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CompassPoint Nonproﬁt Services

Introduction
Thenonprofitsectorisexperiencingauniquemomentoftransitionstemmingfromdemands
thatwemanageourorganizationsinprofoundlydifferentwaysthanwehaveinthepast.In
thispaper,wefirstoutlinebrieflythemajortrendsandenvironmentalinfluencesthatarethe
sourcesofthedemands.Wethendrawourpictureofthe“nextgenerationorganization”—the
nonprofitthatembodiesthesenewwaysofpursuingmissionimpact.Tosharpenthepicture,
weprovideexamplesofnextgenerationpracticesadoptedbytwocommunitynonprofits.
AtCompassPointNonprofitServices,wedeeplyunderstandtheeffectthismandatehason
nonprofits.Forone,CompassPointisanonprofititselfandimpactedbythesameissuesas
ournonprofitclients.Secondly,overthecourseofCompassPoint’s35yearsofexperience
workingwithsocialchangeorganizations,ourcapacity-buildingpracticehasbecomeakind
ofnonprofitmanagementandleadershiplab.Wecontinuallyexperiment,test,andevolveour
practiceinresponsetothesetrendsandtoourclients’ever-changingneeds.Forthose
organizationsthatroutinelyaskthemselves,aswedo,questionsaboutimpact,ideal
managementstructures,andleadershippractices,wehavedevelopedanorganizationalselfassessmentandreflectiontool,Is Your Organization Next Generation?,tohelpfacilitatethe
conversationswehopethispaperignites(seeappendix).

Sector Transformation is Underway
Longer-standingamongthecurrenttrendsimpactingoursector,andparticularlywithin
philanthropy,hasbeentheacutefocusonmissionimpactanditsmeasurement.Nonprofits
areoftenrequiredtodemonstrateareturnondonorinvestmentandprovide“evidence-based”
datathatwillbackupclaimsofaccomplishmentandthatjustifytheirexistence.
Organizationsareroutinelyaskedtodemonstrateandarticulatetheireffectivenessand
accomplishmentsthroughtheuseoftoolssuchasfinancialratios,performanceindicators,
dashboards,andbenchmarkingstandards.
Thedemandfortransparencyisasecondtrend.Sectorwatchdogs,suchasCharityNavigator,
GreatNonprofits,andGuideStar,publisheasilyobtainableinformationaboutanonprofit’s
finances,andtoalesserextent,itsreputationandpublicstanding.i Alsoontheriseistheuse
ofplanningtools,suchastheoriesofchangeandlogicmodels,designedtodrawconnections
betweenorganizationaloutcomesandprogrammaticstrategies.Whilesomewouldassertthat
simplemathematicalratioshavelittletodowithmissionimpact,thepushforperformance
metrics—andwiththemadesireforincreasedtransparencyabouttheimpactsorganizations
areactuallyachieving—hasledtoabetterarticulationofwhatisreallymeantbymission
impact.Inspired,inpart,bysocialentrepreneurialorganizationsthatstrivetoaddresssocial
problemswithcreativity,innovation,andarelentlessdriveforchange,thisshiftinperspective
ismakingwayformoresophisticatedmanagementtoolsandleadershipstrategies.
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Moreover,thecurrenteconomiccrisisissignificantlyimpactingthenonprofitsectorand
addingpressureonorganizationalperformance.Itisanticipatedthatthousandsof
organizationshavereducedstaffandbudgetsduetotheretractionofpublic,private,and
individualfunding.Manywillmerge,andclosingswillnotbeuncommon.Even
organizationsthatendure(oreventhrive)willfaceblowbackfromthisrecession—a
heightenedscrutinyonperformanceresultinginorganizationalDarwinism.
WithObama’scampaignandsubsequentelectioncameanotherinfluence,anewstyleof
patriotismignitedbyhiscalltoserviceandemphasisontheneedforAmericanstovolunteer
andgivebacktotheircommunities.ThesuccessofObama’sgrassrootscampaignand
community-organizingtacticshavere-energizedveteranactivistsandencouragednewcomers
togetinvolved.Butthisnewvolunteerismisnotjustaboutservice,itispairedwithpolicy
advocacy.This“Obamaeffect”isinfluencingnonprofitstrategy;theconnectionbetween
directserviceandsocialchangehasbeenstrengthened.Moreandmoreorganizationsare
sheddingtheircharity-modelrootsforasocialjusticeorientation.Asacaseinpoint,the
widelyreadbook,Forces for Good,namesadvocacyasoneofsixpromisingpracticesthat
defineeffectiveorganizations.ii Encouragedandinfluencedbythisshift,increasingnumbers
ofnonprofitleadersareattendingtotheirpolicyandorganizingskillsandevenboardsof
directorsarebeginningtoseeinvolvementinadvocacyeffortsasahallmarkofgood
governance.
WiththeagingoftheBabyBoomergeneration,successionplanningisbecomingmore
common.Withithascomeaheightenedfocusonstaffdevelopmentandbuildinginternal
benchstrength.Thesectorhasturneditsattentiontodevelopingaviableleadershipand
managementpipeline.Manynonprofitsnowexplicitlyarticulateprofessionaldevelopmentas
anorganizationalvalue,strivingtoprovidestaffwithopportunitiesforpersonalenrichment
andcareeradvancement.Aspecialfocushassprungupwithinthelastthreeyearsaimedat
recruiting,supporting,anddevelopingthe“nextgeneration”ofnonprofitleaders.
Insomecases,theconfluenceoftheseexternalforcesandinternaldynamicshasdirectly
contributedtononprofitsintentionallymakingchanges:leadingdifferently,restructuring,and
adaptingoperationstoremainviableandrelevant.Inothercases,weseeorganizationsthat
werealready behavingdifferently.Theseearlyadopterswereeitheraheadofthecurvein
transformingthemselves,ortheyweredifferentfromtheirverybeginnings—fundamentally
cutfromadifferentcloth.
Theseprominenttrends,amongothers,iii arehavingaprofoundeffectonhowsomenonprofit
leadersaremanagingandleadingtheirorganizations.Thishasinspiredustoattempta
descriptionofcertainbehavioralcharacteristicsandorganizationalpracticesinnonprofitsthat
areadaptingtothechangingenvironment.Thispaper’sobjectiveistodescribethese
distinctiveorganizationsandofferaperspectiveofhowtheymightbeaheadoftheimpact
curve.Toborrowfromarecentlypopularizedterm,“nextgenerationleaders,”we’recalling
themnext generation organizations.
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Next Generation Organizations
Whatexactlydoesanext generation organization looklikeordo?Weofferthislistof
characteristicsanddrawonspecificexamplesfromtwononprofitstodemonstratehow
certaintraitsareoperationalized.Youcanreadmoreaboutthetwoorganizationswhose
storiesarewovenintothispaper—theMutualAssistanceNetworkandJusticeMatters—on
thefollowingpages.
Ourlistofcharacteristicsisnotcomprehensiveandanextgenerationorganizationwouldnot
necessarilydemonstrateeverycharacteristic,butitwouldlikelyembodyanumberofthese
ninekeytraits:

1.

ImpactDriven

2.

FinanceandBusinessSavvy

3.

ContinuousLearning

4.

SharedLeadership

5.

WiredforPolicyAdvocacy

6.

MulticulturalandCulturallyCompetent

7.

AmbiguityofWork-LifeBoundaries

8.

ConstituentsasThoughtPartners

9.

BoardsasValueAdd
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Next Generation Organizations in Action!
Mutual Assistance Network: The Mutual Assistance Network (MAN) was created in 1992 as an
informal grassroots organization with a mission to improve the quality of life in Del Paso Heights, a
“high-risk” neighborhood in Sacramento, California. It was staﬀed by local residents and social work
interns and was located in the oﬃces of a county social services agency. In 1994, MAN incorporated as
a 501(c)(3) nonprofit organization after moving into its own facility. Programs ranged from job
training and retention programs, to a Family Resource Center, to youth development programs that
included tutoring and athletic leagues.
At its inception, MAN looked much like a traditional social welfare agency serving low-income individuals
and families. The majority of its programs were designed to address the specific needs of individual
clients in one-on-one and group interactions with MAN staﬀ.
Over time, MAN has evolved to become a coordinator and incubator of programs provided by and for
neighborhood residents. MAN now considers itself a neighborhood association, engaging all of Del Paso
Heights in improving the neighborhood and the lives of its residents. For example, MAN’s Birth and
Beyond program involves families across all economic strata of the neighborhood, not just “high risk
mothers” who are in the home visitation program. Youth still get mentoring, but now it’s in the context
of socialization activities such as sports leagues and dance and gymnastic classes.
Richard Dana, who became executive director in 2000, started as an intern and has led this evolution in
focus and strategy. MAN currently has 32 staﬀ members, including AmeriCorps volunteers, and an annual
operating budget of $1.5 million. The Del Paso Heights residents are 35 percent African American, 30
percent Southeast Asian, 20 percent Latino, and 15 percent White/Anglo.

