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Foreword

Leveraging Good Will: Strengthening Nonprofits by Engaging Businesses
comes at a critical time, as sweeping developments force us to re-
frame how we define the effectiveness of these mission-driven orga-
nizations. What are these developments? First, doubts about
nonprofit accountability have been building in the press, the pub-
lic sector, and the general public over the past few years—fueled by
confusion and anger about notable scandals involving questionable
compensation and benefits, misuse of donations, loose controls on
overseas funding, and astonishing ratios of fundraising expenses to
program-related expenses. The Senate, the House, the U.S. Trea-
sury Department, the Internal Revenue Service, and the states
(especially California and New York) have all reacted by proposing
increased regulation or oversight. Trust in nonprofits has not yet
recovered from the controversies surrounding giving after 9/11.
Regardless of how pervasive the abuses are, the nonprofit sector risks
being redefined by its worst-case examples. Too many view non-
profits as inherently wasteful entities that offer questionable tax
advantages to donors and do little to serve the general public.

Second, and more broadly, approaches to assessing the effec-
tiveness of nonprofits have multiplied. Enormous amounts of raw
data are now available, thanks to innovations like Guidestar’s web-
site. Several organizations are developing rating systems along the
lines of Standard and Poor’s or Moody’s. Venture philanthropy

ix
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x Foreword

groups have pioneered the use of venture-capital methods and
reporting systems.

The stakes are high for assessing donations as social investments.
At the simplest and most personal level, if we only knew which
nonprofits really worked, we’d all be able to make better choices.
(Of course, many of us will continue to support our alma mater even
if its archrival is deemed more effective, but that’s another story.)
More significantly, objective information about results would mean
that huge numbers of dollars could flow to the best of the best. As
a result we’d quickly see solutions and a better world. Many
observers are convinced that the funding streams for the social sec-
tor would both function better and be far deeper if we had a firm
handle on effectiveness. If only we could measure return on invest-
ment (ROI) in these organizations and move away from giving
toward investing, the floodgates of funding would open, and capi-
tal would flow downhill to initiatives with the highest ROI.

But bottom line and ROI are misleading analogies for the non-
profit sector in many cases. Only a few corners of the nonprofit
world can show real return—generally those where transaction cre-
ates an immediate solution: providing inoculations; building a
school; registering voters; legally protecting acres of land. But the
complexity of the challenge is no excuse for not responding: non-
profits need to be able to show that they are both using their
resources effectively and being effective in their sphere of activity.

This scrutiny is in fact having a helpful effect on the nonprofit
sector. The focus on accountability is encouraging many nonprof-
its to take governance seriously, to seek board members who will
actually read the audit report, and to provide board members with
meaningful information. The focus on effectiveness is leading non-
profits to articulate the solution they offer, not just the depth of the
problem they’re addressing.

Paradoxically, as nonprofits work to find the best ways to assess
and report on their effectiveness, they lack support from those who
should help them in this complex process. The atmosphere of mis-
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trust means that more donors and watchdogs than ever want non-
profits to place all their resources into programs, as opposed to
administration, and donors increasingly put restrictions on their
gifts to ensure that “overhead” isn’t funded. Part of the pressure
comes from a natural frustration over the fact that many nonprof-
its can’t explain their cost structure or how they achieve results. Part
of it comes from something more like wishful thinking—a hope that
nonprofits can achieve their missions unencumbered by the reali-
ties of everyday life. Board members, especially those from the busi-
ness sector, should help make the case that these demands can be
short-sighted—that, in fact, they are less likely to lead to good pro-
grams than giving that recognizes the important of sound infra-
structure. Businesspeople understand the difference between waste
and operating expenses, and they know that organizations that don’t
invest in management and in systems may not last long.

But good nonprofit board members are made, not born. Often,
businesspeople have barriers to overcome before they can be effec-
tive board members. At the simplest level, misunderstandings arise
about terms and “code words” in the nonprofit sector. In business,
development might refer to training and capacity to factory output.
In the nonprofit sector, development is code for sales and marketing,
while capacity can mean anything from ability to the equivalent of
output. Second, businesspeople often misperceive how nonprofits
operate and get funded—reporting requirements for nonprofits cre-
ate some bizarre budget categories, for example. In some cases, dis-
dain for those who don’t come from the business sector leads
businesspeople to assume that anyone from their world is smarter
and more effective than anyone from the social sector.

