oS OUR D RROT

KaBOOM! is a chari e’ n :
outdoors within walllcti)rz: cli]i(:::nvc:zlo? is for there to be a great place to play
getting Gommunit 1 of every child in America. Its major activity is

| y vo unteers organized under a KaBOOM! manager to build
playgrounds. T’he idea for KaBOOM came about in 1995 when two Washington
D.C, npnproﬁt workers, Darrell Hammond and Dawn Hutchinson, read about ,
two children who suffocated while playing in an abandoned car. They started
KaBOOM! to create safe playgrounds, and since 1995 the organization has built
5,000 playgrounds nationwide using donations from businesses and 200,000
volunteers, often provided by the business sponsors themselves. To keep up this
pace, goals were set for the 26 KaBOOM! managers at 18 playgrounds a year to

continue to meet the organization’s goals.
But Kate Becker,a KaBOOM! vice president, became worried in 2005. What
disturbed her was something she saw on her desktop computer. Fortunately for

n 2004, Darrel Hammond discovered a better way to provide tracking

her, earlier i ide
. n for KaBOOM! staff. He was visiting the CEO of one of his biggest
ics on the CEO'’s

e Depot, and was impressed by the colorful graph

sponsors, Hom : =
two computer screens. At that point, Hammond was accustomed to reviewing
written reports on projects, turnover rates, and so on. But typically there was too
much data not in very useful forms. Home Depot, it turned out, was using a new .

ond decided that KaBOOM! should create \ts

system called a “dashboard.” Hamm crea
own dashboard. It was this dashboard that gave Kate Becker vivid graphics right

on her desktop showing her how:th€ OI anizatior
benchmarks. The top s reen gave majo

program efficiency, fu draising efficiency
qumbers then could yield underlying
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. e
. . that highlighted the fact th k
. S manaze e _._m:? :_‘.:, w__am_oﬁ the buildin ¥ :_w:o/.f %o y'
W :m., she OM! managers was increasing. ey, dhe Gl . v_.ﬁnn;é : m
among Tm_wQO 6 .:...uorn instcad of the more n.:% ~“..::,.__ ?O_n oy WGnro_. " .m:vn
. cd—0 N . h - ¢ f . .
being rusheC T umber of projects expecte ATTRATY A each mapa, i
decided to nm__ ]. The impact was noticcable in tha p e n_._M board sopp w:oén_c ‘!
14 instead © o tenure of project Managers grew 3._: 510 22 monh, how :M_ :
that the mwn%_w”:noﬂ Jeaders recruited for projects m_Mi % perdent a
VC ,e: ter s e
number O X ard has proven very valuable day-to-day managemeng (¢, an s
o longn anning. KaBOOM!'s next move is to share the d

lected donors.
ard.” The Chronicle o.\,z_:nirsa

iti -range pl
critical to long-range .
dashboard information with se

bra K. Blum.
2006, p. M-6.

Source: De «Checking the Dashbo
ource:
October 12.

o ing i cial in setting the nonprofit organizat; .
Strategic planning _M _ﬂmnwmo m:%%%mw_w years of mowimmm oanmg a %m&mnﬂﬂ” o he
proper direction, whether for i include effective evaluation and Paien. By
careful plans and detailed execution must mnc c . and contro] Systemg
Evaluations are essential because, as we noﬁ.m in early chapters, =o=m=.o.m~ Organizatigyg
have the peculiar characteristic that their funding Amzn._ volunteer mﬂ.ﬁvmﬁv 1S Ot provideg_
at least not in total—by the clients or other Sn.mﬁ m:&osam,m o:.érwo: 1ts offerings focus,
Control systems are equally critical. It is a planner s cliché that plans never work
out! The marketing manager’s objective is to learn as quickly as possible when they do
not and adjust accordingly. But this takes effective o.o_:ao~ systems. In this chapter, ye
begin by distinguishing two types of control: strategic oon.:o_ and program control.
Strategic control focuses on larger issues and requires tracking changes in the
broad environment, competitors’ actions and plans, perceptions of the organizatiop
and its brand held by the general public, organization strengths and weaknesses, and
broad trends in organization performance. Program control requires the development
of systems for more or less continual monitoring of program performance for purposes
of day-to-day fine-tuning of specific campaigns to correct for undesirable performance.
Control, however, is focused on whether the organization is going in the right direction
and is on track. Evaluation, on the other hand, is concerned with final outcomes. Did the
campaign actually work? Did it achieve its behavioral influence goals? What seemed to be
the major drivers of success? What didn’t work as planned? What of the organization
itself? Can it boast that it is achieving its mission? What objectives are within reach?
Should they abandon some? These are all questions requiring sound systems of evaluation.

