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Chapter 1: Introduction 

 In the early 1990s, I had dropped out of college and wasn’t sure what to do next. A friend 

that knew I was interested in living in a different part of the country and that I liked helping 

people recommended the VISTA (Volunteers in Service to America) program to me. Now under 

the auspices of Americorps, VISTA is a national service program that was envisioned by 

President John F. Kennedy and later developed by President Lyndon B. Johnson along with his 

‘War on Poverty’ programming and the Economic Opportunity Act of 1964 (Americorps, 2012). 

During my time as a VISTA, I spent a year coordinating a free tutoring program to at-risk young 

people at a public library in Austin, Texas. My work was focused on alleviating, if not 

eliminating, poverty. To this day, the following Americorps Pledge inspires me:  “I will get 

things done for America – to make our people safer, smarter, and healthier.  I will bring 

Americans together to strengthen our communities. Faced with apathy, I will take action. Faced 

with conflict, I will seek common ground. Faced with adversity, I will persevere. I will carry this 

commitment with me this year and beyond” (Americorps, 2012). When I returned to Minnesota, 

I was focused and determined to complete my bachelor’s degree and continue working to address 

poverty in my community, and I did. 

Working to Make an Impact on Poverty 

The federal poverty guideline for a family of four is an annual salary of approximately 

$22,000. In 2010, the national poverty rate was 15.1% or 46.2 million Americans (United States 

Census, 2012). While Minnesota, with its 5.3 million residents, is under the total U.S. percentage 

of people living in poverty, the number of Minnesotans in poverty is growing. In 1999, 8% of 

Minnesota’s population lived in poverty and by 2009 that number had grown to 11% (Minnesota 

Compass, 2012). Minnesota’s population of people of color, while low compared to the rest of 
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the nation, is at 17%, that number increased by 55% between 2000 and 2010. Within the 

population of Minnesota, 25% or 1.3 million people of color live in poverty. Other Minnesota 

statistics surrounding poverty include:  35% of African-Americans in Minnesota live in poverty; 

16% of those living in poverty are children under the age of five (Minnesota Compass, 2012).   

 Early in my career, I felt that direct service to those in need was the only way in which I 

could make a difference in alleviating poverty. After several years managing a food shelf and 

working on the front lines in the war against poverty, I was able to see that I could also make a 

difference to those in need by passing along my food shelf expertise with training and education 

in best practices to others who were providing direct service in food shelves. I have taken that 

even further and I now believe that the way in which I am to live out the Americorps Pledge is to 

lead a healthy nonprofit organization whose mission is to serve those in need. 

Human Services Nonprofits in Minnesota  

A recent search conducted on GuideStar.org, a website dedicated to nonprofit 

transparency that makes the tax forms of nonprofits available to the general public, revealed 

48,120 nonprofits in the state of Minnesota (Guidestar, 2012). The Minnesota Council of 

Nonprofits (MCN), the largest state association of nonprofits in the United States, separates 

nonprofit activities into the following categories:  Health; Human Services; Education; Arts, 

Culture and Humanities; and Environmental and Animal-related (Minnesota Council of 

Nonprofits, 2010, p. 7). This study will focus specifically on nonprofits in the area of Human 

Services.  

 Human Services nonprofits make a difference in the lives of many Minnesotans every 

day. Whether providing companionship to a lonely senior through elder-focused programming, 

offering a place to sleep to a homeless family at a shelter, or supplying food to those who are 
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hungry at a soup kitchen or food shelf, Minnesota’s nonprofits have an impact on its residents. 

Many Minnesotans are connected to these organizations either through receiving services 

themselves, volunteering, and/or donating to a nonprofit. The Minnesota Council of Nonprofits 

reports that in 2010, 20% of human services nonprofits funding came from charitable giving that 

included support from individuals, foundations, and corporations.  

 Today I actually lead one of these nonprofits. I am the Director of MORE (McDonough 

Organization for Respect and Equality for People), a small human services nonprofit in St. Paul 

working with immigrants and refugees providing Social Services as well as English Language 

Learning. I oversee a staff of fifteen and an annual budget of $470,000. My responsibilities 

include management in the areas of:  Facilities, Programs, Fundraising, Marketing, Finances, and 

Human Resources. With my leadership in place, MORE helps more than 400 immigrants and 

refugees a year find a place for themselves in St. Paul through meeting basic needs, providing 

formal education, advocacy and mental health services and working for systemic change. 

The Value of Nonprofit Employees  

In my many years of working in nonprofits, there were several times in which I did not 

feel valued by the organization by which I was employed. From former supervisors I was taught 

the worst practices of employee management. I learned the ways in which I would never 

supervise once I was in a position of leadership. Those experiences have had a substantial impact 

on me and my leadership. They have taught me how incredibly important and significant it is 

that nonprofits pay attention to managing the people of their organizations. Positive Human 

Resources management practices are quite significant to the ability of an organization to meet its 

mission. The purpose of this work is first, to remind current and future leaders of nonprofits of 

the importance of considering the humans as a resource working at their organizations and 
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second, balancing that with ensuring a healthy business that is financially stable and able to keep 

its doors open.  

 Recently I attended a workshop focused on Human Resources Management. In one of the 

sessions, attendees were asked to consider the following questions:  How are employees at your 

organization considered by leadership?  What is the value of your employees to the organization?   

My answer to these questions came quickly and easily. As a director of a nonprofit, I believe that 

the employees are equally as important to the organization as those who are served as part of the 

mission by the organization, and those employees should be cared for as such.    

 How does this attitude toward the employees that work for me play out? At a recent staff 

meeting where the topic focused on strategic planning, the employees of MORE were asked to 

discuss how they show care to the participants served at our organization where we provide 

education and social services to newly arrived immigrants and refugees to the United States. 

They threw out things such as:  gently pushing the participants out of their comfort zones in 

order that they stretch themselves in their learning; ensuring that they have all the tools they need 

to be the best learners that they can whether it be a pencil and paper, computer, or food so that 

hunger is not a distraction; and, not doing the work for them, but empowering them to do the 

work for themselves to ensure they will be able to take what they’ve learned in our programming 

and use it to create a better life for themselves.   

 As I sat listening to the staff describe how they provide for and care for our participants 

in order to meet the organization’s mission of “empowering people of many races, cultures and 

ethnic backgrounds to live and work in peace,” it occurred to me that the priorities of the staff 

regarding our participants mirror those that I feel are necessary to show the staff that they are 

valued. Some of the questions regarding staff I often ask myself are:  Are they feeling supported 
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by the leadership?  In what ways do I show them they are supported by the leadership? Do they 

feel that they matter? How do I show them that they matter? Do they have the tools needed to 

excel in their work? What skills can they build here at MORE to prepare them for their next 

jobs? Answering those questions is how I prioritize and manage the Human Resources (HR) 

aspect of my organization.   

In this project I will argue that the most effective approach to administering employee 

performance management, staff training and development policies, and methods of employee 

motivation is developing a system that combines the business-like procedures found in the 

discipline of Public Affairs and people-centered values instituted in Social Work. 

 Next, I will discuss further why nonprofits are so important in Minnesota, the new 

environment in which nonprofits are operating, and why the topic of the employees of a 

nonprofit organization matters. I will then provide background in the disciplines of Social Work 

and Public Affairs, a definition of Human Resources Management and why it’s so important to 

managing a nonprofit. I will then take a closer look by asking, “What does it consist of? Why 

does it matter? and Why is it being highlighted here?” for each of the functions of Human 

Resources Management to be discussed:  Performance Management, Training and Development, 

and Employee Motivation. Tools of each of the functions will also be provided, ultimately 

leading to what I believe are the ideal systems that combine the Public Affairs attitudes towards 

nonprofit management with the values of Social Work. I will then conclude this study with 

discussion of my own daily practice of Human Resources Management. First, I will delve further 

into nonprofits in Minnesota and why they are so very important.   
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Chapter 2: Why Nonprofits Matter 

Nonprofits and Their Significance for Minnesotans  

 The nonprofit sector in Minnesota is strong and makes a significant impact on the state’s 

economy as well as those served. One out of every nine working Minnesotans is employed by a 

nonprofit organization or 11% of the total working population (Minnesota Council of Nonprofits, 

2010), which is higher than the national average of 10% of workers employed at a nonprofit 

organization (National Council of Nonprofits, 2011). Equally impressive is a statistic from the 

Charities Review Council, an organization focused on nonprofit accountability in Minnesota 

which advocates organizations spend a minimum of 65% of their annual operating costs on 

programming or providing services (Minnesota Council of Nonprofits, 2010).  In 2010, 87% of 

Minnesota nonprofits’ total revenue was spent on program services (Minnesota Council of 

Nonprofits, 2010), significantly higher than the recommended amount. 

 As previously mentioned, this work will focus specifically on organizations with 

missions related to providing social assistance. Since 2000, employment in social assistance 

nonprofits has increased every year by 3%, even during the economic downturn that began in 

2007 (Minnesota Council of Nonprofits, 2010).  

While the sector remains strong, the past few years have been economically and 

administratively damaging to Minnesota’s nonprofits. Due to governmental cutbacks and a 

challenging economy, the public’s need for assistance from nonprofits has grown substantially 

(Mesch, 2010). In 2009, 74% of surveyed Minnesota nonprofits reported an increase in demand 

for their services (Minnesota Council of Nonprofits, 2010). At the same time that service 

statistics were increasing, 25% of nonprofits experienced a decline in individual contributions 

and 61% reported a drop in revenue during 2009 (Minnesota Council of Nonprofits, 2010). As a 
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result, nonprofits have been forced to provide an increased amount of service but with fewer 

resources (Watson, 2009).  

The New Nonprofit Environment:  The Accountability Movement 

  “Nonprofit organizations are under increasing pressures from funders to demonstrate that 

they are being effective and achieving measurable outcomes” (Carman, 2010, p. 256). The 

Accountability Movement directed at nonprofit organizations has developed for reasons 

including “scandals and accounts of wrongdoing among nonprofit organizations relating to 

mismanagement of funds, questionable fundraising practices, fraud, embezzlement, conflicts of 

interest, and corruption” (Carman, 2010, pp. 256-257). While a very small percentage of 

nonprofits is involved in these scenarios, when it occurs and is made public, all nonprofits may 

appear flawed. This leads to doubt regarding the efficiency and effectiveness of organizations 

which has resulted in nonprofit funders requiring evidence of the organization’s impact (Carman, 

2010).   

The New Nonprofit Environment: Leadership’s Approach to Management and Intensified 

Complexity of Managing a Nonprofit 

 A nonprofit leader’s approach to and experience with managing a nonprofit is vital to the 

survival of the organization. The nonprofit leader must now consider the current environment 

nonprofits are operating in that includes all of the circumstances listed previously, and also has to 

work on “balancing the mission of the organization and its client focus with the business 

dimensions” (Jones, 2007, p. 22). Perlmutter, a veteran in social work administration claims that 

“Today’s human service organizations are extremely complex, even more difficult to run than 

businesses” (Jones, 2007, p. 22). All of these conditions merge to create the multifaceted field of 

nonprofit management in today’s climate. Throughout this paper the terms director, executive, 
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and management are interchangeable and refer to the leadership, both individuals and groups that 

are making administrative decisions at nonprofit organizations.    

