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A B S T R A C T 

The challenges and changes faced by the not for profit sector and its managers are many 

and diverse. Perhaps the most profound challenge has been the restructuring of public and 

not for profit sectors during the 1990s, which has generated substantial interest. The 

emphasis given to deficit reduction and the concomitant reductions in government 

funding for the not for profit sectors, during the past decade, has had significant impacts 

on these organizations. 

The purpose of this study is to examine how senior managers in the not for profit (NFP) 

sector perceive and interpret government and social changes. The senior managers' 

accounts are reviewed in terms of how these decision makers in NFP organizations 

construct and communicate their understandings of social forces in the environment is the 

central focus of this study. A n Institutional Theoretical framework is applied to analyze 

the senior managers' accounts of their understandings. 
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C H A P T E R 1 - I N T R O D U C T I O N 

The purpose of this thesis is to examine how senior managers in the not for profit (NFP) 

sector perceive and interpret government and social changes. The central focus of this 

study is a review of the senior managers' accounts in terms of how these decision makers 

in NFP organizations construct and communicate their understandings of social forces in 

the environment. A n Institutional Theoretical framework is applied to analyze the senior 

managers' accounts of their understandings. 

The challenges and changes faced by the not for profit sector and its managers are many 

and diverse. Perhaps the most profound challenge has been the restructuring of public and 

not for profit sectors during the 1990s, which has generated substantial interest 

(Broadbent Report, 1998; Miller, 1999; Fraser Institute, in LeRoy and Cooper, 1999; 

Canada West Foundation, 1999; Wyatt, Muttart Foundation, 1999; Ryan, 1999; Picard, 

1996; Zimmerman and Dart, 1998). The emphasis given to deficit reduction and the 

concomitant reductions in government funding for the not for profit sectors, during the 

past decade, has had significant impacts on these organizations. For example, different 

sources of funding had to be sought and the methods for obtaining financial support from 

the government required newer, more measurable forms of reports. Some not for profits 

have also considered and implemented income-producing ventures such as fee-for-

service activities and revenue generating businesses (Dow, 1997; Zimmerman and Dart, 

1998). 
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The shift in ways of thinking about and operating NFPs varies, from adopting certain 

business practices such as developing business plans, to engaging in partnerships in order 

to gain funding. Relationships with government are also being redefined and connections 

with the corporate sector reassessed. Not for profit organizations seeking funding from 

corporations and philanthropic foundations find that approval of their requests for 

funding is based on project outcomes. As a result, performance indicators and alignment 

with strategic plans have become part of the lexicon of the NFP sector. Terms, processes 

and ways of operation traditionally associated with for profit, private enterprises were 

apparently being incorporated into the culture of NFP organizations (Zimmerman and 

Dart, 1998:17-18; Herman and Renz, 1998). 

The Broadbent Report, Building Strength: Improving Governance and Accountability in  

Canada's Voluntary Sector (1998) acknowledges that at "the end of the millennium, 

voluntary organizations are facing a rapidly changing environment and a fundamental 

restructuring of how they work" (Broadbent Report, 1998:10). The effects on the not for 

profit sector may be even more profound as the publicly funded delivery of services is 

increasingly being turned over to community agencies. Seeking out businesses and 

corporations for non-government sources of revenue has resulted in a certain level of 

dependence by the NFP sector on the profit sector of society to manage uncertainty in 

funding. 

Broader societal issues are contributing to the changing nature of the not for profit sector. 

Rifkin (1996) notes that, with the rise of technology and the knowledge worker and the 
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decline of government intervention in the direct delivery of social support for its citizens, 

the third sector must reassert itself to address the needs of those who may be 

marginalized by the dramatic changes that are part of a technological society (Rifkin, 

1996:243-244). Drucker (1993) refers to this new age as the Post Capitalist society and 

asserts that the social sector (not for profit) will be the basis of a stabilizing force in the 

community. His argument is that the corporate world is too diverse and global, the 

government fosters too much of what he calls a "Nanny State" and extended families 

have all but disappeared. People, according to Drucker, will gain their support and sense 

of belonging through the social sector. John McKnight (1993) echoes the same 

sentiments as he refers to "capacity building" in communities and linking community 

members more closely to the not for profit organizations. 

This rethinking of the role and attendant relationships in NFPs is not exclusively a North 

American phenomenon. In November 1998, the British Parliament received a paper from 

the Secretary of State for the Home Department titled C O M P A C T : Getting It Right  

Together, subtitled Compací on Relations Between Government and the Voluntary and 

Community Sector in England. The "Compact is aimed at creating a new approach to 

partnership between Government and the voluntary and community sector" (COMPACT 

Parliamentary Report, 1998:introduction). This same document notes that the "voluntary 

and community sector has a vital role in society as the nation's 'third sector', working 

alongside the state and the market" (COMPACT Parliamentary Report, 1998: 

introduction). Thus, three segments of the social order, public, market and voluntary, are 

deemed to have essential roles in an effective society. 



For the purposes of this paper, the voluntary or social sector includes all not for profit 

organizations and, thus, will include non-government associations, cultural groups and 

services (such as museums) and targeted social service or community agencies (such as 

women's shelters). 

Overview of Issues in Canada 

The polemics surrounding the evolutionary role of the not for profit sector in Canada 

have primarily focused on the results of both the Broadbent Report, Building Strength:  

Improving Governance and Accountability in Canada's Voluntary Sector (1998) and the 

subsequent "round table" reports of the Government of Canada/Voluntary Sector Joint 

Initiative. Like the British C O M P A C T document, both sets of reports address means by 

how the public (government) and voluntary (NFP) sectors can work together more 

effectively. Both address the role of the private sector, but little representation from that 

sector was provided for either report (Bob Wyatt, Executive Director, Muttart 

Foundation, Speech to Volunteer Calgary, September 1999). 

Tax reforms for the NFP sector, codes of ethics for fundraising, building capacity and 

some comments of possible private sector involvement were among the matters 

addressed by both groups (i.e., the Broadbent task force and the Voluntary Sector 

Initiative). A number of foundations and independent agencies issued critical and 

supplementary responses (Fraser Institute, in LeRoy and Cooper, 1999; Caledon Institute 

of Social Policy, in Torjman, 1999). Another significant matter addressed was the 
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reduction in support to both public and not for profit community and social service 

agencies, primarily by the provincial government. 

Rationale for Research 

A l l these system-wide changes and recommendations have to be translated into action at 

the individual agency level. Before they can be brought into visible effect, they must first 

be meaningfully interpreted. In other words, those that have the responsibility to bring 

about action and change in each agency have to make sense of these changes themselves. 

This sense-making process forms the basis for the central research questions of this 

study: How do the most senior management staff of individual not for profit agencies 

interpret and make sense of the various developments in the not for profit sector? How do 

they relate these changes to their work? In what ways do they ensure support for their 

agencies and how do they perceive the changes that have an impact on the work of their 

organizations? 

Using an Institutional Theory framework, this study explores how senior managers have 

interpreted institutional forces on their particular segment of the not for profit sector. 

Categories of responses (to the surrounding forces) emerge from the interviews of forty-

six executive directors and senior managers in twenty-four social service, not for profit 

agencies in Calgary Alberta. Concepts of legitimation and institutionalization are brought 

forward in the accounts given by executive directors concerning the means they 

employed to ensure the viability of their particular agencies. 
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Organization of Thesis 

The six remaining chapters in this thesis are organized to present the context, conduct, 

analysis and evaluation of the study within an Institutional Theoretical framework. In 

Chapter Two, a more detailed description of the not for profit sector is provided, 

including an historical context and review of some of the studies and reports in the field. 

Chapter Three contains the theoretical framework of the study, with particular emphasis 

on legitimation and institutionalization. The research methods, data collection and means 

of data analysis are reported in Chapter Four. In Chapters Five and Six, the results and 

analysis of the fieldwork are reported and discussed. The conclusion of the study is in 

Chapter Seven. Here the learnings from the study, as well as alternate explanations, are 

outlined. Possible future research is also included in this final chapter. 



C H A P T E R 2 - T H E N O T FOR P R O F I T C O N T E X T 

Introduction 

The purpose of this research is to explore the meaning social and government changes 

have had on one not for profit (NFP) sector: community services and, more specifically, 

community services that use a variety of funding sources, including government and 

philanthropic revenues. Rather than answer the question 'what is going on ?', this study 

attempts to answer 'how are senior managers in individual NFP agencies interpreting and 

giving meaning to all that is going on?' How do they ensure the viability and legitimacy 

of their agencies? How are changes translated into something meaningful for those 

responsible for the daily administration of NFP agencies? 

The purpose of this chapter is to provide a context for this study. For those readers not 

familiar with the not for profit sector, it outlines the significance of this sector, gives a 

short history of its development, defines terms and types of not for profit agencies, and 

discusses key issues facing the sector. A brief overview of international, national and 

local work and studies in the area is reviewed in light of the issues they generate. The 

chapter concludes with a return to the research question framed within the established 

context. 

Size and Contribution in Canadian Society 

With significant cuts in government funding for community and social services in both 

the United States and Canada, the role of the not for profit (NFP) sector as provider of 

these services is gaining attention and importance. Peter Drucker, as far back as 1990, 



described the not for profit sector as a "growth industry" (Green and Griesinger, 

1996:381). According to Rifkin (1996), "third sector organizations are ... likely to take 

up the task of providing more and more basic services in the wake of cutbacks in 

government aid and assistance" (Rifkin, 1996:249). An overview of the current size and 

contribution of the NFP sector will assist in appreciating its growing role. 

In 1993, the Canadian Centre for Philanthropy reported the voluntary sector employed 

1.3 million people or approximately 9% of the Canadian workforce. Its annual revenues 

were 90 billion dollars and it possessed assets of 109 billion dollars. The sector 

represented one-eighth of the Canadian Gross Domestic Product. Approximately 175,000 

non-profit organizations existed in Canada with 7.5 million Canadians contributing over 

one billion hours of volunteer service (Ketchum, Spring 1999:1). Over 4 billion dollars 

are donated to the sector (Ketchum, 2000:5). 

In a report published for Volunteer Vancouver, Dow (1997) states that, 

... as of January 31, 1997, there were 75,235 registered charities in Canada. This 

is 15,000 more than there were in the early '80s and triple the number in the '60s. 

However, 36% (or 25,000) of these charities are places of worship; almost 4,000 

more are other types of religious organizations. Thousands of colleges, 

universities, hospitals and medical research institutions are also included, as well 

as six or seven thousand charitable foundations which support these and other 

organizations. 

(Dow, 1997:2) 
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The remaining 100,000 or so voluntary sector organizations are either not eligible or have 

not chosen to register for charitable status. These include 

... agencies which may derive all of their revenues from fees rather than 

donations, such as day cares; member-benefit societies which are not intended to 

either relieve suffering or benefit the community as a whole, such as trade 

associations or sporting groups; and organizations which have been judged to be 

expending more than 10% of their revenues in political lobbying. 

(Dow, 1997:2) 

Charitable sector composition & growth 

50 

Figure 2-1: Charitable sector composition and growth 

Depicts the size and growth of some key subsets of the 
not-for-profit sector. 
(Ketchum Philanthropic Trends, Spring 2000:2). 
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History 

The not for profit sector can, in terms of its services that benefit members of the 

community, be traced back hundreds of years. According to Burling, Lentz, and Wilson 

(1956), medieval European hospitals were initially established to provide shelter for 

traveling pilgrims. 

Wealthy lay people supported the religious organizations which supplied this 

service. Eventually, the homeless as well as the pilgrims were accommodated. 

Over a period of time, the function of the hospital was transformed so that caring 

for the poor included tending to their illnesses. 

(Cherry, 1986 unpublished thesis: 11-12). 

In North America, the roots of community-based associations can be captured in the work 

of Alexis de Tocqueville and his observations of American democracy in the 1830s. 

American liberty was both reflected and preserved in the freedom of association and the 

use of voluntary organizations that appeared in towns, counties and at federal levels of 

government (Aron, 1965:197). 

The Americans make associations to give entertainment, to found seminaries, to 

build inns, to construct churches, to diffuse books, to send missionaries to the 

antipodes; in this manner they founded hospitals, prisons and schools. If it is 

proposed to inculcate some truth or to foster some feeling by the encouragement 

of a great example, they form a society. 

(Houle, 1989:15) 
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The Broadbent Commission also emphasizes this value of community-based associations, 

as it noted the voluntary sector was and is "a central aspect of Canadian democracy and 

society" (Broadbent Report, 1998:5). 

Early voluntary associations in America also developed governing bodies. Lorsch notes 

that the "idea for a board of directors ... had its roots in colonial enterprises, which were 

governed by a council of peers. Benjamin Franklin and Alexander Hamilton built on the 

idea to create boards of directors for their eighteenth-century enterprises" (Lorsch, 

1989:7). Hamilton is credited with giving board directors their first real statement of 

purpose in which "the affairs of the company are to [be] under the management of 13 

directors" (Lorsch, 1989:7). Thus, the formalized role of the director evolved for both 

community service associations and profit oriented companies.1 

Organized voluntary associations in Canada also date back to earlier colonial status, 

particularly through churches that established hospitals, schools and institutions to 

address the social welfare of the community. As noted in Working Together: A  

Government of Canada/Voluntary Sector Joint Initiative (1999), federal government 

involvement with the charitable sector began in the early 1900s with the allocation of 

small grants to assist with the purchase of supplies. These agencies were deemed able to 

' The role of boards in the not-for-profit sector will be explored later in this chapter as well in Chapters 3, 
6 and 7. 
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deliver services the government could not. The first recorded grant was for $1000 to the 

Canadian Lung Association in 1902. Support for a diverse range of agencies grew over 

the next two decades. According to the authors of Working Together: A Government of  

Canada/Voluntary Sector Joint Initiative (1999), the relationship between the government 

and not for profit sector changed over time. They note that, in the 1940s, the emphasis 

was on creating national loyalty within an increasingly diverse population (1999:19). As 

time progressed, the government 

... assumed more responsibility for the direct services to Canadians. It also 

became increasingly important to support and promote citizen associations. ... In 

1974, the Department of the Secretary of State announced a National Advisory 

Council on Voluntary Action to study issues and problems affecting federal 

relations with [the] voluntary sector.... The resulting report, People in Action, 

recommended several actions, many aimed at enhancing the sector's capacity. 

(Voluntary Sector Joint Initiative, 1999:19) 

While building capacity in the 1970s implied increased government funding, the focus in 

the 1980s and 1990s, as stated earlier, was in the reduction of this funding. The concept 

of increasing the role of the not for profit sector while, at the same time, reducing its 

funding gave rise to a number of issues and reports that are outlined below. Before 

exploring these areas, however, clarification and agreement on terms are required. 
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Nomenclature 

The Report of the Joint Tables (1999) acknowledges the breadth and diversity the 

voluntary sector brings to Canadian society. From the statistics and information cited 

above, it is also clear the voluntary sector brings with it a diverse number of names and 

labels. Terms such as not for profit, non-profit, the third sector, voluntary sector, charities 

or charitable sector and non-government organizations (NGOs) are all used with varying 

levels of clarity when commenting on this area. In Canada, the expression "not for profit" 

is generally used to distinguish non-government organizations from governmental 

agencies even though, in the purest application, governmental agencies are not for profit 

systems (Board Development Program (BDP), 2001/2002 resource guide, module 1:2). 

Not for profit (NFP) has tended to replace non-profit as a more popular term as it 

acknowledges the ability of NFP organizations to generate surpluses above their 

expenditures (BDP resource guide, 2000/2001 :moduIel :2). As Dow (1997) clarified in 

his report for Volunteer Vancouver, not all NFPs are charities and not all charities are 

strictly non-governmental, i f publicly funded institutions such as health, education and 

medical research can be considered as forms of governmental agencies. Even within the 

sector of NGOs with charitable status, there is a wide range of services "that benefit the 

community as a whole" (Dow, 1997:1-2). These can range from theatre and other cultural 

interest groups, to sports associations, to community service organizations that deal with 

issues such as family violence, homelessness, new Canadians, and disabilities. Working  

Together: A Government of Canada/Voluntary Sector Joint Initiative (Voluntary Sector 

Joint Initiative, 1999) acknowledges the wide range of terms used to refer to this sector. 
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The authors of Working Together selected the term 'voluntary sector' to reflect the 

sector's 'essential spirit' and not its actual labour force (Voluntary Sector Joint Initiative, 

1999:16). 

