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CHAPTER I
INTRODUCTION

General Background:

The war in lebanon resembled a massive earthquake which undermined the very core of
the social structure and destroyed the Infrasiructure. .

In confronting the disastrous results of sixteen years of killing,destruction, and Interruption
of movement between areas of lebanon,the large number of organizations belonging to what is
known variously as the "nonprofit", "voluntary", "nongovernmental”, or "third sector" are called
upon to play a major role in determining the overall quality of the lebanese life.

Despite the importénce of this sector,these organizations haven’t been the subject of much
study. Consequently, very little is known about the skills and stralegies of leaders in NGOs.

In an effort to advance a more thorough understanding of the nature of leadership skills
in non governmental organizations in lebanon, the researcher believes it would be appropriate to
begin with an introduction about the role of NGOs in lebanon during its time of adversity.

During the period which wreaked devastation on lebanon and its people for sixteen years,
specifically since 1975,coupled with the paralyses of the majority of state institutions, most arcas
of lebanon experienced a state of division which altered the social composition of many of them.
This caused the displacement of approximately one third of the lebanese people, leaving some
250,000 dead and 400,000 injured, including 100,000 disabled; destroying and shattering private
and pl:lbﬁc institutions and buildings, and generating a brain drain, a flight of capital and a
collapse of the lebanese currency®. All these factors created a tremendous upheaval within the
lebanese society. It became dismembered and the needs of its citizens escalated as the role of the
public social sector dwindled.

The historical role of the non-governmental organizations then came into play. With great
dynamism , they rapidly assumed an effective role in affronting the severe sufferings of the

population. They bore the responsibility and took a number of initiatives in close cooperation

! pr. Kamel Mohana, Nongovernmental organizations in Lebanon,
l1st ed. (Beirut: Amel Association, 1991), p. 1




with the local communities. Their operations were highly efficient despite their meager resources.
During the war, they werc able to determine increasing requirements and become involved
directly in meeting them; working in close cooperation and collaboration with the public sector,
the united nations organizations and the other international organizations.

During the state of division between the areas of lebanon which existed during the war,
the non-governmental organizations helped to preserve the unity and continuity of society. Even
during the killing and destruction, the reconstruction process never ceased and there was always
someone to carry out whatever repair work was needed on hospitals, schools, welfare
establishments, housing, and so on.

The examples of this reconstruction process are striking. Before the war, for instance,
there were 20 societies for the disabled, whereas now there are approximately 80. Similarly, the
number of clinics and Health centers has increased from 250 to 650, about two thirds of which
belong to non-governmental organizations. Also, the number of craft associations, which stood
at 40 before the war, now stands at 250%

These organizations spread throughout most areas of lebanon, in which they have been
established, by geographical area, for the following approximate periods of time”’.

In a part of Beirut and mount lebanon 150 years.

In the other parts of Beirut, Sidon, and Tripoli 120 years.

In the Shouf 30 years.

In the south, the Begaa and the southern

Suburbs of Beirut. ‘ 25 years .

So, Economic and social developments heightened national and humanitarian awareness
across the board among those lebanese omitted to social and development work in the service
of mankind and its just causes. The national and humanitarian spirit was clearly manifest in the
operations carricd out by the non-governmental organizations under the most difficult
circumstances ever experienced in lebanon. Such work became essential during the war in view

of the huge burdens shouldered by these organizations and their fundamental role in tending the

? Ibid, P. 2

3 1bid, P. 3.




wounds of citizens and meeting their immediatc needs following the paralysis that afflicted the
public sector in the social field.

The relationship among these organizations, which was strengthened during the war crisis,
was not a product of this circumstance.On the country, there had been several attempts at joint
or coordinated action between the non-governmental organizations, such as the diligent endeavors
undertaken by leaders and organizations having an active presence in the field of social work.

Some of these endeavors, conducted at regional or nationwide level,were designed to
mobilize and rally efforts,identify the tasks to be carried out, avoid duplication of work, develop
human resources and ensure that non-governmental organizations played an effective role in
society.

In culmination of the many years of arduous field work, two basic groupings were
established, comprising the most prominent national organizations operating in lebanon, both of
which were founded in recent years. There are®:

a) The group of humanitarian organizations, consisting of 12 organizations.

b) the group of national volunieer organizations in lebanon, consisting of 16 lebanese
associations and 8 foreign support organizations.

In other words, it is a group of associations which are active in more than one field and
in rﬁorc than one geographical area.

As a result of the cooperation between the group of national Qoluntary organizations,
government agencies, and United Nations organizations in lebanon in the social and development
fields, the term "social development liaisons" came to be used to mean three-way cooperation and
coor_dinatioh between the state, the United Nations, and the group of national organizations.

Vigorous efforts are being made to establish a federation, comprising all the national

organizations in Lebanon.

The Prospective role of non-governmental organizations in wartime and in the

development process:

In wartime: Preserving the continuity and cohesion of society.

In Peacetime: Working for the development and growth of society: Participatory

4 Tbid, P. 4.




development.

The pioneering role played by non-governmental organizations in conjunction with the
institutions still operating in the country such as the United Nations organizations and friendly
foreign societies, led to the following’:

1) An increase in the capabilities of the organizations which withstood the ordeal and
embarked on programs to deal with the outcome. |

2) The development of social work oénccpts and the potential for action in trying
~ circumstances.

3) The emergence of the team spirit and joint action.

4) The association of motivation and commitment in voluntary work with skill and
performance among staff, thefeby ensuring the achievement of their target:

Commitment plus competence or motivation plus skill.

5) Volunteering in order-to serve others which constitute the starting point for worthy
citizenship and societal fusion where there is faith in man, or geographical affiliations.

6) The strengthening of relations within individual institutions by means of ongoing
programs and collective participation in taking and implementing decisions, this constituting a
step towards joint action.

7) The confidence felt in non-governmental organizations by friendly couniries, the United
Nations organizations and International organizations and regard for them as a vital and effective
partner in the service of socicty. |

8) Non-governmental organizations, in addition to trade unions, the female, the youth, and
cultural sectors and non-violent and human rights movements, form an effective instrument of
change in Lebanon with a view to building the third non-confessional republic based on
conscientious citizenship and equal rights and duties for citizens.

Meecting such an essential and integrative role requires the creation of organizational
framework based on professionalism, together with integrated and interactive relationships.

In this context, and based on the previous trend, it is reasoned that successful Leadership

is needed in order to run non-governmental organizations successfully. This is because Leadership

> Tbid, P. 4.




is "the most important topic of all within the realm of organizational behavior"®. So, there is a
widespread agreement that Leader behavior is an important detriment of group process and
outcome’.

It is important here to note the difference between "Managers” and "Leaders".

“The best non profits are both well led and well managed- but not always by the some
pcrsonl. Indeed, a number of Leadership studies point out differences between good Leaders and
good managers.

For Bennis and Nanus(1985), the Leader supplies the vision for an organization and
mobilizes its emotional and spiritual resources accordingly, while the manager concentrates
principally on personnel, technology, and finances. "An excellent manager can see to it that work
is done productively and efficiently, on schedule, and with a high level of quality"®. However,
Bennis and Nanus assert it is the Leader’s role to help people know pride and satisfaction in their
work."Great Leaders often inspire their followers to high levels of achievement by showing them
how their work contributes to worthwhile ends".

A survey by the foundation of the American Society of Association Executives (1989)
underscores this view. The study compared "very successful" executives with a group rated as
"less successful". The best executives, the study found were more involved in policy activities,
performed a Leadership role with staff, concentrated Readily on communications, with their
boards, and focused on long-range strategic objectives. By contrast, the less successful directors
were more involved with administrative matters and tended to focus on short-term activities. The

researchers concluded that successful executives do play a strong Leadership role, with their less

¢ Larry E. Penley, "Studying Interpersonal Communication in
Organizations: A Leadership Application”, Academy of Management
Journal, V. 28 (1985), p. 310.

7 Astrid M. Richardson, "Leader Style, Leader Consistency, and
Participant Personality Effects on Learning in Small Groups", Human
Relations, V. 39 (1986), p. 18.

® W. Bennis, and B. Nanus, Leaders: The Strategies for Taking
Charge, 1st ed. (New York: Harper and Row, 1985), p. 92.

* Ibid, p. 93.




successful counterparts carry out a more conventional management function™.

Not that the two roles are necessarily mutually exclusive.John Gardener, for example, lists
"managing" as one of the nine tasks of Leadership. "Every time I encounter an utterly first-class
manager, he turns out to have quite a bit of the Leader in him", he writes'.

In all cases, unccrtainty remains as to which Leader bebavior are most important and how
they produce their different effects.

In this sense, nonprofit chief executives conceptualize their Leadership role in relation to
their board of directors through a range of ways. Some executives, for example, hold fast to "a
traditional Hierarchical model in which they see themselves as subordinate in all ways to the
board"*2.,

Such a view means that when the board fails to carry out its self-defined duties, the chief
executive can do nothing but ask it to do better. Other executives develop a more "Cynical,
manipulative approach"’®. They act as if the board is in charge, but structure activities so that
the board rnerely ratifies their decisions.

A last group of executives enact the model on which this research is based. These
executives have found that they can get more done for the organization and its mission if they
take responsibility for aiding the board in fulfilling its obligations. They do this by regarding
their boards as fundamental to the organization’s mission. '

In short,"they have resolved the longlasting disjuction between the Leadership centrality

of the chief executive and the formal, Hierarchical superiority of the board"™*.

