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ABSTRACT

This study adds to the body of knowledge on non-profit sustainability within the Central
Okanagan social service sector, particularly as this relates to non-profit mission achievement.

Building on
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CHAPTER ONE: INTRODUCTION

1.1 Introduction

Over the past few decades, many observers of the non-profit sector have focused on one specific
topic: sustainability. This term, which embodies the concepts of mission achievement, long-term
success, financial stability, and organizational survival, is the cornerstone of this research study.
In order to assist in the development of training programs that promote sustainable non-profit
behaviours, this study provides an in-depth analysis of the barriers to sustainability that Central
Okanagan non-profit organizations currently face. The following chapter provides an
introduction to the background of this study, details its purpose, and explains the significance of
the research that was conducted. This is followed by a brief conclusion which summarizes the
nature of the remainder of the report.

1.2 Background

In April of 2014, Scotiabank made a large donation to Okanagan College to support research on
the non-profit industry, resulting in the creation of the Scotiabank Centre for Non-Profit
Excellence (Zielinksi, 2014). Research was to be conducted by way of gap analysis, with
students and faculty working to provide non-profit groups with the support needed to improve
organizational effectiveness (Zielinksi, 2014). The first of the gap analysis research was
conducted by Amanda Wright during the winter of 2015, and culminated with a published

research report.

The purpose of Wright’s research was to discover “the real and perceived challenges that impede
social service non-profit organizations from achieving sustainability in the Central Okanagan”
(Wright, 2015, pg 2). Her research, as the first of its kind in the Okanagan non-profit sector, was
very broad in scope. It addressed many organizational factors, from human resources to strategic
planning, which was necessary in order to uncover the existing challenges regarding non-profit
sustainability. Given the scope of her study, Wright defined her units of analysis as Boards of
Directors and Executive Directors of non-profit organizations, who were more likely to have
access to the knowledge needed to answer the broad range of questions her research demanded.

The result was that Wright’s research was very rich in regards to data that covered high-level
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external concerns such as financial viability, advocacy, public image, and skills and knowledge
capacity at the director level. However, using this unit of analysis excluded the collective
knowledge of the largest population of non-profit workers: staff and volunteers. Thus, a data gap
remained in regards to such internal topics as organizational capacity, service provision, and
infrastructure. This data gap provided an opportunity for a second phase of gap analysis

research, which was conducted in the winter of 2016 and is documented within this report.

1.3 Purpose

This research study is intended to add to the body of knowledge regarding non-profit social
service organizations in the Central Okanagan. In doing this, the study expands the definition of
the challenges impeding non-profits from achieving sustainability. This, in turn, provides a
stronger basis for developing the Scotiabank Centre for Non-Profit Excellence’s training

programs for non-profits.

The definition of sustainability adopted within this project is centred on a specific element of
non-profit success: mission attainment. As such, the specific purpose of this study is to discover
any internal barriers to mission attainment as this pertains to non-profit sustainability. This

purpose is outlined in the following decision statement:

What barriers exist, at the staff and volunteer level, which would prevent a non-
profit social service organization in the Central Okanagan from sustainably
achieving its mission?

In answering this question, this study provides additional data on the Central Okanagan non-

profit environment, aggregated according to the following four associated research objectives:

ROL1: Are the internal human resource policies, procedures, and controls of non-profit
social service organizations in the Central Okanagan sustainable?

RO2: Are the financial resources of non-profit social service organizations in the Central
Okanagan being utilized in a sustainable manner?
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1.4  Significance

This research study is of most benefit to the Central Okanagan’s many social service
organizations, on which this project is focused, but cannot be reliably applied to other non-profit
organizations outside the social service sector. Social service organizations are often devoted to
vulnerable client bases, such as the homeless, poor, abused, or addicted. If sustainability cannot
be attained by these organizations, succeeding at their missions becomes improbable, which can
have detrimental effects not only on the organizations, but also on the vulnerable individuals the
organizations serve. This study is significant not only in terms of assisting non-profit
sustainability, but also in assuring that these vulnerable non-profit clients continue to have access
to the supports they require. Furthermore, this research, by assisting these individuals and
perhaps improving their quality of life, has the potential to create positive effects on general

community well-being.