The legal definition for charity that is recognized in Canada "is rooted in the preamble to 

the British Statute of Charitable Uses, 1601 " (Broder, Canadian Centre for Philanthropy 

(CCP), 2001:4). This preamble, which outlined a number of "social purposes" that were 

considered charitable, has been subject to a number of judicial and parliamentary 

reviews. One of the most frequently cited cases, Commissioners for Special Purposes of 

the Income Tax Act v. Pemsel, yielded the categorization of charitable services by Lord 

MacNaghten in 1891. The four broad areas he outlined are still referenced in current 

cases: 

"Trusts for the relief of poverty; trusts for the advancement of education; trusts for the 

advancement of religion; and trusts for other purposes beneficial to the community, not 

falling under one of the preceding heads" (CCP, 2001:5). For the purposes of this study, 

the term not for profit (NFP) is used to refer specifically to agencies with charitable status 

that are board-governed, community-service organizations. Chapter 4, on methodology 

and data collection, details the specific population used in this study. 

Trends and Issues in the Current Not-for-Profit Sector 

Changes in government policy are fundamental to the understanding of the changes 

experienced in the NFP sector. Both financial support and funding reductions are seen as 

creating problems in the relationship between government and the NFP sector. In a report 
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on NFP/government funding relationships, Canada West Foundation identified two main 

trends: 

1. Non-profit agencies are taking on additional responsibilities as they manage 

more programs on behalf of government and attempt to serve expanding and 

increasingly diverse populations; and 

2. elected officials and government departments are placing greater emphasis on 

holding non-profit social service organizations accountable as a means of 

enhancing their control over service providers and of improving program 

evaluation and policy planning. 

(Canada West Foundation, Research Bulleting #4, September, 1999: 4) 

Dow (1997:4) describes five major areas that also influence the NFP sector: 

1. an aging population, 

2. an influx of non-English speaking immigrants, 

3. high rates of divorce and single parenthood, 

4. increased poverty, and 

5. growing health problems such as AIDS. 

Each of these developments has the potential for placing increased demands on the 

services of community NFP agencies. Thus, while the funding and services are reduced 

from government sources, the need for social support is growing. 

This gives rise to the recurring questions concerning how much the NFPs will extend 

themselves to address these needs and how they will support the services required to meet 

these needs. Some of the major themes that evolve out of these trends and issues are 
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ownership, accountability, and funding. An underlying subject in all of these themes is 

the influence of the business and corporate sector. Each of these is addressed below. 

Ownership 

Conventional wisdom states that profit-oriented institutions have an obligation to 

generate wealth for the owners, usually stockholders. In this case, both the owners and 

the purpose are relatively clear. The results (profits or losses) are also reasonably evident. 

Such clarity does not exist for the not for profit sector, although some prescriptive writers 

have attempted to address the question of who has ownership rights in the NFP 

organization. 

Ownership in the NFP sector is often broadly defined as the community; other times the 

specific nature of the particular association leads to the assumption that ownership is 

more narrowly defined. Do the people who fund the organization become owners or do 

the people who are the prime users of its services have owner's rights, or is it some 

combination of both? Carver attempts to define ownership as "moral ownership" or that 

special class of stakeholders on whose behalf the board is accountable (Carver, 

1990:131). He also distinguishes between owners and beneficiaries of an agency. 

According to Carver, in some organizations, owners and beneficiaries may be the same 

(such as in an antique auto club), while in others (such as a mental health clinic) the 

clients are the beneficiaries of the service and the community is the owner (Carver, 

1990:131). Carver stresses that "ownerships as a special concept serves as the origin of 
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board accountability. The concept of ownership saves this legitimizing, special group 

from being lost in the general array of stakeholders" (1990:131). 

Hatton (1990) attempts another means of explaining ownership when he states that 

... while the for-profit corporation's rights are ultimately the shareholders' rights, 

the holders of the not-for-profit corporations' rights are not as well defined. For 

many not-for-profit corporations, the rights may belong to those who are best able 

to assume them through political manoeuvring, lobbying, or plain usurpation. 

(Hatton, 1990:39) 

Based on the Canada West Foundation study and Hatton's supposition, it would appear 

the government, despite reduced funding, maintains a strong interest in some form of 

ownership of the NFP sector. This ownership both competes and collaborates with the 

interests of other potential "owners" or stakeholders. 

The other problematic issue, then, that generates from this and other consequent actions 

outlined below, is that of accountability. To whom are NFPs accountable and how is this 

accountability demonstrated? 

Accountability 

Combined with ambiguity about ownership is the uncertainty around other measures of 

accountability, namely the outcomes of the services provided. NFP human service 

organization results are not as easily quantified as shareholder value when success 



measures are required. In a Caledon Institute for Social Policy report (November, 1999), 

Sherri Torjman states the following: 

There appears to be growing concern ... with the legitimacy not only of 

governments but of all institutions. The achievement of clearly stated outcomes 

may be only one way to confer a degree of legitimacy. 

Another contributing factor may be the dominance of the market mentality. The 

corporate model allocates resources for maximum efficiency. The achievement of 

clear outcomes is an integral component of this rationalization. 

(Torjman, 1999: 3) 

Torjman adds that clear, standardized outcomes may be a way to deal with an 

increasingly diverse and complex environment. Creating quantitative milestones, 

however, has for many agencies become a millstone (Torjman, 1999:3). The results and 

consequences of the service provided by an NFP may not be measured within a fiscal 

cycle or in neatly quantifiable terms, nor fit within a contractual relationship between a 

specific funder and an NFP agency. 

The funding relationship between the government and social service NFPs, however, is a 

contractual agreement. According to the participants of the Canada West Foundation 

study, this arrangement has lead to an effect of increased dependency and accountability. 

The respondents indicated there was more state involvement in the day-to-day operations 

of their agencies and the accountability was "one sided" - that is, defined by the 
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government (Canada West Foundation, 1999:5). Some of the complications that were 

identified with this process were the following: 

• Unrealistic expectations. The respondents felt the government exploited the 

commitment of the staff in NFPs by providing inadequate funding. Staff were 

perceived to be poorly paid and overworked. 

• Instability and short-term focus. The length of the contract precluded any long-term 

planning for the agency. 

• Insufficient time to negotiate the contracts. Contracts were often renewed with 

little or no opportunity to negotiate new terms. The phrase "there is no more money" 

communicated a lack of manoeuvrability. 

• Excessive use of resources. The level of reporting required as part of the 

accountability measures often exceeded the capacity of the smaller organizations that 

had to redirect resources to meet government requirements. 

• Personal Relationships. The relationships between the NFPs and government staff 

or liaisons were deemed to be an important component of gaining and maintaining 

funding. 

(Canada West Foundation, 1999:6-8) 

The dubious nature of both ownership and outcome measures are compounded by issues 

around funding - through government, philanthropy and revenue generating activities. 

Funding 

The growth of more formalized fundraising within all areas of the charitable sector has 

generated its own wealth of "how to" literature as well as an increasingly competitive 

environment. The work of Galaskiewicz and Wasserman (1989) noted that 
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... a firm is likely to give more money to a nonprofit that was previously funded 

by companies whose CEOs and /or giving officers are personally known by the 

firm's boundary spanning personnel. Firms are also likely to give greater 

contributions to a nonprofit that is viewed more favourably by the local 

philanthropic elite. 

(Galaskiewicz and Wasserman, 1989:454) 

The competition, then, is not only for donor dollars but for members of "the elite" who 

can give some prestige and legitimacy to an NFP agency. Frequently, this cohort is 

cultivated to sit on the agency's board of directors. Hatton (1990) quoted one Toronto-

area board member, in describing the board recruitment process, as saying "you keep 

your eyes open for fundraisers. You have to have some [directors] who are good at going 

out and knocking on doors and who have some clout" (Hatton, 1990:106). Thus, the 

influence of business and corporate communities becomes more evident. 

Corporate and Business Influences 

In a British/North American Committee report released through the C D . Howe Institute, 

the changing role of business leaders was described as follows: 

Historically, the contribution of business leaders to the nonprofit sector has been 

seen as strengthening the management function, complementing a passion for the 

mission ... with the financial realism and a focus on results. ... But as NPOs (non 

profit organizations) face ever more complex challenges, so the transfer of 

experience needs to be more specific, and business leaders can indeed bring 

specific skills to bear. 

(Paton, R., 2000:3) 
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The report then cites the business skills around strategic investment, risk taking, 

information management and process reengineering as some of the skills that business 

leaders can bring to the NFP table. Apart from their apparent functional value, these skills 

and processes give an NFP agency a common language with the business sector and thus 

increase their potential for being viewed as legitimate organizations. 

Perhaps one of the most significant trends is the integration of commercial activities 

within NFP agencies. In order to counteract the often uncertain nature of government and 

philanthropic funding, more and more agencies are engaging in fee-for-service and other 

commercial revenue-generating projects. Presenting a number of different examples of 

commercial ventures, Zimmerman and Dart (1998) outline the themes they detect in this 

emerging trend. One of the most revealing trends is captured in a quote from the 

Executive Director of the J.W. McConnell Family Foundation: 

"In Canadian society at the moment, business values have become dominant. This 

means that everybody focuses on the concerns around efficiency or the 

turnaround of an investment. The usual indicators of business are seen as applying 

to everything, including government. [At present] there is no well articulated 

alternative set of values. 

(Zimmerman and Dart, 1998:16) 

This adoption of business values has permeated the funding and accountability processes. 

It has also created some interesting problems for the Canada Customs and Revenue 

Agency as it looks at the NFP sector in commercial ventures and the NFP role in 
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advocacy (Wyatt, Muttart Foundation and CCP reports, 1999). Currently, NFP agencies 

are taxed differently from profit organizations. Some accounting practices are distinct as 

well 2 . The definition of charitable status is under review and may bring changes that are 

even more significant for the sector. 

On a more profound level, Zimmerman and Dart (1998) outline the unique differences in 

thinking that represent the "top line thinking" of NFPs and the "bottom line thinking" of 

businesses. 

Table 2 -1 lists some of the major differences. Historically, NFPs think in terms of 

revenue and the work that can be done as the result of the revenues; businesses think in 

terms of profit. An NFP agency attempting to operate a commercial venture has to, in 

some ways, become "bicultural" or at least think of both the top and bottom lines. 

Table 2-1: Top Line Thinking Versus Bottom Line Thinking 

Top Line Thinking Bottom Line thinking 

Revenue = money available for charity work Revenue does not equal profit 

Costs (must not exceed revenues) Costs (required to create revenues) 

Revenues determine future costs Costs are incurred to create revenues 

Timeline - revenues to precede costs Timeline - costs to precede revenues 

Zimmerman and Dart (1998:3) 

2 One difference is accounting for depreciation costs. NFPs, investing in capital costs for commercial 
ventures, may be caught in an accounting dilemma. GAAP (Generally Accepted Accounting Principles) is 
revising NFP accounting standards. 
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In addition to restructured funding and accountability, Zimmerman and Dart cite 

regionalization and its concomitant single-entry integrated delivery of services are cited 

as major changes, particularly in the relationship between governments and the NFP 

sector. 

Regionalization 

According to the Canadian Centre for Analysis of Regionalization and Health, 

regionalization is a mechanism that has been adopted across Canada as a means of 

streamlining services, making them "less fragmented and more responsive to community 

needs. In some provinces, additional goals were to increase community-based services, 

[and] improve public participation" (web site www.regionalization.om updated May 1, 

2002). The authors of this website assert that regionalization is also meant to improve 

effectiveness and efficiency in the delivery of services. Related to this part of 

regionalization is the concept of integrated delivery or "one stop shopping" (Canada West 

Foundation, Exploring Alternatives, August 1999). Boards may be locally elected or 

provincially appointed or a combination of both. Regionalization has allowed 

governments to fund programs without being responsible for the direct management of 

the funding. Within government services, one example of this trend is the merger of parts 

of federal Human Resources and provincial career development. For the NFP sector, the 

use of program partnerships or shared physical space may be the best examples. 

Regionalization may potentially place demands on NFP services, particularly in the 

community and social service subsets. New relationships must be formed with regional 

http://www.regionalization.om


managers and boards who are required to allocate funds to competing interests. As 

broader services amalgamate under one board, new ministries gain responsibility for the 

initial funding. The priorities within these provincial ministries may not align with the 

unique needs of an NFP agency dealing with a specific subset of interests.3 Therefore, 

agencies need to become more articulate, more vocal and, in some cases, more political 

in having their perspective and needs heeded. 

Government and Local Responses 

The Broadbent Report, Building Strength: Improving Governance and Accountability in  

Canada's Voluntary Sector (1998), was the result of The Panel on Accountability and 

Governance in the Voluntary Sector. This panel, in turn, "was created in the fall of 1997 

by the Voluntary Sector Roundtable (VSR), an unincorporated group of national 

voluntary organizations" (Broadbent Report, 1998:11). It addressed issues such as 

accountability, better outcomes, capacity building, legal frameworks, regulation of 

financial management, federal tax systems, fundraising, governance and stewardship. 

As a result of the Broadbent Report, the Voluntary Sector Initiative (VSI) emerged. 

Convened in the summer of 2000, this federally funded ($94.6 million) group wi l l , over a 

3 A good example is persons with developmental disabilities. Funding for their support has gone through 
several ministries in Alberta in the past five years, including through Social Services and Community 
Development. 
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five-year period, address seven priority areas that were highlighted in the Broadbent 

Report: 

1. Capacity - developing resources 

2. Volunteerism - building awareness and pride in the importance of this role 

3. Legislation and Regulatory Framework - streamlining and improving 

regulations 

4. Research and Information Management - improving access to the latest 

technology to enhance NFP operations 

5. Public Awareness - increasing the NFP sector profile 

6. Public Policy - enabling the NFP sector to contribute to policy development 

7. Federal government/ Voluntary Sector Relations - improve mutual 

understanding 

(Voluntary Sector Initiative, Secretariat communication, November 2000:3) 

While some may reflect on a potential paradox between reduced federal transfer dollars 

and the increased investment of federal money to review the sector that felt the impact of 

these cuts, the Fraser Institute argues there is an even deeper contradiction. In the 

December 2001 Fraser Forum on Charity in Society, Leroy and Cooper state that "instead 

of encouraging charitable giving and volunteering as an alternative to failed social 

programs, the VSI seeks to transform the voluntary sector into another bureaucratic 

interest of the state" (Fraser Forum, in Leroy and Cooper, Dec 2001:18). Again, this 

raises issues of who is responsible for the welfare of the community and, thus, 

accountable to the community. Who are the stakeholders? Federal, provincial and 

municipal governments along with foundation, corporations and individual funders, may 

all lay claim to that status. 
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At a local level, two initiatives in Calgary seem to reflect yet two other aspects of 

building the capacity (and legitimacy) of the NFP sector. The first is the formation of a 

"Calgary Chamber of Charities. It replicates some of the national VSI work, as it seeks to 

strengthen the role of the NFP sector through research and resources, advocacy and 

representation at various levels of government, and like-minded organizations. As of 

January 2002, the planning was still in progress. 

The other initiative, Social Ventures Partners Calgary (SVPC), is based on similar 

organizations developed in Seattle in 1997 by entrepreneur Paul Brainerd. It is the first of 

its kind launched in Canada. In a March 2002 case study on SVPC, Avri l Orloff of the 

University of Alberta's Canadian Centre of Social Entrepreneurship stated the following: 

The idea behind Social Venture Partners was to incorporate the principles of 

venture capital into philanthropy. Just as venture capitalists look for ideas and 

entrepreneurship in new companies, Social Venture Partners looks into the 

community to discern specific needs and possible solutions. Like venture 

capitalists, SVP does more than simply give money to the organizations it 

supports. Partners also invest time and expertise in nonprofits 'to collaboratively 

strengthen their organizations.'... As Brainerd said in a Seattle Times interview, 

'It's not about charity. This is a more engaged giving style. If it's done right, both 

sides end up with more in the end.' 

(SVP Case Study March 2002:2-3) 

Along with government and the larger corporate sector, individual entrepreneurs are 

staking a claim in the NFP sector. This cohort articulates the grassroots reciprocity of the 

relationship. 



27 

With all these influences and changes in regulations, the title of a presentation given to 

Volunteer Calgary (September 1999) by Bob Wyatt, Executive Director of the Muttart 

Foundation may aptly reflect the thoughts of a number of NFP agencies: "What's going  

on?" - A look at Current Issues in the Charitable Sector. 

Research Question Revisited 

As relationships, regulations and means of fiscally supporting NFP agencies change, 

senior managers in the field must assimilate and communicate these changes to their 

organizations. Thus the question is not "what is going on" but rather "how are senior 

managers giving meaning to what is going on?" How do they interpret the 

transformations into meanings that wil l ensure the continued survival of their agencies in 

the larger, increasingly uncertain environment? 

