VALUES AND BEST PRAGTICES

Determining and measuring our
redemptive impact in the world

2
TRANSFORMING NATIONS
BY DEVELOPING LEADERS



TABLE OF CONTENTS

A REDEMPTIVE IMAGINATION FOR THE THE WAY EMIT CONDUCTS ITS BUSINESS. .........c..c...

.10

13

16

19



EMIT VALUES AND BEST PRACTICES FOR DETERMINING
AND MEASURING OUR REDEMPTIVE IMPACT IN THE
WORLD.

INTRODUCTION

When it comes to delivering social good, especially to those in the most need, many
nonprofits fall short in impact and integrity, despite the noble goals for which they are
organized.

There are disciplined, ethical, and creative leaders. Many are capable of scaling visionary
organizations with widespread impact; others are endowed with the persistence to focus on
a single community for the long haul. Yet many of these leaders and organizations fall
short of the durable impact they hope to deliver.

Some do more harm than good, not out of corruption or incompetence, but out of well-
intentioned mindsets and actions that fail to properly account for the complexity of the
human condition.

Even in the most effective, resourceful, high-growth nonprofits, we often settle for practices
and norms that are necessary but insufficient for the outcomes we seek. We may focus on
numbers of people served, size of budget, retained donors, and great stories—knowing that
these are inadequate proxies for measuring our true impact. We propose that there is a
higher horizon of opportunity for the redemptive nonprofit, one that seeks the

renewal of the larger society as well as all the stakeholders involved in the work.

The starting point, we believe, is to contend with two fundamental vulnerabilities built into
the nonprofit structure. We've labeled these the “stakeholder gap” and the “nobility trap.”

THE STAKEHOLDER GAP

The stakeholder gap is a structural issue. Often, the nonprofit's funders do not require its
services, and those who receive its services are not its primary funders.

The people in the best position to assess whether the organization is creating value—its
beneficiaries, the ones who would be the “customers” of a for-profit business—are not the
same people who deliver the financial resources that all modern nonprofits need to survive.

The more vulnerable an organization’s beneficiaries are, the less likely it is that they are the
ones who provide it financial feedback and accountability for results.
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THE NOBILITY TRAP

The nobility trap is a human issue stemming from the admirable intent of the leader and the
organization. Nonprofits begin with the ostensible purpose of serving others and making
the world a better place, and most people assume that nonprofit leaders and team members
are making sacrifices relative to other more lucrative or prestigious career options. All this
can be true—but it can prevent the leader and organization from being held to the highest
standards of excellence.

In the worst case, sentimental admiration for a leader or cause can lead to neglect of the
scrutiny that would disclose the gaps between an organization's stated mission and its own
beneficiaries’ assessment of its impact.

CONCLUSION

Because these two vulnerabilities arise from the very purpose of the nonprofit structure, and
because very few leaders set out to take advantage of them, it is easy to treat them as
benign. But amplified by our human tendencies toward pride and self-justification, they lead
to blind spots that can cause any nonprofit to do unintentional harm, and to miss
opportunities for significant impact.

Without intentional and sustained countermeasures, nonprofit leaders are likely to
fall into creating internally divided organizations, where board, donors, staff, and

beneficiaries are siloed from one another.

Over time, the leadership team learns to carefully control the narratives and relationships
that cross the gaps between audiences. Strategy is defined with fewer key stakeholders in
the room; donors may be offered only the success stories and kept out of the true challenges
of the mission, or given too much rein to define the problem and the solution. The
communities served by the nonprofit may feel their voices are stifled.

These divisions complicate the already difficult prospect of translating lofty intent into
sustainable beneficial impact. Though everyone is in favor of personal, communal, and
structural transformation, these are very hard to measure, prove, or repeat. As a result, many
nonprofits and their donors settle for powerful stories and input metrics alone, avoiding the
difficult and essential work of impact modeling, structured listening, monitoring, evaluation,
and reporting.