As we shall note, control systems must focus in:major part on the target audience
[arget _may be several

r businesses. But
h, on the other
he organization
ars and staff, the
ise or purchase

groups including poten
these target audiences ar
hand, is focused more on th
meeting the needs of j

x resear ch
d in Chapter >
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CHAPTER |
9 .::lf. i
eting 9..5::..0: Monj
i Nitor;
" — ltoring,
. b & Mexpensiye but g,
man and teacher Uﬂ.:rﬂa ot w
a0 vears Once a year. he takes a few d 7210 toea s
« / M,»

students who graduated 10 vears eatlisy MM to tele
- this s 9 What i< <311 : .
in this school? What is still important to <M ook,

you?”

we do better? What should we stop doing?"
absolutely essential in those areas w -

..o are many techniques available

me
\ good example was reported m
agement consultant

and Congre,; 465

w%o.wafxn::w Tesearch
o can—.. the well-knowr
phone a rg s hing for :
“Lookt, c. ndom Sample of 5 e
He mo=9<mm :"“_o _m.uira s nos%m_wﬁc
Her 50y asking “What shoyq
here tiad €ports that “This feedback 1 otine
ehttorapdsc me leadership responsibility.”! sl
g challenge of developing omoﬁ.?n control

systems at the campaign level

MONITORING AND CONTROL OF CAMPAIGNS

When we described the
process of developi i i
need to use the target audience member mw Hﬁﬂmw n”ww:ﬂm“mn Emmsm, bl
C g ! chstone for every element of th
campaign. And we emphasized the need for listeni ; .
mpaig or listening at the outset, pretestin
i & £ g before
going into @Hw field, and monitoring to keep track of progress. Monitoring is critical to
help campaign managers know such things as:

1. Is the campaign on schedule?

2. Are we reaching all of the target segments?

Are we having the desired impact on each segment?

What elements of the campaign are working well and which ones are not?

. What’s missing from the campaign? o

Has the competitive or social environment changed in important ways that would
campaign changes? i

MMMN“MMWMMH nm%uwm_ (if wswv responding; is their vm:_sna_mon MwMW % %%M%mw:o

What do other contributors—for example, volunteers OF unde

campaign and its ?‘omnnmm@

'O\UI'J)()J

® 2

xecution that will call for new
won’t. Marketing monitoring
Janning and implementation

any campaign’s €
Some things will work and some
1 intrinsic part of the campaign p

i i justments.

ucial and timely adjus : .
coﬂ&%m control process is in reality a n.é.n:,.m:o &aﬁBmﬂwﬁ
o... .rmostat regulating 2 building’s temperature:
._.._. ~cea device or system

Many surprises are likely to occur during

responses Of adjustments:
and control systems aré 2
process since they permit mw
As indicated 1N Figure
will ideally function :_oﬂ..s
Management sets a goa

ML ce

Scanned by CamScanner



. ing and Controlling Marketing Strategies o~ .
466 SECTIONYV Orgamizing ~- ﬁ.%\
> ter) and ascertainij

ing deviations from the goal (a :F::.c.:mo :vzm nd as :._n.,::_:m., Sitney a i@g

for &Q...n::,n?:.n or below ideal temperature becau spa ; 85 Warmeq o n:; B X ,

5 tem is then closed by a device or subsystem t mp.:ﬂ.xom the ne a._nsr "

em 1s ace or turns on the air condition; nnfx_.w g’

JWV

A\
%

deviations (
. 5
The loop in the sy Jitch that restarts the furn !
. of course, can differ greatly in o
Plexy,

ions (a trip-sW -t oanizati
et | cysterns in nonprofit organizations : o
Control sys ample, a library can simply monitor its total Cirg,
ate increased book use throy ﬂ_w,

g 5&.5

ision. For ex

:.:._n::n..nm .\.“M,ﬂﬂﬂnﬁﬂhmﬁ_ow: irregularitics or w:_d.:_ v .
and periodics .Jw:.n_nm. web site promotions, or a_:mnp mail. Or it can look Periodic
ads. _..Ei.ﬁvm.va .m cach of its departments during different parts of the day or énaﬂ? at
the QﬂnEn:ﬁﬂq__ooJQm.Q._m that would boost lagging departments or increase Patrong ang
seck corrective 3 nts during off-peak hours or days. At a more complex leve| it £e iy,

epartme at who was taking out books, m:&dnmo,_:a

e OO

rticular d > X
2o look not just at circulation but et of elderty or &
: yumber of elder eenage .

bring the 1 y gers COoming tg, the

attempt to
program elements that would, say,
Iso vary as to timeliness. The library can measure N

library up to goal levels. .
{ 1 can
vnwmmzwhw “N HMMM%_ vm\,w MMM_M_U monthly, quarterly, or even m.:ﬁ:u:%. Users of web siteg Poten,
tially can monitor the system moment by moment. Ocﬁncm? the faster an Organizatioy,
environment changes and the more competitive 2.5 activity that z.;nmm v_mmo. the more fre.
quently the system should be “read.” Thus __g.w:mm can mo.ﬁ by with na_wﬁzo_w..s?n@oa
measures. Hospitals in major urban centers E:_.SN:: n_mz_%. reports. Fundraisers in the
midst of a telethon will want—and brag mcoEIB_.scﬁ.w-g-BSEw Hoﬂ.m_m.

Finally, it is important to remember that B.os:odum and evaluation mn.w not the Same
thing. If the nonprofit organization relies heavily on grants from foundations or govery.
ment funding, there is usually a requirement that a program be o<m_:w8a.‘@§8=< this
interpreted to mean “show us at the end of your campaign &52 you have achieved " Ty
typically gets translated into a before-and-after evaluation protocol where baselipe
measures are taken before the program is started and then the same measures are
taken at the end. Differences are then submitted as evidence that the program worked
(or didn’t) and that the money was well spent. Many naive nonprofit managers think thy
this is adequate for monitoring purposes. But such a before-and-after approach meang
that the campaign had no control along the way—defects would not be discovered. And, of
course, neither management nor the funder would ever really know how effective the pro-
gram could have been if adjustments were made along the way. .

