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Chapter 10

Organizational Strategies to
Foster the Adaptation and
Integration of Technology in
Grassroots Social Justice
Organizations

Carol Silverman and Kevin Rafter

INTRODUCTION

Much attention has een paid to the e istence of the digital divide not only for
poor populations ut also for the nonprofits that serve them Research sho s that
organizational access to technology is improving increasing num ers of nonprof
its are using technology as a part of their everyday or They may maintain donor
data ases trac employee records or use e mail to simplify communications

et there is a difference et een simply having technology and having the
capacity to use it effectively Furthermore there is a large difference et een using
technology to support administrative operations using products designed for a
specific purpose so application is more straightfor ard and utilizing technology
as an integral part of the organization s mission Here e loo at small grassroots
nonprofit organizations that use technology to advance their missions e as in
particular hat differentiates nonprofits that are successful in the use of technol
ogy from those that are struggling Our focus is not on the specific technology so
much as it is on the organizational capacity that fosters or inhi its its use As such
edra selectively from the large literature ase of the for profit arena that loo s
at strategies that foster technological innovation e augment this literature ith
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164 Nonprofits and Technology

sociological analysis of net or lin ages Our aim is to e plain hy organizations
differ in their capacity to use and sustain the use of technology

RELEVANT LITERATURE

Much of the literature on technological innovation loo s at ho a for profit
organization is a le to sustain mar et presence in light of a changing environment
One segment of the literature is concerned ith issues internal to the organiza
tion Tushman and O Reilly 1997 for e ample e amine ho the successful
implementation of technological innovation is ased on the a ility to align organi
zational structure culture and personnel They argue that hen organizations
adopt ne technological innovations they are successful only under the conditions
that internal structural arrangements organizational culture and staff no ledge
are in alignment Their analysis implicitly recognizes that organizational change is
different from organizational maintenance Organizations may e a le to sustain
the status uo at least in the short term in a conte t of changing e ternal cir
cumstances Ho ever the organization ill definitely e una le to sustain itself in
the long term unless it rings the aforementioned three elements into alignment

Other organizational theories focus on e ternal environmental factors
Resource dependence theory is the est no n see feffer and Salanci 1978 It
focuses on the limited importance of internal managerial decisions on organiza
tional outcomes Because organizations are dependent on e ternal suppliers
clients and other sources of resources they ultimately depend on an e ternal e
of decisions that may e unrelated to the internal activities of that organization

Arelated point is made y Christensen 1997 in his ritings on the dilemmas
of innovators He differentiates et een sustaining and disruptive technologies
Sustaining technologies spea to already esta lished mar ets they are simply
more efficient or other ise productive ays of performing the same tas as old
technologies and do not re uire ma or ne e uipment or other investment Dis
ruptive technologies on the other hand may e much etter at performing the
same tas  utre uire significant change on the part of users As such they are et
ter adopted yne clients ho do not have investment financial or other ise in
the older ay of performing the activity For this reason firms that adopt disrup
tive technology must either develop ne clients or must invest significant
resources in persuading old clients that the ne technology is prefera le Internal
capacity is less important in determining the successful use of technology than is
receptivity y current clients or e pansion of the clients that are served

These theories all assume a for profit organization The organizations of inter
est in this study are small not for profit and typically chronically under resourced
As such they face another e ternal factor the availa ility of volunteers and dona
tions of technology and e pertise Thus the organization s technology capacity is
dependent on its a ility to attract individuals ecause of its mission or through
other ties as ell as the availa ility of these resources in the e ternal environment
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The social net or literature particularly Granovetters 1983 or on the
strength of ea ties highlights the ays that the structure of individuals personal
relationships helps determine their a ility to access those personal relationships in
order to mo ilize necessary resources Suchnet or sthatlin peopletoa roader
set of individuals provide ridging mechanisms to multiple groups of people and
potential multiple types of assistance

The literature then sensitizes us to the asic dimensions of our analysis  hich
follo

Issues internal to the organization Under hat conditions does the use of tech
nology re uire organizational change For those that do re uire internal change
ho does the need to align personnel culture and structure to accommodate
change affect the successful use of technology