The nobility trap also leads directly to the all-too-common nonprofit with an inspiring
mission but a toxic culture—where staff is underpaid, overworked, and flounder with little
direction or wither with insufficient autonomy; where vendors learn to anticipate zero-sum
negotiations, unrealistic expectations, and late payments; where boards are reluctant to
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contain the influence of a charismatic leader; where donors sense they are being
manipulated; and where potentially beneficial partnerships are avoided or suffocated
through suspicion and turf wars. The cumulative result is that the very sector many people
consider to be the most generous actually faces the greatest risk of being the most

exploitative.

But it doesn't have to be like this. In this document, we will introduce essential elements of
excellent nonprofit organizational practice.

More significantly, we will aim for a redemptive rethinking of the very premise of what

it means to be a modern nonprofit.

The practice of excellence is necessary but insufficient to repair the fundamental flaws in the
way we channel our charitable activities. Something deeper is needed—something that
recognizes dignity and agency among those we serve by restoring the relationships that
were the original, personal heart of God's vision for just charity.

This kind of nonprofit work depends upon sound ethics and best practices, but it goes
beyond them. The commitments and practices in this document are rooted in a distinctly
Christian view of human beings and our shared purpose in the world, which are summed up
in the term “redemptive.”

A REDEMPTIVE IMAGINATION FOR THE THE WAY EMIT CONDUCTS ITS
BUSINESS.

We will go beyond the baseline of ethics and excellence that should characterize any
organization — to building a nonprofit that embody the radical hope of the Christian gospel
and its power to transform persons, communities, and the course of history.

We will not use faith or good intentions as an excuse for subpar performance. We will work
against the exploitation of all stakeholders—beneficiaries, donors, employees, volunteers,
and partners.

In our quest to achieve this goal we will follow and implement best practices and measure
our impact in recognition of the same.
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EMIT’'S STORY

We live and tell an integrated story, resisting the urge to craft a misleading or oversimplified
narrative. Our story has many actors and is always being written in active partnership with
those closest to the work.

OUR REALITY

The genesis of every nonprofit is a story—a protagonist, a problem or injustice, a witness, a
spark of empathy, a vision for change. Over time, many of these stories intertwine and evolve
into an organizational narrative that propels vision, programs, teams, and resources into
reality.

But as we endeavor to live out our public story, we are under so much pressure to be (or to
seem) more than we are.

We see needs in the world and can hardly live with incremental change. We simplify the
problem and over-promise on what our solution will accomplish. We promote simple
success stories, create unrealistic expectations, and become subservient to a vision we were
never capable of fulfilling.

The truth is that all nonprofit work is slower than we care to admit, fraught with ups and
downs, progress, and setbacks. Deep change can come from the work we do, but rarely does
it emerge in a linear, evenly distributed fashion—so it cannot be easily or accurately
represented in an email or 90-second video, a simple ratio on an assessment website, or an
annual report.

Too often, we rewrite the roles of the people we serve as we tell the organization's story.
The need to tell a crisp story tempts us to make larger claims than are currently true. The
messy reality can be compressed, polished, and stretched into oversimplified stories of
impact. Despite our best intentions, beneficiaries may become used instead of honored; and
donors may also become unwitting accomplices as they encourage and support our work
without being able to see our stories in context.

Instead, we long to use our creative gifts to tell the truest version of our story rather

than the grandest.
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EMIT PRACTICES

1. We are truthful and transparent with all constituencies—board, donors, beneficiaries,
the public. Though we must vary emphases, modes of communication, sequence, and
level of detail according to the audience and context, every version of our story aligns
with the truth as we know it.

2. We are fiercely truthful about both the ambitious possibility of the mission and the
limitations and obstacles that we will likely face. We root out hyperbole from our
communication, instead using modesty and balance—for example, reporting good
news as “progress” rather than as “success,” and reporting progress and setbacks in
tandem with one another. We openly acknowledge failure, naming what we have
learned without spreading blame.

3. We elevate the stories of the people we serve, honoring them as image-bearers with
shared humanity and agency. We platform those closest to the mission as its chief
protagonists and storytellers—highlighting their successes, sharing their names, and
inviting them to read and contribute to our communications.

