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Non-profit organizations, since the 1940s, have been providing services to communities for
free, where the local government is unable to meet social demands. For some authors like
Peter Drucker, these organizations are the only capable of transforming individuals into
society. In this document, general information about these organizations will be
presented, their characteristics, their challenges, and what they can be done to overcome
these situations. More specifically, strategic management will be addressed about it,
strategy as a way for these organizations to improve their performance consistently. This
document aims to demonstrate, through Casas André Luiz's practical example, the
challenges, solutions, and benefits regarding the development of strategic management.
This example supports non-profit organizations that want to develop strategic
management in their organizations or have difficulty implementing it. In this way, these
organizations can raise and expand the quality of services provided to the community,
contributing to the millennium's objectives and the Unit Nations program. The method
used is qualitative research (participant bias), interviews with four different
representatives from Casas André Luiz's top management. The result is demonstrated
through the development of strategic management, led by the organization's
management. The model was implemented in 2018. In 2020 due to the Covid-19, the
organization has not suffered any significant damage due to work carried out with all the
business units of Casas André Luiz.
It is an example, which confirms one of the benefits of strategic management applied to
non-profit organizations. Overcoming challenges through strategic management means
that non-profit organizations can act more and better in communities, generating social
benefits, positively contributing to the millennium's objectives.
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1 Introduction
Non-profit organizations are located in the third sector, have a different role than
institutions located in the first and second sectors. These organizations are the only
ones to generate human value, meeting the needs of communities where the local
government cannot meet the demand, raising individuals' quality of life in various
parts of the world. The work of non-profit organizations gained special space in the
UN (United Nations), the ECOSOC (Economic and Social Council). ECOSOC opens
space for non-profit organizations to share their experiences in human development.
It is understood that non-profit organizations have a fundamental role in developing
and achieving the UN's Millennium Goals.
On the other hand, non-profit organizations have countless challenges to be solved
and increasingly benefit communities (assisted people).
It explains why some of them have been adopting or even seeking to develop
strategic management. This topic is still understood as a "myth" for non-profit
organizations that understand this methodology only for companies or
multinationals.
As a way of showing that it is possible to develop strategic management in non-profit
organizations, overcome challenges, have solutions and benefits. This document will
address the case of one of the oldest organizations in operation in Brazil – Casas
André Luiz since 1949 is serving support to people with disabilities (people with
physical, mental, or both, in low, medium, or high disabilities levels). This
organization is an example of innovation´s possibilities and improving the quality of
life of the community.
This document seeks to encourage non-profit organizations to develop strategic
management to improve service delivery to communities through this example,
contributing in a more consistent way to achieve the millennium goals.
For these reasons, the author understands that the theme is relevant for non-profit
organizations and for the best performance in meeting the millennium goals,
according to the United Nations.
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1.1 Background
The non-profit organizations are the only ones to generate human value and
transform society (Drucker, 1995, p. 3). They create benefits to the public when the
State (First Sector) cannot attend them. They meet the needs, carrying out the
charity; that is, assisted people do not pay any value for the service provided
(Fischer, 2002, p. 45-46). Different from the second sector, that aims the generation
and accumulation of capital.
Due this, the non-profit organizations gained special space in the UN (United
Nations), the ECOSOC (Economic and Social Council). ECOSOC opens space for nonprofit organizations to share their experiences in human development. It is
understood that non-profit organizations have a fundamental role in developing and
achieving the United Nations' Millennium Goals (UN, 2011, p.: 1-2).
There are many challenges for these organizations to overcome. An to develop or
introduce strategic management at a non-profit organization, it is understood as a
specific method for companies only. Usually, they know the strategic management
development comes from the economic field. Researchers affirm that these
organizations are having been trying to adopt a strategy. However, they have other
challenges in developing strategies (Matos, Souza, Souza, Souza, 2016, p. 124-127).
Some of these challenges is related to motivating staff, especially the volunteers,
that they need some motivation to work and do not receive some salary (Brooks,
2002, p. 64). Another point is financial sustainability, focused on donators' trust
(West and Worthington, 2017, p. 18). There are top management in the non-profit
organizations agreeing that good intentions lead the organizations. And more than it,
top management is often ignorant about their appropriate role in these
organizations (Bhandari, 2010, p. 5).
This document aims to demonstrate, through the practical example of Casas André
Luiz, what are the challenges, solutions, and benefits regarding the development of
strategic management. This example supports non-profit organizations that want to
develop strategic management in their organizations or have some difficulty
implementing it. In this way, these organizations can raise and expand the quality of
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services provided to the community, contributing to the millennium's objectives and
the United Nations program.

1.2 Motivation for the research
The Non-profit organizations have an essential value for society. According to Peter
Drucker, they are the only ones that have the purpose of transforming individuals in
society (Drucker, 1995, p. 3). These organizations serve the needs of communities
when the local government is unable to meet social demands. Besides, these
organizations provide services to communities free of charge (Fischer, 2002, p. 4546). These organizations do not generate profits, but they need financial resources to
keep their activities available, especially those that need it most (Drucker, 1995, p.
41).
Non-profit organizations employ teams and need to maintain their structure.
According to Oliveira, the non-profit organizations need to adopt a company's
behavior and responsibility as a State to be self-sufficient and act in society (Oliveira,
2003, p . 2).
There are several challenges to be overcome by these organizations, in addition to
the financial issue. Motivate internal teams, especially volunteers (Brooks, 2002, p.
64). They have difficulties in obtaining better technological resources (Ahmed, 2013,
p. 212). The donor's lack of confidence in investing in the organization (Drucker,
1995, p. 16). Organizations that believe that offering services to the community
based on morals are sufficient for their survival (Drucker, 1995, p. 8). And typically,
board members, according to Bhandari, are ignorant about their roles in the nonprofit organization (Bhandari, 2010, p. 5).
These and other challenges are related to non-profit organizations. The important
factor that motivates the creation of this document is to understand that these
organizations help the communities. Due to the various challenges, they are probably
unable to find a solution to overcome them. Through the practical example of Casas
André Luiz, this work intends to demonstrate that it is possible to develop strategic
management for a non-profit organization. And encourage other organizations with

7
the same or similar challenges to adopt strategic management to ensure consistency
in their performance in a society that changes all the time. Organizations must
update themselves to continue carrying out their work with communities, supporting
the millennium goals' achievement.

1.3 Research questions
As previously described, the questions aim to understand the Brazilian non-profit
organization's particularity regarding its challenges, solutions, and benefits regarding
strategic management development.
These particularities will be understood according to the following questions:
1. What are the challenges, according to the Strategic Management phases?
2. What are the Solutions?
3. What are the benefits of developing Strategic Management for the Non-profit
Organization?
4. What are the Lessons Learned about Strategic Management Development?
Four invited interviewees will answer the questions; together, they have more than 50 years
of experience. They are or were members of the Casas André Luiz organization. The
leadership levels of the guests are management, directorate, presidency, and council. They
will contribute to the answers to the questions according to their views, understandings and
experiences.

1.4 Structure of the thesis
This document presents five chapters with the introduction, the structure of the
thesis will be explained, beginning to the second chapter. The information for each of
the chapters is shown below:
The second chapter (2.0) has five sessions based on the literature on the topic. The
first session guides the reader on the Third Sector definitions, which the non-profit
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organizations are located in it includes their descriptions, characteristics and role in
the community. In the second session, these organizations' main challenges are
described to leaders, teams, volunteers, donors, and others. In the third session,
there are definitions and explanations about strategies according to non-profit
organizations. Many of them believe that "Marketing" is a strategy tool. Definitions,
according to Kotler and other authors, better explain the application of Marketing in
non-profit organizations. In the fourth session, what strategy is defined according to
the authors' Porter, Mintzberg and others. Definitions of strategic management are
also presented in this chapter. Finally, in the fifth session, he discusses the
Theoretical Framework, where the theory of strategic management development is
detailed.
In the third chapter (3.0), consists of five sessions. The objective of this chapter is to
describe the methodology for the realization of this thesis. In the first session, he
addresses the orientation of the thesis, which focuses on qualitative research. In the
second session, the context of the Brazilian non-profit organization Casas André Luiz
is explained, its objective and its organizational structure. The third session portrays
data collection, how it was structured, who the interviewees were, and how the
interviews were conducted. In the fourth session, information was described on how
the interview data were analyzed and the qualitative research method used to
develop this work. In the fifth session, the verification of results is described,
according to the data collected.
In the fourth chapter (4.0), four sessions address the interviews' results according to
the interviewees. The first session shows the challenges of Casas André Luiz
according to the interviewees. According to one of the interviewees, the solutions
developed regarding strategic management are presented in the second session. In
the third session, the benefits of developing strategic management for the
organization are presented, and finally, in the fourth session, the lessons learned
according to the interviewees are presented.
In the fifth chapter, there are five sessions where the thesis is discussed. The first
session, in general, answers the questions asked according to the interviewees. The
second session presents the implications or criticisms of the thesis. The third session
is a reflection of the results found, according to the literature presented. In the
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fourth session, the thesis's limiting points are presented, and finally, in the fifth
session, the author's recommendations for the next research are presented.
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2 Literature Review
This chapter will first explain the Non-profit Organization's origin and its importance
for the United Nations and the community. The second point is to understand its
challenges, what the non-profit organizations recognize the strategy, and will define
what strategy is, according to the theory. The third part will be present in the
theoretical framework.

