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The Complexities of the Nonprofit Publishing World

Successful publishing in a
nonprofit organizati on demands a
tal ented and capabl e executive

| eadi ng the publishing team The
complexity of running a nonprofit
publ i shing conmpany is such that
the organi zation nust recruit a
capabl e executive, who is famliar
wi th publishing managenent and the
intricacies of a nonprofit

organi zati on.

Yet, many nonprofit organizations
struggle to find capable
executives to direct their
publ i shing program Finding the
“right” publishing executive for
the nonprofit organization is a
much nore vexing task than hiring
a publisher for a comerci al
publ i shi ng conmpany. Here's why.

Publ i shing in a nonprofit
organi zati on has a nunber of

“winkles” one doesn’t find in
t he commerci al publishing
busi ness. Defining the specific

role of a nonprofit publishing
division is nuch nore difficult
than defining the job in a
comrer ci al publishing conpany. The
head of a publishing division, in
a nonprofit, wears “many hats”

and serves nmany nasters.

Sometimes the publisher’s job is
to sinply make noney but this is
rarely the case. The publi shing

di vi sion also serves as the
“communi cations link” with
menmbers, various constituencies
and the world at large. O her
times, the publications division
provi des publishing and graphics
services to other departnents, for
exanpl e, nmenbership or education
or certification. Some nonprofits
are not sure what they want from
their publisher. The resulting
anbiguity, fromthe top, can
result in a chaotic work

envi ronnment, a confused publishing
staff and a frustrated publisher.

The Publisher’s Job and What to Look For

The “Publisher” is the executive
position that brings together the
many functions perforned by the

publ i shing division
is the top executive,
publ i shi ng busi ness,

The publ i sher
in a
responsi bl e
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for all functions including what

i s published, personnel, and
product and financial perfornmance.
The publisher is also referred to
as the publishing director or
director of publishing. The

2 The Job of the Publishing Executive in a Nonprofit

publ i sher should report to the
chief staff officer, usually the
executive director. For our
purposes, | will refer to the top
publ i shing executive in a
nonprofit as the “publisher.”

Buiys 1jgnd ybnHan

U 11day

John B. McHugh, Publishing Consultant:
(414) 351-3056 or Fax (414) 351-0666

P. O Box 170665, M | waukee, W 53217-8056

j.b.nchugh@tt.net ww. j ohnbnthugh. com




The Job of

the Publishing Executive

The Publisher as Multi-Dimensional Leader

The nonprofit publisher nust be a
mul ti - di nmensi onal individual with
| eadership ability, business
acunen, and strong editori al

i nstincts. Because of the highly
politicized nature of nonprofits,
strong interpersonal skills, along
with lots of political savvy, are
all essential ingredients that
make a publisher successful

Added to the conplexities of
nonprofit organizational |ife an
overlay of “short-tiner”
volunteers, each with their own
agenda and needs, and you quickly
recogni ze a tangled political

| andscape with many traps for the
unwary. Navigating the politica

| andscape of the typical nonprofit
is much tougher than the politics
of a comercial venture

in a Nonprofit 3
Thi nk of your top publishing
executive, as a |eader. Leadership
is an essential trait for your
publ i sher. Someone once said
“Managers do things right, |eaders

do the right thing.” Leaders are
able to align people behind a
vision and are able to influence
peopl e to change and convince
people to accept change in an
organi zati on. .

Do not think of your publisher as
a graphics or conmunications
manager. Some organi zations think
of publishing as bei ng synonynous
wi th desktop production, it isn't.
Publ i shing is a conpl ex business
requiring a nyriad nunber of
skills and experiences.

Who Should be Concerned about Recruiting the Publisher

The entire organization should be
concerned about the publisher
position. The publisher position
is avisible, “highly | everaged”
position with pervasive influence
t hroughout the entire

organi zati on. The executive
director, finance and

adm ni stration director and human

resources director
nost i nterest
the publisher. Al should be
involved in the recruiting of a
new publisher. Generally,
a good idea to involve volunteers
in the recruiting of the

organi zation’'s executive staff.

Why the Publisher Position is of Critical Importance

VWhat is published by a nonprofit
is the organization’s “face” to
its custoners and constituencies,
whet her it be nenbers, nedia,

busi ness, governnent or the world

at | arge.
by the nmenbership are the

organi zation's “voice” to its
menber s.
publications as the nunber one

shoul d have the
in the recruiting of

it’s not

The periodical s received

Menbers consistently rank
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benefit of menbership. By
publ i shing, an organization can

al so define nuch scope and breadth
of a profession or specialized
field.

That’ s why organi zati ons such as
t he American Bar Associ ation,
American Institute of Certified
Publ i c Accountants and Anerican
Medi cal Associ ation sponsor
publ i shing prograns. One reliable
estimate indicates that over

10, 000 nonprofits sponsor somne
sort of publishing programin the
U. S.

In addition to the “clout” and
“reach” responsibilities of a
publ i shing program the publisher
has significant financial

responsi bilities. Your publishing
busi ness should contribute
significantly to your bottomline
and should rank at the top of your

the Publishing Executive

nondues i ncone- produci ng prograns.
A publications programis an

excel lent way to diversify your
organi zation’s nondues incone. In
successful nonprofits, publishing
can be in the nei ghborhood of 25%
30% of total revenues.