4.  While we always aim to honaor people, we steer clear of romanticism and sentimentality
in our story, avoiding positive stereotypes just as much as negative ones. Instead,
we celebrate steps of genuine progress in the communities we serve and refuse to
overstate the role our work has played in their lives.

5. Wetell our organizational story with many heroes, including other agencies and actors,
without overreliance on the unique genius or call of any person or group. We actively
solicit and celebrate the successes and contributions of others and resist elevating our
organization by speaking negatively of others.

THE GOOD NEWS

We are committed to integration and truth in organizational communications. It sets
us free from having to maintain multiple narratives about ourselves and our work. It
deflates the temptation to manipulation and exploitation that comes with all cause-driven
storytelling—even when we see others in our sector doing those very things. We shed the
stress of trying to fulfill unrealistic promises and the distortion in mission and core values
that can creep in as we try to fulfill them.

We will celebrate the smaller points of progress along the way; we will build muscles for
expecting, managing, and learning from failure. We won't rein in our ambition for what we
can collectively do to address social ills and brokenness, but our ambition will remain
rightly matched with our capacity. In the long run, this will greatly increase our
organizations’ and our societies’ capacity for real and lasting change.
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When we use storytelling to empower and dignify those we serve, we give them ways to
celebrate small but real progress with us, setting both them and us free from the anxiety
of needing to impress outsiders with a “success story” that we know is only partially true.

EMIT can become known as the greatest truth-teller. We have a front-row seat to the
most broken and the most beautiful parts of human experience. No inflation of that story
is necessary. There is both human and God-inspired drama in this work, and if we can
commit to being truthful to everyone around us about what we see and experience, we
will open the doors for them to journey through the challenges to see the good, the true,
and the beautiful.
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EMIT'S PROGRAMS

We base our mission on a theologically informed theory of change, designing and
evaluating programs with significant leadership from the communities we serve, and in
active partnership with others in our field. We practice proximity and collaboration in our
programs, resisting the temptation to shape our work from a comfortable distance.

OUR REALITY

Every nonprofit has two headwaters: need and hope. It is out of this initial identification of
need and articulation of hope that our mission originally arose, and they remain the most
powerful sources of energy for growing and sustaining our work.

Yet to the extent that we begin our work as outsiders, with solutions we hope or assume to
be innovative, we often lack the patience and discipline to get proximate, study the
complexity of the issues, and make time for mutual learning and cultural
understanding. As our programs grow, we are tempted to evade the challenging work of
clarifying our mission and testing its assumptions. (Did we actually identify the original need
carrectly? Are the strategies we put our hope in actually effective over time?)

Many of our actions simply measure easiest—like budget size, growth rate, and “percent to
program”. Because of the stakeholder gap, we often fail to track what matters most to the
people we serve. We stop learning and too easily fall into the rut of complacency.

In some cases, we are isolated from complex realities on the ground that we come to believe
that our organization is the answer, the missing puzzle piece, to the problem we have
identified in the world.

We can be tempted to avoid developing and asserting a theory of change for fear that it
will reveal complexity that we cannot control, or demonstrate the incompleteness of our
interventions. We can easily neglect to shape, test, and refine our theory of change based
on a theolaogically robust view of human beings and societies, settling for solutions that are
too thin and neglect social, relational, and spiritual dynamics.

All this makes us more likely to perpetuate programs that support the initial conception of
our mission and theory of change, rather than evolving them to meet actual needs—or to
chase changing currents of culture and philanthropic fashion.

We prolong dependency on our organizations and fail to create opportunities for leadership
from the community. We may even treat other organizations as competition for resources
and success rather than co-laborers for the same cause.

Copyright © 2020 EMIT Leadership Development



Instead, we long to see our community’s need more clearly, and to rekindle our hope

that change is not only possible but truly underway.

EMIT PRACTICES

1. We seek creative ways to root our worl in the communities who know the challenges
and opportunities best. Our program leadership includes ever-increasing representation
from these communities. We plan, execute, evaluate, and report together through teams
that include multiple stakeholders.

2. We define our mission in clear view of our interdependence with other actors and
agencies in the community and broader ecosystem. We investigate existing
organizations before beginning a new program or service that would fulfill a similar
goal, with a bias toward collaboration and open-source learning rather than autonomy.

