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Abstract
This qualitative research study examines how 10 nonprofit agencies in Edmonton,
Alberta, Canada have been impacted by the retrenchment climate. Two key variables are
examined: financial stability and advocacy indicators. These variables are measured in a
five year span (1990-1995) when neo-conservative policies were paramount. A general
downward trend was evident regarding financial stability. Advocacy activities continued
to be utilized by executive directors of nonprofits despite an increasingly hostile external
environment. A slight positive correlation between financial stability and advocacy
indicators was found.
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CHAPTER 1
Introduction and Description of Research
Alberta' s non profit agencies are operating in a retrenchment climate. Both
federal and provincial governments are reducing their budgets for social programs.
Nonprofit agencies are receiving less funding from governments while demands for their
services increase. They are caught in a squeeze.
Despite the massive reductions in funding for social programs little has been done
to understand how nonprofits are impacted. "We still have no substantial, empirically
based study of how voluntary agencies might be changing or the extent to which they can
meet current and future demands of welfare services" (Billis & Harris, 1992, p. 212).
The consequences of social policy changes are felt throughout society. Decisions made
by governments impact other sectors. My research focuses on the nonprofit sector. How
are nonprofit agencies impacted by retrenchment policies? It is this question that my
research seeks to answer.
The impacts of retrenchment policies to nonprofits are diverse. Therefore, in
order to make this research manageable, I have chosen to focus my analysis on two main
impacts or variables: financial stability and advocacy activities. A detailed
conceptualization follows in Chapter 2.
Besides understanding how nonprofits have been impacted, the connection
between financial stability and advocacy activities will also be examined. Do nonprofits
with a high-level of financial stability also engage in a high-level of advocacy activities?
Are these variables positively or negatively correlated? Although previous research
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highly recommends agencies participate in advocacy efforts (Bielefeld, 1992; Gronbjerg,
1991; Haynes & Mickelson, 1992; McMurtry, Netting & Kettner, 1991; Ostrander,
1989; Selle & Oymyr, 1992; Smith, 1986), little research has been done to determine if
nonprofits benefit in a financial manner. This study will bring these two variables
together to assess their impact on one another.
Rationale for the Study
Nonprofit agencies are increasingly taking on the role of primary service provider
to disadvantaged Albertans. The provincial government is contracting out or downloading programs to the nonprofit sector. Also, cuts to welfare programs and decreasing
federal funding for social programs creates a situation where disadvantaged groups are
living in increasingly desperate situations. Overall these changes are restructuring the
social safety net and decreasing minimum living standards.
There are three main reasons I have chosen to study nonprofits in a retrenchment
climate: personal interest, timeliness and population served. Each will be explained.
From a personal perspective, I have worked in the nonprofit sector for most of my social
work career. I have first-hand knowledge of its operation and have a keen interest in it.
Even before the retrenchment policies of Premier Klein's government were
implemented, nonprofits were poorly funded and were often operating with undereducated and under-paid staff. Presently, because of the cuts to programs such as social
assistance, nonprofits are experiencing increased demand on their already sparse
resources. "Liberal MLA Bettie Hewes said there is a limit to what charities can do.
' The charities are hard pressed to keep up with what's going on now,' she said. ' There's
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a tremendous amount of competition out there for the same dollars' " (Henderson, 1993,
p. Al).
Researchers have found that nonprofits are under increased stress and this stress
is taking its toll. "Without an infusion of new dollars, some nonprofit human service
agencies may be forced to eliminate services and programs, even in the face of increased
demand. Others may choose to go out of business entirely" (McMurtry, Netting &
Kettner, 1991, p. 250). Regardless of nonprofits' specific responses to this retrenchment
climate, I hope this research will give them a greater understanding of their situation and
how they can respond in the best interests of their clients.
The second reason for undertaking this research is timeliness. Nonprofits are
currently operating in a retrenchment climate that has governed social policy making for
over a decade. However, after Klein' s election on June 15, 1993 as Premier of Alberta,
cuts to social programs deepened and increased. Under his direction, drastic reductions
in funding to govermnent programs were made. In his first budget he declared that
"$900 million will be slashed from the provincial deficit" (Johnson, 1994, p. Al). The
capital to reduce the deficit will come solely from reductions in government
expenditures. Increases in taxes are out of the question according to the government.
"Tax increases will harm the economy, Klein and Dinning [the Treasurer of Alberta]
argue. Even if the budget could be balanced with a combination of tax increases and
spending restraint, they say, it would be wrong to do so" (Alberta launched, 1994, p.
A14). Cuts in government funding are forcing nonprofits to fundamentally re-evaluate
their role in society. Studying nonprofit agencies now will help us understand the
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situation that is occurring.
The cornerstone on which much of Klein's retrenchment policies are based, 1s
the devolving of social programs to the community. The theory is that the community is
a better administrator of programs to disadvantaged groups than the government.
However, the change process is happening so rapidly problems are arising.
"The rhetoric here is about downsizing government and putting more
resources into the community," by, for example, closing hospital beds and
moving people out of institutional care [Martin] Garber-Conrad [executive
director of the Edmonton City Centre Church Corporation] says. But "the
cuts and the de-institutional process happen a lot faster than strengthening
the community." As a result, "We' re seeing people with much more
difficult problems." ... Charities and voluntary agencies across Alberta are
swamped with demands that they' re hard-pressed to meet. " (McClintock,
1996, p. 12).

In order to prepare for the future, nonprofits need an understanding of what has
already happened. Studying the situation now, as it is unfolding, will provide information
to nonprofits that will help them better serve their clients later. Serving their clients
better may mean engaging with other nonprofits in collaborative efforts, narrowing the
services they deliver or even merging with another agency.
The third reason for my research is concern for the clients of social workers.
Often, these clients are also clients of nonprofits. They are the disadvantaged Albertans
that are suffering from social policy changes. John Lackey, the former manager of the
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City of Edmonton' s Department of Community and Family Services made a plea on
behalf of these people. In a report prepared for Edmonton City Council, several case
studies provided evidence of "wretched conditions" for those on welfare. Lackey
proclaims, " The cuts are not in line with 1994 living cost realities .... They are an
injustice to those who have no choice but to rely on public assistance" (" Council
should," 1994, p. AlO). These Albertans are shouldering the bulk of Alberta' s fiscal
burden. Even a mainstream newspaper condemns the government for its attack on the
poor. An editorial in the Edmonton Journal slams the government for its negligence.
Families on welfare stand alone as the Klein government cuts social
assistance benefits beyond reason. No single group of Albertans has taken
a larger wallop from Klein' s budget cuts. No single group of Albertans
has seen so few friends come to its defence. Adults on welfare are
scapegoats. Children on welfare are expendable ("Council should,"
p. AlO).
Through this study of nonprofits, I hope to strengthen nonprofits in order that they may
better serve their client population.
Besides the three reasons I have already identified for studying nonprofits, there
are two underlying theories that impact the nature of my research. These two theories are
open systems theory of organizations and the strengths perspective theory. How these
theories impact my research will be elaborated on.
Open systems theory and more specifically resource dependency theory, guide the
focus of my study to one of seeing nonprofits in their macro-context. This macro-context
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is one where nonprofits are both impacted by and impact the external environment.
Nonprofits do not operate in a vacuum. Nonprofits must be attuned to the political and
social climate in which they operate to be successful. Open systems theory emphasizes
the permeability of organizational boundaries. Nonprofits both effect, as in funding
cutbacks, and impact, as in the advocacy process, their environment.
The interdependence of the organization on its environment receives primary
attention in the open systems perspective. The open systems perspective stresses
the reciprocal ties that bind and relate the organization with those elements that
surround and penetrate it. The environment is perceived to be the ultimate source
of material, energy and information, all of which are vital to the continuation of
the system (Scott, 1992, p. 93).
One researcher, David Altheide, encourages research of nonprofits based on open
systems theory specifically because of cutbacks. "Recent reductions in federal support
for nonprofit service organizations (NPOs) provide researchers with an opportunity to
examine the nexus between organizations and their environments" (1988, p. 340). Like
Altheide my research will work from the assumption that nonprofits and government
effect one another.
My choice of variables fits well within this theoretical frame . The first variable is
financial stability. Nonprofits are largely dependent on the macro-environment for
funding. Their funding depends on the community' s willingness to support their work
through, for example, charitable donations and government grants. Therefore it is the
interaction between nonprofits and the macro-environment that decides whether
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nonprofits will have the resources to continue to serve their clients.
Resource dependence theories (for example, Thompson, 1967; Galbraith, 1977;
Bielefeld, 1922) focus on political and social relationships between nonprofits
and the entities that support them. These theorists argue that the way a nonprofit
delivers services is influenced by its external funders (Pfeffer and Salancik, 1978)
(cited in Chang & Tuckman, 1994, p. 275).
The second variable, advocacy activities, also examines nonprofits from a macrocontext In contrast to depending on the external environment to provide resources,
nonprofits have the potential to impact the external environment through advocacy
efforts. Not only does this second variable fit into the framework of open systems theory
but also incorporates the strengths perspective.
Too often social workers are criticized for focusing on client problems instead of
client strengths. In the strengths perspective client strengths are given primary focus.
"The strengths perspective posits that the strengths and resources of people and their
environments, rather than their problems and pathologies, should be the central focus of
the helping process in social work" (Saleebye, 1992) (cited in Chapin, 1995, p. 507).
Therefore, through my work with the concept of advocacy, one potential strength of my
clients, nonprofit agencies, is given focus.
Methodology
Research Design
My study incorporates both quantitative and qualitative research designs. The
nature of the variables selected to determine the impacts of retrenchment on nonprofits
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were carefully considered when choosing the research design. The first variable,
financial stability, can be analyzed by quantification since numerical data is available.
The second variable, advocacy activities, is less quantifiable and therefore qualitative
research methods are employed to obtain results.
Financial stability employs a pre-test post-test one group research design. It may
be expressed in equation form as O 1 X 0 2 . The first measurement (0 1) is taken from
nonprofits 1990 annual financial statements and the second measure (0 2) is from 1995
statements. The independent variable (X) is the time interval between these two
measures. During this time period, nonprofits were exposed to retrenchment policies.
Advocacy activities are more appropriately measured using a qualitative research
design (XO). Interviewing executive directors helps us understand advocacy in
nonprofits. This is appropriate according to Grinnell. "Qualitative methods ... are
employed most often to describe social reality from the point of view of participants
within the system studied .... Actors in the social situation can tell us most about what
they are doing and why" (1993, p. 188).
Data Collection
The nonprofits studied were selected by three eligibility criteria: annual operating
budget of $200,000 or more; location in the Edmonton area; and registration with the
United Way of Edmonton. These criteria were picked for these reasons. Previous
research has shown that nonprofits with operating budgets smaller than $200,000
annually showed little or no ability to implement any significant advocacy activities
(Bielefeld, 1992). Therefore, I have limited my sample to agencies with budgets that will
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allow for such activities. The latter two criteria, location of nonprofits in the Edmonton
area and registration with the United Way of Edmonton, were selected in order to make
the study feasible .
The United Way provided me with a sampling frame of nonprofits that met the
eligibility criteria. The total population size was 31. Of that 31 , 10 nonprofits were
selected by simple random sampling procedures. (i.e. I drew 10 names out of a hat). This
sampling procedure ensures that threats to external validity are minimized.
Since the sample was randomly selected, the sample is representative of the
larger population of nonprofits fitting the eligibility criteria. I may thus generalize the
findings of this study to that population. A limitation of this study is the small sample
size and qualitative data. They do not lend themselves to rigorous statistical tests.
However, I felt that because of the limited knowledge-base currently existing regarding
advocacy activities, qualitative research was the most appropriate research method.
Two methods of data collection were undertaken: secondary analysis of annual
financial statements and interviewing. These collection methods were chosen for the
theoretical reasons already cited and also because of the ease and accessibility of
financial data and the high response rate and depth of information available from the
interview process. These characteristics of the data collection increase both reliability
and feasibility of my study.
The financial stability of nonprofits was measured using a model developed by
two economists: Tuckman and Chang (1994). This model can easily be applied to
nonprofits in Edmonton because the model uses data from annual financial statements
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that use standard accounting procedures. Comparisons amongst nonprofits are possible.
Also, data has been collected twice; 1990 and 1995. This allows for a comparison of
each nonprofits' financial stability over a period of time.
Advocacy is measured by means of an interview schedule (see Appendix A).
This schedule was created by myself. It includes several open-ended questions. The
executive directors of nonprofit agencies were selected to be the key informants for the
face-to-face interviews. Several previous researchers have also made this choice for
various reasons (McMurtry, Netting & Kettner 1991; Netting, 1982; Pawlak & Flynn,
1993). The interview took, on average, one hour to complete. Each interview was tape
recorded and then transcribed in order to analyse it more thoroughly.
Data Analysis
As mentioned earlier, the small sample size and qualitative methods limit the use
of statistical analysis for my research. Thus I have chosen grounded theory to
systematically analyse my data. Glaser and Stauss (1967) are credited with identifying
this qualitative method of data analysis.
The researcher develops hypotheses by scrutinizing the data of each sample unit.
He confirms that a hypothesis he may develop from the first unit also holds true for the
tenth unit before he can determine the strength of his hypothesis. If 7 out of 10 of the
sample units confinn his original hypothesis, his hypothesis has some legitimacy and
hence may be useful for future researchers.
Ethical Considerations
Although this research is valuable, it must not be undertaken without a thorough
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understanding and compliance with ethical research standards. To demonstrate my
understanding and compliance, I wrote a brief abstract of my research and its ethical
considerations for the University of Calgary Ethics Committee. The Committee granted
approval to carry out my research.
To further explain the specific ways my research has complied with ethical
standards, I will use the Canadian Association of Social Workers Code of Ethics (1983)
as a guide. Sections of the Code, pertaining to ethics in research, are cited.
All participants in the study received a cover letter (see Appendix B) and the
standardized University of Calgary Consent Form (see Appendix C). These documents
describe the nature of my research and the specific assistance requested of each
participant. Participation in the study was completely voluntary. By means of the cover
letter and a follow-up phone call, participants were informed of the time commitment
required; approximately one hour for the interview. The benefit to them of participating
in the research was explained; each participant receives a summary of the results. The
above procedures comply with sections 9 .13 and 9 .14 of the Code.
Data collection procedures were carefully scrutinized to ensure confidentiality;
section 6.7.12. Reports, audio tapes and computer software were kept in a secure
location. When this research project is complete all such records will be destroyed.
Any written reports deriving from this research disguise the identity of the
participants. Nonprofit agencies are referred to as Nonprofit #1 through #10. This
ensures that readers cannot identify which agencies disclosed information.
All these precautions are undertaken to ensure that ethical research standards are
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upheld. In addition, as a Registered Social Worker in this province I am professionally
liable for any negligence. Consequences of negligence may be cancellation of my
registration or other disciplinary action taken by the Alberta Association of Social
Workers. I take ethical considerations seriously and have endeavoured to respect all of
the ethical research guidelines identified by the Code and the University of Calgary.
Utilization of Results
The primary purpose of my research is the fulfilment of the thesis component of
my Master of Social Work Degree. However, it is important that it not end there. The
completion of my research will hopefully be a starting point for further work in this area.
To that end, I plan to distribute, publish and present my thesis in whole and in part.
All nonprofits involved in my study, the pilot sample, those requesting copies,
and those I feel may benefit from the research findings will receive a summary of my
research. Specific individuals will receive a summary of my research for diverse
reasons. Nonprofit executive directors involved in the study will receive this information
in order to support their practise of social work. Professor Chang, of Memphis
University, created the financial stability model along with Tuckman. His work ended
where mine began and the linking of the two studies is important. Therefore I will
forward him a summary. Finally, the Premier of Alberta and the ministers responsible
for the portfolios of Social Services and Health will receive summaries of the results. It
is hoped that my research will help them make informed decisions.
To reach a wider audience, publication of the research in periodicals or
magazines is important. Both the Alberta Association of Social Workers' Advocate and
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the Edmonton Social Planning Council' s First Reading, are potential publishers.
Publishing will make my research more accessible to those interested in the study of
nonprofits. Another way to reach a wider audience is to present my research at
conferences. One forum is the annual Alberta Association of Social Workers'
Conference. Vital personal connections may be developed through conferences that may
enhance nonprofit research.
Finally, as noted above, I hope other researchers will use my study as a starting
point for their own research. In addition, I may undertake to further study the myriad of
questions my research has uncovered. Regardless of who does the research, I trust that
this study has added to the knowledge base of social work.
Organization of the Thesis
The study of nonprofits is an immense field. Therefore it is necessary to focus
this study, otherwise, it would prove unfeasible. Chapter 2 reviews the literature and
expands on the concepts presented in this chapter. Literature specifically pertaining to
financial and advocacy indicators of nonprofits will be reviewed. Also, Social Work's
long history with advocacy will be recalled as will its significance to the profession.
Chapter 3 focuses on the policy responses to the fiscal crisis. Policy responses
along with examples will be presented. This crisis is both an international and domestic
phenomenon. The chapter concludes with an explanation of the Alberta crisis.
Chapter 4 presents the data collected both quantitatively and qualitatively along
with the analysis of it. Chapter 5 summarizes the key points of this research and suggests
future directions for research in the nonprofit sector.
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Chapter 2
Historical Overview of N onprofit Agencies in Canada and Literature Review
N onprofit agencies in Canada have a history older than the country itself. As far
back as the 1830's private charity organizations founded on religious or ethnic principles
served needy individuals.
These agencies addressed gaps in the insufficient public system in place at the
time.
For many conditions were very hard, particularly in the winter months when work
was scarce and living costs were high. Public relief, where it existed, was likely
to be meagre at best and often administered in a harsh and degrading manner. To
save the 'worthy poor' from the humiliation of accepting public relief, to
supplement inadequate public provision, or to provide help where municipalities
were unwilling to do so, charitably disposed citizens would band together to
provide the poor with the bare necessities (Guest, 1991, p. 14).
Later in the 19th century, a reporter for the Toronto Globe,
Joseph J. Kelso, wrote a series of articles regarding "the plight of neglected, abused and
delinquent children"(p. 31). These articles were the catalyst for voluntary children's aid
societies. These societies lobbied for legislation to ensure children's rights. fu 1888 the
Act for the Protection and Reformation of Neglected Children was passed by the Ontario
legislature. These early nonprofits served children by providing services to them and
advocating for them in the macro-environment. "V olunteerism and collectivism were
combined to provide what Kelso and his friends hoped would be an effective as well as
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an economical service" (p. 31 ).
Today, nonprofit agencies proliferate across Canada. A recent study by the
Canadian Centre for Philanthropy estimates that 86 billion dollars, or 13 percent of
Canada's Gross Domestic Product, passed through nonprofits in 1993. N onprofit
agencies employ 1. 3 2 million people which is nine percent of the total Canadian labour
force. Employees made 40 billion dollars in salaries and benefits (Sharpe, 1994, p. iii).
These figures verify that the nonprofit sector in Canada is an immense and vital part of
our society.
From the beginning, children's aid societies and other nonprofit agencies worked
with the government to serve the needs of Canadians. Nonprofits were seen as a healthy
addition to government programs by some. They encouraged innovative answers to
social problems and an avenue for Canadians to be involved in solutions. "Growth in the
number of voluntary organizations working with the poor provided the opportunity for
citizen participation in a critical aspect of social policy affairs" (Guest, 1991, p. 15).
Others saw the advent of nonprofit agencies in a less positive light. They say that
nonprofits caused a "fragmentation in effort [that] not only impeded a more
comprehensive and non-partisan approach to poor relief, but it also helped to conceal the
magnitude of problems" (p. 14). Either way, nonprofits were seen as supplemental to the
more comprehensive programs offered by government.
Many terms have been used to describe the working relationship between
nonpro:fits and government. Partnership, interdependence, intermingling, and
commingling are examples of a few of these terms (Altheide, 1987; Netting, 1982;
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Ostrander, 1989, Salamon, 1989). This relationship is increasingly based on governments
contracting out services and nonprofits providing services. Therefore governments are
dependent on nonprofits for service delivery and nonprofits are dependent on government
for funding. In Canada 5 8 percent of all nonprofit revenue comes from government
sources (Sharpe, 1994, p. iii).
In our current era, where individual responsibility is superseding collective
responsibility, nonprofits have been a convenient way for government to minimize its
role in social program delivery and funding.
To reconcile their constituents' simultaneous beliefs in less and more government
involvement, legislators have increasingly used contracting because they find "the
public more readily accepts government funding and standard setting if
nongovernmental organizations deliver the public goods and services" (Kramer,
1981. p. 73) (cited in Berstein, 1991, p. 429).
Gronbjerg, a prominent researcher of nonprofits, warns us of the consequences of
the change in government involvement.
For government agencies, reliance on nonprofit service providers reduces their
own visible role, because services occur in locations and under auspices that are
not public. This obscures public responsibility for failures by providing
government agencies with some other organization