Monitoring systems are designed to avoid these occurrences by providing man-

agers with along-the-way measures that provide timely adjustments and maximize

program cost-effectiveness.

d broader social

)T to solve some

am is designed to

5in Ghana. Such

Wing up for—and
he major benct-

1t these desired

ncrease in %E

ldren and (2) st

A Caution
It is important to note the distinction bety

impact. The marketer’s
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- =25t some zud; ’ Properly 2ls and
- 1€NCE rese CTly target audi 4 the
S€, & 1€nce-f

help funders deci
! Crs de oy o 2
cide what is fe arch. he or she may be in &-locuseqd

staffer in the \ asible—givy 2 Doc

n the program who will be = en the funders’ broad 112 position 1o

rolls out, the markete . most in touch with th €T social goals. A

ey ity ceter ought from time to i € target audience, g g o

0 achieve the soc € to time ask whether the NICe, 25 2 program
ca =

1al change ok
£€ outcome everyone wants3 mpaign is really likely

Types of Monitoring Tools

A monitoring system li L
called SQ:SNQS‘@:N by Wwwmmwwmmm,mﬂwn:v& in Figure 19-1 is driven by an approach
aggregate goals for each progr am ( ow Mm:mmo.amﬁ starts the process by developing
(for example, number of people reach am Siliile Snteuprise)ior e planiilis nmnom
relationships created, and so on) ,::Mm Bmm_m G N s et
managers or SuUpervisors. . goals can then be assigned to individual
What are the Eo:_.ﬁoa:m indicia that might be used by management to check on
the progress of So,:.ﬁSmSBm in reaching their goals? Given the marketing frame-
work A.Vm this G.ooF it is clear that the starting point must be (1) a clear specification of
behavioral objectives—even if they are long run and (2) an explicit road map of how
the organization proposes to get there. The monitoring process then is simply a set of
tracking devices for measuring progress along the road. A thorough tracking process
also has the advantage of allowing complex ex post facto analyses and modeling of
cause-and-effect relationships that allow managers to confirm, revise, or abandon their

mental models of what it takes to achieve the behavioral outcome in future campaigns.
While the monitorings 1 must € cize behavioral outcomes and the steps

necessary to achieve 0sts. Zﬁwnﬁ:w
e
behavioral objectivet R heting
manner, While we de¢

management be able

eMplild

‘the manager

1. Are we over- O]
asked for)?
2. Are all of the pH
yarious outlays?
web site develop!

t/cost ratios of
g too much on
t ourselves?
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3. Is the budget adequate 0 the task? Is it excessive :r;‘.< will conelude -

4. Is the budget appropriately allocated—are ,<c. getting Cquivaleny vof, .
from a dollar spent in cach program n:::zw:o:. ? tf.

5. How are our marketing staff members using the money entrusteq 0
some more wasteful than others?

We begin where all good nonprofit programs ought to end—with bek

Ni=AWE R LTIE B

«
Mane,

he
em- Are

avior,

Tracking Target Audience Behavior
The single most important kind of measure for any nonprofit should be 4 meg
& ASure of

behavior. In retail and catalog ventures, the behavior is captured in sales, In othe
marketers might look at such behaviors as (1) membership applications, Gvgmf.

(3) volunteering. (4) donations. (5) attendance. (6) trash recycled, or (7) letters ;”:.:2.
to legislators. In social marketing cases, they might look at the number of vaov_o w._:nz
target audience who stopped smoking or immunized their children, the :csdmwrm
child abuse cases reported. or the number of missing children found. In each of 502
cases. the experienced marketer would like to develop a tracking system to anwsﬂ

success both at any point in time and over time.

Non-Behavioral Measures
Of course, behavioral impacts may take a long time to achieve (this is just one of the

many profound differences in the nonprofit sector). In such cases, interim measures of
progress will be important. It is critical for this task that the marketer have a goog
model of the behavioral determinants. In our own work, we rely extensively on the
stage of change and the BCOS frameworks. Measures of knowledge, attitudes, and
intentions of individuals toward the behavior (for example, reducing energy consump-
tion) will indicate the size of the audiences at the various stages. Measures of the
number of people who have formed perceptions of benefits and costs of proposed
actions will give a sense of the size of the group in the Contemplation stage and other
data will give a sense of untapped segmentation possibilities. These measures will also
give valuable insights into what might need to be done to change these perceptions—
for example, alerting management to the need to add new benefits.

It will also be useful to find out how many people are trying to change (in the
Preparation/Action stage) and the number already doing the new behavior (in the
Maintenance stage). Studies of those in these two stages should be designed to not only

estimate the size of the groups but also to identify barriers that seem problematic for
ewarc : ng for those in Maintenance. If

the first group and rewards , > workir
to be inhibiting behavic ay be that new campaign ele-

or segments who are at
for seeing progress and
prganization.

ge is the primary .mom_.
! e
2 maoc_o not changin

one must have the right

g}
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of 2 campaign 1o get G.w U.S. Congress to pass a federal statute regulating insurers who

are seeking target audience members over the Web. The report is filled with dramatic

examples of elderly people who have been duped into unneeded expenditures. AARP

distributes the report to Congressional offices and to the media. Further, suppose that
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repeat their effort. The latter ¢y wip e
these audience memberg are i "
and/or complain to frieng . .
Thus to understanq Satisfactj
expectations. Expectationg -
experience with the Same or gjm;
friends and associates, The _:mlﬁmﬂ:
of its offerings and alsq the ozwmnw

hink;j
R King
Cmbey

management, especially if “tota] quality”
:.Omm:m_ or education settings or in vari
dieting, exercise).

