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Foreword

Associations, charities and foundations are the backbone of society
in Switzerland. Without the many diverse organisations working in
the field of culture, social wellbeing and sports, areas of the public
sector would struggle to function. We owe it to these associations
to show our gratitude and support. In recent years, non-profit
organisations have undergone a radical evolution in how they are
run and regulated. All associations feel the strain of competition as
they are forced to compete for funds and find new ways of coping
in the face of stagnant and declining public subsidies. At the same
time, the all-seeing public eye is now watching to ensure
organisations operate transparently and efficiently.

As a response to these developments, this guide has been
produced to assist small and medium sized organisations to
overcome the challenges they face in today's climate. This guide
should be made available to anyone holding a position of
responsibility within the charitable sector to support their role and
the important work they do.

This publication was made possible thanks to a group of Swiss
foundations and donors who had the courage and foresight to
invest in strengthening the capacity of the non-profit sector. We
extend our warmest thanks and gratitude to the Avina Stiftung, the
Centre for Philanthropy Studies, the Ernst Gohner Foundation, the
Fidel Gotz Stiftung, the Lombard Olivier Foundation, the Romande
Lottery and the Migros Culture Percentage.

This document is designed as a practical guide rather than a
scientific report. However, it is important that current discussions
around modern day approaches should be accurately represented.
For this reason, we are pleased to have had the support of the
Scientific Council and we thank Professor Frangois Courvoisier from
the Haute Ecole Arc (HE-Arc) in Neuchatel and Professor Georg
Von Schurbein of the University of Basel for their cooperation.

While working towards the successful completion of this project,
we were surprised to discover there was no comprehensive and
practical guide to management available for French language
associations in Switzerland. Therefore, it was necessary, both at a
conceptual and editorial level, to research and cover entirely new
ground. We are very happy to have had Sonya Martin Pfister on
board, an author who took on this challenge with an admirable
commitment, sensitivity and expertise.

Pour l'éditeur
Finally, we would like to thank all of you who are involved in

charitable projects within the non-profit sector, whether it is in the \(4 '*-&_th__
. . . . art a—
capacity of employee, volunteer or supporter. This guide is

dedicated to you.

Dr Karsten Timmer
Directeur,
Fondation Arcanum,
Fribourg



Scientific Advice / Preface

In Switzerland, the non-profit sector (NPO) is made up of millions of
associations, foundations and social enterprises. They represent a
significant share of the gross national product not only through
employee salaries but also the involvement of thousands of
volunteers. In the field of social services and protection alone, which
has the largest representation in the non-profit sector, the Swiss
Federal Statistical Office counted 1400 institutions active in 2010 with
an overall budget of almost 3 billion Swiss francs annually.

Therefore, it is not surprising that today. the terms ‘management”
and "non-profit” have come together. In the USA, a sound conceptual
framework for NPO management has been in place since the 1970s,
thanks largely to the work of teachers and researchers including
Kotler, Levy., Rados and Connors, amongst others.

Towards the end of the 1970s, Professor Ernst-Bernd BlUmle created
the Verband Management Institute (VMI), also known as the Institute
for Associations, Foundations and Cooperative Management, at the
University of Fribourg in Switzerland. When the university made a
linguistic shift towards Swiss German, it offered a series of training
courses, seminars, consultancy opportunities and publications in
German under the “Fribourg Model”.

Up until now there has been a distinct lack of resources in French
about NPO management for the Swiss French community. Curiously,
VM| released a manual partially translated in French in the same year
this guide was produced, written and coordinated by Sonya Martin
Pfister. This book is the product of the authors long experience
managing several NPOs and her post as a teacher at several training
institutes (SAWI, ESM and SPRI) and high schools (Haute Ecole Arc
and the Haute école de musique in Geneva)
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Rather than being an academic thesis laden with theory, this guide
aims to introduce the basic framework for NPO management and
translate the information into concrete and practical step-by-step
guidelines. The guide includes a ‘red thread” at the end of each
chapter which ties the ideas and tasks discussed in the chapter to the
activities and context of an active and functioning organisation.
Throughout the chapter there are also stories and examples relevant
to people working “on the ground” including employees, volunteers,
committee and board members, and the situations they may

encounter through the management of their social, cultural, sport or
environmental organisation.

This guide is an important reference point for any student or person
working or volunteering within the non-profit sector who would like
to expand their knowledge of management practice in what is often
referred to as the ‘“third sector’, following the private and public
sectors. But unlike the “Third Estate” which segregated the common
people from the clergy and aristocracy before the French Revolution,
the non-profit sector is held in high regard for the value it adds to the
community, even if its contribution to gross national product is not
accurately taken into account and the considerable number of
productive hours generated by volunteers are not appropriately
valued.

Through this book, readers will uncover many different paths to
developing their skills in leadership and organisation within the non-
profit sector, which will help them become effective and trustworthy
managers who inspire confidence when dealing with donors, the
media and the organisation’s partners.

Francis H. Courvoisier
Dr Economic Science
Professor HES

La Haute Ecole Arc

The contents of this book is protected by
intellectual property laws.