, ¥ E.B. Knauft, Renee A. Berger, and Sandra T. Gray, Profits
of Bxcellence: Achieving Success in the Nonprofit Sector, lst ed.
(San Francisco, Oxford: Jossey-Bass Publishers, 1991), p. 15.

11 John W. Gardener, On_Leadership, lst ed. (New York: Free
Press, 1990), p. 4.

12 Robert D. Herman and Richard D. Heimovics, Executive
Leadership in Nonprofit Organizations, 1lst ed. (San Francisco:
Jossey-Buss Publishers, 1991}, p. XI.

1 Ibid, p. xii.

1 Tbid, p. xiii.




Under this model, the Leader in this kind of organizations should be equipped with the

following six skills for him to be successful®:

1) Facilitating Interaction in board relationships.

2) Showing consideration and respect toward board members.
3) Envisioning change and innovation with the board.

4) Promoting board accomplishments and Productivity.

5) Initiating and maintaining a structure for board work.

6) Providing helpful Information to the board.

Purpose and Need of the Study

The purpose of this study is to advance a more thorough understanding of the nature of
Lcadérship skills in nonprofit organizations in Lebanon.

Granted there has been a lot of Qualitative and Quantitative research about Leadership,
there has been no study about Leadership in NGOs in Lebanon. A study such as the one
conducted bere is recommended by experts: in the field of non-profit. non-governmental
Leadership. Herman and Hemovics (1991) indicated that "Abundant evidence testifies to the
difficulties nonprofit boards often have in meeting the expectations assigned to them under the
traditional model™®. Books and articles on how boards can effectively meet their obligations
appear with everincreasing frcqﬁency.

Clearly there, is a problem with the performance of both chief executives and their boards;
However,Herman (1991) believes that "the board problem is really a nonprofit organization

problem that stems from an inadequate understanding of the unique character of nonprofit

i
organizations and their Leadership requirements"”.

5 Thid, p. 117.

¥ Ibid, p. xii.

17 Ibid, p. 5.




Nonprofit chief executives have for too long been captives of a hierarchical model of
organizations that places the board at the top of the chain of authority and responsibility and at
the center of Leadership in nonprofit organizations. Executives in these organizations need an
alternative conception-one that corresponds to the operational reality. Such a conception would
provide a more useful basis for working with the board.

In particular, the alternative model emphasizes that effective chief executives, often must
take responsibility for clarifying and acting to advance the board’s role. If a nonprofit
orgahization is to be effective, it is usually the chief executive who must engage the board in
clarifying their respective and mutually shared roles and responsibilities in the organizational
Leadership process.

So, the purpose of this study is to evaluate this alternative conception because the

researcher believes there is a real need to test the application of Leadership skill differences to

NGOs in Lebanon.

General Statement of the Problem.

Lebanon stands today at a critical turning point of its modern history, and reconstruction
constitutes one of its most important themes after sixteen years of war which proved politically,
economically, and socially cosily.

So, one of the principle challenges we are facing nowadays is working for the
development and growth of society. The nonprofit or third sector is supposed to play an
important role in this field. NGOs are called upon to engage in the determination of the overall
quality of lebanese life. This requires the creation of organizational framework based on
professionalism, together with integrated and interactive relationships. Based on this argument,
the importance of effective and successful leadership comes into play.

All the circumstances explained led the researcher to focus this study on executive
leadership in nonprofit organization coupled with an emphasis on the unique character and
realities of NGOs in lebanon, in addition to an exploration of the traditional hierarchical and

board-centered leadership models.



Many tools will be deployed to gather the data in the appropriate format and to
manipulate them using advanced statistical techniques through a comprehensive set of procedures.

All these procedures are computed using computer software like Dbase 1II plus and advanced

SPSS package.

Research Questions

1.  What are the major characteristics of the selected sample?

2. What is the reliability of the subscales of the instrument?

3. How many dimensions (hypotheticsl factors) are underlying the twenty four items in the
instrument? | _

4, What is the relative importance of the independent (explanatory variables) to the explained

variation of the six skills?

Definition of Terms

Operational definition of terms:
Leaders in non-profit, non-governmental organizations should be equipped with six skills

in order to be effective and successful.

For the sake of the study, these six skills are operationally defined as follows.

Skill 1- The ability of the chief exccutive to facilitate interaction in board relationships.
This skill is measured by six items from X21 to X26 (Appendix-A).

Skill 2- The ability of the chief executive to show consideration and respect towards
board members. This skill is measured by three items from X27 to X29 (Appendix-A).

Skill 3- The executive’s ability to envision change and innovation with the board. This
skill is measured by three items from X30 to X32 (Appendix-A).

Skill 4- The executive’s ability to promote board accomplishments and productivity. This
skill is measured by five items from X33 to X37 (Appendix-A).

Skill 5- The executive’s ability to initiate and maintain a structure for board work. This
skill is measured by two items from X38 to X39 (Appendix-A).

Skill 6- The executive’s ability to provide helpful information to the board. This skill is
measured by five items from X40 to X44 (Appendix-A).

9




Limitations of the Study

The data has been collected based on a questionnaire measuring the skills and strategies
of leadership in NOGs. However, because of time and money limitations, the researcher studied
only NGOs located in Beirut. No attempt was made to contact NGOs in other areas. Also, since
most executives or board members are highly overloaded, it was really hard to get in contact with
all members. So, the findings of this study will be limited to those who agreed to respond to the
questionnaire. In addition, some respondents may have been biased and their responses may not

reflect their true position.

10



CHAPTER 11
REVIEW OF LITERATURE.

The following chapter contrasts the traditional view of effective organizational leadership
with an emerging more realistic view, "The old models of leadership no longer work. In an age
of individual rights, paternal protectors appear patronizing. In an age of limits, seductive promises
fall flat, In an age of self- expression, even rational authority may seem oppressive. Searching
for direction, but critical of ahyone who controls us, we look for new leaders"®. Thus, we need
a special kind of leadership in today’s socicty to revitalize our institutions and organizations'.

Traditionally, non-profit organizations are viewed as necessarily hierarchical in structure,
with a board of directors in the superior position. From this point of view, the chief executive
is hired to assist the board in its efforts to achieve the mission of the organization and works at
the board’s pleasure. "The board is excepted to oversee programs and establish standards that

120

ensure accomplishment of the organizations achievements and failures"”. When an executive

joins a community action group as a volunteer, he does not provide leadership. Instead, "he winds
up doing things that do not challenge or attract him, to the detriment of his performance"®.
This traditional hierarchical model is referred to by Elmore as "managed systems". There
are five chief propositions of managed systems theory™:
1. Organizations have goals or purposes.

t 2. Though organizations have parts, they should operate as unitary, rational actors.

2 M, Maccoby, The Leader, lst ed. (New York: Ballantine Books,
1981), p. 23.

* Nancy Roberts, "Transforming'Leadership: A Process of
Collective Action", Human Relations, V. 38, (1985), p. 1023.

2 Herman, 1991, p. 38.

X pan H. Fenn and Daniel Yankelovich, "Responding to the
Employee Voice"”, Harvard Business Review, No. 72304 (1971), p. 124.

22 Herman, 1991, p. 38.
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4, Those at the top of the hierarchy are responsible for managing the operations of the
organization so that achievement of goals is maximized.

5. Gffective management involves gathering information on those events and forces likely
to affect goal achievement,arranging tasks to achieve the optimal level of goal attainment, and
continually monitoring performance so as to adjust task arrangements.

So, under the "managed system", organizations are systems in which actions in one part
are rationally connected to actions in another so as to achieve a system goal. The system is
created and directed by leaders who make decisions and implement strategies that will result in
goal achievement. "Much, but certainly not all, contemporary management thinking and action
is premised on this seemingly commonsense approach to describing organizations, including
nonprofit"®, Hox#ever, this approach leads to a partial understanding of organizational realities.

In this respect, we have seen the development of several alternative organization theories
in the last three decades. Pleffer, in organizations and organization theory gives an idea about
criticism of the traditional approach and difficulties encountered by the managed systems theory
especially in nonprofit organizations®. For example, the establishment of goals is likely to be
especially complex in nonprofit organizations. Certainly, the board is expected to define and
periodically review and revise the organization’s mission. Little systematic empirical evidence
is available to assess the respective contributions of board and staff in mission definition®. One
study of the influence patterns in nonprofit organizations asked board members,chief executives,
and sénior staff from seven local health and welfare agencies to rate the influence of each group
in decision making about vérious issues. Though mission definition was not included among the
kinds of decisions studied, the results showed that board members were reported by all parties

as the most influential in major financial decisions and as equal to chief executives in budget-

3 1bid, 1991, p. 38.

24 3. Pleffer, Orqanizations and Orqanlzatlon Theory, lst ed.
(Boston: Pittman, 1981), P. 30._.._- e p

2 Herman, 1991, p'.'- 39.
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setting decisions®. In all other decision areas, such as program planning, personnel, policy
planning, and daily operations, the chief executive was regarded as the most influential. These
results suggest that boards may be significantly involved in setting fundamential goals, with the
chief executive playing the decisive role in defining more special goals and objectives. "An
implication of this study is that the goal setting process in nonprofit organizations is best
understood as a complex effort on part of both chief executives and board members". /

On the other hand, the suggestion advanced by the managed systems approach concerning
the fact that organizations should operate as unitary, rational actors despite the fact that they have
parts has proved troublesome. As many organizational analysts have observed, some degree of
differentiation results from the fact that organizations have specialized departments®, such that
managers in different units develop differing interaction styles, reporting procedures, reward
criteria, and sub-goal. Such differences are useful in achieving unit objectives but often hinder
overall coordination and unity of action®.