One pomeint and Suggestion Systems
. . ﬁ@.ﬂmor to collecting satisfactions data f
hospitals, universities, soup kitchens, and work with th oq:m i
complaint and suggestion systems. A responsive onmaNMa . it na ol
nmnaomwmz.ﬁm to complain if they are disappointed in some s%vwm ﬂmwoﬁw_oﬁmwm« for its
rm<.m nmo.o:\ma. or for business partners to protest if things are not io%“%m%ﬂ
their mmcmm.mo:os. Management will want complaints to surface on the theory that
target audiences who are not given an opportunity to complain might reduce their
relationship with the organization, spread negative word of mouth, or abandon it
completely. Indeed, it has been found that dissatisfied target audience members are
likely to tell 9 to 12 other target audience members, whereas satisfied target
audience members speak to only 2 or 3.8

Voicing complaints has, by itself, a potentially salutary effect. The likelihood of
negative effects will be reduced substantially if dissatisfied target audience members are
encouraged to voice their complaints to the nonprofit. They are more likely S.nosﬁﬂwo
to volunteer or donate even if the nonprofit does not respond to the complaint to ao

. . . . d that the faster the marketer responds

complainer’s satisfaction. Indeed, it has been foun :+1de on the part of the
to a voiced complaint, the more likely it will lead to a favorable attitude 0

target audience member.

€rvice businesseg like

pring Tools
sen and Best
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he types of
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study, is that they are ung
complainers.” The study fou
complaints about problél
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complain if they think
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ves did not
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problem and its source are manifest—that ix ‘f‘ ”“.‘ i“:‘:‘":_e ;’l‘ a Probley, is
-r of individual judgment. For these reasons a nonprofit is mgyr, like Ot
matier O S . aree monetary and time cosy el Al /
complaints about issues involving large R . SIS on e © fege
P’x"f ; '-mwh"im*. broken items delaved services, and discourteoyg Smply, "o Q‘.‘\QWQ /E
robiems myoiving - which. say. medical care is jus : Ce e : w
. ) g ke slems in which, say,. me . S Just a by ; Sare , 5
likely to surface ‘_h‘m prot < 41 seminar scems underprepared ; Lim 3G Q'“n'; ~
hich the staff of an educational semimat - : ANd the gop ™ oy
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= ) - ithout much manageme S 0f -
cram usually quickly become .lpparcnl withe N anagement research, a ¥ bre. maﬂ:
things that can truly sink a basically good program or .';:Sl.“mm“ througy, Poor N Suby,
gs - . > S WOorse s i
mouth. lack of repeat behavior. and. p‘.rh‘:}p}f dom :1 .]dlfsl plain apathy yp, :\om of JoV
: . . » dissatisfied target au
things that don't get volunteered by dissa HIEE Budience members pog® very e
£ e
sy g2
P-To voice
a \!
c°‘“Dlaim 2
x a

e asked. .
o Jso be asked because not all of them will speak u
a dissatisfaction, but one has to undergy

and

People must a
one must not only have a problem or a
to complain and have the skills to do so and t_he gumption to i
se qualities. Indeed. research has consistently shown that VOQ\;;‘|N°‘
Co

and how
more likely to be socially upscale and have higher incomes and by,
e[te‘-

evervone has the

plainers are much !

educations. They are also likely to be relatively young. Yet many nonpro
nge, like Stoppiy

as those in social work or those requiring long-term behavioral cha
ne or exercising regularly. have downscale audiences or the elderly as their pg
= ) o = 3 . n
tareets. Hearing from these people is essential to program success, yet they ma? b‘:a;h
o 3

fit Programg Sugy

smoki
Jeast likely to volunteer information about their dissatisfaction.
Fmali_v. the voicing of complaints is sometimes inhibited by the Institution j;

Unless the circumstances are right and the nonprofi_t marketer sets the right tzelt
people are relatively unlikely to complain abm?t their church, their doctor, or e‘?:'
their lawyer or accountant. When patients perceived problems with their medicy| ant(li
dental care, they were significantly less likely to speak up about them. And whep, the
did. Andreasen and Best found the medical and dental community much less respog_
sive than other marketers in resolving their complaints. Only one in six of those wy,

had a serious dissatisfaction felt bold enough to speak up about it and were lucky

enough to have it handled satisfactorily.