2.1 The Third Sector
The purpose of this chapter is to briefly describe what the Third Sector and the other
sectors are, as a way of facilitating the understanding of where Non-profit
Organizations are located. In this form, it enables the reader to understand the
universe of these Organizations.
It is necessary to understand the other sectors - the First and Second sectors about
the Third sector. These sectors are: the Government / State represents the First
Sector. Its purpose is to manage public goods and attend to the local population's
demands by the respective country's laws. The market represents the second sector.
Its main feature is the generation of profits and capital accumulation by private
companies. And the Third Sector emerged to meet the demands of the population,
where the State was no longer able to meet them satisfactorily (Bento, 2010, p. 1415).
The Third sector is characterized by Non-profit Organizations (Nunes, 2006, p. 31).
And the Non-profit Organization is a term to define organizations that do not seek
profit (Ridley-Duff, 2016, p.14).
Since the 1980s, the Third Sector has been expanding through Non-Profit
Organizations. The tendency is to increase the search for resources, whether
professional, knowledge, or infrastructure, to improve the community's quality of life
(Panceri, 2001, p. 130).
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The third sector is efficient in solving social problems. However, there are doubts
about the Non-profit Organization´s projects and actions related to quality and their
technical capacity (Matos, Souza, Souza, Souza, 2016, p. 123).
After understanding the Third Sector, will be explored Non-profit Organizations in
the next chapter.

2.1.1. The Non-profit Organizations.
Non-Profit Organizations have an essential meaning for society and community
because they produce collective goods (Anheier, H. K. and List, R. A, 2005, p. 176).
Their notoriety is perceived not only by the society and community but also by the
United Nations. The United Nations understands that Non-profit Organizations have
an indispensable role in fulfilling the Millennium Declaration, created in 2000 (UN,
2011, p .: 2). The United Nations created the Millennium Declaration in
September/2000 to achieve social objectives to guarantee human rights' universality,
from the national to the international level. The goals of the Millennium Declaration
are: Eradicate extreme poverty and hunger; Achieve universal primary education;
Promote gender equality and empower women; Reduce child mortality; Improve
maternal health, Combat HIV / AIDS, Malaria, and other diseases; Ensure
environmental sustainability and Develop a global partnership for the development
(Ghai, Y. and Cottrell, J., 2011, p. 3-5).
According to the United Nations, the Non-profit Organizations won a specific space,
known as the “Economic and Social Council” (ECOSOC), which permits the Non-profit
Organizations to be consulted by ECOSOC to promote understanding about Human
Development in many parts of the world (UN, 2011, p.: 1-2).
The Non-profit Organizations have a prestigious position in the United Nations and
an essential value for society. These organizations have charitable status; they
develop public benefits. These benefits are related to poverty prevention; Education;
Health/saving lives; Promote art, science, and culture; Amateur sports; Human rights,
conflict resolutions, religious or racial harmony; Relief in some need ill-health,
disabilities, and financial hardship. These are the principal proposes of Non-profit
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Organizations. However, according to the period and demand, new types of Nonprofit Organizations can emerge to attend to the population's needs (Courtney, 2013,
p. 5).
Peter Drucker describes non-profit Organizations as unique to transform individuals
in a society (Drucker, 1995, p. 3). Their purpose is to meet the needs and change
individuals. These organizations generate benefits to the public when the State (First
Sector) cannot attend them. They meet the needs, carrying out the charity; that is,
assisted people do not pay any value for the service provided (Fischer, 2002, p. 4546). Different from the Second sector, that aims the generation and accumulation of
capital.
It has been argued that Non-profit Organizations do not generate profits. However,
these organizations need financial resources to pay their costs and maintain services
for the population. These organizations cannot submit to the process of making a
profit but must use the financial resources to fulfill their mission (Drucker, 1995, p.
41).
Trying to express in numbers the universe of the Non-profit Organizations, for
example, in the USA, in 2017, these organizations received more than US$ 410 billion
(Osili, and Zarins, 2018). In the same year, these organizations formally employed
more than 12 million people (US Bureau of Labor Statistics, 2020). And in 2016, there
were more than 1,5 million of Non-profit Organizations working for the community
(National Center for Charitable Statistics, 2020).
According to the Brazilian Institute of Geography and Statistics (BIGS), from 2010 to
2016, there was a reduction in the Non-profit Organization´s quantity in Brazil. In
total, there were 46,862 fewer organizations. In 2016, 237 thousand non-profit
organizations active in Brazil were registered. In the research, it is not clear why the
reduction of non-profit organizations. In 2016, more than 2.3 million employees
were formally registered by these Organizations. No records were found on how
much cash Non-profit Organizations received in 2016 (Marta, 2019, p.23-27).
The fact of citing here the USA and the Non-profit Organizations aspect has a
historical reason. In the 1940s, these organizations were created and "are classified
as a self-defense case" (SARFATI, 2006, p. 49). To integrate social groups into the
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democratic political system, not only during wartime but are necessary to maintain
democracy (HUSZAR, 1948, p. 33).
These organizations have good importance for the society and community, including
the United Nations, in which they have a space called "ECOSOC." In this place, the
Non-profit Organizations share their experiences to promote understanding about
Human Development, contributing to the Millennium Declaration. The actions of
Non-profit Organizations try to transform people´s lives in the local or abroad
communities.
The principal aim of Non-profit Organizations is to generate human value. They do
not have a focus on generating profits. However, they need financial resources to
pay their structures and make available services for the community. The numbers are
shown in the USA's context express the organization's potential to stimulate and
promote communities' improvements.
These organizations, according to Roger Courtney, argues that "(...) employs staff or
volunteers (...) has raised serious questions about how to define the sector"
(Cortney, 2013, p. 4). And Braulio Oliveira agrees that the Non-profit Organizations
need to adopt a company behavior and responsibility as a State to be self-sufficient
and able to act in society (Oliveira, 2003, p. 2).
These authors justify that Non-profit Organizations have a difficult question to define
their position and accomplish their mission. Indeed, they have many challenges, at
first, to attend to demands from the population, which the State cannot do it and to
support their costs. And demands increase and change according to the period.
When the demands change, the Non-profit Organizations need to improve their
infrastructure, such as hiring professionals formally and then assume a financial
compromise to attend their mission.
In the next chapter will be shown the Non-profit Organization´s challenge, trying to
describe more details about the scenario.

