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SPECIAL ISSUE INTRODUCTION


The Centrality of Values,
Passions, and Ethics in the


Nonprofit Sector
Joyce Rothschild, Carl Milofsky


N
ONPROFIT ORGANIZATIONS are grounded in their members’
values and passions and sustained by the bonds of trust that
develop within and between them. They are the organiza-


tional expression of their members’ ethical stance toward the world:
nonprofit organizations, by way of their very existence and practices,
convey a public statement of what their members see as a better,
more caring, or more just world. This is why they come into being
in the first place. Business firms, by way of contrast, are fueled by a
profit motive. If market opportunities take them away from their
original products or services and toward some new product line, this
is accepted and even considered a sign of good management so long
as returns on equity improve and profit accumulation grows. Public
agencies are guided by statutory dictate: laws that are passed and
signed by representatives of the electorate. Nonprofit organizations
have neither of these limitations or anchors. They are born of human
needs perceived but not served by existing markets or government
statute. To understand the nonprofit sector, we must understand the
substantive values and ethics that people hold—that is, the qualities
of life they want to realize that are not being achieved through profit-
seeking or governmental organizations.


Once we remind ourselves of the substantive values that give rise
to nonprofit efforts, we can begin to grasp the more involving, dis-
cursive, and democratic form of organization that the nonprofit sec-
tor invites. Indeed, part of what people may want to accomplish in
nonprofit organizations may have as much to do with constructing
an authentically democratic form of organization in which ordinary
people get to practice democracy and voice as it does with the desire
to achieve specific goals (Rothschild and Whitt, 1986). As such, the
processes of the organization may prove to be as important to
the participants as the goals, and this may be an equally important
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way in which nonprofit organizations distinguish themselves from
for-profit or state agencies.


In a world of resource scarcity, however, and as they age, non-
profit organizations have been noted to become more bureaucratic
and to adopt practices and goals indistinguishable from those in their
environment (Wood, 1992). They may come to sell products and
services in a market, just as for-profit enterprises do. They have been
known to accept grants that are attractive and available but do not
fit their mission. They are subject to the pressures of organizational
isomorphism (DiMaggio and Powell, 1988) and follow the fashions
of their institutional fields rather than the logical dictates of their
mission and core values. They are often scrutinized by the public
and regulated by government or institutional associations, and as a
result, they may adapt to fit conventionally accepted images of
proper management style and organizational form. In all of these
ways, hierarchical and bureaucratic forms of organization from the
government and for-profit sectors may end up being imported to
the nonprofit sector, all in the name of “maturity,” “appropriateness,”
“growth,” and even “accountability.”


This special issue of Nonprofit Management and Leadership asks
under what conditions nonprofit organizations can manage to stick
to, and deepen, the specific values, passions, and ethics from which
they sprang, not how they can “mature” into full-blown bureaucratic
organizations with extensive rules, procedures, and professional
staffs. We ask how the egalitarian ethos and the commitment of vol-
unteers who animate the beginnings of so many of these organiza-
tions can be sustained. In our view, this question ought to be among
the central issues of scholarship related to nonprofit management
and theory, and through this special issue of NML we hope to stim-
ulate further research and dialogue on it. This special issue grew out
of an effort by members of the Community and Grassroots Organi-
zations Section of the Association for Research on Nonprofit
Organizations and Voluntary Action to present research that helps
to frame and understand this area of discussion.


Research on for-profit businesses does not fail to study the rela-
tive success of such organizations in terms of market position, return
on equity, profit margins, or growth of earnings. Recent discussions of
business organizations may add to the analysis newer metrics having
to do with corporate social responsibility, but most business analysts
would consider the latter irrelevant if it diminished profit growth.
Government agencies are held accountable to their purposes, as set
forth in statutes, and employees are expected to administer or imple-
ment the law whether or not they personally believe in it. This pre-
sents a formidable impediment to employee voice, much less worker
empowerment and self-management, in the public sector (Behn,
2005). Indeed, business enterprises that depend on their employees
for creative ideas and inventions have been much quicker to grasp the
motivational advantages of a less hierarchical and more democratic
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workplace and thus engaged workforce, and they have gone much fur-
ther down this road than has the public sector (Rothschild, 2000). The
nonprofit sector, however, stands alone in appealing only to those who
believe in the qualitative purposes of the organization. Why else vol-
unteer or seek employment with a nonprofit organization? The other
sectors of society generally pay more and rely not at all on volunteers
to get their work tasks done. It would be most unusual if employers
in the for-profit or public sectors even asked individuals during the
hiring process whether they believed in the profit motive or in
the statute that defined the public agency. Only in the nonprofit orga-
nization is commitment to a substantive value a determinant of
employment or volunteer service (Oster, 1995).