Justice Matters: Justice Matters (JM), in Oakland, California, was created in 1996 with a mission to
provide leadership development opportunities for young people of color to advance social justice
movement building. In 1998, Justice Matters added an educational justice project. In 2002, the leadership
development program was phased out, and the promotion of racially just education policies and
practices became the central mission of Justice Matters.
Justice Matters pursues its current mission with community organizing and movement building eﬀorts
designed to promote the adoption of community informed, racially just education policies within public
school systems.
The current vision of Justice Matters derives from the following ideology and values:
1. Education is a public good that must be shaped and driven by the intrinsic desire of youth
to be part of an engaging learning experience that embraces both their minds and souls.
Students of color are not empty vessels to be filled; they come to school with strengths that
stem from the experiences of their homes, families, communities, cultures, and histories.
2. Communities of color have a right to demand that their cultures, languages, worldviews,
socio-political realities, and families be an integral part of schooling.
3. Students and their communities must be at the decision-making table advocating for their
interests and visions for schools.
Olivia Araiza, Executive Director, states, “We are a visionary racial justice organization and we run our
organization that way.” JM has seven staﬀ members. The current annual operating budget is $825,000
with half of its revenue coming from foundations and the other half from major donors.
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Trait 1: Impact Driven
Thistrait,impactdriven,isinmanywaysthefoundationalingredientforanextgeneration
organization,andallothertraitsarelargelyameanstowardthisend.Fornextgeneration
organizations,successisdefinedasmissionimpact.Thedrivetoachievepermeatestheir
organizationalcultureandworkingstyle.Theyareobsessivelyresults-orientedandwelcome
newwaysofthinkingaboutsolutions.Nextgenerationorganizationshavelittletolerancefor
sacredcowpreservation,embracingfailureasacceptableonthepathtoeventuallyarrivingat
successfulprograms.
Tobefair,thenonprofitsectordoesnotmakeiteasyfororganizationstoflexthismuscle.In
thefor-profitsector,itiswellunderstoodthatfailureisafrequentbyproductofinnovation.
However,inthenonprofitsectortheunbalancedpowerrelationshipbetweenorganizations
andfundersmakestheprospectoffailuremorerisky.Albeitattimesunconsciously,funders
sendpowerfulmessageswhentheychoosetodivestinanorganizationthatdoesnotproduce
immediateresultsorwhentheyrefusetoprovidegeneraloperatingfundstohelpan
organizationweathertrialanderrorperiods.
Anothercounterforcetorisk-takingbehaviorislifecycle.Asorganizationsgrowandmature,
thereisanaturaltendencyforstructurestobecomerigidandforindividualstobehaveand
thinkpredictably.Whenleadersperceivethatthereistoomuchtolose,risk-taking
diminishes.Ironically,nextgenerationorganizationsseeriskaversionitselfastherealrisk
andhaveadifferenttakeonsomecommonconcerns:

Next Generation Organizations
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Impact Driven in Action!
Mutual Assistance Network, at its point of incorporation in 1994, looked much like a traditional
social services agency serving low-income individuals in Del Paso Heights with support and training
programs led by professional staﬀ. Over time, MAN realized that it could have greater impact and be
more eﬀective in educating individual clients by assisting the neighborhood to create institutions that
assist its residents. It has moved from being a community development center to being a
neighborhood association.
MAN has made a bold and strategic choice to discontinue some long-standing (and popular with
funders) one-on-one service programs in favor of group socialization programs. As an example, MAN
now sponsors a neighborhood youth sports league in which some of the youth also receive
mentoring and academic tutoring from the adults involved. Previously MAN provided a stand-alone
mentoring program for youth. MAN also incubated a weekly farmers market that is now a daily
produce market selling produce raised by Del Paso Heights residents and staﬀ. This shift in focus has
resulted in a dramatically reduced need for operating revenue; MAN’s annual budget has gone from
$2.1 million to $1.5 million. The executive director stresses that the decline is entirely the outcome of
the strategic decisions, not the current economic recession.
MAN relies heavily on data to measure its impact and tracks four metrics of community well-being.
Between 1998 and 2003, median income in Del Paso Heights increased from $16,627 to $25,702.
Unemployment dropped from 22% to 14%. Teenage motherhood declined from 19% to 15.8%. And
the violent crime rate declined from 147.7 to 101.29 per 10,000 residents. In a more recent look at
crime rates, there was a 44% drop in crime from 2005 to 2008. This dramatic drop occurred in the
absence of any increase in police presence or of any special interventions like anti-gang programs.
These data confirm for MAN that its innovative move to a group socialization strategy and away from
dependence on traditional client-focused services was the right one for producing change in the Del
Paso Heights community.