Nonprofit Employees – Largest Expense, Most Important Resource  

 Human resources management is positively related to employee retention, responsible 

financial management and good morale within an organization. Therefore, the Human Resources 

of an organization are vital whether the viewpoint of the leadership of the organization is from 

the lens of Public Affairs or Social Work. “Human resources management departments must take 

a proactive role in guiding and supporting agency efforts to meet the changing demands of their 

external and internal environments” (Pynes, 2009, p. xv). The staff drives the work towards 

meeting the mission of the organization. If staff morale is low causing turnover to be high or 

employees remain on the job but are uninspired, the mission of the organization suffers. That 

means that those in need of the services of the organization suffer and the existence of the 

organization is put in jeopardy; this is highlighted even more during difficult economic 

conditions.   

 Because nonprofit employees are by far the largest expense for organizations, it is 

imperative that they be seen by management as the most important resource to the organization.  

For my own organization, staff costs comprise 80% of my entire budget. According to Pynes, “In 

the public and nonprofit sectors, where 60 to 80 percent of expenditures are for personnel, 

Strategic Human Resources Management is even more important than in the private sector” 

(2009, p. xix). But the business sector invests far more time and resources in the training and 

development of its future leaders than does the nonprofit sector. Jensen reports in a summary of 

the 2006 study by the Bridgespan Group that as many as 65% of management roles are filled 

from within at for-profit organizations. In nonprofit organizations that number decreases to only 
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30-50% (Jensen, 2006). Nonprofit organizations are being advised to devote more resources “in 

developing their ‘leadership capacity,’ defined as recruiting expenses, training costs, salaries, 

and benefits” (Jensen, 2006, p. 46), or Human Resources Management. Tierney, chairman of the 

Bridgespan Group, states, "If nonprofit executives, philanthropists, funders, government leaders, 

and others who care about the social sectors do not aggressively address the leadership deficit, 

the effectiveness of nonprofits will decline, undermining social results and shortchanging our 

communities” (Jensen, 2006, p. 46). 

A Looming Crisis within Nonprofits 

The significance of a leader’s approach to human resources management, especially 

building the capacity of exceptional employees for promotion within, is particularly timely and 

important. Nonprofits are facing a potential disaster as the pool of existing leaders shrinks 

(Schmitz & Stroup, 2005). “Though slowed by the recession, projected rates of executive 

turnover remain high and many boards of directors are under-prepared to select and support new 

leaders” (Bell et al., 2011, p. 2). By 2016, nonprofits with budgets of at least $250,000 will see a 

40% increase in the need for new senior managers (Jensen, 2006). Experts in the nonprofit sector 

are warning that “the nonprofit world could find itself on the brink of a leadership crisis if it does 

not act quickly to attract, retain, and develop the skilled, committed, and diverse work force it 

needs in the decades ahead” (Schmitz & Stroup, 2005, p. 1).   

If the nonprofit sector does not listen to these warnings, we could find ourselves in a dire 

situation. A perfect storm for social service nonprofits is being created in the form of the 

Accountability Movement the nonprofit sector is currently experiencing, the high cost of the 

employees to the nonprofit and the shrinking number of leaders available to manage 

organizations. Because a certain level of professionalism is now required to manage nonprofits, 
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if they are unable to find this standard of excellence within their own organization, boards of 

directors will be forced to look outside of the organization for leadership. They will find what 

they are looking for in graduates of Business and Management programs, Law Schools, 

Accounting programs, and so forth. Graduates in those areas of study bring with them a very 

different set of values and understanding of serving people in poverty than do those educated in 

the discipline of Social Work and working on the front-lines of poverty.  

Some in the field of Social Work do not believe it is possible for business and 

management practices to be utilized in social service nonprofits. It is not only possible, but 

required for survival of a nonprofit in today’s climate, to combine what have been historically 

thought of as business practices with the experience of front-line workers. The nonprofit sector 

must be in charge of its own destiny and pay attention to the warnings of an impending 

leadership crisis. As a guide to ensure that future leadership of social service nonprofits has the 

experience and knowledge necessary to lead, this work will focus on certain aspects of Human 

Resources Management that include:  employee performance management, staff training and 

development policies, and, methods of employee motivation. Combining important learning and 

practices from both Social Work and Public Affairs creates a system for nonprofit management 

that takes into consideration the business requirements of leading a nonprofit and also 

remembers the care of the people.  

 

 

 

 

 



11 
 

Chapter 3:  The Disciplines: Social Work and Public Affairs 

Two Different Approaches to Nonprofit Management 

 Nonprofit leaders originating from the discipline of Public Affairs are seen to apply 

management systems to their organizations that more closely resemble those of the business 

sector, meaning practices that focus much more on the process and efficiency of the 

organization. In contrast, Social Work practitioners pride themselves on having “people-centered 

values.” “The value of having someone with a social work degree in management is their 

orientation to the clients, services, and advocacy” (Jones, 2007, p. 22).   

 The first step necessary to the assessment of this topic is to evaluate the overall attitude 

regarding management from the perspective of each discipline, demonstrating that there exists a 

difference between the approaches. Comparing management attitudes from each discipline 

shows that Public Affairs methods of management are focused on business-minded issues of 

efficiency and effectiveness while Social Work approaches management from the frame of 

putting people first, sometimes even above the needs of the organization. I will begin with Social 

Work. 

The Disciplines: People-Centered Values of Social Work 

 Those in the discipline of Social Work pride themselves on “people-centered values.” At 

the University of Minnesota, the School of Social Work promotes “leadership for a just and 

caring society” (College of Education and Human Development, 2011).  The values of the 

members of the National Association of Social Workers are:  Service, Social Justice, Dignity and 

Worth of the Person, Importance of Human Relationships, and, Competence (National 

Association of Social Workers, 2011).  The values of this group of professionals underscore the 

importance of humans and relationships with humans as most important in Social Work. 
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Unfortunately in the discipline of Social Work, organization management is not highlighted as a 

valuable aptitude for social workers. Much of the information from the University of Minnesota 

School of Social Work website is promoting the practice of social work rather than human 

services management. In fact, Patti, a long-term student and teacher of management in human 

services reports that only 3-4% of graduating students of Social Work focus on organization 

administration (2003). Additionally, Perlmutter, a veteran social work administrator, claims that 

managers coming from the direct practice of social work frequently have difficulty relating to 

their peers in the public, business and nonprofit management field (Jones, 2007). The conflict 

between these groups is based on different priorities or areas of focus. This expert goes on 

further to say, “Social work managers need business skills – for example, financial management, 

public relations, development, strategic planning.  So, it is a very, very tough job that requires 

extensive preparation” (Jones, 2007, p. 22). But according to Patti, very few students are looking 

to learn those business skills from their social work program of study (2003).  

The Disciplines: Business-Minded Practices of Public Affairs 

 The Humphrey School of Public Affairs at the University of Minnesota is committed to 

bringing “effective solutions to public problems” through “leadership, management, public 

policy, and analysis” (Humphrey School of Public Affairs, 2011). Management is at the very 

center of this discipline. It is assumed that graduates of this discipline will go on to be directors, 

managers, and leaders in their field and the community. The focus of Public Affairs is on formal 

training in the business aspects of managing a nonprofit organization (Humphrey School of Public 

Affairs, 2011). As an example, in my own experience of classes, Public Affairs offered 4.5 

credits in Financial Management but Social Work offered only a one-credit class on Agency 

Budget Management. Overall the number of credits I received in management courses through 
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Public Affairs tallied at more than seventeen credits while Social Work credits focusing on 

nonprofit management courses that I received were only nine.  

 Management and leadership are seen as the reason for existence of the Public Affairs 

discipline, not tending to the needs of the populations served by organizations. Where, as 

mentioned above, the priorities of Social Work are the care of people, with organization 

management an afterthought. These are very different approaches to the management of 

nonprofit organizations. Unfortunately, many social workers are promoted to positions of 

management and leadership and have no understanding of proper and productive management 

procedures. While having someone in management that is keenly aware of the needs of the 

population being served is very important to the value of the organization, that advantage is lost 

when that person has little to no understanding of the workings of business-oriented management 

practices. While some may argue that it is equally important that Public Affairs incorporate 

people-centered values into that discipline, in some ways that already occurs because of the 

strong leadership approach that is found within the discipline. And leadership relates to all levels 

of stakeholders within an organization.    

 Richardson points out attempts to use business models in the nonprofit sector are not new 

and are often met with debate (2010). Some even suggest that there is a contradiction between 

managerialism/business practices and social work. This conflict makes it difficult for social work 

administrators with people-based values to implement business-minded management practices 

(Richardson, 2010). As previously mentioned, more and more funders and other stakeholders are 

requiring rigorous accountability standards regarding efficiency and effectiveness of nonprofit 

organizations. Competition is growing between human services organizations that operate from 

the social work value system and organizations whose administrators originate from other 
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disciplines that exhibit a higher degree of business acumen such as business, law, economics, 

and political science (Richardson, 2010). The result is that increasingly human service 

organizations based in the social work value system that resist implementing those sorts of 

practices in their organizations will lose the confidence of their stakeholders. One Social Work 

Administrator believes that the people-centered values of Social Work can actually get in the 

way of managing. Wimpfheimer asserts “Most social work managers pride themselves on being 

extremely sensitive and empathetic to other people, even those who work as 

subordinates…Although these ‘softer skills’ are important to effective management, when 

carried to an extreme they can get in the way of managing an efficient and effective 

organization” (2004, p. 55). “Now more than ever, social work administrators must integrate 

leadership and management expertise with social work values and ethics to meet the demand for 

effective management in the field” (Richardson, 2010, p. 259).  

Interestingly, included in that grouping of business-minded disciplines like law, business 

and so forth, is ‘not-for-profit administration’ which has been indicated here to reflect the 

discipline of Public Affairs. In Public Affairs, nonprofit management is at the core of its studies. 

In Social Work, administration of organizations is really an afterthought and no management 

courses are required. Social Work practitioners who have worked their way up the ladder to 

management can find themselves in the position of leading an organization with no formal 

training on how to do so. “If they are fortunate, they have had good role models and good 

supervision and are oriented toward doing management tasks. However, in many instances these 

neophytes to management are expected to know what to do and how to do it with little training 

and support” (Wimpfheimer, 2004, p. 46). 
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To best meet the demands for directing a new generation of nonprofit organizations in 

this changed economy, my interdisciplinary study will combine administrative knowledge from 

the Public Affairs realm with practices from the Social Work field that concentrate on the needs 

of the people as part of an organization. A nonprofit administrator that is disconnected even 

slightly from either the management or the direct service function or the people of their 

organization is putting the existence of the agency in jeopardy. When this occurs, frequently the 

organization is able to continue day-to-day operation. However, its reputation for poor 

management or inferior service hinders the organization from acquiring new sources of funding, 

well-trained employees and/or valuable volunteers. In this changed economy, nonprofits that 

were suffering from the situations listed above are very much challenged now and survival, if not 

already lost, is unlikely. As new needs, strategies and considerations for the nonprofit have 

emerged, combining learning from both schools of thought will help advance the capacity to 

manage in this new era of the nonprofit.  
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Chapter 4:  Human Resources Management 

 Of the many components of nonprofit management, an organization’s approach to its 

Human Resources management function has become especially important.  “Human Resources 

Management (HRM) is the design of formal systems in an organization to ensure the effective 

use of employees’ knowledge, skills, abilities, and other characteristics (KSAOCs) to accomplish 

organizational goals” (Pynes, 2009, p. 3). Pynes, author of the book Human Resources 

Management for Public and Nonprofit Organizations:  A Strategic Approach, lists the several 

areas of HRM as: legal compliance; job descriptions and analysis; recruiting and selection 

procedures; compensation and benefits; employee relations, absenteeism and turnover control 

measures; training and development activities; performance management systems; policies and 

procedures/employee handbook; terminations; and health, safety, and security issues (2009, p. 