As a menber of your executive
team your publisher can make
substantial profits for the
organi zation. You are |ooking for
someone with proven busi ness
instincts. Both book and
periodi cal publishing are
speci al i zed busi nesses denmandi ng
seasoned judgenents by the
executive. |If a professional does
not nmanage your publi shing

busi ness, costs can spiral out of
control, and soon, you will run a
deficit. The financi al

i mplications of an amateur | eading

your publishing program are
horrifying.

The Publisher as a People Leader

Publishing is a creative, people-
i nt ense busi ness. The | eadership
and human resource nanagenent
responsibilities of the publisher
position are profound. The
publ i sher nust align her staff
behind the strategic plan of the
or gani zati on.

The publishing staff nust be sold
on the idea that they are part of
somet hi ng much larger than their
publ i shing division. The publisher
must daily reinforce to publishing
staff the organi zati onal context
of what is published and the role
of the publishing division in the

nonprofit. If your publisher
doesn’t grasp the organizational
m ssion or rejects it, she may
cause alienation between the
publishing staff and the

organi zation's staff executives
and the board of directors.

Compensat i on, pronotions,

di sci pline, and conflict
resolution are people issues dealt
with daily by a publisher. The
publisher’s main job, like any
other |leader, is to get results
wor ki ng t hrough peopl e. Team
bui | di ng and consensus buil di ng
are inmportant aspects of the

in a Nonprofit
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The Job of the Publishing Executive in a Nonprofit 5

publisher’s job. Can your

organi zation afford a trainee
publ i sher handling these executive
responsibilities?

The publisher position is not a
trial period to figure out if a
new y pronoted staff nenber has
the skills, inclinations and
experience to deal with conplex
peopl e i ssues. (Al though, in many
i nstances, a trainee is what you
get, given the nodest sal ary npst
nonprofits pay a publisher.)

If a “trainee” publisher can’t

cut it in the people |eadership
departnment, you nay have a ness
that will be tinme consum ng and

expensive to clean up. A

“trai nee” as your top publishing
executive can be expensive on-the-
job training. Publishing is a
speci al i zed busi ness requiring
prior in-place experience to
succeed as a new publisher in a
nonprofit.

However, many nonprofits don't see
it this way. Publishing is |ooked
upon as a subset of communi cati ons
or graphics or editing. It isn't.
Maybe it’'s the significant pay
differential between the
conmerci al and nonprofits but many
nonprofits are | ocked into the
“Trai nee Publisher” syndrone.
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Steps in the Recruiting Process

Let’ s assume your organi zation has
an opening for the Publisher
position. First reviewthe
position in |light of past history
and with an eye toward the future
If the Publisher position has
changed significantly since you

| ast wote the position
description, you may want to
revise the position description

Ask these questions:

1. What are key attributes and
skills required?

2. Does the position require
nore experience in nagazi nes,
journal s or books? O does
the position require sone
know edge of all three
different types of
publ i shi ng?

3. What does the Publisher need
to acconplish in the first
six months on the job? The
first year?

4. \What are the
measur es you
eval uate the
per f or nance?

quantitative
wll use to
Publ i sher’s

Your next steps shoul d be:

e Wite copy for the recruiting

ad
e Decide in which nedia to
adverti se

e Establish a recruiting budget

e Establish a recruiting
schedul e and m | est ones

How much can you expect to spend
on a classified? Plan to budget
$5,000 and up. That's a starting
figure. You can probably spend
much nore. That’s why you shoul d
establish a plan and budget before
you proceed to recruit.

Where to Place your Classified Advertisement

If you are in a large netro area,
consi der advertising in the Sunday
edition of the |ocal paper. The
sort of publishing talent you are
| ooki ng for (remenber you're not

| ooking for graphic artists,

producti on managers or witers) is
not found in every netro area.
However, the following cities are
stocked with the sort of
publ i shi ng executive talent you

are | ooking for.

Metro Areas with Executive Publishing Talent

o New York

e Phil adel phi a
e \Washington, D.C.
o Atlanta

e Chicago

= CAan Me ArnAl A~~~

e Los Angel es
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The Job of the Publishing Executive

Two doni nant weekly publishing
trade magazi nes, to consider, are
Publ i shers Weekly (PW/Wekly
Exchange 212-463-6784, Fax
212-463-6536) and Folio (PRI MED A
Intertec 203-358-9900). Publishers
Weekly will pull nore book
publishing types and Folio will
pul | nore nagazi ne types. |
suggest advertising in both

magazi nes i f your budget can
afford both.

in a Nonprofit
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8 The Job of the Publishing Executive in a Nonprofit

An organi zation that reaches the
associ ati on publishing community
is the Society of National

Associ ation Publishers (SNAP)
SNAP publishes a binmonthly
magazi ne. SNAP can be reached at
703-506- 3285 or

Wwv. snaponl i ne. or g.