14

2.2 The challenges of Non-profit Organizations.
In the previous chapters, it was possible to understand that probably one of the most
challenging Non-profit Organizations' functions is balancing the State's roles and the
characteristics of the market to maintain the organization and give assistance to the
community.
According to Shamima Ahmed, there is competitiveness between Profit Companies
and Non-profit Organizations related to increases in search for customers (in the case
of Non-profit Organizations are understood as "donors/contributors"), human
resources, and services. The next point is the limitations between the State and the
Non-profit Organizations. These organizations have been a partner of the First
Sector, providing services for the population. However, when Non-profit
Organizations depend on contracts or agreements with the government, more these
organizations will think and act as a small part of the government (Ahmed, 2013, p.
17-18).
Another challenging factor for Non-profit Organizations is the competition between
the organizations themselves. The competition is not related to an objective to
acquire capital or increase profits. Non-profit Organizations compete to win donors,
prestige, volunteers, and even depend on political power (Tuckman, 1998, p. 2).
From these quotes, the operation process, maintenance, and meeting the
population's demands by the Non-profit Organizations, they need to respect the
border between the First and Second Sector's activities' limits. And it is a problem
because these organizations may tend to lose their focus. Otherwise, they keep
competing among the other organizations.
Different authors show other Non-profit Organizations´ challenges.
Brooks is related to motivating staff, especially the volunteers, that they need some
motivation to work and do not receive some salary. Differently than formal
employees, that has an obligation and compromise to work (Brooks, 2002, p. 64).
And about employees, it is difficult for organizations to attract and retain good
employees due to the offer of payments and wages by the Second Sector (Skloot,
2000, p. 318-320).
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According to Ahmed, believed that Non-profit Organizations have some technology
structure with computers, e-mails, and software. But in fact, there are organizations
that do not have financial resources enough to pay for some technology and have
difficulties in sharing their information with their public and getting feedback from
them. It generates a communication problem with the donators and community
(Ahmed, 2013, p. 212).
For Lindy West and Andrew Worthington, another point is financial sustainability,
focused on trust (West and Worthington, 2017, p. 18). According to Wolffenbuttel,
some people do not donate to Non-profit Organizations because they do not trust
organizations that ask for donations. The research concludes that people would like
to make donations, but the lack of trust is an obstacle (Wolffenbuttel, 2019). This
point is also highlighted by Peter Drucker, that the Non-profit Organizations need
donations to pay the costs and expenses of services rendered to the population. For
that, "organizations must first convert donors into contributors" - the definition of
contributor given by Drucker suggests that are those who are committed to donating
to an organization (Drucker, 1995, p . 16).
The focus of this document is not about how to develop trust. However, trust is
considered one of the principal factors of conquest and maintain customers. If your
customer does not believe in your organization is not possible, you exist.
The other aspect of Non-profit Organizations is that they do not have a "Botton
Line." What is it means? – It is results. According to Peter Drucker, it is considered for
the Non-profit Organizations that everything they do is right and based on morals to
attend some cause in the community. For them, it is not necessary to produce
results. It is probably the wrongest mistake, and then, they are abandoning their
organizations and services to the community, especially the people who most need
the support of these organizations (Drucker, 1995, p. 8).
Another challenge situation is related to the leaders. These leaders are considered
who are in the organization´s councilours, presidents, or directors positions. Usually,
for all these positions, they are volunteers. These people are indicated for someone
who has influence in the Non-profit Organization or when there are some elections
in the border. Again, they are volunteers who exercise the positions mentioned
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above. Often, they are public figures, or for example, people who in their
professional life exercise different activities and act as leaders in the organization. It
is common for these people do not have adequate skills in their positions in the
organizations (Bhandari, 2010, p. 4).
Again there are leaders in the Non-profit Organization agreeing that good intentions
lead the Non-profit Organizations. These leaders do not understand the
organization's purpose to exist and the social cause they are serving. According to
Herlinger, "members of nonprofits are often ignorant about their appropriate role
and are intimidated by the talent and professional expertise of nonprofit employees"
(Bhandari, 2010, p. 5).
The various challenges of Non-profit Organizations, whether internal or external,
associated with leadership with few or no ability to develop its role, are factors that
place the organization in a position of vulnerability.
For someone who assumes the position as a leader in a Non-profit Organization, it is
fundamental to understand that the organization needs to generate results for
people's transformation, improving people´s quality of life in communities.
Organizations need to improve their performance, creating vision, values , and
commitments to human development; otherwise, their future actions will be
compromised (Drucker, 1995, p. 85).
It is possible to affirm that Non-profit Organizations' leaders exercise a fundamental
role in the organization's performance, from the present moment to the future. After
all, organizations are committed to human development.
To conclude this topic about leaders, Max de Pree argues, “the leader must have a
vision (…), and the first duty of a leader is to define the reality” (Drucker, 1995, p.
29). In this way, the leaders are responsible for the organization. They will be able to
think about the Institution's future without waiting for anyone, creating a system of
innovation for the Non-profit Organization (Drucker, 1995, p. 9-29).
According to Constance Braithwaite, Organizations are able to innovate more quickly
than the First Sector. Being flexible is an essential requirement to meet the demands
of communities. Typically, First Sector services involve a series of routines and
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bureaucracies. They cannot respond to emergencies and communities' changing
needs (Owen, 1966, p. 534).
The word innovation in this document is considered, according to Anheier and List, it
is the practice to create or invent processes, products, or new ideas. Its innovation is
described as incremental innovation to shape the process of changing the
organization continuously (Anheier and List, 2005, p. 134).
The purpose of the First Sector and Non-profit Organizations is to meet the needs of
socially vulnerable people. However, Organizations can allow themselves to take
risks or try to innovate so that new approaches to problem-solving will be developed.
Based on the theory, Organizations are more flexible than the First Sector (Anheier
and List, 2005, p. 134).
In another aspect, innovation is essential because changes in our society (for
example, women´s movement of the last two decades and growth in health
awareness) allow these organizations to rethink their approaches. It means to
change or improve this point. It is an indication of the innovation opportunity. And of
course, innovation creates new opportunities inside or outside the Organization
(Drucker, 1995, p. 26-28).
The Non-profit Organizations have different challenges to overcome. It begins when
these organizations need to balance characteristics from the First and Second Sector,
competitiveness with these sectors and between other Non-profit Organizations,
with a probability of losing their focus and mission. Other difficulties from the staff,
volunteers, technology structure, financial sustainability, leaders, and social changes
make the Non-profit Organizations reevaluate their assistance for the population.
However, the innovation will be carried out if the Organization leaders understand
that it is essential for the Institution's good, generating greater trust with donors and
improving the community's provision of services. Otherwise, the proposal to develop
the strategy will be doomed to failure.
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2.3 Strategy, according to Non-profit Organizations.
One of the most defiant topics for Non-profit Organizations is the strategy´s
definition.
Non-profit Organizations understand that the strategy is from the economic field,
which often does not match their reality. However, their thinking is changing to
adopt Strategies. Researchers have been carrying out studies and generating another
understanding of the sector. But there are challenges in developing strategies in
Non-profit Organizations (Matos, Souza, Souza, Souza, 2016, p. 124-127).
Most of them agree that strategy main describes what the organization does. There
is not a sense of direction or ambition. And the strategy is not coherent. It means are
developed "mini-strategies," for example, to create an opportunity by a specific
funding resource. Through this action, it is impossible to understand how it will help
the organization increase its aims. There are Non-profit Organizations that
understand the Strategies are some document that is written the purpose of pleasing
donations or something related about the border member. It´s clear; the
organization has not any intention to use this document as a guide to developing its
services (Courtney, 2013, p. 34-35).
Another aspect is that there is a misunderstanding about what means Strategy the
Non-profit Organizations try to apply sources, such as Marketing, ISO 9000, Quality
Mark, and others (Barman, 2007, p. 2). But the most common for the Non-profit
Organizations is to apply the Marketing concept. It seems relevant to their work. It is
common for these Organizations to relate strategy as an improvement in operational
activities, and it is the reason to apply these theories (Courtney, 2013, p. 37).
According to Philip Kotler, the Non-profit Organizations do not understand strategy,
"They confuse marketing with either hard selling or advertising, and therefore, don´t
show an aptitude for it" (Drucker, 1995, p. 54).
Many Organizations comprise very clear what they want to serve in the community,
but they do not understand the needs of the donator´s perspective. There are
competitions among the Non-profit Organizations and the Secon Sector x Non-profit
Organizations for customers (potential donors). And when the donors do not
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understand what the organization attends, the donators will donate to another
Organization. The Non-profit Organization´s logic is to adopt something called
“Marketing” to help them understand what motivated the donors to choose another
place (Drucker, 1995, p. 56-61).

2.3.1 Marketing
Based on Philip Kotler, "Marketing is a social process through which people and
groups of people get what they need and what they want from creating, offering and
freely negotiating valuable products and services with others" (Kotler, 2000, p. 30).
The elements mentioned above involve social processes, such as needs, desires,
demands, products, cost, and customer satisfaction. Otherwise, Marketing is
considered a process of planning and executing prices, place, promotion, and
distribution of products and services, which satisfy individual and organizational
needs (Costa, Penalva and Leite, 2004, p. 3-4).
The goal of Marketing for Non-profit Organizations is to "make the organization's
ideas public, raise funds for social projects and try to change people's behavior
towards a social cause" (Costa, Penalva and Leite, 2004, p. 4).
Marketing has its particularity, and Organizations need to keep in communication
with their public. It is possible to affirm that Marketing supports Organizations in the
external environment, about the donors. But it does not mean that Marketing, as
well as other theories or techniques, replace strategy. This point will be better
described in the document.