In falking about the prescriptive principles under this model, particularly board and
executive roles & relationships, we have to mention that "nonprofit boards are legally and
morally responsible for the conduct of the organization". The chief exccutive’s role is to
implement the policies determined by the board.

In this respect, some writers on nonprofit boards such as, Chait & Tayler (1989) suggest
that nonprofit boards will be more effective if "their attention is concentrated on developing

higher level policy objectives and statements and then, on a selective basis, on executing and

2 R.D. Herman, and F.P. Tulipana, "Board-staff Relations and
Perceived Effectiveness in Nonprofit Organizations", Journal of
Voluntary Action Research, V. 14, (1985), p. 54.

27 Herman, 1991, p. 40.
2 Thid, 1991, p. 40.
2* 1phid, 1991, p. 41.

0 Thid, p. 42.
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monitoring important policies"®. So, Chait & Taylor reaffirm at least half the policy-
administration principle: The board’s role is that of setting and evaluating major policies.

On the other hand, another writer and consultant on nonprofit boards, Carver (1980) uses
"The end-means distinction and sees the board’s role as specifying ends-(what it is that the
organization is to achieve)"*. That is, the board is responsible for determining policy, but policy
statements need to be put in the form of ends or outcomes to be achieved, rather than means or
process to be used. It then becomes the executive’s and the staff’s role to select means to achieve
the board specific ends. However, Carver maintains that "The board must also set certain limits
to the executive’s discretion in choosing means. The board is also charged with monitoring or
evaluating the extent to which ends have been achieved and proscribed means avoided".
Carver’s framework thus more thoroughly recapitulates the policy-administration formula, but
with the "Helpful improvement of clearly identifying policy as an issuc of ends and
administration as a master of means". However, the problem, opportunities, and changing
conditions that! any nonprofit organizations face make simple policy- administration and ends-
means standards impossible o consistently implement.

Indeed, the standards of the traditional model that "The board must accept its legal and

moral responsibilities, define the ends and major policies of the organization, carefully delegate

"33 are widely recognized

administrative implementation to staff, and evaluate and redefine ends
as demanding and difficult to achieve. To help make these standards more achievable, a number
of more specific prescriptions have been widely advocated. These prescriptions constitute what

has been called the "heroic" ideal of board leadership and include the following™:

3 R,p. Chait and B.E. Taylor, “Charting and Territory of
Nonprofit Boards", Harvard Business Review, V. 67 (1989), p. 48.

2 J, Carver, "Business Leadership on Nonprofit Boards",
American Sociological Review; V. 37, 1972, p. 117.

3 Ibid, p. 120.
3 Tbid, p. 121.
3% Ibid, p. 122.

3% rTylipana, 1985, p. 58.
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1. The board uses a systematic process to assess the strengths and weaknesses of the
board’s composition, usually through a board profile of demographic characteristics, experiences,
and skills. |

2. The board profile identifics the characteristics and skills derived in new members.

3. Recruitment of po-tential members is systematic and rigorous. Candidate members are
thoroughly informed about the organization’s mission, goals, and financial condition and the time,
effort and level of coniributions expected from them. Candidates are interviewed by a board
committee and perhaps the entire board as to their motives and interest in voluntary board
service.

4. New members receive additional orientation and training, not only from the chief
executive but from other board members.

5. directors commit significant time and effort to their duties, not only attending
committee and board meetings, but also preparing for meetings and undertaking other activities.

6. Meetings are characterized by a process through which all are encouraged to participate
and disagreement is welcomed,while relationships arc collegial and decision making consensual.
The bloard works as a team.

" 7. The board assesses the performance of the board as a whole as well as of individual
members. The board uses guidelines to remove those who fail to meet minimum expectations.

8. The board’s chief tasks are to define and periodically reevaluate the organization’s
mission and programs, to develop a strategic plan, to ensure that the resources necessary to
achieve the plan are obtained, and to establish and carry out appropriate financial control and
oversight procedures, including an annual independent audit,

9. The board must select, evaluate, and if necessary, dismiss the chief executive.

As a result, the prescfiptive focus of the traditional model of nonprofit organizations has
put the board of directors at the top of the hierarchy and at the center of organizational
leadership. However, "both researchers and practitioners have recognized that boards usually fall

far short of achieving the heroic role ascribed to them"”’,

37 Herman, 1991, p. 52.
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The traditional model, nonetheless, continues to be widely adopted and used and this is
because of the following reasons™:

First, the traditional model is consistent with the legal responsibility assumed by nonprofit
board of directors.

Second, the traditional model provides desirable and valued standards. The fundamental
justification for nonprofit orgs is that "they are vehicles through which individuals jointly and
voluntarily undertake {o provide public services that are not adequately or appropriately provided
by business or government"”, As voluntary organizations, they more fully judtify their legal
privileges and public support to the extent that they are directed by citizen volunteers. The heroic
model, thus serves both "as a standard for gauging performance and as a target at which to
aim"®. Challenging standards can be useful in generating higher levels of performance.
However, standards that are virtually unobtainable soon lose all motivating force.

Third, the traditional model has remained in action due to the lack of an alternative.
Despite the recognized gap between prescription and reality, no compelling alternative model has
been proposed.

"It’s not especially difficult to describe the shortcomings of the traditional model and its
heroic standards. It is difficult to develop an alternative model that is both grounded in empirical
reality and that provides useful standards, where those standards are consistent with legal
responsibilities and the value of the nonprofit sector"*!,

Recently, an alternative model to the managed systems theory has emerged. To a large
extent, the disillusionment with much leadership research has engendered a proliferation of new

approaches in resents years®, 1o such a degree that the editors of the currently most recent

volume in the international lcadership symposia series refer to the [lield as being in a

¥ Tbid, p. 52.
¥ Ibid, p. 52.
4% 1bid, p. 53.
4 Ibid, p. 53.

42 palan Byrman and Michael Bresmen, "Qualitative Research and
the Study of Leadership”, Human Relations, V. 41 (1988), p.13.
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"transitional period"®. For example, Young (1987) treats the executive, rather than the board,
of the nonprofit organization as the organizalion’s entrepreneur. Young argues that a primary
concern of the executive is the constantly changing nature of the environment of the organization
which "either threatens (the organization’s) source of sustenance or creates new opportunities for
development". Young also notes the increasing dependence of nonprofit organizations on
government programs and policies. He argues that the executive must actively seek to define and
redefine the direction of an agency by adapting to changes created by this dependence. In a
similar vein, Smith (1989)-. maintains that entrepreneurship by the chief executive is the key to
the effectiveness of the nonprofit organization’s growth and survival. He describes
entreprencurism  as "taking advantage of growth opportunities, being conscious of costs and
expenditurés, and taking the organization into new and different service areas"®. By the same
talking, Argyris argues that "the way the CEO actually behaves is crucial for the survival of
organizational renewal and change activities. It is his behavior and subsequently that of other
officers, that ultimately does or does not confirm the idea that organizational development is
necessary, credible, and inexorably linked to his leadership style"*. Drucker, on the other hand,
is quite clean about the centrality of the role of the chief executive in the leadership of nonprofit
organizations "what works is to assign responsibility for the effective governance of these
organization to the executive officer"”. For Drucker, it is the chief executive in the well-

functioning nonprofit organization who must assure that the governance function is properly

3 J.G. Hunt and R. Stewart. Leaders and Managers:
Tnternational Perspectives on Managerial Behavior and Leadership,
(New York: Pergonna 1984), p. 2.

4 D.R. Young, "Executive Leadership in  nonprofit
organizations", lst ed. The Nonprofit Sector: A Research Handbook,
(New Haven, Can: Yale Univ. Press, 1987), p. 168.

4 R,S., Smith, The Politics of Nonprofit Entrepreneurship,
(Washington, D.C.: Independent Sector, 1989), p. 598.

4% Chris Argyris, "The CEO's Behavior: Key to organizational
Development”, Harvard Business Review, (1973), p. 161.

“_7 P.F. Drucker, Management: Tasks, Responsibilities,
practices, lst ed. (New York: Harper and Row, 1974), p. 13.
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organized and maintained.

Crombjerg’s research also complements this perspective. She argues that management
actions that would most likely be initiated by the chief executive have the strongest influence on
how well resource dependency is handled. A conclusion that might be drawn from her careful
study is that "the complexity, timing, and among of work involved in managing the volatility of
funding is in many ways beyond the scope of the board’s work™®.

Pleffer (1981) suggests that organizational power goes to those who have control or can
influence some critical organizational resource. For nonprofit organizations, this hypothesis
implies that the conditions created by wide-ranging shifts in the patterns of funding place
significant organizational power in the hands of the executive. His argument suggest that a
special kind of power accrues to the chief executive, "a power distinct from that which might
accrue to a board less centrally in resolving problems of resource dependency".

The alternative model evolving from the arguments of these researchers is more realistic
and consequently more practical than the traditional model. It describes how things actually work
in effective nonprofit organizations. Nevertheless, the alternative is consistent with nonprofit
board’s legal responsibilities and the public sector’s values. It does not abandon the critically
important tole of the board. The model is built on the reality that, in most cases, "the chief
executive is the center of leadership for the organization. And the most important leadership
functions are those actions that are necessary to secure the resources required to achieve the
organization’s mission"®.