Issues e ternal to the organization To hat e tent do the interests of e ternal
funders and other resource providers determine their capacity to ac uire and sup
port technological capacity

Bridging issues Ho do the social net or s of staff and others help the orga
nization command necessary resources to ac uire and use technology

Success in achieving mission To hat e tent is the success of using technol
ogy determined y e ternal client receptivity = hen agencies adopt ne technol
ogy does it serve the needs of e isting clients or does it necessitate ane client ase
that is more receptive to it

DESIGN

This research is part of a larger study loo ing at the adaptation of technology
in three regions in California San Francisco Bay Area organizations ere recruited
through solicitations to online user groups and technical assistance organizations
and through ord of mouth Case study organizations ere small defined as hav
ing a udget of under 500 000 per year engaged in social ustice or and using
technology to help advance their mission that is for more than simply adminis
trative or In each organization e conducted intervie s ith the e ecutive
director and or the person most responsi le for the decision to use technology as

ell as ith technological support and other staff Intervie s ere conducted y
the authors in 2004 and early 2005 and each intervie lasted et een thirty and
si ty minutes The intervie s ere taped in all cases ut one here the intervie
occurred in a truc as the e ecutive director too care of agency errands and later
transcri ed

Intervie  uestions as ed ho the organization o tained the technology they
used to deliver services ho as responsi le for the technology ho they learned
to use the technology and hether they achieved the anticipated results Intervie
pro es focused on e amining oth good and ad outcomes unanticipated costs
and arriers comfort ith technology and any other issues relevant to under
standing the organization s e perience ac uiring and implementing technology
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166 Nonprofits and Technology

Inall e conducted intervie s in ten organizations in the San Francisco Bay
Area These organizations served a num er of diverse populations and missions
T o focused on immigrant or ethnic populations T o or ed ith youth One per
formed advocacy and distri uted information to social service professionals serving
children three ere community development organizations Finally one organi
zation provided recreational services for physically disa led youth and one as a
peace advocacy organization

The organizations can first e divided into t o groups ased on the centrality
of technology to their mission and accompanying activities Three of the organiza
tions missions involved technology One organization refur ished computers and
donated them to schools and children Another trained non English spea ers in

asic computer applications as ell as computer repair The third organization
taught video production to lo income youth

For the other seven organizations technology as a means to reach their mis
sions One organization provided an online advocacy ne sletter and calendar et
another provided some assistance in o preparation and searching using the Inter
net and intended the technology to help issue calls to action and share resources

ith its three sites as ell as sister organizations One organization used techno
logically assisted e uipment to permit physically disa led youth to participate in
sports One organization used its data ase asa ay of organizing a large amount of
information that it provided to teachers One as an Internet ased peace group
that used an online discussion oard to augment its face to face meetings Because
the group s mem ership as largely national and international in scope its online
presence had accordingly increased in importance

Finally the t o community development organizations used Geographic
Information Systems GIS or their e sites as tools to perform community devel
opment or

ISSUES INTERNAL TO THE ORGANIZATION

There asa asic division et een those nonprofits that ere founded to pro
vide technology to their target population or included technology as an integral
part of their service delivery model from the outset and those that introduced tech
nology at a later time to assist them in their or The organizations that started