3. We publish and invite accountability for a theory of change or impact model that
tracks how programs facilitate true behavior change and flourishing in those they serve.

4. We invest our time, energy, and resources in the programs that generate the greatest
outcomes. Our culture of intentional monitoring and evaluation sets the expectation
that we will prototype continuously, abandon unfruitful pilots, pivot less-productive
programs, and sunset projects that have served their purpose.

5. We develop and affirm (at least internally) a statement expressing the theological
vision underlying our mission of restoration and a biblical basis for our theory of
change.

6. Weroutinely investigate and decline attractive opportunities that promise growth but
are not essential to our mission.

THE GOOD NEWS

When we are no longer merely interested in the lives of our beneficiaries but become
implicated in them, we bridge the stakeholder gap and are more likely to avoid the nobility
trap. The closer we are to the communities we serve—physically, relationally, and
operationally—the more meaning we and our team will experience in our work. Our learning
will be more agile, our insights more reliable, our decisions more fact-based, our partnership
more genuine. Though the work may sometimes be slower and more arduous, it will also be
more substantive and lasting.

As we collaborate with others, we are set free from the temptation and burden of
territorialism—the need to count indicators of success in our field as belonging to us rather
than the overall mission of God in the world. Indeed, we are set free from the tyranny of the
word our, as if either the problem or the solution belonged to us.
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Proximity and partnership mean that we become less satisfied with merely technical or
sentimental interventions that lend themselves to superficial metrics.

Our original senses of need and hope will be re-animated through a heightened
awareness of the dignity, tragedy, and possibility of human beings and their societies
in light of the redemptive power of God.

This deep sense of mission helps us stay the course under conditions of both frustrating
setbacks and intoxicating success. Anchored in good news that does not depend on us for
its truth or efficacy, we have the endurance and confidence to pursue lasting, restorative
change.
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EMIT'S TEAMS

We develop a leadership team that will outlast the current generation, rejecting the pattern
of overdependence on one charismatic leader. We cultivate talent by developing each
person for and beyond their contribution to the mission, instead of treating them solely as
organizational resources.

OUR REALITY

Every organization intends to attract great people, build a healthy culture, and develop
inspiring leaders — yet most organizations fall well short in actual practice, usually
beginning with the cultural habits surrounding the founder. A charismatic leader has a
remarkable capacity to inhabit a non-profit's mission, cast vision, and set into motion a
movement of energy, goodwill, and resources. But in our need to sustain that momentum
and resource flow, we reinforce the myth that the visionary leader is indispensable to the
mission. Each time we rely solely on the leader to deliver the vision, the message, or the
funding in the near term, we defer the joyful but painstaking work of developing the next
generation of leaders.

Across the team, we treat people as "resources” to be allocated and used rather than as
whole persons to be developed and blessed. To limit overhead, we pay staff less than we
should and provide inadequate benefits, believing that the mission is important enough that
our team should be willing to make unhealthy and unsustainable sacrifices.

Instead of building inclusive leadership pipelines, we mold teams around our leaders’
personalities. Or to jumpstart our work, we hire people we believe are “stars,” and reward
them accordingly, without paying close attention to whether they are actually well aligned
with our ethos and mission.

With every passing year, the organization loses talent and resilience. We become known for
our lack of excellence, our overworked and discontent staff and volunteers, or both. The
remaining leaders can feel — and begin to act — like we work with the leftovers, both in
people and in money.

The communities and stakeholders we serve also come to tolerate and internalize a narrative
of scarcity and mediocrity; and a successful transition to the next generation of leaders
becomes less likely.

Instead, we long for our team and its culture to be compelling carriers of our mission.

Copyright © 2020 EMIT Leadership Development



11

REDEMPTIVE OPPORTUNITIES

1.

We build capacity and confidence across the team to counteract the tendency to
elevate the importance of one charismatic leader. As part of our culture of developing
people, senior leaders regularly invite rising team members to accompany them into
important settings and actively "share the stage” in their public appearances.