Legitimation and the integration of business practices and values are key components of 

the issues and trends addressed in this chapter. Being perceived as a legitimate member 

of the larger system helps ensure survival. Integrating more broadly accepted terminology 

and practices into an organization helps bring it more credibility. Chapter 3 outlines an 

Institutional Theory framework to assist in explaining some of the responses of 

participants in this study. 
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C H A P T E R 3 - T H E O R E T I C A L F R A M E W O R K 

INSTITUTIONAL THEORY AND T H E NOT FOR PROFIT SECTOR 

Introduction 

The not for profit (NFP) sector is part of a complex system of community and 

government-funded services. As noted in Chapter 2, there is a wide array of NFPs 

ranging from sports associations and cultural groups to community and social service 

agencies. A l l NFPs are subject to numerous internal and external stakeholder influences 

and events. Many agencies deliver services that may include the employment of 

professionally trained staff, such as social workers and psychologists. Thus their "fit" into 

the larger social system is made more complex by the expectations and requirements of 

professional associations. As outlined in Chapter 2, other external forces such as the 

expectations and requirements of government and society also influence the sector. 

The purpose of this chapter is to describe the theoretical framework that is the basis for 

this research as it relates to the organizational field of community service NFPs. The 

meanings and interpretations given to the variety of recent changes in the environment by 

senior managers in the field are central to this study. These interpretations are more 

specifically related to the influence the changes are perceived to have on the 

organizations in the field. Institutional Theory, with its focus on meaning systems and 

environments, provides the framework for understanding the results of this study. 



Scott (1992) observes that Institutional Theory emphasizes organizations as open systems 

that are influenced by their environments "but that many of the most fateful forces are the 

result not of rational pressures for more effective performance but of social and 

conventional pressures to conform to conventional beliefs"(Scott, 1992:118). Grounded 

in the work of socially constructed reality (Berger and Luckmann, 1967), as well as 

symbolic and cultural theories (Meyer and Rowan, 1977), the institutional perspective 

provides a basis on which to understand the meaning given to current changes in the NFP 

sector by those most immediately charged with the enactment of these changes: CEOs 

and senior managers. In times of uncertainty, organizations seek a number of ways to 

ensure their survival. One of the central issues in Institutional Theory is the concept of 

legitimation (Meyer and Rowan, 1977; Di Maggio and Powell, 1983; Zucker (in Scott 

1992) or ways that organizations seek to be perceived as of value to the larger social 

system and, thus, sustain themselves as viable agencies. This perception of sustainability 

is key to the changes that are occurring in the NFP sector. How NFP agencies choose to 

'legitimate'" themselves may give some indication to emerging new patterns and forms 

of organization. 

In this Chapter, the background of Institutional Theory is explored, along with key 

elements of the theory and their application to the NFP sector. 
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Background 

Contemporary Institutional Theory is strongly influenced by the work of the German 

idealists and phenomenologists, such as Dilthey and Hurssel, as well as the later work of 

Alfred Schutz and Berger and Luckmann in the sociology of knowledge (Scott, 1992). 

Bringing together Durkheim's concept of social facts as things or objective facts and 

Weber's assertion that the subjective meaning of the actor is key to understanding in the 

study of society, Berger and Luckmann developed their theory of social reality as a 

construction of people and their interactions (Berger and Luckmann, 1967). 

Not only is reality socially constructed, it has an enduring quality that allows certain 

beliefs, systems and actions to be taken for granted or, as Berger and Luckmann state, a 

sense of the routine "here we go again". Institutions may be defined as symbolic or 

socially constructed systems that have ways of ordering activities and experiences that 

are meaningful to the collective (Scott and Meyer, 1994). The model in Scott's proposed 

"layered model" of institutions as outlined on page 33 of this study, is made up of three 

component elements: 

1. Meaning systems and related behaviour patterns, which contain 

2. symbolic elements, including representational, constitutive and normative 

components, that are 

3. enforced by regulatory processes. 

(Scott and Meyer, 1994:56) 
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Figure 3-1: Scott's Proposed "Layered Model" of Institutions 

(Scott and Meyer, 1994:57) 

This model represents the dynamic interaction between the actor and the larger system 

through socialization and innovation, whereby each acts on and influences the other as 

well as the organizations within which they operate. Shared meaning is essential to this 

collective activity. Scott, quoting Smircich, notes, "the stability, or organization, of any 

group activity depends upon the existence of common modes of interpretation and shared 

understanding of experience. These shared understandings allow day to day activities to 

become routinized and taken for granted" (Scott and Meyer, 1994: 57-58). What is seen 

as routine or accepted, versus what is interpreted as new and requiring interpretation, is 

central to this study. The taken for granted or "here we go again" phenomenon is key to 

the other major concept of Institutional Theory, that of institutionalization. Both 

legitimation and institutionalization are explored in more detail later in this chapter but. 



before addressing these two concepts, the following section elaborates more on the 

various perspectives on what constitutes organizations and institutions. 

Institutions and Organizations 

The terms 'institution' and 'organization' are often used interchangeably. There are, 

however, clear distinctions in the framework of Institutional Theory although Zucker 

claims "organizations are the pre-eminent institutional form in modern society" (Scott, 

1992:117). Institutional Theory, with its focus on enduring patterns and connections with 

various players, may be viewed as an open natural perspective. Therefore, one definition 

of organizations that may be applied and support Zucker's assertion is that 

"Organizations are collectivities whose participants share a common interest in the 

survival of the system and who engage in collective activities, informally structured to 

secure this end" (Scott, 1992:25). 

Jepperson defines institutions as 

... those social patterns that, when chronically reproduced, owe their survival to 

relatively self-activating social processes. Their persistence is not dependent, 

notably; upon recurrent collective mobilization ...[and] institutions are not 

reproduced by 'action', in this strict sense of collective intervention in social 

convention. Rather, routine reproductive procedures support and sustain the 

pattern, furthering its reproductions - unless collective actions blocks, or 

environmental shock disrupts the reproductive process. 

(DiMaggio and Powell 1991: 145-146) 
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He notes that a list commonly thought to contain examples of institutions, such as 

marriage, sexism, the corporation, voting, wage labour, and the handshake, contains 

disparate objects, some cultural, some structural but all are "production systems or social 

'programs' or performance scripts" (DiMaggio and Powell, 1991:145). And as Jepperson 

states, "institutions are taken for granted, then, in the sense that they are both treated as a 

relative fixture in a social environment and explicated (accounted for) as functional 

elements of that environment" (DiMaggio and Powell, 1991:147). Institutions, then, may 

be defined as those activities, structures or processes that are commonly accepted as 

useful and purposeful. Therefore, Zucker's statement that organizations have become 

institutions in and of themselves is readily understood (Scott, 1992:166). They may be 

interpreted as structures encasing processes to meet specific social needs. 

Astley and Van de Ven apply Selznick's distinction between the two. Organizations, 

according to Selznick, are rational tools designed to achieve a job while institutions are 

responsive instruments that reflect broader social values (Astley and Van de Ven, 

1983:264). Therefore, Astley and Van de Ven posit, organizations and their dynamics 

must be seen in light of these larger social forces. They state that, in this more open 

system, the role of the manager is interactive. Individual interests and subscription to the 

collective institutional norms create another form of tension that is compounded by the 

additional tension of internal and external influences. A l l of these dynamics are of 

interest in the analyzing the accounts of the managers interviewed in this study. 
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This study deals with NFP organizations within an environment that contains many 

institutions including philanthropy, business practices, policies and regulatory systems. 

Some of the changes within the environment, such as decreased government funding or 

increased expectations for measurable accountability, may be viewed as disruptions in the 

'reproductive process'. Required are new or altered responses that may or may not be 

interpreted as 'routine'. Thus, what the participants in this research describe as what is 

taken for granted and what is perceived as having an impact on the 'routine' are 

fundamental to understanding how managers interpret changes in their environments and 

what those changes mean for them and their organizations. A brief overview of 

environments wil l assist in the appreciation of the forces that are brought to bear on 

organizations, while a review of organizational fields will help define the unit of analysis 

for this research. 

Environments 

Perrow notes that organizations must deal with uncertainty, which he illustrates as 

uncertainty about the market place in relation to products and services as well as 

uncertainty about controls exercised in the larger system, such as government regulation 

and the behaviour of competitors (Perrow, 1986). Uncertainty may also exist inside the 

organization in the development of coalitions, the consequences of proposed changes and 

the creation of collective definitions of situations; anything that requires individual or 

collective interpretations of communication can be subject to uncertainty because of the 

nature of human interaction. Senior staff is charged with the authority to manage these 

uncertainties. Elsbach (1994), citing Pfeffer, states "managers engage in many activities 
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that may be viewed as symbolic, including organizational restructuring, succession 

ceremonies, language development, and the design of physical surroundings" (Elsbach, 

1994:57). Institutional Theory, however, as Elsbach notes, has not attended to the use of 

individual actors' accounts in managing organizational legitimacy (Elsbach, 1994:58). 

Scott (1992) counters DiMaggio's assertion "that institutional theorists tend to 

'defocalize' interests in explaining human behaviour" while emphasizing norms and the 

taken for granted as guides for behaviour (Scott 1992:140). Scott suggests these 

institutional forces shape both the means and the ends of individual pursuits (Scott, 

199:140). The actors, as outlined in Scott and Meyer (1994) on page 33, then, both help 

define and are defined by the other forces in the schematic. This study attempts to address 

the individual accounts of managers in interpreting changes in their organizations. Their 

interpretation of the internal and external environments of their organizations and 

institutional sector help explicate potential perspectives on the social forces in the 

environment. 

Scott (1992) delineates two forms of environments - technical and intuitional. Changes in 

expectations in the NFP sector reflect some of the elements of the technical as well as the 

institutional environment. Therefore, a definition of each environment and dimensions of 

organizations related to both must be addressed. 

Technical environments "are those in which organizations produce a certain product or 

service that is exchanged in a market such that they are rewarded for effective and 

efficient performance" (Scott, 1992:132). Consequently, rationalized structures are 
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developed to ensure maximum benefit for technical performance. Institutional 

environments, on the other hand, "are characterized by the elaboration of rules and 

requirements to which the individual organizations must conform in order to receive 

legitimacy and support" (Scott, 1992:132). Rewards in this environment are based on 

structures and processes. Yet, as Scott notes, some aspects of technical environments 

have become institutionalized. His examples of rules governing business practices and 

the "appropriate role of the state in governing economic transactions" are of particular 

interest in this study, again in terms of what is perceived to be the norm or taken for 

granted. A more detailed analysis of the institutional environment is provided later in this 

chapter. 

Organizational Field 

Before describing issues and concepts of institutional environments, the level of analysis 

must be determined. Scott defines two forms of organizational field that may be used as 

levels of analysis - areal and functional. Areal organizational fields focus on "the 

relations among a collection of organizations (and perhaps other types of social units) 

within a geographic area" (Scott 1992:128). Functional organizational fields, on the other 

hand, are based on, as the term would suggest, functional, rather than geographic criteria, 

that is, all the factors that influence the system under analysis. 
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Meyer and Scott use the term 'societal sector' and define it as 

(1) a collection of organizations operating in the same domain, as identified by the 

similarity of their services, products or functions (2) together with those 

organizations that critically influence the performance of the focal organizations. 

(Scott, 1992:131) 

For DiMaggio and Powell, organizational fields represent the totality of an organizational 

system. Like Scott and Meyer, they deem that all the organizations play a relevant role in 

the institutional framework. This concept of organizational field "comprehends the 

importance of both connectedness and structural equivalence" (DiMaggio and Powell, 

1991:64-65). Organizational fields, based on these definitions, represent all the factors 

and forces that have an impact on the unit of analysis. 

Given the open systems nature of Institutional Theory, the unit of analysis may vary 

given what is deemed the central focus of study. In this research, the key focus is the 

perceptions and interpretations of the managers interviewed. The internal and external 

forces and systems are influencing factors. The organizational field in this study is the 

community service, not for profit sector and, more specifically, the perceptions of 

changes within the sector by a particular (and institutionalized) category - senior 

managers. Within this field are a number of institutions: primarily, government and 

philanthropic funding, accountability measures and community service. Concepts of 

corporate or business practices, doing good, doing well and collective responsibility also 

play roles in the field. The actors in the field are diverse and sometimes ambiguous. 



Funders, regulators and recipients of services all have an influence but, as noted in 

Chapter 2, ownership is sometimes an unclear term. Actors may also be organizations 

such as community and government funders and, at other times, individuals such as 

major philanthropists or clients receiving service. The term 'stakeholder' is applied to all 

these groups, formal organizations and collectives as well as groups of individuals. A 

more specific examination of the environment within which they operate helps establish 

the context for some of the key concepts in Institutional Theory. 

Institutional Environments 

As noted above, according to Scott and Meyer (Scott, 1992), organizational environments 

may be viewed from either a technical or institutional perspective. Scott further defines 

two major strategies to manage institutional environments - buffering and bridging 

strategies - as well as three main elements that are brought to bear on both the 

organizational field and the actors - cognitive rules, normative rules and regulatory 

processes (Scott, 1992:133). 

Elements 

Cognitive rules may be defined as those rules that are developed over time through 

shared meanings. These meanings give rise to productions that are treated as external and 

objective to the actors. The rights and responsibilities of individuals and collectives are 

key examples of this obj edification that then exerts its own form of rules on the 

environment, regardless of any formal laws or regulations (Scott, 1992:136-137). The 

laws and regulations help provide a larger cultural definition of reality. Normative rules 



"exist in the expectations that others have for our behaviour; and they also often become 

internalized through socialization processes" to the degree that they become expectations 

we have for ourselves as well (Scott and Meyer, 1994:63). Regulatory processes are the 

most formalized of these elements as they contain enforcement mechanisms and 

prescribed sanctioning processes attached to the rules. Each of these elements, in turn, 

plays a part in the buffering and bridging strategies defined by Scott (1992). 

Buffering Strategy 

One important buffering strategy used to manage change in an institutional environment 

is decoupling. Institutionalized rules are often distinctly different from the actual enacted 

behaviours. These latter social behaviours may also assume a rule-like status that has a 

greater contrary effect on the organization than do the institutionalized rules, which 

influence the formal organizational structure. Thus, while the normative and rationalized 

institutional rules are seen as the critical measures of a successful organization, the 

informal structure and social behaviours are equally critical. The two, in fact, may 

conflict. The institutionalized rules are key to legitimating the organization and 

connecting beyond its own sphere even, i f internally, they produce contradictions and 

short-term inefficiency. 

De-coupling or loose coupling is the arrangement described by Scott and Meyer and 

Weick (Baldridge and Deal, 1983) as the connection between structures or events that 

allows each to maintain its own identity while adhering to the larger institutional 

requirements for conformity. Thus, normative and operational structures are associated 
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but separate. While not identical, this theory holds some of the same concepts as 

Goffman's 'front stage and back stage' behaviour in his dramaturgical models (Goffman, 

1959). What is presented to the public may bear very little resemblance to what is 

happening back stage or at the operational level. This often produces the comments, after 

new employees go through the institutionalized rite of a formal orientation, of 'this is 

how we really do things here.' 

Larger and more complex organizations may have less difficulty in reconciling the 

apparent contradictions that exist is this decoupled state. They have the capacity to 

literally separate normative roles from the actual, operational work of the agency. Thus, 

they may have staff addressing quality control or completing mandated evaluations while 

other staff address the daily operations of the organization. Smaller agencies, and 

especially smaller NFPs, may have staff who are required to fulfill both exigencies. The 

reconciliation of any conflict may determine their success in attaining legitimacy in the 

larger environment. 

Bridging Strategies 

Conforming to the institutional environment and developing strong similarities is the 

most significant bridging strategy. Scott subdivides this strategy into four types of 

conformity: categorical, structural, procedural and personal. Categorical conformity is the 

most general and can be found in the other three. Scott defines it as "the process whereby 

institutional rules in the form of typifications, or taken-for-granted distinctions, provide 

guidelines to organizations on the basis from which they can pattern their structures 
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(Scott, 1992:209). The routine assumption that there are different types or categories of 

staff, with differentiated roles, within an organization is an example of categorical 

conformity. Structural conformity is exemplified by the strong similarity in 

organizational structures as the result of requirements and conditions put on organizations 

in an organizational field. The establishment of accounting or human resource roles in the 

NFP sector would be examples of establishing particular structures in response to 

external demands for certain financial reporting or regulations about hiring and 

supervising staff. Procedural conformity, according to Scott, is the result of pressures to 

comply with ways to carry out certain activities (Scott, 1992:211). Methods of 

completing and reporting strategic plans, business plans and annual activities may 

produce similar ways or procedures to address these activities. Rules around hiring 

specific types of individuals into specialized roles is a reflection of personal conformity. 