Despite the substantive values that form the premise of the non-
profit sector and motivate the beginnings of these organizations, the
values and ethics of participants are understudied and often over-
looked in the research on nonprofit organizations. This may be partly
due to the relative methodological difficulty of getting a handle on
values, passions, and ethics. Surely the metrics of performance used
in the for-profit world and even in the public sector are easier to mea-
sure. This, however, is not the whole story, because as a field we
could do a better job of assessing the extent to which nonprofit orga-
nizations accomplish their original missions. Students of for-profit
enterprise do not generally forget to look at profits and losses, just
as students of public sector organizations do not forget the statute-
based purposes of those organizations, but we believe that too often
practitioners and students of nonprofits get sidetracked by a lens bor-
rowed from the for-profit (dominant) sector. In this way, nonprofit
practitioners may come to think that they need to emulate the for-
mal and hierarchical organizational structures that, as Weber warned
over a hundred years ago, can only eliminate substantive values from
the effective equation. Concerns with efficiency can come to crowd
out devotion to substantive purpose, bringing in place of those qual-
itative purposes “accountability” data that can be used to justify and
protect the organization but add little to its actual services and for-
mal rules and procedures that only discourage formerly devoted
volunteers and staff from participating.


We frequently hear lip-service paid to the importance of the qual-
itative mission or purpose in a nonprofit organization. However,
because many nonprofit scholars are most interested in what David
Horton Smith (1997a, 1997b) calls “large, paid-staff nonprofits,” the
realistic target of work in the field often has shifted to how nonprofit
organizations can generate enough resources to survive and how they
can adopt top-down managerial styles that make drift from the
founding mission (Sills, 1957; Jeavons, 1994) the norm rather than
the exception. Within this context, we ask in this special volume of
NML what it means to wed values and structure.


We begin this special issue with a fascinating account of
Alcoholics Anonymous (AA) written by Thomasina Borkman.
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Borkman shows how the founding conception, specific history, and
leadership of AA combined to develop an organization where
empathic and egalitarian values are not just spoken, but are key to
the very method by which the organization helps people. As she
shows, the shared experience of equals is the essence of the method
and purpose of AA, without which it would be unable to stir personal
transformation. As AA wedded its original values and purposes to its
organizational structure, it ended up establishing a decentralized,
experience-based, egalitarian method and template emulated by hun-
dreds of other self-help organizations.


In the next article in this issue, Elizabeth Hoffmann analyzes
worker cooperatives, pointing out that they are hybrid organizations.
Like nonprofit organizations, they are set up to serve social needs and
substantive values. Like businesses, they seek to produce a livelihood
for their worker-owner members, but unlike conventional businesses,
they are not profit maximizing. They have social purposes and egal-
itarian values as well. Hoffmann shows in her analysis of workers in
cooperative enterprises in comparison to workers in conventional
capitalist-owned enterprises that the cooperative organizations
engender considerably more loyalty. This may be “ironic,” as she puts
it, because while greater loyalty leads people to work harder for the
co-op than they would for a conventional firm that they did not own,
it may also lead them to express more grievance about or criticism
of the co-op. Hoffmann’s work reminds us that the greater commit-
ment and loyalty that can be generated in nonprofit organizations
should not be expected to produce more quietude or conformity.


The next article, Hillel Schmid’s review of the leadership
research, indicates that there are many valid styles of leadership and
explores how those different styles may fit with different structures
and contexts so that values and mission can best be implemented in
the nonprofit sector. Organizational age, distinctive technologies, and
external constituencies create different leadership demands. Some-
times leaders must be charismatic and visionary in order to create a
following for a certain project. But at other times, routinized leader-
ship that emphasizes accountability is needed for the requisite tasks
to be carried out. Schmid reminds us that values and passions may
find appropriate expression in bureaucracies too.