We build and nurture robust diversity — of age, gender, ethnicity, skill set, and
experience — at every level of the organization, knowing that these differences lead to
greater organizational impact as well as personal transformation. We create inclusive
leadership pipelines, making way for women, people of color, and those who have lived
experience in the issues we address.

We steward people for and beyond the work of the organization. We communicate
clear expectations about each team member's role, contribution, and areas for
development. We creatively adjust roles and assignments to build competence, broaden
capability, and distribute our authority and influence — all in view of both the
organization's and the individual's goals. Where people are not meeting expectations,
we communicate and act quickly, first adjusting for better alignment within the
organization, and if necessary, guiding and supporting them in leaving the organization.
We honor each team member through our human resources practices, including
compensation, benefits, and tools that allow us to attract and retain the right talent —
and that enable people to commit wholeheartedly to their work in light of all aspects of
their vocations.

We practice healthy and sustainable work rhythms, including intentional patterns of
daily, weekly, and seasonal rest. We encourage leave for fathers, mothers, and caregivers
to devote themselves to intensive care for those dependent on them without
jeopardizing their long-term prospects with the organization.

We celebrate volunteers and creatively honor their contributions to the mission, by
adapting each of these practices wherever possible to our interactions with them.

THE GOOD NEWS

Freed from the myth of the "heropreneur,” we can experience the great joy of creating

something that will actually outlast us and flourish even more in the future than in the

present. Our leadership is guided by our most important performance evaluation: the one

that will come several years after we've left the organization.

EMIT will increasingly be led by healthy, joyful, and balanced persons who ultimately trust
that the mission is not theirs to own, but rather to steward for a period of time. They will be

rooted enough to offer their fullest selves to the mission, without pouring their whole worth
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into the rise or fall of the venture. They will hold the organization and its mission with utmost
care while also surrendering it to God and to others.

Likewise, our team members will joyfully offer their creative best in service to the mission,
working within sustainable margins while at peace with the sacrifice that all redemptive
action requires.

Even when we feel that resources are insufficient to meet overwhelming needs, we find joy
in creatively investing what we have in ways that can produce manifold returns. We trust
that God can do more than we could ask or imagine. Indeed, we have been captivated by
the countercultural vision of a banquet where the poor and excluded actually receive the
very best of food and drink.

We believe the communities we serve, insofar as they are excluded from the world’s
tables, deserve not just competency but excellence; not just the good but the best.
EMIT can increasingly be the employer of choice for many of the most qualified — the place
where they can pursue ambition, build careers, and spend a lifetime of fruitful work.

Copyright © 2020 EMIT Leadership Development



13

EMIT BOARD

We invest deeply to cultivate a healthy, engaged board, refusing to treat governance as a
necessary evil. We pursue active unity and diversity within the board, ensuring that all
stakeholders are represented and that expectations are high, clear, and mission-aligned.

OUR REALITY

Nonprofit organizations often treat governance as a distraction from the true mission.

If a healthy board could be summed up as high trust plus high engagement, most nonprofit
boards are low on one or both attributes. High-trust, low-engagement boards passively
assent to the will of the CEO, failing to provide the diverse perspectives, depth of
contribution, or committed stewardship of his or her leadership that are essential to the
organization's health. CEOs learn to treat this kind of board as a kind of super-volunteer
focus group—providing encouragement and input but little other value.

Low-trust, high-engagement boards commonly devolve into factions, each of which sees its
role as protecting the interests of their constituents against competing interests; members
regard the senior executives or other board members as potential antagonists; and the CEO
experiences the board as meddling and counterproductive to the strategy and operations
of the mission.

Even in boards with more collaborative intent, members are often unsure of their role and
purpose or isolated from organizational realities, and are therefore unable to offer real
strategic value or accountability. There is little iron-sharpening or mission advancement
within board meetings, and governance is characterized by confusion, anxiety, or passivity.

Instead, we long for our board’s guidance and oversight to be among our
organization’s greatest assets.