An external body may certify candidates as competent to provide services in a particular 

role. The process of developing these conforming behaviours and structures was 

classically identified in DiMaggio and Powell's (1983) article on institutional 

isomorphism. 

Institutional Isomorphism 

The process of creating similar organizations is labelled isomorphism which DiMaggio 

and Powell define as "a constraining process that forces one unit in a population to 

resemble other units that face the same set of environmental conditions" (Scott and 

Meyer, 1994:64). DiMaggio and Powell describe three types of isomorphic structures: 

coercive, mimetic and normative. Coercive isomorphism occurs within organizations as 
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the result of institutionalized practices in their environment, such as accepted auditing 

and evaluation practices that are an increasing part of NFP program funding. In uncertain 

or ambiguous times, organizations may model themselves on others who are deemed 

successful and legitimate. This mimetic isomorphism may occur in what the authors call 

a "Johnny Appleseed" manner, whereby a few key actors in a field spread a model 

throughout the environment. The final process is normative isomorphism, an attempt to 

respond to relevant stakeholders. Professionalization is the source of this pressure as 

education, knowledge and formalized associations legitimate certain types of personnel 

within organizations (Scott and Meyer, 1994:67-74). 

Of particular interest in the DiMaggio and Powell article is the notion that NFPs, without 

the legal issues around collusion, can have an executive serving on a number of funding 

agencies. Their organizations can develop a centrality within the environment that 

influences others in the field. This concept of centrality also relates to how funding 

agencies select organizations. Isomorphic processes can explain corporate givings in the 

for-profit sector. The same principles and interactions that influence the development of 

similar organizational structures can also be used to analyze isomorphic behaviours and 

the development of similar values related to corporate givings to the not for profit sector. 

Corporate business contacts with the public, interpersonal connections among corporate 

elite and the perception of those who would wish to imitate the corporate elite are all 

factors that influence decisions on donations (Pfeffer and Leong, 1977; Galaskiewicz and 

Wasserman, 1989). 
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Institutional Myths and Organizational Structure 

In another institutional perspective with similar reports on isomorphism, Meyer and 

Rowan (1977) argue that modern organizational structures may not be developed so 

much for reasons of effectiveness and efficiency in a technical environment as for an 

adherence to the embedded myths that prevail in the institutional environment. 

While formal organizations are deemed to be rationalized structures that are established 

to efficiently meet their purposes, they are driven to incorporate structures that reflect 

highly institutionalized practices in order to be seen as legitimate organizations and 

successful in the larger system. These practices are understood to be rational but may 

produce inefficiencies in the organization. Meyer and Rowan develop several 

propositions related to this apparent paradox of rationality and inefficiency that relate to 

the de-coupling activities described above. 

Central to the positions around isomorphism, mimetic processes and the creation of 

institutional myths are the concepts of institutionalization and achieving legitimacy. Each 

of these is explored in the next two sections. 

Institutionalization 

Both Zucker and Jepperson (in Powell and DiMaggio, 1991) propose that 

institutionalization is not a fixed state that either does or does not exist but, rather, a more 

fluid one that must be situated in the dimensions of a larger context. For Jepperson, the 

context, dimensions of the relationship, multiple levels of an organization and relativity 

to centrality are all key to determining i f there is accepted institutionalization. In other 
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words, the more deeply imbedded an institution is among other institutions - so taken for 

granted that it is not even questioned - and the more central it is in the larger institutional 

environment, the more likely it will remain institutionalized. For Jepperson, another 

important feature of institutionalization is the process of change: institutional formation, 

institutional development, deinstitutionalization and reinstitutionalization. This last 

process is of most interest for this study as it "represents exit from one 

institutionalization, and entry in another institutionalized form, organized around 

different principles or rules" (in Powell and DiMaggio, 1991:152). NFPs are 

experiencing this process now as they are being asked to adopt institutions that were 

initially established for more technical environments. 

Zucker addresses the degree of institutionalization (in Powell and DiMaggio, 1991) in 

terms of its role in cultural persistence. She describes three dimensions as part of cultural 

persistence affected by institutionalization: transmission, maintenance and resistance to 

change. Maintenance, in the context of Zucker's study, is deemed to be without direct 

social controls; that is, the more institutionalized a process or object, the fewer social 

controls are present to ensure maintenance. Higher levels of institutionalization are 

associated with higher levels of all three dimensions. Reinstitutionalization would 

suggest having to forsake some aspects of other institutions or integrate them in a 

rationalized manner with the newly introduced institutions. Institutionalized expectations 

around accountability and measurable evaluations, taken from environments that are 

more technical, are part the reinstitutionalized processes for NFPs. 
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Organizational Legitimacy and the Role of Management 

Achieving legitimacy is key to promoting an organization's continuance in an 

institutional environment. As addressed above, agencies can build confidence and faith in 

their viability by mimicking other institutional structures and processes, particularly those 

of highly central and successful institutions. Another way of building credibility is to 

align with prestigious and influential organizations by having them represented in ones 

own organization or having representation in theirs. Legitimacy "ensures availability of 

the resources necessary for organizational effectiveness, survival and power" (Pfeffer and 

Salancik, 1978:194). 

Maintaining legitimacy, however, can be problematic. A l l organizations face the issue of 

changing expectations and, ultimately, normative requirements in the environment. NFPs, 

like many other service providers, face the additional issue of not having the same 

concrete measures available to them as those organizations in the technical environment. 

Therefore, they must rely more heavily on the legitimating process defined in the 

institutional environment. The management role is key in this process. 

Scott states that organizations are generally agreed to be "social structures created by 

individuals to support the collaborative pursuit of specified goals" (Scott, 1992:10). 

Consequently, they have common features and common issues. Among the common 

issues that Scott identifies are the need to define their objectives; motivate their 

participants to contribute to the organization; control and coordinate the contributions; 

acquire and allocate resources; recruit, train and replace participants; and establish some 

form of working relationship within their larger environment, including the delivery of 

products or services (Scott, 1992:10). 
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Alluded to in these issues is the need for the organization to adapt to change, to sustain 

itself (or at least address where it exists on a continuum of growth and demise), to 

establish and maintain a structure that reflects its needs and objectives, and to create an 

environment for its participants. What seems to be virtually inherent in most 

organizational theories studying these issues is the notion that it is the role of 

management to address these concerns. 

Management may be viewed as a form of legitimate authority that has the legal and moral 

obligation to ensure the allocation of resources for the effective and efficient delivery of 

services or products. Thus, they will plan, direct, control and evaluate accordingly. Other 

perspectives deal with the personal and interpersonal nature of management with a focus 

on negotiation, meaning and common definitions. Implicit and explicit features of the 

role of management are the division of labour within the system; some form of a 

hierarchical structure that allows the authority to be exercised in a clear, orderly fashion; 

and an equitable way of dealing with all participants. As cited earlier, means of achieving 

stability and dealing with change are critical roles for the organization, in the abstract, 

and management, in the specific. Management has a dual function: making sense to those 

inside the organization to ensure they continue to subscribe to the normative institutions 

and making sense to those outside the organization in order to have its activities and 

processes seen as a legitimate part of the system. 

How senior managers interpret their environments to themselves and others is central to 

this study. Before detailing their accounts, the next chapter addresses the methodology 

used in collecting and analyzing the data. 
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C H A P T E R 4 - M E T H O D S AND D A T A C O L L E C T I O N 

Introduction 

This is an interpretative study. Morgan claims the methodology used implies a particular 

perspective of the subject being studied. "[A]ny decision on how to study a phenomenon 

carries with it certain assumptions, or explicit answers to the question, ' What is being 

studied? ' " (Morgan, 1983:19). Morgan notes that, in using this frame of reference, the 

debate is removed from one of the relative merits of various methodologies to one that 

addresses the relationship "between theory and method, concept and object, researcher 

and researched" (Morgan, 1983:19-20). 

The essential question in this research is how senior managers in the social service 

category of the NFP sector interpret the recent changes in the sector (as outlined in 

Chapter 2). This implies a social construction of reality as described by Berger and 

Luckmann (1967). This study employs a phenomenological framework to capture the 

social and contextual nature of this meaning and sensemaking. Holstein and Gubrium (in 

Denzin and Lincoln, 1994) describe one of Schutz' basic phenomenological tenets: "the 

experiential world every person takes for granted is produced and experienced by 

members. ... The emphasis is on how those concerned with objects of experience 

apprehend and act upon the objects as 'things' set apart from the observers" (Denizen and 

Lincoln, 1994:263). Holstein and Gubrium note this is a significant departure from the 

more positivistic approach that perceives reality as distinct and apart from any individual 

perception of it. 
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Objectification does, however, occur in the social construction of reality. Stocks of 

knowledge are "composed of commonsense constructs and categories that are social in 

origin" (Denizen and Lincoln, 1994:263). Through these stocks of knowledge, people 

gain understanding of new situations, comprehend intentions and motivations and co

ordinate interactions. These interactions embody the dynamic nature of the 

phenomenological framework as the creation of reality is modified and adapted in 

response to the other. 

Berger and Luckmann (1967) call the schemes in which stocks of knowledge are 

categorized 'typifications'. Thus, terms such as profit, nonprofit, corporate and business

like are all typifications of concepts that hold particular meaning for those employing 

them as ways of expressing their experiences. Typifications, according to Berger and 

Luckmann, may enter into negotiation as two individuals (or groups) interact and 

influence each other (Berger and Luckmann, 1967:30-34). Thus, as Holstein and 

Gubrium note, "social phenomenology rests on the tenet that social interaction constructs 

as much as conveys meaning" (in Denizen and Lincoln, 1994:263). 

Methodological Frameworks 

The theoretical framework for this study is Institutional Theory, as described in 

Chapter 3. The relationship between theory and method (cited at the beginning of this 

chapter) is readily identified in this study. Contemporary Institutional Theory is directly 

related to social constructionist theory and the sociology of knowledge (Scott, 1992:117). 
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The major contribution of Institutional Theory, according to Perrow (1986), is its 

emphasis on the close interaction between the organization and its environment. Prasad 

(1991) observes virtually the same thing: 

[A] social constructionist perspective influences the researcher to view 

organizational creation as a mode of enactment. ... Under this view, there is no 

real separation between actors, organizing, and context. Rather, organizations and 

their environments are seen as being jointly created through the interactions of 

their members ... and contexts themselves become the 'unquestioned assumptions 

through which all experience is filtered'. 

(Prasad,1991:341) 

One main theme in Institutional Theory, institutionalization, is closely linked to Berger 

and Luckmann's concept of typification as defined above. According to Zucker, 

institutionalization is both a process and a property: 

It is the process by which individual actors transmit what is socially defined as 

real, and at the same time, at any point in the process the meaning of an act can be 

defined as more or less a taken-for-granted part of this social reality. 

(Zucker in Scott and Meyer, 1994:85) 

Institutionalization and typification are both organic processes that reflect the dynamic 

nature of the actor and the environment. They represent internal interpretations that can 

achieve collective meanings so the acts or concepts are perceived as external and 

objective 'facts'. Central to this study is how NFP managers participate in the creation of 
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collective meaning through their interpretations of the changes in their environment and 

how it relates to their own agencies. 

Legitimation is another theme in Institutional Theory that is key to this study. Pfeffer and 

Salancik define it as "the process whereby an organization justifies ... its right to exist, 

that is, to continue to import, transform, and export energy, material or information" 

(Pfeffer and Salancik, 1982:193). As noted in Chapter 3, organizations wil l employ a 

number of strategies to manage the uncertainty in their environments. By complying with 

certain institutional imperatives, an organization may be seen as a legitimate participant 

in the organizational field. As Meyer and Rowan state, " organizations are driven to 

incorporate the practices and procedures defined by prevailing rationalized concepts of 

organizational work and institutionalized in society. Organizations that do so increase 

their legitimacy and their survival prospects" (Meyer and Rowan, 1977:340). How 

managers and agency leaders employ legitimating processes to ensure their sustainability 

is another key aspect of this research. 

Research Question 

The changes in funding and accountability measures of the voluntary sector, as well as 

the increased focus at a national and provincial level, have been cited in Chapter 2. The 

responses of those within leadership positions of a specific subset of the sector are of 

particular interest. From an Institutional Theory framework and phenomenological 

perspective, the focus is on how perceived changes are described as part of "everyday" 

life of the agencies. 
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The research question then focuses on what perceptions CEOs and senior managers have 

of the environmental influences on their organizations. Specifically the questions are as 

follows: 

1. How do CEOs and senior managers construct and interpret the meaning of the 

perceived changes to their roles and the NFP organizations? 

2. How do they describe the adaptations their agencies have made to any 

perceived changes? 

3. How do they interpret the benefits or disadvantages of these changes? 

Research Design 

Data Collection 

Interviews were used to collect the information described above. An interpretive 

approach to interviews stresses the importance of the subject's perceptions and 'voice' in 

the process. Denzin (in Silverman, 1993) lists three reasons why an open-ended interview 

is more useful in this context: 

1. It allows respondents to use their 'unique ways of defining the world.' 

2. It assumes that no fixed sequence of questions is suitable to all respondents. 

3. It allows respondents to 'raise important issues not contained in the schedule.' 

An interview guide and proposed questions were created based on the literature review, 

the researchers personal experience with the NFP sector and on more informal 
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discussions with members of the Workplace Volunteer Council. 4 The process of creating 

a guide also was based on the work of Cassell and Symon (1995) who suggest that the 

qualitative interview guide should list topics to be covered rather that structured 

questions. In order to achieve a more complete understanding, Denzin states that "[t]he 

'why' question is replaced by the 'how' question. That is, how is the social experience ... 

organized, perceived and constructed differently by ... self-reflective, socially 

constrained, free individuals?" (Morgan, 1983:132). How do staff working in the NFPs 

interpret their reality and, with it, the roles they enact. How do they reconcile the 

purposes of "business-like" activity with the overall purposes of the organization? A 

richer description of these responses would enhance our understanding of the context of 

NFP changes. 

Interview Guide 

The interview guide was based on five broad categories: information about the 

interviewee, information about the agency, interpretations of changes, perceived 

responses to the changes and interpretations of the benefits or detractors related to the 

changes. The intent of formatting the interview guide in this way was to establish an 

introductory stage for the interview on more "objective facts" around the nature of what 

4 A committee in existence at the time of the study. Formed under the auspices of Volunteer Calgary. This 
council brought together representatives from the NFP and corporate communities. 



prepared the interviewee for this current position and a brief account about the size and 

scope of the agency. (The complete interview guide is contained in Appendix I.) 

While a constructed interview schedule will capture some central themes, i f a participant 

raises an issue that relates to the topic, follow-up questions should be asked to clarify its 

particular meaning and relationship. The subjects, however, are co-participants in giving 

direction to the interview, as the issues and topics they raise reflect themes and categories 

that may emerge as trends and patterns. The fundamental issue is to understand the 

meaning that the individual attributes to an experience and how that meaning is enacted. 

Glaser and Strauss (1967) address the size and scope of the interview base in their 

specifications about the nature of theoretical sampling in terms of saturation, slices of 

data and depth of sampling. Saturation is achieved only when repeated coding and 

analysis of the field notes indicates that themes and categories are being repeated and 

thus sufficient data has been collected. 

Research Site 

Forty-six interviews were completed in twenty-four agencies. With the exception of one 

agency, the CEO and one other senior manager were interviewed. In that particular 

agency, only the CEO agreed to the interview. One other agency requested a joint 

interview with the CEO and one other senior manager. A l l the agencies are located in the 

city of Calgary. A telephone or in-person request was made of the CEO of the agency. A 

follow up letter explaining the project was sent following the verbal discussion. (A copy 

of the request letter is included in Appendix II.) Some CEOs agreed after the verbal 
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discussion, others agreed after they were sent the printed information and the request for 

consent form. The CEOs were requested to select the second senior manager for the 

interview. A guiding principle was provided: this second person should be the one most 

likely to be "in charge" in the absence of the CEO. The second interviewee from each 

agency was also sent a request for consent. 

The researcher attempted to have an equal number of large and small agencies 

represented. Contemporary literature defines large agencies as those having operating 

budgets of one million dollars or more (Voluntary Sector Joint Initiative, 1999). The 

range of services provided included childcare, women's services, immigrant aid and 

services for people with physical and developmental disabilities. The size and scope of 

this study limits concluding observations to only this specific population. It may, 

however, provide some insights that can be applied to the larger sector. 