2.3.2 The good Marketing for the organization.
There are definitions of it. But good marketing for the Non-profit Organizations will
build more boredom and loyalty with the public they are trying to attend. The way to
measure the organizations' marketing contribution is to analyze if people know
about their work. It can work using some surveys on the internet or face to face
(Drucker, 1995, p. 62).
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There is a mistake when these Organizations have some Marketing area, believing it
will bring results quickly. Kotler affirms
“It is necessary to work on around five to ten years to install
effectively marketing procedures and programs, if there are fully
committed to installing them (…), many of them give up after some
years” (Drucker, 1995, p. 62-63).

For the Marketing department to work effectively in the Non-profit Organization, the
Organizations must clearly understand its purpose and accomplish it. It orients the
staff to achieve goals and to achieve results. Marketing is used to create
harmonization between the Organization's internal and external needs (Drucker,
1995, p. 63).
Non-profit Organizations have a distorted understanding of Marketing´s purpose.
They use the tools to understand the donor's profile and behavior. To recognize the
principal reasons that lead people to donate to other Organizations. The Non-profit
Organizations believe that answers will come instantly, and the financial resources
will arrive quickly to meet the Institution's needs. Marketing has the purpose of
guiding teams in meeting the organization´s goals and objectives. When there is no
clear path to follow, they believe that when applying Marketing, the answers will
appear. When there is no clear objective, "any place will do."
It is possible to understand this question in the story of Alice in Wonderland when
she sees the Cat:
“Would you tell me, please, which way do I ought to walk from
here?
That depends on a good deal on where you want to get to - said the
Cat.
I don’t much care where - said Alice.
Then it doesn’t matter which way you walk - said the Cat." (Carrol,
2000, p. 89).
The Non-profit Organizations need to comprehend that Marketing is a part of the
strategy. And Marketing only helps to integrate the customer to the mission. The
effective organization will apply Strategies to improve its performance and innovate
its business (Drucker, 1995, p. 75).
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Business can be defined as an organization that is engaged in commercial, services,
or professional activities. Business involves profit and non-profit organizations that
operate to fulfill a mission or social cause. The business's main topic is to organize
individuals' efforts and activities to produce goods or services (Hayes, 2019).
In the next chapter will be better explained the relation between Strategies and the
Non-profit Organization. And its importance to achieving objectives.

2.4 Strategy
According to the principal authors on the topic, this chapter's objective is to
understand what strategy means.
Based on Roger Courtney, there are numerous definitions of strategy. The strategy´s
meanings are possible to be found in some aspects of a company. They are: "Mission,
Purpose, goals and objectives; Decisions; Shaping and guiding what an organization
is, what it does and why it does it” (Courtney, 2013, p: 34-35).
When organizations understand the strategy, it allows them to achieve their mission
and goals (Courtney, 2013, p: 35). However, Strategies are not only about vision,
values, or competencies, "it is a pattern that is consistent in behavior over time”
(Mintzberg, Ahlstrand and Lampel, 2009, p. 8-10).
Strategies are related to achieving coherence in organizational objectives. It helps
the Organizations to define their positions, organizing the allocation and decisions of
their resources making based on their internal competencies and deficiencies,
anticipating changes in the internal environment or external environment (by
movements of competitors that may impact the company's business) (McGee,
Thomas, Wilson, 2005, p.7).
Through the strategy, the organization will be able to:
"Establish its purpose; To define the competitive dominants of the
organizational context; To respond to the complexity of external
opportunities, threats, and internal strengths and weaknesses in
order to achieve competitive advantage; To define managerial tasks
and processes with corporate, business and functional
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perspectives; To develop the distinctive competences of an
organization; Strategy helps the organization to innovate, leverage
resources and develop new skills (...)" (McGee, Thomas, Wilson,
2005, p.8).

Probably the author Michael Porter is the most popular theoric about strategy. In his
article, Porter describes what strategy is? - how the company is positioning itself in
the market. Positioning is understood as the soul of Strategy for the Organization. It
allows the organization to carry out activities different from its rivals (Porter, 1996, p.
61).
The activities need to be determined and related to each other. And through
activities, it is possible to improve the efficiency of the organization. Activities are the
key factors for a competitive advantage. However, when it comes to improving the
organization's efficiency, only the improvement of activities is insufficient (Porter,
1996, p. 61-64).
Having a defined positioning and activities different from competitors does not
guarantee a sustainable advantage. The organization is still vulnerable to imitators.
For this reason, Porter states that it is necessary for the Organization's Strategy to
position trade-offs. Through trade-offs, the organization creates a need to be met
and set limits to avoid imitating its products or services (Porter, 1996, p. 68-70).
Another essential point is that the author raises "Fit," a fundamental topic for the
organization's competitive advantage. It creates incentives to improve operational
efficiency (Porter, 1996, p. 71-73).
According to Barney and Hesterly, the competitive advantage concerns a company's
ability to generate more excellent economic value than competing companies
(Barney, Hesterly, 2007, p.10). The competitive advantage generates customer
preferences to choose for some product or service (Costa, 2007).
Finally, Porter argues that the organization, having defined these points, the strategy
is defined. Having lasted for more than a decade. And changes to the strategy can
also be made over the period (Porter, 1996, p. 74-75).
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There are different definitions of Strategies. However, it has only one objective, and
it defines the means for Organizations to achieve their targets.
Another understanding of strategy comes from Henry Mintzberg´s theory. He defines
the five Ps for Strategy (it is intended as a plan, ploy, a pattern, a position, and a
perspective). They are:
1. Strategy as a Plan: It is intended as a course of action to guide to deal in some
situations. There are two essential characteristics: they are created before the
specific decisions, and their development is conscious and purposeful (Mintzberg,
Lampel, Quinn and Ghosal, 2003, p.4).
2. Strategy as a Ploy: The Strategy is considered as a plan. And it intends to outwit a
competitor (Mintzberg, Lampel, Quinn and Ghosal, 2003, p.4).
3. Strategy as a Pattern: It is a pattern in a stream of actions (Mintzberg, Lampel,
Quinn and Ghosal, 2003, p.4).
4. Strategy as a Position: It is the position that the organization assumes in the
environment. It permits how the organization will be allocated in the external
environment (Mintzberg, Lampel, Quinn and Ghosal, 2003, p.4).
5. Strategy as a Perspective: It means the organization´s personality. It is how the
organization perceives the world (Mintzberg, Lampel, Quinn, and Ghosal, 2003, p.4).
Mintzberg defines strategy as realized and intended. It is possible to distinguish
between a Deliberate Strategy (where the existing intentions were previously
realized) and the Emergent Strategy (where patterns were developed without a
specific purpose, converging to some sort of consistency).
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These types of strategies and their relation can be explained below:

Figure 1 Deliberate and Emergent Strategies (Mintzberg, Lampel, Quinn and Ghosal,
2003, p.5).

In other words, Strategies for Mintzberg need to be formulated, and the effective
Strategy associates these two concepts “to reflect the ability to predict as well as the
need to react to unexpected events” (Mintzberg, Ahlstrand and Lampel, 2009, p. 1213).
According to Kamensky, the strategy is necessary for one principal reason competition. It´s required for the organization to exist and survive in the
environment. Strategies are essential for Organizations to distinguish themselves
from competitors to achieving some advantage (Kamensky, 2008, p. 16).
Again, there are several definitions of strategies, according to the literature. So much
so that this topic has become the object of study by several authors. Through the
theories presented, it is understood that there is no one unique way to defines the
strategy. The strategy is something particular to each organization, and it depends on
what the organization intends to achieve. That is why leaders have an essential role
in defining the organization's purpose. When there is a clear definition of its purpose,
it will organize its resources and decisions to achieve objectives and missions.
However, having only defined objectives, resources, and decision-making is not
enough to support an organization's strategy. As Porter mentioned, it is necessary to
create Trade-offs to limit what to meet and avoid imitations. Otherwise, establishing
"Fit" makes the organization improve its operational efficiency, increasing
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competitive advantage. It is the competitive advantage perceived by the
organization's customers and makes the customer choose one company or another.
The next chapter will discuss how to develop a strategy for the organization.