ith technology eing central to their missions had an advantage in that they did
not re uire later realignment in order to successfully adopt ne technological chal
lenges They started ith a staffing plan that supported the technology staff ith
there uisite s ills and a culture that em raced rather than feared technology All
of the organizations using technology from the outset ere either founded y a
technologically proficient person or involved such a person as part of their start up
In one case the e ecutive director as a retired IT professional in another an IT
professional ho as a friend of the e ecutive director helped ith the ac uisition
and installation of hard are and soft are on ee ends A third organization
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included professionals in video production as ell as other technically proficient
personnel Several of them erea letota eadvantage of the do nturnin the tech
nology o mar etand ringinpeople ho ere right out of school or ho had lost
positions
hen there ere hard are or soft are pro lems these organizations ne
their e uipment ell enough to fi it themselves or in the case of the video pro
duction group to recognize the magnitude of the pro lem and send the e uipment
out for repair Although there might e more technically advanced solutions they
ere a le to get their hard are and soft are to perform the functions they as ed
of it
T o other organizations depended on technology from the outset to realize
their missions Because technology as not central to their missions they ere not
staffed ith technologically savvy personnel ut they had solutions in place from
the eginning The peace organization used a volunteer to esta lish the initial e
site and e isting services to host their e mail ne sletter and discussion oard The
sports organization used ell esta lished technology such as specially designed
heelchairs to permit youth to compete in sports Because they simply purchased
the technology and used outside vendors to repair it technological proficiency as
not an issue
In all cases the decision to use technology as a part of the initial plans for the
organization The actual programs provided might have e panded over the e is
tence of the agency the organization that provided instruction for immigrant
omen for e ample started y training them in simple applications such as ord
processing or spreadsheets Their programs gre as the students themselves
re uested instruction in ne soft are and as the ma or technologically proficient
staff person decided that they ere capa le of learning to repair computers
Organizations that added technology to the or that as already under ay
had more trou le Later e discuss ho e ternal interests dictated the a ility to
secure the hard resources of hard are and soft are hich proved to e less of an
issue for these organizations Instead the pro lem as that they did not have the
internal capacity to use the technology to its fullest potential
They ere not staffed to support the technology instead technology as an
add on to the or that they already did Many used volunteers ut some pro ects
re uired more than could e as ed of a volunteer Because the organizations ere
small they could not afford to hire ane permanent staff position or to devote su
stantial time of an e isting staff person to technology They had to continue doing
the or theyal ays did ith the staff they al ays had and also utilize technol
ogy Typically there as never the capacity to udget the time necessary to learn
the technology or to ma e full use of hat as availa le Instead staffs e isting
capacity to use technology illingness to e periment and organization of or
tas s determined the outcome
Some had staff that either already ne ho to implement and use the tech
nology or ere capa le of learning it Here the difficulty as that their time as
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already stretched relative to the or that needed to e done Technology added
ne sets of demands to e met efore there as any possi ility of it enhancing the
organizations or

The advocacy organization proved an instructive case study Its small staff ere
far from eing Luddites One had a ac ground in programming and the other as
proficient in soft are applications as ell as HTML et they struggled ith
installing and maintaining their hard are and net or ing capacities learning as
they installed the system or as things failed rather than hiring consultants

In discussing their or they ere ell a are that there ere technological
solutions that ould apprecia ly cut do n their or load In order to avoid spam
limitations for e ample they sent e mails out in atches of t enty Rather than
automate this tas they did the or manually roduction of their ne sletter
re uired importing and e porting files from several different applications Again
this tas  as done manually each time Ho ever they did not have the time
re uired to research develop and test a more technically sophisticated solution
that ould have saved them time and perhaps made the operation more sustaina le

The disa ility organization provided another instructive case It had purchased
soft are designed to improve its capacity to manage finances and fund raise et
the organization had not udgeted the necessary time to learn the soft are As a
result it entunused a aiting the time that might never come hen they could
ta e time a ay from so called normal activities to learn it and convert their e ist
ing less ade uate systems to it

For these reasons some organizations made the deli erate decision not to
upgrade hat already or ed ell even though there ere o vious upgrades that

ere no ntothem The organization that assisted science teachers for e ample

maintained separate copies of its data ase on each staff persons computer hen
the data ase asupdated ith ne information someone ould copy the ne file
onto a dis and drive to the homes of the other staff and reinstall it

Even hen the organization asa le to change staffing patterns sufficiently to
devote resources to learning and using the technology they ere faced ith the
pro lem of staff turnover The economic development corporation for e ample

as still learning the capacity of the mapping soft are that it possessed Although

it did not have the capacity to produce the full range of maps it might ultimately
desire it as producing maps as input for community meetings Ho ever the cor
poration as ella are of the difficulties in eeping a trained staff to meet its tech
nological demands

IThavent een here long enough to no this directly ut my sense is that

thats really one of the iggest challenges for technology in nonprofits is

hen you have a turnover the rough transition from one person to the
ne tin using all these technology tools gets really amplified the more tech
nology you have Intervie itha rogram Manager