to blame. It reduces program

start-up cost by accessing existing extra- governmental infrastructure, increases
flexibility by making it easier to reallocate resources, and maximizes control over
resources while minimizing responsibilities for direct administrative supervision
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(Rehfuss, 1989) (cited in Gronbjerg, 1993, p. 317).
Regardless of the consequences, nonprofits are delivering more services and are
closely linked to government. Two specific aspects of this linkage are the focus of this
research: financial stability and advocacy activities. In this chapter the literature of each
aspect will be reviewed and key variables of the research question will be conceptualized
and operationalized.
Financial Literature Review
Without financial resources nonprofits simply cannot deliver services to their
clients. I have chosen financial stability as a key variable in my study because of its
importance to nonprofits and its focus on the interaction between nonprofits and their
external environment. This follows from open systems theory. Gronbjerg corroborates.
:tvly findings confinn the overwhelming need to use an open systems approach in
the study of organizations. Certainly it is not possible to understand the
behaviour of nonprofits, including their internal structures and processes of
decision making without paying careful attention to the complex organizational
environments in which they operate and with which they interact on multiple
levels (1993, p. 309).
The history of nonprofits and their finances is complex. N onprofits have long
been criticized for managing their finances poorly. Some of the criticism is valid.
Most administrative staff in not-for-profit organizations ... receive little or no
formal training in financial matters. The occasional brief training workshop may
increase rather than lessen their sense of frustration. In the good old days of the
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1960s on-the-job learning by trial and error was perhaps possible; honest mistakes
and innocent confusion were better tolerated. Now, however, administrators '
responsibilities have become more complex, and organizations can ill afford the
risks of on-the-job learning (Vinter & Kish, 1984, p. 2).
Some of the criticism is invalid too. These critics do not take into account the
complex environment in which nonprofits operate.
Human service organizations are bound, more than their counterparts in business
and industry, by environmental constraints determined by morals, ethics and
values. Demands for productivity, effectiveness and efficiency in human service
organizations may conflict with demands for humane treatment, attention to
clients' problems and demands (Schmid, 1993, p. 101).
Despite the different environmental contexts in which nonprofits and business
operate, nonprofits and business are often compared using only the business world's
vt.ew.
There is a widespread view that nonprofit organizations are generally less well
managed than businesses. As Walker (1983) has demonstrated this view rests on
the implicit assumption that a "managed systems" model of organizational
effectiveness is always the most appropriate. The managed systems model
emphasizes one value, conceives action in strictly instrumentally rational terms,
and considers hierarchy as the chief basis for coordination and control (cited in
Herman, 1985, p.4).
Nonprofits do not have the luxury of operating under the simplicity of the managed
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systems model. Their world is much more intricate. N onprofits exist in a significantly
different world than the business world.
Financial management is only one indicator of organizational effectiveness.
Researchers identify that nonprofits operate in a challenging environment.
Organizational effectiveness has long been acknowledged to be an elusive
concept. In the not-for-profit sector, it is clearly recognized to be even more
problematic. Competing goals of multiple stakeholders (Kanter & Summers,
1987), complex contingencies that may influence performance (Miller & Weiss,
1987), and multiple indicators such as survival, constituent satisfaction,
reputation, financial viability, and outcome (Herman, 1990) are all considered in
assessing effectiveness in the voluntary sector (cited in Bradshaw, Murray &
Wolpin, 1992, p. 228).
Gronbjerg explains this environment further.
Nonprofit managers [are required] to master a greater range of resource skills
than administrators of other types of organizations: they must understand the
specific contingencies these diverse funding sources present in order to assess
funding opportunities; they must translate funder priorities into service or
program activities that promote agency missions; and they must coordinate
funding relationships with other agency resources such as staff expertise,
information networks, board capacity and agency structure. In general, the
effectiveness of specific resource strategies and management choices should vary
by the type of funding on which the organizations rely and by the service domain
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in which the organizations operate (Kimberly, 1975; Rowan, 1982; Ylvisakes,
1987; Hall, 1987) (cited in Gronbjerg, 1991, p. 161).
N onprofits are responding to the challenges of financial management. Recent
research indicates that this is so. Haas and Giambruno surveyed forty-one nonprofits to
assess their fiscal and budgetting practises. In this exploratory study, they found
nonprofits managing their complex world of finances well.
The nonprofit human service organizations surveyed made widespread use of
many sophisticated management tools and methods surrounding the budget
processes .... Collectively, the findings provide a very limited but encouraging
picture of the management and budget capacities of nonprofit human service
organizations (1994, p. 328).
Several research studies have focused on revenue sources of nonprofits, one
indicator of financial stability used in my research. There is conflicting findings
regarding the best dispersion of revenue, however. The majority of researchers indicate
that revenues derived from multiple sources rather than concentrated in one source
provides a more stable financial base for nonprofits.
Gronbjerg (1993) conducted an extensive case study of 13 nonprofits in Chicago,
United States. Through data collection procedures of secondary analysis of documents,
interviews with staff and board members and direct observation, she found that
concentrated revenues had certain consequences for nonprofits.
An organization that depends heavily on an exchange relationship with one

particular funding source will be subject to considerable influence from that
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source. As a result the organization most likely will seek to reduce its
dependency on the source, seek to gain control over the source, or otherwise
buffer itself from adverse actions or other developments originating with the
source (p. 292).
Gronbjerg further explains that dependence on government as the primary source
of revenue has implications beyond funding.
Once a nonpro:fit-public funding relationship is established, public agencies
purchase more than service capacities or access to infrastructure, and nonprofits
obtain more than revenue. The relationship comes to involve an exchange of a
broader range of resources such as legitimacy, influence and knowledge (Saidel,
1991)(cited in Gronbjerg, 1993, p. 317).
Perlmutter ( 1971) found through interviews with executive directors of nonprofits
that a diverse funding base was preferred. "Regarding autonomy, the consensus among
executive directors was that policy control is retained by the agency that is free to accept
or reject government stipulations that would restrict its independence" (p. 266).
Chang and Tuckman ( 1994) also found that multiple sources of revenue create
greater financial stability for nonprofits. In an exploratory study they exanrined the
relationship between diversification of revenue and financial position.
Multiple revenue sources and financial strength are related. This proposition,
which emerges directly from the financial theory, is premised on the assumption
that diversification can be used to protect a nonpro:fit from the risk that occurs
when revenues come from a potentially unstable source. While a number of
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anomalies arise in our findings, the weight of the evidence suggests that
nonprofits with multiple revenue sources are more likely to have a strong
financial position than are those concentrated revenue sources (p. 288).
Netting (1982) studied Protestant social service nonprofit agencies in the United
States. Her exploratory case study asked how the development and effect of multiple
funding sources impacts nonprofits. Her research raised several questions about the
accountability and independence of nonprofits. She articulates the down-side of
dispersed funding sources. "All three denominations draw from multiple funding
sources. This means that in addition to their accountability to the church, they are
accountable to the government, the United Way, as well as to private individuals" (p.
602).
Netting wonders who these nonprofits are accountable to when the majority of
dollars comes from government. "What if the church tells an agency to do one thing, and
its government guidelines mandate another? To whom is the agency ultimately
responsible?" (p. 602).
In a comparative analysis of four welfare states: England, The Netherlands, Israel
and the United States, Kramer (1981) explains the difficulties of nonprofits becoming
dependent on government funds.
The conventional conception of voluntary agencies- free to choose their own
clientele and mode of service, and financed mainly by philanthropic
contributions- has been drastically altered since the 1960s as they have become
more dependent on government funds. As nongovernmental providers of public
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services, voluntary agencies have become subject to the availability of tax funds
and to government rules. This raises questions about their independence and
accountability (p. 144).
Further on in the research he emphatically states the importance of multiple
revenue sources.
Organizational autonomy is a function of multiple sources of financing; the
lesser the dependency on any single source, whether voluntary or governmental
the greater the degree of freedom and choice and the possibility that an agency
can determine its own destiny with an optimum degree of discretion (p. 170).
In contrast, Kramer, Lorentzen, Melief and Pasquinelli (1993), contradict

