
other environmental members on 
the board realized to their horror 
that this member was consistently 
voting with the timber industry 
against the environmentalists. 
When asked on a break what in 
the world he was doing, he said 
that he had been instructed to go 
along with the process and not 
cause problems. By the end of the 
day, seventeen million board feet 
of timber had been approved for 
logging in split decisions that the 
environmental community lost by 
a one-vote margin, caused by that 
one phone call. 

RELATIONS BETWEEN 

MANAGEMENT AND STAFF 

One person knowledgeable about 
social-change organizations re­
counted the story of a director of 
a nonprofit, a lawyer, who rou­
tinely drove out the lawyers 
working for him because he was 
unable to delegate even simple 
legal responsibilities to others. 

Another professional in a national 
environmental organization told 
me that although his organization 
had only 200 people and he had 
worked there for six months, he 
had never talked to the executive 
director. When I mentioned this 
later to another professional in a 
different environmental organ­
ization, he said the same thing. 

Unlike biology or plumbing, 
where the need for training and 
apprenticeship is taken for grant­
ed, many people assume that the 
ability to manage people is innate. 
Perhaps for a few it is, but for 
most of us it is a trade just like 
any other, and must be learned 
by training and coaching. Absent 
this preparation, most people 
revert to the only supervisory 
models in their experience ­
their parents. Much of what staff 
members resent in their managers 
is merely the manifestation of 
adult supervisors treating staff 
members as their parents, 
spouses, or children. 

While researching this article, I 
heard (from employees in both 
nonprofit and for-profit organiza­

11Charity" in every 

, sense of the word must 

begin at home; for 

workaholics to whom 
lIhome" seems to have 

become the office, it 

must begin there', 

tions) several variations of one 
particular story: A manager sits at 
his/her desk and keeps writing, 
while a staff member stands in 
front of the desk unacknowl­
edged. This type of manager 
dominates and intimidates per­
ceived subordinates while fawn­
ing over perceived superiors. This 
might be called the "lick what's 
up, kick what's down" syndrome. 
Certainly this is unacceptable be­
havior in any organization, but 
it is particularly egregious in a 
social-change organization. 

The leader of an organization is 
not necessarily the smartest, the 
most capable, or the best person 
on the staff. The leader's role is 
to bring out the best performance 
the team is capable of producing. 
This requires that the leader bring 
information and direction to the 
team, represent its interests to 
the outside world, and be very 
attentive to the needs of the team 
members and the dynamics of 
their interactions. 

People need feedback and recog­
nition, and will go to great lengths 
to get it. In the social-change sec­
tor, people often measure their 
personal worth by how they are 
able to help others and by the 
changes they are able to bring 
about in the world around them. 
When managers ignore intangi­
bles such as praise, access, status, 
feedback, and self-esteem, em­

ployees can be forced into neg­
ative, unproductive loops. 

Julius Caesar was so beloved of 
his soldiers that when he ran out 
of money for his army, his troops 
pooled their money and gave it 
to him. Why? He always put the 
welfare of his troops first. Once 
he was caught in the woods in the 
rain and there was only one hut. 
He gave it to a sick soldier and 
slept in the rain on the ground. 
He would always personally do 
the most dangerous jobs, like rec­
onnoitering the enemy camps. If 
loyalty of staff to management is 
j;l concern, there is no better guide 
than the management style of 
Julius Caesar. 

GOOD MANAGEMENT 

In the late 1930s and early 1940s, 
the Roosevelt administration 
launched the New Deal and, 
because of the depressed labor 
market, brought into government 
an unusually well-educated and 
liberal-minded group of people 
who were passionately devoted 
to reforming society through the 
effective implementation of social­
change programs. By the early 
1970s, when they retired, some 
of these people had reached the 
highest levels of government. I 
was fortunate to know some of 
these managers in the closing 
years of their careers. 

In the two decades since these 
managers left, their organizations 
have deteriorated along with the 
rest of the federal government. 
Nevertheless, the essence of what 
they believed, taught, and tried 
to practice is still valid for any 
organization: 

• No organizational crisis ever 
justifies treating people without 
respect. 

• Managing people is like writing 
rhymed poetry: people need the 
widest possible freedom within 
a disciplined structure. 