46). Pynes further says, “Studies have indicated that relationships exist among an agency’s 

strategy, its human resources planning and HRM practices, and its performance” (2009, p. 28) 

and that “to be successful, organizations need to develop progressive HRM practices” (2009, 

p.23). As staff is often the most expensive cost and largest resource for organizations, three areas 

of HRM that are especially important to the enhancement of the employees of the organization 

are performance management, training and development, as well as motivating employees. 
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Chapter 5:  Employee Performance Management 

 Employee Performance management is an important piece of the human resources 

management aspect of leading a nonprofit organization. According to human capital theory, the 

people of an organization are an asset with a value attached like any other asset (Jackson & 

Schuler, 1995). Flamholtz and Lacey assert that “all costs related to eliciting productive 

behaviors from employees – including those related to motivating, monitoring, and retaining 

them – constitute human capital investments made in anticipation of future returns” (Jackson & 

Schuler, 1995, p. 241).   

 In addition, Pynes believes that because of the aforementioned ‘Accountability 

Movement’ nonprofits are currently experiencing, even more consideration is being given to 

managing the performance of employees at nonprofits (2009). To remain vital and assure 

success, nonprofits must adapt to the changes occurring in the environment, as must their 

employees, and leadership must provide a roadmap to how that will be accomplished through 

their work. Performance management, sometimes also called performance measurement or a 

performance evaluation system, is a tool for nonprofit leaders to provide that roadmap to their 

employees.  

 Performance management systems are one way “to better meet the growing business-

oriented requirements placed on social service agencies” (Richardson, 2010, p. 261) but they are 

severely underutilized. In the Daring to Lead 2011 report, 45% of the executives surveyed had 

no performance evaluation during the previous year (Bell et al.). “Performance management 

typically focuses on the provision of feedback to individual employees or groups of employees, 

with the underlying philosophy of building effective employment relations” (Antuar et al., 2011, 

p. 256). In addition to building relationships between employer and employee, performance 
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management systems help employees to see how their work is contributing to meeting the 

mission of the organization (Pynes, 2009). This relates back to the ability of the nonprofit to 

demonstrate to its stakeholders that the organization is achieving that which it has committed to 

do. This is different from for-profit businesses in which performance management or evaluation 

exists to allow the employee and employer to illustrate how the work of the employee is 

connected to showing a profit. 

 In my own experience as an employee of a nonprofit human services organization, 

performance evaluation systems were either nonexistent or were poorly managed, lacked any 

sort of congruence with the mission of the organization, and were focused on at only one point 

throughout the year, when determining raises. “Nonprofit organizations have long recognized the 

importance of their employees and volunteers in the delivery of services; however, managing 

their performance has often eluded or been avoided by managers in the sector” (Antuar et al., 

2011, p. 257) and official performance evaluation systems are nonexistent (Pynes, 2009).  

 Even if annual performance evaluations were occurring, this was the only time 

throughout the year that performance goals and measures were mentioned. Antuar et al. claim, 

“One of the critical issues in effective performance management is that it is not a single annual 

event but a cycle of ongoing performance discussion and feedback” and that performance 

management should be woven into the culture of the organization (2011, p. 264).    

 Experts agree that performance evaluation should never be used as a tool for determining 

extrinsic rewards such as salary for an employee. In the for-profit world, performance evaluation 

systems are usually used in this manner and competition amongst employees occurs as only a 

certain number of rewards are available (Bennis et al, 2000). Also in this type of system “the 

erroneous assumption is made that the performance of an individual can be isolated from the 
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overall performance of the department or organization” (Bennis et al., 2000, p. 55). In this 

practice, a disconnection occurs between the mission of the organization and the employee. 

Another important aspect to performance evaluation is using the system as a tool for 

communication between the employee and the employer. Performance management “provides 

feedback and the opportunity to discuss present performance. It identifies problems and provides 

a forum for resolving them, and serves as a basis for the creation of a plan that lets people grow 

and systematically take on greater responsibility” (Bennis et al., 2000, p. 58). “Used to support 

job analysis and recruitment efforts, performance evaluations are an important component of 

evaluating the knowledge, skills, abilities and other characteristics (KSAOCs) available among 

the agency’s internal supply of labor” (Pynes, 2009, p. 216). 

 The three systems of performance evaluation represented in this section are 360-degree 

Feedback, Management by Objectives, and the Balanced Scorecard. An assessment of each 

system will be provided that includes:  a short description of each approach; the ways in which 

the performance evaluation system meets business-minded requirements being faced by 

nonprofits today; and, how the practice adheres to social work standards and values. I will then 

conclude by suggesting individual practices from each method to comprise a performance 

evaluation system that combines the business-like procedures found in the discipline of Public 

Affairs and people-centered values instituted in Social Work. Let’s begin by taking a closer look 

at 360-degree Feedback. 

The Systems of Performance Evaluation: 360-degree Feedback 

 In many work situations supervisors may not see the day-to-day work of a supervisee. 

When looking at the employee’s performance, a full picture of the work of that person is not 

available to the supervisor and the evaluation is skewed (Pynes, 2009). In the 360-degree 
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Feedback form of performance evaluation, in addition to their supervisor, employees receive 

anonymous ratings from their coworkers, employees at partner organizations, those being served 

at the organization as well as the supervisees of the employee (Pynes, 2009). “The reason for this 

approach is that often coworkers and clients or citizens have a greater opportunity to observe an 

employee’s performance and are in a better position to evaluation many performance 

dimensions” (Pynes, 2009, p. 227). 

 According to Richardson, the 360-degree Feedback system of performance appraisal is 

“pervasive in business and steeped in management philosophy, it uses information from multiple 

sources as a vehicle for self-awareness, assessment and development” (2010, p. 260). Maylett 

and Riboldi report that some manner of 360-degree Feedback was used by 90% of Fortune 500 

companies in 2007 (2010). One of the main reasons cited for the advancement of the use of 360-

degree Feedback as a form of performance appraisal is “a need for cost-effective alternatives to 

assessment centers” (Nowack, 1993, p. 69). Because the tool is individualized based on the 

responsibilities and duties of each employee, the only resource necessary for this form of 

evaluation is employees’ time.       

 Especially important practices to Social Workers are respecting the dignity and worth of 

the person and recognizing the importance of relationships. Three-Hundred-Sixty-Degree 

Feedback observes and promotes these Social Work values by embracing the input into 

employees’ performance from those being served by the organization, partnering organizations 

as well as people being supervised by an employee. Asking these three populations for insight 

into the performance of an employee in which they have contact, shows respect for the groups 

and recognizes that their input into an employee’s performance is valuable and matters.       
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The Systems of Performance Evaluation: Management by Objectives  

Management by Objectives (MBO) is a more isolated form of appraisal than 360˚ 

Feedback and is a process between a supervisor and supervisee in which they decide annual 

goals and objectives for the employee and strategize how the employee will work towards those 

goals and objectives. “The effectiveness of management of objectives depends on the skills of 

supervisors and subordinates in defining appropriate goals and objectives” (Pynes, 2009, p. 237).   

 The efficiency of this system of performance evaluation appeals to the business-minded. 

The process involves only the supervisor and supervisee and can be as simple or as complicated 

as determined by the participants. This system can also be used to relate the goals and objectives 

to the employee’s job description thereby making the job descriptions “livable documents” 

(Kiedrowski, 2010).   

 The flexibility MBO allows in setting goals is important within the discipline of Social 

Work. This type of process is appealing to those in Social Work because objectives and goals 

can be related to personal as well as job-related goals. Goals can be set that in addition to fitting 

into the mission of the organization, can also be set to match the values of Social Workers.   

The Systems of Performance Evaluation: Balanced Scorecard  

The Balanced Scorecard system began in the for-profit sector, has become more 

widespread in the public sector and can be easily adapted to meet the needs of the nonprofit 

sector as well. It is a straightforward way to relate individual work to the goals and objectives of 

the organization and help employees to clearly work towards the common good in an 

organization (Harrington, 2010; Kiedrowski, 2010). By using a cascading strategy map that 

begins with the strategic plan that includes goals and objectives of the organization, each 

department has a scorecard that includes a set of objectives to meet the strategic goals of the 
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organization. Each program has a scorecard that includes the program’s goals and objectives to 

meet the department’s goals and objectives. And finally, each staff member then has his or her 

own scorecard that relates to the goals and objectives of the programs.   

 The Balanced Scorecard Framework separates an organization’s strategic priorities into 

four areas:  “stakeholder or customer – what do our customers need, want, or expect? – 

improving the quality of services; financial – how will we assure financial success so we can 

meet customer expectations? – using our resources wisely; internal – what work needs to be 

accomplished to meet our objectives and what are the processes in place to make that happen? - 

operating the business well; and, learning and growth – how will we assure staff and 

organizational readiness to carry out this work? – equipping, preparing, and motivating the staff 

to achieve the work” (Harrington, 2010). All four areas surround and embrace the mission of the 

organization (Kiedrowski, 2010). 

 This system of performance evaluation came from the business sector in the early 1990s. 

By focusing strategies on finances and operations, those effectiveness and efficiency priorities 

found in the business sector can be measured, making this approach appealing to those leaders in 

the Public Affairs discipline. 

The Balanced Scorecard performance appraisal system is useful to those in Social Work 

because two of the four areas of strategy are related to those being served by the organization as 

well as the employee. Again, this focus on the people of an agency makes this form of evaluation 

attractive to those in Social Work as their people-centered values are equally as important as the 

business-minded strategies related to financial management and operations.  
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The Ideal Employee Performance Evaluation System 

  The ideal system of employee performance evaluation for those working in nonprofits 

combines elements from each of the systems described above. First, the system would have a 

peer evaluation component that is modeled in 360-degree Feedback. When the employees are 

aware that this is the sort of performance management system in place, their behavior towards 

the groups that are included in the feedback may be altered. “Expectancy theory holds that the 

force to act in a certain way results from a conscious decision-making process undertaken by an 

individual” (Pynes, 2009, pp. 221-222). This could work to ensure an employee offers the 

highest quality of customer service and collaboration. Another important aspect to 360-degree 

Feedback included in the ideal system is that performance should be evaluated more often than 

annually. This helps to keep goals and objectives of an employee’s performance at the forefront 

and weaves this practice into the culture of the organization. 

 The second part would come from Management by Objectives. This system relates to 

setting measureable goals and objectives that are challenging but not impossible. Also, it is 

especially important in the nonprofit sector that the goals and objectives that are set are related to 

the mission of the organization. According to goal-setting theory, employees that have detailed 

goals and objectives to work towards are more successful than employees that are instructed to 

do their best (Pynes, 2009). As important as actually having goals is having goals that are 

“specific, challenging, reachable and acceptable” to the employee which leads to better 

performance (Pynes, 2009, p. 223). Also necessary in goal-setting theory is being receptive to the 

fact that goals can change based on changes in the environment (Pynes, 2009).   