Kramer's previous work. In an international comparison of England, Italy, The
Netherlands and Norway, they find nonprofits are retaining their autonomy. They seem
surprised by their own findings.
One would assume that when a government funds voluntary organizations, it
would insist on having a say in how those organizations are run. Overall,
however, the voluntary organizations in the sample have retained a surprisingly
high degree of autonomy (p. 138).
They go on to explain how this could be so.
First, the governments lack the means as well as the will and the capacity to do so
[monitor and control nonprofit agencies]. Second, many organizations obtain
funding from several government sources, which gives them multiple
opportunities to play off one against the another. Third, the funding of voluntary
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organizations is often the outcome of a delicate political process in which strict
controls are inadvisable. Finally, if one considers all the difficulties governments
have in controlling their own agencies, it is not surprising that they cannot dictate
point-by point terms to voluntary organizations (p. 139).
Billis and Harris (1992) completed secondary analysis of 30 case studies
conducted between 1980-90 in the United Kingdom. Their general research question
was "how are voluntary agencies taking the strain of policy changes?" (p. 212). In order
to make sense of the data the researchers categorized it into six headings: activities,
implicit welfare policies, organizational structures, governance systems, human
resources, and financial resources.
Regarding the category of financial resources they found that in a study
conducted by Hedley ( 1991 ), eight of 20 nonprofits depended on government sources for
80 percent of their funds. In addition, their fmdings suggest "moves to secure a wider
mix of funding sources (Collins, 1988; Hedley, 1991)" in some of the sample (cited in
Billis and Harris, 1992, p. 220).
Another trend Billis and Harris found was an increase in the commercialization of
nonprofits. They note that this trend is not as strong as in the United States, however.
Commercialization activities include generating revenue by running charity shops and
engaging in fee-for-service billing.
Yet another study asked what were nonprofits reactions to cutbacks in federal
funding. Using a mailed survey to collect data from 336 executive directors in the
United States, Sink (1992) was able to identify internal and external strategies of these
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nonprofits. Executive directors put a lot of time into seeking funding from sources other
than governments. This was identified as an external strategy. They had only moderate
success. This finding contradicts an assumption made by the federal government. "An
assumption of Reagan cutbacks was that states and local funding sources would pick up
the shortfall" (p. 33).
Further literature focuses on general financial information. Robert Anthony, a
professor of Management Control at Harvard Business School, explains in a narrative
that nonprofits and business organizations should follow the same accounting principles
with one exception. This exception concerns the capital contributions that nonprofits
receive and business rarely does. "Nonprofit accounting should be entirely consistent
with business accounting, except for the special treatment required for contributed
capital" (1991, p. 387). Similarly, Abramson, uses the narrative style. His article
indicates why good data on nonprofit finance are, or ought to be, important to
nonprofit managers and leaders; provides a brief overview of existing sources of
data on nonprofit finance; identifies some of the questions that the data can now
answer; and, finally, discusses the deficiencies of the finance data that are
currently used (1995, p. 443).
Financial research regarding nonprofits is minimal. What is available is often
exploratory in nature. More research is needed to support nonprofits in managing their
complex fiscal environment. "The nonprofit sector has been in the shadows for a very
long time, and only recently has the interest of the academic community begun to dispel
the clouds. Much can be gained if its finances can be scrutinized" (Tuckman & Chang,
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1991, p. 459).
Advocacy Literature Review
The history of social work is replete with two competing schools of thought. One
school focuses on the individual. It derives from the Charity Organization Societies
which were active early in this century. Mary Richmond was a notable leader. She
believed that some individuals needed support and education in order to be successful in
society. The Societies supported individuals to work within the existing environment.
Therefore, the onus for change was always placed on the individual. Compton and
Galaway (1989) denounce this limited perspective.
An emphasis on identifying the roots of problematic conditions in tremendously
complex situations has frequently pushed social workers into supporting
simplistic explanations and into arguments over what is the cause and hence the
cure. Since 19th century scientism found expression in Mary E. Richmond' s

Social Diagnosis (1917), the profession has struggled with the temptation to deal
with this 'radically untidy universe ' through reductionist solutions growing out of
reductionist assessments (p. 162).
Alternatively, the Settlement House Movement, lead by Jane Addams,
encouraged social reform. Addams taught that there were problems in society and these
needed to be fixed. Therefore the onus for change was on the community or society.
The profession of social work has attempted to join these two schools by
developing an amalgam. The concept of Person-In-Environment or PIE takes into
account the individual' s and the community's role in problem resolution. Compton and
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Galaway explain that the competition between these two schools is a misunderstanding
of the real focus of social work.
The debate about whether the profession should focus primarily on individual
change or on environmental change results largely from an incorrect formulation
of the focus of social work intervention. The parties to this debate tend to
polarize as either focusing on the individual or on the environment and miss the
central focus as on the interaction of the two (1989, pp. 7-8).
Both schools of thought may suggest appropriate interventions to problematic
situations. However, there continue to be deep divisions in the profession along these
lines. Typically, it is Jane Addams ' school of social reform that receives less focus.
American social work developed its professional expertise around the conception
of casework- the model of a therapist helping a single person at a time to deal
with largely intrapsychic problems. However helpful the caseworker may be to
the individual client, this conception provides little substance for comprehensive
welfare planning at the community level. Yet it should not be assumed that
emphasis upon small-scale change is intrinsic to the social work profession. In
other societies, social work has a broader mission, whereas American society has
more readily granted legitimacy to efforts to help individual misfortune than to
address the social sources of misfortune (Gronbjerg, Street & Suttles, 1978, p.

11).
Figueira-McDonough (1993) differentiates between these schools by identifying
the fundamental goal of each school: self-determination and social justice. She notes

28
that the latter goal has been neglected by the profession. "If the value of social justice is
taken to mean a commitment to ensure equal access for all to basic goods, then the
typical roles of social workers as case managers and therapists fall short of that goal"
(p.180). Schools of social work must take some responsibility for the lack of focus on
social reform. "The education of the vast majority of the profession of the social work
labour force historically and at the beginning of this decade was directed at individual
solutions and therapeutic intervention" (Haynes & Mickelson, 1992, p. 172).
Social reform may be the neglected sister of self-determination but it is given
attention in the Code of Ethics of the profession. Notably the tenth article of the Social
Work Declaration calls social workers to remember the importance of social reform. It
states that the social worker 'will act to effect social change for the overall benefit of
humanity" (Canadian Association of Social Workers, 1983, p. 3).
The literature of the profession encourages social workers to engage in activities
of social reform. Advocacy is one such activity. However, similar to other activities that
support social reform, it is not generally practised by social workers on a broad scale.
"Advocacy is a marginal activity of social workers despite recurring economic
recessions, a major retrenchment of the welfare state during the 1980s and an ethical
commitment by the profession to advocate on behalf of clients" (Kaminisky &
Walmsley, 1995, p. 53).
The general goal of social reform is social justice. The "condition in which all
members of a society have the same basic rights, protection, opportunities, obligations,
and social benefits" (Barker, 1991. P . 219). The profession's involvement in social
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policy and planning is essential to achieve this goal. Unfortunately, social workers are
largely closed out of the policy setting process.
Most often, the decision makers who define the context within which social
workers practice their profession tend to have backgrounds in economics, law,
management, and politics. This fact raises two problems. First, it subordinates
the exercise of the social work profession to purposes and regulations that are not
informed by and often not consistent with the goals and values of social work
(Billingsley, 1964; Rein, 1970). Second, decisions that are likely to have
enormous impact on the lives of the recipients are made by people who have little
or no direct knowledge of that constituency or contact with their circumstances (
cited in Figueira-McDonough, 1993, p. 180).
Currently, policy makers in Alberta are causing tremendous hardship for
Albertans. As in the United States, social work leaders have not been at the table when
important decisions regarding their clients are made. :Nfike Cardinal, the former :rvlinister
of Social Services, frankly states that social service leaders will not be invited to
participate in round tables as other government departments have.
In the health and education departments there are school boards and health units
who can readily participate in discussions. "I don't have groups like that in my
department," said Cardinal. " All I have is special interest groups and a lot of
them in Edmonton" ( Schuler & Coulter, 1993, p. All).
The government minimizes the concerns of these groups by calling them special
interest groups. This has become a pejorative term. "The government of Alberta is in the
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habit of dismissing those who do not agree with them as special interest groups," said
[Quality of Life] Commission member Doug Roche, a former 1v1P and one-time Canadian
ambassador to the United Nations on disarmament (Marek, 1996, B 1).
David P. Ross, executive director of the Canadian Council on Social
Development, queries why special interest groups have been labelled 'bad.'
I don't understand why a government, or certain segments of the media, want to
single out and demean volunteers and their organizations. As far as I can see, socalled special interest groups are collections of individuals trying to resolve a
particular issue, provide spiritual guidance, find a cure, comfort the ill, build a
skating rink, clean up the community, provide homes for abused women, create
jobs for youth with drug problems, and so on. Most volunteers are simply trying
to build safer, healthier and more secure communities for their families and
children. Is it wrong that they pursue these "special" interests? (1996, p. 8).
The government also discredits concerns by claiming that it is only a left wing
fringe, located in Edmonton, that is not supporting the cuts to social programs. "'The
department would like to define the issue that way - that it's just a few trouble-makers in
Edmonton and they want to keep us isolated,' said Margaret Duncan of the Alberta
Association of Social Workers" (Schuler & Coulter, 1993. P. Al 1).
In spite of the many negative consequences of the retrenchment climate, one
study found that a positive unintended consequence had developed.

Social reform

activities have increased. Advocacy is one such activity.
With the increased pressure on the not-for-profit human service
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organizations, executive directors increased their political activities to advocate
for clients to receive governmental social services. Although directors faced
conflicting expectations and demands from different constituencies about
political activities, research indicates that they were engaged in a variety of
advocacy activities on and off the job (Pawlak & Flynn, 1991) (cited in Haynes &
1vfickelson, 1992, p. 181).
Advocacy is the "act of directly representing or defending others; in social work,
championing the rights of individuals or communities through direct intervention or
through empowerment" (Barker, 1991, p. 7).
Haynes & 1vfickelson stress the importance of advocacy.
It has become self-evident that complacency and absence from the political and
legislative arenas left the profession and our clients vulnerable to any ideological
shift. Therefore, resurgence of advocacy in the profession, if nurtured and
sustained, will serve as some protection to the profession and its clientele from
capricious extremism in the future (1992, p. 182).
The literature advises social workers to advocate. Administrators are encouraged
to speak up.
It is increasingly important for administrators to engage in advocacy for both their
clients and their agency because of the political and economic environment
within which human service organizations must function (Patt~ 1983) ( cited in
Ezell, 1991, p.2).
"Social workers need to take an active role in setting the policy agenda by
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speaking up for themselves and by helping their clients speak up" (Chapin, 1995, p. 512513).
Therefore the literature indicates a general consensus. It is desirable that social
workers advocate. Yet, even with this consensus, there is limited literature available to
guide social workers in their advocacy pursuits. "What little literature there is on
advocacy and political activism is largely normative discussions of the subject,
descriptions and definitions, and case examples" (Ezell, 1991, p. 3). Thus social workers
are left with an obligation to advocate, but few resources to guide them.
Advocacy is a complex concept. Some authors complain that the definition of an
advocate in current social work literature is too general. It "is presented in such broad
strokes it cannot be systematically studied or described" (Sosin & Caulum, 1983, p. 12).
Regardless, there are some researchers who describe advocacy in specific terms. Ezell
summarizes distinctions between case and class advocacy.
Case advocacy is work intended to bring about change on behalf of an
individual client, family or small group of clients (McGowan, 1978).... Class
advocacy is work on behalf of a group of clients who share a common social
problem or status (1991, p.4).
Ezell argues this distinction is a moot point, however. He says advocacy work done on
the micro-level, case advocacy, also impacts the macro-level, class advocacy. "While
advocating for one client, the social workers could be seeking a broad change in policy
such that future clients with similar problems will be entitled to services"(p. 5). The
social workers' adage 'private trouble - public issue' signifies the connection between
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these two types of advocacy.
A paradigm of interventions and strategies to guide advocacy efforts is also
available. Sosin and Caulum describe three levels of intervention in advocacy efforts:
individual, administrative, and policy. The strategies that they identify are normative,
utilitarian, and coercive.
Others have researched advocacy specifically in the nonprofit sector. In an
exploratory study that surveyed 440 nonprofits, Bielefeld asked what strategies
nonprofits utilized to counter the retrenchment tide (1992). He categorized the strategies
into three: use of revenue, legitimation, and retrenchment. The category of legitimation
contains some activities that apply to advocacy. The "legitimation strategies are designed
to mold the norms governing funding or to display to important external audiences,
including funders, that the organization is conforming to existing standards" (p. 390).
Bielefeld found that medium to large nonprofits experienced an increased
stability in their funding. "Nonprofits were successfully able to use ... legitmation
strategies to obtain more funders and more stable commitments from funders" (p. 398).
Thus nonprofits were better able to serve the needs of their clients because of the
increased funding garnered through advocacy efforts.
McMurtry, Netting & Kettner(1991) sutVeyed 229 nonprofits. They askedisked
what strategies nonprofits used to respond to stringent environments? Several strategies
were categorized by purpose. Examples of these are strategies to increase productivity,
utilize 'organizational slack', manage service cutbacks, and acquire power over the task
environment. The final category includes advocacy activities. The specific activities
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identified were as follows: expand networking with other agencies to increase the
agency's power and influence; restructure the board to increase the agency's power and
influence; increase the time spent making legislative contact, join a voluntary association
for lobbying; and unified action (p. 24 7).
Ostrander(l989) did a case study of three old, established nonprofits. In her
research she explains the mutual dependence between nonprofits and the government.
She stresses the importance of nonprofits advocacy role with the government. Ostrander
notes that the nonprofits felt that in a climate of retrenchment advocacy was vital. One of
the advocacy efforts "focused on reasserting that the government had responsibility for
providing basic human needs - income, housing, jobs - and for funding essential social
services" (p. 37).
Another advocacy effort was to hire a full-time employee whose job was to
undertake and organize advocacy activities. Ostrander outlines numerous other advocacy
activities these nonprofits implemented. She concludes that main-line nonprofits are
advocating for disadvantaged groups more than ever before. The retrenchment climate
has made it essential for nonprofits to focus their energies in the area of advocacy. Since
this study examines only three nonprofits its generalizability is limited. However, it is
notable that all three nonprofits saw the importance of advocacy.
In a Norwegian study, Selle & Oymyr (1992) researched all the nonprofits in one