Justice Matters is devoted to revitalizing educational systems that are failing low-income students
of color. One of JM’s strategies is advocating for non-traditional teaching strategies. For example, out
of a belief that art communicates—inspires and motivates—across communities in ways that words
don’t, JM is experimenting with art as an educational tool in ethnically and racially diverse Bay Area
school systems. JM instructs teachers in the use of art for transmitting knowledge across a broad array
of topics, from math to history to English classes. JM is convincing local foundations to take a risk with
them in funding JM in these art-infusion strategies to achieve better educational outcomes for
students of color.

9

CompassPoint Nonproﬁt Services

Trait 2: Finance and Business Savvy
Innextgenerationorganizations,peopleatalllevelsofthestaffandboardarecomfortable
talkingaboutandplanningforthefinancialviabilityoftheirorganization.Forthosewhoare
notformallytrainedinnonprofitfinance,developingfinancialliteracyisexpectedand
supported.Nextgenerationorganizationsdonothaveanoutdatednotionofmission-based
workthatpitsmanagementagainstprogram.Instead,theyeffectivelymanagetoadual
bottomline:financialviabilityandpositivesocialimpact.Theyrecognizethatamission
statement,whilecritical,doesnotidentifywhatJimCollinscalledtheorganization’s
“resourceengine”inGood to Great and the Social Sectors.Thatis,howanorganization’s
particularportfolioofprogrammatic,administrative,andfundraisingactivitieswork
interdependentlytoattractresources.
Nextgenerationmanagementteamsunderstandthatstrategicdecisionmakingis
continuous—notepisodicliketraditionalstrategicplanning—andonlyeffectivewhen
informedbythesimultaneouscollectionandanalysisoffinancialandmission-impactdata.In
anextgenerationorganization,youarelikelytofindanexecutivedirectorwhodoesnot
relegatethemoneyquestionstothefinancemanager—perpetuatingthefalsehoodthat
financepeoplemanagemoneyandprogrampeoplemanageprograms.Instead,theexecutive
directoradeptlyplaystheroleoffinancialleaderwithintheorganization,partneringwiththe
financemanagertounderstandandcommunicatethestoryoftheorganization’sfinancial
healthtoothersinsideandoutsideoftheorganization.Asaresult,youarealsolikelytofind
programstaffwhoarenotresistanttounderstandingbudgets,butratherseektocontinuously
deepentheirunderstandingoftheorganization’sunderlyingbusinessmodel.
Financialtransparencyisacorepracticeatnextgenerationorganizations.Ratherthan
“protectingpeoplefrombadnews,”nextgenerationleadersengagestaffinthefinancial
realitiesoftheirorganizations.Insodoing,theyaresharingtheresponsibilityforfinancial
viabilityanddevelopingthecapacityofallstafftolinktheirpersonalperformancetothe
sustainabilityoftheorganization.Ultimatelyfinancialleadershipbecomesanotherformof
sharedleadership,withstaffatmanylevelsseekingoutnewresources,makingsmart
decisionsaroundexpenses,andthinkingcreativelyabouthowtostrengthenthebusiness
modelovertime.

Trait 3: Continuous Learning
Inmanyways,nextgenerationorganizationsaresimilartoPeterSenge’sdefinitionofthe
“learningorganization.”Hesuggeststhattherearefivecharacteristicsthatcomposea
learningorganization:

Next Generation Organizations
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•

Systems thinking—aproblem-solvingapproachthatseekstounderstandthe
interrelatednessofissuesaspartofanoverallsystem,believingthattheonlywayto
fullyunderstandwhyaproblemexistsistounderstanditinrelationtothewhole
environment.

•

Personal mastery—expressedinanindividual’sdrivetoperformandan
organization’s commitmenttoprovideprofessionaldevelopmentandlearning
opportunities.

•

Effective use and discarding of mental models—theingrainedassumptionsand
valuesthatunderpinbehaviorsandactions.Learningorganizationsarefacileatboth
understanding theirmentalmodelsandputtingthemtoworkeffectively,butalso
recognizingwhencertainmodelsarenolongerusefulandthereforeneedtobe
“unlearned.”

•

Organizational shared vision—necessarytomotivateandincentivizestaff.Itismost
effectivewhenthevisionisdrawnfromallindividualswithinanorganization,versus
imposedfromabove.

•

Team learning—theprocessbywhichindividualsinanorganizationlearntogetherto
enhancetheirorganization’sproblem-solvingcapacity.Coupledwiththeprocessof
knowledgesharing,organizationsalsoneedstructuresinplacetofacilitateteam
learningsothatideascanbedisseminatedandimplementedthroughout.iv

Ultimately,thegoalofalearningorganizationistofacilitatethelearningofanorganization’s
peoplesothatitiscontinuouslytransformingitself.