1.5 Conclusion

Chapter 1 has provided an introduction to the project and its significance. The second chapter
consists of a detailed literature review, which provides the basis for the research methodology
outlined in Chapter 3. Chapter 4 summarizes the findings of the study and the analysis
conducted on these findings. The fifth and final chapter provides a detailed account of the gaps
and barriers discovered in regards to sustainable mission attainment by social service non-profit
organizations in the Central Okanagan. This last chapter also provides a set of recommendations
regarding future training programs or support resources to be developed by the Scotiabank

Centre for Non



CHAPTER TWO: LITERATURE REVIEW

2.1 Introduction

For the past half-century, non-profit performance has been a major subject of debate in the
research community (Willems, Boegnik, & Jegers, 2014), with decades of research studies
dedicated to identifying possible variables which might lead to non-profit success or failure
(Helmig, Ingerfurth, & Pinz, 2014). More recently, the term “sustainability” has become linked
with the idea of non-profit success; however, research regarding building a sustainable non-profit
organization is “fragmented and relatively underdeveloped” (Weerawardena, McDonald, &
Mort, 2010, p. 347). Within the Central Okanagan, a single study exists regarding non-profit
sustainability; conducted by Amanda Wright in 2015, Challenges in Achieving Non-Profit
Sustainability examines the real and perceived challenges in attaining non-profit sustainability
within the region. In order to expand upon the narrative begun by Wright regarding the Central

Okanagan non-profit sector, this study is constructed around the following decision statement:
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That said, non-profit organizations are not required to meet all social objectives; individual
organizations are held to singular purposes — their missions, which are usually narrowed in scope
to regions or specific social sectors (Weerawardena et al., 2010). Therefore, the definition of
sustainability for the purposes of this study is as follows:

Non-profit sustainability is the ability of a non-profit organization to meet the
needs of its clients and its community in the long-term, while remaining within
the parameters of its organizational mission.

2.2.2 Mission Achievement

The idea of mission achievement is coupled with the concept of non-profit sustainability, as seen
in the previous definition. Where for-profit organizations may have missions, these are usually
“more of an ideal than a constraint” (Hull & Lio, 2006, p. 60). In the case of non-profit
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2.4  Key Regional Findings

As mentioned, the exploratory study conducted by Wright in 2015 comprises the sum total of
knowledge about the Central Okanagan non-profit sector thus far. Wright’s study fully addresses
the topics of market structure, governance, and strategy. Organizational characteristics, financial
issues, human resources, mission, and leadership are also addressed, but gaps remain in some
cases. A summary of the key regional findings as related to each of Helmig’s eight determinants

is found in the following subsections.

2.4.1 Organizational Characteristics

Organizational characteristics such as age and size, as well as internal processes, organizational
culture, and collaboration are all important determinants of non-profit success (Helmig et al.,
2014). Within the Central Okanagan, Wright’s study finds that non-profit organizations are
small and long-established, with high use of program evaluations and impact reporting, effective

internal relationships and communication, and strong support of collaboration (2015).

2.4.2 Market Structure

Factors such as competition and demand are the second-
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2.4.6 Human Resources

Non-profit organizations face several unique challenges in terms of human resource
management. The first challenge involves volunteer utilization, which comes with its own issues
in terms of recruitment and retention (Lee & Brudney, 2012). The second challenge involves
recruitment and retention of paid employees, who, more so than in the for-profit sector, “are
motivated by intrinsic factors such as a belief in the organization’s mission, opportunity to
actualize individual values, and participation in decision-making” (Akingbola, 2006). These
challenges, if combined with financial issues that cause difficulty offering competitive salary

packages, training, and professional development, can be detrimental to sustainability efforts.

In British Columbia, prior research notes issues regarding recruitment, training, available skills,
and human resource capacity (Ference Weicker & Co., 2014). Nearly half of organizations in
the province report being understaffed, and one in four reported a skill gap (Ference Weicker &
Co., 2014). Budgets for staff training and development are also less available to non-profit
organizations in BC than nationally (Ference Weicker & Co., 2014). These same issues are
noted within the Central Okanagan, where there is a combination of short-staffing, lack of
training, word-of-mouth recruiting methods, rather than more effective recruiting methods, and a

lack of performance reviews (Wright, 2015).