_ In this respect, Herman’s recent research program points out some requisite skills of the
Board-Centered Chief Executive. Effective executives work with their board to facilitate
interaction both within the bdard and between themselves and the board. They attend to board

member’s feelings and needs, envision changes in organizational functioning, promote and

reinforce board accomplishments, and provide useful decision-making information to the

‘8 Herman, 1991, p. 54.
¥ pleffer, 1981, p. 31.
*° Herman, 1991, p. 55.
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board®'.

The prescriptive (in practical) implications of the emerging alternative model start with
the same legal reality as the traditional managed systems model: the nonprofit board is ultimately
legally responsible. Thus, the legal and moral responsibilities of the board remain foundational.
However, the alternative model recognizes that "boards are most likely to meet these
responsibilities only if the board and chief executive share leadership" ™.

The alternative model differs from the traditional model in that the latter places decision
making about major policies substantially (if not solely) in the board’s purview, while the former
embraces the necessity that decision making is a responsibility shared by the board and the chief
executive, as well as other staff>,

This is in addition to the executive’s role as encouraging consensual decision making on
the important issues as they arise.

In the alternative model, "the standards of the heroic ideal of boarcis continue to be
recognized as desirable. They provide the bases for developing effective consensual decision
making"**. However, in the altemative model, the chief executive becomes responsible for
providing leadership in achieving these standards.

The fundamental difference between the prescriptive standards of the traditional managed
systems model and those of the alternative model is that the latter no longer puts the board at the
center of leadership in NGO’s. Boards are still expected to do much, but they are not expected
to do things on their own. Chief executives are expected to provide board centered leadership.
"Chief executives do not assume the board’s roles and responsibilities, however, rather, effective
chief executives know that helping their boards to meet their responsibilities is the best way to

maximize their effectivencss">.

5 Ibid, p. 57.
52 Tbid, p. 58.

53 B. 0’Connell, The Board Member’'s Book, 1lst ed. (New York:
Foundation Center, 1985}, p. 44.

*4 Herman, 1991, p. 59.
*% Ibid, p. 59.
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The previous revicw'examines how the traditional model of leadership, derived from the
managed systems theory of organization, put the board both at the top of the hierarchy of
authority and at the center of leadership responsibility and leads to a set of heroic standards of
board performance.

Despite widespread acknowledgment of a persistent and often substantial gap between the
heroic standards and reality, the traditional model remains preeminent.

However, a more realistic alternative model is presented. It puts the chief executive at the
center of leadership responsibility in nonprofit organizations and advocates that the executive
engage in board-centered leadership. This model does not underestimate or disregard the board.
Rather, it continucs (o see the board as critically important. However, the board is no longer
expected to lead itself to meet its dutics. When necessary, the effective chief executive take

responsibility for developing and leading the board.
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CHAPTER 1
PROCEDURES AND METHODOLOGY

This chapter is concerned with the procedures and methodology used in this study. It

consists of the population selected, the sample, the selected variables and their measurements,

and the conceptual framework for analyzing the data.

Population Selected

We have a wide variety of non-profit, non-governmental organizations (NGOs) in
I'Jebanon. The population of the study consists of about 141 social, non-profit, non-governmental
organization, distributed all over Lebanon. These organizations, in general, have common
objectives. Mainly, to carry out social welfare services for the Lebanese commﬁnity, {o struggle
for the promotion of social right, and to work for the creation of social projects for the Lebanesc
community. |

Types of services rendered by NGOs include one or more of the following: Health;
Nutrition; Education; Handic:ipped; Orphans; Agriculture; Vocational Training; Medical Services;

Housing Services; Social Services; Medical Services; in addition to many other services.

Sample Selected

The sample selected consists of 15 non-profit, non-governmental organization. Each

having the following characteristics:

Social Welfare Institutions: Including mainly:

1) Lebanese Islamic Orphanage.
2) Al-Madeed for the elderly.
3) Al-Tanmiah.

4) Beirut Vocational School.

5) Al-Zaher.. 7

6) Social Living for the elderly.
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The Social Welfare Institutions in Lebanon (SWI) is a group of 13 highly specialized
institutions. SWI is a non-governmental, non-profit, apolitical, philanthropic organization. Since
its foundation in 1917, SWI has been providing services to the most needy all over Lebanon
giving care and assistance to the orphans, the foundlings, the blind, the deaf, the physically
handicapped, the mentally retarded, the fatherless families, the elderly, and the socially rejected.

A recent survey concerning all social institutions in Lebanon showed that SWI provides
18% of all social services offered by all Islamic social institutions. SWI is the largest of the 141
social organizations in Lebanon with regard to:

Orphans and Foundings:

1641 cases. The second largest provides for 362 cases.

Socially disturbed:

'665 cases. The second largest provides for 500 cases.

Blind

113 cases. The second largest provides for 90 cases.

Deaf

170 cases. The second largest provides for 110.
Mentally retarded: ‘

361 cases. The second largest providcs- for 317 cases.

In spite of the difficult situation in Lebanon, welfare services of SWI increased to cover

3800 case in 1989 compared to 825 case in 1975.

Table - 1 shows the size of services growth in the last 15 years.

Table - 1
Year Services
1975 825
1980 1819
1985 2947
1989 3800

Source: Social Welfare Institutions, Annual Report (1992).
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Amel Association (AA):
Amel Association was established in 1980 following the Israeli invasion to Southern

Lebanon in 1978. It has now 27 centers covering 85 activities in various aspects: health, social,
professional, and pedagogic. In addition to many development plans. It has 11 board members.

Table2 shows the number of beneficiaries from Amel Association during the period 1981-

1991.

TABLE - 2
NUMBER OF PEOPLE WHO BENEFITTED
FROM SERVICES OFFERED BY AMEL

1981 - 1991

Year Beneficiaries % Increase
1981 25,548 o
1982 243,190 951,89
1983 156,800 -35,52
1984 171,432 9,33
1985 182,666 6,55
1986 325,826 78,37
1987 291,255 -10,61
1988 400,162 37,39
1989 329,908 -17,55
1990 327,968 -0,58
1991 309,246 -5,70
TOTAL 2,764,001

Source: Amel Association. Annual Report, (1991)

Young Men’s Christian Association of Lebanon (YMCA):
The YMCA of Lebanon was established during the last decade of the nineteenth century

(1890’s). Its mission was to promote Christian values and to develop the body-mind-soul of its

Christian members.
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- During the past 100 years, the YMCA evolved tremendously by passing through the

following major stages’":
1- 1890°s - 1950’s: when the YMCA of Lebanon was self centered and focused on its

Christian members with little concern about the external environment.

‘2. 1950°s - 1975: when the YMCA started to focus on youth and to tackle the major

problems facing them by providing facilities and services appropriate for them fo develop their

body, mind and soul. This was carried out through the classical YMCA gymnastic and swimming

activities.

3. 1975 - 1985: The YMCA of Lebanon as an integral part of the Lebanese society, faced
the catastrophic war and its drastic negative human effects. The YMCA, thus, became committed
and actively engaged in carrying out a number of high priority and strategically needed programs:
it underlook:

(1) an emergency relief program, targeted for alleviating the suffering of destitute
and war affected people.

(2) the YMCA, in maintaining its focus on youth, designed accelerated vocational
training programs in building trades to assist ex-militia youth formerly engaged in warfare and
destruction to shift to reconstruction occupations providing them with an alternative to carrying
on arms and become drug addicts, thieves and criminals.

(3) The YMCA demonstrated its Christian values by maintaining uninterrupied

dialogue and cooperation with the various Lebanese confessions and political parties.

4- 1985 - 1992: responding to the urgent human basic needs of the population was not
enough, due to the major collapse of the government’s machinery, economy and social systems.
The YMCA had consequently to focus on medium term recovery and rehabilitation activities in

addition to the short tern emergency relief. YMCA’s efforts have been invested in sensibilizing

56 YMCA Lebanon: Historical Background (Beirut: 1992).
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this overall context, the YMCA continues to give special attention to the lost gencration: the
youth who were born and raised in the course of 16 years of war. This youth experienced all
kinds of deprivation, physical and mental abuse, and human sufferings. They need special help
to reinstate hope, positive look into the future, technical competencies, gainful employment, self
confidence and self esteem, and engagement and commitment to social integration. Thus among
the Y’s major target groups for the next coming years is youth. Several programs have been
designed. Some are already being implemented successfully with impressive efficiency and cost

effectiveness (volunteers and social workers).

YMCA Current Main Cbncerns:

1. Reconciliation and co-existence: YMCA is a vehicle that fosters reconciliation among the

various Lebanese parties, striving to preserve the Lebanese confessional co-existence.
2. Integration of militia youth members into the civil life.

3. Quest for social justice and peace: YMCA is an effective advocate of human rights and

at the same time it is the spearhead of NGOs in their quest for social justice and peace in the

war-born Lebanon.