Demographics 

Of the 47 individual interviewed, 38 were women and nine were men. Twenty-five of the 

interviewees were the Executive Directors (or equivalent title) of the organization.5 

Twenty-one of the remaining interview participants had titles equivalent to either senior 

program manager or senior fund-development officer. The one exception was the person 

In one agency the term co-executive director existed and both were interviewed for this study. 
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hired specifically to manage proposals and evaluations. Experience in the NFP sector 

ranged from 2 to over 30 years. The distribution is shown in the following table: 

Table 2-2: Experience in the NFP Sector 

Years of Experience Number of Interviewees 

0 to 5 years 10 interviewees 

6 to 10 years 11 interviewees 

11 to 15 years 13 interviewees 

16 to 20 years 7 interviewees 

21+years 6 interviewees 

Thirty-five of the interviewees had degrees or diplomas related to human services (e.g., 

educations, social work, psychology, community rehabilitation, nursing or home 

economics). Three had science degrees and the remaining nine had diplomas or 

certificates in a range of skill areas: interpreting, marketing, sales and management. 

Only eight of the participants stated all their work experience was in the NFP sector. 

Eleven cited civil service backgrounds and eight noted their work in the business or 

corporate community (two in human resources). Health and education experience were 

part of the resumes of fourteen participants and ten indicated they had operated their own 

consulting practices or small businesses.6 

6 Some interviewees indicated more than one category in their employment history. 
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Data Analysis 

Thompson et al (1989) outline some key points to interpreting a phenomenological 

interview: 

1. Rely on the respondent's own terms and category systems rather than the 

researcher's. 

2. Treat the interview as an autonomous body of data that reflects the 

respondent's lived experiences. 

3. Bracket any preconceived notions of theories and hypothesis theory (in the 

case of this study the assumption that corporatism is all pervasive). 

Capturing the data from interviews can be arduous. Methods described by Glaser and 

Strauss (1967) are time consuming, particularly in the initial phases of identifying 

recurring key words and topics. More recent computer software for qualitative studies has 

facilitated this process. 

QSR NUD*IST 4 (Qualitative Research Solutions Non-numerical Unstructured Data 

Indexing Searching and Theorizing - to be referred to as "N4" henceforth) is an 

Australian-based software used in over forty countries (N4 User Guide, 1997:2). The 

system has "two interlocking subsystems.... [T]he Document System contains 

information about every document. ... By exploring and coding documents, you link 

them to categories you make in the Index System. The Index System is made up of nodes, 

which are containers for your thinking about the project" (N4 User Guide, 1997:3). N4 is 

suited to a phenomenological study as it permits the storage of an unlimited number of 

categories or concepts in the Index System. The system is designed for "managing 

unstructured data and for creating and exploring new ideas and theories. ... [I]t provides 



57 

tools to support a range of tasks required by various approaches to qualitative data" (N4 

User Guide, 1997:28). 

Structure 

Text units are the smallest components of an N4 document. A document may be 

individual interviews, responses to particular questions or categories of agencies. Text 

units may be words, sentences or paragraphs. Some users recommend using the smallest 

unit possible in order to readily capture themes. Sub-headers such as specific open-ended 

questions divide the various documents into their text units. A l l documents must be 

translated into ASCII text. 

The N4 system allows for early and increasingly refined coding and analysis of the data 

through a process of refining the index system. Early coding may be put on free nodes 

with two distinct purposes. The first is to record interpretations of the data and the second 

is to record the "base data" of the study, such as facts about the people interviewed and 

their agencies (N4 User Guide, 1997:34). As conceptual relationships are discovered, 

they may be put into index trees. For example, leadership was a recurring theme in the 

interviews of this study. An index tree with this heading may be created with nodes 

relating to transforming leaders, bad leaders or leaders as mentors. The same text may 

also be coded for more than one theme. In the case of leaders, the interviewee might 

indicate another perception, such as a grassroots leader, while the definition of the 

transition of the agency is another index tree. Appendix III contains a flow chart 

describing the stages of data analysis. 
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While the N4 User Guide indicates the software can handle large volumes of material, it 

was the experience of this writer that documents often became too big for it to address. 

Thus, there were frequent transfers between analysis of data on the system and offline, in 

hard copy. 

Analysis Process 

The writer conducted the interviews and transcribed twenty of the forty-six interviews. 

The remaining interview transcriptions were contracted out but were reviewed by the 

writer for accuracy against the taped interviews. 

Memos about potential themes and issues were made for each interview. As the result of 

this process, categories of topics and concepts began to emerge. For example, in 18 

documents7 the keyword 'leader' was used, while in 14 documents 'leadership' was 

referenced. These and 21 other topics were assigned "free nodes" in the N4 software. 

Hard copies of the free nodes were reviewed for recurring themes. Using the theme 

partners as an example, free nodes were used for the keywords 'partner', 'partnership' 

and 'alliance'. Partner yielded 36 documents and 122 text units, partnership produced 33 

documents with 98 text units and there were 3 documents with 4 text units for the 

keyword 'alliance'. In the review of these documents, different categories emerged 

7 Each document contained one interview. 



around the overall concept of partners and partnerships. Interviewees spoke factually of 

the partnerships they had with other NFP agencies and with businesses and corporations, 

citing numbers, names and purposes. The other part of the partnership conversation 

related to their perceptions of partnerships. Twenty documents with 53 text units 

described partnerships as anything from a "sham" to "sometimes a good thing and 

sometimes a bad thing." These perceptions became a broad category on partnership that 

was subdivided into sub-sections of negative and positive perceptions. (A more detailed 

analysis of this theme is provided in Chapter 5.) The categorization of perceptions of the 

concepts 'accountability' and 'evaluations' were formulated in the same manner. The two 

categories, 'partnership' and 'accountability' became "children nodes" of the broader 

"tree index node" on 'compliance with external requirements'. 

The same processes were used to create the other two major themes of this study, 

'leadership' and 'creating structures and processes'. The creation of the sub-themes under 

leadership was not based on word identification in the text units but on the underlying 

interpretations that were communicated about each type (typology) of leader. The sub-

themes under 'creating structures and processes' did evolve in the same manner as that 

described for 'compliance with external requirements'. The children nodes in this later 

8 The terms 'alliances' and 'partners' were captured in those documents related to the perceptions of 
partnerships. 
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theme were based on the free nodes that identified the keywords 'grassroots', 

'professional', 'boards', 'marketing' and 'name change'. 

Some free nodes, such as 'government' and 'corporate', were subsumed under other 

children nodes when placed in tree nodes. Of the 34 text documents that cited 

'government', 29 simply stated some of the changes were the result of government 

funding reductions. Only 5 communicated any interpretation about this, primarily that the 

changing requirements that attended the cutbacks were either time-consuming or not well 

articulated. These interpretations were relayed under the theme of 'compliance with 

external requirements'. Text searches for 'business model' or 'business like' yielded only 

2 and 6 documents, respectively, with a total of 9 text units. Searches for the keywords 

'corporate' and 'business.' resulted in 36 and 23 documents, respectively. They, however, 

referred to funders, volunteers or the past experience of the interviewee. The 'influence 

of business' was represented in only 6 interviews.9 This minority position is explored in 

Chapter 5. 

Because this study is an interpretive one, themes were selected based on identification of 

interviewee perceptions and interpretations. Therefore, how the interviewees created 

9 The use of terms 'business like' and 'business model' were used in the same interview in two instances. 
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meaning around a topic 1 0 was more important than some of the "hard" data such as the 

precise number of partnership they stated were part of the agency's activities. 

The following two chapters outline the themes that developed from the data analysis and 

the relation of these themes to the theoretical framework of Institutional Theory. 

Keywords were developed from the text units and assigned free nodes. As themes became evident, 
keywords were translated into topics that became the child nodes of themes (the index trees). 
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C H A P T E R 5 - E X P L O R I N G T H E M E S 

Introduction 

The purpose of this study is to answer three basic questions: 

1. How do CEOs and senior managers construct and interpret the meaning of the 

perceived changes in their roles and their NFP organizations? 

2. How do they describe the adaptations their agencies have made to any 

perceived changes? 

3. How do they interpret the benefits or disadvantages of these changes? 

The nature of the interview guide allowed the respondents to reply to all three questions 

under most of the interview questions. (See Appendix I for a copy of the interview 

guide.) Specifically, the following themes emerged in response to the research questions: 

• leadership, 

• creating structures and processes, and 

• compliance with externally mandated changes. 

The interviewees' responses thus reflect changes both internal and external to their 

agencies.11 

1 1 Quotations of study interviewees are identified as follows: 

1C: refers to an Executive Director of an agency 
IT: refers to the second senior manager of an agency 
#: refers to the number assigned to a specific agency 
date refers to the date the interview was conducted 

For example, "IC 7, June 200" refers to a quote from the Executive Director of agency 7 from an interview 
conducted in June of 2000. 
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Organizations and their actors operate in a complex field of forces that are both internal 

and external to the organizations. Thus, it is not surprising to observe that the emerging 

themes from this study relate to interpretations the interviewees have of dynamics both 

internal and external to their agencies. 

While the perceptions and interpretations within topics varied, the themes reflect the 

consistency in which topics were addressed. For example, the changing nature of 

governing boards, the identification of the agency as either grassroots or professional, and 

the increasing use of fund-development processes may all be considered separate 

functional or symbolic entities. Within the context of Institutional Theory, however, they 

can be classified as structures, labels and processes that enhance the purpose of the 

agency in the larger system and promote its survival in a changing environment. The 

themes also reflect the issues cited in Chapter 2, such as accountability and evaluation 

requirements. 

In the following sections, each of the three main themes is addressed separately, with 

citations and examples from the data. Subcategories of each of the three themes are also 

addressed to assist in elaborating on the issues inherent in each theme. 

The Role of the Leader 

The first theme to be addressed is that of the role of the leader. Thirteen of the twenty-

four Executive Directors (EDs) interviewed directly cited the role of a leader as vital to 

the evolution and continuation of an organization in response to the changes experienced 

over the years. Five of the assistants or second managers interviewed in the agencies also 
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referenced the role of the leader. Eight of the interviewees referred to a lead volunteer 

(usually from the Board of Directors) as having a unique and key role in the agency. The 

leadership role was generally used to explain how the agency achieved its status or how it 

was being "defended" in light of external changes and demands. Based on the meanings 

given to the leadership role by the respondents, leadership can be broadly categorized 

into four sub-themes: the historical leader, the organizational transformer, the sustainer of 

the agency and the leading community connector. The respondents often placed leaders 

into two or more of these categories. Each category is analyzed in terms of how leaders 

help the agencies define themselves in relation to the larger community, the perceived 

impact they have on the progress and survival of the agency and how some leaders 

created a crisis point that transformed the agency. 

The Historical Leader 

Identification of founding or early leadership roles played a part in some interviewees' 

explanations of where and why their agencies exist in their current state. Within this 

historical context, there were two broad descriptions of the nature of the leader: someone 

who was visionary, or someone who created some form of crisis through either poor 

management practices or inability to grow with the agency. In several agencies, it was the 

same person who, after having been the creator or early adopter of a vision, later had 

difficulty letting the agency grow. 

The Executive Director of one small rehabilitation service cited two historical leaders to 

describe the premise of the agency and the origins of his leadership style. The founder of 
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his agency was described as a member of a religious order who "had this dream that these 

indigent men, as he called them, should have a farm where they could spend the rest of 

their lives rather than driving their bus around the streets" (IC 2 June, 2000). The dream 

transformed into a rehabilitation centre through collaboration with two other staff, one of 

whom became the founding Executive Director. Her dedication was all consuming and 

ultimately deemed by the alumni to be "hurting the agency". This crisis brought in the 

interviewed Executive Director. His competence was developed through a mentor who 

"trained me in long range planning ... precision, details, [and] crossing your Ts and 

dotting your Is" (IC 2, June 2000). 

Other Executive Directors expressed that they had the same mentoring influences - either 

internal or external to the organization. These influences were identified as a former 

leader who "was an idea person ... very charismatic ... [and] his management style was 

very different from any other agency in town" (IC 4, June 2000) or identified as someone 

who had recommended the ED being interviewed take business courses. These, along 

with previous government or business sector influences, were referred to as positive 

influences on the current position. Of the twenty-four most senior managers interviewed, 

eleven cited a personal mentor or role model that helped them develop the leadership 

skills that were useful in their current positions. A l l gave examples of previous 

employment and/or education that enabled them to perform their duties more effectively. 

For many, this mentoring, historical leader, as well as past experience, contributed 

positively to their roles as the leaders who were either hired or later charged to make 
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significant changes in the agency. The interviewees interpreted the changes within the 

agencies through the actions of the leaders. 

The Transforming Leader 

According to managers in ten of the agencies, the founding historical leaders, or those 

who succeeded them, eventually could not manage the growth or changes in the agency 

and its environment. Inevitably, a crisis occurred that resulted in the hiring of the current 

Executive Director. In seven other agencies, the EDs came to the position as the result of 

some disaffection with a larger agency (3), the result of a merger (2) or the spin-off of 

one or more agencies (2). In all these agencies, the EDs were hired to transform the 

agencies and make them sustainable ventures. 

The transformational leader is charged with institutionalizing new or improved practices. 

The agency was "functionally bankrupt - staff and board were quitting" according to an 

ED of a small NFP. He was hired to meet "external changes that ran against internal 

values. ... [T]he service model was built around Cadillac professional service ... but the 

market place did not want Cadillac service" (IC 7, May 2000). The transformation there 

was important in that it changed from a predominantly professionally trained staff to 

more use of volunteers. "We used to be a Mayo clinic and now we are a M A S H unit" (IC 

7, May 2000). This represents a virtual reinstitutionalization of values as well as structure 

and process. 



One ED described the agency as having significant experience in program development 

and delivery but limited experience in management of significant growth in the client 

base, a situation that required transformation. 

When I arrived, many senior staff were struggling to hang onto programs - it 

was a controlling environment, both in terms of how the staff related to clients 

and how the management related to the front line staff. ... Over a period of two 

to three years, there were changes in the senior management style and a more 

business [like] approach to customer service. 

(IC 1, August 1999) 

Another stated that upon her arrival at the agency "there were no by-laws, the board did 

not get monthly financial information, there was no budget, there were no human 

resource policies and, in actual fact, we've just now got those in place" (IC 10, June 

2000). 

Another ED was able to institutionalize practices without having to overcome an earlier 

history. "You have to understand I developed X agency, the whole concept of how we 

work and what we do is mine", according to this ED who established her own NFP after 

leaving another agency (IC 9, May 2000). Her transformation agenda was to avoid the 

practices she disliked in the other agency and institute what she thought was lacking. 

While some EDs stated they were charged with aligning the agency with current changes, 

others identified themselves as the initiator of changes. These changes were not always 

accepted by the Board of Directors but were required in order to survive and grow. 
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The first thing I did when I started here in 1990 was to set up fees for services -

if I hadn't done that we would have closed down because we would have had all 

our eggs in one basket and that basket is gone. 

(IC 8, May 2000) 

A n assistant director of a large agency referred to the skills of the previous (visionary, 

historical) leader and the current ED when describing how they met the external changes 

in funding. The first ED was credited with anticipating the changes and thus implemented 

mid-management level training on budgeting; the current ED used that expertise to have 

the mid-managers determine staffing requirements in light of fiscal cutbacks. It was 

deemed this brought in greater support from the grassroots (IC 12, June 2000). 

Another associate described her ED in this context: 

I've worked with some very wonderful people before but I'm amazed at how, 

when funding changes and things switch, she's able to help people switch into 

different positions, she's always thinking ahead. ... [I]f you don't have a leader 

who's thinking ahead, you're never going to survive with this project funding. 

She has more of a 'I know where I am going [approach]'. 

(IT 10, June 2000) 

The ED seems to have created a role for herself as a perpetual change agent. 

Another perspective of the transforming leader was given by a senior manager who 

described the new (transforming) leader as someone who helped the agency "reattach to 

what we were about and be clear on what we were doing" (IC 5, August 1999). Three 
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leaders prided themselves in transforming their agencies, while never leaving the original 

purpose or ways of doing things. 

The Sustainer/Survivor Leader 

For two agencies, success was defined in terms of meeting the immediate needs of their 

clients while complying with funding requirements. Accommodations were made by 

reducing salaries of more senior staff, reducing hours of service or increasing the number 

of client volunteers. While virtually all agencies addressed the need to react to external 

changes and requirements, these two agencies differed in the degree they emphasized 

these responses to change. The locus of control seemed to be more external to these two 

agencies than with the other agencies. Most other agencies reacted by realigning 

resources or generating new forms of revenue. As a leader in one of the two agencies 

stated, "the greatest advantage in the midst of all the changes was we survived" (IC 9, 

May 2000). This survival response, while small in number, is noteworthy because of its 

distinct contrast to other agencies. 

The Community Connector 

The majority of agencies had EDs who were described by themselves and their cohorts as 

individuals who connected with the larger community. For most, those connections 

included the cultivation of donors and board members who could, in turn, attract a similar 

calibre of supporters for the agency. 