province of Norway. Using time series data they answered how nonprofits had changed
over the last fifty years. The researchers distinguished between internal and external
activities of nonprofits. Nonprofits that focused on internal activities had a higher
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frequency of staff meetings and a lack of contact with the macro-environment.
Nonprofits that focused on external activities were active in social policy formulation
and had several contacts in the macro-environment. The researchers found that
nonprofits that were more involved in external or extroverted activities were more likely
to survive over the fifty year span.
Smith (1986) and Gronbjerg (1990) both used the case study design for their
research. Their overall question was how do nonprofits cope in a retrenchment climate.
As with the studies previously cited, both stress the importance of advocacy activities as

one of the strategies to counteract the retrenchment tide.
Conceptualization and Operationalization
This study examines how nonprofit agencies are impacted by retrenchment
policies. In order to carry out this research, a clear understanding of what is meant by
this question is imperative. Each variable will be explained in operational terms.
Nonprofit agencies, as described in Chapter 1, were part of my population if they
fulfilled three criteria. Besides the reasons for the selection already noted, there is one
additional reason. Nonprofit agencies that are funded by the United Way must serve the
health or social service needs of the community. This narrows the type of nonprofit in
my population. As I am studying cuts to social spending, this is an appropriate
population to draw from. Although nonprofit agencies that focus on health issues are
included, the line between health and social services is often blurred. Perhaps this is as it
should be since the health of a community is dependent on both the medical and social
health of individuals.
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The next variable is 'how nonpro:fits are impacted'. In order to measure this
variable two key indicators have been selected for several reasons articulated in Chapter
1.

The first indicator is financial stability. I am replicating the work of Tuckman
and Chang (1991). They did extensive research on nonprofits in the United States. They
studied 4,730 nonpro:fits. Their data was collected from 1983 national tax returns filed
by nonpro:fits. In 1983 the retrenchment climate was operating in the United States.
Therefore, the economic situation for nonpro:fits in Edmonton is similar to that
experienced by nonprofits in Tuckman & Chang's study.
I have chosen to replicate their research by adopting their model for my study.
This model serves as the variable of financial stability. Measuring nonprofits financial
stability proves to be a formidable task. Uniform collection of :financial indicators is rare
in nonpro:fits. Different funders demand different accounting procedures. This model
uses information that is available and accessible from all nonpro:fits. All nonpro:fits in
Edmonton must be audited annually. The financial statement that is prepared to this end
provides the information required to complete my research.
Tuckman & Chang assessed how nonprofits were coping financially in a
retrenchment climate. They queried how nonpro:fits would manage a financial shock (i.e.
cutbacks) by measuring options nonprofits have to counteract that shock. They used a
model that identified the financial stability of nonpro:fits. In keeping with the strengths
perspective, I have taken the liberty to change their term vulnerability to stability. The
measures are altered in no way by this change. Four measurements were identified:
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equity balances; revenue concentration, administrative costs and operating margins.
The first measure is equity balances. The researchers defme equity as "the
amount left over when a nonprofits' liabilities are subtracted from its assets"(p.451).
They argue that nonprofits' with high equity are in a better financial position than
nonprofits' with low equity. The researchers identify ways nonprofits' benefit from high
equity. Firstly, they are in a better position to borrow money which may be necessary in a
retrenchment climate. Secondly, liquid (i.e. negotiable securities) assets can be
converted into cash to replace revenues. Thirdly, illiquid (i.e. real estate) assets can be
sold.
The second measurement is revenue concentration. N onprofits that derive the
bulk of their revenue from one source are more vulnerable than nonprofits that have a
number of revenue sources in times of retrenchment. The researchers reason that
nonprofits with dispersed revenue sources have a stronger fmancial base.
To calculate this measure revenues are sorted into categories according to their
revenue source. For my study the categories were labelled: United \Vay, fee-for-service,
government grants, non-governmental grants, donations, and miscellaneous. "The square
of the percentage share that each revenue source represents to total revenue is summed to
produce an index" (p. 453). Nonprofits with revenues concentrated in one source will
have a higher score (i.e. close to one) than those with dispersed revenues (i.e. close to
zero). Thus nonprofits with lower scores are in a more stable position during times of
retrenchment.
The third measure of financial stability is administrative costs. Tuckman and

38
Chang argue that nonprofits with higher administrative costs have the greatest
opportunity to cutback. In a retrenchment climate they have one option nonprofits with
already low administrative costs do not. They can reduce expenditures by cutting back
administrative budgets. To calculate this measure the total administrative costs are
divided by the total expenses.
Unfortunately the nonprofits in my study do not categorize administrative costs
unifonnly. Each nonprofit has its own unique constellation of administrative costs.
Therefore, directly comparing across nonprofits is not possible. Within the five year
span, however, each nonprofit appears to have repeated its accounting procedures for
administrative costs. Thus, each nonprofit can compare the cost in 1990 to 1995 and be
certain of the reliability of the measure.
The fourth measure is operating margins. This measure "shows the percentage
that [the nonprofits '] net income represents of its revenues"(p. 453). It is calculated by
subtracting the total expenditures from the total revenues and then dividing the sum by
the total revenues. The larger the percentage calculated the larger the surplus a nonprofit
has to draw on in retrenchment climates.
The second indicator is advocacy activities. Extensively researching the concept
of advocacy in the social work and nonprofit literature provided a foundation on which to
create an original instrument which measures advocacy activities (see Appendix A).
This qualitative instrument collected data from executive directors regarding their
perceptions of advocacy activities.
The final variable is retrenchment policies. Although I have previously referred
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to the budget cuts to social programs by the Klein government, this policy alone does not
define retrenchment. It is impossible to isolate the impact of the budget cuts derived
from the three levels of government, the downturn in the economy which causes
decreased contributions to nonprofits in the form of donations or other limits on revenue
flowing to nonprofits. Therefore I have chosen to isolate the time period 1990-1995, in
which retrenchment policies were operating.
The next chapter describes policy responses to the fiscal crisis. Alberta is not
alone in its policy response of reducing social spending. New Zealand, the United
Kingdom and the United States are three notable examples of countries that have
embraced this response also.
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Chapter 3
Social Policy Responses and Alberta's Crisis
The Klein government's policy response to Alberta's "deficit/debt crisis" is only
one possible solution. Throughout this paper I have referred to this response as
retrenchment. Retrenchment is the commonly used term for the situation in Alberta.
However, according to a typology of responses to the welfare crisis created by Mishra
(1987), Klein's response is more appropriately labelled Dismantling. The five categories
of policy responses are Dismantling, Retrenching, Restraining, Maintaining and
Transforming with the first being the most extreme right ideologically and the last, the
least. In this chapter each response will be explained and examples of its operation in
the world will be given. After the explanation of the policy responses to the welfare
crisis, this chapter concludes with a discussion of Alberta's crisis.
The debate about whether there really is a crisis or not could go on forever. It is
drawn on largely ideological lines. Regardless, it is evident in North America and other
parts of the world, this crisis is accepted as the truth.
What is also obvious, is that a certain segment of the population has been
purposefully targeted to carry the burden of fiscal restraint in many countries and
provinces that have espoused the ideologies of Dismantling and Retrenching. The
governments of the day have been successful, for now, in attacking social programs in
order to carry out their mission.
The ascendancy of an anti-welfare state ideology in the 1980s has tipped the
political scale to the extent that undermines the institutional legitimacy of many
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social services (Stoesz, 1981). Social services for the poor, in particular, have
come under special attack. Indeed, according to Gilder (1 981 ), Murray (1 984),
and Mead ( 1986), social welfare for the poor is actually the villain. It is
responsible for many of the current social ills, including family disintegration,
poor school performance, persistent unemployment, crime and delinquency, and
drug addiction. Furthermore, social service agencies, especially public, are said
to be excessively bureaucratic, wasteful, and resistant to innovation and change,
and to corrupt the intent of social welfare policies (cited in Hasenfeld, 1989, p.
2).
Bryson further identifies that the poor are being disproportionately impacted by the
cutbacks.
If we look more closely at the ' crisis of the welfare state,' we find that it by no
means affects all sections of the population equally. The benefits and advantages
of the better-off have largely been maintained and even enhanced. Most of the
belt-tightening has been done by those who are at the bottom of the social
hierarchy. In fact there is a great deal of evidence that the better-off are doing
better than ever. The gap between rich and poor is widening (1992, p. 229).
Dismantling
As stated above, the ideology of Dismantling is the most extremely right on the
political spectrum. Its hallmark is the rejection of the mixed economy and welfare state.
According to Mishra "the professed objective of public policy is to withdraw govermnent
from social responsibility beyond the very minimum" (1987, p. 329).
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This fits well with the rhetoric of the day that sees government as bad.
Government is believed to manage its affairs poorly and therefore the less government
the better. Bryson believes this negative label of government has been used by the right
to further their ideological agenda.
Arguments today about the burden of the welfare state have been neatly coupled
to negative views about large government bureaucracies as cumbersome and
uncaring, which no doubt they have often been. This connection provides an
appealing political strategy because this draws on community scepticism about
bureaucracy and, at the same time, privileges private bureaucracies. Private
organizations are not subject to the same criticism despite the research evidence
which shows that large organizations, public and private, are likely to have
similar limitations and face similar problems (Evatt Research Centre, 1988).
Thus the conclusion is drawn that economic and social problems will be solved
by reducing government activity and increasing private (p. 180).
Regardless of the motivation for the Dismantling policy response, it is indeed
operational throughout the world. In New Zealand, this response was aggressively
implemented by the government. Alberta's government has used the New Zealand
model as a prototype to guide its own response to the crisis.
Beginning in 1984 under the Labour government and continuing with the
National government led by Jim Bolger, New Zealand experienced an unprecedented
attack on its social infrastructure.
The Labour party set in motion the upheaval still being felt today. The program
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was labelled "Roger-nomics" after then-finance minister Sir Roger Douglas. He
sold off $12 billion worth of state-owned assets, slashed government regulations,
cut income tax, halted generous farm subsidies and brought in a 12.5-per-cent
GST. Labour gave way to Bolger' s National government in 1990 .... His
government swiftly dismantled half a century of labour practices and greatly
reduced the bargaining power of unions. Welfare, health and education funding were
trimmed and government operations streamlined to run like private
business. Taken together, the reforms created serious, persistent hardships.
Thousands of workers were let go and unemployment rose to the 10-per-cent

range

from near zero. Farmers were forced off their fields. Poverty became, for

the

first time, an obvious fact oflife (Whittington, 1995, p. A6).
Although the economy has made a recovery, some have concerns. Even the
current Finance Minister, Bill Birch admits in an October, 1995 policy statement that
"'to date, not everyone has shared in the gains' of the economic upsurge prompted by the
neo-conservative game plan" (p. A6). In fact those who were already better-off have
benefitted the most. "Income redistribution in favour of the top 20 per cent of wage and
salary earners has been achieved through the reduction of top levels of income tax and
the introduction of a regressive expenditure tax on all consumer goods (our famous
GST!)" (Pirie, 1995, p. 6). Mishra notes that "substantial tax breaks for the rich and for
business generally is a hallmark of the Dismantling mode" (1987, p. 332).
Similarly, the United States has developed policies that benefit the better-off.
Wolff, a New York University economist, clarifies. He:

45
blames the almost total victory of conservative ideology in public
discourse in the U.S. since the election of Ronald Reagan in 1980 for the
massing of wealth among the so-called ' overclass' . Coincidentally, this period
coincides with phenomenal growth, huge tax cuts to the wealthy and slashed
social programs (Beltrame, 1995, p. A9).