The better, more responsive nonprofits supplement the devices described earlier
with direct periodic surveys of target audience member satisfaction. They send question-
naires or make telephone calls to a random sample of past users to find out how
much they like the service. Some organizations also survey clients of competitors or of
marketers of unrelated products and services to identify potential market opportunities
on which they might capitalize. Through direct surveys, they avoid the several biases of

complaint monitoring systems.
Target audience member satisfactio
help campaign monitoring and final evaluatior
' Inteer manacer ean distribute a questionnaire 02
tate their satisfaction With the
he volunteer experience Th;
S either in person, in the B
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Here. five values are used
many as eleven. ’
When the results are j
s arc in, a his alues ;
volunteers who fall - caCha 111510gram can be prepar ind Others Use 5
the highly dissatisfied gFOUpf;?;pi Of course, vn’lun'tcz(r‘:hf‘w.i"g the pereent
ranging from mild feelings of Y have quite different 5 Within any orou Mage of
S gs of disappointme . ntensities (- such ay
anger. Unfortunately, there is no w e with th Aok,
and we can only rely on the self rc:pi)yrltodr?aklc st
. - ed feeling;
If the. h'lstogram shows more answers skechgfooth

program is in deep trouble. If the histogram i © lefl, then the nonprofiy
b o tisfied. indif € histogram is bell shaped, then i profit volunteer

1SS _1s ied, indifferent, and satisfied volunteers. If the h" P 1t has the usual number of
the right, the nonprofit can be very satisfied that it is a re::,Stogr.a m shows more answers to
goal of delivering high satisfaction to the majority of ?t(;ntswc organization meeting its
Finally, if the distribution is bimodal (i.e., two peaks) thea;%zziail?me members.'?

. ) 10N ma

develop a second offering to meet the needs of the dissatisfied market while reti\i‘r‘\?:\:; t‘:xoe

present offering to serve the satisfied group.

Derived Dissatisfaction The second method of satisfaction measurement is based on
the premise stated earlier that a particular volunteer’s satisfaction is influenced by the
perceived performance and his or her expectations. The individual is asked two
questions about each component of the volunteer experience, for example:

nse feelings of

€150 i
Personal comparisons of intensity

f the respondents,

The challenge involved in the volunteer experience:
a. How much was there? :
(min) {0 23 - A4uS 6 7 (max)
b. How much did you expect?
(min) 1 2 B D 6 7  (max) s
“We can then erive &
Suppose the volunteer circles 2 for part (a) and 5 for part (b). We & () from
P btracting the answer for par - of
D sur 3t e. the greater the degree ©

“performance deficiency” score by
(b), here 3. The greater £ he perform fic
dissatisfaction (or the smalle
This method pI'O 1des more¢
averaging the scores of all the resp!
perceived performance. i
there is. If all volunteers Seettt

o

le, this means the prograit

o A
S ACLUC

sca
tions of the program
Wt fCne CN mUCh al'ld w
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Itis also useful to average the scores of all the respondents to part (b). This re ﬁq‘

much quality is expected in the expericnce"eah 5?5

the average volunteer's view of how
measure of dispersion shows how much spre
desirable level of quality. This is, in effect, a good measure

ad there is in volunteer opinion about yy,
of how clear the ins;titmi()n.c
s

brand image is.
Problem Rates A third approach is simply to ask respondents three Major questjon..
(1) Have you engaged in some transaction with us in the last 12 months? (2) 1f ves (le%
vou experience any problems with it? (3) If no problems are mentioned, was therc‘a:ld
way in which it could have been better for you? There are several advantages tq lhiy
approach. First, specific problems or deficiencies can be identified, including many thai
management may not have anticipated. These can then be the subject of immediate
corrective action, especially if respondents indicate how serious a problem it was for

them.
bout their subsequeny

Second, respondents reporting problems can be asked a
actions, including whether they complained to the nonprofit, spoke with friends, or

took other actions. This would yield data on how well the organization’s complaint-
generation system was working. Those who complained to the organization could also
be asked how this process turned out so that management could monitor the effectjye.

ness of its complaint-handling operation.

Doer—Ex-Doer—Non-Doer Analysis
A useful way to track performance both for evaluations and control is to compare

three groups. First, there are those currently performing as your campaign or the non-
y are repeat donors; their corporation

profit intended. They continue to volunteer: the
the “ex-doers”—those who used to do

stays involved in a partnership. Then there are
each of these things but dropped out, often recently. Finally, there are the target

audience members who did not act in the first place but should have. The latter could

be those solicited for a gift or for participation in a cause-related marketing program or »

a volunteer event who did not follow through. f
Comparison of the three groups—or at least the first and second—can be very

illuminating in showing the nonprofit organization what it is doing well and what it

needs to change. Did ex-doers find their experience unsatisfying or, worse, annoying

or unpleasant? Is the case with non-doers that they say that you are simply missing

ingredients that they were looking for? Finally, a comparison between doers and
non-doers can suggest where the ‘ ght be at risk of losing doers if

Sthat appear to have driven

1t1on m

saying that the organiza-
various target audience
arily the maximum level.

~and it woulg

tion should
members a
The reasonsié
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;uidilinnnl cost. Thus » S acti ‘
i charge lower tui A university Might ON can alw:
;]IM Clladl X ulll(]n to incr\- ) S h"‘e hL“ O\). “‘:i
over. i university faces a cost ¢ case the satisfact; ter faey ‘“C\'cmQ by
. . : SU constrag . ~acho ; « buj a
lw;u‘l:cul:n’ public. strain in ying 4 " of it dc“hl Sler ICCL
QA 5 AE : . S0 nts a
Sccond. the organization has o Wimize (4 : Ibvigyg
. S h‘[,‘ .
AChon
of th

atisfy
1sfy ANy publiee 1

one public might reduce the satisfaction
X av NCregs;
« ]ni

owes cach of its publics some specifie level atlable 1 MNOther g ti
must operate on the philosophy that iy js lr().[ Satisfactioy, e ‘:gfacmm f
i Srying to gatice, | anizat
3 i\hsfy th alion
&