Continuous Learning in Action!
Mutual Assistance Network provides both career planning and job-specific skills training for all
staﬀ, most of whom have been recruited from the Del Paso Heights neighborhood. Each staﬀ member
then sets both annual career advancement goals and job performance goals. For instance, staﬀ
providing financial counseling attend courses in personal finance taught by a local bank.

At Justice Matters, each staﬀ person is required to create a personal leadership development
vision and to set concrete goals and action steps towards reaching that vision. He or she can then
receive up to $1,500 annually for development activities.
As an example, the operations manager has an arts background. To assist the organization with its goal
of using art as a communications tool in its work, he is pursuing a certificate in how to integrate art into
education. Another staﬀ member, in pursuit of his vision to move into a more significant nonprofit
leadership position, is working on a master’s degree in Leadership & Ethics; he has a flexible work
schedule to make his graduate studies possible.
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Trait 4: Shared Leadership
Nextgenerationorganizationsunderstandthattheyaremorenimbleandmoreeffectivewhen
everyoneintheorganizationsharesresponsibilityforensuringthattheirprogramsmeettheir
communityimpactgoals.Theyemploysharedleadershipor“leaderful”v practiceswhereby
allmembersofanorganizationareinvolvedindecisionmakingandhavelegitimate
influencewithintheorganization.Powerisdiffusedthroughoutandleaderswhohave
positionalauthorityreadilysharetheirpowerandengageothersacrossorganizationalstaff
linesinquestionsoflargeandsmallconsequence—fromissuesofstrategy,direction,and
purposetoquestionsofstaffing,benefits,andoperations.Itisinthiswaythatnextgeneration
organizationsintentionallydeveloptheleadershipcapabilitiesofstaffsothatmultiplepeople
arecontributingtotheleadershipprocess.
AccordingtoJosephRaelininCreating Leaderful Organizations,“theturbulentworldthat
characterizesourorganizationstoday,staffedbyincreasinglydiverseandskillfulpeople,can
nolongerbepulledtogetherbybureaucraticauthoritynorbycharismaticpersonality.”
Sharedleadershipisinclusive,recognizingthatleadersmustembracediversityofallkinds—
perspective,background,experience,andculture—foranorganizationtobevital.Next
generationorganizationsvalueparticipatorydemocracy.

Shared Leadership in Action!
Both the Mutual Assistance Network and Justice Matters seek input from their key
constituencies in setting organizational directions and operational goals for specific programs.
At MAN, top-level organizational decisions are handled by a team of five managers. Program heads
are empowered to design the shape and content of their programs. For example, for MAN’s summer
youth camp, the camp manager and his four staﬀ each summer create the program for the camp. In
another instance, the decision to convert the weekly farmers market to a daily produce market was
requested by residents and implemented by the market’s staﬀ, who are community residents.
Justice Matters’ educational justice programs engage both parents and their children’s teachers in
identifying the barriers to academic success encountered by the children and in devising strategies
for removing those barriers. To facilitate parent involvement, JM has created a “parents academy” that
convenes regularly to give input to program design and monitor outcomes.
On a staﬀ level at JM, the executive director and associate director share leadership as they work
across from one another at a table in a small conference room, rather than sit at desks in separate
oﬃces. As management issues come to them, they discuss them on the spot and make an action plan.

Next Generation Organizations
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Trait 5: Wired for Policy Advocacy
Thenextgenerationnonprofitleaderhasthepursuitofsocialequityinherprofessionaland
personalDNA.Soherjobdescriptionincludespublicpolicyworkinpursuitofstructural
changesthatwouldultimatelyeliminateordramaticallyreducetheneedforhercommunity
serviceagencytoexist.Communityorganizingskillsareofequalimportancetoskillsin
fundraising,financialmanagement,boarddevelopment,andstrategicplanning.Andwithin
thoseorganizingskillsisanaptitudeforutilizingthesocialmediatechnologiesforrallying
clients,colleagues,andfansofthemovementtoadvocateforspecificpoliciesand
legislation.
Similarly,thenextgenerationorganizationfosterstheseskillsinitsstaffandbuildsadvocacy
activitiesintoitsprograms.Forinstanceahomelessservicesagencyseesitsworkasgreater
thandeliveringqualityprogramsthatprovideshelterandemploymenttrainingforlocal
citizens.Theagency’smissionspeakstoendinghomelessness,whichtranslatesinto
advocatingwithcityandstateofficialsforpoliciesthatmitigatethecauses,suchasa
shortageoflow-costhousinginthecityandlimitedclientslotsinmentalhealthanddrug
abuseprograms.Inpursuingthosepolicies,theagency’sstaffisinactiveallianceswiththe
leadersofthecity’sotherhomelessadvocates,withtheexecutivesofthenonprofithousing
developers,withthementalhealthandsubstanceabusetreatmentproviders,andwith
businessleadersseekingtoimprovethecity’squalityoflife.