The New Zealand Experience, written by Jane Kelsey, describes in general the
impact of the Dismantling policy response.
New Zealand is now a deeply divided society. Hundreds of thousands of
individuals, their families and communities have endured a decade of umelenting
hardship. The burden fell most heavily on those who already had least- Maori
(natives), the poor, the sick, women with children and the unemployed. Today
crime is up and little or no growth in family income has left many New
Zealanders feeling short-changed. Among the increasingly restive Maori
indigenous people, unemployment runs about 20 per cent (cited in Whittington,
1995, p. A6).
Retrenching
Retrenching is a more moderate version of the ideology of Dismantling. "The
main features of this policy ... are gradual, piecemeal but nonetheless systemic reduction
in the scope of government programs and social expenditure" (Mishra, 1987, p. 332).
The Progressive Conservative government of Ontario (1975-85) espoused the
retrenching ideology.
The stress is on prudent public housekeeping, on the virtues of the private sector
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as a creator of wealth and employment and on the need to reduce the size of
government substantially. Reducing the deficit ("living within our means") is a
major concern and cutting back on social expenditure a major route to this
objective (p. 331 ).
Following this more moderate approach the Ontario government was
"underfunding rather than ... [eliminating] services and programs or tightening up of
eligibility and direct manpower cuts" (p.341 ). The gradualness of this approach
prevented a stormy out-cry from the public. "Unlike the drama and suddenness of the
policy of Dismantling, the process involved here is one of erosion and gradual reduction"
(p. 343).
Restraining
The ideology of Restraining holds the middle ground on the response spectrum.
"The hallmark of this approach is pragmatism" (p. 332). The federal Liberal government
of the 1980s is one example of this approach in action.
In this approach, welfare programs are not the cause of government's fiscal
problems but they must be kept in check to ensure they do not become so. "The
principles of universality and comprehensiveness are adhered to, i.e. at least, in principle,
the basic tenets of the welfare state are upheld. But in practice priority is accorded to the
economy over social welfare" (p. 332).
One example of the federal government reneging on the principle of universality
is the creation of the Child Tax Credit. In order to fund this new program, which
is targeted at lower income families , the government no longer provides child
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allowances to all Canadian families with children under 18 years. Although the
policy response of restraining is not as extreme as the previous two already
described, it still paves the way for the erosion of the welfare state by weakening
the effectiveness of social programs. This is done by an assault on the principles
of universality and comprehensiveness. (p. 333).
Maintaining
Scandinavian countries often have governments that operate·under the
Maintaining ideology. In these governments "the commitment to the principle of social
protection based on universality and comprehensiveness is one hundred percent" (p.
333).
This commitment is maintained by a tripartite system consisting of government,
business and unions. It is "a form of corporatism whose centrepiece is a working
compromise or consensus arrived at between the state, the employers and the workers
(unions) over major economic and social priorities (p. 334).
Transforming
The transforming ideological response to the crisis is the least prevalent. Its
popularity is growing, however. Environmental and Marxist groups are examples of
those that would implement this response.
Increasingly environmentalists or "greens" are organizing and garnering some
support. In Edmonton municipal politics, fonner Alderman Tooker Gomberg
epitomized this ideology. A debate at city council regarding federal infrastructure grant
money in 1994, illustrates one of the arguments of environmentalists.
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Ald. Tooker Gomberg took aim at the $22-million Yellowhead-50th Street
interchange, saying that highway projects create the least employment and run
counter to the environmental sustainability of the infrastructure program. But
Ald. Brian Mason said the interchange is needed, especially by truckers and
people coming out of Clareview and Steel Heights who are regularly delayed at
the railway crossing. Trucks are important for economic development, and goods
can' t be carried around the city on rails, buses or bikes, Mason said. While
Gomberg lost his battle against the Yellowhead, he convinced council to include
a few green projects on the list for future consideration, including retrofitting
civic buildings for energy and water conservation, extending the trolley lines and
converting old rail lines to bike trails (Sadava, 1994, p. B 1)
Alberta's response to the crisis comes from the opposite end of the political
spectrum compared to Transforming. Did Alberta have to respond so dramatically to its
crisis? This will be explored next.
Alberta' s Crisis
Despite the rhetoric, the problem of Alberta's deficit and debt crisis can be
handled by means not considered by this government. Numerous authors (Lisac, 1995;
McMillan & Warrack, 1993; Ziegler, 1995) argue that Alberta's decision to tackle its
fiscal problems completely on the expenditure side is ideologically motivated. The day
after the budget came down, an editorial in the Edmonton Journal made the following
comments.
It is an agenda for wholesale change from the most revolutionary government
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Alberta's Progressive Conservatives have ever produced. A lot of the changes are
unsettling, worrying, and surely unwise ... . It is now wrong to think that they are
unplanned or accidental. They are part of a strong ideological commitment to
deconstruct the welfare state ("Alberta launched," 1994, p. A14).
Rod Ziegler, the business columnist for the same newspaper, questioned the onesided approach to Alberta's fiscal problems. He compared Alberta to Saskatchewn,
Manitoba, and British Columbia.
If the goal was a balanced budget in a short period of time, then these three other
provinces have achieved the same results as Alberta with far less fiscal pain than
that imposed here in Alberta. That begs a much different question: what if the
goal was as much philosophical as fiscal? (1995 , p. Fl).
One research study further illustrates the one-sidedness of the government's fiscal
decision. Economists Melvin McMillan and Allan Warrack published a paper entitled

Alberta's Fiscal Solution: Identifying the Problem Looking for Solutions. They clearly
outline that the fiscal troubles in Alberta are not due to excessive expenditure.
A key finding of the study is that if both Alberta expenditures and Alberta tax
rates were at the provincial average, the province would have a budget surplus.
Alternatively, the current level of public services can be maintained at a tax effort
below average for Canadian provinces (1993, p.2).
Others have suggested ways the Alberta government could manage the crisis.
Alberta could have raised income taxes to balance its budget because
taxation rates are well below the national average. It could have
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introduced a consumption tax to set its fiscal house in order; it is the only
province without one. Alberta could also have frozen spending for four years,
and waited for the economic rebound to balance the budget (Harris cuts, 1995 , p.
A18).
Despite numerous calls to broaden the scope of solutions to the crisis, the government
vows to stay on track. In the Calgary Herald, Premier Klein was quoted to say, "This
budget is evidence, absolute evidence that we are committed to staying on the rails to
reach our destination" (Johnson, 1994, p. Al).
Early in 1995 Klein declared," the province's budget is essentially balanced"
(Crockatt, 1995, p. Al), indicating the government's success in reducing the deficit.
Success is measured in narrow terms, however. Success means deficit/debt elimination
through expenditure reductions alone. The achievement of deficit reductions does not
stop the continued pursuit of the government's ideological agenda, however.
The Premier said he won't stop his program of downsizing government because
such revenues, like lottery winnings, can't be counted on in the future, "it's
balanced in an artificial way" .... He wants to balance the budget "entirely on the
spending side" so government programs don't bankrupt the province in future
years (p. Al).
In January 1996 Klein assured Albertans in his annual television address, that the
budget was balanced. This gave credence to the arguments of some experts that Alberta
was not in fiscal crisis. "Not only was the budget balanced, it was done two years ahead
of schedule. And it wasn't just a balanced budget, it was a $1 billion surplus, with
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another huge surplus anticipated this year" ("Did Alberta," 1996, p. AIO).
Since the budget is balanced ahead of schedule, perhaps there was not as serious a
crisis as the government lead us to believe. One example of the government misleading
Albertans, concerns seniors. Kevin Taft, a former government researcher, recently talked
to the media regarding the shredding of a report prepared in consultation with seniors and
commissioned by the government. The original report was completed in 1993. It never
became public information. Instead it was shredded by government employees. "A later,
public version ... [was] trimmed and sanitized" (Lisac, 1996. p. AIO ).
Significant sections of the original report were missing from the public version.
Among items missing in the public version of the report are tables indicating that
provincial spending per senior, after inflation, had been heading down in the late
1980s (from about $4,300 per senior in 1984-85 to about $3,600 in 1990-91).
Taft says fudging was part of a grander scheme- "a very much larger pattern in
which people have been convinced through a deliberate campaign by the
government that spending was high and getting higher when in reality Alberta's
spending was already below average since the mid-' 80s and had been dropping
before Klein came to power." He says what got most out of hand was spending
on industrial development- items including oil and gas tax credits, loan
guarantees, farm programs, tourism, forestry. They hit $3 billion a year in the
mid-1980s (p. Al0 ).
This scandal illustrates how the government purposely altered public documents
to further their Dismantling agenda. "The simple government story was that Alberta had

52
a spending problem. The subtext was that the problem centred on social programs" ( p.
AlO ). Klein chose to unduly burden a disadvantaged group, seniors, to further his
agenda.
As in New Zealand, the Alberta government is burdening disadvantaged groups
with carrying the fiscal responsibility of debt reduction. Each day the crisis seems more
mythical.
Now the government finds itself in a surplus position, a 1.2 billion dollar
surplus. It is promising Albertans that this surplus will be given back to them.
Many Albertans including Brian Bechtel, the executive director of the Edmonton
Social Planning Council, are sceptical. He calls for the government to help the
needy. "It is very important for this government to ... use some of the wealth we
have generated to take care of people who have not been able to participate in the
economy. The poorest Albertans have taken a disproportionate hit" (Geddes,
1996, p. Al).
A recent Statistics Canada Survey, found that the city of Edmonton has the third
highest poverty rate for cities in Canada. Joyce Tustian, the general manager of the city's
community and family service department, identifies the incongruent situation. "We're
sitting here with one of the highest poverty rates in the country with a $1.2 billion
surplus .. .. As one of the healthiest provinces, we are one of the harshest on our poor
people. That is cause for concern" (O'Neill, 1996, p. B2).
Johnathan Murphy, former executive director of the Edmonton Social Planning
Council, notes that the poor became the government's guinea pigs. In the early stages of
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the Klein revolution, they were targeted to see whether the new ideology would fly.
Welfare policy in particular and the social services portfolio in general proved a
good testing ground for the new ideology. While the new leader had to build
alliances and consolidate power before they could downsize services like health
and education, all cabinet factions were happy to see dramatic welfare cuts (1995 ,
p. 321).

It seems the new ideology has flown. Today the surplus is being used minimally
to reinvest in the departments of Education and Health with the bulk of it being
allocating to pay down the debt. The Social Services Department received nothing.
What are the specifics of Alberta's situation? The next chapter will describe how
nonprofit agencies, agencies that serve the poor, have been impacted by Klein's
cutbacks.
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Chapter 4
Data Collection and Analysis
To better understand the simple random sample (N=l0) of this research, some
general characteristics will be described. These characteristics include the age of the
nonprofit agencies, the academic background of the executive directors, the key
informants, and the length of time that they have held that position.
The nonprofits in this study have a mean age of 53 years. The range is 19 to 89
years. This indicates that these nonprofits are generally well established which is an
asset for them in the current turbulent retrenchment climate. Nonprofits that are older
are generally able to manage change and survive, as they have done so in the past or else
they would not be in existence today. "Extensive research has shown that organizational
death rates decrease with age. (Stinchcombe described this phenomenon as the liability
of newness)" (Selle and Oymyr, 1992. p. 159).
The academic background of executive directors was diverse. All except one
director had some university education. One director had three years of university but
did not complete a degree. Five directors had undergraduate degrees (i.e. Canadian
Studies, Business Administration, Accounting, Physical Education and General Arts)
while three directors had graduate degrees (i.e Master of Educational Administration,
Master of Applied Behavioural Sciences and Master of Social Work).
As noted in Chapter 2 by Figueira-McDonough (1993), these findings support the
argument that few administrators are social workers. Three directors have some type of
business education backgrounds (i.e. Business Administration, Accounting, Master of
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Educational Administration) which seems to be the current trend.
The mean length of time an executive director held that position was eight years.
The range was six months to 28 years. Eight years is a significant amount of time for
directors to hold their positions. One may reason that the longer executive directors
have held that position the more valid and reliable they are as key informants. Therefore,
those interviewed in this study have a high level of validity and reliability.
The remainder of this chapter will present data collected on the two key variables
of financial stability and advocacy activities. The analysis of the data will be presented
concurrent with the results .
Financial Stability
Now that we have a general conception of the nonprofits in the study and the
executive directors that were interviewed, more specific data may be examined. Data
was collected on four indicators of financial stability using the model of Tuckman and
Chang ( 1991) described in Chapter 2. This data was collected twice. This was done to
assess whether there was any change in the nonprofits' financial stability due to a
deepening retrenchment climate that, for the purposes of this research, was defined as a
five year interval beginning in 1990 and ending in 1995.
Equity Balances
According to the model of Tuckman and Chang, nonprofit agencies with higher
equity are in a stabler financial position than those with lower equity. In the two years in
which data was analysed, the average equity ratio was as follows: 1990 - .53; 1995 - .45
(for a complete chart of the raw data from all four financial indicators see Appendix D).
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This indicates that overall these nonprofits experienced a destabilization in the indicator
of equity balances.

In order to rate nonprofits according to their level of financial stability a ranking
system was created. The agency with the highest ratio, in this case nonprofit #8, was
given a score of one to indicate its preeminent position. This procedure was followed for
all four indicators of financial stability for both 1990 and 1995. The scores were then
summed. The nonprofit with the lowest score had the highest level of financial stability.
This ranking system is displayed in Table 1.
Although most nonprofits experienced a decrease in the equity available to them,
there was one exception. Nonprofit #3 merged with another nonprofit in the latter part of
1990 which improved its equity position considerably.

57
Table 1
Ranking the FinanQial Stabili~ ofNonprofits

Npt3

EBb

Ree

Qpd

1990

1995

Rank

90

95

90

95

90

95

#1

6

9

7

8

8

3

21

20

10

#2

2

5

4

9

1

1

7

15

3

#3

8

3

8

2

9

2

26

7

7

#4

5

7

6

6

3

5

14

18

6

#5

7

8

4

7

7

7

18

22

9

#6

2

2

2

3

2

8

6

13

1

#7

4

6

1

1

4

4

9

11

2

#8

1

10

5

5

8

6

14

21

8

#9

7

4

1

4

5

2

13

10

4

#10

3

1

3

10

6

4

12

15

5

aNonprofit Agency
bEquity Balances
cRevenue Concentration
dOperating Margins
lowest ratio ofrevenue concentration in both 1990 and 1995 (see Table 1). This means it
had the most diverse funding base.
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Revenue Concentration
The lower the ratio of revenue concentration the more diverse are the sources of
funding available to nonprofit agencies. Nonprofits with a diverse funding base are
considered more stable than those with one that is less diverse. My results indicate this
sample has a high degree of diversity of revenue. The average ratio for 1990 was .38 and
for 1995 it was .47. Since the ratio increased from 1990-1995, the diversity of funding
sources is decreasing, however.

