
3Rethinl<in Auxiliaries and Adviso Councils 

Getting the most from an advisory council or an auxiliary group may 
mean rethinking their structure and purpose. 

By Susan J. Ellis 

Most of the literature about 
volunteers focuses either 
on those people who vol

untarily provide direct services or 
who act as policy makers on nonprofit 
boards of directors. However, two 
other categories of volunteers strad
dle the line between hands-on volun
teering and decision making. Auxilia
ries and advisory councils are 
compose~ of volunteers who operate 
collectively, outside the daily opera
tions of an organization. They gener
ally interact with the organization 
through the executive director. They 
have influence but no authority. Yet 
their activities can be highly support
ive of an organization. Therefore, 
their volunteer members deserve to 
be nurtured effectively. 

AUXILSAQUES 

Quite diverse organizations use 
auxiliaries. The list includes hospitals, 
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long-term care institutions, libraries, 
cultural ar~ groups, and law enforce
ment agencies. Sometimes the group 
goes by a name such as "The Friends 
of __ ," While there are many types 
of auxiliaries, their common purpose 
is usually to raise money. 

Historically, auxiliaries were re
sponsible for the funding of most of 
the institutions we hold dear. Also his
torically, auxiliaries were female or
ganizations-frequently made up of 
the wives of the staff or of the board 
members. In some cases, the auxilians 
raised the money and turned it over 
to the decision makers of the sponsor 
group. In other cases, the auxilians 
helped determine how the money 
would be spent. These two ap
proaches still exist today, along with 
many combinations of traditional and 
modern auxiliary models. 

Indeed, there is no single model 
for how an auxiliary should be organ
ized, and the changing structure of 
auxiliaries sometimes leads to admin
istrative confusion. In some facilities, 
for example, the auxiliary runs the in
house volunteer program. Such a de
sign may be quite workable, but it may 
lead to problems if the organization 
holds onto a requirement that anyone 
who wants to volunteer has to join the 
auxiliary. Such a requirement perpet
uates discrimination and tradition, es
pecially if there are special criteria for 

becoming an auxiliary member. Per
haps more important, few auxiliaries 
are able to accommodate the kind of 
volunteer who wants to come in for 
one month to re-catalogue the library 
or who is on call to help with press re
leases when needed. These sorts of 
assignments are rarely filled by peo
ple seeking to join the auxiliary or 
wanting the additional social aspects 
of group activities. Yet there is a cru
cial place for such volunteers in the 
nonprofit organization. It is impor
tant, therefore, to establish guidelines 
to assure that any qualified person 
offering volunteer help is encouraged 
to apply, rather than being turned 
down at the first contact because he or 
she does not qualify as an auxilian. 

A new trend, especially in facilities 
in inner city areas, is the auxiliary 
whose members never set foot in the 
actual organization-who prefer, in 
fact, to keep several miles between 
themselves and the concrete reality of 
the problems the facility is address-

This article is adapted from material 
in From the Top Down: The Executive 
Role in Volunteer Program Success, a 
new book aimed at top administra
tors of nonprofit organizations which 
use volunteers. From the Top Down 
(copyright 1986), written by Susan J. 
Ellis and published by Energize 
Books, is available for Society mem
bers at the discount price of$15.00, 
plus $1.50 postage and handling (for 
nonmembers, $16.95, plus $1.50 
postage and handling), from The 
Society For Nonprofit Organizations' 
Resource Center, 6314 Odana Road, 
Madison, Wisconsin 53719 (608-274-
9777). (Orders must be prepaid.) 

juLv/AUGUST 1986 / 23 



ing. Some of these volunteer groups 
are successful in raising a great deal of 
money through suburban "thrift" 
shops, debutante balls, etc., and re
ceive publicity and status for their 
efforts. Such fundraising is vital and 
should not be denigrated because the 
volunteers disassociate themselves 
from the recipients of service. How
ever, it is only fair to give comparable 
credit to those volunteers who, 
though not wealthy contributors, are 
willing to come on site, roll up their 
sleeves, and work directly with daily 
service delivery. 

In order to establish a successful 
working relationship with your own 
auxiliary, it is important to clarify the 
answers to the following assessment 
questions: 
• Is the interrelationship of the auxil

iary and your organization clearly 
defined? Is the auxiliary autono
mous, or do you, as sponsor, have 
some formal decision-making role 
to play in its governance? 