Wired for Policy in Action!
Mutual Assistance Network encourages residents to move into positions on civic bodies that set
policy for their Del Paso Heights neighborhood. Currently residents sit on the Redevelopment
Advisory Committee and on the First 5 Sacramento Commission (channeling state funds to health
promotion programs for children). Three residents have been elected to local school boards.

At the core of Justice Matters’ impact strategy is the organizing of parents and teachers to change
policies and practices in local schools such that the schools become educationally just, i.e., culturally
appropriate and thereby successful with the diverse racial and ethnic populations that make up their
student bodies.
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Trait 6: Multicultural and Culturally Competent
Multiculturalismcreatesanappreciationandutilizationofculturaldifferencesinpersonal
interactionsandinorganizationalpractices.Groupsthatoperateinamulticultural
frameworkhaveinclusivepractices,understandandworktoundosocialandeconomic
inequity,andshareresourcesandpower.
Nextgenerationorganizationsgobeyondvaluingdemographicdiversityintheir
workforces.Theyinfusemulticulturalperspectivesandpracticesintotheirwork—intheir
governance,leadership,andprograms.Theirstaffandboardunderstandcultural
competenceandaspiretoimproveinappreciation,recognition,andunderstandingof
individuals’culturaldifferencesandsimilarities.Theyareeffectiveinworkingacross
communitiesandwithpeoplefromculturalandsocialbackgroundsthataredifferent
fromtheirown.Theirprogramsareresponsivetodiversewaysoflearningandmeet
peoplewheretheyare.Theypartnerwithotherstobuildtheircapacityasagentsof
multiculturalresponsivenessandequity.Theyrecognizevariousformsofpower,
privilege,anddisadvantagethatareattachedtosocialandpoliticalcategories(e.g.,race,
ethnicity,gender,class,andsexualorientation)andseektooperateinternallyandinthe
communityinwaysthatcounteractoppression.

Multiculturalism in Action!
Mutual Assistance Network hires staﬀ that live in the multicultural, low-income neighborhood it
serves. As does Justice Matters, it then provides the training and schedule flexibility needed for skill
development, including their abilities to work across cultural boundaries.

Justice Matters believes that the pursuit of racial justice in American society is most eﬀectively led
by people of color. It is staﬀed entirely with people of color, as is the membership of the board. It seeks
to operate both internally and in the community from a racial justice perspective. To that end, attention
is given to looking at how the organization is run, asking the question, “Rather than automatically
adopting traditional organizational patterns, how might we run Justice Matters in ways that do not
create barriers to being successful? How do we structure our work processes such that we take
advantage of perspectives we’ve gained from the struggle we share as people of color?”
Child care is not aﬀordable, so work patterns are flexible so that mothers of young children can work a
significant amount of time at home. Staﬀ members are hired based not on academic credentials but on
talent and passion for Justice Matters’ mission. They are then given time and resources to pursue the
schooling that will build their skills for the work that Justice Matters does.

Next Generation Organizations
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Trait 7: Ambiguity of Work-Life Boundaries
ManyhavecriticizedBabyBoomleadersfortheunhealthysacrificingoftheirpersonal
livesfortheirmission-drivenjobs.Andwhileyoungerleadersexpresslyvoicedistastefor
thispatternitisnotbecausetheyworklessorarelessmotivated.Rather,nextgeneration
leadersbelievethatmaintaininggoodwork/lifebalanceisessentialtostayingeffectivein
theirjobs.Andwhilenextgenerationorganizationsvalueself-care,attentiontoindividual
needs,andlifebalance,theyalsorecognizethatindividualsdon’tlivetheirlivesneatly
bifurcatingworkandpersonal.Theproliferationofsocialmediaenablesindividualsto
moreeasilyblendtheirtimeandinterests.ProfilesonFacebookprovideexamplesofhow
peopledefinethemselvesasanamalgamationoffamilyrelationships,friendships,
politicalinterests,andemployment.Insteadoffightingtokeeptheseboundaries
impermeable,individualsseekfluiddefinitionsthatallowthemtoestablishrelationships
dynamically.
Keepingpacewithindividuals’needsforflexibility,nextgenerationorganizations,much
likeaquintessentialstart-up,wholeheartedlyembraceROWE—resultsonlywork
environments.Staffperformanceisjudgedbyresultsandnottimesheets.Ratherthan
dictaterigidstructuresthathavelittletodowithperformance,ROWEofficesallowstaff
tomaketheirownschedules,workremotely,andengageinworkstylesbasedonpersonal
preference—aslongastheygetresults.