• An organization must have 
explicit values and principles, 
and every decision the organ­
ization makes must be judged 
against them. 
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• An organization is a hologram; 
the quality and ethics of the top 
managers will be reflected in 
every aspect of its operations. 

• To manage is to often make 
mistakes, so managers must have 
staff people who can "speak truth 
to power." 

In January 1968, on the first day 
of my assignment to Karl, he 
called me in to get acquainted. 
About ten minutes into the visit 
Karl's secretary stuck her head 
into the office and said that Bob, 
the legendary head of the whole 
organization, was on the phone 
and wanted to speak to him. Karl 

said "Tell Bob I'll call him back 
later." A few months later I was 
having lunch with Karl and asked 
him why he had not taken the 
call. He relayed this story: 

Some 25 years earlier, when on 
his first assignment as a regional 
junior staff assistant, he had been 
called in for a visit with the re­
gional administrator, a woman 
who was a powerful force in the 
Democratic party, a personal 
friend of President Roosevelt and 
a former ambassador to Great 
Britain. During the visit an aide 
informed the administrator that 
the Queen of England was on the 

phone on a transatlantic call. She 
told the secretary "Tell the Queen 
I'll call her back later." Then she 
turned to Karl and said "Excuse 
me for the interruption." That in­
cident made such an impression 
on Karl that from that day for­
ward he made it a policy not to 
interrupt conversations with 
subordinates. 

SUMMARY 

The purpose of social-change 
organizations is to make the 
world a better place. Their legal 
and historical roots spring from 

Books to Help You Manage BYJIM BRITELL AND MARTHA WEAVER-BRITELL 

Spending the day cooped up in an office is not our idea 
of life, but we've done it when necessary. Like any other 
activity, over the years people have developed some ideas 
and rules about how to do it.The six books on the follow­
ing pages can help; but learning to work in or manage an 
office from a book is a lot like learning to ride a horse 
from a book - painful and slow. 

Organizational Behavior 

There are a lot of popular paperback 
books on management that have one 
ideo between two covers. This book has 
all those ideas. critiques of the ideas. 
and more. It is literally a textbook of 
management theories with on overview 
of the underlying psychology. The mate­
rial is presented in a very accessible 
fashion. a for cry from the textbooks of 
my college days. I wish I hod hod this 
book when Iwas supervising people 
(and so would they). 

•
NCR's Corporate Culture 
Crosses Internatianal Boundaries 

It was August 1945, and 5. C. Allyn, chair­
man of the board of National Cash Register 
Corporation (NCR), was one of the first 
allied civilians to enter Germany at the end 
of the war. He had gone to find out what 
had happened to an NCR factory, built just 
before the war, that had been promptly 
confiscated by the German military com­
mand and put to work on the war effort. 
He arrived via military plane and traveled 
through burned-out buildings, rubble, and 

utter desolation until he reached what was 
left of the factory. Picking his way through 
bricks, cement, and fallen timbers. Allyn 
came upon two NCR employees whom he 
hadn't seen for six years. Their clothes 
were torn and their faces grimy and black­
ened by smoke, but they were busy clear­
ing out the rubble. As he came closer, one 
of the men looked up and said, "We knew 
you'd come!" Allyn joined them in their 
work, and together the three men began 
cleaning out the debris and rebuilding the 
factory. The company had even survived 
the ravages of war. 

A few days later, as the clearing continued, 
Allyn and his coworkers were startled as 
an American tank rumbled up to the site. 
A grinning GI was at its helm. "Hi," he said. 
"I'm NCR, Omaha. Did you guys make 
your quota this month?" Allyn and the GI 
embraced each other. The war may have 
devastated everything around them, but 
NCR's hard-driving, sales-oriented culture 
was still intact. 

Source: T. Deal/A. Kennedy, Corporate Cul­
tures, © 1982, Addison-Wesley Publishing 
Co., Inc., Reading, Massachusetts, p. 3. Re-

Organizational Behavior 
(A Management Challenge) 
Greg Northcraft and Margaret Neale, 
1990; 878 pp. 