However, it is permitted to reproduce, copy
or disseminate a portion or all of this guide
provided it is appropriately referenced to
credit the original authors. All sales of this
book are prohibited.
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Introduction

Dear Reader,

What a pleasure it is to welcome you with these opening words. It
is so wonderful to see an idea develop, take shape and finally
become a reality. Since its inception, Booster Bridge's raison d'étre,
it's entire reason for being, has been to produce a guide with
comprehensive and practical advice for managing NPOs and to
make it available to anyone engaged in the non-profit sector.
Finally, a meeting with the managing directors of the Arcanum
Foundation has made all of this possible. Bringing together our
competencies, knowledge and resources, is the reason why we are
now able to offer you the document before your eyes: "‘How to
Manage your Social or Cultural Organisation - a Practical Guide
with 87 Handy Hints for Success”

This guide is designed to make a direct link between strategic
thinking and practical action. It also aims to empower all
organisations to operate at their optimum capacity in order to
ensure their sustainability.

Read the table of contents and become familiar with the subjects
discussed within the document. Then either:

1 Read from start to finish, chapter after chapter. in an
organised manner

1 Target subjects which are of particular interest or are
relevant to your work today; or

1 Use the document as a tool box which can be distributed
to all members of your organisation.

We have decided to make this document available online in
the hope it will encourage a valuable interaction and
exchange of ideas with our readers. It is with great pleasure
we invite you to comment or discuss any of the content within
this document by contacting us on: guide@fondation-
arcanum.ch.

Some advice for getting the
most of this guide:


mailto:guide@fondation-arcanum.ch
mailto:guide@fondation-arcanum.ch

All of the following chapters were written in the spirit of
raising awareness of the various aspects that are
fundamental to managing an NPO. It is not designed as
a training manual for accounting, human resource
management etc. We encourage you to explore the
countless other publications providing more specialised
and detailed information on these subjects if you are
looking to expand your learning in that area. Some
useful links and references are listed at the end of each
chapter to assist you in further research.

I would like to extend my warmest thanks to Mrs
Laurence Levrat-Pictet, the editor of Donors and Project
Evaluation, whose reflections and contributions
throughout the writing process were extremely helpful.
Without her, this document would probably not have
seen the light of day.

I ' wish you all the best as you read and discover!

P.S. Throughout the guide you will notice the acronym
NPO is used. It stands for Non-Profit Organisation and
refers to all associations, foundations, clubs and
initiatives which are not operating for the gain of their
individual members. This term encompasses all the
various entities who will benefit from reading this
document.

Sonya Martin Pfister
Project Coordinator and Author

President and Co-Founder of
Booster Bridge: providing a
wealth of expertise, advice and
training in the project and
organisational management of
the cultural, social and sports
sector.

Www.booster-bridge.com
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Chapter 1

The Strategy of the Organisation
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Some Basic Principles for Managing a Non-Profit Organisation

You've decided to create an association, take a management role within a
foundation or maybe you just want to rethink the practices and habits of an
organisation you're already working with. This first chapter will help you uncover or
revisit the fundamental basics of managing a non-profit organisation (NPO). The
following principles are the basic foundations on which you can start to build your
organisation.

Managing an association or foundation requires a knowledge and understanding
of some key concepts necessary for creating developing and sustaining an
organisation. These concepts are designed to ensure consistency: consistency in the
organisation's operations and decision making processes; consistency in its
approach to managing programs; and consistency in the organisation's
commitments. Consistency is important because everything within the
organisation is connected. Nothing exists in isolation.

To address these key concepts, you need to be able to answer the following
questions:

What is our vision?
What is our mission?
What are our values?

If these ideas are never really discussed or defined, the organisation will have
difficulty establishing its identity and credibility. These concepts are not only the
roots of the organisation, but a map for its future.

In this chapter we will discuss:

The definition of the key concepts of vision, mission and values

The organisation'’s institutional charter

The definition of a strategy

How to conduct an evaluation of internal and external factors which impact on the
organisation's environment

Defining the organisation's objectives

The basic legal principles you should know before creating an association or
foundation




1.1Vision, Mission and Values

Hint 1: Define the vision, mission and values of the organisation
The Vision

The vision should:

Y Demonstrate in a few sentences the ideal the
organisation is striving towards

I Provide direction and perspective for the future and
long term commitments of the organisation

Introduce '"The Star" around which the organisation's
work revolves.

The vision should be motivating and inspiring.

The following questions may help the organisation to refine or
develop the best way to express their vision:

What need does your organisation address?

What kind of problems do you hope to solve?
Who will benefit from this work?

What kind of legacy do you hope to leave? Where?

Are there already organisations out there working towards a
similar goal or solving the same problems? What will e your
point of difference with those organisations?

Developing a framework for your vision may seem like a
demanding process, but it is an essential step for ensuring the
future sustainability of the organisation.

Examples of some “Visions”

World YWCA

"The vision of the World YWCA is
a fully inclusive world where
justice, peace, health, human
dignity, freedom and care for the
environment are promoted and
sustained by women's
leadership.”

(Source: YWCA).

Caritas (Neuchatel)

"Constantly seeking a just
tolerant and unified society
through service of those facing
poverty"

(Source: Caritas Neuchatel).



The Mission

The mission represents the organisation’s reason for existing: it
is the heart of its activities, its core business. It should provide a
concrete response to the questions “Why was your organisation
established?” and “What direction does it want to take?” The
mission defines the role the association or foundation plans to
take on in order to achieve its vision.