 The final features to be found in the ideal employee performance evaluation system for 

those working in nonprofits come from the Balanced Scorecard approach. First, separating 
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organizational strategy into the four perspectives of customer, employee, finances and 

operations, allows employees and employers to have a similar language and understanding of the 

priorities of the organization. These four areas can serve as a constant reminder to employees of 

where their priorities should lie. This relates to role theory.   

 “Role theory recognizes that the behavioral expectations of all role partners can influence 

the behavior of organizational members” (Jackson & Schuler, 1995, p. 239). Separating the four 

areas of priorities gives employees a better understanding of their roles within the organization 

and how their work fits into each of those priorities. The cascading strategy map assists the 

employees to see how their work fits into the goals and objectives of the program, department, 

and the overall organization. This link to employee’s everyday activities is important to all but 

can be especially important to those employees that find themselves outside of the service realm 

of the organization. Many times those working in building operations, in an administrative-only 

context of an organization, or those who work in off-site organization offices have difficulty 

seeing how their work is related to the mission of the organization. Matching ALL employees’ 

performance goals and objectives to the mission of the organization can assist in growing a sense 

of camaraderie between staff as well as help illustrate to stakeholders the commitment to the 

mission at all levels of the organization. 

 So to recap, the ideal performance evaluation system for social assistance nonprofits 

consists of:  a peer evaluation component; more often than annual evaluation of performance; 

measurable goals and objectives that are challenging but not impossible; separate organizational 

strategic priorities into the areas of customer, employee, finances and operations thereby 

providing a similar language for leadership and employees; and, a cascading strategy map that 
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links the everyday activities of each employee to the organization’s mission helping employees 

to better understand their roles.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



26 
 

Chapter 6:  Staff Training & Development 

 Often when an organization’s expenses must be reduced, the first area to be cut is funding 

for staff training and development. This next section will discuss the importance of staff training 

and development as part of a nonprofit’s human resources management system and why it must 

remain a priority even during difficult financial times. Some of the questions that will be 

answered are:  Why is staff training and development being highlighted here and why does it 

matter so much? And, what are some of the practices of staff training and development? I will 

begin with why staff training and development is imperative to managing today’s nonprofit.   

Staff Training and Development – Critical to Organization Growth  

 It’s essential that as organizations and their operating environments change, the skills and 

knowledge of the staff, the most essential asset of the organization, grow and develop along with 

the organization and its environment. A theory coming from the business-minded values of 

Public Affairs, resource-based theory, maintains that in order for an organization to be 

successful, it must maintain an advantage over its competitors. One way in which that gain is 

achieved is through the human resources of the organization, the employees’ knowledge and 

experience (Jackson & Schuler, 1995, p. 243). Tsui and Cheung define that value as it relates to 

human service organizations by saying, “Knowledge has become the most vital asset of 

business…There is a growing realization that human talent is more important than financial 

funding. Staff development in human service organizations is not only a means but also an end in 

itself” (2009, p. 153). And finally, Pynes says, “Organizations use training and development to 

improve the skills of employees and develop their capacity to cope with the constantly changing 

demands of the work environment. Developing a comprehensive long-range training program 

requires a strategic human resources management (SHRM) plan and the recognition that in 
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today’s knowledge economy, employees are the most valuable resource” (2009, pp. 309-310). It 

is imperative to an organization’s success that the employees and the knowledge they have, be 

seen as one of the most valuable assets of the organization.  

 It is critical to highlight staff training and development as an aspect of Human Resources 

Management in my research because of the times in which we are living. As mentioned 

previously, nonprofits are facing a crisis in leadership as more and more baby boomers are 

retiring.  “As traditionalists and baby boomers begin to retire, departments need to make sure 

they have employees who can pick up the knowledge and skills that will be lost” (Pynes, 2009, p. 

309). When this group leaves the workplace, they take with them highly specialized information 

and priceless “institutional memory,” what they have learned from their successes and failures, 

as Pynes describes it (2009, p. 315). I am only including the concept of institutional memory in 

my work as a reminder to those in nonprofit leadership positions to include this type of learning 

for current staff members along with new skills and knowledge. Providing occasions for 

nonprofit employees to learn from past experiences is equally important as new learning. 

Why Does Training and Staff Development Matter?  

 Training and development provide employees with the skills needed to complete their 

jobs well, ultimately leading to meeting the mission and goals of the organization. This is 

especially important in nonprofits where much juggling takes place between employees’ skills 

and knowledge and the work that needs to be completed. The budget of the organization can also 

come into play. One example I’ve seen of this was when a nonprofit needed marketing tasks to 

be completed but did not have the budget or personnel to complete those rather specialized tasks. 

Rather than hire someone with the necessary KSAOCs for this type of position, a current 

employee that had a long history with the organization was assigned the marketing job duties, 
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tasks and responsibilities. Even though this person was smart and motivated, she was basically 

set up for failure because she was not provided with the training needed to be successful in the 

position. Because she wanted to retain her position with the organization, she took on the 

responsibilities and tried her best. But after no new learning or understanding was provided to 

her, meeting what the organization needed in this area was impossible and she lost her 

motivation and drive to do well. She waited until leadership found her to be lacking the skills 

needed for the job and let her go.   

I do not blame the employee in this situation. I blame the leadership of the organization.  

This is another lesson that I take with me in my career. When I ask someone to perform a certain 

job or task, I will do my best to ensure that person has the needed skills or training to complete 

the work to the best of his or her ability. Training and development of nonprofit staff provides 

employees with the skills and information needed to meet the goals and objectives related to the 

organization’s mission and goals. And why is it being highlighted here? Well-trained and 

developed employees serve the organization fully by meeting those goals and objectives. 

 Additionally, staff training and development matters in that it can positively affect 

turnover decisions. Not only can important institutional memory be lost during turnover but it 

can be quite costly to an organization. Cascio asserts that “the costs associated with recruiting, 

selecting, and training new employees often exceed 100% of the annual salary for the position 

being filled” (Allen et al., 2010, p. 48). Training and development is included as one of seven 

HR management strategies believed to reduce the turnover rate at organizations (Allen et al., 

2010).  

 And finally, being learning-driven is one of the habits of highly effective nonprofits. 

According to Rothschild, author of The Non Nonprofit: For-Profit Thinking for Nonprofit 
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Success, “The best organizations…incorporate learning into their daily operations” and that great 

organizations make learning part of their ongoing strategy to succeed (2012). Rothschild believes 

that in order for nonprofits to be successful in the current environment, they must take highly 

successful business principles driving today’s most successful for-profits and apply them to 

nonprofits. While I don’t necessarily agree with all seven of Rothschild’s principles, I do believe 

that making learning a part of the culture and strategy of an organization is a way to show the 

people of an organization that they are important and valued. 

The Key Aspects of Training and Development  

 Before considering any particular staff training and development practices, it is necessary 

to briefly examine the key aspects of training and development. Both Pynes and Kiedrowski 

agree that the method of determining a comprehensive plan for training and development 

consists of the following steps (2009; 2010).  First, conducting a needs assessment to determine 

not what the leadership believes the training and development needs are but what the actual 

needs of the staff are as determined through an assessment by survey, focus group, and so forth. 

This first step is also imperative to detect if shortcomings in performance can be improved 

through training and development and what type may be necessary for the situation. The second 

step is to develop training objectives. This step helps answer the question, what are the specific 

KSAOCs that employees will learn because of this training? The next step in the process is to 

take the answer to the previous question and develop the curriculum. What should be taught in 

order for employees to possess the determined KSAOCs at the end of the training? Then the next 

step is that training should actually take place. And finally, after the training, evaluate. Ask the 

question, did the training work? The result of the training isn’t that staff attended or participated. 

The learning that takes place is the result and it is important to evaluate whether or not the 
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training was effective. Now, I will look at three specific staff training and development practices:  

On the Job Training, Classroom Instruction, and Computer-Based Training. 

Staff Training & Development Practices:  On the Job Training 

 On the Job Training is education that is provided while an employee is carrying out 

aspects of the job. This sort of training “is useful when employees are expected to become 

proficient in performing certain tasks or using equipment found at their 

workstations…Employees learn by doing the job, and they get immediate feedback as to their 

proficiency” (Pynes, 2009, p. 314). One example of On the Job Training is when managers are 

assigned to work each of the positions within an organization in order to have a wide-range 

understanding of functions within that organization. This is especially important for new 

managers or employees in key leadership positions to develop a broad-based understanding of 

the operations of the organization, most importantly, the front-line operations.    

 A second example of On the Job training is the mentor/shadow program that incorporates 

institutional knowledge into the employee’s learning. This happens when a new employee is 

assigned to work closely with a veteran of that position or just within the organization to learn 

the ins and outs of a position or organization. “To retain the knowledge and skills of retiring 

workers, some organizations have developed mentoring and shadowing programs to allow 

younger workers to see experienced workers in action” (Pynes, 2009, p. 314). 

 Learning front-line processes will be particularly important for leaders that are coming 

from outside the Social Work field into managerial positions within direct-service organizations. 

This was illustrated during a United Way meeting focused on building best practices between the 

nonprofit, for-profit and public sectors in the Twin Cities. United Way CEO, Sarah Caruso 

described the importance of having managers with “content-expertise” of every level of the 
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organization. She described a recent experience with one of her direct reports, a high level 

programming manager at the United Way. While touring a downtown Minneapolis homeless 

shelter with a few of her foundation cohorts, Caruso had what she felt was a significant 

conversation with one participant when the woman asked Caruso for a bus token. The Twin 

Cities United Way CEO brought back her experience from the visit to one of the associate 

directors at the United Way and suggested that social service nonprofits should provide bus 

tokens to their participants and begin immediately. That director was a long-time front-line 

worker and manager and he was able to educate Caruso, someone who has never worked at the 

customer service level of a human service nonprofit, about the pros and cons regarding her idea 

including the fact that bus tokens no longer exist. Caruso was genuinely appreciative of the 

frontline experience of that United Way manager and the education she received that day. 

 On the Job training, especially mentor programs, are very important and on target, for the 

most part, for the people-centered values of Social Work and the business-minded practices of 

Public Affairs. The best way to maintain the institutional knowledge of an organization is 

through a mentorship program. This knowledge can best be learned from another person and is 

vital to the preservation of the processes within and mission of an organization. Not only does 

passing the institutional knowledge of the organization from one person to another value the 

input and knowledge of that more experienced person, the job of the new person is made easier. 

That last part is very appealing to the business-minded practices of Public Affairs in that 

efficiency and effectiveness is maintained. As in the example of Sarah Caruso and the United 

Way, by learning from someone with institutional knowledge of an issue, time and resources 

were saved that could have been wasted on attempts to implement programs or practices that had 

long ago been shown to be ineffective. 
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 It is critical to note that it is important to differentiate between a mentor with useful 

institutional knowledge and one that would pass along negativity and a lack of enthusiasm for 

the mission. Leaders should make sure that the message they want to get passed along to new 

staff is the message that is actually getting passed along. It is imperative that the motives of the 

mentor be understood and the purpose of the relationship be established as well.   