2.4.7 Mission

Unlike for-profit organizations, which exist to create value for their investors, non-profit
organizations exist to fulfill their missions. Therefore, if a non-profit organization is not
achieving its mission, it is not sustainable (Weerawardena et al., 2010). As such, knowledge of
whether Central Okanagan non-profits are achieving objectives related to their missions is
essential to determining sustainability in the sector. While Wright’s research identified that most
non-profits in the region have mission statements, further information on whether these missions

are being attained is not available (2015).

2.4.8 Leadership
Non-profit leaders — often called executive directors — are thought to contribute differently to
organizational performance than for-profit leaders (Phipps & Burbach, 2010), and are also found

to be a significant contributing factor in whether an organization survives or fails (Helmig et al.,
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2014, p. 1525). Knowledge of leadership qualities, leadership style, experience, and staff
perceptions of leaders is valuable in assessing non-profit sustainability, and some such
knowledge is noted in Wright’s 2015 study. Executive directors in the Central Okanagan are, in
general, highly experienced and educated (Wright, 2015). Furthermore, executive directors are
provided the most training of all groups within the organizations, and many have a mentor or
advisor (Wright, 2015). However, information on whether these executive directors are leading

effectively, or on how they are perceived by their employees and volunteers, is not available.

2.5 Remaining Knowledge Gaps

This literature review has been conducted to ensure that this study does not duplicate existing
research. As is evident, Wright’s study of 2015 provides much valuable information regarding
the Central Okanagan’s non-profit sector. However, there are some remaining knowledge gaps
that this study intends to fill, mainly regarding the topics of human resources, the internal
financial environment, organizational culture, leadership, effectiveness of internal processes, and

mission-related factors.

Wright highlights much useful information regarding human resources, such as which
recruitment methods are commonly used, whether performance reviews are conducted on
specific groups, and whether training is available. However, it would be useful to clarify if the
staffing levels of regional non-profits are appropriate, as many of Wright’s respondents did not
know their staffing needs. Secondly, while Wright determined the level of use of performance
reviews and the availability of training, the effectiveness of these tools has not been assessed. As

such, to close these first knowledge gaps, the following research objective has been developed:

ROL1: Are the internal human resource policies, procedures, and controls of non-profit
social service organizations in the Central Okanagan sustainable?

The external financial environment of non-profit organizations in the Central Okanagan, as
determined by Wright, is not supportive of sustainability. Many respondents highlight lack of
long-term, unrestricted funding as a barrier to sustainability, and Wright notes a significant
dependence on government funding (2015). As government funding is unreliable and has been
shrinking in recent years (Beachy, 2011), this dependence creates a substantial threat to non-

profit financial stability. However, it must be noted that Wright has focused on the external
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financial environment of non-profit organizations, and there exists a second knowledge gap
regarding the sustainability of the internal financial environment of these organizations. The use
of internal financial resources, and whether this use is appropriate to allow mission achievement

and sustainability, will be addressed by the following research objective:

RO2: Are the financial resources of non-profit social service organizations in the Central
Okanagan being utilized in a sustainable manner?

The third knowledge gap this study seeks to close relates to the topic of organizational culture.
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and volunteers within their organization. Further respondents were contacted by utilizing the
personal and professional connections of both the Scotiabank Centre for Non-Profit Excellence
and the student researcher. A total of 52 survey responses were collected, and representation of
the population can be considered accurate with a 4.50% allowable error at a 95% confidence

level
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resulted in heavy reworking of wording, format, question order, and, in some cases, complete
elimination or replacement of questions to better address the necessary variables. The second
pre-test was conducted by three non-profit professionals with professional connections to the
Scotiabank Centre for Non-Profit Excellence, and resulted in only minor adjustments to question

format.
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Table 4.1 - Personnel by Generation
Generation Birth Year | Volunteers Staff Management | Totals
Silent Generation | 1923-1945 8% 0% 0% 2%
Baby Boomers 1946-1965 50% 33% 23% 33%
Gen X 1966-1976 8% 17% 50% 29%
GenY 1977-1994 33% 50% 27% 37%
100% 100% 100% 100%
Table 4.2 - Years at Organization
Years at Organization Volunteers Staff Management Totals
2 or less 42% 39% 10% 27%
3to4 0% 22% 14% 14%
5t06 17% 11% 19% 16%
7t08 0% 6% 10% 6%
9 or more 42% 22% 48% 37%
100% 100% 100% 100%

largest group of staff consists of Generation Y, and the largest group of management is

Generation X. Differences between groups are also present when analyzing the length of

employment indicated by respondents. In particular, volunteers indicate a highly bipolar

distribution, with most having volunteered for two or less years or more than nine. This, along

with the employment lengths of staff and

management, can be seen in Table 4.2.