Consi der using the nedia published
by the Anerican Society of

Associ ation Publishers (ASAE)

ASAE publishes a nmonthly
menber shi p magazi ne, which
features articles on association
publ i shi ng. ASAE can be reached

202-626- 2706 Executive or
WWW, asaenet. org.

Free space is available to those
recruiting positions for over
$50, 000 in the CEO JOB
OPPORTUNI TI ES UPDATE, which is an
expensive Bi-nmonthly newsletter
reaching job seekers in the
nonprofit sector. Cal
703-370-6700 or www
associ ati onjobs.com Finally,
Association Trends is a weekly
trade newspaper for the
associ ati on nmanagenent conmunity.
They run a classified adverti sing
section. Call 301-652-8666.

Screening and Sorting Resumes

For an “average” search for a
seni or associ ati on executive
position, you can attract anywhere
from25 to 200 resunes. You'l

need a nethod to eval uate those
resumes you receive. Here are a
few tips:

Use the “three pile nmethod” to
sort those you receive. The
breakdown is:

Definite Prospects. Meets and
exceeds qualifications and
experience requirements. Probable
phone call to discuss position and
i nterest.

Mar gi nal Prospects. Meets sone of
the qualifications and experience
requi rements. Possi bl e candi date.

Not a Prospect. Meets none of the
gual i fications and experience

requirements. No further action
required.

To facilitate your sorting devel op
arating matrix. The matrix should
list the required skills and
attributes along with points

assigned to each skill, experience
and attribute for the candi dates.
The matrix will help you to

obj ectively evaluate the resunes.

It’s also a good practice to | ook
at the resune twice, with a tinme
interval in between screenings,
bef ore you deci de which one of the
three piles to assign the resune.
Your perspective may be different
after a break and you' Il see that
sone candi dates are pretty close
to either category #1 or category
#2. Gven the inportance of
recruiting an executive position
such as Publisher, a second | ook
is a good practi ce.
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How Long Will it Take to Recruit a Publisher

So many variables are involved in Take your time. Be thorough and
recruiting that it's inpossible to meti cul ous in your screening and
suggest absol utes. However, assume interviewi ng. Make sure you take
it will take about twi ce as |ong the tinme to understand the “human
as you expect it will. Recruiting connection” between your

top executives is an art. It’s organi zation and the finalists.

| abor intensive and a highly The stakes are high, so don't
inefficient activity. rush.

There are many fal se starts and Set milestones. | recomend a six-
st ops. Candi dat es express interest nont h wi ndow maxi num f or

and are not really interested. recruiting a Publisher. A three-
Ref er ence checking takes | onger nonth wi ndow to recruit and hire a
t han you think. Scheduling new Publ i sher woul d be above
interviews with candi dates and average in getting closure.

your organization’s staff is
cunber sone and time consuni ng

An Additional Resource on Publishing Management for
Nonprofits

As a professional consultant, who specializes in the field of nonprofit
publishing, | recognize that nonprofit publishing is a separate and
distinct field with many of its own “rul es” and nuances. Because
nonprofit organizations (and their publishing arns) operate in a unique
envi ronment, many of their managenent needs are distinct from commerci al
publ i shi ng conpani es.

For those reasons, | have witten a publication exclusively for the needs
of the nonprofit organization in the publishing business. The publication
i s Publishing Managenent for Nonprofit Organizations: Principles for
Associ ations, Foundations, and Societies(162 pages, 1997). For information
call 414-351-3056 or E-mail.j.b.nchugh@wrl dnet. att. net.

Legal Disclaimer

This publication is designed to provide accurate and authoritative information
regardi ng the subject matter covered. It is sold with the understanding that the
publisher is not engaged in rendering |legal, accounting, or other professional
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services. |If legal advice or other expert assistance is required, the service of a
conpet ent prof essional person should be sought.

About John B. MHugh

John B. MHugh is a publishing nmanagenment consultant and industry commentator. He has held
managenment positions at Houghton Mfflin, Richard D. Irwin, and Wadsworth, Inc. At the American
Society for Quality, MHugh served as Publisher and Director of Prograns.

McHugh's articles have appeared in Association Publishing, Association Trends, The Book Marketing
Updat e, the COSMEP Newsl etter, |ndependent Publishing, the PVA Newsletter and Snall Press. MHugh
al so conducts on-site training workshops for publishers.

Other McHugh Publications of Interest:

Managi ng Publ i shing Ri ghts: Acquiring, Foundati ons and Soci eti es,

Protecting and Selling, 158 pp., 1998. $90.00. Item 162 pp., 1997. $85.00. Item M 15

M 16 Book Publishing Contracts: An Introduction,
Per mi ssi ons Managenent for Requesters and 68 pp., 1996. $70.00. Item M 13

Granters: Dealing with Copyright and Fair Use, Managi ng Book Acquisitions: An Introduction,
62 pp., 1996. $70.00. Item M 14 100 pp., 1995. $65.00. Item M 12

Publ i shi ng Managerment for Nonprofit Col | ege Publishing Market, Third Edition,
Organi zations: Principles for Associations, 100 pp., 1995. $65.00. Item M 11
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