Staff Training & Development Practices:  Classroom Instruction 

 Some of the techniques for classroom instruction include:  lecture, role playing, case 

studies, and experiential exercises (Pynes, 2009). Important considerations for this type of 

training practice are that there are multiple ways in which employees learn and classroom 

instruction trainings can incorporate all four techniques into one session. Employees can listen to 

a lecture about a certain topic from an expert in that topic, then practice their new learning 

through reading and answering questions about case studies focused on the lecture topic, and 

finally, practice new skills they learned about through role playing and experiential exercises. 

 Participation in these sorts of trainings can be found through many different sources. 

Many healthcare providers offer topics of health and wellness to their consumers. The Minnesota 

Council of Nonprofits provides trainings and conferences all throughout the year, some free and 

others for a fee. As another example, in my former position at a statewide anti-hunger agency, I 

worked with food shelf coordinators throughout Minnesota. One of the main functions of my job 

was to offer continuing education lectures. These sessions were free to participants and each 

summer, I chose one topic and built a two-hour presentation around it. I then toured the state 

offering the same session at different regions of the state. The sessions focused on poverty-

awareness, food safety and nutrition, food shelf management best practices, and other related 

topics. These sorts of trainings are available from a multitude of community sources. “Managers 
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and HRM departments need to be on the lookout for relevant community-based training 

opportunities” (Pynes, 2009, p. 318) and include these types of activities in the annual goals of 

the department or person responsible for HR practices.     

 It is also possible for an organization’s leadership to present training and information to 

employees while onsite when the entire staff is gathered. At our monthly ninety minute all staff 

meeting, 30-45 minutes is usually dedicated to staff development. Often, a topic expert is 

brought in free or at a very low cost to guide the staff in learning on subjects related to team-

building or health and wellness including yoga instruction or other subjects pertinent to the work 

at the organization. As Director, I have also used this time to be transparent in certain aspects of 

nonprofit management. When the organization was about to embark on strategic planning early 

in 2012, I created a discussion focused on strategic planning that was presented at the January 

staff meeting. The brief session was used to inform employees about strategic planning in 

nonprofits, why it is important and how the finished product would be used to guide all of us in 

our work to meet the mission. Another way in which this type of learning will be utilized is that 

shortly, the entire organization will begin the budgeting process for the next fiscal year. As only 

managerial staff has previously been part in this process, or had access to the budget itself, it is 

important to assist the staff in understanding the purpose of a budget, how it is used and how to 

read one. Classroom-instruction with staff not only builds the knowledge-base of the employees, 

it can also be used as a tool to unite the team during procedures related to the management of the 

organization and provide an opportunity for staff to clarify their own roles within the 

organization.  

 Providing opportunities for staff learning and development through Classroom 

Instruction meets both the people-centered values of Social Work and the business-minded 
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practices of Public Affairs. Classroom Instruction considers the people of the organization and 

the efficiency of managing that organization by offering training to employees outside of their 

workstations. This can be especially helpful so as not to disrupt the work site or distract other 

workers (Pynes, 2009). Being mindful of other employees and continuing the work of the 

organization with little or no interruption takes into consideration the needs of the people, both 

employees and those being served, as well as ensuring that the work of the organization is 

interfered with only minimally. Said another way, Classroom Instruction outside of the 

organization allows consumers, those people being served by the organization, to continue to 

receive the service thereby ensuring satisfaction of the agreement the organization has made to 

its’ constituents. 

 Classroom Training as an option for providing staff training and development also meets 

people-centered values of Social Work by taking into consideration the many different ways in 

which learning takes place for individuals. Some people learn by listening, some by seeing, and 

some by experiencing. Classroom Training that is effective provides audio training through 

lecture, visual training through reading case studies, and kinesthetic learning through role 

playing or experiential exercises.  

 And finally, Classroom Training meets the standards of business-minded practices of 

Public Affairs because it can be very cost-effective for the organization. As mentioned 

previously, when there is a funding gap or unexpected shortfall in resources at a social services 

agency, the first cut to take place is the staff training and development budget. I think that is the 

incorrect approach. As previously presented, the employees are the most expensive and 

important asset of the organization. It goes against business-minded practices to cut funding to 

the part that has the most impact on bringing the resources/participants/funders/awareness/dollars 
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through the door of the organization. As previously mentioned, there are many low-cost or even 

no-cost training opportunities available within the community and within an organization itself. 

Staff Training and Development Practices: Computer-Based Training 

 Currently, there is a multitude of computer-based staff training and development 

resources available that allow employees to learn at their own pace and convenience. “New 

technologies have made it possible to reduce the costs associated with delivering training to 

employees” (Pynes, 2009, p. 318). Using computers and technology to provide learning 

opportunities is especially important in today’s nonprofit environment where every dollar and 

minute is precious to a nonprofit and its staff. Many online resources are free or available at a 

low-cost and can be viewed at the employee’s convenience. Webinar and podcast training topics 

can be general and useful for every employee such as leadership, community poverty and 

demographic trends, health and wellness, and so forth. Or, topics can be very position specific 

such as grantwriting, accounting, IT, or related to Social Work licensure. Computer-based 

training also includes specific programmatic CDs where employees can read through materials 

and follow up with exercises or quizzes related to the topic (2009, p. 317).  

 Using this type of resource could have been especially beneficial to the employee and 

situation discussed at the beginning of this section. That employee was given new 

responsibilities in the area of nonprofit marketing without having any previous experience or 

understanding of what was needed to be successful. A search of ’nonprofit marketing’ on 

YouTube yielded more than 2,000 results. The videos focusing on nonprofit marketing that I 

perused ranged in length from less than one minute to more than 45 minutes. I’m not asserting 

that a YouTube video could have saved this person’s job, but, online training resources are a 

low-cost idea that could have had quite good results had the right video been located to give that 
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employee some simple tips and strategies for his or her new responsibilities. As a manager that 

was asking an employee to take on this new position, I might have invested half a day looking 

through some of these videos and offering them to the employee as a resource of information on 

the new responsibilities. Computer-based training includes webinars, podcasts, and videos, and is 

one of the easiest ways to get information and training into the hands of employees today.  Last 

spring, in a Human Resources Management class through the University of Minnesota’s School 

of Social Work, the entire class was directed to construct a power point presentation on 

leadership that included a recording of our own voice presenting the information. One of my 

classmates chose Hmong Women’s Leadership as a topic for this assignment. We were directed 

to then view each of our fellow students’ presentations outside of class time and offer feedback. I 

have since referred one of MORE’s program managers that I supervise to watch that fellow 

student’s leadership presentation as she was experiencing similar issues in her own life. There 

was no cost to the organization except for the approximately fifteen minutes the manager took to 

view the presentation. She was inspired by the information to seek out others experiencing 

similar leadership quandaries in the Hmong community. 

 Computer-based training is a staff training and development practice that adheres 

strongly to the standards and values of the discipline of Public Affairs. Similarly to Classroom 

Training, Computer-Based Trainings may have little or no-cost associated with them.  But in 

contrast to Classroom Training, the employee can take part in Computer-Based Trainings at 

scheduled times or at their convenience thereby limiting the amount of disruption to the 

employee and the entire workplace. And, not just promoting the practice of searching for online 

training resources to employees but also providing them with computer-based training resources 
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promotes the people-centered values of Social Work by showing workers that they and their 

level of skill are valued enough for their supervisor to spend some time searching out resources.    

Staff Training and Development Practices: The Ideal Practices 

 The ideal Staff Training and Development practice combines the most important 

practices from Social Work with the priorities of Public Affairs related to nonprofit management. 

In this case, first, is the consideration that staff training and development matters. “Competent 

staff is essential to quality service delivery, but quality staff does not come easily or cheaply” 

(Wimpfheimer, 2004, p. 55). While I mostly agree with Wimpfheimer’s statement, I disagree 

that staff training and development has to be expensive and take a significant amount of time. 

The practices I have highlighted here: On the Job Training, Classroom Instruction, and 

Computer-Based Training, can be available at little to no cost other than employee time 

associated with them. For that reason, I assert that the ideal system of Staff Training and 

Development must incorporate all three practices highlighted here. Organizations that place a 

high priority on Staff Training and Development practices are especially attractive to talented 

workers, those workers that place a high value on learning, and can make the organization an 

appealing place to work. 
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Chapter 7:  Staff Motivation 

 Employee motivation is the foundation that supports the other aspects of HR management 

highlighted in this work. It’s critical that along with providing staff feedback on their work 

through performance management systems, and building the skills and knowledge of the 

employees through training and development practices, nonprofit employees must also be 

provided with means of motivation. According to Rainey, “Work motivation refers to a person’s 

desire to work hard and work well” (Pynes, 2009, p. 218). Employee motivation is linked to job 

satisfaction and some of the influences on motivation include: an employee’s supervisor, 

qualities of the organization, and qualities of the work being done (Kiedrowski, 2010).  “One of 

the tasks of a manager is to promote productivity among workers, which requires motivation” 

(Fisher, 2009, p. 348). Without motivation in the workplace, employee performance can suffer, 

employees can be resistant to engaging in any system of training and development, which makes 

it very difficult, if not impossible, for the mission of the organization to be met. The final area of 

Human Resources Management to be discussed in this work is Employee Motivation. In addition 

to defining employee motivation and why it matters for organizations, theories of employee 

motivation will be discussed. Two sets of methods of employee motivation will be presented and 

assessed for the way in which each meets the business-minded practices of Public Affairs and 

people-centered values of Social Work. And lastly, the ideal system of employee motivation that 

combines values and practices found in both Public Affairs and Social Work will be presented. I 

will begin with why motivating employees is imperative to managing a nonprofit.   

Motivation = The Mission 

 For many people working in nonprofit organizations, their motivation for work is 

partially related to the mission of the organization. Often heard in nonprofits is, “Obviously, I 
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don’t work here for the money!” The assumption is that the efforts going toward achieving the 

mission related to ending poverty, illiteracy, hunger, or whatever the work of the organization is 

laboring toward, can often be enough to get nonprofit employees up every morning and be 

creative, positive, and effective in the workplace. But in order to get beyond the long-established 

notion that dogooders working in the nonprofit sector are only there to care for ‘the less 

fortunate,’ nonprofit leaders must recognize what motivates people at work (2009, p. 348).

 The mission of the organization is only a small piece of what inspires people working in 

nonprofits to do their best every day. There are many other factors related to a person’s 

motivation at work such as: their relationship with their supervisor; characteristics of the 

organization, as well as the work; whether the work is team or individual-based; how employees 

are supported in their work; and also, the kinds of rewards and incentives that are given to 

employees (Kiedrowski, 2010). According to Pynes, “Motivation is the desire within a person 

causing that person to act” (2009, p. 218). The ultimate goal of motivation practices is to build 

the employee’s long-term loyalty, trust and performance (2000, p. 92). When those things occur 

for employees, job satisfaction is at its highest level. What is required to get employees of 

nonprofits to that point in their motivation is a combination of dedication to the mission of the 

organization plus solid employee motivation practices.  

Theories of Motivation 

 What exactly is behind motivating nonprofit employees in their work? There are two 

classes of motivation theories, Content and Process. Content theories of motivation are related to 

employees’ desire to meet certain personal needs. Need theories of motivation “use personal 

characteristics or attributes of the individual to explain motivation” (Pynes, 2009, p. 218-219). 