Greater pro lems ere caused hen there as no proficient staff mem er and
hen staff did not feel they had the capacity to learn the technology In this case
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they needed to raise dollars to create a position Such funding tended to e time
limited and insulfficient to the need of the organization that did not have the inter
nal capacity to use and maintain the technology itself The immigrant service advo
cacy organization for e ample faced an un no n future It as losing the grant
funding for its part time student ho provided technical support The organiza
tions computers ere old and eginning to fail The group had successfully net

or ed its main office ut as still having pro lems net or ing its satellite offices
Furthermore none of the remaining staff as proficient ith some of the asic
data ase and mail merge soft are used and the organization as concerned a out
ho it ould ea leto continue given the pro lems it as already facing

These e amples illustrate one of the great tragedies of technology trou les in

small organizations On numerous occasions our staff intervie ees ould tal
a out ho much more they could accomplish if they could get the technology

or ing On one occasion this frustration actually rought an e ecutive director to
tears From our o servations it as clear that many of these organizations could
save significant time and resources in the long run if they could ust find a ay to
install and maintain simple technologies Given limitations on staff hours they
needed to realign priorities and in some cases reassign staff responsi ilities in
order to learn the technology they had and research ac uire and de ug more effi
cient ays of accomplishing tas s Some ere limited in their capacity to do this

or vy their o n feelings of inade uacy to the tas Many ere limited ecause
there as no slac availa le given current resources and activities

A asicissuein all these e amples asthee tentto hich the organization had

een a le to anticipate hat ould ere uired to use and maintain the technology
To the e tent that they 1 devoted time in advance to ma ing sure that there as
sufficient time to train staff in the use of technology 2  ere not totally dependent
on one staff person or volunteer ho might leave and 3 had staff that ere at least
comforta le ith the technology even if they had reduced responsi ility for it they

ere etter a le to ma e use of it

ISSUES EXTERNAL TO THE ORGANIZATION

The actual ac uisition of e uipment and soft are as nota pro lem for most
of these organizations Many already had computers ut upgraded their capacity to
use them Some received donations of computers from for profit organizations
upgrading their e uipment others as in the case of the organization that provided
opportunities for sports activities to disa led youth ere the recipients of special
grants from government or foundations They also ere a le to ta e advantage of
the idespread availa ility of e isting services and applications that re uired no
specialized no ledge The advocacy organization for e ample usede isting appli
cations and rented space on an e ternal server to esta lish the discussion oard
The immigrant services and advocacy organization used its telecommunications
provider to net or the office
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hat as more pro lematic for them as securing funding to maintain the
e uipment and soft are over time and to provide technical assistance to less
informed staff Here organizations ere constrained y their funders ho often did
not permit line items for technology or ho funded time limited pro ects  hen
the funding ended they did not have the capacity to eep staff or to upgrade hat
they had in place To the e tent that they ere dependent on transitory foundation
funding they ereuna leto ma e plans that permitted sta le technical assistance
The advocacy organization for e ample had to a andon its online discussion
oards hen the computer server crashed and all data ere corrupted Because this
crash happened after the end of a grant period the organization did not have the
resources to investigate hether the data could e restored

BRIDGING ISSUES

Volunteers played ey roles in organizational success adopting ne technology
Some too advantage of technologically proficient students in some cases gradu
ates of their o n or other training programs ho helped as interns or volunteers
Thus one of the community development organizations used graduate students at
University of California Ber eley to uild its e site Others called upon oard
mem ers ho had some technical e pertise

The volunteer la or sometimes found the organization In several cases stu
dent assistance as volunteered vy the local university or college In other cases
organizations erea le to capitalize on the general technological proficiency of the
Bay Area Someone on their oard or perhaps a relative ould have a needed s ill
Sometimes social net or s provided access to the assistance One organization
relied on the volunteer la or of a professional technical assistance provider He

ne the organization through the spouse of the e ecutive director and li ed its
mission