Rachel Christensen and Alnoor Ebrahim ground their examina-
tion of accountability processes in their concrete observations of how
these processes unfolded in a refugee resettlement organization they
studied. In the context of the resource dependency that most non-
profits experience and the sometimes counterproductive ways
that some nonprofits have been known to adapt to donor demands,
Christensen and Ebrahim emphasize the other side of the coin: how
donors can be reminded of the organization’s original purposes and
their accountability processes shaped to help serve those purposes.
In their vivid account of “spoon counting” in this resettlement
agency, the authors shed needed light on the sorts of accountability
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measures that can burden the local organization with tedium in con-
trast to the sorts of accountability processes that can aid organiza-
tional learning and thus help the local organization to improve the
value, reach, and ethics of the service it provides.


In the final article, Max Stephenson and Marcy Schnitzer exam-
ine humanitarian relief efforts: large international efforts that of
necessity require the coordination of many relief organizations. In
the confusing, sometimes competitive, emergency situations in which
humanitarian relief organizations must do their work, Stephenson
and Schnitzer show why the traditional top-down, hierarchical model
of giving orders in a relief theater does not work. They suggest, in its
place, a network model of semiautonomous organizations. In a net-
worked context, preexisting organizational relationships of trust
become the key to effective coordination and quick action. It is trust
in the ethics and competence of other organizations that makes large
relief efforts possible.


In a classic piece, David Horton Smith (1997a, 1997b) argued
that the “dark matter of the nonprofit universe” was being ignored.
By “dark matter” he was referring to small nonprofit organizations
where many participants are volunteers and activities often are not
funded by government or foundations. People participate and these
entities survive only because they take on challenges that people
believe in and that their members believe are not or cannot be met
by for-profit or governmental institutions.


Surely, bureaucratic templates and power-centralizing processes
have been known to pressure, displace, or gut original purposes and
democratic processes (DiMaggio and Powell, 1988; Leach, 2006;
Milofsky, 1988; Rothschild and Whitt, 1986; Stinchcombe and Smith,
1975; Taylor, 1979; Sills, 1957). This was the main point of Michels’s
famous “iron law of oligarchy” (1949). But if large associations evolve
toward becoming more impersonal, unethical, and guided solely by
economistic value, does this mean that they started as something
different—as the opposite? On this question we do not have as much
research as we would like. We do not wish to romanticize small orga-
nizations since small organizations may face problems of incompe-
tence and fraud (Cnaan, 1996), cliques that gain control and do not
accept newcomers or people who are different (Wuthnow, 1994),
deceptiveness about mission (Milofsky, 1997), and insufficient scope
to accomplish great purposes. At the same time, we know that large,
bureaucratic, and centralized structures have been the undoing of
many values-based undertakings.


Although the articles in this issue address various aspects of
behavior in nonprofit organizations, taken together we believe they
suggest the utility of bringing our focus in the field of nonprofits back
to the shared values, ethics, and passions that give rise to these orga-
nizations in the first place. Clearly, these organizations must invent
or grapple with ways to accomplish their substantive purposes, while
still developing the directly democratic forms of management that are
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often a coequal part of their original purpose. The staff and volunteers
who start and join these organizations have a distinct vision of a just
world, of some aspect of an ethical world, and a desire to play a per-
sonal and significant role in bringing that valued vision into being.


This means that to be true to their purpose and potential, non-
profit organizations must attend to both: their substance and their
form, as their substantial purposes cannot be achieved outside of a
consistent managerial form. As human values and public ethics can
come to be considered and known only through a dialogic and
democratic forum, we believe that organizations that are values dri-
ven raise questions and opportunities for the study of participatory
methods of managing organizations. For this reason, we hope that
this special issue of NML will encourage others who are interested in
the nonprofit sector to focus on which management methods and
organizational structures can best achieve substantive human values
and fidelity to the images of justice that people hold dearly.


JOYCE ROTHSCHILD is professor of sociology, School of Public and Inter-
national Affairs, Virginia Polytechnic Institute and State University,
Blacksburg, Virginia.


CARL MILOFSKY is professor of sociology, Department of Sociology and
Anthropology, Bucknell University, Lewisburg, Pennsylvania. 


References


Behn, R. “The New Public Management Paradigm and the Search for
Democratic Accountability.” International Public Management
Journal, 2005, 1 (2), 131–164.