Worst of all, many board members accept a role as the loyal sales
force, campaigners for the cause and the organization regardless of
results or reality. They check their logic at the door, cheering loudly
as the nonprofit’s management turns board meetings into sales meet-
ings. Questions become a sign of disloyalty, and board members
shrug off their responsibilities—abetted by management, which fears

Foreword xi
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xii Foreword

alienating major supporters. Sadly, nonprofit leaders are often smart
to fall into this pattern. Board members may well be their biggest
funders and may not want to hear about anything but success—or
the increasing need for the nonprofit’s wonderful programs. It’s a
pernicious cycle but one that board members and nonprofits can
escape if they recognize that good nonprofit governance entails fo-
cusing on how the nonprofit accomplishes its mission, not just on
how the checks get written. That’s why the perspectives and tools
in this book are so important. With sound preparation, business-
people on boards can help nonprofits meet the challenges and oppor-
tunities of our troubled times with sophisticated, efficient solutions.

March 2005 Melissa A. Berman
President and CEO
Rockefeller Philanthropy Advisors, Inc.
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Preface

Nonprofit organizations provide us and our communities with daily
sustenance of food, shelter, protection against disease, pain, and suf-
fering, and spiritual manna. Every day, we partake in the goods and
services of nonprofit organizations as we stroll through parks, visit
museums, see our physicians, drop off our children at day care, take
college and graduate school courses, and visit our parents in nurs-
ing homes. Nonprofit organizations facilitate the building of parks,
neighborhoods, and vibrant city centers. One needs only wander
the streets of San Francisco, with its extraordinary public spaces,
featuring marvelous sculptures and public concerts, to appreciate
how compelling these benefits are for commercial and residential
development and thus economic vitality. Nonprofit organizations
also give us the means to nourish our souls, decide what matters,
and find our path in life. We receive from nonprofit services a multi-
tude of benefits that enrich our personal lives while also fostering
civic and economic development.

Nonprofit organizations constitute a key sector of the nation’s
economy in addition to providing many of the most vital commu-
nity services. A total of 1.2 million nonprofits employ eleven mil-
lion workers in the United States. Nonprofits employ three times
the number of people in agriculture and two times the number of
employees in wholesale trade. Nonprofits employ almost 50 percent
more people than construction, finance, insurance, and real estate

xiii
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xiv Preface

combined. By adding in the volunteer labor force in the nonprofit
sector, nonprofit employment climbs to 16.6 million, a figure that
approaches that of all branches of manufacturing combined (20.5
million). Nonprofit revenues total $670 billion, 8.8 percent of the
nation’s gross national product (Salamon, 2004, p. 22).

Today’s nonprofit sector is shaken to the core by financial and
strategic threats. Changes in funding and expectations for nonprofits
are forcing the sector to reinvent itself while also juggling the day-
to-day demands and needs of the community. This book will
advance the nonprofit sector by showing organizations how to lever-
age the time and talents of highly qualified volunteers; such leverag-
ing can happen now that individuals and their employers are
beginning to realize how much satisfaction people derive from vol-
unteer service. Nonprofits have a new advantage as businesses begin
to understand the value of encouraging and supporting the
involvement of their employees in community service. Today, busi-
nesses understand that they can foster leadership development,
team building, a company’s image, and the vitality of the commu-
nities where their employees and customers live and work. The ris-
ing interest among businesses in involving themselves and their
people in community service presents a fresh, new opportunity for
nonprofits to access tremendous volunteer resources. Nonprofit
organizations can leverage the vast resources of businesses to help
transform their revenue models, operating practices, and strategic
alliances. This book provides a brand-new road map for nonprofit
organizations: a way to strengthen governance and improve orga-
nizational effectiveness by drawing on valuable business talent and
resources. This book provides a clear plan for using the renaissance
of volunteerism to benefit volunteers, their employers, nonprofits,
and the community.

Although business leaders clearly support the notion of com-
munity involvement, the experience is too often frustrating for busi-
nesses and volunteers as well as for nonprofits. This book goes
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beyond presenting the case for business involvement by providing
direction for nonprofits seeking to engage businesses in productive
and meaningful service. This book is for nonprofit organizations that
want to increase their effectiveness and viability; it also addresses
the interests of businesses seeking to be strategic and effective in
strengthening communities; nonprofit resource centers and con-
sulting firms, which can be strong connectors of businesses and non-
profits; and academic centers and teachers of courses in leadership
development, business involvement in service, and nonprofit gov-
ernance and management.

