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ance expectations about worker-to-
worker incjvility; teaching skills such
as conflict resolution, stress manage-
ment, and listening; and reacting
swiftly to transgressions are all things
organizatjons can do to curb incivility.
Also, getting “360-degree feedback,”
or anonymous input from workers of
all levels, improves the accuracy of
feedback about all employees. Finally,
if employees do leave, delaying their
exit interviews may allow them to
report their real reasons for leaving
the organjzation.

As for Chang, what does she think
her supervisor could have done to
avoid incivility? “She could have heard
more about what I was saying,” she
says. —Shirley Wang

No Market for Marketing

Nonprofits do not use — and often don’t want —
for-profit marketing techniques

When the Center to Advance Palliative
Care was founded in 2001, Sharyn
Sutton, then a consultant to the center,
used her corporate public relations
knowledge to resolve one of the
group’s biggest tensions: While
activists had long focused on improving
“end-of-life” care, neither patients nor
their doctors wanted to see patients as
“dying.”

By branding pain management
and quality-of-life enhancement as

<

palliative” rather than “end-of-
life” medicine, the group rapidly
advanced its agenda. In 2003 alone,
the number of hospital-based pallia-
tive care programs increased by 22
percent, says the American Hospital
Association.

But the nonprofit world usually
does not make such good use of
marketing techniques like branding,
reports a study in the Summer 2005
California Management Review. The
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survey of 48 marketing managers with
prior for-profit experience shows that
the U.S. nonprofits in which they now
work either do not use major market-
ing tools (e.g., demand forecasting,
demographic segmentation, market
share analysis) at all or do so with far
less intensity than do for-profit compa-
nies. Indeed, the most savvy nonprof-
its make less use of marketing tools
than the least savvy for-profits. The
study further finds that many nonprof-
its do not have a marketing plan, and
that many nonprofit executives do not
have a marketing perspective.

The article’s authors are Alan R.
Andreasen and Ronald C. Good-
stein, both of the McDonough
School of Business at Georgetown
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The Boys & Girls Clubs of America’s Web site gives marketing

advice to local affiliates.

University, and Joan W. Wilson,
a marketing consultant.

“The data suggest that nonprof-
its have a way to go before they
reach even the level of nonsavvy for-
profits,” says Andreasen. He sug-
gests that nonprofits’ resistance to
cultivating marketing savvy comes
from the normal fear many people
have of change and novelty. Another
barrier is nonprofits’ perception of
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seen as suspect and
potentially contam-
inating,” he says.
Sutton, who is
now managing direc-
tor for communications and social
marketing at the American Institutes
for Research, agrees with Andreasen.
“Even the term ‘marketing’ is not
acceptable” to some nonprofits, she
notes. Sutton further points out that,
ironically, marketers have not done a
good job of marketing their knowl-
edge to nonprofits. Marketers know
that one of the biggest errors is
assuming that simply informing
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people of the value of your product
will be enough. And yet marketers
have often come to nonprofits with
just that attitude. “We've done a very
bad job at practicing what we preach,”
she says.

Another problem with translating
for-profit marketing techniques for
nonprofits is that some concepts just
don’t cross over very well. Florence
Green, executive director of the
Californja Association of Nonprofits,
points to the conflicts many nonprofits
have about who their customers are.
Nonprofits want to help those to
whom they provide services, but in
many instances, the people they really
have to serve are their funders. This
is a complex marketing challenge.

Kurt Aschermann, the chief mar-
keting and development officer of the
Boys & Girls Clubs of America, points
out an additional factor that influences
whether a nonprofit adopts marketing
techniques: its board. His board, for
example, includes CEOs of Fortune
500 companies who recognize market-
ing’s power and are familiar with its
tools. They were initially reluctant to
mix marketing with their nonprofit
work, but that discomfort didn’t last.
In the early "90s, for example, the Boys
& Girls Clubs had a $280 million
budget. “Then we got aggressive on a
branding strategy. This year, we’ll
crack $1.2 billion.”

Andreasen says that as more non-
profits become familiar with market-
ing tools and see their results, the bar-
riers he saw will fall. In the meantime,
marketers like Sutton have to reassure
nonprofits that borrowing marketing
tools from the business world is not
antagonistic to their goals and values:
“I say it’s like accounting — you can use
it to do your books or you can use it
like Enron. It’s how you use it that
matters.” -Maia Szalavitz

Happy-Face Blues

How supervisors exhaust their workers by
constraining their emotions

job that requires constant contact with demanding clients can

be emotionally exhausting. But supervisors affect whether the

job is ultimately rewarding or a complete drain, reports an

article in the September 2005 issue of the Journal of Applied

Psychology. The authors show that managers who push frontline
workers to “put on a happy face” tend to burn out their employees.

“It's not being required to know products well or even being monitored
that gets to people,” explains study co-author Steffanie Wilk, “but rather being
pressed to detach from what's going on and adhere to certain ‘display rules’ —
narrow requirements governing the kinds of emotions they can show on the
job.” Wilk, an expert in human relations at Ohio State University, co-authored
the study with Lisa M. Moynihan, an organizational behavior specialist at the
London Business School. While previous studies established that interpersonally
demanding jobs lead to burnout, Wilk and Moynihan are among the first to
explore how supervisors can improve or worsen employees’ experience.

In the authors’ survey study, more than 1,000 call center workers in a large
telecommunications company reported how frustrated they are with their jobs.
Then the workers’ supervisors expressed how much importance they place on
workers’ product knowledge, technical competence, and interpersonal skills.
Workers whose supervisors strongly emphasized interpersonal skills — requiring
that employees remain calm and cheerful with even the most irate callers — had
elevated burnout scores.

Paul Ekman, author of “Emotions Revealed” (Times Books, 2004) and origi-
nator (in 1969) of the term “display rules,” suggests that managers give work-
ers in tough client-facing jobs outlets for their true feelings. “Maybe they need
breakout sessions to debrief and vent,” he says.

One San Francisco Bay Area domestic violence organization does just that.

For all their bang, nonprofit auctions generate few bucks.
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