PRACTICES

1. In the same spirit of telling an integrated story, we practice transparency and
accountability in our governance processes, with no secrets or surprises between the
CEO and the board. The CEQ and board chair channel the board's productive attention
within a spirit of openness to all input. Annually, the board conducts a self-assessment,
as well as an evaluation of the CEQ. We set clear goals and speak truth in these settings,
knowing that a rebuke from a friend is a gift.
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2. We cultivate our board members as senior mission leaders. We thoughtfully steward
their time and gifts, providing them the information, experiences, clarity, and
relationships they need to best serve their role in guiding the mission.

3. The board and CEO lead from a posture of mutual trust, in which the board respects
the role of the CEO, and holds him or her responsible for implementing the mission of
the organization. They avoid unhealthy direct engagement with other staff members
that could cause confusion around the priorities or direction, and instead focus
communication through the CEQ.

4. We recruit our board to include representation and meaningful influence from all
stakeholder groups, including those closest to the delivery of our mission. We refuse
to recruit board members who can fill gaps in our expertise or giving capacity but are
not aligned with the deepest values of the organization.

5. We cultivate authentic, mutually appreciative relationships across the lines of board,
donors, staff, and stalkeholders. They work together in programs and public events,
and invest time together in private events such as board retreats. We seek creative
approaches to ensure that all board members regularly experience and participate in
our work.

6. The board takes an active role in the development plan for senior talent, including
regular conversations about succession as the organization evolves. The board chair, in
particular, carefully attends to the health and sustainability of the CEO in his or her life
and work.

THE GOOD NEWS

We hope for abundance as the board faithfully guides the mission and supports and
empowers the day-to-day work of the leader. Members will have their own unique,
complementary contributions and perspectives; but once a decision is made by the board,
they will speak with one voice.

The dangers of the stakeholder gap—making programming decisions from a strategic
distance, falsely pitting the expectations of donors against the needs of those we serve —
are minimized when meaningful decisions and tradeoffs are guided by a group representing
all stakeholders, who are submitted to one another in the mission.

Likewise, an active board guards the organization against the self-congratulation of the
nobility trap. Unsatisfied with noble intent alone, they will insist on progress toward
impact. They can objectively spot areas where the organization unwittingly exploits by
settling for mediocrity or by otherwise taking advantage of people in its programs and
practices.
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Healthy boards are the principal stewards of the organization’s enduring leadership. They
objectively focus on the levers necessary to ensure that the organization outlasts each
generation of leaders.

The greatest dividend of a board’s redemptive presence is its effect on the CEO. There
is a sustained power for a leader in the deep assurance that the board is committed to the
flourishing of the organization, and will provide both accountability and support toward
these ends. The Leader become freer to innovate and take risks, more assured in the mission,
less susceptible to blind spots, more likely to share power, and released to rest in the
knowledge of God's sovereignty over the life and work.
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EMIT’'S FUNDING

We build mutually transformative relationships for the people who provide funding for our
work. We confidently approach potential donors as whole persons who may be called to
join the mission, rather than solely as funders upon whose resources we depend.

OUR REALITY

Too many donor-nonprofit relationships are marked by asymmetry, alienation, and
desperation.

Perpetually anxious for resources and often unwilling to professionalize the fundraising
processes and teams that lead to financial durability, nonprofit leaders can become
prisoners to fundraising crises. We treat prospects and donors as checkbooks instead of
whole persons, granting them unhealthy power over us. In the belief that more money will
solve our most pressing organizational challenges, we over-rely on their resources and
overweight their influence on our priorities and plans.

At the same time, we can enable the shared lie that our team’s work is more noble, more
spiritual, or more meaningful than that of our supporters—allowing ourselves false moral
power over them. As our budgets grow, we may lose our wonder and gratitude for the
generosity that enables us to do the work at hand, often moving from one “close” to the
next.

At our worst, we grow cynical when we fail to raise the funding we seek, avoiding our own
responsibility and instead passing judgment on what we perceive as the affluence or apathy
of the “donor class.”

We can also be tempted to isolate our donors from the messy and unpredictable world of
our programs and the communities we serve. We may justify unhealthy behavior and
manipulation to convince donors to support our work, bringing about a mutually assured
distrust as we chase after whatever we believe will secure funding.

Instead, we long for donor relationships of mutual benefit, respect, and trust.