Once a mission has been clearly identified, it is much easier to
generate support and motivation for your cause, both within
and outside the organisation. Supporters will rally when they
can associate their involvement and the organisation's activities
as a contribution towards the mission - a mission that speaks
to them, touches them, and moves them to action. People are
more likely to get involved with the organisation when they
have a good understanding of the cause they are working
towards. Now the next step is to define the organisation's
objectives. This is critical for ensuring the organisation’'s mission
is first pursued, then accomplished.

Looking at the example of Caritas (Neuchatel), obviously the
organisation cannot develop a just, tolerant and unified society
all on its own. However, in striving towards their mission they
can make a large contribution to their cause alongside other
organisations working towards a similar goal.

0O ooo%

Examples of some “Missions”

World YWCA

"The World YWCA mission is to
develop women's leadership in
order to find local solutions to the
global inequalities women face
and promote justice, peace,
health, human rights, freedom
and a sustainable environment
for the world's people”

(Source: YWCA).

Caritas (Neuchatel)

"Promote a just tolerant and
unified society where all people
are welcome and treated with
respect regardless of their beliefs
and background, and
empowering those facing social
and economic hardship to lift
themselves out of poverty and

regain  their independence’”
(Source: Caritas Neuchatel).



Values

Values provide a common framework for the various
activities and commitments of the organisation, as well as
its approach to achieving their mission and goals. Without
clearly identifying your values, how will the organisation
move forward? How will it develop its image, reputation and
identity? Values provide a context for the organisation’s
actions.

Examples of some “Values”

World YWCA

Inspired by the Preamble in the World YWCA
Constitution, these are the key values and
principles that guide the work of YWCAs around
the world towards our common vision and
purpose:

1 Placing women, young women and
girls’ empowerment at the centre of
our work

9 Honouring our Christian foundation
and being inclusive of women of all
faiths and backgrounds

I Respecting diversity and upholding the
human rights principles of
participation, non-discrimination and
accountability

T Modelling intergenerational and
shared leadership

T Promoting volunteerism and effective,
mutually respectful partnerships

9 Operating with integrity and ensuring
good governance and accountability at
all levels

9 Valuing the history and ongoing work of
the YWCA movement in its diversity of
contexts and regions

(Source: YWCA).

Caritas (Neuchatel)

Dignity: Respect for the intrinsic dignity of every
human being

Tolerance: Making no distinction between
gender, race, religious affiliation or political
beliefs.

Autonomy: Respecting each person as an actor
in their own development

Unity: Participating in the development of a just,
tolerant and unified society

(Source: Caritas Neuchatel).



Hint 2: Draft an Institutional Charter

To gain the most benefit out of the reflections and research you've undertaken to define your
vision, mission and values, it is highly recommended to collate the information in a
document called The Institutional Charter”. This document will prove useful in the future for
both internal and external communication, and whenever the organisation approaches
potential partners for support. See Chapter 5: Communication for more details.

The Institutional Charter is THE document which represents your organisation and outlines
the foundations on which it is built. It represents a sort of official glossary for the organisation's
structure; the guidelines for your common vocabulary. The Institutional Charter can be quite
simple and does not necessarily require a large investment. The words, terms and concepts
it contains are the document's only real value

The Institutional Charter must be approved by the directors of the NPO and communicated
as much as possible to the public and interested stakeholders, both internally and externally.

1.2 The Development Strategy

After establishing the organisation’s vision, mission and values it is important to move to the
second phase. You now need to flesh out the mission and bring it to life by developing more
concrete themes and ideas about how you're going to achieve it. Establishing a vision to
strive towards is very important, but after the initial stage of reflection the organisation needs
to be able to translate their ideals into action.

Itisin this phase that many organisations lose their way, either because they have too much
enthusiasm or they are trying to progress too fast or do too much. At this point, some
organisations lose sight of what is realistic and/or possible. This may relate to the

organisation’s finances, human resources, logistics, available time or all of the abovel! m

This step calls for further reflection and the creation of a development strategy. This will help
ensure things are done in a logical order so that thoughts are organised, priorities are
established, and any strengths, weaknesses and/or threats are considered.

In order to effectively develop an organisation, each board member, committee member
and manager must have a good sense of awareness of their responsibilities and
accountability to the organisation’s:

1 Beneficiaries
Donors
Employees and volunteers

Members; and
Partners.

=A =4 4 -4
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No development strategy will be set in stone or designed and planned only once. Quite the
opposite, actuallyl Once established, a strategy must be regularly re-evaluated, redesigned,
critiqued, adjusted and adapted to any new issues or circumstances as they arise. This is
particularly the case if it is identified there is the risk of a potential threat or major impact to
the development and sustainability of the organisation.

Hint 3: Conduct a SWOT Analysis

Every organisation develops within an ever changing environment. It is therefore necessary
to evaluate periodically, and with the emergence of any new ideas:

I Theorganisation’s strengths and weaknesses (an internal analysis of the organisation)
1 Any external opportunities which could or should be pursued
1 Any potential threats the organisation should try to avoid.

Analysing and gaining a better understanding of the environment in which the organisation
operates will leave you better equipped to successfully plan and implement your
development strategy.

Conducting this analysis also creates reassurance for certain partners of the organisation.
These days, many donors actually demand that NPOs incorporate strategic management
tools into their operations. It is not unusual for a company, foundation or sponsor to request
a copy of the organisation’s strategic plan before making a decision to pledge their support.
It is therefore recommmended to use a common tool which is both simple and complex: a
SWOT analysis. SWOT is an acronym for Strengths, Weaknesses, Opportunities and Threats.