Ambiguous Work-Life Boundaries in Action!
The lives of Mutual Assistance Network staﬀ, who are working to advance the quality of life for
the Del Paso Heights neighborhood in which they reside, are naturally a blend of work, family, and social
activities. This absence of boundaries makes for a workforce highly motivated and perfectly situated to
create change in its neighborhood. However, MAN leadership has found it necessary to reinsert some
boundaries to prevent staﬀ from losing balance and tilting too strongly in the direction of work tasks.
One rule is that no one can take oﬃce paper work home.

Justice Matters similarly provides excellent examples of permeable boundaries and resultsoriented work patterns. Staﬀ have abandoned a 9-to-5, in-the-oﬃce work pattern in favor of
schedules that allow them to attend to work, schooling, and family needs in ways that work for them.
At the same time, staﬀ members are held accountable for a set of performance goals normal for fulltime employees. As an example, some staﬀ are mothers of young children and have negotiated
flexible schedules to meet the needs of parenthood, e.g., starting work early and leaving early to pick
up a child after school. Olivia Araiza, the executive director, was a new mother when she was
promoted to her position. She negotiated a schedule that allowed her to work half-time from home
and half-time in the oﬃce so that she could attend to her infant.
Olivia observes that “we understand we all do our best when we’re not stressed out. [We seek] a structure
that promotes staﬀ sustainability, staﬀ creativity, the ability to have deep impact. We get excited about
the possibilities of making impact [and that can] lead to unrealistically heavy workloads. So we have to
keep reminding ourselves that we can have deeper impact if we choose to do less and do it better.”
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Trait 8: Constituents as Thought Partners
Althoughnextgenerationorganizationscanbeofanytypeorfield—fromartstohuman
servicestoadvocacy—onethingtheyseemtohaveincommonisafundamentallydifferent
viewpointofconstituents.Moretraditionalnonprofitmodelsarepredicatedonacharity
mindsetthatseesconstituentsasclientswithneeds—forartseducation,foravarietyofsocial
services,orforsomeonetochampiontheircausewithpolicymakers.Themoretraditional
responsetendstothematernalorpaternalincreatingprogramstotakecareofthoseneeds
fortheconstituents—whomitisbelievedcannotdoitforthemselves.
Nextgenerationorganizationsdesignprogramsandserviceswithadifferentmindsetabout
constituents.Clientsareequalpartnersincreatingculturalexperiences,inacquiringbasic
qualityofliferesources,andinadvocatingforsocialjustice.Theyarenotpassiverecipients
ofgooddeedsfromcharityproviders.Justasstaffhasinfluenceintheorganization,even
moresodoclients.Nextgenerationorganizationsunderstandthatthosetowhomtheyare
accountableareinthebestpositiontoparticipateinproblemsolving.
This“clientasasset”mentalityisexpressedinmyriadways.Nextgenerationorganizations
includeclientsinprogrammingdecisions.Theyinfluenceandattimesparticipateinservice
delivery.Theyleadactioncampaigns.Andtheypartnertobuildotherleadersintheir
communities.Forexample,moreandmoredirectserviceorganizationsaretransforming
theirmodelfromsocialworktosocialchange.Thegoalistobuildcommunitieswhere
citizensareengaged,empowered,andassertive.Onewaythisisdoneisbytrainingservice
recipientstobecommunityorganizersandvolunteerserviceprovidersintheveryprograms
thattheyuse.

Trait 9: Boards as Value Add
Anorganization’sboardofdirectorsisalsoanimportantconstituentgroup;yet,thenonprofit
boardhasalmostbecomesynonymouswith“dysfunctional,”“disengaged,”“problematic,”
orworseyet“irrelevant.”Thisunfortunatesummationofaboard’sworthisembeddedina
problemofboardpurpose.AsChait,Ryan,andTaylordiscussintheirworkGovernance as
Leadershipvi,nonprofitstaffhavebecomeskillfulmanagers,leaders,andstewards
potentiallyrenderingtheirboardsofdirectors’rolenebulousatbestandineffectualatworst.
Insteadofpowerstruggleswiththeexecutivedirectoroverrolesandresponsibilities,the
nextgenerationboardisviewedthroughanasset-basedlens,believingthatboardscanadd
valuetoanorganizationintwosignificantways:
•
Theboardasawholeperformsagovernanceservicebeyondwhatindividualscando;
•
Membersarevaluedpartnersprovidingstaffwithanextrasetofhandstoworkand
brainsforthoughtpartnership.Inthisway,theboard’sworkisintegratedintothe
workoftheorganization.
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Incontrasttoorderlygovernancemodelsandparliamentaryproceduresthatstrivefor
efficiency(e.g.theCarvermodelandRobert’sRulesofOrder),nextgenerationorganizations
prefertoengagetrusteesinprovocativedialogueaboutmissionimpact,notisolateorlimit
theirsphereofinfluence.Thenextgenerationboardderivesitsprioritiesfromorganizational
needsandjudgesitselfnotbyefficiencymeasures,butbythequalityofitsleadershipasit
relatestoorganizationalimpact.