It is interesting to note that those agencies with higher ratios (i.e. #5 -.52 & .50;
#2 - .70; and #10 - .74), all received the largest chunk of their revenue from commercial
sources such as the sale of merchandise. This finding suggests that nonprofits are
depending less on grants from governments or foundations and developing alternative
strategies to generate their own revenue.
The agencies were ranked as described above. Nonprofit #7 had the lowest ratio
of revenue concentration in both 1990 and 1995 (see Table 1). This means it had the
most diverse funding base. Therefore nonprofit #7 had the most stable position in tenns
of its revenue concentration compared to the others in the sample.
Administrative Costs
As explained in Chapter 2, this indicator of financial stability is not comparable
across nonprofits because each agency defines administrative costs differently.
Therefore, the agencies are not ranked according to this indicator. However, I have
included the data (see Appendix D) because comparisons between the years are valid for
individual agencies.
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Tuckman and Chang argue that high administrative costs are an indicator of
financial stability because they can be cutback when necessary. This cutting back may
free up resources that may be allocated elsewhere. Although there were some
fluctuations, most agencies' administrative costs were static during this 5 year span. The
average ratio was .21 for both 1990 and 1995.
Operating Margins
As with the first indicator, the higher the ratio the better for the financial stability
of the agency. The average ratio for 1990 was .07 and for 1995 it was .05. This suggests
a slight decrease in the agencies' financial stability overall.
Overall Ranking and Comparison of Financial Stability
Table 1 shows the overall ranking of all the agencies regarding the indicators of
financial stability. Nonprofit #6 had the low score and thus the greatest financial
stability in 1990. In 1995 nonprofit #3 held the preeminent position. When the two years
are averaged together nonprofit #6 has the greatest financial stability overall. Regarding
the three indicators we can .compare across nonprofits: equity balances, revenue
concentration and operating margins, nonprofits' financial stability, on average,
decreased from 1990-199 5.
Advocacy Activities
The second variable measured in this study was advocacy activities. By way of
an interview schedule, executive directors reported on the various advocacy activities of
their agencies. An enormous amount of data was collected using this method. In order
to keep within the parameters of a thesis, some of this data will not be presented.
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Selected data from the key advocacy areas of dimensions, resources, boards of directors
and macro-context will be presented.
Dimensions
To help us understand the dimensions of advocacy in the 10 nonprofits studied,
three areas were given focus. These were: the significance of advocacy to the agency, the
percentage of time the executive director allotted to advocacy activities, on a weekly
basis, and the contact the agency had with the provincial government regarding
advocacy issues. The first two indicators were reduced to a numerical score that could
be put on a ranking table (see Table 2). The final indicator was not quantifiable but is
important to include to understand the context in which nonprofits operate.
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Table 2
Ranking the Advocacy Activity of Non:12rofits

Bd.r

Sign.b

Timec

Fundd

#1

1

2

1

1

2

2

9

2

#2

3

5

2

3

2

2

19

7

#3

1

4

1

1

1

1

9

2

#4

1

1

1

1

2

1

7

1

#5

3

6

2

1

1

1

14

6

#6

1

3

1

2

2

1

10

3

#7

2

4

2

2

1

1

12

4

#8

1

4

1

1

2

1

10

3

#9

1

4

1

1

1

1

9

2

#10

2

4

2

2

2

1

13

5

Npt3

Stafr

Coll.g

Total

Rank

aNonprofit Agency
b Significance of advocacy to the agency where 1 = high, 2 = medium,
and 3 = low.
c Percentage of time executive directors devote to advocacy
dThe agency has a funding plan for advocacy where 1 = yes and 2 = no.
eThe agency employes staff to do advocacy work where 1 = 3 or more staff,
2 = lor 2 staff, and 3 = 1 or less.
rThe agency has a board recruitment policy that includes advocacy where 1 = yes and 2 =
no.
8The agency collaborated more or less than previously with other nonprofitswhere 1 =
more and 2 = less.
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Significance of Advocacy to the Agency
Most executive directors reported that advocacy activities were an important part
of their agencies' work. Comments included, "It' s primary, number one by far"; "It has
a very profound position in our organization"; "It's a vital part of our organization"; and
"It is the foundation on which our agency exists." This high level rating, which most
directors gave advocacy, sits in contrast to previous findings. As noted in Chapter 2 by
Kaminisky & Walmsley (1995), advocacy was found to be only a marginal activity of
social workers. However, with the deepening of the retrenchment climate, perhaps
directors are finding that increasing advocacy activities is essential. This finding supports
research done by others that also found advocacy activities were on the increase (Pawlak
& Flynn, 1993 ; Haynes & Mickelson, 1992). Only two of the directors reported that
advocacy had a "low priority"or a "minimal role" in their agency. Ranking of
significance was done on a 3 point scale where 1=high, 2=medium and 3=low (see Table
2).
Percentage of Time
The average percentage of time executive directors devoted to advocacy was
approximately 28. This means that 28 percent of their work week was taken up by
advocacy activities. The range spanned from five to 60 percent. The average is markedly
higher than earlier research completed by Files' (1981) (cited in Ezell, 1991, p. 3). He
reported that 19 percent of the managers' time went to advocacy activities. Each
nonprofit was ranked according to how much time the executive director spent on a
weekly basis involved in advocacy activities. The director who was involved the most
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scored 1, while the director who was involved the least scored 6. Directors that reported
an identical score as others were given the same ranking (see Table 2).
Contacts with the Provincial Government
Two themes emerged from the data relating to the contacts to the provincial
government: loyalty to the provincial government and the predominance of nonprofit
agencies initiating contact. Each will be presented respectively.
Three of the executive directors clearly reported while the same number alluded
to the fact that loyalty to the provincial government, which was demonstrated by going
along with their policies and not embarrassing them in the media, was important. In their
own words they said the following:
I try to stay away from the political arena .. .. We're in Edmonton. We have some
realities in Edmonton. You know you're damned if you do and damned if you
don't. We have a Conservative Government who has a strong belief that loyalty
is important. So if you're a funded agency, for example, then you have a
relationship with that government and it wants your loyalty back; and
I have to say I make little effort to have any informal contact with the
provincial government. ... All of our policy is provincial, all our policy
advocacy this year is provincial. ... I could be wrong but I find that once
you develop any kind of rapport with them, and you say something
publicly that is critical, they see it as some how you've tricked them,
you've cheated them .... I tend to keep some distance.
The next quote is from an executive director who feared that talking out would
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jeopardize the funding and the reputation of her agency.
You notice a lot of media exposure to certain aspects of our health system and
what happens after awhile is that government and funding agents and boards start
to think of an agency as a whiner. It becomes background noise after awhile. If
you're going to make a statement you really have to pick your time.
Another possible aspect of nonprofits contacts with government is partisan
politics. Universally executive directors reported the importance of their agency being
politically non-partisan. They said: "I think agencies tend to be very careful about
getting involved in partisan politics- very, very, careful.. .. We've got to be friends with
everybody .... I'm a friend of every politician. I don't care who they are"; "I don't think
mainstream politics plays a role whatsoever in our organization."; "I have always stayed
out of partisan politics"; and
I don't think organizations can afford to be political. I think it has to be totally
non-partisan. This organization has policies on pro-choice and nondiscrimination and a lot of people would consider that to be political. I think you
have to work with each particular issue and address it to the mission of your
association. Policies need to be based on the needs and values of your association
not at the political party level.
One executive director told a story of nonprofit agencies that were punished for
their partisan views.
I don't want us, at the end of the day, to be deemed as a that agency, or a that
agency, or a that agency. And it' s happened in this community. We have a
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number of inner city agencies who do phenomenal work, who in my opinion,
should have sainthood attached to their names, who get screwed every time they
turn around because someone, someday in their lives, pegged them as being from
some political arena.
All of the executive directors found that the government rarely initiated contact
with them. This reality does not fit with the ideology of community driven social
services which is the proclaimed ideology, of the government. In this ideology the
government theoretically reaches out to nonprofits and other groups which represent the
community in order to make informed decisions. The directors comments follow:
'They'll initiate it if you've done some publicity. Other than that you never hear from
them"; "No, I've never been approached by a Conservative - come to think of it,
anybody in power"; and "We really have very little to do with politicians." One director
commented that although the government did not initiate contact, they were open to her
initiations. "I have to say they have been very receptive, considering I'm a new
administrator and I've come in a very turbulent time. They've been quite receptive but
they don't make any effort to contact us."
In a related comment, one executive director expressed concern regarding the
lack of opportunity for the 'grass roots' to instigate reform. This reality, as she saw it, is
in stark contrast to the government's rhetoric of decentralizing to the community.
With all the stress and struggle what everyone also acknowledges is opportunity.
And the opportunity is a committee. I guess I'd better go to it. But what that has
you do is dance to the committee. Well this is our opportunity to try to make
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some influential changes at a systemic level and at a policy level and at a
legislative level. But it also stops you from making some of the stuff that's
agency driven from the community a reality. Nonprofit agencies take information
from the community and address it. Now we're going from the government. It's
government driven rather than community driven.
Resources
The resources nonprofits utilize are garnered from their external environment.
Two key resources, capital and personnel, were examined to determine how nonprofit
agencies utilize capital and personnel regarding advocacy. Three questions were asked:
how do you secure funding for advocacy activities; do you have a staff person whose
primary responsibility is advocacy; and have you ever hired an outside consultant to do
advocacy work for your agency.
Most of the executive directors reported that although they do not receive specific
funds for advocacy they still do it. Some of their comments were: "It's a vital part of our
program. I couldn't not do it" and "It's part of our conscience."
Some agencies found creative ways to finance their advocacy activities. "Well I
guess we sort of juggle. I have a wonderful staff supported by a huge volunteer base that
is very giving of its time and advocacy is more a time than it is an actual cost. .. Advocacy
doesn' t have a budget line"; and ''Approximately 25 percent of my time is in the
community. That's advocacy. That is an advocacy policy right there."
One extraordinary agency not only made advocacy a high priority, but also
ensured that advocacy was built into the budget for direct client services. The director
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explains:
We consider advocacy a direct cost to meet the needs of our families.
Most people put their advocacy over here under administration. It' s
fundamental to what we do .... It would get cut last. We' ve developed a
system to make that happen. So it' s not only that we think that way, it's
that we also budget that way and we report that way and we administer
that way.
Executive directors reported garnering funds for advocacy from their donations,
direct program funding, using volunteers at low cost and two agencies did receive grants
to do advocacy. The majority of agencies scraped together capital in order to carry out
advocacy activities because they received very limited revenue for these same activities.
In order to make sense of this data so it could be compared across nonprofits, a
two point scale was developed. If the agency had a funding plan for advocacy they
received a score of 1 to indicate that advocacy was important enough to the agency that a
plan had been developed. If no plan was in place the agency received a score of 2 ( see
Table 2). Sixty percent of the agencies had a funding plan for advocacy.
When asked if a particular staff person's job primarily entailed advocacy related
activities, executive directors reported contrasting data. Four out of the lO_agencies
reported that one or more staff have advocacy as a primary part of their job. Another
four executive directors, said that all of the staff are involved in advocacy along with
their other duties. Finally, the two remaining executive directors reported that no one
does advocacy in their agency except the small amount that they do themselves. This
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data was analysed using a three point scale (see Table 2). Agencies that reported having
three or more staff involved in advocacy received a score of 1 to indicate the significance
of advocacy. Agencies that had one or two staff doing advocacy received a score of 2,
whereas agencies with one or less staff involved received a score of 3. As noted
previously, advocacy activities are inversely related to the score (i.e. the higher the score
the lower the level of advocacy activities undertaken).
When specific issues surface that may require concerted advocacy efforts,
business for example, often hires outside consultants to lobby governments. All of the
executive directors reported that they had never done this. Lack of money was usually the
cited reason, but others commented that training someone outside the agency to do
advocacy for them was counter to their agency's philosophy. One director explains:
The agency has a very strong position that we undertake nothing by an outsider.
If we believe in it strong enough, we own it, we run it, and it becomes part of the
core. We have a really strong belief that if it's an important function like
advocacy, we don't contract it out.
Since all of the directors agreed on this indicator, this data was not ranked on Table 2.
Boards of Directors
Do agencies have a board recruitment policy that includes soliciting potential
board members with advocacy efficacy? Six executive directors reported that their
agency did not recruit board members to help with advocacy. Executive directors
reported that board members became involved in a particular agency simply because of
their interest in it.
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The four remaining executive directors indicated that their agency had a board
recruitment policy that sought out potential members who had key connections that
would assist the agency. Some of the agencies had a very strategic process. "We go to
the Chartered Accountants Association and say to them we' re looking for these skills .. ..
We go to the Law Society and say to them we' re looking for an advocate in children' s
law or family law ... We go to the Alberta Teachers Association.... "
Some executive directors recognized the benefits of having a strong advocacy
board.
We try to get a cross-section from the community and right now we have a
lawyer, a couple of accountants, a principal of a school, a business executive,
nurses and university professors. So we've got a very influential board and that' s
great to have, because when we run into problems, and I can speak from
experience, when we run into problems and conflicts with the health care system,
my board members are wonderful. They just tap into their network.
Another said:
We are very fortunate in having another method of influencing at the political
level. We have a board of directors who are representatives of the community
and they are lay people. They act on behalf of the organization and they do
advocate at the policy level for us. They are a powerful lobby force.
It seems that board members with advocacy potential are an untapped resource