PRACTICES

1. Our funding relationships begin with an invitation to join our organization’s
community as well as its mission. As mutual trust develops, we invite potential and
current funders into closer relationships. If we discern that a closer relationship is not in
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the arganization’s or potential funder's best interests, we graciously withdraw from
closer contact rather than pursuing money without relationship.

2. We solicit funds based on our organization's clear and defined direction and our
intended uses for the funds, based on our track record of managing the organization’s
finances with discipline. We don't only provide donors with the good news; instead, we
appropriately share our successes, challenges, shifts in direction, and questions.

3. Our funding processes engage donors as people with needs and interests that we
can serve, not only as those with resources that can serve us. We listen to their passions
and aspirations, drawing them further into our work if appropriate, or joyfully
introducing them to other organizations whose missions would be more aligned with
their interests.

4. Where appropriate, we bring supporters to the locations of our service to help them
develop a deeper understanding of the work being done. We creatively develop their
interest and skill in our work, inviting them to learn together with us how to boost our
impact.

5. We relate to supporters with unexpected care and respect—regularly thanking and
serving them, communicating the impact of their support, and finding appropriate
moments of celebration.

6. We invest in the people, systems, and long-term fundraising strategies that inspire
confidence in our mission, support thoughtful donor experiences, and allow us to avoid
desperate appeals.

THE GOOD NEWS

As stewards of our organization’s resources, we are free to rest in the assurance that God
will provide the resources the mission needs. While we work with creativity and tenacity to
encourage donors to give, we are relaxed and open-handed about the outcome of each
proposal. We take a long view of our relationship with each supporter, which opens space
for genuine friendships.

We experience the relief and mutuality that comes from telling an integrated story to our
donors. We lay down much of the burden of anxiety over our organizational performance
in the presence of supporters. Instead, we can see them as true partners, sharing that burden
and working shoulder-to-shoulder toward the same goals.

We demonstrate and experience the power of the gospel as we subvert the
predominant narrative of scarcity in our sector. We prove that we can be trusted with
little or with much. We open new possibilities for abundance, collaboration, and impact as
we bless funders and other agencies by cannecting them with one another.
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Having invested in capable fundraising teams and processes, we can be freed from the
anxiety of fixating on transactional, last-minute appeals; instead, we experience the joy of
cultivating donor relationships whose financial involvement may ebb and flow over time.

Our team members benefit from the chance to experience God's good provision in times of
shortfall and plenty. The people we serve can participate with dignity and mutuality in
humanizing encounters and relationships with people of greater means.
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EMIT’S IDENTITY

We surrender our identity to God and our ambition to the good of our neighbors. Instead
of acting as though we own the organization, we practice the mindsets and habits of
stewardship, using our position to advance others' glory and fullness rather than our own.

OUR REALITY

As leaders we begin with a burning sense of calling to the people we serve, attuned to God'’s
heart for the issues and communities at the center of our mission. Even when the work is
hard and slow, we flourish in the satisfactions of pioneering new work: seemingly
inexhaustible stores of energy for the mission; rapid learning curves; authorship of an
organizational narrative; innovation and design in problem-solving and model building;
solidarity with others in the effort. We can bear witness to the power of God working through
our imagination and leadership.

As enterprising leaders, though constrained externally in various ways, we make every
meaningful decision about what the venture does and does not do. In many respects,
especially in the early stages, our personal character is the ethical rudder of the
organization. Our imagination is the vector of the organization’'s innovation. Our
ambition is the index of the organization’s appetite for scale. This level of agency is
daunting, though exhilarating.

Over time, the challenges of nonprofit leadership compound. We may experience setbacks
in our programs; alienation from certain people we serve; the departure of trusted co-
laborers; the burden of funding a growing organization in an environment of apparent
scarcity. Resentment can build among our closest family and friends, as we struggle to make
time for all our priorities. Without noticing it, we become more susceptible to the nability
trap.