In popular literature, Michael Gladwell (The Tipping Point, 2000), describes connectors 

as individuals who not only "know a lot of people" but have an importance because of the 
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kinds of people they know" (Gladwell, 2000:46). Akin to the concept of 'six degrees of 

separation',12 connectors have a wide range of friends and acquaintances who can link 

them to an even wider range of communities. Fundamental to both the popular and 

theoretical analyses of networks is the access to and acquisition of power. For the 

respondents in this study, the rationale for being "out there" was part of a broader plan to 

"market" the agency and increase its profile in the community. For most, this networking 

was intentional and enacted through the ED and the board. One agency helped increase 

its profile through implementing entrepreneurial ventures that reflected its mission. 

The assistant at one large NFP posed the issue in this context: 

When working with someone like Mary - who is a leader in her field and so much 

of it is in her head - the question is how do you get that out so you can free up her 

time to do other things. What she enjoys is working with the corporate sector. 

(IT 9, August 2000) 

1 2 The premise that an individual can be linked to any other person in the world through a maximum of six 
other connections - no matter how weak the connection. 



Shortly after that statement he added, 

... the biggest shifts [are] because of the reputation [our agency] has around 

Calgary and around the country as an organization that is a leader, that is an 

innovator and [that] deliverfs] on projects. We now have a lot of opportunities 

that come to us that we don't go out and look for. 

(IT 9, August 2000) 

He acknowledged that all the staff had more opportunities to connect to the broader 

community than those in most other NFPs. 

Both the ED and fund developer at another agency attributed marketing and promotions 

to their growing fiscal and program success. They noted the "need to spend money to 

make money" (IC 1 and IT 1, August 1999) and the time it takes both of them to invest in 

community relations. 

For another agency, raising the agency's profile was a means of gaining greater public 

understanding of the particular issue they address. Both the ED and his assistant noted 

that, under previous management, the building and the issue were kept out of the public 

eye. "We have decided to turn it around and to access people and there are several 

reasons you do it - to increase you donor base, you increase the financial support you get 

[and] you educate people" according to the assistant (IT 11, June 2000). 
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The ED noted some of the effects of this increased profile: 

It's amazing -1 have been asked to run for two political parties since I started 

this. I've been recognized in shopping centres. ... It's amazing this media blitz 

over the past five years. Well it's predictable - it gives you a public image and 

attention and people make judgments about you - whether you're an idiot or not. 

[whether] you're trustworthy or power hungry, [or] in it for the attention. But the 

vast majority are positive - they felt we have made good decisions, are 

responsible and we are trusted and respected for what we do and, as a result of 

that, I have never had so many job offers in my life. 

(IC 11, June 2000) 

Another ED noted, "it's taken nine years but it takes a long time to develop a trust level 

and [I am] now starting to meet with people with financial connections and [it's] starting 

to bear fruit." He described how he started getting calls asking, "do you know about 

[name of interviewee] and it is me - not the organization" (IC 8, June 2000). For the 

managers of this agency, external changes were interpreted as being managed by internal 

and personal competence. As the ED increased his visibility, he related it to an increased 

viability for his agency. 

A n assistant at another NFP was very direct about the reason the new ED was hired: "the 

message we were given is we really need someone to get our face out there, get us well 

know and to adopt us and to do a lot more fund raising" (IT 7, June 2000). As another 

small NFP was at the point of addressing the need for more profile, the assistant 
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commented that they needed to have "bigger donors". The continuation and growth of the 

agency appeared to be linked to the level of community profile the ED could establish for 

the agency. For four agencies, however, there seemed to be questions about the right of 

the ED to represent the agency either internally or externally. 

The Illegitimate Leader 

While other types of leaders have created a legitimate role for themselves and, in most 

cases, their agencies within the larger community, there are some leaders who were not 

fully accepted as valid leaders within their own organization. A small number of 

interviewees (four) noted either they were, or a predecessor was, not fully accepted as the 

leader. The usual reason was that their professional background was not the same as that 

of the staff. For others in "grassroots" organizations, the membership, who were often the 

volunteer staff, did not perceive the ED as "one of them" because he/she did not have the 

same direct contact with the issue. For these EDs, creating internal credibility was as 

significant an issue as creating an external profile. 

The second theme that emerged from the research was ways that agencies created 

structures and processes to ensure sustainability. 

Creating Structures and Processes 

Sustainability, whether it meant surviving, being stable or growing, was key for all 

agencies. A l l the agencies interviewed had instituted either some functional or some 

symbolic changes with the intention of promoting sustainability. In many agencies, the 

functional changes had as much symbolic value as they did instrumental. Diversifying 
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funding to ensure survival was a recurrent theme. The transformation of the agency and 

its staff to think in these terms was central to that change. The most frequent functional 

changes were around fund development and the Board of Directors. The symbolic 

changes were related to market positioning through name changes and the perceptions of 

being either a grassroots or professional agency.13 This perception appeared as an attempt 

to describe the relationship between the agency and its clients. 

Fund Development 

A l l but one of the agencies cited reductions and changes in government funding as a 

significant change. Creating other forms of funding sources was regularly cited as a 

planned response to this change and, for all of the agencies, this meant fund development 

was used as a means of accessing charitable donations. While most of the agencies had 

been engaged in fund development before the period of government reductions, many 

noted the priority it began taking in the operation of their agencies. Five of the twenty-

two second-senior managers interviewed had fund development as their full or partial 

role. Another four agencies noted they would soon be hiring a fund development staff 

and eighteen of the EDs saw that activity as a major part of their roles. The formalization 

and institutionalization of the fund development role was cited as a necessary means to 

1 3 Some agencies may argue that the symbolic changes were functional because they more clearly identified 
the nature of the agency, thus attracting more public attention. 
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address the decrease in government funding and an increase in competition for the 

philanthropic donation. 

One agency noted that the ED did not have the time to devote completely to fundraising, 

yet donors were required to sustain the agency. 

In the past, i f you had a well connected board, that was how to get the money -

and you still have to be well connected but, now, with corporations with giving 

departments, you have to manage all of this,... its relationships, relationships, 

relationships. ... [We] want to be seen as an organization that funders can trust -

seen as well run and [that we] know where the money is going. 

(IT 4, May 2000) 

This formalization and the expectations put on funded agencies have increased the 

complexity of the fundraising activities. 

Virtually all the agencies spoke of diversifying their funding sources and becoming less 

reliant on government funding as a sole source of income. One prided itself on having no 

government funding. However, regardless of source, government or donor, all found 

"project dollars" problematic at some point. This form of funding limits support to a 

particular project for a specified period. Therefore, undesignated donor dollars were 

perceived as a desirable (though elusive) way to compensate for reactive, project funding. 

Some fund development activities and events were also identified as means to increase 

the agency's profile in the community. The Board of Directors was another structure that 
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was interpreted, by some respondents, as a means to increasing and enhancing the 

community profile of the agency. 

Board of Directors 

For nearly 90% of the interviewees in this study, the board was central to both internal 

transformations and community connections. Galaskiewicz and Burt (1991), 

Galaskiewicz and Wasserman (1989), Galaskiewicz (1979b) and Pfeffer (1973) all note, 

to varying degrees, the value of a Board of Directors in attracting funding and influence 

to an NFP. The frequently cited phrase "people of influence and affluence" is aptly 

employed by those recruiting for NFP board members. 

Boards were identified as bringing about transformation when they either fired the 

previous ED (four agencies) or helped refocus the agency when the incumbent ED left 

(six agencies). In four agencies, the ED was instrumental in establishing or reestablishing 

the board. These cases involved small NFPs created by EDs who were disenchanted with 

their earlier NFP experiences. Two other agencies were initiated by founders who created 

their own boards based on their unique visions of how to meet community needs.14 The 

requirement for a major fundraising campaign, or other need to connect with the 

corporate community, were the impetus for seeking out certain "elites". 

1 4 One discovered the idea in an In Flight magazine. The other developed the idea out of her master's 
thesis. 
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Boards, and particularly board structures, were used as a means of explaining past and 

current changes in the agency. Five agencies described evaluation or workshop processes 

that helped the board redefine its role and, consequently, its relationship to the agency. 

This was, in turn, interpreted as having an impact on changes within the agency. "There 

has been a huge shift in the agency" once the board focused on policy, stated one ED. 

External agencies such as Volunteer Calgary, The Centre for Non-Profit Management, 

the Board Development Program (Community Development - Government of Alberta) 

and private consultants were the external agents used to legitimate change and facilitate 

new institutional practices. 

Twenty-two of the interviewees stated there was a significant change in the board 

composition during the time they served in their manager positions. In all cases, the most 

significant change arose from the acquisition of board members who were perceived to 

have more business acumen. Respondents from five agencies, however, reported there 

was reciprocity in expertise between the business people recruited to their boards and the 

staff who worked there. Cases were cited where the staff learned to look at the bottom 

line and the business people on the board learned more about the top line service. As one 

assistant manager stated, "they [the board members] have to learn to be sensitive around 

people and we have to learn to take a hard line and hold it" (IT 6, August 2000). One 

assistant referred to it as "developing each other's heads and hearts." For an ED at 

another agency, having a businessperson on the board "was a breath of fresh air" as he 

dealt with a consumer board that resisted some of the fee-for-service plans he wanted to 

promote. One ED was caught in a dilemma of being perceived as too business-like by 
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some stakeholders and staff because the board was dominated by employees from the 

corporate world. This board was, however, an excellent example of attracting donors and 

supporters because of the board members' other community connections. 

Positioning in the Market Place 

Not only were the connections the agencies had in the larger community interpreted as 

being important, but also was the image or impression the community had of the agency. 

Two particular areas of focus were addressed by some of the agencies: the name of their 

organizations and the descriptions they used to define how they related to their 

constituents. 

When talking about profile in the community, interviewees reflected on the need to 

market the agencies. Part of this marketing plan (for seven of the agencies) included 

changing or altering the names of their organizations. A l l stated they wanted to more 

accurately reflect the nature of the organization and not be confused with some other type 

of service in the larger community. For direct-client service agencies, the name change 

was seen to minimize the exclusion some potential clients might otherwise feel. Two 

agencies were in the midst of creating new logos and branding strategies. 

Many of these processes around name changes, and the potential impact on the agencies' 

visibility in the community, seems to resemble for-profit company start ups wishing to 

gain a market share. It was reported that the need to position the agency in the eyes of the 

community was only one of the issues in managing the agencies' sustainability in the 
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midst of change. Addressing the agency's relationship with stakeholders, particularly 

clients, was cited as another response to external changes. 

Fifteen of the agencies described themselves as either grassroots or professional15 in 

relation to earlier images or behaviour of the agency. Grassroots implied at least three 

different meanings, depending on the agency and the interviewee. For some it meant the 

frontline staff. One manager prided himself on understanding the issues of the service-

provider contractors he employed "because I come from the same grassroots" (IT 3, June 

2000). For others it entailed the membership of the agency and the clients the agency 

serves. "We are funded because we are very much a grassroots organization", according 

to one ED who has the clients also serve as volunteers (IC 6, June 2000). Similar small 

NFPs, who also have client volunteers, referred to themselves as grassroots. The third 

definition of grassroots is a derivation of the second one; it seems to be used by larger 

agencies when referring to how they have maintained their focus on the client and the 

original (grassroots) vision of the organization. These agencies tended to celebrate their 

histories with events, publications and stories of alumni. For all who used the grassroots 

term, the notion of "grassroots" was deemed a feature to promote in the larger 

community and a means of being perceived as a legitimate, credible agency. Interviewees 

1 5 One agency described itself as both: that is, mindful of the inclusion and participation of their clients in 
the work of the agency, yet more professional in dealing with day-to-day actions and client relationships. 



80 

who cited their grassroots connections noted they had not lost touch with the original 

purpose of the agency. 

Other agencies, on the other hand, cited how they had become more professional. One 

ED noted, "now when you come here you can tell the difference between clients and 

staff. Before you couldn't" (IC 2, May 2000). Being professional also meant having more 

sophisticated structures and processes in place such as human resources policies, 

accounting tools, formal meetings and reporting structures. A l l of these were cited as not 

only being more professional but also more accountable to the community (members and 

donors). Only one agency, cited above, talked about removing professional staff and 

becoming more 'grassroots'. This interpretation of the nature of the organizations (in 

relation to other agencies and to clients) seemed to be a means of explaining and 

legitimating ways of conducting the services of the organizations. Smaller agencies, that 

could not afford more complex and sophisticated structures, could claim they remained 

close to their grassroots by using clients and volunteers to assist in the delivery of 

services. Larger agencies that wanted to claim a grassroots connection appeared to want 

to hold onto what was perceived as successful in the past. In all cases, the legitimacy of 

the organization seemed to be derived from these interpretations. 

Compliance with Externally Mandated Changes 

Changes in the environment were viewed in two ways: increased accountability and the 

increased use of the term "partnership" in relation to accessing external funding. 

Partnerships, in particular, took on varieties of definitions (as explored on page 82). 



81 

Evaluations and Accountability Requirements 

Twenty-seven of the interviewees in this study commented on evaluations and 

accountability measures. Their perceptions of and interpretations about these 

requirements varied from an endorsement that it is "good" and is wanted by funders, to 

more vehement complaints about the numerous forms and types of accountability formats 

wanted by the various funders. One ED of a large agency stated, "we are moving away 

from output and more to outcome to let funders know what difference we make" (IC 6, 

August 2000). On the other hand, an ED of a small agency expressed his frustration as he 

claimed his "pet peeve [is] impact evaluations. ... [TJhey're asked for by funders who 

want an impact analysis and then read by people who don't understand them. It's a waste 

of time" (IC 3 June 2000). The focus, however, was more on the cumbersome nature of 

the accountability and evaluations processes than on the relative merits they may have in 

the operation of the agencies. The overall perception was that they are required to obtain 

funding and thus affect agency sustainability. One agency has hired someone to 

specifically address evaluations and funding proposals. Thirteen respondents indicated 

they have revised existing positions in the agency to meet this increased external demand. 

If the concepts of evaluations and accountability measures are not fully endorsed, they, 

nevertheless, become institutionalized through the organizational structures used to 

address the processes of complying with requests for reports. 

Generally, agencies expressed frustration that funding agencies did not seem to realize 

how time consuming their reporting requirements were. Five respondents, however, 

acknowledged the work of the United Way and its partners to "streamline" reporting 



systems. Smaller agencies, understandably, felt the greatest burden as they described 

having limited time and human resources to devote to this task. No one cast doubt on the 

right to request such reports - merely the format was questioned. 

Partnerships 

The expectation by funders that NFPs would work in partnership also proved to be 

problematic for the agencies, regardless of their size. Many expressed the perception that 

valuable time was wasted seeking a partner.16 There appeared to be two major responses: 

an overt acceptance (because the funder requires it) and more covert dislike or concern 

with the process. Interpretations of required partnerships varied from "it's a sham" to "1 

would prefer it i f we could determine on our own and not have the mad scramble to find 

partners for funded projects"(IC 4, September 1999), and the ultimate "I don't mind 

partnerships but I need to have the control"(IC 1, August 1999). Unlike accountability 

and evaluation measures, the need for and value of partnerships was most definitely 

questioned. The only thing that was identified as routine was the perception that funders 

always have some request that adds to the work of the NFP. 

Partnerships were defined in three ways. The first are those where agencies were created 

with other agencies. A second category consists of those that funding partners, primarily 

The interviewees were referring to fellow NFP agencies. Funders often want two or more agencies to 
collaborate on a project. 



the corporate community, want to define as such in defining their particular relationship 

with an NFP agency. The final type created the most negative response: the partnerships 

that were perceived as "forced marriages". This last category is employed when funders 

specify the need for a partnership in order for the agency to access funds. These 

partnerships are interpreted as the most time consuming and wasteful. The respondents 

interpreted the rationale behind requesting partnerships in funding arrangements as a 

means to create the impression of efficiency. One respondent reflected, "they [funders] 

think there is overlap in services - not true but..." 

What is unanimously acknowledged by the agencies is the right of funders to impose 

certain requirements, even though the requirements themselves are, for twenty-five of the 

respondents, problematic. In the case of all the themes (leadership, creating structures and 

processes and compliance with externally mandated) what is seen as legitimate and what 

is interpreted as part of everyday life is not necessarily, what is ostensibly 

institutionalized. Chapter 6 addresses the meaning of these results in light of the 

Institutional Theoretical framework. 
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C H A P T E R 6 - I N S T I T U T I O N A L P E R S P E C T I V E ON T H E 
T H E M E S 

Introduction 

As noted in Chapter 5, three major themes emerged from the data: leadership, creating 

structures and processes, and compliance with externally mandated changes. The purpose 

of this chapter is to relate these themes to the Institutional Theory framework. In this 

chapter, institutionalization and the consequent legitimation are applied as theoretical 

explanations for the interviewees' interpretations of changes in their sector. Myths and 

isomorphic structures and practices form subcomponents of the broader explanatory 

framework. Each of the themes, as defined in Chapter 5, is explored. 