2.4.1 Developing Strategic Management.
There is not only one unique form that defines Strategies for Organizations. As
shown in the last chapter, there are different understandings about Strategies. In this
chapter will be possible to know how to develop the strategy.
Initially, the organization needs to comprehend that developing a strategy is a
process. It is composed of some steps. In the past, the Strategy development was
understood as a “Strategic Plan” it is “a disciplined effort to produce fundamental
decisions and actions that shape and guide what an organization is, what it does and
why it does it” (Bryson, 1995, p. 4-5). However, the common term “Strategic
Management” is the process of establishing strategic change. It is the process of
making and implementing strategic decisions. And the strategic decisions “determine
the directions of an enterprise and its ultimate viability in light of the (…) changes
that may occur in its environment” (Quinn, 1980, p. 4).
According to Courtney, Strategic Management is a “process of innovation, strategic
analysis, formulation, implementation, and learning emphasizes the continuous
nature of the process and makes it much more likely that any strategies which are
decided on will be implemented” (Courtney, 2013, p. 37).
Strategic Management is understood as a processes model that manages the
Organization Strategy by arranging, communicating, motivating, and evaluating the
results to achieve its objectives (David, 2005, p. 5).
To develop Strategy Management, it begins on the Top Management groups. To exist
strategy, it is necessary to realize daily actions in the organization - "Success comes
from having strategy become everyone’s everyday job” (Kaplan and Norton, 2001,
p.3).
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About it, Strategic Management does not create plans for the next years; it creates a
mutual vision of the business and the environment in which the organization is,
creating a direction and developing its performance. Three phases compose strategic
management: "Formulation, Strategy Implementation, and Strategy Evolution"
(David, 2005, p. 5).
To begin the Strategic Management, it is necessary for the Top Management in the
organization to accept its challenge, supporting their managers who have been
trained for tasks and responsibilities. The managers need to manage to develop an
overview of the Organization's whole parts (Johnson and Scholes, 2002, p. 15).
The reason to train and engage managers about Strategic Management is that
strategies have to be made public. The organization needs to know how to act, and
the managers are the interest groups where it is expected of them what goals will be
achieved. If the strategy is treated as a secret in the organization, the managers and
employees can't know the main directions (Määttä, 2009, p.29).
It is possible to understand that to make the Strategy development in an
Organization. One must use Strategic Management; it is nothing more than a process
to make the strategy into action. For Strategic Management to be carried out in an
organization, senior management or top management must understand its
importance to develop and engage managers and their teams. In this way, the teams
will be able to understand which organizational objectives should be achieved.

2.5 Theoretical Framework.
As mentioned before, the Strategic Management is understood as a process
composed of some steps to develop the strategy.
Again, the Strategic Management phases are "Formulation, Strategy Implementation,
and Strategy Evolution" (David, 2005, p. 5).
These phases are understood as a cycle, composed of three parts, and they are:
1 - Formulation: This phase begins with strategy development. It includes a vision
and mission creation. After it is defined, the organization´s external opportunities
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and threats, determining internal strengths and weaknesses, creating the long-term
objectives, generating alternatives, or strategies that will be explained to be reached
by the organization. At this stage, the organization decides on what and where to
invest its resources. At this stage, it is suggested that members be involved in
developing the Strategy (Kabeyi, 2019, p. 28-29).
According to Courtney, the members involved in this phase are All Staff, Funders,
Customers, Clients, Users, and Supporters (Courtney, 2013, p. 191).
Due to the number of people involved, strategy planners must have adequate
understanding to guide their teams on the work that must be done concerning
strategy development (Kabeyi, 2019, p.29).
It is a crucial stage in the development of the strategy. Because internal and external
errors are identified and proposed solutions. The strategy is considered adequate
until the moment of its implementation. For this reason, the "Strategy Formulation"
and "Strategy Implementation" phases must be closely related to avoiding a bad
strategic plan (Kabeyi, 2019, p.29).
2 - Strategy Implementation: As determined in the last stage, the organization will
put the strategy into practice in this phase. Resources, projects, and activities will be
defined in a coherent way to implement the organization's strategy. According to
Arvand and Ahmad, more than 66% of corporate strategies are not implemented
(Kabeyi, 2019, p.29).
3 - Strategy Evolution: This step is essential to guide the Organization on Strategy
Implementation. And it will determine the success of the first stage - Strategy
Formulation. This phase allows the organization to reassess its strategic positioning
in case the results are not being met. The criteria for assessing the strategy's success
is based on Consistency (Is the Organization's objective consistent?), Consonance (is
the strategy adaptable to changes?) And Competitive Advantage (the strategy can
generate donor preferences to choose its organization instead of some other?)
(Kabeyi, 2019, p.29).
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This cycle is recognized as a process consisting in according to the following steps
and the respective phases:

Figure 2 Adaptation of the five phases of the process strategy (ENAP, 2014, p. 5).
1- Collecting and analyzing strategic information - The organizational mission and its
values will be elaborated. In this phase, the organization's internal and external
environments will also be explored to consolidate a strategic diagnosis. At this stage,
it is suggested that members from different levels be involved in developing the
Strategy (ENAP, 2014, p.6).
2 - Defining Strategy - It can be defined as the most challenging phase. Because
people with skills, business knowledge, and determination are required to shape the
organization's vision, the organization wants to become in the future. The idea must
include concrete objectives to be understood and achieved by employees in the
coming years. The organization's mission will also be defined at this stage. Both a
well-defined vision and mission are essential for formulating and evaluating the
Strategy (David, 2005, p. 66).
3- Planning of Strategic Projects - The Organization needs to define what activities
and projects will be conducted, putting them in order of importance and relevance
according to its strategic development (Määttä, 2009, p. 19).
4 - Implementing Strategy - The Strategy's implementation is the materialization of
the previous steps' efforts. At this stage, more resources and efforts from the teams
are needed. Strategy implementation takes place according to daily practice.
Managers have an essential role in their teams at this stage (ENAP, 2014, p.12-16).
5 - The Follow-up, Evaluation, and strategy´s updating - This phase consists of
monitoring actions realized in step 4. However, some questions need to answer to
evaluate the organization´s strategy - How is the performance of projects about the
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Organization's Strategy? Is it Strategy driving decision-making? Is strategy working?
Does it improve the organization's chances in the market? (ENAP, 2014, p.17-22).
To develop a successful Strategy, it is necessary to evaluate the functionality of its
implementation continually. Another point of success for developing the strategy is
to react quickly and better amid changes (ENAP, 2014, p.23-25).
Some benefits of the Strategy development are: try to predict the future, preparing
the organization to be proactive and reactive, according to the circumstances
becoming the Non-profit Organization more adaptative and proactive; It facilitates
operational consistency; It´s possible to determine and adjust the Organizational
goals been realistic as possible, and It increases the Organization value for the
consumer (Kabeyi, 2019, p. 30-31).
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3. Methodology
3.1 Research Approach
This research approach has a qualitative orientation. According to Denzin and
Lincoln, qualitative research is:
“multimethod in focus, involving an interpretative, naturalistic
approach to its subject matter. This means that qualitative
researchers study things in their natural settings, attempting to
make sense of, or interpret, phenomena in terms of the meanings
people bring to them. Qualitative research involves the studied use
and collection of a variety of empirical materials – case study,
personal experience, introspective, life story, interview,
observational, historical, interactional, and visual texts – that
describe routine and problematic moments and meanings in
individuals’ lives” (Denzin and Lincoln, 2005, p. 2).

Qualitative research, according to Flick, works as an umbrella for a series of
approaches. Currently, it is one of the most accomplished research methods in
academic works. Other methodologies are considered: Quantitative (where
knowledge about the causes of a phenomenon will be produced. Where the
researcher will control variable information that can be used by other researchers).
Or the combined form between Qualitative and Quantitative methodologies, which is
a combination of metrics and exploration of the subject through interviews or
research (Flick, 2007, p. 2-4).
The focus of qualitative research provides an understanding of people´s behaviors; it
is, the interviewees' perception will produce data based on one human experience or
human beliefs to generate some comprehension about some topic. Compared to
quantitative research, qualitative research is less controlled and more interpretative
(McCombes, 2020).
The limitations of qualitative research are related to the researcher´s skills. It
includes his/her personality because it can influence the quality of the materials
produced. Other limitations are the researcher to influence the interviewees'
answers and maintain the anonymity of interviewees (Aspers and Corte, 2019, p. 9).
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For this work, the research that best understands the study is qualitative, as the
understanding and experiences regarding the strategic management developed by
the Non-profit Organization are evaluated. The method is used to interpret the
information and generate an understanding of the topic.