Popular Committee Assistance Association (PCAA):

PCAA was founded in 1978. It is a social organization which provide medical and health
services. The following table gives an idea about the increase in services offered by PCAA from

1978 till 1991:
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Services Offered from 1978 - 1991

TABLE - 3

Year

# Services Offered

1978
1979
1980
1981
1982
1983
1984
1985
1986
1987
1988
1989
1990
1991

TOTAL

9,300
14,190
17,210
45,230
70,350
41,200
59,242

271,176
120,600
153,327
158,712
157,203
184,467
199,037

1,501,744

Source: Popular Cominittee Assistance Association. Annual Report (1992},

The Secours Populaire Libanais (SPL):

It is a social, democratic, and developmental institution. It is a grassroots association
working in the social and health fields. It’s main objective is states as follows: "Solidarity among
peoplf; is the only means for overcoming the difficulties of life". SPL consecrates all its activities
for servicing the man malterially and morally. The activities of SPL are the following:

- setting up dispensaries, health centers, and hospitals for fighting illness and acting in the

curative and preventive fields.

_ - Offering material and moral assistance to the tortured and oppressed and to their

families.

- Creating developmental projects to fight all kinds and forms of underdevelopment.

- To act for respecting the liberties of the individual, to consolidate those liberties and to
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defend them.
SPL has 28 health centers distributed over different Lebanese areas. These centers offer

health care to all citizens for reduced prices. The material aid that SPL receives, are distributed
among the citizens who visit its centers. Those latter play an essential role in the fields of
preventive and school medicine.

In addition, SPL offers many other services in order to contribute to social welfare and

human rights.

Caritas Lebanon (CL):

Caritas was founded in 1972. It is a social, non-profit, non-governmental organization

which offers various kinds of services to the Lebanese community. Services offered include
health; Nutrition; Education; Handicapped; Orphans; Medical services; housing services; in
addition to various other services.

The following table gives an idea about the amount (in Lebanon pounds) spent on

beneficiaries through different programs.offcred by Caritas during the year 1992:

TABLE - 4
Amount spent on beneficiaries through different
programs offered by Caritas Lebanon
during the year 1992
Program Amount Spent on Beneficiaries
_ (in L.L.)
Paternization Programs 58,603,560 L.L.
Health Programs 3,636,387,488 L.L.
Emergency Programs 639,673,000 L.L.
Social Programs 1,491,353,200 L.L.
Housing and
Construction Programs 1,410,838,430 L.L.
Development Programs 588,592,000 L.L.
Educational Programs 1,752,924,000 L.L.
Total 9,578,371,678 L.L.

Source: Caritas Lebanon. Annual Report (1992)
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The Social Movement (SM):
The social movement aims at carrying out social welfare services for the Lebanese

community through it’s widely distributed centers. It’s main concern is the promotion of human
rights. It was initiated in 1957. It olfers various services including health, Medical, and

educational services, housing services, vocational training, in addition to many other services.

Young Wemen’s Christian Association of Lebanon (YWCA):

YWCA is a social organization whose main purpose is to educate and develop a better
society. It was first formulated in 1902. It has 8 centers all over Lebanon. These centers offer
many kinds of services including educational services, vocational training services, social
services, and development programs. It has a technical college with about ten 'specializations. In

addition to many other activities including a day nursery and a dorms.

Family Planning Association (FPA):

It is a social organization whose main purpose is to educate the community and to offer
information about family planning programs. Educational programs cover many aspects of human
life. They include, in addition to family planning programs concerning pregnant women, childrn
and many other programs concerning health. Services by FPA are offered in more than 65 ciinicé
all over Lebanon, in addition to centers organized by the health ministry. Also, services are (
offered through volunteers in about 300 villages all over Lebanon. FPA, aims, through it’s

programs, at working for the development of society.

Makassed Philanthropic Islamic Association (MPIA):

The principal goal of Makassed Philanthropic Association is to render service to the

community. It is a non profit organization and in all its work, it endeavors to alleviate the
difficulties of its people in the community.

' Since its founding in 1878, Makassed has grown to become one of the most important
private philanthropic organizations in the region. It offers a wide range of services in the fields

of education, social, welfare, health, and medical care.
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I- Educational Activities: Makassed is traditionally an educational establishment with the

objective of furthering education in Lebanon.

A- Scholastic: Makassed offers free education in schools spread throughout Lebanon
and distributed as follows®”:
Urban: A total of 24 schools in Beirut
Rural: A total of 48 schools:
15 elementary schools in North Lebanon.
22 elerhentary schools in Bekaa and Mount Lebanon.

11 elementary schools in South Lebanon.

B- Higher Education:
~ The Higher Institute of Nursing.
The Higher Institute of Islamic Studies.
The Higher Institute of Teachers Training.
The Higher Institute of Medical Laboratory Technology.

II- Medical Activities:
Makassed General Hospital (MGH) offers free healthcare services for the needy

irrespective of race, creed, or social standing. Currently, MGH comprises eight Medical teaching

departments.

I11- Social Activities:

The welfare of the community is one of the most important incentives of the

founders, and hence forth, members of the Makassed family.

The major domains in this field are as follows:

. %7 Makassed Philanthropic Islamic Association. Annual Report
(1991).

¢ Ibid.
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A- Makassed Communal Health Care Bureau:

It directs 4 district dispensaries in Beirut and two Mobile Clinics that visit rural

areas, to offer healthcare for schools and needy people.

B- Department of Mosques:

It directs 16 mosques in Beirut and rural districts conveying the message to the

community.

C- Community Social Centers:

These are gathering centers for social occasions as well as meeting places for the
discussion of community social welfare. They also have facilities for the teaching of the Koran.

D-  Depariment of Cemeteries:

Concerned with managing the communal cemeteries and the administration of

funeral services.

IV-  PUBLICATIONS:
| They include the following™:
A- Makassed Publishing House:

Originally established to produce teaching books for Makassed schools, now

produces other publications ‘as well.

B- Makassed Printing House:

Established in 1954 as a vocational training center and to print school books,
cultural books, magazines and documents.
C- Al-Makassed Monthly Periodical:

A cultural and educational magazine founded in 1981.

The sample selected which consists of 15 organization have the following Board

Members: (Shown in table 5).

5% Ibid.
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TABLE - 5

NAME OF THE ORGANIZATION No. OF BOARD MEMBERS
1 - Amel Association 11
2 - Young Men’s Christian Association of
Lebanon (YMCA) 7
3 - Young Women’s Christian Association of '
Lebanon (YWCA) ‘ 20
4 - Family Planning Associatio 15
5 - Makassed Islamic Philanthropic Ass. 24
6 - Lebanese Popular Assistance Ass. 19
7 - Popular Committee Assistance Ass. 10
8 - Lebanese Islamic Orphanage 16
9 - Al-Madeed for the elderly : 16
10- Al-Tanmiah 16 .
11- Social Movement 8
12- Beirut Vocational School ‘ 16
13- Karitas Lebanon 22
14- Al-Zaher 16
15- Social Living for the elderly , 16
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Instrumentation

Questionnaire Construction:

Since the researcher did not find an instrument (questionnaire) about "skill differences

among leaders in NGOs", Therefore, the researcher had to construct her own instrument.
Based on previous research, and consulting with experts in this area, the researcher

constructed a pilot instrument which was administered by experis in this field on a tria] basis.

The pilot instrument was found to be lengthy and wordy. The final instrument shown in

Appendix-A is the last version which was used to collect daia.

Variables and Their Measurement

The final instrument consists of five parts:

Part 1: Demographic characteristics.

Part 2: Is an independent variable measuring prior experience with boards and from
where did the board member learn his or her skills. These items were discrete variables measured
by 1-0 otherwise.

Part 3: This part of the instrument consists of four independent variables measured by
5 points Likert scale ranging from 1 for (SD), to 5 for (SA).

Part 4: Part 4 of the instrument consists of 10 variables cach is measured in priorities
from 1 to 5.

Part 5: Part 5 of the instrument consists of 24 items measured by 5 points Likert scale
ranging from 1 for (SD) to 5 for (SA). These 24 items measure six different skills as follows:

SKkill 1: It is measured from X21 to X26 and it is re]ated to the ability of the chief
executive to facilitate interaction in Board relationships.

Skill 2: It is measured from X27 to X29 and it is related to the ability of the Chief
Executive to show consideration and respect towards board members.

Skill 3: It is measured from X30 to X32 and it is related to the executive’s ability to
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envision change and innovation with the board.
. Skill 4: 1t is measured from X33 to X37 and it is related to the executive’s ability to
promote board accomplishments and productivity.
~Skill 5: It is measured from X38 to S39 and it is related to the executive’s ability to
initiate and maintain a structure for board work.
Skill 6: It is measured from X40 to X44 and it is related to the executive’s ability to

provide helpful information to the board.
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Conceptual Framework For
Analyzing The Data

- First of all, the researcher is going to use SPSS to establish the reliability and construct

validity of the instrument (Factor analysis will be used to construct validity).
- Frequency and percentage analysis will be used to inspect the variable and data.
- Cross tabulation and multiple regression will be used to statistically analyze the data.

The resulis and findings of this study are explained in the following chapter entitled

findings of the study.
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CHAPTER IV
FINDINGS OF THE STUDY

Chapter four will answer the following research questions that were posed in chapter one

as follows:
1) What are the major characteristics of the selected sample?

2) What is the reliability of the subscales of the instrument?

3) How many dimensions (hypothetical factors) are underlying the twenty four items in the
instrument?
4) What is the relative importance of the independent (explanatory variables) to the explained

variation of the six skills?

Chapter four will be divided into four parts.

In part one the researcher will use frequency and percentage analysis to answer the first
research question about the major characteristics of the selected sample.