The very fact that the interviewees addressed the same topics (of leadership, compliance 

with external requirements and the creation of structures and processes) reinforces the 

varying levels of institutionalization and legitimation of these themes within this NFP 

organizational field. A common language was used, i f not always precisely, to define the 

issues. Based on the premise that "organizations are driven to incorporate the practices 

and procedures defined by prevailing rationalized concepts of organizational work and 

institutionalized in society" (Meyer and Rowan, 1977:340), this could be expected. 

Through accepting institutionalized concepts of leadership and by creating commonly 

accepted structures and processes, organizations increase their legitimacy within the 

system and, thus, their chances of survival (Meyer and Rowan, 1977:340). 
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Leaders 

The work of Morgan (1986) and Deal and Kennedy (1982) are among the many studies 

that research the rites, rituals and stories that help define an organization. Their symbolic 

approach focuses on individual and collective interpretations of reality. Pfeffer ( 1981 ), 

while acknowledging the instrumental role of managers, argues that management also has 

a symbolic role. Through "the use of political language and symbolic action [it] serves to 

legitimate and rationalize decisions and policies" (Pfeffer, 1981:1). 

Pfeffer defines organizations as "systems of patterned or structured activity in which 

participants attempt to develop causal explanations and rationalizations for these patterns 

of activity, with the explanations constrained to be legitimate and acceptable in the social 

context" (Pfeffer, 1981:4). Managements' role, then, is to "provide explanations, 

rationalizations and legitimation for the activities undertaken in the organization" 

(Pfeffer, 1981:4). Just as Scott (1992) delineated the technical and institutional 

environments (referred to in Chapter 2), Pfeffer (1981) distinguishes between the 

substantive or instrumental and symbolic outcomes of organizational activity. The former 

have visible, tangible results while symbolic outcomes are assessed by satisfaction levels, 

beliefs, and values. 

The characteristics of the leaders portrayed in this study can be explained through the 

symbolism typified by Pfeffer. In several cases, the leadership roles took on the mythic 

qualities defined by Meyer and Rowan (1977). That is, the actions and beliefs of the 
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leaders are often described in ways that suggest unquestioning acceptance of implicit 

rules. 

In the case of the historical leader, there was an underlying myth of the visionary or 

visionaries who defined a need and met it. The technical activity of establishing an 

organization is rationalized through the symbolic belief in meeting a social need. These 

leaders set the foundation upon which the culture of the agency was built (e.g., dedication 

to community inclusion or grassroots support for women with social issues). Their 

actions and values could be interpreted and reinterpreted to meet current exigencies with 

a sense of continuing the legacy of the founders. As one interviewee noted, we "returned 

to our mission." 

Historical leaders who thwarted the agency took a symbolic role as well, albeit a negative 

one - a display of what is not accepted or valued. They "micromanaged", did not provide 

adequate information to the right people,17 or did not promote the desired "profile" for 

the agency. 

The institutionalized acceptance of organizational change and the power of the board to 

appoint a new leader legitimates the introduction of a transformational leader into an 

Information such as financial reports and client service reports can be defined as having both 
instrumental and symbolic value. They not only (should) provide measurable data about elements of 
organizational performance, but they also become tangible symbols to demonstrate the organization is 
complying with institutionalized expectations about financial and service performance. 
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agency. Central to Pfeffer's basic premise about symbolic actions of managers is how 

leaders interpret their roles in the context of the agencies and their environments. Some 

transformational leaders in this study used historic mentors to explain their own actions. 

Others used the dissatisfaction levels of the staff and clients to rationalize, and ultimately 

institutionalize, new practices. These leaders, in fact, were charged with 

reinstitutionalization - moving from an earlier (less effective and/or efficient) practice to 

something new and improved. In one interesting example, a transformational leader built 

the changes on the vision of the visionaries who established the agency, thus explaining 

the reinstitutionalization as a "return to the original mission." 

Illegitimate leaders may be viewed as those who are still contending with the need to 

rationally explain their presence in the agency and their authority to institute changes. 

They, in fact, have tacitly accepted the idea that the others have a right to resist or 

question their authority based on academic credentials or level of connection to the issues 

addressed by the agency. 

The sustainer/survivor leader appears to accept external mandates and controls at face 

value and does not reinterpret them in light of institutional or organizational contexts. 

Budget cuts from government are replicated with budget cuts in the agency. Requests to 

separate client services are complied to with precision. Mediating activity between 

external requirements and internal enactments are limited. A l l legitimacy is deferred to 

external agents. There is a tight coupling of internal activities and external demands. 



The social connectors employ the institutionalized activity of establishing networks. They 

gain legitimacy for themselves and their agencies through the number and nature of 

connections they make in the community. Through their boundary-spanning activities, 

they are able to promulgate their institutionalized myths as well as gain external 

validation of the agency's worth (Meyer and Rowan, 1977). Effective connections in the 

community attract not only philanthropic rewards but also increased credibility 

(Galaskiewicz 1979b). 

Perrucci and Pilisuk (1970) provide a more thorough analysis of these connections in 

their study on Leaders and Ruling Elites: The Interorganizational Basis of Community 

Power. Studies by Pfeffer and Salancik (1978), Provan and Milward (1995) and 

Galaskiewicz (1979b) use a range of theoretical constructs to explore the meaning and 

value of interorganizational and community networks. 

For all interviewees, the very concept of leadership remained unquestioned. Taken for 

granted was the prevailing belief that leaders set the directions and influence the 

agencies' positions in the marketplace. While many of those interviewed questioned the 

advisability of government funding reductions and the requirements from funding 

agencies, no one expressed doubt about the legitimate right for either of these institutions 

(government and non-government funders) to make decisions about funding. A parallel 

may be drawn between the perceived legitimacy and institutionalization of these larger 

external forces in the organizational field and the authority the Executive Directors and 

their senior managers communicated about leadership within their agencies. Within this 
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context, leadership may be interpreted as a thoroughly institutionalized structure. The 

taken-for-granted, perceived rights and responsibilities of a leader are accepted for both 

large external organizations and the NFP agencies. Just as leaders in the external 

environment are perceived to implement changes, the leaders in the individual agencies 

interpret the changes in their internal environments in terms of the leaders of the agency, 

both past and present. The leaders also manage the changing environments through a 

number of structures and processes (identified in the following section). 

Creating Structures and Processes 

The agencies in this study employed a number of strategies to manage the uncertainty of 

the changes. As noted in Chapter 5, structures and processes were instituted. Addressed 

below are analyses of fund development, the role of the board, and enhancement of 

public image through name changes and positioning (as either grassroots or professional). 

Fund Development 

The creation of fund-development departments and roles exemplifies institutional 

isomorphism. Over half of the agencies cited the increasing competition for funding and 

volunteers. They reported that requests for funding are becoming more formalized, and 

financial statements and annual reports are regularly requested by corporate and 

foundation donors. Case statements that outline the unique position and need of the 



agency are claimed to enhance its chances for successful funding. The fund-development 

community defines its association as professional.18 The practices and values of 

fundraising have become formalized and institutionalized. The cultivation and nurturing 

of both donors and volunteers are more sophisticated and time consuming. The growing 

number of agencies seeking philanthropic funding, combined with the diminishing 

support from government, creates an increasingly competitive environment. 

Di Maggio and Powell (1991) define three types of isomorphism: coercive, mimetic, and 

normative. The creation of fund development structures in NFPs can be aligned with all 

three. Given the competitive nature of funding and the increasing expectations of some 

funders, coercive isomorphism may be used to explain the use of fund development 

structures. While not legally mandated, there appears to be an implicit expectation, by 

major donors, to receive a certain level of performance from larger NFPs. 

Smaller and mid-sized NFPs may also be modeling themselves after agencies that are 

perceived to be more successful. In times of short-term funding, this mimetic 

isomorphism may be one way of managing the uncertainty. 

1 8 Formerly the National Society for Fundraising Executive (NSFRE), this international body changed its 
name in 1999 to the Association of Fundraising Professionals (AFP). 



Given the growing professionalization of the fund-development field, including 

certification, for some agencies the formalization of the department becomes a way of 

legitimating its activity; this is an example of a normative isomorphism. While fund 

development may be new to many of the smaller NFPs, it has existed, albeit to a lesser 

extent, in larger NFPs such as the Y M C A s and public institutions (e.g., universities) for 

many years. There is, then, an element of copying the structures and processes of more 

successful agencies in order to be perceived as a legitimate agency. While the structure of 

a Board of Directors has been institutionalized by all agencies, there may be attempts by 

some agencies to replicate the membership and processes of more successful 

organizations. 

The Role of the Board 

Being governed by a Board of Directors is both legally mandated (through provincial 

Societies Acts) and expected through institutionalized practices. Their functional and 

symbolic value, particularly their ability to attract funds, was noted in the interviews. 

Like the leader who is a social connector, the board serves in a boundary-spanning role as 

well. Board members may serve on more than one board and have numerous other 

community and corporate connections. This network of linkages, in bringing added 

legitimacy to the agency, also enhances the organization's power and influence in the 

community. Galaskiewicz and Wasserman (1989), Pfeffer (1973) and Galaskiewicz 

(1979b) all detail studies that demonstrate this centrality of influence. 
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Recognizing the value of an influential board, five agencies talked of having external 

agents come to the agency to lead some form of board review or evaluation. One ED was 

blunt in her comment that she wanted to get "them in order" before going to seek other 

members. Both the use of an external agent and the very concept of a board review have 

powerful symbolic and legitimating values. Bringing in an external agent increases the 

legitimacy of the board review activity (Meyer and Rowan, 1977). One E D underscored 

this by citing the model used was based on the practices of an internally known business 

consultant. 

The use of the review also signals changes. Any changes brought about may be attributed 

to the consultation and the legitimacy of the consultation sets the stage for the 

reinstitutionalization of certain governance practices. Three of the EDs indicated they 

initiated the board activity - a symbolic exercise in authority and a good example of the 

distinction between theory (the CEO is the employee of the board) and practice (the CEO 

is initiating a new direction for the board). 

Further evidence of the value of external experts and normative isomorphism were the 

number of agencies (thirteen) that described their agencies as having "Carver" boards or 

"Carver-like" boards.19 This model of governance gained popularity in the early 1990s. 

One of the early adopters of the model was an agency in this study. Their ED disclosed 

the board abandoned the Carver model several months before our interview. 

1 9 John Carver, author of Boards that Make a Difference, is an American consultant on board development. 
He has created a model of policy board governance that limits the number of board committees, defines 
executive (i.e., CEO) limitations and has the board work on ends statements rather than objectives. 
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Enhancing Public Image 

Agency name changes generally appeared as part of larger organizational changes. They 

provided concrete evidence, internally and externally, of the changes that had taken or 

where about to take place. They symbolized a reinstitutionalization of agency practices 

and structures. 

By defining themselves as either grassroots or professional (and in three cases both), 

agencies were seeking to legitimize their status in the larger community. For smaller 

agencies, a grassroots model explains their lack of sophisticated structures found in larger 

agencies. By suggesting that they are focused and supported by the people who benefit 

from their services, they are implying a certain fiscal responsibility. With limited 

resources, they wil l set their priorities on people. This implicit message of effectiveness 

and efficiency can still appeal to donors who want to ensure their contributions have a 

direct impact. Several smaller agencies cited receiving support from socially conservative 

"major" donors. 

Larger agencies using the grassroots myth wanted to communicate their continued 

dedication to serving the client, despite the increasingly complex nature of their 

organization. The professional image and term implies a higher level of competence and 

service. 
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Compliance with Externally Mandated Changes 

Alliances, partnerships, evaluations and accountability structures are all expectations 

external funding agents have of the NFP agencies. 

Evaluation and Accountability Requirements 

The agencies interviewed indicated they saw value in the evaluation process but, as noted 

in the Canada West Foundation reports cited in Chapter 2, expressed concern over the 

myriad of differing requirements. Perhaps because evaluations have become such an 

institutionalized expectation, there was no question about providing them. The concerns 

were about the variety of requirements and the difficulty in providing outcome measures 

in a short time frame. The agencies argue that the outcomes from their services are to be 

considered in the longer term. One agency did begin to address the issue by hiring an 

individual who, in addition to proposal writing, conducts pre and post-tests on clients 

going through some time-limited programs. Evaluations were unanimously seen by 

agencies as a key component of accountability, although accepted with varying degrees 

of enthusiasm. 

Meyer and Rowan's (1977) proposition that "institutionalized organizations seek to 

minimize inspection and evaluation by both internal managers and external constituents" 

(Meyer and Rowan, 1977:358) can be applied to the interpretations given by many of the 

interviewees. The authors further assert that true evaluations would, in fact, be 

counterproductive and "produce illegitimacy" as they would be overt evidence that there 

was a lack of confidence in the competence of the agency (ibid). Evaluations and other 
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accountability measures, then, take on a symbolic rather than a functional role. The 

agencies that hired new staff or reorganized current staffing to address new funding 

requirements in proposal development and evaluation procedures may be demonstrating a 

form of loose coupling or decoupling (as described in Chapter 3). By having the 

evaluation function completed by a person not directly related to the programs under 

review, a greater distance is created between those delivering the service, those reporting 

on the service and those receiving the reports. Both the appearance of performance 

review and the credibility of the service providers are maintained. A similar process can 

be perceived with the application of partnerships. 

Partnerships 

The most commonly expressed interpretation of senior managers for the increased 

expectation for partnerships was the concept of increased efficiency. The managers in 

this study stated they thought external funders perceived partnerships as a means of 

increasing the effectiveness and efficiency of service delivery by eliminating duplicated 

services in the NFP sector. 

The requirement for alliances and partnerships may also, however, imply the belief that 

an agency cannot complete the assignment on its own. More public assertions are 

partnerships produce efficiencies. The corollary to this is that a partnership is just as 

likely to "produce illegitimacy", as it suggests efficiencies do not exist without 

partnerships. 



Alliances and partnerships are fairly new phenomena in the NFP sector, at least as 

mandated practices. The responses of the interviewees concerning this area were varied, 

ranging from the agency having already institutionalized this activity, to a certain level of 

scepticism over the return on investment. Nearly half of the agencies interviewed stated 

that partnerships and alliances cost more that they were worth. As one ED stated "now 

it's partnerships and i f that is what they [funders] want we'll give it to them" (IC 3, 

September 1999). Partnerships may not be as easily "decoupled" from the service 

delivery as they actually require tangible evidence of working with another agency. Some 

agencies employed means of maintaining agency autonomy while engaging in 

partnerships. 

Based on the statements from the senior managers, what is taken for granted and routine 

are the changing requirements of external funders. There appears to be an 

institutionalized acceptance of these shifting requests, while the actual activities 

associated with the requests are not interpreted as routine, unless initiated internally by 

the agency. This is less an issue of incremental institutionalization of the activity than it is 

an institutionalized relationship with others in the organizational field. 

Managing overt perceptions about the positive value of the activities (accountability, 

evaluation and partnerships), while maintaining more private interpretations of their 

value, may be explained through other theoretical constructs. The final chapter addresses 

alternate explanations of this study's findings, as well as lessons learned and possible 

directions for future studies. 
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C H A P T E R 7 - L E S S O N S L E A R N E D AND 
I M P L I C A T I O N S FOR F U T U R E R E S E A R C H 

This concluding chapter examines four issues: 

• How effectively Institutional Theory addresses the research questions. 

• Methodological limitations of the study and theoretical framework limitations. 

• Alternative theories that may explain the data results. 

• Implications for future research. 

Institutional Theory and the Research Questions 

The research questions were written to evoke senior managers' interpretations of the 

changes in their environments, their explanations of how their agencies responded and 

the perceived benefits or disadvantages in these changes. Institutional Theory is able to 

address the perceptions about the role of leaders internal and external to the agencies. The 

leadership role is so completely institutionalized within the environmental field that there 

is no question about the legitimacy of the role and the right to undertake certain actions 

within that role. While these actions (particularly in relation to government funding 

reductions) were perceived by some respondents to be unreasonable, the right of the 

government to take action in this area was perceived as legitimate. 