Conducting a SWOT analysis allows the organisation to bring together the reflections,
knowledge, motivation and collective intelligence of the directors and management team.
This process cannot and must not be undertaken in a disorganised manner or by one or two
individuals in the organisation. The exchange of ideas and conflicts of opinion that will
inevitably arise are essential to the success of the end result. This task needs to be approached
in a serious, objective, rational and methodical manner. The SWOT model was developed
during the 1960s by the professors of Harvard Business School. Undertaking this analysis will
provide reassurance to all those involved with the organisation that its activities have been
well thought out and evaluated according to recognised standards which are widely used in
the management of social, humanitarian, cultural, sportive and other associations.

Conducting this kind of analysis requires a significant investment of time and energy for those
responsible for the organisation and its projects. It is not a trivial matter. All those involved
need to be willing, present and active participants. However, before getting lost in reflections
about the overall importance of taking the SWOT approach, it may be better to provide some
structure and guidance for the themes of the analysis.



Phase 1: Conduct an internal analysis

Outline the main strengths and weaknesses of the organisation.

Some examples for internal analysis:

Financial situation: Strength or Weakness?

Human resources: Strength or Weakness?

Internal communication: Strength or Weakness?

External coommunication: Strength or Weakness?

Geographical location: Strength or Weakness?

Quality of the program and its advantage for beneficiaries: Strength or
Weakness?

= =4 4 —a A -

Phase 2: Conduct an external analysis

Outline the main opportunities and threats the organisation could face. Some
examples to consider for the external analysis are:

1 Changes in the political situation at the canton, national or international
level: Opportunity or Threat?

1 Changesin the local or global marketplace: Opportunity or Threat?

Changes to the economic situation: Opportunity or Threat?

I Changes to the number of beneficiaries or their situation: Opportunity or
Threat?

=a

These reflections are usually collated and presented in the form of a graph orimage
which creates a quick visual of the SWOT analysis results.

Internal

Organisation

Positive for Negative for
achieving achieving
objectives objectives

External
Organisation

OPPORTUNITIES



This study allows us to clearly identify what the organisation can do -

its core competencies (CC) - and what it needs to do - its critical
success factors (CSF). By recognising and bringing together the core
competencies and critical success factors the organisation will have a
clear view of the strategic choices they need to make.

The diagram below provides a list of actions the organisation can take

to develop all or part of the strategy they have put in place.

Conduct ;
: Determine
an internal
: what we
analysis of know how
the
- to do
organisatio
Strengths strategic
and Identify capacitie
action
required ¢
Opportuniti Critical
es [ threats success factors

Conduct
an external
analysis of

Determine

what we
the need to do

organisatio

Source: Institute Joaquin Fernandez — Geneva

Phase 3: Put the results of the SWOT Analysis to good use

Once the initial SWOT analysis is done it will need to be reviewed
regularly. If there are any major internal or external changes, or a
new idea or project is put forward for the organisation, the SWOT
analysis should be revisited and adapted immediately. The SWOT
analysis should be revised at least twice a year and always
conducted and referred to at the time of year when the budgets are
established.

You should immediately take advantage of any strengths which
have been identified. For example, the SWOT may have highlighted
that there is a particularly engaged and motivated volunteer
workforce within your organisation who are passionate about the
cause. If you do not recognise and capitalise on this strength quickly,
you will probably find the subject of volunteer retention appears on
your next SWOT analysis as a weakness. A lack of recognition or
internal training for volunteers will probably lead to their resignation
and a resulting weakness for the organisation.

Some examples of
guestions relevant to the
axes of the SWOT analysis:

Axis: Strengths/Opportunities

Do our strengths (for example, the
foundation's financial resources)
allow us to take advantage of new
opportunities available in the
marketplace? (For example,
developing a new program
identified as important for our
beneficiaries or future
beneficiaries)

Axis: Weaknesses/Threats

Can our weaknesses put us at a
disadvantage compared with our
‘competitors” or other
organisations working in the same
field?

Axis: Strengths/Threats

Can our strengths really overcome
the threats we have identified?
How could we avoid these
threats?

Axis: Weaknesses/Opportunities
Should we seize an opportunity
presented to us which

compensates for an area of
weakness?
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When managing an organisation, you have to assume that there are
No guarantees. With this in mind, you must constantly self-evaluate
and adapt the direction of the organisation whenever you feel it is
necessary. Whatever weaknesses you are able to objectively identify
through this process will need be addressed. All attempts should be
made to systematically correct weaknesses so that the external
environment does not become such a threat that it puts the
organisation's survival at risk. Using the same example: let's say you
have identified that you do not do enough to recognise your
volunteers and don't praise them enough. You may lose your
volunteer workforce to "competing" organisations (threats) who
might develop a dynamic strategy for recruiting volunteers by
offering high-quality training. This would put your projects and the
overall operation of the organisation in danger.

Hint 4: Make strategic choices

To maximise the impact of their actions, every organisation needs to
address the following questions:

1) Are we going to focus our work on beneficiaries who are rarely
or never considered by other organisations? Or are we going to
be very active in an area which already has a number of other
organisations working towards similar goals?