In order to assess the effectiveness of

performance reviews or similar

evaluations, respondents were asked if they

felt they received enough feedback. The

results of this can be seen in Figure 4.1.

While staff and management indicate that

their feedback is adequate, less than half of

volunteers say the same. Staff and

management were asked whether they

received annual performance reviews.

While 82% of management indicate that

they do, this is only true for 56% of staff.
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Staffing levels were assessed by inquiring about respondents’ ability to handle their workload.
On average, respondents score their ability to meet deadlines and finish tasks during normal
work hours at a 3.73 out of 5, scoring between “sometimes” and “often”. Volunteers score their
ability to manage their workloads higher than staff and management; however, a one-way
between-groups analysis of variance found the difference to be statistically insignificant.

Staffing levels were also assessed by inquiring about respondents’ work volumes. On average,
respondents say that they “often” or “always” have enough work to fill the length of their shift (u
=4.73 out of 5).

Respondents were asked whether they received adequate orientation when starting a new role
using a 5-point scale (1 = “never”, 2 = “rarely”, 3 = “sometimes”, 4 = “often”, and 5 =
“always”). Orientation was adequate “sometimes”, or “often”. Staff have a slightly higher score
(1 =3.90) in this regard than volunteers (1 = 3.67) or management (i = 3.77). In terms of non-

orientation training, respondents indicate that they have access to a variety of training and
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In order to ascertain whether funding is being directed at the mission-related activities of the
organizations, respondents were asked if they thought their organizations’ response to lack of

funding was to reduce the services offered to clients. On average, respondents indicate that this
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“often” or “always” (1 = 4.54 out of 5). This is especially true for management, with 100%
saying “often” or “always”; however, 9% of volunteers and 6% of staff indicate that they look
forward to coming to work only “sometimes”. Additionally, 23% of respondents state that they
are satisfied with their current role and are not interested in professional growth.

In terms of satisfaction with professional development opportunities, this varies across position.
While 100% of staff and management indicate that professional growth is supported in some
manner, 10% of volunteers state that professional growth is not supported by their organizations
in any way. When asked whether resources to support training and development were adequate,
respondents, on average, report that they either “sometimes” or “often” are (1 = 3.71 out of 5).

However, this score is lower for volunteers than for managers and staff.

Management and executive director Table 4.5 - Management Support

support was assessed using a Management | Directors
composite measure that combined Answering Questions 4.50 4.68
ltiole £ includi Providing Instructions 4.04 4.14

scores on multiple factors, including Recognizing Effort 427 445
availability to answer questions, Providing Feedback 4.08 4.45
provision of instructions, recognition | AAPProachability 4.42 4.50
. Supportiveness 4.42 4.59

of effort, feedback, approachability, Overall Support 25 73 26.82

and supportiveness. The reliability of

this measure was tested using a Cronbach’s Alpha analysis, and it was determined that the scale
had good internal consistency (a =.93). On average, volunteers and staff rate management at a
high level of support (1 = 25.73 out of 30), while managers rate upper management support
(executive directors) at an even higher 26.82 out of 30. Broken down by activity (as shown in
Table 4.5), directors score higher across the scale in all cases. This is particularly true in the area
of feedback provision, where a one-way between-groups analysis of variance found a statistically
significant difference between management and volunteers (F (2, 45) = 3.8, p =.03). While
management rate the feedback provided by their immediate supervisors at 4.45 out of 5,
volunteers rate the feedback provided to them by management at a much lower 3.60 out of 5.