Ho ever this sort of assistance as most helpful hen hat asre uired as
a limited pro ect that did not re uire continual maintenance or improvement To
the e tent that they used volunteer la or they had to ea le to count on this la or
to continue ith them or to help them find and train a replacement The commu
nity development corporation CDC that used student la or to uild its e site
upgraded only content rather than the asic architecture of the site after they
could no longer rely on the assistance Anum er of the organizations hen as ed
for e amples of ho they epttheir e sites current stated that they returned to
the volunteer ho had originally uiltit hen that volunteer as no longer avail
a le they struggled to find a replacement sometimes ith no success

The nonprofits also did not have the capa ility to evaluate the uality of the
volunteer la or The advocacy organization for e ample had its satellite offices
net or edasaclass pro ect yalocal college utthenet or ing as prone to fail
ures at the time the intervie s ere conducted The class as over and there as
no one to contact a out ho to resolve the pro lems that had een left ehind
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Interestingly the sophisticated nonprofit technical assistance community
found in the Bay Area as less often mentioned in the intervie s Several organi
zations did not no a out it Others successfully made use of it to train a staff per
son or volunteer in a necessary tas such as data ase creation ut then ere
dependent on the availa ility of that particular staff person

SUCCESS IN ACHIEVING MISSION

It is relatively easy to udge hether an organization can successfully use tech
nology A map produced y a GIS application for e ample can al ays e more
sophisticated in the information it includes its use of spatial statistics or the car
tographic design that portrays the information Ho ever the organization either
has the capacity to produce a map or it does not Similarly an organization can
refur ish a computer so that it is usa le or it can not  hat is more difficult to
udgeis hether the use of technology advances the mission of the organization A

ey element of this use of technology is receptivity to the technology y the clients
the agency serves

Here a distinction must e dra n et een organizations hose mission is
technology and those ho use it to advance other activities For those hose mis
sion is technological it is seemingly easy to measure success For e ample the
organization is successful ecause they are a le to ac uire used computers that
they refur ish and then donate to schools and children Students learn to ma e
videos Immigrants learn soft are and computer repair

To a large degree client needs and interests determine hat is meant y suc
cess An outsider for e ample might assume that technical training for immigrant

omen means that they can more easily enter the age la or force and increase
their o n and family incomes Ho ever hen the omen are largely undocu
mented their a ility to o tain o sre uiring these s ills is restricted Success may
mean the a ility to create aptism al ums for family and friends using hotoshop
or perhaps to repair their o n and neigh ors computers hen they rea Success
may also mean an increased sense of competency something that is more difficult
to measure ith so called hard outcome measures Students may learn to produce
professional uality videos and other media Does this achievement translate as a
youth developer might hope into other academic success The ans er is not clear

Organizations that used technology as a mechanism to advance their mission
had more mi ed results The disa ility organization depended on technology to
permit physically disa led clients to play sports An industry that created sports
e uipment and sports chairs for the disa led supported them in this effort They
had no difficulties in meeting their clients needs to the e tent that the technology

as there to support those needs

For other organizations it as difficult to udge client receptivity ecause they
had not een a le to fully implement their use of technological advances The eco
nomic development group feels that it is premature to evaluate its success in using
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maps as a ay of engaging community participation in the planning process The
group s hope is to e a le to generate on the fly maps in community meetings
documenting various ur an pro lems or opportunities Instead they have spent a
year simply attaining the hard are soft are and technical capa ility to produce
maps They are producing some maps and the community is enthusiastic a out
them ut theyalso no that simply having the capacity to use maps is not iden
tical to economic development Although the economic development group has
used maps in community meetings it is too early to state hether it ill success
fully fully integrate mapping into its or of organizing communities to ard
needed action

In some cases the community as simply unreceptive and the technology
then failed The advocacy organization had envisioned an electronic discussion ul
letin oard as the flagship of its online presence here it ould serve as ato n
s uare for its mem ership The organization also placed its ne sletter online and
created an online calendar of events The assumption as that the e mailed infor
mation ould serve to direct people to the discussion oard hich ould then e
self sustaining Slightly over a year later hen its server crashed the organization
concluded that the discussion oard as not orth maintaining ecause very fe
people used it and therefore it had not served its intended function