• Who are the members of the auxil
iary? What are the criteria for join
ing, and are new members recruited 
with these criteria in mind? Does the 
auxiliary perpetuate exclusionary 
practices, such as limiting member
ship only to women, to people able 
to pay membership dues, etc.? If so, 
are these discriminatory practices 
justifiable? 

• Is the auxiliary still strong, or is it a 
remnant of its old self from years 
ago, with members aging fast and no 
longer able to give or generate 
financial contributions comparable 
to those in the past? 

• Is there an actual or implwd hierar
chy in which the auxiliary has more 
status than the in-house volunteers? 

• What is the relationship between the 
auxiliary officers and the person 
who directs the in-house volunteer 
program? Is there a direct line of au
thority? In what direction? Why or 
why not? 

• Does the auxiliary president expect 
and receive direct communication 
with your organization's top execu
tive? Why or why not? 

• Does the auxiliary submit regular re
ports on all aspects of its operation, 
including membership statistics and 
financial statements? 
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• If the auxili.1ry is not sclf
incorporated, what is the parent or
ganization's responsibility and liabil
ity in terms of tax reporting, audit
ing, etc.? To w horn do the bank ac
counts really belong? 

The answers to these questions will 
help you to decide whether yours is a 
strong, viable auxiliary or an out
moded one in need of revamping. By 
clarifying these issues in your own 
mind, you may realize that your auxil
iary is not accomplishing what it was 
set up to do or that a different struc
ture may be more effective. 

Given today's volunteerism cli
mate, the concept of an auxiliary 
makes sense only if you feel that you 
want to maintain a fundraising group 
with a sense of unity. The social as
pects of auxiliaries are indeed impor
tant to accomplishing the work, for 
many fundraising events require long 
hours of service, and it is much more 
pleasant to volunteer in the company 
offriends. But you should expect the 
auxiliary to set goals, submit reports, 
and make a visible contribution. Es
tablish standards, and apply the prin
ciples of good volunteer manage
ment. 

Advisory councils, like boards of 
directors and auxiliaries, are special 
categories of volunteers with direct 
relationship to the top. executive. 
Government agencies often work 
with a legally mandated advisory 
council, some or all members of 
which may be appointed by political 
leaders. Nonprofit organizations 
more frequently establish a group of 
advisors voluntarily in order to gain 
more community input. Either way, 
members of an advisory council will 
respond most productively to motiva
tional management techniques. 

Clear expectations are imperative. 
Just because you have an "advisory" 
council does not mean that anyone 
has promised to use the advice given! 
Take the time to define exactly what 
the role of the advisory group is-and 
what it is not. Do not imply power 

. when there is none. Most advisory 
groups have an impact through in
fluence and persuasion, rather than 
through decision-making authority. 

For this reason, it is good to avoid 
the use of the word "board" in rela-

tion to advisors. When someone joins 
a group called the "Advisory Board," 
there could be an implication of au
thority well beyond anything in
tended. Designations such as "Advi
sory Council" or "Community Repre
sentative Task Force" are more accu-" 
rate. 

Members of an advisory council 
should be recruited in the same ways 
as other volunteers. Criteria for mem
bership should be determined and a 
process instituted for interviewing, 
screening, and orienting candidates 
and new members. A written job de
scription for each member, with addi
tional tasks for council officers, is also 
a critical tool. 

Getung rh, Best Advice 

If you have an advisory council, 
utilize it. People who have volun
teered would rather be activated than 
to see their names used on letterhead 
for political clout, without having any 
input into what the organization is do
ing. 

One of the obstacles to genuine in
volvement of advisory councils is the 
feeling that the only way to activate 
members is to call a group meeting. 
Ironically, full council meetings tend 
to work contrary to the goal of getting 
advice. Most advisors have been re
cruited because they "represent" a 
specific constituency: an ethnic 
group, neighborhood, profession, 
funding source, etc. In a group meet
ing, these very different people at
tempt to reach consensus on issues. In 
the process of reaching consensus, 
special interest, minority opinions are 
overlooked or played down. But it is 
often those minority opinions that 
you most wanted advice about! 