As our organization grows and we can no longer personally integrate all functions and
relationships, we make our peace with the stakeholder gap. We learn to take satisfaction in
sharing leadership, yet in trying moments we may feel that our ambition and vision—the
generative fuel of the mission—is being thwarted. The state of our funding campaigns feels
like a referendum on our worth as a leader. For better and (mostly) for worse, our
stewardship mentality gradually tightens into an ownership mentality, and our belief in the
mission becomes inextricable from our belief in ourselves.

The heart of this conflict is a distortion of our identity relative to the mission and
organization. We “know" that our true identity rests in Christ and not in our association with
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this nonprofit. We "know” that we are stewards and not owners of the mission. We "know"

that our ambition must be surrendered to God's purposes.

But in our hearts and through our leadership we act out the world’s dominant script, which

assures nonprofit leaders of their virtue in doing good, admires them for overworking,
applauds them for driving growth, bids them to hold the stage, and reinforces the
dangerous link between personal brand and mission brand.

Instead, we long for God's love to define our identity so that we can surrender our

ambition to him.

PRACTICES

1.

We use our power wisely and courageously for the sake of our team and mission, and
not for our own benefit. As we take calculated risks to increase the organization’s impact,
we willingly absorb the downside vulnerability of these risks and generously share the
upside credit with our team. We create ways for our team members to glean
opportunities for growth and satisfaction that might otherwise be ours—for example,
delegating not merely the tasks and roles we don't enjoy, but also those that we prefer
to do ourselves.

Understanding that our zeal for growth and impact puts pressure on the organization,
we seek redemptive ways to relieve the unhelpful aspects of that pressure. Before we
set and commit the organization to ambitious goals, we involve the people who must
work to meet those goals. We bring our most consequential decisions before God
and each other—not making decisions by committee, but informing them through
community.

We practice “dispensability,” setting patterns as early as possible in the life of our
organization that acknowledges our limits and demonstrates that the mission can
advance without us. We actively counteract the temptation to inflate our personal brand
by moderating our participation in the privileges of visibility, such as public speaking or
writing engagements. Recognizing that we will be frequently treated as experts, we
position ourselves as learners in and beyond the organization.

We model parity and balance in work expectations across the levels of the team. As
leaders we regularly make ourselves unavailable from work and our team; we regulate
our travel commitments, and we pitch in to support the teams and individuals where
the need is greatest. We create space for all others to do the same, ensuring that we
and the other leaders set a sustainable pace, neither overworking nor avoiding their
share of the burden during peak periods.

We make ourselves accountable to our team and board, asking searching questions
and attending carefully to feedback on our leadership. We also cultivate thick

Copyright © 2020 EMIT Leadership Development



21

relationships outside work where we can submit ourselves transparently to wise counsel,
grace, and truth.

THE GOOD NEWS

The redemptive pattern of creative restoration through sacrifice applies not only to the
organization's mission but also to the leader's standing. It takes a counterintuitive, sacrificial,
and sustained release of the leader's prerogatives for their leadership to have the most
lasting influence.

We are persistently building an identity that is beyond the work of our organization,
knowing that at some point in the future, whether by design or by default, the organization
will no longer be ours to steward. As we practice our unshakable identity in Christ, he will
redirect our ambition away from our own glory and toward the health of the organization
and its stakeholders. We will be set free to lead from the redemptive paradox of high
ambition and full surrender.

We will replenish our energy through sustainable rhythms of work and rest, and re-learn
how to learn from others.

We will delight in sharing the burden and privilege of leadership across the organization—
liberally distributing the power to create, to define, to decide, to care, to act.

We will recapture a healthy tolerance for risk, caring intensely and acting boldly, knowing
that the grace we have been given produces faith and not certainty. As stewards rather than
owners of the organization, we will experience reduced anxiety over its financial resources.

We will be poised in facing the ambiguity of our evolving role, inviting accountability from
our board, peers, and trusted advisors. We will participate enthusiastically and open-
handedly in succession planning, energized by the vision of an organization that endures
beyond our involvement.

RECOGNITION

It is with appreciation that EMIT recognizes the huge contribution of PRAXIS in guiding non-
profits to discover and understand their redemptive purpose. We are grateful to PRAXIS for
the information shared in this document. We will strive to follow these values and to better
ourselves as we continue to serve our constituents and the Lord.
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