for the majority of agencies in my study.
In order to reduce this data to tabular form, nonprofits that did have a board
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recruitment policy that included advocacy received a score of 1 whereas those that did
not received a score of 2 (see Table 2).
Macro-Concept
In order to understand the retrenchment climate today, as compared to five years
ago, executive directors were asked to report on five aspects of it. These are: client
situation; staff workload and morale; relationship with other nonprofits; community
perception; and overall climate. This section compiles data regarding the internal and
external environment of nonprofits. Most of this data was difficult to reduce to tabular
fonn. It does provide a context in which nonprofits may be understood. The data
collected regarding the relationship nonprofits have with one another, was reduced and
does appear in Table 2.
Client Situation
Eight out of ten executive directors reported that their clients' situation now,
compared to five years ago, is more difficult. Some of their comments follow: "It' s more
desperate"; ''Our clients are becoming more desperate because they' ve been kicked off
welfare. So we have a number of clients who receive no assistance and they live on food
from the food bank or god knows what else"; and
There are lots of challenges facing battered women in terms of welfare
changes- for example, one time furniture ... The woman needs furniture and if she
leaves a battering situation, that was her one time ... There' s been a tremendous
impact where women are going through substantial changes in their lives but the
supports are not as available as they used to be. There' s not as much and there
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were issues before too, but it's even tighter now.
The negative impact to women as a consequence of government cutbacks has
been researched and documented by others. Professors Gurstan Dacks, Joyce Green and
Linda Trimble wrote in The Trojan Horse that women have been attacked by Klein's
budget policies. The provincial government's:
budget slashing ignores women's differential position in the labour market and
their disproportionate dependence on government programs and services. Thus,
deficit reduction is not gender neutral. Because of women's tenuous economic
position and their reliance on the Welfare State, the Alberta approach is
especially harmful to them (1995, p. 273).
Audrey Cormack, the president of the Alberta Federation of Labour, condemns
the government for its budget policies and argues that women are doing the
government's work now.
''Our governments have brain washed us into believing that social programs are
the cause of the debt and deficit. While the tax burden is placed on us,
corporations are reaping record-high profits and shedding thousands of jobs.
Women are poor because unemployment is high, particularly for young women,
women of colour, women with disabilities, and aboriginal women." Cormack
said women are also poor because they're now doing the work governments used
to do. "When services are no longer provided, and social programs are cut, we
carry the burden as caregivers, increasing our unpaid work at home and in the
community" (Gilmour, 1996, p. B3).
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And finally, the provincial government' s advisory council on women' s issues
makes a similar argument. After completing extensive research throughout Alberta they
found that "women have borne a disproportionate share of the pain from provincial
budget cuts" (Gold, 1996, p. A7). Following the publication of their research, their voice
was silenced. The council "was unexpectedly and permanently shut down" (p. A7).
Gender is one determinant of discrimination caused by Klein' s budget policies.
Another is the state of people's health. Clients that would have previously been
hospitalized are now in the community. The following comment made by one executive
director echos one made by Martin Garber-Comad already quoted in Chapter 1. He
stated that: " ' The cuts and the de-institutional process happen a lot faster than
strengthening the community.' As a result, ' We're seeing people with much more
difficult problems"' (McClintock, 1996, p. 12). The executive director' s comment was:
I can tell you very clearly from my staff that work out in the community.
They are dealing with a much frailer population, very fragile population.
Although the emphasis is there to keep these people out in the community,
the money is not there to provide the support. It's really not there. Our
staff donate a lot of their own time.
Staff Workload and Morale
All the executive directors, save one, agreed in this category. The vast majority
reported that the staff workload for their agencies had increased.
Quotations from directors will illuminate the situation in which they exist:
"It' s really heavy"; "Oh, it's more work. It' s definitely more work and less money, less
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resources"; "The workload has shifted to a more survival mode" and "The workloads
have increased and the thing that tends to get bumped off everybody's list tends to be
advocacy". One director expressed concern regarding how her staff went beyond the
requirements of their duties.
We do fee-for-service so Blue Cross will pay us for say one hour of time. What
will happen is that my staff will see that somebody is really frail. I do not expect
this of them. They expect it of themselves. They will deal with all ... the health
needs before they leave that home. That's not an expectation because we are only
hired to go in and provide foot care. But that is what their expectations are of
themselves.
Another director remarks about how clients may be negatively impacted by staffs
increased workload.
There are some problems that I don't think that we understand when demand
increases. I mean usually the response is either you can't meet demand or you put
yourself in a situation where you meet demand and then you do yourself in.
Right. But I think there' s another thing that happens and that is that there was a
time when agencies had more capacity and more things for their clients. You
could take the extra time to make the phone call if someone had not only an
emotional need but maybe they also had a food need and an accommodation
need. Now because there is no time because of the demands that are on you, I
think we are becoming closed... So our boxes and our walls are closed. Which
doesn' t make any sense when the whole damn thing was supposed to be open and
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we were supposed to be a one-stop shop to meet all your social service needs.
The sole dissenting director recognized the only reason that staff workloads had
not increased, was due to the agency' s retail funding strategies. "Our client to trainee
ratios haven't changed.... The only reason I think we can say that is because of the retail
aspect of our business."
Universally executive directors reported that the morale at their agency was good
or better. However, some directors qualified the 'good' descriptor with a 'but'. Their
comments follow:
Even though we've had pressures put on us and everything else, it is looking
good. We're feeling good. We enjoy coming to work. It's a happy place to
work. We've always called ourselves a big happy family because you work in
such close quarters here and we're a small staff, all female;
Our staff morale is excellent. Theresa reason why ... . In 1992 we sat down with
our staff and said that we believe things will become more difficult. We believe
that government will privatize services. We believe that will make you feel that
job security isn't what it might have been in the past. There's a trend towards
less benefits and more part-time employment and so that's going to have an
impact. Your families are getting older... The likelihood of your spouse being
unemployed for periods of time is greater than it's every been before. So what
can we as an organization do to remove some of that stress from you guys? We
explained to our staff that we had some thoughts about what this would look like.
We needed them to give us something and we were in return prepared to give
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them something ... What we wanted back was our personnel policy that stated that
the last man in was the first man out in layoffs. We wanted to change that so that
layoffs were determined on the basis of client needs. So that if the last three
people in were caseworkers, which in fact is the case because that's been our
expansion area, in these personnel policies as they existed, that meant that then
the first three to be laid off were caseworkers, frontline workers. We wanted that
removed so that we laid off on the basis of client need. So maybe it's support
staff that had to go first. ..In return we were prepared to guarantee our staff six
months notice on layoff due to potential funding cuts, that we were prepared to
guarantee them one year's benefits to be carried after that period of time if they
did not find employment, and that we were prepared to negotiate with them on
the basis of training if we had to shut down the operation. We did the deal. We
established a fund and we have funded it. So not only did we set the policy up,
there is a fund that we established. We did some extra fundraising in '93, '94 and
'95 and we have the capacity to do that for 100 percent of our staff If the agency
was closed tomorrow we could give one month's pay for every year of service
plus six months notice. We decided that we can't control all that shit that's going
on out there but we could give better support to our staff by at least showing them
that, you know what, in the corporate world this is how they take care of their
people. In social services we don' t. Because we don't value what it is that our
people are doing. We are going to lead something different. It's worked for us.
Our staff go the extra mile and we' ve not lost a single person and we' re not going
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to;
Morale is fairly good. In fact, I think it's pretty good. I think where funding cuts
have affected us is that salary increments are few and far between, if ever. So
people are expected to work just as hard or harder than they did, with really not a
lot of hope that they're going to be rewarded financially for it. It's nice to say oh
yes but you get a certain amount of satisfaction from doing a good job but. .. You
know you'd like to have a better standard of living but in spite of that I think
moral is pretty good because we don't have a large staff turnover at all;
I don't think we're probably where we should be. But I think morale is good,
because people know they work for an agency that is of quality. They have some
belief in the value of the work they do. They think they and their fellow workers
do it well and they take pride in it";
"Morale is really good. We have a strong team with close personal relationships.
Someone handed in her resignation yesterday and you know she said she felt it was like
leaving her family and I would feel the same way"; "The morale ... is not bad. Not bad,
I'm not saying it's perfect"; and "The morale here is incredible given the circumstances
that this organization is in." The next quote comes from a director who recognizes that
although her staff go above and beyond the call of duty they are impacted by the
pressures of their work. "Very stressed because you're always working under a very
limited budget. It's an organization where there's the expectation that you always give a
lot more than you're paid for. "
The final quote articulates the general morale of one executive director regarding
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his work.
Oddly enough I'm feeling more committed and dedicated to it all the time ...
Maybe it's a perversity of my character but I actually think that the tide is going
to tum. I really think people are going to start caring about each other, caring for
other people again ....
This comment and the overall positive assessment of staff morale by executive
directors, corroborates the findings of Vinokur-Kaplan (1996). In her study of social
work administrators of nonprofits from 1981-1989, she found that morale was high.
Overall there appears to be a fairly high level of job satisfaction and little
difference in such attitudes at the beginning and end of the decade. This finding
suggests an extension of Chess et al.' s ( 19 87) article which concludes that social
work administrators overall continued to be "alive and happy" ... in the second
part of this difficult decade, as well as the first (p. 104 ).
Relationship with Other Nonprofits
Executive directors were asked whether they increased collaborations with other
nonprofits. One executive director reported that her agency collaborated very little with
other agencies. Another reported that his agency was less collaborative than previously.
He said:
The fact is you're taking a shrinking pie and you're forcing nonprofits to
be satisfied with smaller pieces of that shrinking pie. So I actually think
there is less collaboration among nonprofits. Certainly in advocacy there
is less willingness to be seen as the one who' s raising the fuss. I think the

78
whole thing has had a chilling effect on us actually.
The remainder of the nonprofits all reported increased collaboration with other
nonprofits. The explanations for this phenomenon ranged from being forced to
collaborate to a willingness to do so. Here are some of the statements:
Well that' s something the government has come up with in the last couple of
years, collaborative ventures. We're definitely doing more than we used to.
Everybody used to have their own separate little kingdom, kind of, and you got
your funding doing this. But now in order to get funding you have to collaborate.
I mean that's not a bad thing. In a lot of ways that's a good thing because you can
combine your resources and provide better programs. But sometimes they go too
far. They almost force you to collaborate and then tell you who to collaborate
with. Sometimes that's a little difficult;
There's more demand for services as the government cuts back. There's less
finances out there ... It' s a competitive environment. There's so many people out
there that need help, largely because the government is cutting back. There's a
huge increase in the clients that need assistance and the government's not the
social net anymore. Charities have to work together. There's an increase in
people [clients] but there's also an increase in sharing resources, and working
together; and
"There are formal mechanisms whereby the CEOs of all the agencies do meet and try to
influence government. There's a fair amount of exchange and communications through
those kinds of vehicles."
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Of this group, two executive directors explained that there was a well developed
collaborative network among several agencies that they worked with. This made working
in the retrenchment climate bearable for them. After listing several agencies one
executive director states: "I mean these people would bend over backwards for anyone of
the people in that group. And there' s never a ' it' s not-doable. ' It's always, ' oh that can
be done.' It' s just a mater of figuring out how to do it."
To reduce this data to tabular form, executive directors that indicated they were
doing more colloborative ventures received a score of 1, whereas those that said less
received a 2 (see Table 2).
Community Perception
Two categories arose from the data collected on community perception. Half of
the agencies reported feeling that the community evaluated them negatively. Their
clients were stigmatized by this community and their agency was in tum. One director
said that his agency:
Is perceived as a left wing organization, you know largely and I don't think that's
changed, yet. We may always be seen as left wingers because we advocate for
the poor. I don't feel we're left wing. We have our values and we have people
for whom we advocate, if that makes us left wing, it does.
Another director remarked that the community is becoming less compassionate
towards disadvantaged people, the clients of this agency:
I think there is a harder edge from those who aren't living those circumstances.
So I think that it's not just our clients that have changed and the environment that
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government controls, but citizens have changed as well. I often hear good caring
citizens say, 'you know this isn' t my problem. Why the hell don' t they take care
of themselves.' And there is a complete misunderstanding and misperception of
who these people are that are on welfare and who these people are that are part of
our safety net. They are in fact our neighbours, but we don't tell. Most citizens
say, ' well, they're not my neighbour because if they were my neighbour I would
help. ' I see a lot more rhetoric. I mean there's lots ofrhetoric by the government
but now you hear it amongst caring citizens. I think we have reason to be
alarmed; reason to be concerned. I'm not talking about usual statements like,
'well individual donations are down' or 'people aren't volunteering as many
hours.' All of those things we live and work with over time. This is a meanness.
'This isn't my problem' attitude. That's a major shift. So if it's not my problem
and it's not your problem, then it couldn' t possibly be our government' s problem
because it's only there because you and I put them there. So then who's problem
is it? I become very fearful that we'll end up with American-kind of
neighbourhoods.
The remaining agencies reported that the community thought well of the work
they did. However, four of the executive directors in this group reported that the
community does not fully understand the work their agency does. One executive director
stated that they were "perceived in the community as an agency that does good things.
Now people are not able to define what that is."
Overall Climate
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Data collected from the final aspect of comparisons proved to be diverse. Some
directors reported that the overall climate in which nonprofits operated was more hostile.
This encouraged some nonprofits to do less individual advocacy and more class
advocacy.
In the early ' 90s I think we spent most of our time just struggling through; m

terms of one by one how do we help this family - one by one. From '90 to about
'93 there were really no mediums in this province to have dialogues. It was said
that the laws have been changed. The new Acts have been proclaimed. We all
struggled because everything that we said in '86 was going to happen, happened.
Then in '93 the government decided it was going to do business differently. The
way it wanted to do business had a great impact on marginalized people and
we're in business with people who are marginalized. So we found then that the
one by one by one wasn't good enough because this family's situation ended up
being 20 families' situations and this situation was 40 families' situations. So I
think we probably moved from being individual advocates for individual families
to dealing with policy issues and then having to move to group advocacy; and
"I believe we were an organization that advocated on an individual basis in those
days ... But I think we've moved away from that .. .. We are advocating in general terms
regarding the plight of thousands of people because of their disabilities."
One director reported that opportunities for advocacy had almost completely
evaporated for that agency.
In the past we used to have a tri-party committee .... I approached the provincial
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government a while ago and said, would it be possible to get that committee
going again. The person's answer was, ~you must be joking; given this climate,
given the staff within the department.' It has gotten more difficult.
Another director talked of the intolerance of the provincial government to
dissenting voices. "The perception is this government will not brook any opposition.
Advocacy is punished. That's very real and it's true. I can personally say it is true."
This director reported that he was kicked off a government committee because he
criticized government decisions publicly.
In contrast, one director remarked that her agency had benefitted from the
dramatic changes. The executive director explains:
The total turmoil in the health care system has made things easier for us. Its gone
through a phase where nobody knows what anybody is doing... People are no
longer saying to us that's not your territory. You don't have the right there.
We'll do it. They're inviting us and are just so happy that somebody is willing to
come in and do it.
Correlation Between Financial Stability and Advocacy Activities
There are some limitations to this method. Descriptive data collected on contacts
with the provincial government as well as the macro-context did not lend themselves to
quantification. Therefore this ranking system needs to be balanced with the more
explicit and detailed qualitative data already presented. Also, the reports of executive
directors were general perceptions and may be biased. Self-reports are always subject to
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this threat to internal validity. Regardless of these limitations, I have attempted to
correlate the two key variables using a ranking system. Table 3 depicts the findings.