In speculating hy the discussion oard never ecame popular the staff rec
ognized that more resources might have led to an increased a ility to contact peo
ple and promote the oard to them directly Ho ever they also recognized that the
concept itself might not spea to the needs of their intended audience The e ecu
tive director tal ed a out ho her mem ership came late even to the concept of
using e mail Use of an online discussion oard as not something they ould nec
essarily thin of as a resource More importantly she felt that they did not have the
time or the immediate need to participate on such a forum They constituted
diverse constituencies comprising education health care social services and the
li e and did not al ays see themselves as a unitary interest In addition such a

oard as not a part of their day to day or given the heavy time constraints on

nonprofit staff participation in such a oard ould e a distraction from getting
the or of the nonprofits accomplished

Similarly the immigrant services organization had a series of program e pan
sions that it ished to accomplish ith technology It anted to provide Internet
training for youth in the communities it served as ell as for adults ho ere los
ing their employment ecause of homeland security concerns The organization
discovered that the youth had etter access at school The adults had some success
in o searching online ut ere largely disinterested in gaining more su stantial
computer training feeling that they ere too old for it to translate into any real
economic opportunities

It is instructive to compare these organizations e periences to those here the
clients themselves determined the use of technology The e ecutive director of the
organization that trained immigrants to use and repair computers had thought
that it could add a program that ould train the omen to use computerized
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se ing machines so that they could esta lish a home industry She o tained a grant
to conduct a feasi ility study and had the students in the program conduct the
actual study The students concluded that the program ould not e orth the
cost given the limited space they had in their homes along ith the need to pro
tect the e uipment from their children it ould have een difficult to eep e pen
sive e uipment in their homes Furthermore it as unli ely that they could eco
nomically compete ith the s eatshop industries in the Bay Area
The community itself made the decision a out the use of technology The e ec
utive director recognized that she did not no the communitys needs as ell as
it did A similar point as made vy a staff person in discussing ho other technol
ogy training programs ere less successful ith their students He noted that other
programs did not recognize that traditional school re uirements such as home
or  ere not possi le given the home environments of their student population
The organization that reha ed and donated computers hired someone ho
had or ed iththe communities it served for a long time Although he had some
technical proficiency his real contri ution as or ing ith the communities ho
received the computers and understanding their needs and potentials
ell the challenge is ust to get the people in the community to understand
the value of this facility and ho they could maneuver their energies etter
into securing this facility as an instructional site for the gro th and develop
ment of people in the community ou have to or on an individual
asis
Clients needs actually dictated the direction the peace organization too in
upgrading its soft are capa ility Its model as ased on local face to face meetings
ith e assisted information and discussion  hen the organization audited the
location of those ho regularly participated in its services it discovered that it as
really a national and international organization The organization anted to capi
talize on this presence and create local chapters
e antto have message oards and move from the discussion e mail
groups to actual oards and pass ord protected areas here people can
find documents relating to the organization No all the infrastructure of the
organization needs to e stored online so people from different regions can
access it Intervie ith a Communications Director
Thus technology seemed to e most successful hen it responded to clients
needs In the language of Christensen 1997 it sustained e isting activities
rather than re uired clients to act in ays that ere different For e ample older
immigrants ere not going to learn to use a computer sufficiently ell to secure
employment if this s ill as not already one they desired Busy child advocates ere
not going to spend time on a discussion oard These agencies chose not to see
ne clients to use the technology Unli e for profit organizations their mission as
to serve their designated clients rather than to see ne mar ets
Thus the est successes seemed to come ith organizations that included the
communities that they served in their planning or those that hired staff people ith
real familiarity ith these communities as ell as ith the technology
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CONCLUSION AND RECOMMENDATIONS