However, in general, management and executive director support scores high on all variables.
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4.8 Conclusion

As this chapter has documented, there are multiple gaps and barriers to sustainability in the areas
of human resources (RO1), financial resources (RO2), organizational culture (RO3), and
activities and programs (RO4) within the Central Okanagan non-profit environment. These
findings are explored in the next chapter, where each research objective is concluded upon, and
recommendations are made as to the next steps that the Scotiabank Centre for Non-Profit

Excellence should take.



24
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is substantial. However, staff and volunteers show none of the same themes, with some staff and
many volunteers indicating significant dissatisfaction with their feedback and training. This is

consistent with regional findings noted in Chapter 2.

To conclude this research objective, while the internal human resource policies, procedures, and
controls appear to be effective for managers, this is significantly less true for staff and
volunteers. In order to achieve sustainability, a focus on improving feedback and training and

development of staff and volunteers is necessary, towards the goal of increased retention.

5.2.2 RO2: Financial Resources

The purpose of RO2 is to ascertain whether the utilization of financial resources within non-
profit organizations is sustainable. According to 93% of respondents, this is largely true.
Organizations in the Central Okanagan only rarely or sometimes cut back services to clients in

response to lack of funding, and respondents praise their org
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communication to be effective. This may be a sign of a communication disconnect between the

upper and lower levels of the organization.

Organizational structures also ranked as sustainable, when measured in terms of leadership
support. However, in comparison to other support factors, managers and executive directors
scored low in regards to feedback provision, recognition of effort, and providing instructions.

Additionally, managers achieved lower scores than executive directors in all cases.

These findings suggest that while the organizational cultures and structures of Central Okanagan
non-profit organizations are largely sustainable, a focus on improving internal communication

and management support would likely prove beneficial.

5.2.4 RO4: Activities and Programs
RO4 assesses whether the activities and programs of non-profit organizations within the Central

Okanagan are sustainable. As this study’s definition of sustainability is interconnected with
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5.4 Limitations

This study, conducted specifically on non-profit organizations within the Central Okanagan and
the social service sector, is not necessarily representative of the reality within other non-profit
sectors or other regions. Furthermore, given the small number of respondents and the use of
snowball and professional judgement sampling techniques, these findings may not be
representative of any specific organization within the Central Okanagan. As such, it is

recommended that caution be taken if applying these findings to individual organizations.

5.5 Recommendations & Conclusion

This study’s purpose was to discover any internal barriers to mission attainment as this pertains
to non-profit sustainability, while adding to the body of knowledge on non-profit organizations
within the Central Okanagan region. As decades of research into non-profit sustainability can
attest to, there are many possible causes of non-profit success and failure. However, within the
Central Okanagan, Helmig et al.’s eight main contributors to non-profit sustainability have all
been addressed. Combining Wright’s findings as summarized in Chapter 2 and the findings of
this study, the conclusions for each contributor within the Central Okanagan are as follows:

1. Organizational Characteristics: Sustainable, with the exception of internal
communication. While highly rated at the board and executive level (Wright, 2015), in
this study, staff, management, and volunteers rated communication lower than all other
organizational factors.

2. Market Structure: As noted in Chapter 2, unsustainable, with heavy service duplication
and a need for further collaboration between compatible organizations (Wright, 2015).

3. Governance: Also as noted in the literature review, unsustainable, with a lack of
strategic guidance, risk assessment, executive director performance review, and a need
for clear division of management and board roles (Wright, 2015)

4. Strategy: Again seen in the literature review, unsustainable, with a lack of strategic plan

utilization and mission-related performance ev vn3t7JETQq0.00000919.024wed
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6. Human Resources: Unsustainable, as found by this study, with a need to improve
retention, feedback, and training at the staff and volunteer level.

7. Mission: Sustainable; respondents of this study had near perfect knowledge of
organizational mission and note positive progress towards mission attainment.

8. Leadership: Sustainable, but with room for improvement in the areas of feedback
provision, recognition of effort, and providing instructions, especially, this study found,

regarding volunteers.