It seems that financial stability and advocacy activities are somewhat related.
The average ranking difference for the agencies was 3. 40. The range spanned from a
high of 6 (#1) to O (# 10). Agencies that engaged most heavily in advocacy activities (#4,
#3 & #9) had ranking of 1, 2 & 2 respectively. These same agencies had positions of 6, 7
& 4 on the financial ranking. This indicates a weak positive correlation.
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Table 3
Correlation of Financial Stabilit): and Advocacy Activities

Nonprofit

Financial

Advocacy

Spread

#1

10

4

6

#2

3

7

4

#3

7

2

5

#4

6

1

5

#5

9

6

3

#6

1

3

2

#7

2

4

2

#8

8

3

5

#9

4

2

2

#10

5

5

0

85
Chapter 5
Summary and Conclusions
Financial Stability
Overall, nonprofit agencies experienced a reduction in financial stability from
1990 to 1995. The key indicators; equity balance, revenue concentration and operating
margins, on average, were less stable in that time period. It is of interest to note that
those agencies with high levels of revenue concentration derived the bulk of their
revenue from commercial enterprises.
Advocacy Activities
Although it is more difficult to assess the relative state of advocacy activities
from 1990 to 1995, the data does indicate a worsening or more hostile situation for
nonprofit agencies. In terms of the macro-context, most executive directors reported that
their clients' situations were more desperate due to the retrenchment policies in place in
Alberta. Since less support was available from government, the poor were relying
heavily on nonprofits. This created an increase in staff workload without the
accompaniment of added resources. Several executive directors reported that the
community was becoming 'mean-spirited.' The directors' comments in the aspects of
community perception and overall climate detail this.
Indicators of diminished advocacy opportunities for nonprofit agencies gives us
further evidence that the climate in Alberta is hostile. Most directors reported that the
provincial government rarely initiates contact with them. The government' s stated
ideology of community based social service, where the government turns to the
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community (i.e. nonprofit agencies and others) for an understanding of the community's
needs, seems to be alive only at a rhetorical level.
In terms of resources, executive directors reported that funding for advocacy
activities was minimal if available at all. Only two agencies received funding for
advocacy activities. This finding is consistent with research done in Alberta a decade
ago. Robichaud (1985) notes that 'voluntary agencies emphasize that grants are aimed
almost exclusively at purchase of services. Very little money is allocated for volunteer
training, promotion, social rights, advocacy or the identification of needs" (p. 62).
The Strengths
In spite of this hostile climate, executive directors are managing. This is possible
because of their strengths. The indicators of significance, time, resources, board and staff
morale all illustrate how executive directors are coping and surviving in this tough
retrenchment climate. Eight out of the 10 executive directors reported that advocacy
activities had a high significance for their agency. This shows that connecting individual
problems and public issues was important to them in serving their clients best.
Compared to previous research (Ezell, 1991 ), executive directors are devoting
more time to advocacy activities. On average, they are spending 28 percent of their week
on these activities. It seems like the call by Halter and others (Pawlak & Flynn and
Haynes & Mickelson, 1992) is being heeded. "Social workers and human service
advocates need to be aware of the state of general assistance policies, educate legislators
who are responsible for changing this legislation, and make every attempt to be heard"
(Halter, 1994, p. 708).
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Executive directors described many creative strategies that enabled them to carry
out advocacy activities. From incorporating them into program budgets to enlisting
volunteers, most executive directors ensured that advocacy activities were undertaken.
Four out of 10 agencies recruited board members specifically for their advice
efficacy. This remains an untapped advocacy resource for the other agencies.
In spite of the negative aspects of working in nonprofit agencies during a period
of retrenchment, executive directors reported that staff morale was good with some
qualifications. The strong belief in the missions of their agencies and their clients seems
to carry staff along regardless of the negative external environment. This situation is
summed in a quote attributed to the current Dalai Lama. "Try with all you might to work
very, very hard to make the world a better place, and if all your efforts come to no avail. ..
no hard feelings!" Staff at nonprofits are working very, very hard indeed.
The Limitations
The findings from this research can be generalized to the larger population of
nonprofits in my sampling frame because a simple random sampling procedure was
utilized. Therefore, 31 nonprofit agencies may use these findings to assess their
particular agency. Beyond this population, there are several limitations to further
generalization. As some executive directors noted, Edmonton has experienced a unique
set of circumstances. Thus agencies located in other urban and rural locations in Alberta
may not have similar experiences. Two other limits to generalization include the size of
the agency and particularities caused by being funded by the United Way. Therefore,
readers are encouraged to take these limitations into consideration when reviewing the

88
findings.
The exploratory nature of this research, does not lend us to precise truths. Its
purpose is rather to help us understand the overall situation and relationships between
variables. No definitive answers can be derived from this data. However, this research
builds a finner foundation for nonprofit research which may then lead to more rigorous
methods of research.
Final Comments
This research has uncovered questions for researchers of nonprofit agencies. The
suggestion that funding stability and advocacy activities are positively correlated begs
further, more rigorous, study. Further research of the dilemmas of professionals working
in a retrenchment climate is another area to study. And finally, the questions: why are
there so few executive directors with backgrounds in social work? and what role should
professional schools of social work be fulfilling to increase these numbers need to be
answered by further research.
In conclusion, Alberta is experiencing extreme neo-conservative policies. As an
editorial in the Edmonton Journal describes, Albertans are suffering.
Statistics notwithstanding, it is an inescapable truth that many people are
struggling to survive in an Alberta where the social safety net has been battered
by three years of brutal cutbacks. The Klein government acknowledged that to a
small degree last week by providing family tax credit for the working poor.
However it did nothing for people on welfare who these days are lucky to be able
to afford a phone. A society polarized between rich and poor is an unhealthy
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society. In his next round of budget surplus giveaways, Premier Klein should
think about the poor ("Time to think," 1996, p. 8).
My research suggests that executive directors and the nonprofit agencies they
lead, would do well to advocate for their clients in the external environment. The
positive correlation found between advocacy indicators and financial stability encourages
increased focus on advocacy efforts. Executive Directors' continued and increased
efforts will help the disadvantaged Albertans, that have been forgotten by the Klein
government, receive their rights as citizens of Alberta.
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Appendix A
NO1\1PROFITS, J\J)VOCACY AND RETRENCHMENT IN ALBERTA
INTERVIEW SCHEDULE
APRIL 1996
General Information
1.
2.
3.

In what year was your agency established?
How long have you been the executive director?
What is your academic background?

4.

Scope, Dimensions and Intensity of Advocacy
What does advocacy mean to you?

5.

Researchers have identified 3 levels of advocacy: individual, administrative and
policy (explain). Does your agency do advocacy at all three levels?

6.

What strategies does your agency use to encourage changes you desire?
Normative - common value base; utilitarian - negotiating and bargaining;
coercive - conflict, dissenssion and complaint

7.

Please give some examples of advocacy activities your agency is engaged in at
each level.

8.
9.

What level(s) of advocacy are you involved in as executive director?
Does your agency initiate and receive contact from the following external sources
related to advocacy activities? Examples? How often?
government officials
political opposition officials
media officials
other officials (i.e. AASW)
10.
Overall, how many hours a week do you spend on all types of advocacy
activities?
11.

On average, how many hours a week do you spend cultivating informal contacts
with influential officials that may support your agency (i.e. through associations
such as luncheons, golfing, church activities, etc.)?
Probe: How are these informal contacts made?

12.

How does your agency regard advocacy?

13.

Has your agency' s advocacy activities changed in any way in the last 5 years
(scope, quantity, quality)?
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14.
15.
18.
17.
18.
19.
20.

Resources
How do you secure funding for advocacy activities?
Do you have an employee whose primary responsibility is advocacy?
Have you ever hired an outside consultant to do advocacy?
At which level does your agency spend the bulk of its advocacy resources?
Board
Do advocacy issues play a part in Board recruitment? How so? Negative/Positive
Impacts?
Are board members involved in advocacy efforts? How so?
Macro-Context
Overall, how would you describe the current advocacy climate in which your
agency is operating?
alliance - common values, neutral - education regarding issues, adversarial conflict, difficult to get an audience with decision makers

Questions concerning your perception of the current social/political climate in which
your agency is operating compared to 5 years ago.
21.
How do you perceive your clients' situation?
22.

How have you been affected?
workload
resources
feelings/morale

23.

24.

How have your staff been affected?
workload
resources
feelings/morale
How does the community at large relate to your agency?

25.

How has your relationship with other nonprofits been affected?

26.

Does partisan politics play a part in your advocacy efforts? Examples?

27.

Are there any other areas of advocacy that I may have missed that are important
to your agency?
A summary of the results of this research will be forwarded to all nonprofits participating
in the study upon its completion. The tentative date of completion is June 1996. May I
call you if I need more information in the future?

LORI SIGURDSON

100
3C, 8729 - 97 Avenue
Edmonton, AB T6C 2B9
403-461-4867

Appendix B

March 22, 1996

Dear Madam:
N onprofit agencies in Alberta are in a time of transition. Social program funding has been
reduced and altered. This situation is of interest to me. I wonder how nonprofits are affected by
these retrenchment policies?
I am a Master of Social Work student at the University of Calgary. To fulfill the thesis
component of my degree, I am studying nonprofits. I am seeking your support and cooperation in
this endeavour.
As the executive director of your agency, you are considered an expert regarding all facets of it.
Therefore, your knowledge, opinions, and feelings are valuable to my research. I am asking for
your assistance in two ways. First, I would like to interview you, face-to-face, for approximately
one hour. Second, I would like a copy of your most recent audited financial statement and one
from five years ago.
Your willingness to provide your time and documents is greatly appreciated. Without your
support I would not be able to research this vital area of social program delivery. In gratitude for
your support, I will forward a summary of the results of my research upon completion. The
tentative date is June 1996.
Lastly, I am aware and in agreement with ethics regulations of the University of Calgary that
govern my research. Attached to this letter is a consent form that gives more detail regarding
issues such as confidentiality. Please read it and sign it if you agree with it. In addition, I am a
Registered Social Worker in this province and thus subject to the ethics guidelines of the
profession.
I will be contacting you in the next few weeks to ask if you are willing to participate in my
research. If so, we will schedule an interview at your convenience. Thank you for your attention
to this matter.
Sincerely,

Lori Sigurdson, BA, BSW, MSW(student), RSW
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Appendix C
University of Calgary Consent Form
Research Project Title: Nonprofits, Retrenchment and Advocacy in Alberta
Investigator: Lori Sigurdson, Master of Social Work Student
This consent form, a copy of which has been given to you, is only part of the process of
informed consent. It should give you the basic idea of what the research is about and
what your participation will involve. If you would like more detail about something
mentioned here, or information not included here, please ask. Please take the time to
read this form carefully and to understand any accompanying information.
Alberta is operating in a retrenchment climate. Spending on social programs has been
reduced and altered. The purpose of my research is to assess how nonprofits are
impacted by these changes. The examination of financial and advocacy variables will
specifically address this general topic.
In order to do my research, I require your support and cooperation. Financial variables
will be measured using a model of financial stability developed by economists
specifically for the nonprofit sector. To do this empirical analysis, I require your most
recent audited financial statement and one from five years ago. Also, to collect data
regarding advocacy, I require approximately one hour of your time. Using an interview
schedule, I will ask you questions regarding the general topic of advocacy as it relates to
your agency.
Your nonprofit agency has been chosen because it fulfills three criteria. It has an annual
budget of $200,000 or more; it is partially funded by the United Way; and it is located
in the Edmonton area. A simple random sampling procedure was used to select
approximately 30% or the population described. Therefore, the sample is made up of 10
nonprofit agencies. These procedures of population definition and sample selection
ensure the external validity of my research.
All information that you disclose or give to me in document form will be kept strictly
confidential. The name of your nonprofit will not be used in my research. I will use a
code system to refer to all nonprofits. For example, Edmonton Nonprofit will be referred
to as Nonprofit # 1. Upon completion of my research, all documentation of financial
records will be shredded, if they are contained in a hard copy; or erased, if they are
stored on a computer disk. I am a Registered Social Worker in this province and if I do
not adhere to this commitment you may contact the Alberta Association of Social
Workers and disciplinary action will be taken.
Finally, I will forward to you a summary of the results of my research upon completion.
The tentative date of completion is June 1996.
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Your signature on this form indicates that you have understood to your satisfaction the
information regarding participation in the research project and agree to participate as a
subject. In no way does this waive your legal rights nor release the investigators,
sponsors, or involved institutions from their legal and professional responsibilities. You
are free to withdraw from the study at any time. Your continued participation would be
as informed as your initial consent, so you should feel free to ask for clarification or new
information throughout your participation. If you have further questions concerning
matters related to this research, please contact:
Lori Sigurdson
461-4867.
If you have any questions concerning your participation in this project, you may also
contact the Office of the Vice-President (Research) and ask for Karen McDermid, 403220-3381.

Participant

Date

Investigator/Witness (Optional)

Date

A copy of this consent form has been given to you to keep for your records and reference.
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Appendix D
Financial Stabili~ Criteria

Npta

Equib

Admd

Rev.c

Marge

1990

1995

1990

1995

1990

1995

1990

1995

#1

.12

.10

.43

.56

.06

.06

-.02

.05

#2

.86

.41

.34

.70

.07

.26

.16

.04

#3

-.01

.65

.44

.33

.13

.14

-.10

.02

#4

.39

.22

.42

.43

.72

.47

.08

-.06

#5

.09

.11

.52

.50

.28

.27

-.04

.08

#6

.86

.76

.31

.34

.11

.11

.09

.01

#7

.53

.39

.28

.30

.06

.04

.04

.06

#8

1.61

.08

41

.39

.28

.25

-.02

-.08

#9

.09

.45

.28

.36

f

--f

-.08

.02

# 10

.77

.1.30

.32

.74

.19

.32

-.06

.06

Ave. g

.53

.45

.38

.47

.21

.2 1

.07

.05

aNonprofit
bEquity Balances
cRevenue Concentration
dAdministrative Costs
eoperating Margins
1Nonprofit #9 did not separate out administative costs and thus the data was unavailable.