$51.25 ($55.35 postpaid) from HBJ 
College Publishers/Order Processing, 6277 
Sea Harbor Drive, Orlando, FL 32887; 
800/321-5068 

printed with permission of the publisher. 

•
In any organization there are really two 
organizations: (I) the formal organization, 
consisting of the formal reporting relation­
ships. rules, and procedures, and (2) the 
informal organization, consisting of what 
really goes on in the organization, including 
beliefs and social relationships. 

Source: R. J. Selfridge and S. L. Sokolik, "A 
Comprehensive View of Organizational De­
velopment," MSU Business Topics (1975): 47. 
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a tradition of charity, giving, 
education, helping, and sharing. 
The profitmaking world seeks to 
domesticate, simplify, and com­
modify the world, to treat people 
as fungible objects so they will 
be more efficient consumers. If 
social-change organizations treat 
employees as disposable objects, 
is this any different than the for­
profits that view the whole world 
as simply a commodity to be 
"parted out?" 

Many people work for social­
change organizations because 
they empathize with the plight 
of other beings; this emotional 

response should be respected and 
encouraged. Our environmental 
and political problems are due 
in large part to its absence in too 
many people. But "charity" in 
every sense of the word must 
begin at home; for workaholics 
to whom "home" seems to have 
become the office, it must be­
gin there. 

While there certainly are many 
innocent victims in this world, 
most employees of public-interest 
organizations cannot claim to be 
among them. We create our own 
reality, not through some mysti­
cal means, but through our every 

perception and through each 
small decision and action. Man­
agers and employees in social­
change organizations need to set 
an example for the rest of society 
by taking care of themselves as 
well as others. We cannot expect 
to really change the world un­
less we can change ourselves. Of 
course, we can't wait until we are 
perfect - we must all just keep 
trying. I once worked in an office 
with many other professionals. 
One busy day we were squab­
bling over work assignments. 
Molly, the receptionist, walked 
over, eyed all of us sternly and 
said, "Kids, please, play nice." 'i' 

Managing A Nonprofit Organization 
Written by a consultant to nonprofit 
organizations, this book addresses 
management issues of importance to 
nonprofits' managers and trustees. A 
large part is devoted to budgeting and 
fundroising. Another major topic is the 
proper functioning ofa board of direc­
tors - a particularly important issue in 
nonprofits. The book also covers other 
basic issues of organizational manage­
ment. Most chapters have a checklist at 
the end, in the form of questions that 
can be used to assess an organization's 
performance in a given area. 

•
Checklist Questions for Chopter 4 

I. Does your organization have an organi­
zation chart that clearly and unambiguously 
shows chains of employee authority and 
accountability? 

2. Are there job descriptions for all em­
ployees in your organization? Are they 
up-to-date? 

3. Are compensation scales realistic and 
fair in your organization? Are employee 
benefits comparable to those in other 
nonprofit organizations of similar size? If 
salaries and benefits are not adequate, is 
there a plan to address this issue? 

4. Has your organization clearly docu­
mented its hiring and pay procedures? Is 
there a formal evaluation procedure for 
every employee in your organization? 
Have grievance and termination pro­
cedures been developed? 

S. Has your organization developed con­
f1ict-of-interest policies for employees? 

Managing a Nonprofit 
Organization 
Thomas Wolf, 
1984, 1990; 310 pp. 
$13 ($16 postpaid) from 
Simon & Schuster, 200 Old 
Tappan Road, Old Tappan, 
NJ 07675; 201/767-5937 
(or Whole Earth Access) 

6. Does your organization have 
a personnel manual? Is it com­
plete and up-to-date? 

• 
Given the fact that reporting and 
authority lines must be respected, they 
must be set up carefully. Supervisors must 
be capable of supervision; employees should 
not be expected to report to people who 
are incompetent. In addition, multiple super­
visors should be avoided whenever possible. 
If an employee must report to two bosses 
and the two do not agree, this puts the em­
ployee in an awkward position. In the orga­

nization chart in figure 4.1, for example, 
the third secretary carries out work for 
four people - the director of programs 
and the three coordinators. However, the 
principal reporting line is to the director 
of programs. This means that in instances 
where it is unclear whose work needs to 
get done, the secretary can ask the direc­
tor of programs to establish priorities. 
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