Every choice you make needs to be justified. Focusing your work on
a “niche population” brings a number of advantages as it:

T Provides maximum return on investment

1 Makes communicating about the cause more interesting
and convincing

1 Allows you to work “without competition” and facilitates
partnerships with other organisations active in the region

1 Allows you to develop a specialised “savoir-faire” which will
be highly valued and perhaps sought after by certain
donors

Creates a point of difference

Creates new opportunities and concepts for specific and
targeted training.
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Nevertheless, working in a field where there are a number of other
‘competitors” engaged in similar work can present some advantages as well
as it

1 Enables the organisation to be built on the knowledge, expertise and
experiences of others working in the field

Allows you to work in a market which is already established

Provides access to a much larger number of donors compared to
targeting a niche market

1 Creates healthy competition

7) Another fundamental and strategic question to consider: is it better to
focus our activities on one program, or rather work on a diverse mix of
projects which may appeal to a wider audience?

Some organisations, like Caritas, manage and monitor several projects at the
same time, while others prefer to focus on one key activity which dominates
the organisation entirely. An example of this is the Theodora Foundation which
organises clown visits for children’s hospitals. Their primary activity has only ever
been to send “dream doctors” to entertain sick children in hospital. Whether to
focus on one or several projects is a strategic decision the organisation will need
to make, taking the following advantages and disadvantages into consideration:

Concentrating on one project or activity:

1 Facilitates the creation of a “brand” for the organisation which is clearly
identified by its core activity, like the Theodora Foundation.

1 Facilitates the management of financial and human resources
1 Risks becoming dependent on a limited numlber of donors

On the other hand, diversifying the organisation’s activities:

1 Allows you to attack a problem from different angles and take
advantage of different synergies

1 Mitigates some risk, because if one project doesn't work then another
can be developed in its place.

1 Tobe able to answer the two preceding questions, the organisation will
need to conduct an analysis of their ‘competition”.

This study allows an NPO to:

1 Identify any other organisations working towards a similar goal, and
1 Find a point of difference.
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INTERVIEW WITH PASCAL DAUVIN
MASTER OF POLITICAL SCIENCE AT THE UNIVERSITY OF
VERSAILLES-SAINT-QUENTIN. France

Keep things in perspective.

‘In the process of professionalising an NGO it is important to ensure that the social or charitable
reason the organisation has been established does not get lost in the sea of managerial and
administrative practices and policies. Complying with management practices should not become
the goal of the organisation. It's important to avoid becoming too strict or technical about practices
and policies to the point where we forget that the people who need to master these skills are
human beings. We should reintegrate these managerial practices into the organisation by focusing
on the reasons why we are doing these things in the first place. Becoming too routine or strict about
managerial logic is, thankfully, not irreversible. It's not the end of the world. It is up to the people
within the institution to find methods which work for them, depending on their capacities, so that
they are always conscious of the reasons why we are doing things, and why they are done in a
certain way. There may be many different ways to achieve the same goal and how things are done
will evolve over time. However, there needs to be a minimum consensus within the organisation
about how things are going to be managed. If not, there is a chance that rifts and conflicts may
occur within the team and that, unfortunately, is quite irreversible.”

Is the organisation’s 1.3 The Legal Framework

urpose non-profit?
purp P Hint 5: Choose a legal structure: are we an

The purpose of an organisation is association or foundation?
considered economic if the
activities it undertakes are aimed
at generating profits which can
be shared entirely or partially
between its members. The
purpose will not be considered
profitable if, on the other hand,
the organisation’s activities are

not aimed at making a profit.

Every social, cultural and sporting organisation must
choose the legal structure which is most appropriate for
their purpose, credibility and operations. The two legal
structures most commmonly adopted are the association
and the foundation.

The Association (art. 60 Swiss Civil Code/CCS)

However, identifying as a non-
profit organisation does not
mean that the association or
foundation should not make a
profit at all: rather that they have
an obligation to reinvest the
money they make as an
organisation in achieving its goal
and mission.

See Chapter 3 and 4 for more
specific financial guidance.

An association is an agreement between several people
who share a common goal and bring together their
knowledge and resources for a non-profit purpose. An
association is a kind of cooperative which forms to gain
recognition as a legal entity. Membership of an
association is entirely voluntary.



To form an association, you need a minimum of three
people, a non-profit goal, a written constitution
(otherwise article 63 and the following articles of the CCS
apply). a social or charitable purpose, a name and a
constituent assembly. The primary legal obligations for
an association are a General Assembly, the committee
and an auditor for the accounts.

The General Assembly brings together the most senior
members of the association. It is required for the
admission and exclusion of members, electing the
committee members, selecting auditors and making
decisions regarding all matters and affairs pertaining to
the organisation according to its constitution.

The committee is the group of memlbers who act as the
leaders of the association and manage all of its affairs.
They are the face of the organisation and are legally
responsible for acting on its behalf See Chapter 3 for
more information about human resources and good
governance. In very small associations there may not be
a committee. Instead, all the decisions are made by the
organisation's members.

The auditor must review and audit the accounts once
every year. It is their responsibility to produce a financial
report to present at the General Assembly. Based on the
findings in the report, the General Assembly signs off on
the accounts and elects the committee.

When creating a new

association, the
following steps are
recommended:

Make sure the members
have a common goal

Draft a constitution

Organise a  General
Assembly. Adopt the
Constitution, elect a
committee and decide
on the amount for the
annual membership fee.

