management."

Handbook, Chapter 20  - David W. Young. "Management Accounting"

Handbook, Chapter 21 - Melanie L. Herman. "Risk Management"

Recommended Reading (on reserve):

Oster, Chapter 9 - "Managerial Control"

WEEK FIFTEEN (12/10):
STANDARDS, ACCOUNTABILITY, AND PERFORMANCE
Question for Class Discussion:  The Better Business Bureau/New York Philanthropic Advisory Service has issued a set of standards for charitable accountability for 501(c)3 nonprofits in New York City, Long Island, and the Hudson Valley.  Go to: 







<http://www.newyork.bbb.org/WWWRoot/SitePage.aspx?site=24&id=f650ccad-1a4b-44fb-b984-188f82d920a8>

Based on what you have learned in this course, be prepared to discuss and defend you’re assessment of these standards as they affect nonprofits in the New York metropolitan area.

Readings:

Handbook, Chapter 9 - Thomas H. Jeavons. "Ethical Nonprofit Management" 

Handbook, Chapter 14 - Vic Murray. "Evaluating the Effectiveness of Nonprofit Organizations."

Handbook, Chapter 16 - John Clayton Thomas. "Outcome Assessment and Program Evaluation."

review Handbook, page 182 (balanced scorecard)

Recommended Readings (on reserve):

Peter Dobkin Hall. "Evaluation Research in Foundations." In Marc T. Braverman, et al. (eds.), Foundations and Evaluation: Contexts and Practices for Effective Philanthropy (San Francisco: Jossey Bass Publishers, 2004).

Letts, Chapter 5 - "Benchmarking: An Organizational Process That Links Learning and Results"

Letts, Chapter 10 - "Building a Nonprofit Agenda for Performance"

Letts, Chapter 8 - ""The National Office: Leading Program Expansion by Supporting High Performance"

Oster, Chapter 10 - "Program Evaluation"
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