Part two will answer the second research question by presenting the internal consistency
of each subscale of the instrument measured by (Cronback’s Alpha).

Part three will answer the third research question using the oblique rotation in factor
analytical framework. |

‘The last part will answer the fourth research question by using the stepwise solution in
multiple linear regression framework.

Major Characteristics of the Selected Sample

Eighty-two out of ninety-three (88.2%) of the respondents are married, very few are single
(9.7%) and only two are widowed.
Sixty-one out of ninety-three (65.6%) of the respondents are male.
- The age of the respondents was a normally distributed variable with an average of 48
years. The high average could be attributed to the fact that the selected respondents for the study

are board members and chief executives.
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Considering the educational level, it is found that thirty-five out of ninety-three (37.6%)
hold a Ph.D.; nineteen out of niﬁety-three (20.4%) hold an MA/MS; and thirty-nine out of ninety-
three (41.9%) are B.Sc/BA holders.

Most of the respondents earned their cducation from local universities (74.2%), and
twenty-two (23.6%) equally received their education from the West or U.S.A. Only one received
his/her education from the eastern block and one from the Arab countries.

Fourty-five of the respondents (48.4%) speak both English and French as compared to
twenty seven (29%) who speak English and twenty one (22.6%) who speak French.

Fifty percent of the sample had an experience of seven years and above while the other
fifty percent had previous experience of three years.

| Corisidering the number of services offered by these social welfare, nonprofit
organizations, it is found that thirty-five out of ninety-three (37.6%) offer two services, and the
rest are almost evenly divided and offer between four and eight services.

Considering the kind of services offered, it is found that seventy-seven out of ninety-three
(82.8%) offer health services; only twenty-seven (29%) offer Nutrition; seventy-one offer
education (76.3%); twenty-nine (31.2%) offer services for handicapped; thirty-three out of ninety-
three (35.5%) offer services for orphans; thirty-two (34.4%) offer Agriculture; sixty-three (67.7%)
offer vocational training; sixty-eight (73.1%) offer medical services; and twenty-five (26.9%)
offer housing services. Thus, it is clear that the line of services are concentrated in 4 areas:
Educational, Health, Vocational Training and Medical Services.

Fifty percent of these organizations have seventeen centers and above; eleven of them
have fourty centers; nine of them have seventy-five centers; eighty of them have 150 centers; and
only three have 171 centers. -

Considering whether or not a respondent had prior experience working with boards and
from whom did he/or she learn about working with boards. It is found that more than two thirds
of the respondents (74.2%) had prior experience working with the boards. Seventy-two out of
ninety-three (77.4%) learned their prior and/or present experience from the board president, while
ten (10.8%) learned from board members. Only ten (10.8%) learned from both the chief-

executive-officer (CEO) and board members. .
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Reliability of the Instrument

The instrument used by the researcher measures the following six skills:

- The first skill related to the ability of the chief executive to facilitale interaction in board
relationships, is measured by six items (X21 through X26 - Appendix A). It’s reliability

coefficient is 0.5166 (as shown in figure-1).

FIGURE - 1
RELJABILITY ANALYSIS - SCALE (SKILL 1)

X21
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X24

X25

X206

RELIABILITY COEFFICIENTS

N OF CASES = 93.0 N OF ITEMS = 6
ALPHA = 0.5166

R o
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- The second skill related to the ability of the CEO to show consideration and respect
towards board members, is measured by three items (X27 through X29 - Appendix A). It’s

reliability coefficient is 0.5631 (as shown in Figure - 2).

FIGURE - 2
RELIABILITY ANALYSIS - SCALE (SKILL 2)

1. X27

2. X28

3. X29

RELIABILITY COEFFICIENTS

N OF CASES = 93.0 N OF ITEMS = 3

ALPHA = (.5631

- The third skill related to the executive’s ability to envision change and innovation with

the board, is measured by three items (X30 through X32 - Appendix A). It’s reliability coefficient
is 0.5679 (as shown in Figure - 3).

FIGURE - 3
RELIABILITY ANALYSIS - SCALE (SKILL 3)

1. X30

2. X31

3. X32

RELIABILITY COEFFICIENTS

N OF CASES = 93.0 N OF ITEMS = 3
ALPHA = (L5679
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- The fourth skill refers to the executive’s ability to promote boardlaccomplishmcnts and
productivity, is measured by five items (X33 through X37 - Appendix A). It’s reliability

coefficient is 0.5285 (as shown in Figure - 4).

FIGURE - 4
RELIABILITY ANALYSIS - SCALE (SKILL 4)

1. X33

2. X34

3. X35

4. X306

5. X37

RELIABILITY COEFFICIENTS

N OF CASES = 93.0 N OF ITEMS = 3
Al PHA = 0.5285

- The fifth skill related to the executive’s ability to initiate and maintain a structure for
board work, is measured by two items (X38-X39 - Appendix A). It’s reliability coefficient is

0.3968 (as shown in Figure - 5).

FIGURE - §
RELIABILITY ANALYSIS - SCALE (SKILL 5)

1. X38

- 2. x30

RELIABILITY COEFFICIENTS

N OF CASES = 930 N OF ITEMS = 2
ALPHA  =0.3968
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- The sixth skill pertains to the executive’s ability to provide helpful information to the
board, is measured by five items (X40 through X44 - Appendix A). It’s reliability coefficient is
0.2214 (as shown in Figure - 6).

FIGURE - 6
RELIABILITY ANALYSIS - SCALE (SKILL 6)

1. X40

2. X41

3. Xd42

4.. X43

5. X44

RELIABILITY COEFFICIENTS

N OF CASES =93.0 N OF ITEMS =5
ALPHA  =02214

The low reliability of the last two subscales could be attributed to the small number of
item along with lack of having an instrument in previous research 1o measure the subscales
contained in this study. The rescarcher constructed the instrument and it can be said that, on the

average, it is a reliable instrument.
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Validity of the Instrument

In answering the question whether the instrument measures what it is supposed to
measure, the researcher constructed twenty-four items to measure six different skills. The

construct validity of the instrument is shown in Figure - 7 and Figure 8.

FIGURE - 7

FACTOR ANALYSIS
Final Statistics
Yariable Community Factor Eigenvalue Pect of Var Cum Pct
X21 0.67210 1 4.24957 17.7 17.7
X22 0.69288 2 2.50056 10.4 28.1
X23 0.75031 3 2.14797 8.9 37.1
X24 0.57099 4 1.67239 170 44.0
X25 0.53687 5 1.62929 6.8 50.8
X26 0.57794 6 1.46267 6.1 56.9
X27 0.68108 7 1.18158 4.9 61.9
X28 0.71204 8 1.06560 4.4 60.3
X29. 0.76441
X30 0.72223
X31 0.68031
X32 0.54567
X33 0.63943
X34 0.57694
X35 0.66109
X36 0.73754
X37 0.74240
X38 0.70258
X39 0.47634
X40 0.62754
X4 0.63359
X42 0.69267
X43 0.70990
X44 0.80280
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FIGURE - 8
Pattern Matrix

FACTOR1

FACTOR 2

FACTOR 3

FACTOR 4

FACTOR 5

FACTOR 6

FACTOR 7

FACTOR §

- 0.02868
0.05712
0.51530 .
0.29171
0.45173
0.07448
0.26920
0.00146
0.20162
0.10791

-0.13298
0.42655
0.23882
0.11604

-0.01104
0.01069

-0.02063
0.04710

0.17595

0.80080

0.71046
-0.16036
-0.06193

0.04503

-0.03051
-0.11657
-0.08940
0.12098
0.05010
-0.02654
0.22477
0.305%0
-0.10419
-0.05792
-0.06224
0.01960
-0.28181
-0.15306
0.07077
-0.05257
-0.81675
-0.65373
-0.24636
0.04345
-0.10517
0.07003
-0.60743
-0.77688

0.06638

-0.18536
0.01922
0.40246
0.25396
-0.09887
0.38799
0.08985
0.44179
0.08339
0.07567
-0.02925
0.22075
-0.25528
-0.05250
-0.01966
0.08587
-0.14596
0.45373
0.00746
-0.17105
0.82093
0.05811
-0.0489

0.75112
{.74986
0.38194
0.21410
-0.12282
-0.07579
-0.01219
0.21555
-0.10199
0.00823
0.30631
-0.15208
0.07004
-0.11699
0.18090
(0.03249
-0.11356
-0.02466
-0.12853
0.12464
-0.13342
-0.04500
0.26648
0.29378

0.18528
-0.23389
-0.11717
-0.26295

0.10684
-0.69548

0.63603
-0.74736
-0.1846.0
-0.22764

0.00266
-0.03961

0.08096
-0.55034
-0.12040
-0.03245
-0.16935
-0.02101
-0.08743

0.07151
-0.10944

0.07202

0.11187

(.18706

-0.17373
0.04872
0.57260
0.11190
0.13623
0.07560
0.01888

-0.12058

-0.42012

-0.09542
0.16032

-0.30434

-0.42900

-0.23596

-0.78104

-0.22654
0.13509
0.00986

-0.17430

-0.07638
0.09135
0.07190

-0.08459

-0.04235

-0.02282
-0.04488
0.10986
-0.29892
-0.12780
-0.07787
0.08558
-0.01870
0.48240
0.18574
-0.22953
-0.04094
-0.39049
0.04132
-0.11115
-0.81249
-0.26400
-0.01059
0.01204
0.04427
-0.08188
0.01846
0.39335
0.13133

0.2262
-0.7013
-0.5112

0.07466

0.39514

0.17179

0.02109
-0.15690
-0.07535

0.72042

0.70005

0.37900
-0.23742

0.18535
-0.03173

0.07907
-0.18570

0.38672
0.16010
-0.08939

0.06979
-0.04328

0.13304

0.04342




It seems that:

Skill 1 (the ability of the chief executive to facilitate interaction in board relationships)
is measured by three items: X25, X41, X40.