Sign the Constitution

Record the meeting
minutes

Register the organisation
on the Commercial
Registry (compulsory if
the annual revenue is
more than Fr100,000
per year)

Open a postal or bank
account

Seek out new members

Promote the association
and develop activities
which  will overcome
areas of weakness



The Foundation (art. 80SS Swiss Civil Code)

While an association is formed by its members, a
foundation is formed by its fortune. A foundation has no
members as such, but rather a certain amount of capital
allocated towards achieving a specific goal.
Foundations are required to maintain the assets
entrusted to them, and only the return on their
investments can be used to finance the goals which are
defined in their constitution. A foundation is generally
engaged in its project for the long term, sometimes for
an unlimited period. An example of this is The Inselspital
Foundation of the University Hospital of Berne which
dates back to 1354.

Under Articles 80SS CC, a foundation is defined by its
allocation of assets towards a particular purpose. The
collective assets of the organisation should ensure its
continued existence. This relates to material support
which must be contributed by the foundation in order
for it to remain viable. According to the federal authority
for the monitoring of foundations, the minimum capital
initially required to start a foundation is Fr.50,000.

The foundation is formed by a deed, a will or an
inheritance  agreement.  Registration  with  the
Commercial Register is compulsory in order to become
a legal entity. Other than the goal, the starting capital
and the name, the institutional charter will determine
how it is organised and its methods for administration.
A foundation must have two mandatory bodies: the
foundation board and the auditors.

The foundation board is the governing body of the
foundation. Itis responsible for the general direction and
management of the organisation. In practice, the
foundation board should consist of three physical or
legal members.

The auditors must conduct an annual audit of the
foundation's accounts and submit a detailed report
outlining the results and suggested recommendations
moving forward.

The Supervisory Authority

All foundations are placed under surveillance by the
public administration (either federal, canton or local
community) depending on their purpose. The
supervisory authority monitors foundations to ensure
that the contributions made are used for the purpose
for which they were intended.

Foundation or
Association?

Here are some points to keep in
mind when making a decision
about which legal structure to
choose for your organisation:

A foundation is the right legal
structure for your project if:

1

There is a significant
amount of capital which
can be maintained over
the long term

The project requires
moderate but
sustainable financial
support

You would like to
develop the
organisation's cause over
an extended period

You would like to limit
decision-making powers
to a small number of
people

An association is the right legal
framework if you:

1

Would like to involve a
large number of people
in the organisation’s
activities

Prefer to work in a more
participatory
environment

Are looking for a legal
framework which is
flexible, simple and easy
to create

Would like to invest all of
the available resources
in financing the
organisation’s activities.
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In summary, to
create a sustainable
organisation it is
essential to start by:

Defining the organisation’s vision,
mission and values

Creating an institutional charter
which brings the goals, terms, and
actions of the organisation
together in one document
Conducting SWOT analyses at
regular, scheduled intervals as well
as whenever there are changes of
the need arises

Clearly defining the objectives, the
organisation aims to achieve

Understanding the basic
differences between an
association and a foundation in
order to make the right choice
about the organisation's legal
structure.




Useful Links

For creating an association

1

Benevolat-Vaud, The Competency Centre for Associations, offers a selection of resources
with guidelines about how to create and manage an association: www.benevolat-vaud.ch
Sport Clic offers various practical examples with concepts, checklists, questionnaires,
directives, regulations, etc. for the management of a sporting association: www.sportclic.ch
The Welcome Centre - Geneva International (CAGI) provides advice for establishing a non-
profit organization, including legal and tax advice: www.caai.ch

The Swiss Civil Code, Chapter 2, Article 60 and the following pages (‘Associations')
www.admin.ch

For creating a foundation

1

1

The Federal Authority of Foundations in Bern offers a "Guide for Foundations" available for
any person or organisation wishing to establish a foundation: www.ediadmin.ch

The Swiss Civil Code, Chapter 3, Articles 80 and the following pages ('Foundations')
www.admin.ch

Strategic thinking and planning

1
1

The marketing strategy blog: www.marketing-strategie.fr

The guide, "Create a social enterprise’, published by APRES GCE presents detailed
information on the approach, limitations and possibilities that any person creating a social
business should consider: www.apres-ge.ch

Recommended Reading

Thuderoz C., The history and sociology of management, Presses
polytechniques et universitaires romandes, 2006 (In French)

Lichtsteiner H., M. Gmur, Giroud C.. R. Schauer, The Fribourg

Model

for Managing Non-Profit Organizations, Presses /

polytechniques et universitaires romandes, 2015 (In French) z 7 z

Callopel-Morvan K. Birambeau P. F. Larceneux, Rieunier S,
Marketing & Communication for Associations, Dunod, 2013 (In
French)

Colbert F. J. Brunet Marketing for the Arts and Culture,
Cheneliere Education, 2014 (In French)

Bourgeon-Renault D.. Marketing of Art and Culture, Dunod,
2009 (In French)

—
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To make this document as
practical as possible, the
main advice in each section
will be summarised with a
case study. or a red thread”,

at the end of the chapter.

Chapter 1: Organisational Strategy

The Swiss association “Youth Futures” was created in
Neuchatel in 2010.

For several years, a group of people including parents
and politicians wanted to develop a structure which
would raise awareness amongst teenagers of the
dangers of contracting HIV/AIDS. After several meetings
and many dynamic exchanges of ideas, the group
reached an agreement about the basic foundation of
the organisation they wished to develop.