The goal of each individual is to meet their own needs in order to ensure their own well-being 



40 
 

(2009, p. 218). Process theories of motivation are related to an employee’s perception, reasoning 

and judgment related to motivation. They “suggest that a variety of factors may serve as 

motivators, depending on the needs of the individual, the situation, and the rewards for the work 

done” (Pynes, 2009, p. 221). I will discuss here two types of content theory, briefly discuss one 

process theory, and finally, I will look at one leadership theory as an employee motivator.   

Motivation Theory – Maslow’s Hierarch of Needs  

In Maslow’s Hierarchy of Needs Theory, a content theory, Maslow claims there are five 

levels of need that humans are motivated to satisfy. In a pyramid-shape, the first or bottom-level 

need must be fulfilled in order for a person to move on to meeting the next level, creating the 

hierarchy. The levels in Maslow’s theory begin with physiological needs such as food, water, 

sleep, clothing, and shelter. Once employees have these needs met, they can then move on to the 

next level, safety or security, “protection from loss or threats including job security” (Fisher, 

2009, p. 350). At this level, employees work to ensure they shelter themselves from physical or 

economic harm (2009, p. 219). The third level in the hierarchy is social needs related to 

belongingness and love which includes giving and receiving love and a sense of fitting into the 

organization. The fourth level is related to esteem or ego needs and focuses on confidence, 

status, self-esteem and recognition. (2009, p. 350; 2009, p. 219). The final level of need is self-

actualization and that relates to longing for achievement (2009, p. 219) in which “an employee 

will be motivated by opportunities to use their talents, be creative, and achieve their fullest 

potential” (Fisher, 2009, p. 351). While Maslow’s Hierarchy of Needs Theory is frequently 

taught to Social Workers as a way to consider their work with motivating clients and 

understanding the surroundings from which those clients are operating, it is also very relevant to 

encouraging employees of nonprofits (2009, p. 348-350). According to Fisher, it is imperative 
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that leaders understand the needs that motivate employees in nonprofit organizations as theorized 

by Maslow. Fisher points out managers must realize when an employee’s need at any certain 

level is met because that person will then no longer be motivated in the same manner.  

  For instance, if a social worker feels that she is well paid and secure in her job 

 position, the first two levels (physiological and security) will not serve as effective 

 motivators. The manager will need to motivate based on higher level needs, such as those 

 at the social level. Further, people may move up or down on the pyramid of needs. When 

 job security becomes an issue due to budget cutbacks or other limitations, a worker at the 

 social needs may suddenly become motivated by security needs. Administrators must 

 also be aware that their employees may all be operating at different levels of needs and 

 take this into consideration in their style of management (2009, p. 351). 

 

 Fisher warns nonprofit leadership against placing their resources and energy towards the 

higher level needs without meeting the lower level ones first. “Some social work managers may 

be quick to focus on the higher order needs because they are easier to satisfy in human service 

agencies due to limited financial resources” (2009, p. 351). In my own organization, I am 

currently faced with the extremely expensive task of implementing health benefit coverage for 

employees for the first time in the history of the organization. I believe that what Fisher 

describes above was the exact scenario at my organization for the past twenty some years. 

Leaders previously believed that what was motivating employees were some of the higher order 

of needs such as: social – to be loved and appreciated by the participants and other community 

members; and, self-actualization – to use their talents and skills to serve others and a higher 

power. I believe that in order to continue to motivate my employees, I must ensure that the first 

two levels of their needs are met to the best of my abilities and then focus can be placed on the 

other three levels of needs.  

Motivation Theory – Herzberg’s Motivator-Hygiene Theory 

Herzberg maintains that there is a difference between employee satisfaction with a job 

and motivating employees to do their best. According to Herzberg, “The things that make people 
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satisfied and motivated on the job are different in kind from the things that make them 

dissatisfied” (2003, p. 2). Said another way by Kiedrowski, everyone has different motivation 

and job satisfaction is important but not the only motivator (2010). Herzberg’s distinction of 

motivators comes in the form of hygiene factors and motivator factors. He asserts that hygiene 

factors are what promote dissatisfaction in the workplace while motivators are tied to satisfaction 

with work. Herzberg believed that when people were dissatisfied with their job, hygiene factors 

such as: agency policies, relationship with supervisor and coworkers, working conditions, salary, 

status, and security, were lacking in some manner, according to the employee. And when 

employees felt good about their jobs, Herzberg asserts this had to do more with the motivator 

factors such as: promotional opportunities, opportunities for personal growth, recognition, 

responsibility, and achievement, and less with the hygiene factors (2009, p. 351; 2009, p. 221).  

 Herzberg seems to imply with the Motivator-Hygiene Theory that being unable to 

provide the best for the hygiene factors does not necessarily rule out being able to motivate 

employees. Kiedrowski asserts that for Herzberg, intrinsic factors, the features of the work, are 

most significant to motivation, versus the extrinsic factor such as money (personal 

communication, 2010). Fisher goes on further, “This theory may be especially relevant to the 

motivational needs of social workers because it is not the hygiene factors that draw social 

workers to the field” (2009, p. 352). This is very different from the previous theory, Maslow’s 

Hierarchy of Needs, which asserts that self-actualization can only occur when the four levels of 

needs below it have been satisfied. “Herzberg argued that people are motivated by self-

actualization more often than might be considered in Maslow’s hierarchy of needs, and he 

believed in providing more self-actualization opportunities for workers” (Fisher, 2009, p. 351).  

Fisher warns nonprofit leaders to not solely focus on the motivator factors even though it may be 
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difficult to provide the hygiene factors because of budget restrictions. Consideration of both 

motivator and hygiene factors is required for high-quality management of staff (2009, p. 352). 

Motivation Theory – Vroom’s Expectancy Theory  

We now move away from content theories of motivation that focus on the needs of 

employees and look at a specific process theory of motivation. Process theories of motivation 

“suggest that a variety of factors may serve as motivators, depending on the needs of the 

individual, the situation, and the rewards for the work done” (Pynes, 2009, p. 221). In 

Expectancy Theory, Vroom asserts that employees will apply themselves in the workplace if 

they consider themselves to have the skills and capacity to do the work, have faith that working 

hard will increase performance, believe their diligence will be rewarded, and desire the reward 

(Pynes, 2009). According to Kiedrowski, Expectancy Theory would place employees in 

positions that correspond to their abilities; increase employees’ connections between work, 

performance and rewards; and, ensure that rewards are chosen that are worthwhile to the 

employees, thereby improving employee motivation (2010). When comparing Expectancy 

Theory to either of the need-based motivation theories, employees’ motivation completely 

changes. Rather than being motivated because of wanting to fulfill a need, employees are 

motivated because they believe their work will have some sort of impact, whether it will be to 

have better performance or earn a reward that is attractive to the employee (Lightfoot, 2011).  

Motivation Theory – McGregor’s Theory X and Theory Y  

A final theory to be discussed here is more of a theoretical approach to leadership based 

on a manager’s belief of what motivates their employees.  In the book, Douglas McGregor 

Revisited: Managing the Human Side of Enterprise, McGregor himself says it best, “Theory X 

and Theory Y are not managerial strategies. They are underlying beliefs about the nature of man 
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that influence managers to adopt one strategy rather than other” (Bennis et al., 2000, p. 27). 

According to McGregor’s Theory X, managers believe that people generally dislike work and the 

human character is not accountable. Theory X managers view employees’ motivations to work as 

selfish and artificial. Rewards and punishments are used as motivators and compliance with 

multiple rules and regulations is mandatory. It is management against the employees and 

subordinates are not to be trusted (2009, p. 356).  

 On the other side, Theory Y proponents believe that work comes naturally to people and 

it is something they desire to do. “Theory Y espouses that humans are creative, can solve 

problems, and are more motivated by self-actualization needs than rewards or punishments” 

(2009, p. 356). Growth and creativity are valued in a Theory Y environment where trust and 

camaraderie exists between management and employees (2009, p. 356). The importance of 

Theory X and Theory Y is that it encourages managers to assess their true feelings regarding the 

motivations of their employees and allows them to create a motivation system based on reality. 

Weinbach describes the scenario by saying, “It is more important to assess what is really going 

on and what truly motivates employees than to manage based on perhaps false assumptions” 

(Fisher, 2009, p. 358). 

Methods of Employee Motivation – Financial Incentives  

 It is necessary that the public and many within the nonprofit sector realize that people 

employed in the helping field have every right to have their physiological needs met by their 

salary and benefits just like the other sectors. As I move into the discussion of methods of 

motivation, it is important to discuss at the onset my own feelings towards financial incentives or 

extrinsic rewards for nonprofit employees. Often, I hear surprise from the general public that 

people working in the nonprofit sector actually get paid for the work that they do. There are also 
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those within the sector itself that promote this feeling of martyrdom and that people helping 

people should sacrifice their own needs in order to meet the needs of others. That is a very 

outdated and dysfunctional way of considering this sector that employs 11% of Minnesota’s total 

working population. People working in nonprofits have every right to expect that their first level 

of Maslow’s Hierarchy of Needs will be met by their employment just as employees in other 

sectors require. In order to discuss non-financial motivators for nonprofit employees, I must 

assert here that nonprofit organizations must first consider it their responsibility to meet the 

physiological needs of their employees through salary and benefits. It goes back to the mission 

and care of the organization which should not only encompass those people that are served by 

the organization but also the people employed by it. If the employee’s most basic level of 

financial needs is met, that gives the nonfinancial motivators a fighting chance at being effective. 

Now the discussion can turn to non-financial motivators. 

 Employees from all sectors are at least as motivated by non-monetary incentives as they 

are by financial incentives. A 2009 McKinsey survey of over 1,000 executives, managers, and 

employees across all sectors found that those surveyed feel that some noncash motivators are 

equally or even more motivating than financial incentives such as cash bonuses, salary increases, 

and/or company stock. “Numerous studies have concluded that for people with satisfactory 

salaries, some nonfinancial motivators are more effective than extra cash in building long-term 

employee engagement in most sectors, job functions, and business contexts” (Dewhurst et al, 

2009, p. 1).  

 There are scores of resources available on how to motivate staff. In fact, a recent search 

of books on amazon.com using the words ‘employee motivation’ yielded 3,741 results. I have 

chosen to present eight ways to motivate employees that were presented by Kiedrowski in 



46 
 

November 2010. I will discuss how each relates to the theories of motivation presented above. 

Each element of motivation will also be assessed for the ways in which it meets the business-

minded practices of Public Affairs as well as how it adheres to the people-centered values of 

Social Work. 

Methods of Employee Motivation – Employee Empowerment Practices 

 Much of the motivation theory discussed above is related to providing opportunities for 

self-actualization on the part of employees. I will call that Employee Empowerment Practices 

and will group together the methods of employee motivation that call for the employees to have 

an active role in their own motivation. The Employee Empowerment Practices to be discussed 

include: mission-based moral purpose on the part of the employee, involving the team in 

defining the work, and developing a results-based culture (Kiedrowski, 2010).  