3.2 Research Context
Non-profit Organizations have an essential contribution to the community. They are
unique to transform individuals into a society (Drucker, 1995, p. 3). And they are
oriented to act for the social community, prioritizing developing human value
(Prando and Filho, 2006, p. 19).
The researcher chose this subject because she believes that Non-profit Organizations
contribute to individuals' transformation and improvement in the community.
For this study, the researcher chose one of the oldest Non-profit Organizations in
Brazil – Casas Andé Luiz. Present since 1949, (more than 71 years) providing services
to communities. The organization's focus is on assisting more than 2.000 people with
disabilities. These disabilities can be physical, mental or both. The degree of
deficiencies can be mild, medium or profound.
The organization is divided into four business units to maintain direct care structure:
- Long Term Care Unit (LTCU) and Ambulatory Unit: The organization has two
business units to serve people with disabilities. More than 600 people with
disabilities reside in this Unit in the Long Stay Care Unit, receiving personalized and
specialized treatment.
Similarly, the Ambulatory Unit serves more than 1.200 people with disabilities in the
communities. Both Units have a team of health professionals, psychologists, doctors,
physiotherapists, nutritionists, speech therapists, nurses, nursing technicians,
nutritionists and others make up the organization's team. In addition to people with
disabilities receiving the necessary treatment, the organization supports the Assisted
families (Casas André Luiz, 2020).
- Bazaars with physical structure: This Unit is composed of 10 physical bazaar stores
(second-hand stores) between Sao Paulo and Guarulhos cities. These units receive

32
various materials, such as clothing, shoes, furniture, televisions, and cell phones,
among other items. All of these donated materials are sold through the Mercatudo
bazaars and generate income to pay for attending the Units - ULP and Ambulatory
costs. It is worth mentioning that this Unit (Bazaars) is located in the Second Sector
(Casas André Luiz, 2020).
- Telemarketing: Like Bazaars, it is also located in the Second Sector. The
Telemarketing cell acts actively (contacting potential donors - carrying out campaigns
to supply any need, especially milk or blankets--and the solicitation of donations in
cash) and receptive form (receiving donations from society such as furniture, clothes
and among others items) (Casas André Luiz, 2020).

The strategy emerges to the Non-profit Organizations from the economic field.
Researchers affirm that these organizations are having been trying to adopt Strategy.
However, they have challenges in developing strategies (Matos, Souza, Souza, Souza,
2016, p. 124-127).
Almost a decade ago, this organization started to develop its strategic management
through volunteers, who act as counselors/board members. There are more than 50
voluntary board members. Some of them agree with the changes and improvements;
others understand that change is unnecessary – they believe in having the power and
influence needed to lead the organization and all staffs.
This way of leading the organization seemed to have a more dictatorial than
managerial profile (this will be better explained in the next chapters). Volunteers also
represent the direction, presidential and counselor positions. Through elections in
the consulting board´s organization, these volunteers occupy the functions
mentioned above.
The positions as management, coordination, supervision, and other employees, all
have formal employment records, as determined by Brazilian labor law. More than
1.780 people are working as regular employees for the organization and more than
1,000 volunteers join the organization to help daily in tasks with the people with
disabilities.
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According to Casas André Luiz, strategic management development was introduced
to generate more people's quality of life for all Assisted. Strategic management has
gone through several phases and changes according to the years. This method has
been developed and adapted for the Casas André Luiz until the present moment.
Challenges have been solved based on this method; however, it has a long way to
improve its performance and increase consistency.
Another point of this work seeks to contribute to the practical analysis of strategic
management development in Non-profit Organizations, based on Casas André Luiz's
experience.
It creates the opportunity to show through the leader's vision (managers, directors,
presidency, and counselors), a comprehension of the challenges, the possible
solutions, and strategic management benefits for the Non-profit Organizations´ field.
There are limited studies on the effectiveness of strategic management practices for
Non-profit Organizations. This work can guide these organizations that want to begin
developing strategic planning or solving some of their difficulties.
The participants involved in the data collection process (interviewees) are directly
involved in this Brazilian organization Casas André Luiz. In the next chapter, the
information will be more detailed.

3.3 Data Collection
Data is a collection of information or writing description. This information collection
is done to find answers to the research question by the researcher. Through this
aspect, the information collection process begins. The researcher must be cautious
to avoid distortions to provide reliable information and answers (Showkat, 2017, p.
1).
There are two types of data.
Primary Data is the information used by researchers for specific purposes in the
studies being developed. In this stage, the researchers collect data through some
methods, whether they are interviews, surveys, or direct observations. The
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respondents' responses in this phase are called primary data, which provide the
researcher with specific information, according to the interviewee's experiences or
understandings (Institute for Work and Health, 2015).
The Second Data are data collected and compiled by some other researchers and are
available to the public. Usually, these data have advantages and disadvantages. The
advantage is to help the researcher to save time looking for some information. The
disadvantage to the use of second data is access. It can be difficult for the researcher,
and the other aspect is collecting this data, which may not answer the research
questions. A facilitator for the researcher on using the second data is to access
official websites such as government organizations or international entities
(Showkat, 2017, p. 1-2).
The people interviewed are professionals who work or have already worked at Casas
André Luiz, at different leadership levels, being management, directors, presidency,
and counselors members. A total of 8 people were invited; about this number, 4
people, participated in the interview. Together the four participants have more than
50 years of experience. The interviews took place between the 5th to 14 November,
more than 4 hours interviewing them, and more than 42 pages were transcribed. To
contribute better to this work, the interviewees maintained the confidentiality of
personal information such as Name, Position, and Organization. This point was
previously described in item 3.1 as a limiting factor in this work. It is a way for the
interviewees to collaborate better on the work being developed, without constraints.
The interviews were conducted in Portuguese (It is the common language in Brazil).
The information collected in the interviews was placed in excel according to the
theoretical framework (described in topic 2.5).
To understand the challenges of developing strategic management in the Casas
André Luiz, the author conducted personal interviews through the virtual meeting
platform "Zoom". The interview questions can be found in Appendix 1. To facilitate
the interviewees' understanding, a brief explanation of this work's context was
prepared for the interviewees' comprehension.
The interviews were conducted in Portuguese. The information collected in the
interviews were transcribed and translated into English. After it, the challenges and
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solutions were placed in an excel table (Table 1 - available in the Appendix of this
document).

3.4 Data Analysis
The data analysis is considered a process. According to Creswell, it is composed of
these steps (Creswell, 2007, p. 150-151):

Figure 3 Data analysis process, according to Creswell (Creswell, 2007, p. 150-151).

According to Joel Ashirwadam, Data Analysis is a method that seeks to put facts and
figures to solve a problem identified by the researcher. For this, the researcher must
find the answers to his/her research question. The researcher will interpret the data
found and will make conclusions about the topic. The data analysis can be numerical
or qualitative; it is an analysis based on the interviewees' experiences (Ashirwadam,
2014, p. 1).
The author will use the qualitative analysis technique for the research about this
work that is being presented. The analysis focuses on the strategic management´s
theory (item 2.5 of this document).
The qualitative resource method used to conduct the interviews was participant bias.
This method is used through the research process and information consulting.
Through this method, the researcher identifies a problem or difficulty using the
information to find a solution. In this way, the researcher finds a way to reduce the
impact or problem initially identified. The information´s investigation is done through
interviews with groups or only with specific people, which influence the researcher
regarding the collection or data analysis (Qaddo, 2019, p .: 6-8).
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The participant bias method is used to interview professionals who work or worked
at Casas André Luiz. At different leadership levels, being of the management,
directors, presidency, and council members. A total of 8 people were invited; about
this number, 4 people, participated in the interview. The interviews took place
between the 5th to 14 November. To contribute better to this work, the interviewees
maintained the confidentiality of personal information such as Name, Position, and
Organization. This point was previously described in item 3.1 as a limiting factor in
this work.
The document on the work context and the questions were sent to the interviewees,
allowing them to think better about the theme and the questions, contributing more
consistently with the answers.
The question guide was based on Chapter 2, focusing on strategic management
development, based on the "Strategy Formulation, Strategy Implementation, and
Strategy Evolution" phases (section 2.5 of this document). Each interviewee
contributed according to their experiences and views. The main points were
identifying with the interviewees, which were the most challenging phases in
strategic management development, solutions, benefits, and lessons learned.