There are two ways to counteract 
this tendency to make the advisory 
council function as a group. First, ask 
advisor volunteers to provide service 
in two distinct ways: by participating 
in one or two group meetings of the 
full advisory council per year, and by 
spending a few hours consulting with 
you one to one. Sometimes what you 
need is the perspective of someone 
with a very specific point of view. You 
can only gain this information indi
vidually; group meetings will dilute 
the opinions of any one particular ad
visor. 

The other way to assure the benefit 



of many diverse points of view is to 
make sure advisory council meetings 
never take a vote. Taking a vote im
plies that the council can make policy, 
which it cannot, so allowing the ma
jority to express only one opinion is 
misleading anyway. Instead of distill
ing all members' perspectives into 
one, try the following: 
• Get the council to list all the pros and 
cons of any idea under discussion. 

• Have the group generate a list of all 
the questwns they can think of in re
action to a particular issue. (Some
times a good question is more valu
able than a lengthy statement of 
opinion.) 

• Ask for the minutes to reflect the 
"minority opinion," just as the Su
preme Coun publishes the perspec
tive of those judges who disagree 
with the ruling of the Coun. 

• Ask council members to suggest 
community rnmtrces that might assist 
with a panicular project. 

This approach gives you a great 
deal of advice that you can use and 
also makes advisor volunteers feel 
recognized for their input. 

If your advisory council has been 
selected for its high degree of profes
sional expenise, you may occasionally 
want the group to give you the benefit 
of their specific knowledge and "in
struct" you on what course of action to 
take. In such ·special cases, taking a 
vote may be desirable. But dif
ferentiate between those situations in 
which you want general advice and 
those in which you are, in essence, 
delegating decision making. Other
wise, the advisors will assume that all 
their input carries the weight of giv
ing instructions, which is probably not 
the case. 

Finally, be sure everyone under
stands the difference between the 
roles of the advisory council and the 

. organization's board of directors. 
Lines of authority can quickly become 
blurred, especially if you routinely 
encourage volunteers such as past 
board presidents to continue their 
service to your organization by join
ing the advisory council. You can dif
ferentiate between the two groups by 
the way you plan each set of agendas, 
deliver repons to each group, and so 
on. 

The principles of successful volun
(cofllinwdonpap J6) 

"The MIP Fund Accounting system 
Far surpassed My Expectations." 

John Treumbell, Accountant 
Keweenaw Bay Indian Community 
Barage, Michigan 

The MIP Fund Accounting System solves your biggest account
ing problems by providing: 

• Accurate, timely access to budgetary, managerial and 
financial information 

• A higher level of reliability, confidence and control than 
available with any service bureau, manual or commercial 
system. 

You can tailor the MIP Fund Accounting System to your fund 
accounting requirements. 

• Produces General Purpose and Combining Financial 
Statements 

• User Defined Account Code Structure and Chart of 
Accounts 

• Process Multiple Overlapping Fiscal Years 
• Automated Allocation of Revenue and Expenditures 

Plus the MIP Fund Accounting System is: 

• Adaptable to large or small organizations 
• Affordable because it is modular 
• Proven effective and easy to use by accounting personnel 

nation-wide 

The MIP Fund Accounting System is designed to operate on 
IBM PC XT / AT or compatible computers. 

General Ledger • Accounts Payable • Expenditure Budget • Rev
enue Budget • Accounts Receivable • Encumbrances • Payroll 

The MIP Fund Accounting System has Everything you would 
expect from a cop quality software system. Call us today for 
full details. 

I (800) MIP-RJND (647-3863) 
John Berry • Sales Director• (512) 454-5004 (in Texas) 

The MI P Fund Accounting System 

MICRO INFORMATION PRODUCTS 

6300 LA CALMA DRIVE • SUITE 100 • AUSTIN. TEXAS 78752 

Approved IBMIVAO Software Product 
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Entrepreneurial Spirit 
( continutd frvm page 9) 

more complex than for the private sector. 
For example, it can encompass several 
sub-markets, including purchasers of the 
service or product, the organization's 
members, foundation funders, and trust
ees. Nonprofits have to gauge what each 
of them needs and wants, and to satisfy 
each quickly and economically. 

Third is· the competition. Nonprofits 
must evaluate the actual and potential 
competition to see where they can pro
fitably lit. Sometimes the competition is 
direct, say for similar day care services or 
the provision of home health aides to a 
specific community. Sometimes the com
petition is indirect, as when chamber mu
sic concerts or lectures compete with 
dance performances for a family's discre
tionary dollar. Both forms of competition 
should be measured, as well as the likeli
hood that success will attract new players 
onto the field. 