 Early on in this section, it was established that many nonprofit employees may be 

motivated not for money but because of the alignment of their own personal values and the 

mission of the organization where they are employed. One way to assist employees in 

understanding how their own values correspond to those of the organization is to promote 

soulwork. Soulwork is “the process of staying in touch with the deep center that resides in each 

of us and is connected to the creative spirit of the universe by reflecting on your life’s 

commitments,” and it helps answer the question, “What will I live for?” (Bryson & Crosby, 

2005, pp. 52-53).  Kouzes and Posner assert that considering the following leads to Soulwork: 

  What do you really care about:  fame? fortune? power? family? people? 

 achievement? freedom? happiness? security? wisdom? what?...The answers to these 

 questions come only if you’re willing to take a journey through your inner territory – a 

 journey that requires opening doors that are shut, walking in the dark spaces that are 

 frightening, and touching the flame that burns.  But at the end is truth (2003, p. 149). 
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 Nonprofit managers can assist their employees in answering the question, “What will I 

live for?” through exercises and discussion that help employees have a fuller understanding of 

their own values, by helping them develop an understanding of what truly matters to them and by  

drawing parallels between their personal values and those of the organization. Having in place 

the foundation of an employee’s motivation that is established because of their own mission-

based moral purpose only adds more strength to the other methods of employee motivation.   

The second practice of employee motivation relating to Employee Empowerment is to 

empower employees by allowing them to have a say in their work. This really incorporates the 

opportunity for employees themselves to define ‘high performance’ (Kiedrowski, 2010) as well 

as what success looks like and the best manner in which to meet the mission of the organization. 

Providing opportunities for employee self-rule, also called autonomy, empowers employees by 

allowing them to have a say in their work. According to Bennis et al., “Empowerment is about 

the redistribution of authority and accountability in the organization. Most often it takes the form 

of granting greater decision-making power to front-line employees to enable them to improve the 

way work is done or to customize the process for customers” (2000, pp. 100-102). In order for 

autonomy to be effective as a means of employee motivation, the work situation must be a 

Theory Y-based environment in which employees are trusted and believed to be creative and 

want to do the work. Bennis et al. also suggest empowering employees even further and creating 

an environment in which employees feel and act like owners of the organization. A feeling of 

ownership by employees comes only when they believe their input into the organization is 

significant and impactful. This type of management is classified as self-actualization, one of 

Herzberg’s motivating factors, as well as Maslow’s highest level in the hierarchy of needs 

theory. Autonomy and empowerment are intrinsic motivators that offer employees a much higher 
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level of achievement, responsibility and opportunity for growth or advancement. Again, these are 

the motivators that promote job satisfaction, according to Herzberg’s theory.   

 Going hand-in-hand with empowering employees with self-rule is the third Employee 

Empowerment practice: create a results-based culture within the organization. Providing 

employees with the responsibility of meeting reasonable goals that have been established 

between the supervisor and the employee, while at the same time giving the employees the 

opportunity to discern for themselves the manner in which those results can be accomplished, 

creates that empowering environment that many of the theories discussed above promote as 

being successful options for employee motivation. 

 Many times in my own career, I have not had autonomy over my position or program. It 

was often with anxiety and fear that I would bring ideas for changes and streamlining of services 

to supervisors. There were times when I could almost feel the tangle of the net of control and 

lack of power from which I was attempting to work. I once experienced a situation when I was 

working at the food shelf in which a supervisor was denying food to a family because they fell 

outside of the parameters for service that particular day. Fridays were reserved only for new 

families as well as for families to come in for diapers. One Friday, early in my tenure at the food 

shelf, a father that had been scheduled to come in only for diapers asked if he would also be able 

to receive food for his family prior to the weekend. My supervisor followed the rules she had put 

in place and denied the family food. Understandably, the conversation became very heated and it 

ended with my supervisor threatening to call the police if the participant did not leave the 

premises. Obviously, that former boss came from a place of Theory X related to constituents of 

the organization, believing that those whom we served were selfish and giving food to those in 

need was a form of reward and denying food was a form of punishment. 
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 I was extremely discouraged from that situation. The policies of the organization were 

not matching my own values. At that time, I had no say in setting the policies and I certainly had 

no understanding of what the results were that we were working towards. I disagreed so strongly 

with the program policies that after my supervisor left for the day I secretly called the participant 

and told him that there were bags of food waiting for him outside the food shelf door.  

 I realize that this example of a lack of autonomy in a work setting is extreme but I feel 

it’s important for me to share in order for the reader to understand why being a good leader is so 

very important to me. Today, when staff from the organization I direct comes to me with an issue 

outside of the policies and guidelines we have set for service, after they have presented the issue, 

my first question to them is always, “What do you think should happen?” And while as their 

supervisor, I am obligated to share concerns that I may have and the conversation will always 

include any liability or safety issues, typically, I encourage the employees to do what they think 

is best. In the situation that I described with the food shelf, that would have meant that I could 

have made an exception to the rule that only new families could be served on Fridays. 

 Using Employee Empowerment practices as a motivator for employees meets the people-

centered values of Social Work because the employee is at the center of the practice and is 

considered to be the expert and most knowledgeable at what he or she does each day. As 

mentioned, providing staff autonomy in their work allows employees increasing responsibility, 

fulfilling their need for growth and achievement thereby enriching their work (2003, p. 8). 

 Employee motivation practices that include empowering employees in their work also 

meet the business-minded practices of Public Affairs. If employees are required to never veer 

outside of the parameters of their work, creativity that can make the workplace more effective 

and efficient can also be lost. Again looking at the example of my experience at the food shelf, I 



50 
 

knew that only providing food to families that had never visited the food shelf before on Fridays, 

was hurting the reputation of the organization, not helping to meeting the mission of the 

organization which was to serve those in need, and it also was disastrous to answer the telephone 

on Fridays and be forced to tell people that they had to wait until Monday to receive food. 

Rightfully so, people would get angry and often yell at me and other employees, but with no 

autonomy in my job, my hands were tied. With my motivation at the time being at Maslow’s 

lowest level, providing food and shelter for myself, job security was my highest priority so 

serving people without my supervisor’s knowledge was not a viable option. After several 

months, I finally worked up the courage to ask my supervisor about changing the policy of only 

serving new families on Fridays. She agreed and it didn’t take long for the schedule on Fridays to 

fill up. This relates to the business-minded practices of Public Affairs since our statistics were 

based on families and pounds served. Allowing me to change the rules increased our services 

statistics, which then increased funding that was based on our service statistics, allowing us more 

resources to meet our mission. And for funding that wasn’t based specifically on statistics, we 

were able to report the additional numbers served as a way of demonstrating our work to meet 

our mission, thereby strengthening the effectiveness of the organization.  

 My motivation going forward from this situation included a drive to ensure that the 

policies of the organization for which I was working had to match my own values. Even though 

the situation described here was difficult for me, I gained confidence in putting forth my own 

ideals. Also, I learned what if felt like to be given the authority to make changes to the policies 

and service to the people we were serving. Motivation in my work today continues to include 

making certain that my values are in line with the policies and practices of the organization. 
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Methods of Employee Motivation – Leader-Based Practices 

 The responsibility for being motivated does not only lie within the employees. Equally as 

important is to provide motivation to employees via the work-life attitudes and practices 

presented by the organization’s leaders. I will now discuss three leader-based practices of 

methods of employee motivation. They include: Be Motivated Yourself, Lead by Example, and 

Develop Relationships with Team Members (Kiedrowski, 2010).  

 Even though it may seem to be somewhat a given, it’s important to remind nonprofit 

leaders that in order to motivate people, they themselves must be motivated in their work. One 

very easy way for leaders to demonstrate their motivation is to set goals for themselves. And not 

only should leaders set goals for themselves but most importantly, they must share those goals 

with the employees. I’ve already discussed how having a results-driven culture can motivate 

employees so the goals of the leader are an equally important piece to creating that environment 

where people are matching their work to the goals of the organization. When leaders share their 

own goals and the work that has gone into those goals, they share their own achievement, and set  

good examples.  Herzberg asserts in the Motivator-Hygiene theory that achievement is one of the 

motivators that helps employees feel good about their jobs. Leaders can also be motivated by 

their own achievement, energizing them for another day. In my own position, I have set goals for 

each 90-day period since I began working at the organization last May. If there are goals that I 

have not met or that take longer than the allotted 90 days, I will add them to the list of goals for 

the next 90 days. Having these goals in place helps me to remember what the priorities are in my 

work. Having shared my list of goals with the staff and board helps them to understand the 

priorities of my work also. And finally, being able to check goals off my list as they are 



52 
 

accomplished helps me to feel that sense of achievement and relates back to the results-driven 

culture that also motivates people. 

Leading by example is another leader-based practice that can help motivate employees. 

Credibility and integrity are the two most important parts of leading by example. Kouzes and 

Posner assert that credibility continues to be the “foundation of leadership” (2003, p. xiv) and 

they define credibility as “how the leaders earn the trust and confidence of their constituents.” 

(2003, p. xi). Integrity “demands that you know what your guiding ethical principles are and that 

you generally live by them across multiple social roles” (Bryson & Crosby, 2005, p. 54).  Kouzes 

and Posner define a leader with integrity as someone who is truthful and trustworthy and also has 

character and convictions. They report that for more than fifteen hundred managers they asked, 

integrity was considered to be the number one value, characteristic, or attitude essential to 

leadership (2003).  Luke uses integrity “to describe an ethical, honest person who has 

convictions and acts in ways consistent with his or her stated commitments, values, or beliefs” 

(1997, p. 229). Maxwell takes it even further by saying, “[Integrity] will not allow our lips to 

violate our hearts” (1993, p. 36).  He describes integrity as “what I say and what I do are the 

same, the results are consistent” (1993, p. 37).  Without credibility and integrity in place, a leader 

really has very little power in setting a positive example for employees and leading by example. 

The third and final leader-based practice important to employee motivation is leaders 

developing relationships with their staff. Herzberg describes employee’s relationships with their 

supervisor and coworkers as a hygiene factor, meaning it is usually tied to dissatisfaction with 

work rather than a motivating factor (2009). But the McKinsey Quarterly survey reports that 

63% of respondents described attention from leaders as either ‘extremely effective’ or ‘very 

effective’ as a motivator in their work (2009). Attention from leaders is seen to play an important 
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role in “making employees feel that their companies value them, take their well-being seriously, 

and strive to create opportunities for career growth” (2009, p. 1). I see that last piece, creating 

opportunities for career growth, as a part of what develops when leaders are mentors to their 

staff. It is through that mentor relationship that supervisors and their employees can determine 

what growth opportunities the employee might want to pursue. It is important to note that healthy 

boundaries should be maintained in these leader/staff relationships. The motivation power of this 

relationship can be lost if the relationship crosses a boundary into friendship and the leader is no 

longer seen as an adviser but more as a friend.  

The Leader-Based methods of motivation described above strongly meet the values and 

standards of the discipline of Social Work. At the center of these methods is the leader, an 

especially important person in the motivation of the entirety of the people within an organization. 

It is particularly important that leaders be reminded that their own motivation has an important 

place in the motivation of their staff. I have experienced times when organization leaders were 

not particularly motivated. It was difficult during those times for the staff to maintain their own 

drive to do good work and meet the goals of the organization. It was easy to know from 

experience with this person what they would follow through on and what they wouldn’t follow 

through on. Employees, whose own motivation was virtually nonexistent, would then respond 

accordingly. This usually meant putting forth the least amount of effort possible to get by. 