 Skill 2 (the ability of the chiel executive to show consideration and respect towards board
members) is measured by four items: X37, X38, X43, X44.

Skill 3 (the executive’s ability to envision change and innovation with the board) is
measured by one item (X42). |

Skill 4 (the executive’s ability to prom;ote board accomplishments and productivity) is
measured by four items (X26, X27, X28, X34).

Skill 5 (the executive’s ability to initiate and maintain a structure for board work) is
measured by three items (X33, X35, X30).

Skill 6 (the executive’s ability to provide helpful information to the board) is measured
by one item (X31).

The six factors explained approximately 57% of the variation.

. Based on the findings of the study, it is found that there is no need to use twenty four
items to measure six skills. -

.The reason this researcher used twenty four items is due to the fact that no body tried to
measure these skills before via an instrument (the researcher was unable to find a well
constructed instrument). Thus, the researcher advices other researchers to save time and money
and meéasuring the six skills using sixteen items instead of twenty four. This makes a difference

since most of the respondents don’t like lengthy instruments.

Regression Analysis

In evaluating the relative importance of the explanatory variables in explaining the
variation of the respondents on each of the six skills, the researcher used the stepwise solution
of the multiple linear regréssfon analysis.

The independent variables that were used as explanatory variables are as follows:

Marital Status {(X1); Sex (X2); Education (X400, X401); Age (X3); Origine of degree
(X50 through X52); Foreign Language Proficiency (X60, X61); Years of experience before and
on the job (X10); Types of services rendered (X11); Number of organizational centers (X12);

43




Whether or not the respondents had prior experience working with boards and from whom did
he/or she learn to work with boards: and Y which is a composite index made of four items

measuring who is responsible for the success or failure of the organization: the board of directors,

the chief executive officer, or both. ‘
Y1: Considering the first skill, it is found that four independent variables are statistically

significant in explaining the variation of the respondents on this skill. The four significant

vatiables are:
- Z6: Whether or not the organization offers services for orphans.

- X14: From whom did the respondent learn the most useful things about working with

boards.

- Z4: Whether or not the organization offers educational services.

- Y: The variable measuring who is the responsible for the success or failure of the
organization.

The four variables ekplained 40% of the variation in Y1 (Ability of the chief executive

to facilitate interaction in board relationships).
The level of significance is equal to 0.00, that is the result is highly significant.
The regression analysis presenting the four independent variables that are statistically

significant in explaining the variation of the respondents on the first skill is shown in Figure -

9.
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FIGURE-9 Maultiple Regression - Dependent Valuable Y1
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'Y_2: Considering the second skill, it is found that three variables are significant in
explaining the variation in Y2 about the execulive’s ability to show consideration and respect
towards board members.

Z9: Whether or not the organization offers medical services.

Z8: Whether or not the organization offers vocational training,

Z.7: Whether or not the organization offers Agriculture.

The three variables explained 23% of the variation in Y2 with a level of significance

equal to 0.00. So, the result is highly significant.

Variables that are statistically significant in explaining the variation of the respondenis

on the second skill are shown in Figure 10.




FIGURE-10 Multiple Regression - Dependent Valuable Y2
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In considering the third skill which is related to the executive’s ability to envision change

and innovation with the board, no variables are found significant.

Three variables are significant in explaining the variation of the fourth skill which is about

the executive’s ability to promote board accomplishments and productivity.
- = Z7: Whether or not the organization offers vocational training.

- X14: From whom did the respondent learn the most useful things about working with

boards.
- X400: Educational level.

The three variables explained 14% of the variations in Y4 with a level of significance of

0.004, which means that the result is significant.

Variables that are statistically significant in explaining the variation of the respondents

on the fourth skill are shown in Figure 11.
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- Y5: It is found that two variables are significant in explaining the variations in the fifth

skill which pertains to the executive’s ability to initiate and maintain a structure for board work.
- Z7: Whether or not the organization offers vocational training.
- X13: Whether or not the respondent had prior experience working with boards.

The two variables explained 18% of the variations in Y5 with a level of significance of

0.00 which means that the results are highly significant.

Results are shown in Figure 12.
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FIGURE-12 Multiple Regression - Dependent Valuable Y5
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. Y6: Variations in the sixth skill, which is related to the chief executive to provide

helpful information to the board, are explained by three variables.

- Y: It is the variable measuring the responsible for the success or failure of the

organization.

- X14: From whom did the respondent learn the most useful things about working with

boards.
- Z10: Whether or not the organization offers housing services.

The three variables explained 22% of the variation in Y6 at 0.00 level of significance

which means that results are highly significant.

Variables that are statistically significant in explaining the variation of the respondents

on the sixth skill are shown in Figure 13.
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FIGURE-13 Multiple Regression - Dependent Valuable Y6
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CHAPTER V
SUMMARY AND CONCLUSION

Summary of the Answers to the
Research Questions

The purpose of this étudy is to advance a more thorough understanding of the nature of
leadership skills in nonprofit organizations in Lebanon. The researcher tried to identify the special
skills and abilities that distinguish the work of the most successful nonprofit leaders.

The six crucial leadership skills identified and discussed below can provide the starting
point for a chief-executive and board to understand and address the role, relationships, and

responsibilities of the board-centered chief executive.

First Skill: Facilitating Interaction in Board Relationships

The first skill measures whether or not the chief-executive encourages and solicit full
participation by all board members; helps the board achieve consensus about important matters;
helps in resolving differences among members of the board; and whether he is able to view the
board as a team where individual member’s contributions are prized.

It was found that four independent variables are statistically significant in explaining the
variation of the respondents on the first skill (Y1).

The ability of the chief executive to facilitate interaction in board relationships is affected
by the type of service offered by the organization. In particular, this skill is affected by whether
the nonprofit organization offers educational services and services for orphans.

The chief executive of an organization offering services for orphans is different from
another chief-executive whose organization does not offer services for orphans. These two
executives are being different in their ability to facilitate interaction in board relationships.

Also, the first skill is determined by whether respondents learned the most useful things
about working with boards from the board members and/or from the board president. The

effective executives most frequently responded that they learned from the board president. This
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would help the executive to become more effective in facilitating interaction in board

relationships.

In addition, the responsible for the success or failure of the organization have an influence

on the first skill. It makes a difference whether the chief-executive and/or the board are mainly

responsible for the organization.

'Second Skill: Showing Consideration and Respect Toward Board Members

The second skill measures the executive’s ability to sense the interests and needs of board
members’, and whether the executive is fair and objective with all board members.

In explaining why the respondents differ.on the second skill, it has been found that three
variables are significant in explaining the variations in the second skill (Y2). All three variables
pertain to the kind of services offered by the organization. The fact that the organization offers
medical services, vocational training, and/or agriculture is essential for an executive to be able

to show consideration and respect towards board members.

ThMll: Envisionning Change and Innovation for the Organization in Work
The third skill measures the executive’s ability to play a central role in sensing the
changihg external environment and developing strategic responses to changes in the environment.
It also measures whether the executive regularly ask the board to discuss its mission, and to
redefine it in response to changes in the environment.
Considering the third skill (Y3), no variables were found significant. The respondents di(i
not differ on the third skill. Most of them agrecd that an effective executive should explore new

funding opportunities; and should envision and innovation for the organization in work.

Fourth Skill: Initiating and Maintaining a Structure for the Board

The fourth skill measures the executive’s ability to ensure that board members are
adequately prepared for meetings with advanced agendas, materials, and information. And
whether individual board members know what is expected of them by the chief executive, by the

board president, and by fellow board members.




" The fourth skill (Y4) is explained by three variables. The first variable is related to the
educational level of the chief executive. It makes a difference whether the exccutive have a high
or low education, whether he has a Ph.D., an MA/MA, or a BS/BA. This is because a chief-
exccutive is faced with difficult tasks and decisions in non-profit organizations which usually

requires a high-level of education. In addition to the fact that the executive should deal with a

board whose members are also highly educated.

Fifth Skill: Promoting Board Accomplishments and Productivity.

The chief-executive, under this skill, should be sufficiently concerned with the efficient
use of board members’ time and efforts. He should help develop standards for the board to use
to determine if it is meeting deadlines. He should also follow-through with board members to see
that assignments they have accepted are being completed.

It has been found that two variables are significant in explaining the variation in the fifth
skill (Y5). The important factor in this context is whether/or not the chief-executive had prior
experience working with boards.

Executives who had prior experience working with boards are more effective in promoting
board accomplishments and productivity than executives who had no prior experience working
with boards.

Also, the type of services offered by the organization bave an influence on the chief
executive especially vocational training services which seems to equipe the C.E.O. with the skill

to motivate the board to accomplish the organization’s mission; goals; and objectives.

Sixth Skill: Providing Useful and Helpful Information to the Board.