The book begins by making the case for nonprofits to engage
business volunteers in high-impact organizations. Although busi-
nesses recognize the benefits of community involvement, their ener-
gies tend to be focused on large-scale, all-day volunteer marathons
that make a great show. Yet businesspeople can play a far more mean-
ingful role in helping nonprofits by bringing valuable skills, exper-
tise, and relationships to the sector through board participation and
volunteer management assistance. In order to be useful, however,
businesspeople need to learn how to “make the translation”—apply
their business acumen in the unique nonprofit environment. More-
over, nonprofit resource centers can add great value by matching
business volunteers with nonprofit organizations and by providing
ongoing coaching and consulting services to nonprofits and their
business volunteers.

It has been an extraordinary experience for me to create non-
profit board-development services—including successful matching
programs—for the benefit of hundreds of organizations; this has
been my occupation for thirteen years, following fifteen years as a
nonprofit entrepreneur and consultant to health care institutions
and universities. For the purpose of leveraging good will, I have
worked with a talented team to assist over 150 businesses and
employers in focusing their community-involvement strategies for
increased impact; we have devised a successful approach to training
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xvi Preface

and then placing more than one thousand business executives and
professionals on almost three hundred nonprofit boards. The key to
good board placement is matching candidates based on their inter-
ests and qualifications, as well as the particular needs of each non-
profit. Most board members who have been placed through this
process have risen to board leadership positions, thereby proving
the quality of the matches and the importance of ongoing coach-
ing and consulting. Most significantly, this approach to matching
can be funded entirely by businesses and is thus free for nonprofits.
In 1999, the Wall Street Journal featured the benefits of this suc-
cessful approach in a front-page article (Langley, 1999). In 2003,
John Bridgeland, director of USA Freedom Corps and special assis-
tant to President George W. Bush, heralded this approach to effec-
tive nonprofit-board involvement as a model for all businesses and
communities (Ruiz Patton, 2003). With support from the Charles
Stewart Mott Foundation and the Carnegie Corporation, I am
assisting a number of U.S. cities in adopting best practices in non-
profit-board matching.

We stand at the crossroads where businesses and nonprofits
meet. From my vantage point, businesses have a great deal to offer
and nonprofits need useful assistance, but the relationship requires
careful brokering in order to make it a win-win for all parties and,
most important, for the community. The businesspeople I work with
say, “I’ve always wanted to get involved, but I never knew how and
where.” For their part, nonprofits know they need help, but they
often do not trust businesspeople. Unfortunately, the nonprofits’
worst fears are sometimes realized when well-meaning business-
people are not thoughtfully matched or prepared. An effective non-
profit matchmaker can make it easy for businesspeople to connect
where they will be most useful and can provide new volunteers with
the necessary preparation and coaching. When the volunteer is
involved in a project that touches the heart, then the volunteer’s
contribution and dedication can be leveraged to achieve meaning-
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ful results. Nonprofits must learn how to capitalize on the special
talents of businesspeople. When the interests of businesses and non-
profits are aligned, the impact can be tremendous. This book
includes numerous accounts of businesspeople who have had a sub-
stantial impact on the nonprofits where they served.

Having attended over twenty college and graduate school com-
mencement ceremonies (my children’s, those at Pace University,
where I worked, and those at Case Western Reserve University
School of Law, where my husband is dean), I have noticed that
graduation speakers usually give the one and only important speech,
the speech about “the rules of life.” This speech focuses on honesty,
integrity, and public service—what Peter Gomes, Harvard Univer-
sity’s chaplain, refers to as “the good life” (2002). The speaker and
the life he or she has led make each speech unique and powerful.
Speakers who have devoted themselves to public or community ser-
vice as leaders in the civil rights movement, advocates for abused
children, and scientific researchers who have helped understand and
prevent or cure diseases carry serious weight with the audience. The
message is powerful because the speaker has committed a lifetime
to a cause that is meaningful. Our personal life choices distinguish
each of us and make us credible role models for our children. When
people are recognized at public events, they are not praised for the
amount of money they have made or the houses they live in, but
rather for their community service.

This is an extraordinary moment in time: the good will of busi-
nesses and the talents of individuals seeking to serve can be lever-
aged to transform nonprofit governance and management. The
involvement of businesses can help ensure the success and long-
term viability of critical health and human services, educational
institutions, civic development initiatives, and cultural organiza-
tions. If action is not taken now, then businesses and nonprofits will
become discouraged and lose interest in each other. Now is the time
to seize this golden opportunity to bring businesses and nonprofits
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xviii Preface

together by taking a positive and productive approach. With a
commitment to improve opportunities for service, we can help
every person who cares to live “the good life.”

New York, New York Alice Korngold
March 2005
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