First step: They agreed on the vision, mission and
values of the association.

The vision they all shared was as follows: "The vision of
Youth Futures is a society in which AIDS has been
completely eradicated: a society within which
teenagers and young adults can enjoy their youth in
peace and serenity without fear of contracting
HIV/AIDS"

The mission they established to highlight how they
would achieve their vision was as follows: “The mission
of Youth Futures is to create a dynamic and interactive
dialogue with teenagers and young adults to raise their
awareness about the risks of contracting HIV/AIDS"

To achieve this mission, the group reached an
agreement about their values: “Tolerance, respect,
listening to others, open mindedness and goodwill"
represent the heart of their philosophy and would be
present in all actions developed by the association,
whether it relates to media communication or
exchanging in dialogue on the blog etc.

Once all these ideas have been exchanged and the
reflections recorded over several weeks of discussions
and development, the organisation decides to collate
all of this information for the institutional charter. This
document will enable them to communicate in an
effective, coherent and coordinated manner with the
various people who will be associated with the
organisation, includina representatives, supporters,



Chapter 2

Human Resource Management
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Managing the most precious resource in your organisation

Human Resources Management (HRM) is a set of
practices aimed at mobilizing and developing
your human resources (HR) in order to effectively
support your organisational strategy. HRM
encompasses both administrative and operational
functions within the organisation.

(www.valorisationcapitalhumain.ca).

As indicated previously, managing an organisation requires not only a strong strategy but also a little
touch of magic. Among the many qualities required of someone managing an NPO, one of the
most important is the ability to coordinate and lead the combined human resources who are
working together to achieve the organisation’s mission.

Looking at humans as something to be managed maylbe considered paradoxical. How is it actually
possible to ‘manage” humans? And how do we set rules around managing people within the unique
framework of a non-profit organisation? Because of this paradox, the importance of developing a
strategy for human resource management only becomes all the more significant.

In addition to human resources, time is another resource which is extremely precious and should
never be wasted. This is widely accepted as true within commmercial and corporate structures and is
considered even more important in the management of an NPO.

In this chapter we will discuss the importance of:

Developing a clearly defined internal human resource management policy
Sharing a common language amongst all staff, whether they are paid employees
or volunteers

Having clearly defined roles for everyone within the organisation

Creating management tools which outline rules, regulations and procedures
Possessing a solid understanding of the unique nature of volunteering and how it
impacts on non-profit organisations

The committee members and their role in the organisation

Respecting the fundamental principles of good governance.



http://www.valorisationcapitalhumain.ca/

2.1 The basics of human resource management

Discussions around human resources with internal staff or external partners inevitably raise a
numMber of pressing questions. This chapter aims to uncover the path you will need to take to find
the right answers.

Hint 1: Establish a human resource management policy which is aligned with the
organisation’s core values

There are some questions you will definitely be asked which require a fast,
relevant and consistent response in order to reassure your financial supporters,
the public administration and the general public. The most common
guestions you will be faced with are:

Does the NPO employ paid staff?

How much to their salaries cost?

How are salaries funded?

How do you justify to your donors the amount allocated for salaries?
Couldn’t the organisation function with just a volunteer workforce?

Are there volunteers working with the organisation?

= =4 4 -4 -4 -—Aa -

Are those running the organisation really competent enough to
achieve its mission?

Are they trained and qualified?
Is it really possible for paid and unpaid staff to work together?
What motivates the volunteers to get involved?

What do they expect in return from the organisation?

= =4 a4 -—a -

Will the paid staff continue working for the organisation when they
can get much higher salaries working for a corporate enterprise?

Creating a clear internal HRM policy enables the organisation to find the
answers to these questions and concerns before they are raised. Striving
to answer these questions also serves to reaffirm the organisation's
identity, values and credibility. Obviously it is not possible to find one
blanket response to these questions to fit every organisation’s needs, as
each has their own different circumstances, structure and complexities.
Therefore, it is important to take time to find the specific responses
relevant to your own organisation.

It is not possible to develop an HRM policy until the organisation has
clearly defined their vision, mission, values and objectives. Without these
four pillars of their identity it is extremely difficult, if not impossible, for the
organisation’s management to develop a common language that brings
everyone together to work towards a common goal. These four pillars are
the foundation on which a cohesive and cooperative team is built. Once
they have been established, the organisation will have the clarity and
resources to answer the important questions outlined previously.
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Hint 2: Clearly define each person’s role within
the organisation

It is always wise to keep a few basic principles in mind
regarding the sense of importance people need to feel
when working for an organisation - whether they receive
financial compensation or not. Always remember that in
order to ensure people feel necessary to the organisation,
every individual (paid or unpaid) must be able to:

1 Understand their position in the organisation in
relation to everyone else (this will depend on the
extent of their engagement)

1 Understand the organisation’s objectives and the
collective impact of their individual involvement

Envisage their future with the organisation

Feel reassured that they are genuinely useful, not
fearful they might lose their place; and

1 Feel recognised and appreciated

Hint 3: Be aware of the unique dynamic of paid
and unpaid employees working together

What makes NPOs stand out in the field of HRM is the idea
that many different kinds of people collaborate within the
organisation in order to achieve its goals. The organisation
may be made up of:

100% employees
1009% volunteers

80% employees and 20% volunteers

1
1
1
1 Any other variation on this balance of distribution

There is no miraculous secret recipe for determining what
percentage of employees and volunteers makes the most
efficient and effective combination for an NPO. However,
there is a financial consideration to keep in mind as
engaging paid staff means there is a need to secure
funding for salaries. Of course, if an NPO had the resources
and support to employee as many paid staff members as
they wished, they would not need as many volunteers.