Cnaan, R. A. “Confronting Crisis: When Should the Board Step In?”
In M. M. Wood (ed.), Nonprofit Boards and Leadership: Cases on
Governance, Change, and Board-Staff Dynamics. San Francisco:
Jossey-Bass, 1996.


DiMaggio, P., and Powell, W. “The Iron Cage Revisited.” In C. Milofsky
(ed.), Community Organizations: Studies in Resource Mobilization and
Exchange. New York: Oxford University Press, 1988.


Jeavons, T. When the Bottom Line Is Faithfulness: Management of
Christian Service Organizations. Bloomington: Indiana University
Press, 1994.


Leach, D. “The Way Is the Goal: Ideology and the Practice of Collec-
tivist Democracy in German New Social Movements.” Unpublished
doctoral dissertation, University of Michigan, 2006.


Michels, R. Political Parties: A Sociological Study of the Oligarchical
Tendencies of Modern Democracy. New York: Free Press, 1949.
(Originally published in 1911.)


1 4 2 R O T H S C H I L D ,  M I L O F S K Y


Nonprofit Management & Leadership DOI: 10.1002/nml








Milofsky, C. “Structure and Process in Community Self-Help Orga-
nizations.” In C. Milofsky (ed.), Community Organizations: Studies
in Resource Mobilization and Exchange. New York: Oxford Univer-
sity Press, 1988.


Milofsky, C. “Organization from Community. A Case Study of Con-
gregational Renewal.” Nonprofit and Voluntary Sector Quarterly,
1997, 26 (suppl.), S139–S160.


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


Rothschild, J. “Creating a Just and Democratic Workplace: More
Engagement, Less Hierarchy.” Contemporary Sociology, 2000, 29 (1),
195–213.


Rothschild, J., and Whitt, J. A. The Cooperative Workplace: Poten-
tials and Dilemmas of Organizational Democracy and Participation.
Cambridge: Cambridge University Press, 1986.


Sills, D. The Volunteers: Means and Ends in a National Organization.
New York: Free Press, 1957.


Smith, D. H. “The Rest of the Nonprofit Sector: Grassroots Associa-
tions as the Dark Matter Ignored in the Prevailing ‘Flat Earth’ Maps
of the Sector.” Nonprofit and Voluntary Sector Quarterly, 1997a, 26,
114–131.


Smith, D. H. “Grassroots Associations Are Important: Some Theory
and a Review of the Impact Literature.” Nonprofit and Voluntary
Sector Quarterly, 1997b, 26, 269–306.


Stinchcombe, A. L., and Smith, T. W. “The Homogenization of the
Administrative Structure of American Industries, 1940–1970.”
Unpublished manuscript, National Opinion Research Center, 1975.


Taylor, R.C.R. “Free Medicine.” In J. Case and R. Taylor (eds.), Co-ops,
Communes, and Collectives. New York: Pantheon Books, 1979.


Wood, M. M. “Is Governing Board Behavior Cyclical?” Nonprofit
Management and Leadership, 1992, 3 (2), 139–162.


Wuthnow, R. Sharing the Journey: Support Groups and America’s New
Quest for Community. New York: Free Press, 1994.


T H E C E N T R A L I T Y O F VA L U E S ,  PA S S I O N S , A N D E T H I C S 1 4 3


Nonprofit Management & Leadership DOI: 10.1002/nml


For bulk reprints of this article, please call (201) 748-8789.

















	Applied Sciences
	Architecture and Design
	Biology
	Business & Finance
	Chemistry
	Computer Science
	Geography
	Geology
	Education
	Engineering
	English
	Environmental science
	Spanish
	Government
	History
	Human Resource Management
	Information Systems
	Law
	Literature
	Mathematics
	Nursing
	Physics
	Political Science
	Psychology
	Reading
	Science
	Social Science
	Liberty University
	New Hampshire University
	Strayer University
	University Of Phoenix
	Walden University


	Home
	Homework Answers
	Archive
	Tags
	Reviews
	Contact
		[image: twitter][image: twitter] 
     
         
    
     
         
             
        
         
    





	[image: facebook][image: facebook] 
     









Copyright © 2024 SweetStudy.com (Step To Horizon LTD)




    
    