at levels that are acceptable to tt
e a2 1€s¢ o .
This is why the organization must SE\I;ZU'PS ot
- cop Stemats
expected by its different constituent iﬁubll'mm
receiving. 1Cs
The. Org.ar}ization hopes to derive a number
satisfaction in its publics. First, the staff of the 0::1 o.f
urpose and pride. o HiE Organiz
st f ma }ft t Second, the organization creates loyal ;
costs OF INar ed urnover, for example, among donorsy21l publics and this req
publics say goo -thmgs to o_th-ers about the organization (:\:h\‘,olumeers' Third,
ence members without requiring as much direct effort on’ thelCh attracts new tg
part of the orean;
gani

thin
call the congyy
ally measyre lhcl 1S total resq

benefj
efits as result of creati

ation will work wiy, blier ng high

sense of

uces the

the l()ya‘l
rget audi-
zation.

Determining Causation _
The social sector has a problem rarely found i

_ in the co :
corporation marketers know when behaviors happenn::\l:gr—cilu:ﬁm—i Itr: o e
campaign (new gds) le'd to the recorded outcome (increased myan‘:’uesgzr their
nonprofit campaigns, this is often far from the case. That is, it is often very t:;)dltg

determine if a campaign is effective for the following reasons:

Outcomes may take a long time to appear—for example, developing lifetime

1.
healthy eating habits _
5. Outcomes may not have observable indicators—for example, not smoking or not
doing drugs
mpetitors are seeking similar behavioral outcomes—for

3. Typically, many (friendly) co
example, reducing unsafe sex
4. Target audiences may be unaware

s or cross-sector compariso

HIV/AIDS campaigns _
er caused which behavior

these challenges.

practices in
of which market

ns can often minimize

Experimental design

COMPREHENSIV l D ——— eloped for nonp(rlo;it

G ,chanxpiong
e with the privat

nance measu‘res n;

ce nor indicate

sector, Kaplan wasit - 11 Kaplan lalei
business and believe s diagaostics
how the compz :
adapted the BS

~antinnallv trag
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1. Financial performance—Is the organization generating increased revenueg) W
sources are growing? Are competitors more cffective with funding sourcego

s—How is the nrg:mizull(m scen by key constitug

at

2. Target audience perception o
(clients, donors, volunteers)? What [catures of the organization are most Cmicﬂ'c‘
[ tn

cach group?
3. Core competencies—W
is it performing? How are employce

hat should the organization be especially good at, anq h
¢ skills? What is turnover? Do partnershipg ':JW
add

value or not?

4. Innovation—Is the organization improvin
do things in new ways? Are staffers encour
the box?

g its ability to provide new offerings ,
aged to be innovative, to think Outs‘ido
e

al sector. financial performance is central. Stockholders are the ke

t organizations, finances are mainly an enabler. FUrthez
financial performance is not always linked to performance on the mission. Funding ma3;
be subject to other factors and factors beyond the organization’s control, for example
government appropriations decisions or the stock market. Other kinds of resource con.‘

tributors such as volunteers and corporate partners may be equally important
ng the multiple resources is critical. The ideal balance will vary

In the commerci
constituency. But in nonprofi

resources. Balance amo

by organization and —often—over time.
Another challenge for the application of this approach is recognized by Kaplan.

Nonprofit organizations have decisions to make about whose needs and wants are
going to drive the organization. For years, the United Way considered its charities to
be its major “customer group.” The charities had social problems they needed to
address and United Way strove to fund their ability to tackle them. In the 1990s,
United Way switched to a target donor focus. They argued that, if they did not
generate adequate and growing donations, the charities could not perform. Then,
in the twenty-first century, the new CEO Brian Gallagher switched the focus

a third time, saying that United Ways were really community organizations and
2 e e S iiiaime camatimes shanine. and then meeting the commu-
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<o investments in
pl‘ncnl c
c.and
(the com

(hese apendas by expanding and diveys;
fforts and supporting those of others Sifying
| learn [rom the impact ol our cf.fn
munitics we serve’ s

e [ncrea

our own develo
e Mecasurc, communicat
e Reflect the diversity o

2 tracking system hat has been adopted by many non
17715 (hat we saw KaBoom! using in our vignette :’r;:iu Oty
. P i 2 al the AN,
organization that markets s € sty a.
8 software g "0l 1he
)

hboard system. Its web site us
' Ses ¢

Another globs
tions is “the Dashboart
chapter. Blackbaud. a cmmncrci;\]

organimtions. offers a Performance Das
metaphor to describe its Information Edge System as:
at can creatc a custom performance dashboarg
s ard

Or your

“A flexible solution th
onitor:

organization to help youm

e Fuel
Easily monitor revenue sources from fundraising campaigns a
other events so you know how much can be invested in your ng .
programs mission

e Speed
erformance of your people and programs so you continu
8

Assess the p
your successes and eliminate nonproductive activities

° Slgnals
ff with accurate, up-to-date accountability measure
S

Empower your sta
to manage, track and analyze key performance indicators, so everyone i
? ne 1§

pulling in the same direction to meet your goals

o Warning Lights
Set up simple warning signs to let you know when you fall short or
»16

surpass predetermined performance benchmarks
Thcc;: .notion‘ of the Da.shboard is that it is like that in an automobile. It is always visi
;;1]651; proleltcfies rgal-turlle (or as close as possible) measures of how the Systergsisvasxt'ﬂe.
real-time data allow organizations to potenti ' i o
ally adjust cam
step back and assess overall o J paigns on the fly i
performance against longer t '
Dashboard and decidin BT T B e e e
g what should be measured is, of it
e is, of course, a critical challenge that
ide involvement of those to be affected. Discussions about these iss%xes (as

with Balanced i
Scorecard {gius)_can be an ‘extremely important organization—buildinﬁ
ved, misperceptions identified

agreements about where the
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of the m.gl;mi;‘:miun and its Work. The B
(he organizational competence angq S
poth internal and cXternal ¢
(c.g.. A NCW web site or
completed.