—
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Something to Think About:

Managing people means having to integrate
the complexities of the outside world with
the demands of the organisation.

Integrating people into an NPO has its own
unique set of challenges. The organisation
needs to consider: Is there still, and will there
always be, room for volunteers who are
motivated purely by the spirit of philanthropy?
Or is it better to hire staff who have more
specific and relevant skills and abilities? Is it
smarter to hire someone who has the right
qualifications but whose values are not
necessarily aligned with the organisation and
its mission? Or is it better to hire people who
share similar core beliefs and values but need
to be trained to perform their role?

31



The deciding factor is often financial, which is why most organisations are asked
to explain how they fund their human resources. It should be noted that while
cost may be the most important consideration for many NPOs, there are certain
organisations which engage volunteers because volunteerism is incorporated in
their core values and principles. For these organisations, the financial aspect is
not the only deciding factor.

The most important thing is that your organisation has the capacity to anticipate
what and who you will need to fulfil your future needs. Having this foresight
reassures all stakeholders that the organisation has engaged people who are
competent, informed and trained enough to achieve your mission.

Managing an environment where people are compensated differently for their
work can be a daily challenge. The key is encouraging staff to really understand
and take pride in their role within the organisation so they maintain the primary
motivation which inspired them to get involved in the first place.

An example of the workforce paradox:

A foundation's board members are volunteers and are responsible for the
organisational strategy. They are usually professionals who work in a similar or
complementary industry as the NPO and are responsible for employing the
organisation’s paid staff.

Paradox #1: the volunteers hire the paid staff

Paradox #2: those responsible for the organisational strategy might not
necessarily have the practical industry knowledge to run the organisation.

2.2 Management Tools

Hint 4: Develop effective human resource management tools

To be able to respond to the questions outlined previously,
it is strongly recommmended that every NPO manager
invests some time and thought in creating specific tools to
help manage human resources. The most strategic
documents are:

Job Descriptions

Whether a person is paid or not, they should each have a
job description so they understand their role and what the
organisation expects of them. This applies for every role
within the organisation - even temporary and short term
contracts, although the content may be less complex and
extensive.



The job description allows the employee or volunteer access to a clear
and concise document which outlines their position, the organisation’s
expectations for the role, the activities the person should carry out as well
as their responsibilities. This is an indispensable HRM tool. However,
before employees and volunteers are issued with their job description,
they must first be informed of the organisation’s mission - its
fundamental purpose:; it raison d'étre.

V The key information covered in the job description should be:

1 The job title and department the post falls under eg. Fundraising.

1 The aim of the role, eg. For a finance manager the aim would be to ensure correct financial
management of the organisation, while a less senior member of the finance team'’s aim might
be to contribute towards the correct financial management of the organisation.

1 The name of the person responsible for filling the role in case of absence.

1 Their tasks and responsibilities: A detailed, factual description of the role’s diverse activities
and responsibilities and its contribution to the overall mission of the organisation.

Example of a job description for a financial manager:

While this staff member is responsible for managing the budget, you do not call the role
‘Budget manager’. Their title needs to be kept quite general.

General aim of the role:
Coordinate and direct all financial activities, including but not limited to:

1. Establishing the organisation’s budget and having it approved by management
2. Ensuring all deadlines and timelines are respected and finances are appropriately monitored
3. Organising and delegating financial tasks as required within the organisation

Qualifications Required:

Basic training: specify which level of education is required or desired
Additional training: specify any other certification which is required or desired.
Team and responsibilities:

Provide details of the role’s direct supervisor and any direct reports, including both employees and
volunteers.

Annual Review:

Indicate if there will be an annual review of job performance and during what month it will take
place.

Penalty rates and benefits:
For example, extra pay for working nights or being on call.
Signatures of both parties:

By signing the document, the volunteer or employee confirms they have read and understood the
job description.

(Source: the job description guide www.unil.ch)


http://www.unil.ch/

Other essential documents include the employment contract and the
volunteer agreement. These documents outline all procedures and benefits
in order to avoid any future confusion in regards to remuneration,
reimbursement of expenses, work hours, insurance coverage etc.

(see: www.benevolatvaud.hp)

Drafting an organisational chart is also essential for the correct
mManagement of an organisation. While you may not wish to place too much
emphasis on hierarchy, it is still important to have the lines of responsibility
clearly identified and communicated to the organisation’'s workforce.

The role of an organisational chart is to answer the following questions:

Who depends on whom?

Who is expected to take what kind of responsibility?

The organisational chart may also be used to clearly define the limits of
financial responsibility. To do this, a specific policy should be created and
linked to the organisational chart. This policy answers the following
questions:

1 Can the organisation be hired by a third party? By whom, for example?
1 Ifso, up towhat amount can they charge?

1 With just a signature, is it possible to hire the entire organisation?

All personnel should refer systematically to policies which present the
limitations of the organisation's financial commitment and the powers of
their individual and collective signatures. There may be other policies and
procedures your organisation wishes to put in place to define and limit the

responsibilities each person has i GczNG
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