Working for a leader that has integrity and credibility is significantly motivating to employees. A 

leader that is a good example sets the highest standard of behavior for all of the people within an 

organization. 

 The Leader-Based Methods of Motivation meet the standards and practices of the 

business-minded Public Affairs approach for virtually the same reasons that the methods meet 
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the people-centered values of Social Work, the people. Without a workforce that is motivated, all 

effective and efficient practices of getting the work completed can be virtually eliminated. And 

that motivation must be modeled by the leadership. Working for an unmotivated director does 

not lead to efficient and effective work practices. That sort of work environment can lead to 

employees who contribute the least amount of work possible not to be efficient, but to stay under 

the radar on the unmotivated leader. Leaders must be motivated in order to expect the people of 

the organization to also be motivated in order for all to contribute to getting the work of the 

organization completed efficiently and effectively.  

Methods of Employee Motivation – Environmental Factors of the Workplace 

 Everyone in the workplace has responsibility in creating a positive work environment. A 

positive work environment where people feel recognized for their work and have fun can be the 

necessary piece that truly motivates people within the organization to come to work, ready to 

tackle the issues of the day with a positive attitude. The final area of employee motivation to be 

considered is the environment of the workplace. Kiedrowski asserts that using recognition 

constantly and simply having fun can lead to motivation of employees (2010). 

 Employee recognition is mentioned often in the theories of motivation. Specifically, 

recognition can be found in Maslow’s fourth level of the hierarchy of needs as it relates to an 

employee’s esteem or ego needs. “Esteem needs address a person’s self-confidence and sense of 

self-worth” (Pynes, 2009, p. 219). Recognition can also be found in Herzberg’s Motivator-

Hygiene theory as one of the motivator factors. In fact, in a study of more than 1,000 employees 

describing the factors that they report led to extreme satisfaction in the workplace, Herzberg 

reports that in regard to the intrinsic factors of motivation, recognition is second only to 

achievement. And in the McKinsey survey, “praise and commendation from immediate 
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manager” was rated by surveyed employees as the most effective nonfinancial incentive with 

67% of respondents considering it extremely or very effective (2009, p. 1).  

 There are many ways to provide recognition and commendation to an employee. 

Choosing an employee to be highlighted in a newsletter or a thank you to donors is one way to 

recognize employees for their work. Another way is to show appreciation at staff meetings or 

other gatherings. But it isn’t necessary that recognition be public or always be related to the most 

exemplary work either. I recently brought small gifts to each staff member after a very difficult 

week in which we all supported one another to get through it. I once received a special gift from 

my supervisor during a time when I was leading the planning committee for an annual 

conference and rolling out a new program at that conference. The recognition wasn’t public in 

front of my peers but it was completely unexpected and special to me because my supervisor 

acknowledged the amount of work and pressure I was under. 

 Recognition is included, not as a leader-based motivation practice but, as an 

environmental factor as it is not only the responsibility of management and leaders. Recognition 

can flow from all people involved in the organization including employee to employee, 

employee to manager, manager to manager, participant to employee. Recently, several 

employees gave great kudos to their manager at a staff meeting that she did not attend. The 

following week, during the management team meeting, one of the other managers shared with 

the absent leader all of the wonderful things her staff had said about her. I thought this was a 

wonderful example of recognition. Not only did the staff recognize their supervisor, but her 

fellow manager considered it necessary to pass it along to her, a form of recognition in itself. It 

was a really heartwarming moment, and I recognized the other manager quietly in an email 

thanking her for remembering to share the wonderful feedback with her fellow manager. 
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Recognition is a recurring theme in most studies related to employee motivation and engagement 

and it is one of the most popular ways that employers ensure that their employees know they are 

appreciated and respected (2009). 

 The second and final environmentally based employee motivator is to just have fun in the 

workplace. It seems so simple, but it can often get lost in the everyday hustle and bustle. Relating 

to belongingness and love, Maslow’s third level of the hierarchy of needs includes giving and 

receiving love and a sense of fitting into the organization. Sharing laughter and having fun can 

have a significant impact on the morale and motivation within an organization. Being able to 

laugh together really pulls a group together. Laughter and having fun crosses all boundaries 

within an organization. Creating an enjoyable environment can happen when the group can find 

humor at work. One of my favorite moments in the workplace took place last summer. One of 

the preliterate English classes for adults was out in the garage where the teacher was teaching a 

lesson around the donated clothing and household items that the students would later be able to 

take home. As I was walking toward the open door of the garage I could hear uproarious laughter 

that made me laugh before I even knew what was happening. It turned out that the group had 

found some women’s undergarments in the donations and they were translating the items into 

English. The students were then sharing the vocabulary words in their native language with their 

teacher. They were having such a great time! It made me happy and grateful to be a part of it.  

 Having fun at work is especially important for helping nonprofits. The issues that are 

being faced by the participants of our programs can be very deep and emotional. Facing issues 

such as poverty, hunger, abuse, or depression, on a daily basis with the people that we are there 

to serve can be draining. It’s important that leaders and employees share those moments together, 

sometimes planned and many times unplanned, that can lift spirits and restore energy. 
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The Environment-Based factors of motivation described above also solidly meet Social 

Work values and standards. At the center of these methods are the people, all of the people, 

within an organization. It is especially important to express that responsibility for using 

recognition and having fun in the workplace lies with all of the people of the organization. Using 

laughter and humor, and showing appreciation to the people of an organization builds that sense 

of teamwork that can help the group get through the very difficult issues being faced by the 

people being served at the organization. 

 Again, the Environment-Based Methods of Motivation meet the standards and practices 

of the business-minded practices of Public Affairs for virtually the same reasons that they meet 

the people-centered values of Social Work, the people. Workers and managers that are motivated 

and look forward to coming together every day to work together to meet the mission of the 

organization will bring with them a desire to be effective and efficient in their work. Employees 

that are motivated will care about how effective they are and will search out efficient ways to 

complete their work.  

 There are many methods of employee motivation but the ones that are included in this 

work are those that I feel create the optimal amount of Employee Motivation at all levels of an 

organization. The model Employee Motivation practice combines the most important practices 

from Social Work with the priorities of Public Affairs related to nonprofit management. In this 

case, the most important consideration is that responsibility for maintaining motivation falls to 

people at all levels of the organization. First, managers have to provide a system that offers 

employees autonomy, a culture that focuses on results and a purpose that is related to the mission 

of the organization. Leaders also must be motivated themselves in order to motivate others, and 

be willing to lead by example and develop relationships with the employees. Together, the 
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managers and the staff of an organization can offer recognition on a job well done to one another 

and also have fun together, creating an environment of motivated employees that are working 

together to meet the mission of the organization.     
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Chapter 8: Taking the Future into Our Own Hands 

 The purpose of this study is first to remind current and future leaders of nonprofits of the 

importance of the people working at their organizations and second, to balance that recognition 

with ensuring a healthy business that is financially stable and able to keep its door open. I chose 

to focus on the human resources management practices of employee performance evaluation, 

staff training and development policies, and methods of employee motivation as it compares to 

Social Work and Public Affairs because employees are the most significant and expensive 

resource of an organization.  Within the human resources management function of nonprofit 

management is the place in which organizations can begin to build the leaders needed for the 

best possible future of the sector.  The nonprofit sector is significantly behind the for-profit 

sector in building its next generation of leaders.  Performance management, staff training and 

development, and employee motivation are the best places to initiate the people-related values 

and business-minded techniques and learning needed for future nonprofit leaders.    

 Some propose that it is not possible for business-related practices to merge with the 

values of Social Work because people do not always come first.  I would agree but argue that 

maintaining a healthy and viable organization that may sometimes have to act like a business in 

order to survive is putting the needs of a group of people ahead of the needs of just a few.  

Nonprofits can act like businesses and make good, sensible business decisions. Often in 

nonprofits the opposite happens and programs continue even though funding is no longer 

available or the need for the program has diminished. I’ve also seen many times in nonprofits 

that staff members that are negative and destructive to the culture and mission of the 

organization are not dealt with and removed. The ultimate goal of a nonprofit leader is to create 

an enduring organization that is thriving. Discontinuing programs when funding is no longer 
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available or there is no longer a need, or letting go of unproductive staff, can be done in a 

manner that supports and respects all people. But some would argue that the needs of those 

participants whose program was cut and the needs of the unproductive staff member that has 

been fired are not being considered.  But I would ask, is continuing to operate a program in 

which there is no funding so that the operations of the organization are put at risk considering the 

needs of employees or participants in the organization’s other programs?  Or is allowing a staff 

person that is not good for the morale of the organization to remain in place because they have a 

mortgage to pay really focused on valuing the entire group of employees?  In my opinion, no.  

 The increased levels of accountability that are being required of nonprofits and the 

competition for limited resources available is forcing nonprofits to perform at a skilled level not 

seen before.  This shift to professionalization cannot be ignored.  The purpose of this paper is to 

call fellow nonprofit leaders to action – to join me by taking the future into our own hands and 

determining our own definition of professionalization within the sector.  By melding the best 

practices from each of the nonprofit management perspectives, Social Work and Public Affairs, 

the nonprofit sector can take control of our destiny and create a style of management that 

remains in line with people-centered values but also supports efficiency and effectiveness as 

smart business practices.  

 In this work I argued that the most effective approach to administering employee 

performance management, staff training and development policies, and methods of employee 

motivation is by developing a system that combines the business-like procedures found in the 

discipline of Public Affairs and people-centered values instituted in Social Work. What I have 

demonstrated is that oftentimes, when the people employed by the organization are put at the 

center of the practices, effectiveness and efficiency created by them follows. 
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 I have asserted that in order for the performance management system within a nonprofit 

to have people-centered values of Social Work incorporated with business-like procedures found 

in the discipline of Public Affairs, the system must have a peer evaluation element, measurable 

goals and objectives should be set and they should be separated into four areas of priorities that 

include having a focus on customers, employees, the finances of the organization as well as the 

operation. In order for the training and development component of the organization to encompass 

the people-centered values of Social work with the business-minded practices of Public Affairs, 

the organization’s leadership must first and foremost find value in the employee’s training and 

development. Once training and development is established as valuable, training can be put 

forward in the recommended manners that include: on-the-job training, classroom instruction, 

and computer-based training. All of the recommended styles of training incorporate placing a 

value on people within the organization as well as being cost-effective and making the required 

impact of building the skills necessary for the employee to meet the mission of the organization. 

And finally, methods of employee motivation that include the people-centered values of Social 

Work and the business-minded practices of Public Affairs focus first on the people, both 

leadership and employees, of an organization. When their needs for motivation are met, 

effectiveness and efficiency are sure to follow.  

 While this work focused solely on human resources practices within nonprofit 

management, a conversation must be started in the sector about the combination of people-

centered values with business-minded practices to be used as a guideline for a multitude of 

nonprofit management areas including finances, programs, operations, and so forth. I propose 

that further research and reporting be conducted to better align the Social Work and Public 

Affairs attitudes towards all aspects of nonprofit management. Much has been said that there is a 
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crisis of leadership.  Little has been said about how to address this crisis. As new needs, 

strategies and considerations for the nonprofit have emerged, combining learning from both 

schools of thought will help advance the capacity to manage in this new era of the nonprofit. 
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