3.5 Verification of the Results
3.5.1 Validity
According to Leung, validity is described as:
“appropriateness of the tools, processes, and data. Whether the
research question is valid for the desired outcome, the choice of
methodology is appropriate for answering the research question,
the design is valid for the methodology, the sampling and data
analysis is appropriate, and finally, the results and conclusions are
valid for the sample and context.”(Leung, 2015).

This document aims to demonstrate, through Casas André Luiz's practical example,
the challenges, solutions, and benefits regarding the development of strategic
management. This example supports non-profit organizations that want to develop
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strategic management in their organizations or have some difficulty implementing it.
In this way, these organizations can raise and expand the quality of services provided
to the community, contributing to the millennium's objectives and the Unit Nations
program.
This research contributes to researchers who wish to understand how developing
strategic management, according to Casas André Luiz´s practice. The results of this
research are intended to contribute in a relevant way, emphasizing validity and
reliability.
The authors Eriksson and Kovalainen understand that Reliability defines the
consistency of research. It is, some other researcher step by step can repeat the
analysis. Through qualitative research, validity creates the capacity to describe a
phenomenon or a fact correctly (Eriksson and Kovalainen, 2008, p. 292).
Again, research has a clear objective in understanding the challenges and possible
failures regarding the development of Strategic Management in Non-profit
Organizations. Some interviewees were invited from some Non-profit Organizations
at different leadership levels, contributing to their own opinions and experiences
about the theme. They are from different leadership levels, including management,
directors, presidency, and board members. This document's methodology technique
was the most adequate to capture the information, generating the result after the
data analysis.

3.5.2 Reliability
According to Gibbs, the Qualitative Reliability is a researcher's persistent approach to
other researchers' work and projects (Gibbs 2007).
To have confidence in the information collected, the researcher used official
websites works by classic authors and conducted interviews with people who directly
experienced the formulation and implementation of strategic management in Nonprofit Organizations in Brazil. The author carefully transcribed the data.
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3.5.3 Objectivity
Some authors approach the practice of strategic management for Non-profit
Organizations. The study addresses the challenges for Non-profit Organizations
regarding the development of strategic management and proposes solutions. This
study may be carried out by other researchers and vary according to the
organization, its location, and its culture. The techniques applied in this document
have the appropriate research method, where the information was extracted from
safe sources.
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4 Research Results
The results will be shown in this chapter. For a better reader´s comprehension, the
questions will be presented, and then they will be answered according to the
interviewees. The interviewees are identified by interviewee 1, interviewee 2,
interviewee 3 and interviewee 4.

4.1 What are the challenges, according to the Strategic Management
phases?
4.1.1 Challenges in the Formulation Strategy Phase.
According to Beghetto, the challenge is not a negative term; it "means an invitation
or a call to action. Challenges vary in scope and complexity" (Beghetto, 2018).
The challenges mentioned, according to the interviewees, will be detailed in this
chapter. However, in Appendix 2 - Table 1 there is a summary of these challenges
and the solutions.
According to the interviewees' opinion, this stage is the most challenging phase,
according to the theoretical framework.
Currently, the organization´s council is made up of more than 50 volunteer people.
There are volunteers in the council who are from when the organization was
founded. They have a culture of ordering people to carry out activities. They have the
feeling to have total power and influence to shape the organization according to
their principles and not in a managerial way, that is, understanding what is best for
the non-profit organization. It explains the management model, applied through
strategic management development, ends up being seen as a threat to some of the
board members. For interviewee 3, there is a high cost, both financial and emotional,
to develop strategic management in the Casas André Luiz, due to the influence or
interference of certain council members. Otherwise, interviewee 1 affirms that there
are council members who disagree with the strategic management development
understand this method is a bureaucracy. Perhaps they have this understanding for
fear of losing their power and influence within the organization.
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According to interviewee 1, the first attempts to begin the strategic management
development process started in 2002. There were several difficulties, one of which
was the absence of some councilors due to the schedule. Several meetings were held
for one year until the first model of strategic management was ready. At this time,
board members, directors and some people at the managerial level were involved.
For interviewee 2, there was a definition of who would participate in this phase.
Leaving the other managers and business units out of this stage. And this situation
impacted negatively for this phase. “I realized that strategic management
development is important, but it did not happen consistently in the Organization –
How is it possible to draw a good strategy if the organization was not considering the
other leaders' views? ” (Interviewee, 2, 2020).
In interviewee 4´s view, the organization's strategic management focused only on the
LTCU and Ambulatory Units to develop Casas André Luiz´s strategic management.
The Bazaar and Telemarketing units, for some reason, were not involved.
Interviewee 4 adds that it was difficult for these business units to realize or associate
that their work is essential to support all the Assisted people in the organization.
Interviewee 3 still adds that the organization's mission and vision focused on serving
the communities and the other business units. It caused leaders and managers to
distance themselves from the organization's strategies. Another factor is the
organization's culture; as previously said, some counselors' orders and orders must
be carried out. For that reason, there was no interference in the bazaar and
telemarketing units. It created a blockage in the entire management.
Interviewee 3 addresses the difficulty of changes at the level of council members. For
more than 60 years, the organization has been working to support the community.
Interviewee 3, argues, “There are still members or founders on the council level who
understand that they are the Organization´s owners. When a Non-profit Organization
does not have owners” (Interviewee 3, 2020).
Interviewee 2 understands that there are possible risks that strategic management
may be discontinued in the Casas André Luiz and would compromise all the work
that has been developed if a new presidency will be elected in the future.
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According to interviewee 1, the Non-profit Organization must have some director
representing and leading the transformation. During the organization's strategic
management development, focus on LTCU and Ambulatory units, some managers
tried to do more professional work with their teams. However, the same disinterest
or lack of understanding that appeared on the organization's council members was
represented in other managers. It was challenging to generate improvements—
someone from the top management needed to raise the organization's
professionalism level. The interviewee 1 completes “a person at the direction level
would be the most suitable for this task, as he/she possesses the necessary power
and influence to match the teams and change the Casas André Luiz´s council's
perception” (Interviewee 1, 2020).
Another point described by interviewee 4, and probably one of the main challenges,
was creating strategic management for the Bazaar and Telemarketing Units, starting
from a Non-profit Organization
“How would these Units understand their importance for the LTCU
and Ambulatory Units? How to create business strategies for
Bazaars and Telemarketing from a voluntary council of a Non-profit
Organization? And how to change the view of some board
members? It was necessary to work hard to change” (Interviewee
4, 2020).
These challenges were perhaps the main ones to begin transforming the strategic
management of Casas André Luiz. In the next chapter, the challenges of the
implementation phase of strategic management will be presented.

4.1.2 Challenges in the Strategy Implementation Phase.
The Casas André Luiz´s Strategic Management development had been going on for
some time. However, difficulties were also present at this stage.
According to interviewee 1, there were some challenges for strategy
implementation. Some council members and directors who supported strategic
management guided their managers, and other leaders tried to accomplish it. On the
other hand, directors and managers who disagreed with the method drove their
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subordinate leaders to follow the innovation. There were times when friction
between some of the leaders was inevitable. Interviewee 1 describes,
"It was clear to perceive those who wanted to work professionally
and those who persisted in working as amateurs (...), there are still
leaders who believe that strategic management is for multinational
companies. This methodology is possible to apply for our personal
life" (Interviewee 1, 2020).

Cases reported by interviewee 2 also happened, "strategic management was
something that did not yet exist in the organization for me, because my direct leader
did not pass on any information about it. I also cannot say or affirm if something was
passed on to him/her" (Interviewee 2, 2020).
Another challenge mentioned by interviewee 2 is the communication of strategies to
the organization's other employees. “Some employees have more understanding
than others. All they have to understand where the organization wants to go”
(Interviewee 2, 2020). It is suggested by interviewee 2 the communication of the
strategy in a personalized way for these employees.
According to interviewee 1, the Non-profit Organization must have some Director
representing and leading the strategic management development improvements. It
was challenging to generate improvements—someone from the top management
needed to raise the organization's professionalism level. This point will be discussed
in the next chapters.
In the next chapter, the evolution phase challenges will be present.