~ The sixth skill measures the executive’s ability to collect and distribute information to the
board and differentiate between information that may affect the organization and information that
does not. In addition, this skill pertains to the ability of the chief-executive to facilitate shared

understanding among board members and use, when they are variable, multiple channels of

communication.
In explaining why the respondents differ on the sixth skill (Y6), il has been found that

three variables are significant in explaining the variations in Y6. -
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The kind of services offered by the organization has an influence on the executive’s
ability to provide useful and helpful information to the board. This ability is also affected by
whether respondents learned the most useful things about working with boards from the board
president, from the board members, or from both. Also, the responsible for the success or failure
of the organization has an influence on the executive’s ability to provide routine information to

the board.




Implications

This study concentrated or presenting a realistic model for executive-leadership in

nonprofit organizations.

The traditional model puts the board both at the top of the hierarchy of authority and at

the center of leadership responsibility and leads to a set of heroic standards of board performance.

Throughout this study, a more realistic model is presented. It puts the chief-executive at
the center of leadership responsibility in nonprofit organizations and advocates that the executive
engage in board-centered leadership. This model does not underestimate or disregard the board.
Rather, it continues to see the board as critically important. However, the board is no longer

expected to lead itself to meet its duties.

This research, thus, helps chief-executive and board members to think and learn about
being more board-centered. It suggests that the skills of effective board-centered leadership are
most likely found in those executives who have finely honed their ability to understand the work
of the board as a whole in all its complexity. This means recognizing the needs and
interdependencies of various board members, understanding how the actions of certain board
members add to or detract from the overall effectiveness of the board, and understanding how

goals are set and the role individual board members play in setting those goals.

The cffective manifestation of the six crucial leadership skills by the chief-executive can
lead, based on this research, to four outcomes: .

- A board that understands and is committed to its mission.

- A board on which members work cooperatively toward common goals.

- A board on which members’ needs and interests are addressed and generally satisfied.

- A board that engages in the requisite policy-making roles and willingly responds to the

challenge of resource acquisition and development.
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Also, it is implied that chief-executives differ in their leadership skills because of the line
of service offered by the ofganization (vocational training, health, educational, and medical
services), Educational level of the chief executive, prior experience working with boards, and
how much did they learn from the board president, from board members, or from both.

i |

Further studies are needed to be conducted in this context in order to understand more

thoroughly the application of these skills in non-profit, non-governmental organization in Lebanon

on a wider scale.
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Recommendations

Non-profit, non-governmental organizations (NGOs) in Lebanon play a major role in
working for the development and growth of society, and in helping to restore Lebanon’s leading
role in the Arab World. NGOs, thus, should focus on carefully scrutinizing their earlier programs

with a view to adapting them to the concept of development in the yeats to come.

In this respect, the researcher requires the creation of organizational framework based on
professionalism, together with integrated and interactive relationships in order for NGOs to meet
their essential tasks. Based on the previous trend, it is reasoned that successful leadership is

needed in order to run non-governmental organizations successfully.

To achieve this goal, an effective leader, or chief-executive in non-profit, non-

governmental organizations should be equipped with six leadership skills as recommended by this

study.

Finally, the study suggests that the six board leadership skills described before provide
the tools for developing and maintaining an active, effective board. Executives who consistently
exercise these skills will have boards that understand and are committed to the mission, accept
and work with the executive in carrying out the policy making role, and willingly respond to the
challenge of resource development. Executive board leadership skills create boards that are more

willing and able to respond to the constantly changing environments of nonprofit organizations.
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APPENDIX - A




"EXECUTIVE LEADERSHIP IN NDNPROFIT

ORGANIZATIONS"

Dear Sir;

You are selected on purpose to help in understanding and
accumulating decent , objective and scientific data pertaining
to "Nonprofit Leadership Skill Differences: Analysis and Ap-
plications To NGOs in Lebanon." This questionnaire is conducted
as a research technique for finalizing my MBA thesis at Beirut
University College. Your fesponses will be Kept confidential,

and only used for statistical analysis.

Thank you for your cooperation.

Irubna H,., Abdallah.



Name: (optional) ...eeeeeeoo.. et e e

t-NMarital Status: Single ..... Married.....
Widowed ..... Divorced.....

2- Sex: Male osan Female .....

3- Age! ....ee... Years. |

4~ Education: Bachelor Degree ....... Faster Degree...,.... PHD. v wu .

5- If University Education, specify the regionai sources of the
degree:

Western Europe Block......Bastern Burope Block

American Block...... Arab Countries..... .
Local Institutions: (AUB... BUC... USJ...);(Lebanese Univ....,
| Arab Univ, -..., BHoly Spirit(Kaslik)..., NDU...)
Others (specify)...... |
6- Foreign Language Proficiency: English.... French....
| Both....... Other{specify)....
7- Field of Study: ......... et e ettt et e crevans et rasens e
8-Name of- The Organization:........u.iuieeeeeunnneenn e .o
9- Title of present Joﬁ:...... ............................... s i
10-Years of experience: On te Job...... " Before(previous)........
11-Type of Service(s) rendered by the organization:
Health.... ; Nutrition.... ; RBducation.... ; Handicaped.... '
Orphans.... ; Agriculture.... v Vocational Training .... ;
Medical Services..}. ; Housing Services....;
Others (specify): vuuvuernunno. .. ottt . ..

12— Number of organizational centers:

In Beirut

---------




-7 -

PART ONE.

I) Please check the answer that mostly suits you:

13- Did you have prior experience
rworking with boards. Yes —=-—-
14- From whom did you learn the
B

most useful things about

working with boards:

—————— From the board president.

—————— From the board members,

No----

mostly reflects

II) Please place a_check mark at the response that

Your opinion:

(Strongly Disagree -$D- ; Disagree -D- ; Undecided

~1=- ;

Agree —A- ; Strongly Agree -SA- )

SD D

15~ The chief executive, not the
board, is centrally responsi-
ble for success or failure in

nonprofit organizations. ———— ————

16- The board, not the chief cxece

utive, is centrally responsible
for success or failure in non-

profit organizations. m—— ————




17—‘Both the chief-executive and
the board are centrally res-

ponsible for success or fai-.

lure in nonprofit orgs. N -———- ——— e

18- The chief-executive who is
skilled in understanding
situations does not neces-
sarily have the capacity to
pglg others develop under-

standing. ——— SEPUOUI

AR NN AA A AR AAA AA AN AN A AN
AAAAA MDD AA N AAANARNA NN AN AN

III) Rank in priority from 1 to 5 the following:

19~ The most important motives for
Joining boards are:

----- Bkill Bevelppement

————— Friendship

————— Useful personal contacts
----- Recognition _
————— Feelings of accomplishment

20- Leadership in the third sector or

nonprofit sector in Lebanon suf-
fers from:

————— lack of communication between board

members and the chief executive.
————— lack of delegation of authority.
----- lack of preparatory materials.
————— lack of understending. bétween board
! members. |

————— others (specify). —~--c—mmmeooo




._4_
PART TwO.
IV) Please place a check mark at the response that mostly reflectd

your opinion:

( Strongly Pisagree -SD- : Pisagree -D- : Undecided -U- ;
Agree ~A- : Strongly Agree -SA- ).

The skills of effective board-centered leadership are most

likely found in an executive:

21- Who view the board as a teanm

where individual member's

contributions are priged. —_——— e
22= Who is skillful in helping

the board achieve consensus

about important matters. it
23- Who is particularly skilled

in resolving differences

among members of the board. ——— ————
24- Who should ensure, all the

time, that all points of

view on board are heard. e
25- Who should assist bhoard mem-

bers to "separate the

problem from the people.” U

—— . — s —

26= Who encourages full parti-

cipation by board members. moms mmes mmme e e
27- Who should assume all the

time that board members

are willing to give a lot. e
28~ Who is particularly skilled

at listening to what board

members want from member-

ship on a board. —mem mmmm memm e
29- who uses most of his free

time to conduct face-to-face

meetings with individual

board members to learn their

ﬂ@@d@, —— - — - vy —— - - -




35~

34-

35~

36—

SD D u

SA

-Who ﬁlays a central reole in

sensing the changing ext-
ernal environment and deve-

‘loping strategic responses

to changes in the environmept. e A
Whose job is to explore new

funding opportunities. ———— -
Who helps the board in dis-

cussing its mission and in

redefining it in response to

changes in the environment. —m—— mmee e
Who develops and mzintains

a routine for the board. mmm— mm—— e
Who™1ls particularly intere-

sted in bringing an action

Item before a board for a

decisicon at the right time, e
who establishes an agreed-

upon schedule of board

meetings for the coming year., —-—-—— o——eo  oL_.
Who should ensure all the

time that board members are

adequately prepared for mee-

ting with prepared agendas,

materials, and information. ———— e e
Who should ensure that ind-

ividual board members know

what is expected of Lhen by

the chief executive, by the

board president, and by fel-

low board members, mmee e e

who follows through with board

members to ensure that each

member's assignments are being

completed. iR Lo T —




Who ensures that'board dec-
ision making authority is

delegated to committees, ————
pe
40~ Who collects and distribu-,

tes Information to the board. ——--

41- Who is able to provide reutine
Information to the board. ————

42- Who hides and delays provide
ing bad news to the board. —-———

43~ Who seeks to faciliate shared
understanding among board mem-
bers and use, when they are
available, multiple channels
of communication. ————

44~ Who is able to bass along
the bad news when the brob-
lem is still small. ————

Y ———

———

——

———— —

45— If other comments, Ideas, or recommendations, please gpecify:
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