Evaluation studies for Organizations
reasons. The simplest evalyatio . > ATe very diff;
key variables and then revisitg

ﬁng

onstit : .

a new P 1

1. Environmental measures may be incomplete. For exam

1 1 1ea a Stud f H
programs in India may neglect to track the 1 P ¥ of economic
tribal feuding which may explain di . evel of €nvironmentaj hardships or

than any program element.

Competition may be ignored. Nonprofit organizations often do not like to think
that they have competitors except when it comes to funding. But a program failure
may be as much attributable to a parallel program’s innovative approach and
success as to the nonprofit’s own actions.

3. Change may be observed but, as noted above, its cause or causes are unclear or
hidden.

Robert Hornik has long studied the evaluation of social programs, particuﬁarly
focusing on their educational and communications components. In a recent essay, "’ he
reviewed a number of attempts to measure the impacts of health interventions and

noted a number of challenges to explanations:

1S effects may simply be the result of historical trends. Declines in smoking
. dome

i ing changes in social norms.
i ventions than to sweeping ch : _
grams and other inter their effects not by directly mfluer-lcmg target atl:dlencesa?:;
2. Campegrs m}?y l-lav(;acial norms through increased media coverage the campaig
i i ]
in changing thos€

» 1 del domi-
In effect, the influence of the “Other” factor in the BCOS mode
enerated. In etfect, >onents.
iates the Beliefs and COSt. * e from progra S oking
x California and no-sn
3. Institutional policy chag -d cigarette taxes mn LalllOTIIE ¢ "

change. For example_, inCLEge
ordinances and building

hERICEADIS I Oh . e e a\ Sif the

These may or may not DS utions may libe S A park or

4. Ina similar sense, cha R SR A ‘ Eor
" activity and publicity St 11 exercise I | lized (but

i ts safer, PO ‘ : : sognized
aklng Strce dy Kne€w ik nel

” et audiences al.re? b Wty | _ ck‘ed
tal—gbtf: temporarily 150 navior
lr&‘f:aalsfi—assurance because 1NSHELHE iy foed B a

e behavior them®
i :octive of the NONPIOA
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to have a result. This w .
expenditure levels and persiste |
Hornik's reflections suggest a number of ?nﬂo_,m ::.: :mo.._ to be :_cnzoan_.m:nr .

.an and changes in norms, policies, and wzm:E:oE._ structures. m<m_=azo:m
seasonal tren S d ways to asscss whether there is a scale problem. A Number o
should also fin ..a.%:mn of experimental designs at the community level to Provide

g ers. Doubling the budget in one n.o_j:..—:iQ and halving i %

another can provide some evidence as to whether scale is an issue. m:o_.d eXperiments
were common in the HealthCom projects that focused on child :n.m:: in an<n.-o§=m

countries in the 1980s.!8 These interventions allowed for a no:n_cm_o.: by Hornik i

the level of exposure to messages is mmn:mvm the m:m.usmwmp oxv_m.:m:o: for ir.w some

programs worked in some provinces 1n some countries mma :wﬂ in other provinces in
the same or other countries. It may not be what the campaign did, but how much it diq1

ould not mean that the approach was .summnum_% faulty, only thy,
nce over the long-term were simply inadequate,

programs have m
some of these answ

A COMMENT ABOUT GOVERNANCE AND ETHICS

A growing phenomenon in the nonprofit sector is the amount of public monitoring of
the ethical behavior of organizations in the field.!” This is partly a result of the recent
scandals in the sector, but it is also a result of more and more outside organizations and
philanthropists demanding measures of performance beyond just effectiveness and
efficiency. Formal regulation is exercised by the Exempt Organizations Division of the
Internal Revenue Service. Outside the government, the Better Business Bureau’s
standards (found at its web site, www.give.org) provide ethical and operational guide-
lines that are perhaps the most extensive. The Better Business Bureau describes its

approach as follows:

The BBB Wise Giving Alliance Standards for Charity Accountability were
developed to assist donors in making sound giving decisions and to foster
public confidence in charitable organizations. The standards seek to encourage
fair and honest solicitation practices, to promote ethical conduct by charitable
organizations and to advance support of philanthropy.