With this in mind, it is recommended that those unsustainable topics noted above be the focus of
any training programs developed by the Scotiabank Centre for Non-Profit Excellence. These
topics constitute the barriers that currently exist, preventing Central Okanagan non-profit
organizations from sustainably achieving their missions. Until these barriers have been
addressed, the social service sector within this region will continue to exhibit symptoms of
organizational failure. Education of key stakeholders, collaboration between groups, and strong

communication of goals is required for this sector to
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APPENDICES

Appendix A — Determinants of Sustainability

The eight determinants of non-profit sustainability identified within Helmig et al.’s study of 147

sustainability articles are as follows:

1) Organizational Characteristics (identified within 62.6% of articles): As the most often
researched determinant of non-profit success, organization characteristics include such
identifiers as age, size, internal processes, organizational culture, and collaboration.

2) Market Structure (within 53.5%): This topic is defined as focusing specifically on the
subjects of competition and demand.

3) Governance (within 43.7%): Governance is defined as covering the topics of board
composition and board effectiveness.

4) Strategy (within 42.9%): Strategy is defined as encompassing such factors as strategic
planning, stakeholder management, marketing strategy, and organizational change.

5) Financial Issues (within 40.1%): Helmig et al. note that “good financial ratios are
considered prerequisites for the fulfillment of social objectives” (2014, p. 1525).

6) Human Resources (within 27.9%): Human resources includes such topics as volunteers,
staff motivation, and management team diversity.

7) Mission (within 8.8%): Mission-related factors include mission drift and program failure,
and it is noted that coverage of these factors within the articles is limited “despite their
importance in the non-profit context” (Helmig et al., 2014, p. 1525).

8) Leadership (within 6.8%): Helmig et al. note that there is minor coverage of this topic,
“even though, according to the voluntarist school, organizational leaders significantly

contribute to organizational failure or survival” (2014, p. 1524-1525).

31



Appendix B — Sample Size Calculation

Underlying Question:

| feel that the clients of my organization are receiving the services they need.

Response Scale: 5-point scale
Never
Rarely
Sometimes
Often
Always

Sample Size Calculation for Means — Finite Population:

N (Population size)*

& (Population standard deviation (or estimate))
z score of the required confidence level

E (Allowable error (precision)) — 4.50%

Required sample size

*Estimated based on data in the most recent National Survey of Non-Profit & Voluntary Organization

© 2016 Jessica Lenz

6,302
0.83
1.96
0.23

52

32
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Appendix C — Survey Questionnaire

1.

Do you work or volunteer for a non-profit organization in the Central Okanagan
(including and between Peachland, West Kelowna, Kelowna, and Lake Country)?

Yes
No

What is the year you were born?

Is the non-profit organization you work or volunteer for a social service organization (ex.
an organization providing child/youth/elderly services, family services, self-help services,
disaster prevention, shelters, refugee, income support, food stability services,
economic/social/community development, housing assistance, employment assistance,
rehabilitation, or other similar services)?

Yes
No

Select your position:
Volunteer (staff-level)
Staff
Management
Board Member/Director
ED/CEO

How many years has the organization been in operation?
5 or less
6to 10
11to 15
16 to 20
21 or more
Unsure

Does your organization operate (check all that apply):
Locally
Provincially
Nationally
Other:
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Appendix D — Variables

The variables in the final data set, developed from the research objectives and addressed

throughout the survey design and implementation, are as follows:

RO1:
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Appendix E — Financial Comments

nz
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Primarily Positive Comments

1 | Am aware of how they spend their money; everything is transparent.

2 | Any budgetary expense is in line with strategic directions.

3 | Conservative, thoughtful use of financial resources as they would be handled in a for-profit
business.

4 | Despite being a not for profit agency, the organization utilizes resources effectively and seeks out
a variety of funding opportunities.

5 | Due to the small nature of the organization, all staff (3 people) are directly aware of what is
coming in from grants and what they are going towards. As such, | see grants coming in and a
substantial amount going to direct client service.

6 | Great office manager — great records keeping. Mindful of budget and unnecessary expenses.

7 | I am pleased, overall, with how funds are managed within our office and the organization.

8 | Money received is designated as per the budget. We are audited once a year and are an accredited
agency.

9 | Our program is specific to use of money and it is appropriate.

10 Resources are used to support staff and meet community needs. Activities are effective and

efficient.
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Appendix F — Comments on Sustainability

| Comments |
1 Succession planning and adequate time for training when turnover occurs will prove to be crucial
when the time comes. Organizations are often quite complex and training can be done hastily at