Institutional Theory also explains the creation of such structures as fund-development 

staff and Boards of Directors through the application of normative, regulatory and 

mimetic processes. Processes around positioning in the market place can also be 

interpreted as part of a larger process of institutional isomorphism. Compliance to 
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externally mandated changes can be understood as a response to coercive forces in the 

institutional field. For the agencies that identified themselves as professional, this status 

was achieved through the use of staffing qualifications, prestige of the board, use of 

business practices and increased community profile. A l l can be interpreted as means of 

gaining legitimacy. For the grassroots agencies, legitimacy meant having a strong 

connection to their membership and, thus, having a grassroots profile. Of the eleven 

smaller agencies interviewed, six expressed the immediate concern for sustainability, that 

is, the ability to survive in the short term. 

The internal structures of fund development, governance and accountability practices 

were deemed to be isomorphic processes that allowed the agencies not only to meet the 

functional demands of the external environment but also to lend credibility to the 

agencies as legitimate members of the institutional environment. 

Limitations, however, in the methodology may explain why the Institutional Theoretical 

framework was not more fully exploited in this study. 

Methodological and Theoretical Limitations 

Study of Organizations and Units of Analysis 

Pfeffer (1982) states there are two dimensions to consider when studying organizations: 

the perspective on action and the unit or level at which the analysis takes place. 
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He divides the perspectives on action into three broad categories: 

1. Action seen as purposive, boundedly or intendedly rational, and prospective or 

goal directed. 

2. Action seen as externally constrained or situationally determined. 

3. Action seen as being somewhat more random and dependent on an emergent, 

unfolding process. 

(Pfeffer, 1982:5) 

In the second and third perspectives, rationality is constructed ex post facto as a means of 

making sense of events that have already occurred (Pfeffer, 1982:5). The third 

perspective was adopted for this study. As Pfeffer notes, in this perspective the "manager 

is viewed as having a symbolic, legitimating, sense-making role, providing assurance of 

the controllability of events even in the absence of such control" (Pfeffer, 1982:11). 

The level of a study is critical in determining the value of the data being analyzed. 

Fundamental to the decision about level is one's position on "the nature of human 

interaction and social structure" (Pfeffer, 1982:18). This, Pfeffer states, is the 

individualist - structuralist controversy. Without becoming involved in the polemics of 

this debate, the individualist approach argues that macrostructures can be understood only 

through the people acting in these systems. The structuralists' position their case on the 

premise that organizations can be understood through the study of structural concepts and 

aggregated properties of populations (Pfeffer, 1982). This study opted for an individualist 

approach. The results of the study may have been skewed by focusing on a large number 

of agencies with only two interviewees from each agency. The attention to leadership 

may have to be explained in terms of the individuals interviewed, that is, the designated 
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leaders of their organizations. Their perceptions on the influence of the leader could 

reflect a taken-for-granted interpretation of the role and function of the leader as a change 

agent and direction setter. The nature of the questions, which started with a biographical 

resume of the interviewee, may also have set the tone for the respondent to focus on their 

own role within the context of the overall changes. A study that contained fewer agencies 

but a greater cross section of staff internal to the agencies may have yielded a different 

set of themes. 

The use of individual actor's perceptions to explain broader organizational and 

institutional actions is in itself a major limitation. Institutional Theory examines 

macrostructure and yet the meaning has to be derived from the interpretations and 

perceptions of individuals. These individual perceptions and interpretations may be more 

effectively understood through other theoretical frameworks. 

Alternative Theoretical Frameworks 

The individuals interviewed also had greater connections with members external to their 

agencies than did the non-management staff in the agencies. Interviews with other staff 

engaged with the various outside organizations at the boundaries may also have given a 

more comprehensive view of each agency within the organizational field. 

Organizational Networks and Boundary Spanning Roles 

According to Galaskiewicz (1979b), interorganizational relations are frequently formed 

to manage environmental uncertainty. Strategies that can be employed are prevention, 

mitigation, and prediction. Mergers, regulations, joint ventures and overlapping 
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memberships are examples of these strategies being implemented. A social relations 

model overlaps into this theory, as studies indicate that greater uncertainty will prompt 

relations among organizations with leaders of similar background. 

Uncertainty is also managed through boundary spanning roles, interlocking directorates 

and increased information processing. Interlocking directorates are interesting means of 

co-opting problematic elements in the environment. Some of these are evident: the 

appointment of corporate managers to not for profit organizations in order to gain 

funding from these organizations or from other corporations with whom the directors 

may have connections. The appointments become both functional and symbolic 

legitimating acts. The leaders identified as social connectors and board members (who 

enhance profile and provide externally legitimate expertise such as legal or accounting) 

are examples of boundary spanning roles and the functions cited above. 

Aligning with prestigious and influential organizations by having them represented in 

one's own organization, or having representation on theirs, is seen as increasing the 

credibility of the organization (Meyer and Rowan 1977). As noted in Chapter 5, several 

interviewees said they had gained higher profile board members or were intent on doing 

so. The very existence of boards is symbolic and could be defined by Meyer and Rowan's 

(1977) analysis of organizations as 'formal structures of myth and ceremony.' 

Galaskiewicz and Wasserman (1989), in studying social networks and "mimetic 
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processes", argued that corporations will donate to NFPs based on a number of factors: 

• the regard with which the NFP is held by the "local philanthropic elite"; 

• the connections their own directors have with the NFP; 

• the connections directors of other reputable firms have with the NFP; 

• its knowledge of the NFP's Board of Directors; and 

• the NFP's past history of corporate donations. 

Thus, corporations will imitate the behaviour of other well-established and credible 

organizations or directors and will rely on its social network to determine its 

philanthropic activity. Galaskiewicz and Burt (1991) extended this social network 

concept into an examination of contagion models. They found overwhelming support for 

the structural contagion model, whereby funding officers in different organizations were 

likely to support similar NFPs based not on direct communication among themselves but 

on their assessment of how the NFP executive are performing in relation to individuals in 

similar positions in other corporations. Thus, officers will likely donate to agencies they 

believe other officers would support. The informal influence and power leads to another 

possible framework. 

Power and Politics 

Perrow's (1986) definition of power is "the ability of persons or groups to extract for 

themselves valued outputs from a system in which other persons or groups either seek the 

same outputs for themselves or would prefer to expend their effort toward other outputs" 

(Perrow, 1986:259). Yet power can be exercised beyond legitimate lines of authority, and 

the ability to get things done may be wielded by a number of different forces and factors 
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internal and external to the organization. Scott (1992) cites power as being relational, 

situational or potentially reciprocal, thus more firmly locating it in the world of social 

relations and interdependence (Scott, 1992:302). 

March and Olson (1983) have used different metaphors to describe how politics and 

power are employed to effect changes. Whether comparing the process to a garbage can 

or a multi-goal soccer field, they suggest that people enter into and leave arenas, bringing 

with them ideas and transforming ones they find in the arena. Thus, strategies, objectives 

and desired outcomes change over time and the linear, deterministic goals of an 

organization are transmuted as the result of interactions, exertions of individual and 

collective actions, and external forces such as regulations and action groups. These 

factors, in turn, have an influence on each other that creates a form of interdependence. 

As goals and strategies are shared throughout the organization, they take on different 

meanings within different groups. How different constituents in the organization choose 

to interpret the symbols is as much a political issue as it is a rational management of the 

organization. 

Symbolic/Cultural School 

Internal Stories and Symbolic Management 

Symbolism and the management of meaning, according to Morgan (1986), are the main 
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elements that a democratic leader uses to help "define the reality of others. 

... In managing the meanings assigned to a situation, the leader in effect wields a 

form of symbolic power that exerts a decisive influence on how people perceive 

their realities and hence the way they act. 

(Morgan, 1986:158-176) 

For many of the interviewees, the stories of the agencies' histories, past leaders and 

recent successes in meeting crises reflected the symbolic power they and others 

"wielded" in the agencies. The realities evolved out of these socially constructed and 

reconstructed events. 

Political and cultural perspectives are closely linked as Perrow notes when he states "that 

a cultural approach is necessary (to organizations), but it must be informed by an 

awareness of political and organizational power" (Perrow: 265). 

March and Olson (1983) capture the more fluid sense of power when they state that 

governance is an interpretation of life and an affirmation of legitimate values and 

institutions. In a society that emphasizes rationality, self-interest, and efficacy, 

politics ... provides symbolic and ritual confirmation of the possibility of 

meaningful individual and collective action. The argument is not that symbols are 

important to politics ... rather ... that politics is important to symbols, that a 

primary contribution of politics to life is in the development of meaning. 

(Marchand Olson, 1983) 
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The groups and forces that alternately work with and against each other ultimately 

influence all involved in the creation and recreation of mutually defined situations and 

the meanings attached to them. The tight connection between political and symbolic 

action means one cannot be addressed without examining the other. 

Smircich and Calas (1983) suggest that there are three models or paradigms that can be 

used in examining organizational cultures. The functionalist paradigm reflects its 

deterministic roots as it looks at culture and, with it, symbolism "as a management tool." 

Symbols are external, objective constructs that can be manipulated by management (or 

other power groups) to achieve desired ends. This form of analysis wishes to produce 

"something useful" to "aid in prediction, control and manageability across situations" 

(Smircich and Calas, 1983: 233). The interpretative paradigm is grounded in a more 

voluntary perspective and is also interested in producing useful knowledge, but in a less 

prescriptive manner. The utility lies in understanding the interpretations of "what is 

'going on' in a situation" while recognizing the limitations each person brings as the 

result of his or her own biases. The emancipatory paradigm, like the other two, wishes to 

make a useful contribution. In this case, it is to "increase the level of human autonomy 

and responsibility in the world through a critical approach" (Smircich and Calas, 

1983:233-235). Thus, symbolism can be viewed as having instrumental and expressive 

elements, as well as conscious or overt manifestations and subconscious or covert 

meanings. 



If one of the critical roles of management and others charged with legitimate authority is 

to provide rational meaning and definitions of situations to those being managed. Only 

then are they in fact engaged in the political actions described in the earlier section on 

power and, consequently, the symbolic aspects of this political activity. 

Language is the medium through which meaning is perceived and understood; it is 

overtly objective and identifiable, yet ambiguous and open to multiple interpretations. It 

can create unity or define differences and, when combined with non-verbal behaviour, 

become a powerful means to communicate control or lack of it. The terms used to label 

processes and roles, in themselves, have symbolic value and are examined in the 

interpretation of the various board selection and appointment processes. 

Resource Dependence 

In explaining the resource dependence perspective, Pfeffer (1987) emphasizes that the 

organization is the unit of analysis and reflects more than mere individual intent. 

Interdependencies and dependencies continually take on new forms as institutions act in a 

network to control external uncertainties. As a result of these evolving dependencies, 

interorganizational and intraorganizational power emerges, which in turn affects 

organizational behaviour. According to Pfeffer, "resource dependence is distinguished 

from the intraclass or social class model of intercorporate relations by the emphasis on 

actions serving the interests of and being organized by organizations rather than families, 

individuals, or social class"(Pfeffer, 1987:27). 



Provan, Beyer and Kruytbosch (1980) use power as the dependant variable in their study 

of the relationship between the community linkages of organizations and the power they 

have in obtaining United Way funding. While they demonstrated the reciprocity that 

existed between the United Way and the various potentially powerful agencies from a 

resource dependence perspective, they did not prove a high correlation between actually 

accessing resources (higher levels of funding) and the degree of potential power. They 

posited several explanations for this variance, three of the most notable being that 

agencies did not necessarily enact their power, the agencies subscribed to the United Way 

ideology of an equitable sharing of the funds and the agencies did not require additional 

funds or the measures of power were deficient in some ways. 

Each of these alternate frameworks, as well as alternate methodological structures, can 

lead to areas of future study. 

Future Study 

The incipient nature of the institutionalization of some of the processes discussed in this 

study merits more attention. A more detailed examination of how evaluations and 

accountability processes are becoming increasingly institutionalized would provide a 

clearer understanding of the underlying processes of institutionalization. The other 

elements of institutionalization, reinstitutionalization and deinstitutionalization, are also 

worth closer study. By focusing on one particular element, such as accountability or 

generating philanthropic donations, a research study could trace, over a period of time, 

the evolutions of the structures and processes attendant to these areas of organizational 
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life. Deinstitutionalization and reinstitutionalization may be more clearly defined in such 

a study. 

A dramaturgical model could be employed to review the apparent "front stage" and "back 

stage" behaviour related to the compliance with externally mandated changes. Of 

particular interest would be the collaboration among agencies as they jointly meet the 

external demands for partnerships. 

And finally, an analysis of the influence of the corporate sector on the NFP sector could 

be assessed through the terminology employed in the NFP sector, as well as the adoption 

and adaptation of some the cultural symbols and structures of the corporate sector. 
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A P P E N D I X I - I N T E R V I E W G U I D E 

Biographical Information 

1. Can you tell me how long you have worked in your current position in this 

organization? 

2. What did you do prior to this particular position? 

3. Have you ever worked in the private sector, other NFPs, public sector and in 

what capacity? 

4. Can you tell me what you think has best prepared you for this position and 

what, i f anything, you wish you had had when coming to this particular job? 

General Information on the NFP 

1. How many staff and how many clients served? 

2. What are the different sources of funding and what represents the largest 

source of funding? 

2. How is the Board selected? 

Perceived Changes 

1. Tell me in the time you have been in this position have you noticed changes 

in how the organization operates? 

2. What do you think are the sources of these changes? 

3. If there are perceived changes how would you characterize them? 
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4. (If the interviewee does not address the issues related to more business like 

approaches - a frequently used term in local NFP councils - more direct 

questions may be posed related to this area such as corporate sponsors often 

request indication of strategic planning or business plans before considering 

requests for donations - has this had an impact on the delivery of your 

services?) 

Responses to Perceived Changes 

1. What impact do you think the perceived changes have had on the 

organization?, on the way you work, on the way staff works, on the services 

delivered, on how funding is acquired?, on how work and the organization 

are structured? 

2. Do you perceive any changes in your relations with other organizations in 

the community, with your membership? with your funders? With 

government agencies? 

Perceived Benefits or Detractors 

1. Do you perceive any benefits emerging as the result of any of the changes 

you have remarked upon? Elaborate with examples. 

2. Do you perceive any potential issues or concerns as the result of these 

changes? Elaborate with examples. 

Are there any other comments or issues you think should be addressed that were not part 

of this interview? What and why? 
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A P P E N D I X II - R E Q U E S T L E T T E R 

Letter to Prospective Participant 

I am a graduate student in the Faculty of Management at the University of Calgary and 
currently working on my thesis as partial requirement for the completion of my MBA, I 
currently work as a senior manager in the public sector and have over ten years of Board 
level volunteer service in the public and not for profit sectors. The experiences in these 
sectors has generated my interest in the changing dynamics in the not for profit world. 

As the Broadbent Report, Building Strength: Improving Oovmnnm and Accountability 
in Canada's Volnnt'yv Sector ( 1 9 9 9 ) states "voluntary organizations arc facing rapidly 
changing environments and a fundamental restructuring of how they work." I am 
interested in gaining a greater understanding of how selected representatives of the not 
for profit sector are interpreting and responding to these changes. The results of this study 
may reveal some successful practices as well as potential barriers to effective responses 
to changing demands on the not for profit sector. 

I am approaching approximately thirty not for profit organizations in Calgary and 
requesting time to interview the Executive Director as well as one other senior manager 
on an individual basis. All interviews will remain anonymous. Results of the study will 
be shared with participants at the completion of the study. 

If you have any questions you may contact me at... 

Lynda Cherry 

Signature of interviewee 

Researcher signature 

A copy of this letter is given to you for your records 
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A P P E N D I X III - D A T A A N A L Y S I S F L O W C H A R T 

NON-NUMERICAL UNSTRUCTURED DATA 
R E S E A R C H QUESTIONS ^ 

- P W O R T O E O f t Y S 
EMERGING IDEAS 
CATEGORIES O F 

PEOPLE, SITES 
^HYPOTHESES FOR TESTING. 

IMPORT CODING OP 

D O C U M E N T S OR CASES 

M O N t STATISTICAL OR 
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INTERVIEWS. DOCUMENTS, 
DIARIES, PHOTOS. MAPS, 

VIDEOS, STORIES. T A B L E S , 

STATISTICS, 
OPEN-ENDED RESPONSES.. 

INDEXING 
INDEX SYSTEM 

- index system of categories culled nodes. 

- Bolli Tree-structured íinel free nodes 
-Nodes have titles, definitions or memos. 

references to text units in does put in 
by coding. 

- Can lie investignted in many ways, 
structure rearranged contents 
changed at anv lime. 

Ï 
DOCUMENTS 

• Can Iv online or offline. 
Header: info about file. 
Online docs can be divided into 
sections with sub-headers. 

• Numbered text units (user defined 
chunks). Can be coded at any nodes 
User can utilize document 
annotations and memos 
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