The Alliance sets out a detailed list of 18 standards for both behavior and reporting by
charities in the following areas: :

* Governance and Oversight
* Measuring Effective
Finances
Fundraising and Inforr

The last-mentioned
urges the dissemination
candid information; full z
marketing alliances and
attention to privacy cong;
compliance systems,

Specifically
thful, and
ANy cause-
ds careful
f effective
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e ng Ky,
There are a Number of other i:::.::. Mo

CT wate Nitoy;,

-ould be familiar, se § I
shot These Include: 'dog grouy

Guidestar (www, Uidesfas
Charity Watcl 2 slar.org) 32_32:
1ar1ly ¥ee n;::f,‘.n_::_.cf oy

Charity Navigator (Www.ch En:.va

E.i:sirzr:.s X
These groups and the populay press ar 8)
sive m.im:nm. to wastefu] mtasam:w.c_
:mm::Q.: gIven to organizatiop st 1 ou_:_s_msm.ﬁ_
contracting to friends and relatives,

And. of course, some :o:vno.:ﬁ S

watchdogs. The most obvigys exam pecific sectors 1,

e Center for Public Integrity

e Judicial Watch

e Black Box Voting

e Citizens For Legitimate Government

e Free Speech in the USA

¢ FAIR—Fairness & Accuracy in Reporting
e Institute for Public Accuracy

Other sites tracking and evaluating on approaches through the media include:20

¢ Accuracy in Media—Conservative watchdog group for fairness balance, and
accuracy in news reporting. , '

° Adbusters—Foundation with the goal of changing the way society and the mass
media interact.

e Alternative Media Watch—Media group showcasing underreported news stories

and issues.

e American Journalism Review—National magazine covering all aspects of print,
television, radio, and online media. -

e Center for Media and Public Affairs—Nonpartisan, nonprofit research on.mmsﬁwo:
in Washington, D.C., conducting scientific studies of the news and entertainmen
gdia. ving as a watchdog of the press

Columbia Journalism R Publication ser
. i il ia watchdog group

f the media’s

bcumenting the
§ _. ews Samﬁ:w.

NnewSs co! ; councils that

i wn cultural and

" ation, and ©©

political con
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e Media Zs:::..u Network (MMN)—Nonprofit, non-partial, and non-politica|
platform for serious media contributors and observers.

Media Research Center—Conservative group founded to bring political balan,
to the news media and responsib ty to the entertainment media, ¢
Media Talk—Wisconsin Public Radio show looking at current issues inside
network television, cable, newspapers, magazines, the Internet, and radio,
Hosted by Dave Berkman. Audio archives link included.

Media Transparency—Watchdog organization tracing funding sources of many

media and political organizations.
Media Watch—Organization focusing on media literacy and the challenging of
stereotypes commonly found in the media.

Media Watch (ABCTV)—A leading forum for Australian media analysis,
Summary. news, bungled stories, and viewable episodes of the weekly program,

plus archive of previous coverage.
MediaChannel.org—Nonprofit site dedicated to the political, social, and culturaj

impacts of the media.
Morality in Media—Established in 1962 by Father Morton A. Hill, S.J. Coﬁl@g,
cy standards in the media. MIM

to combat obscenity and to uphold decen
maintains the National Obscenity Law Center, a clearinghouse of legal materials

on obscenity law.
National Institute on Media and the Family—Providing research and education

on the media’s effect on families and children.
On the Media—Site representing weekly, one-hour National Public Radio

program devoted to media criticism and analysis.

¢ The Pew Research Center for the People & the Press—Independent opinion

research group studying attitudes toward the press, politics and public policy issues.

* PR Watch—Investigative reporting on the practices of public relations and
public affairs industry, from the Center for Media and Democracy.

Project Censored—Locating stories about significant issues of which the public

should be aware, but is not, for one reason or another.
Stats—Weblog and articles highlight abuses of science and statistics regarding
policy issues.

Tyndall Report—Monitoring the American television networks’ weekday nightly

newscasts.

re unbiased and objective. However, observers should recognize
for tf iti e of the sources.

Some of these sites a
and make allo

2asurement systems in
ate adjustments. There
| systems monitor the
| weaknesses, and per-
ance for the purposes
approaches such as the

only used.

Summary
Nonprofit ma
order to track
are two broag
formance. Tac
of fine-tuning
“Dashboard”z
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Questions

1. %.En nonprofit provides SUPPOIt to nonprofit organzations in South Korea that he},
migrants from North Korea adjust, find homes, and find work. You worry that the mws. tA
may cause you to be targeted for prosecution for indirectly—or even a:mn%lm:%oa“w ;
“axis of evil” regimes. What mechanisms would you put in place to minimize your risk?

2. Your Girl Scout region has 348 troops spread throughout a three-state area. You want to
set up a Dashboard system to track indicators that are important to both the regional
office and to individual troop leaders. What components would you include?

3. You are conferring with your administrative assistant and notice on her screen an e-mail
message to the person who is the supplier of cleaning and maintenance services to your
three-state facilities. Since this is not an area of her E%o:&c::« you ask ézw" this is _
about. She says that it is a personal e-mail because the recipient is her cousin. This troubles

2
you. What are the ethical issues here and what m_.oc_a. you am _Mmmm:: isiovoiiibe el
4. You run a soup kitchen and think that having some “client satis o baveles, ok tecuitize

helpful in indicatin e valuable and which 2r¢ 19 ntal problems. In

that many of your e g areat because they

addition, you sus any SIME ‘ "

momlomﬂmwwmw.wv 'y might someday n like to learn more
- i g a \diences. What

istration Revie

Notes -
sio!

1. Peter E Drucker, “ cal %0__ g
Line,” NonProfit Time ! her
pp- 44-45. See also K¢
Strategic Manageme

Nonprofit Organizatiol
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