Boards as Value in Action!
The majority of the Mutual Assistance Network’s board of directors is made up of Del Paso Heights
residents, which means they are also constituents of MAN. The entire board, Del Paso Heights
constituents and the other members who bring expertise relevant to the work of MAN, partners with
MAN managers and staﬀ in setting policies and strategies for building the Del Paso Heights community.
To support the board in its partnership role, MAN schedules a variety of activities to develop the
leadership skills of board members, skills which also prepare them to contribute to other leadership
groups in the community.

Conclusion
Noonenonprofitislikelytoembodyallthecharacteristicsdescribed.Forourorganization,
CompassPoint,andforeveryorganizationweknow,theyareaspirations.Thesecharacteristics
stemfromourdesiretoberelevantandeffectiveinimprovingourcommunityandchanging
theworld,fromourdesiretohavethegreatestimpactpossible.Webelievetheyarethe
emergingbestpracticesforlivingourvaluesandhavinganimpactasanorganization.
Readerswillseeadditionalcharacteristicsinnextgenerationorganizationsthatwehavenot
covered.Orseesomecharacteristicsonourlistas“lastgeneration”orsobroadlyembeddedin
thenonprofitcultureastonotmeritattention.
Eachcharacteristicexistsonacontinuumandcanhaveuniquedimensionsineach
organizationthatsetsouttoembeditintoitscultureandpractices.“Sharedleadership”canbe
moreorlesssharedinanyoneagency.Timeandresourcelimitationscanrestrictthedegreeto
whichanorganizationengagesitsexternalconstituenciesinitsdecisionmaking.Cultural
competencerequiresaneverexpandingsetof“linguistic”skillsasweseektopartnerwiththe
manyracialgroupsandsocialidentitiesthatinhabitoursociety.
WehavewrittenthispapertoinformCompassPoint’snonprofitcapacity-buildingworkwith
clients.Weareeagertolearnfromtheperspectivesofothers.Whilewewereconceivingand
workingthroughdraftsofthispaper,someofourcolleagueshavepublishedtheirthoughtson
cutting-edgetrendsinthesector,e.g.Convergence: How Five Trends Will Reshape the Social
Sectorvii andLeadership Development and Leadership Change.viiiWelookforwardtoan
ongoingdialoguewithsocialchangeadvocatesknownandunknown.
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Is Your Organization NEXT GENERATION?
Self-Assessment & Reﬂection Questions

From Next Generation Organizations: Nine Key Traits

Assessment Codes
1 = We do not do this at all.
2 = We do this very little or
irregularly.
3 = We practice this at times,
but not regularly.
4 = We do this regularly.

Is Your Organization NEXT GENERATION?
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Endnotes
SeeCharityNavigatoratcharitynavigator.org,GuideStaratguidestar.org,and
GreatNonprofitsatgreatnonprofits.org.
i

SeeForcesforGood:TheSixPracticesofHighImpactNonprofits,byLeslieCrutchfield
andHeatherMcLeodGrant.
ii

Foradditionalinformationaboutcurrentnonprofittrendsimpactingthesocialsector,see
Convergence: How Five Trends Will Reshape the Social Sector publishedbyTheJames
IrvineFoundationandLaPianaConsulting.
iii

Foracompletediscussiononlearningorganizations,seeTheFifthDiscipline,byPeter
Senge.
iv

SeeCreatingLeaderfulOrganizations:HowtoBringOutLeadershipinEveryone,by
JosephRaelin.
v

SeeGovernanceasLeadership:ReframingtheWorkofNonprofitBoards,byRichardP.
Chait,WilliamP.RyanandBarbaraE.Taylor.
vi

Convergence: How Five Trends Will Reshape the Social Sector publishedbyTheJames
IrvineFoundationandLaPianaConsulting.
vii

Leadership Development and Leadership Change,BuildingMovementProjectin
partnershipwithMovementStrategyCenter,theNationalCommunityDevelopment
Institute,andthePartnershipforImmigrantLeadershipandAction.
viii
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Access Online Version of Next Generation Organizations: Nine Key Traits at
www.CompassPoint.org/nextgenorgs
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