The fourth aspect of the external envi
ronment is the public. The public includes 
all relevant groups whose activities touch 
or impinge on the earned income ven
ture. For nonprofits seeking to start a 
health care business, governmental regu
latory bodies may be crucial to obtaining a 
requisite certificate of need. For others 
expanding into an adjacent neighbor
hood, the support of community plan
ning boards or local community organiza
tions may be equally consequential. Pub
lics (including the media) whose re
sponses are important to the operation of 
the venture should be surveyed and in
duced to give support to it. 

The internal environment must be ana
lyzed as well, to uncover impediments to 
the earned income venture-and to plan 
remedies for them. The investigation 
should be performed systematically, by 
means of an audit of five basic areas within 
the organization. The checklist on page 9 
may be used to determine the readiness of 
organizations to enter or expand earned 
income ventures. It may be adapted to fit 
the needs of individual non profits. 

The internal audit pinpoints the weak
nesses. Some organizations will score well 
in one or two areas yet show pronounced 
problems in others. The tendency of 
many organizations is to ignore the weak 
spots and expect, or hope, that momen
tum will carry the venture along. Such a 
beliefis dangerous and should be avoided 
at all costs. Efforts must be made to over
come internal problems in ventures before 
they begin to negatively affect operations. 

By evaluating the external and inter
nal environments, nonprofits can deter
mine their readiness to enter-or 
expand~arned income activity. Some of 
the analyses will take weeks or months to 
complete. But the time (and trouble) will 
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he worlhwhilt·. Tiu_• paramounl poinl is 
that if any part of the investigation comes 
up irretrievably negative, the organiza• 
tion can drop the venture idea before a 
damaging commitment is made. ■ 

Getting Your Story Into Print 
(amJinuuifrompag, 22) 

with complete information, and do not be 
afraid to m3.ke suggestions about content 
and style. 

Although newspapers often have as 
wide a readership as large magazines, the 
latter are more extensive in their treat
ment of an issue. They also tend to be 
more selective in their articles and are 
usually read more closely. 

It can be difficult for a local organiza
tion to secure a feature magazine article. 
However, there are many weekly and 
monthly magazines which will list your 
event in their calendar sections if it is re
ceived in time (usually from six to eight 
weeks before the publishing date). The 
calendar listing should follow the format 
of the press release (see the sample press 
release on page 19). 

Most magazines address a specific mar• 
ket. Sports, health care, leisure-time, _tra
vel, news, and numerous other magazines 
highlight and report on a particular sub
ject. There are undoubtedly a number of 
magazines whose area of interest parallels 
that of your organization .. 

Telephone the editor of the magazine 
you have selected to see how your event or 
organization can fit in with their editorial 
needs. Be prepared to tell the editor what 
it is that makes your organization dif
ferent and outstanding. At the same time, 
look for any opportunity that will help se
cure the initial audience. 

Magazines and newspapers are impor
tant publicity avenues for nonprofits. 
They are an effective way to bring positive 
public attention to the work and efforts of 
the nonprofit community. The print me
dia should be approached with care, 
preparation, and the knowledge thanh~y 
are also serving the broader commumty m 
their efforts to serve your organization. ■ 

This article is adapted from Handling Public Re
lations: A Guuk for Waldorf Sclwol.s and Other Organiza
tions, Seven Stars Shop, Kimbcrton Farms, West 
Seven Stars Road, Kimberton, Pennsylvania 19442. 

Rethinking Auxiliaries 
and Advisory Councils 
( contintud from page 25) 

teer management apply equally to special 
categories of volunteers such as auxiliaries 
and advisory councils. This means that 
members of auxiliaries and advisory 
councils are best recruited by clear and ac
curate volunteer job descriptions and pre
pared to be productive by thoughtful ori
entation and training. Perhaps the most 
important thing to remember is the need 
for communication; volunteers need to be 
informed about what is expected from 
them, deserve feedback on the value of 
their work, and respond to recognitiOn of 
their contributions. 

Start by being clear as to what your or
ganization's goals are for having_ such a 
group as an auxiliary or an advisory coun
cil. Then structure the work of these vol
unteers to accomplish your objectives. In 
the long run, everyone will benefit from 
such a management approach. ■ 
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