The theoretical literature on organizational innovation helps frame the find
ings of this study even though the organizations ere small and in the nonprofit
rather than the for profit sector The organizational alignment literature focused
attention on internal organizational change e found that the capacity of small
grassroots nonprofits to successfully use technology in support of their mission
depended only in part on internal capacity although internal capacity mattered
Successful organizations ere either those that had planned for the use of tech
nology from the outset and thus did not re uire organizational realignment or
those that already had an internal culture that as not afraid of the technology
in other ords that could as the correct uestions of no ledgea le outsiders
a out hat ould support that technology and that udgeted the necessary staff
time to integrate the technology into their or They might not have the financial
capacity to ma e more than minor changes in the structure of the organization

ut they anticipated hat ould e re uired

Resource dependence and net or theory loo at e ternal factors e found
these factors also determined organizational success All of the organizations
depend on volunteers in implementing and or maintaining their technology Their
success as highly dependent upon ho ell they could manage and retain their
volunteer technology capacity The interests of e ternal funders determined hat
types of technology ould e supported and thus hat as possi le particularly in
the long term Ho ever this funding tended to e pro ect specific and limited and
thus could not e a part of any long term strategy Organizations that relied solely
on e ternal funder interest to sustain technology suffered pro lems Only hen
they possessed the capacity to dra upon and productively use net or s ere they
a le to support technology hen they lac ed internal capacity

Finally technology as em raced y agency clients only hen it fit their o n
needs  hen it sustained their interests or or rather than re uiring a ma or
change Agencies that attempted to add technological solutions not called for y
their current clients either had pro lems or as in the case of the CDC using GIS
technology un no n success

Based on these findings e ma e the follo ing recommendations

1 The a ility to maintain sta le funding for technology is important for these
organizations Even organizations ith some staff ith training ere chal
lenged to find sufficient time to fully integrate the technology and apply it
tothe ne purpose Furthermore for the technology to succeed it needs to

e considered a part of ongoing operations and not a time limited special
pro ect One time infusions of funding through technology grants are trou
lesome for this reason

2 The interest and capacity of staff to understand technology the a ility of the
organization to udget necessary resources to learn and maintain technol
ogy and the planning for hat organization changes ill e re uired are
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important contri utors to success The e ecutive director does not neces
sarily need to e technologically proficient ut he or she must have sta le
staff that possesses technological understanding He or she must also rec
ognize the importance of doing the organizational planning perhaps ith
the assistance of outside parties ith etter no ledge of hat ill e
re uired efore deciding to institute the use of ne technology
3 Lin ages to volunteers can e important given scarce resources Ho ever
volunteer la or although essential to the or of the nonprofit sector may
e more pro lematic hen the organization does not have the e pertise to
evaluate the no ledge of the volunteers or to resolve technical pro lems
that they may leave ehind The organizations that made the est use of vol
unteers ere ones that had technologically proficient staff
The technical assistance community has a role to play here Ho ever e
found that many groups ere not a are of it Furthermore hen the non
profits do not develop the internal capacity to or ith the technology and
to no the magnitude of hard are and soft are difficulties the technical
assistance community cannot e as immediately responsive as the non
profit s needs dictate Technology ithout sufficient support can actually
ma e or less efficient as scarce resources are devoted to trou leshooting
hat should e simple pro lems
4 Technological capacity in and of itself is not sufficient to assure that the
organization ill e etter a le to accomplish its mission The technology
first must e something that ma es sense for the community it is meant to
serve A poor fit et een technology and clients is not al ays simply a mat
ter of lac of familiarity and resistance It can also e grounded in the real
immediate conditions of that community
5 e ould eremiss to point out all of these potentially treacherous tech
nology pitfalls ithout also offering advice a out here to find help ith
an un avering focus on nonprofit technology issues and supported vy the
nation s oldest and largest nonprofit technology assistance agency Tech
Soup techsoup org is a resource e recommend to any organization
struggling ith technology challenges The advice gathered on TechSoup
covers oth computer technology and management techni ues

Technology is essential to these small nonprofits they can no longer compete
as organizations in a orld that assumes that they can research and su mit grant
applications online As several organizations told us they have no real presence
until they have a virtual presence viaa e site Technology can also enhance the
essential or that they do in the community Ho ever hat this reality does is
raise the ar on already under resourced organizations  hether the raised ar is
enough to push an already struggling organization to close is a different research

uestion The case studies presented here sho ho important the a ility to sup
port technology is to these organizations
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