4.1.3 Challenges in the Strategy Evolution Phase.
For interviewee 1, when there are good results, strategic management gains more
strength at the council level. However, when the results are inadequate or when the
performance is not satisfactory, the councilors who are not supporters reinforce that
strategic management is for large companies and not for a Non-profit Organization
like Casas André Luiz. And through this, they try to justify that the order-based model
should be resumed so that "good results start to appear."
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Interviewees 3 and 4 argue that donors are increasingly interested in knowing Casas
André Luiz's services to people with disabilities in the communities. When
information is lacking or when the information is not clear, they realize that this
opens up opportunities for these donors to look for other organizations.
According to interviewee 1, this situation is similar for volunteers who donate their
time, work and availability to help in activities with the Assisted. And they are often
not clear about what needs to be done, generating less interest in helping the
Assisted Persons at Casas André Luiz. Interviewee 1 says: "Certainly volunteers will
look for other organizations to help with their services" (Interviewee 1).
Interviewee 1 affirms another challenge is related to the employees. The employees
led by managers who agree with strategic management know information and work
clearly and objectively. While employees who are led by managers who disagree with
the method, this does not happen. In other cases, there are numerous reworks by
these teams. And when there is an opportunity to change the speech from
employees and their leaders, it is the same, "it has always been like that; there is no
need to change" (Interviewee 1).
These were the challenges identified by the interviewees. In the next chapter, the
question of solutions will be answered.

4.2 What are the Solutions?
According to the last chapter, this chapter aims to describe a solution adopted by the
organization; this chapter will explain the best solutions according to Casas André
Luiz´s challenges. It does not mean that the solutions found or suggested, according
to the interviewees, will solve all the organization's difficulties forever and will be
maintained for the long term. After all, challenges happen all the time, and solutions
are created to mitigate or eliminate the potential organizational impacts.
Many of the interviewees suggested solutions, according to their vision or
understanding.
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Before beginning to describe this chapter, the author points out that the information
presented is a consensus of the Casas André Luiz Non-profit organization´s Direction,
as a way to support and encourage other Non-profit Organizations to overcome their
challenges and implement or develop strategic management, as a good practice for
their operations. Furthermore, the organization´s Direction understands that they
are contributing to the business research field of Non-profit Organizations.
According to interviewee 4, the milestone for the change in strategic management
at the organization began in 2015, when the new president was elected. In that
period, the president understood the importance of developing its organizational
knowledge due to the Brazilian political and economic crises.
There were scandals about financial corruption and lack of tax payments linked to
the current Brazilian presidency at the time. Many investors began to stop investing
in Brazil until in 2016, the current president was impeached and the vice president
assumed her position. With this crisis, the "second sector" was affected, people were
losing their jobs and companies were closing. This situation directly affected the Nonprofit Organization, as people with fewer jobs and companies closing were a
challenge (Gala, 2018). It can explain why many non-profit organizations stopped
their services to Brazil's communities from 2010 to 2016.
At the Casas André Luiz, the actual president in that period, invited interviewee 4, to
help the organization. He/She mentioned that these were challenging moments. It
was essential to begin some innovation to manage better the organization. However,
some people's support was necessary for the new strategic management work that
could be carried out.
Based on interviewee 1, it was the period when the Non-profit Organization began
the transformation process, living the amateurism to assume the professional
position.
According to interviewee 4, the president in that period obtained the support of
some of the counselor's members, so it was possible to begin the Non-profit
Organization transformation. Through this president's movement made the doors
minimally opened so that changes could be initiated. He/She basically describes the
Casas André Luiz's hierarchical structure as 50 council members, one president,
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seven directors and four managers, one per business unit. Below is a drawing of the
organization chart of the organization, according to interviewee 4:

Figure 4 An illustration of the hierarchy of the Non-profit Organization (Interviewee
4, 2020).

It is reported by interviewee 4 that in 2015, the "structural plan" for the organization
was created. The focus was more on LTCU and Ambulatory Units, due to both units
starting strategic management. One specific department was designed to identify
difficulties in the areas and suggest improvement solutions to collaborate with the
organization's performances, focusing on improving Assisted people's quality of life.
It was a way to deepen the organization´s transformation. However, the department
showed results, but there were resistance factors in the organization departments'
leaders, which prevented better organization results. It was necessary to rethink how
to develop other solutions.
The interviewee 4, told that only in 2018 the first Organization's strategic
management was created, covering all Casas André Luiz´s business units.
According to interviewee 4, the Bazaar Units (commercial/retail focus) and
Telemarketing (retail product), while the LTCU and Ambulatory would remain serving
the communities' needs. He/She considered it would have different strategic
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management, contemplating the market practices and the Non-profit Organization
values.
According to the Units' focus, the condiction was thought to create unique strategic
management; however, the execution needed to follow the method and work
individually.
The way to conduct strategic management development by interviewee 4, was:
"We needed to respect the operation of each organization´s unit,
according to their respective characteristics. The problem was
chronic. The units were not recognized, one from another. As a
solution, five strategic management plans were created. The first
one works like an umbrella, guiding the strategic management for
all Units. And the second strategic management was created for
each Business Unit, guiding their operational services" (Interviewee
4, 2020).

Based on information from interviewee 4, all managers were invited to participate in
a meeting. They worked together to create the organization´s strategic
management. That previously was done only by unit managers of the organization
and did not involve all the staff.
To develop the Strategic Management in the Organization, two methodologies were
applied, Swot (Strength, Weakness, Opportunity, and Threat) Analysis and BSC
(Balanced Scored Card) – both are known in the market.
The BSC (Balanced Score Card) techniques were used to create the First Stage, with a
team composed of managers from the Business units. Subsequently, a Swot Analysis
was carried out for each Business Unit – called Second Stage (four different Swot
analyses per unit). Each demand was identified, relating to the BSC method. The
demands that were common to the four Units, were placed within the First Stage of
strategic management, creating a common objective for all units.
The Second Stage was created as a continuous First Stage Process. However, related
to the particular unit Business. As mentioned before, four Swot analyzes were made
(one for each Unit). The common objectives were identified. The idea was to
maintain the Swot analysis of each business unit and transform them into the
Strategic Management´s Second Stage. Each organization´s Business Unit has its own
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strategic management, linked to the First Stage through this form. To maintain its
structure, a BSC Committee was created in the First Stage of the Organization's
strategic management, composed of one representative for each sector, being
Finances (Financial Sector), Marketing (Customers), Business Area (representing
Learning and growth) and Human Resources (people).
According to interviewee 4, the idea was to create a BSC committee for each
Organization´s Business Unit. BSC's techniques coherently translate the company's
mission and vision for all the organization to realize in the usable form. When using
the BSC, a communication structure is created or improved between the
organization's strategies and the team´s performance, facilitating understanding of
the objectives to be achieved.
The BSC committees aim to attend the organization's strategic management, through
the four aspects. The responsibility for performing activities is part of the unit´s
manager's execution and not the BSC committee. The BSC in the Units has the
objective of guiding the manager regarding the unit's performance, focusing on the
Second Stage and First Stage aspects of the Organization. An example set by
interviewee 4 is that the Bazaars manager relies on the Bazaar Unit's BSC Committee
to continue the Bazaars´s activities.

Below is an illustration of Strategic Management in the Non-profit Organization:
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Figure 5 Illustrates the strategic management developed in the Casas André Luiz
(Interviewee 4, 2020).

Again, through the idea presented above, the interviewee 4 affirmed the Principal BSC Committee was created. The next step was to apply the Swot analysis for each
Organization's Business Units with the respective managers. The demands that were
common to the four Units became the main points of the organization's strategic
management - "First Stage - Strategic Management." Each Business Unit's particular
demands were transformed into the strategic management for each Unit, called "Second Stage - Strategic Management." The "Second Stage" is linked to the "First
Stage." A BSC committee was created in each business unit to maintain the structure,
aiming to support the Unit's responsible manager. It is the responsibility of each
manager to operationalize their respective Unit. The Principal - BSC Committee was
created and its role is to assess whether the Second Stage - Strategic Management is
taking place and, if not, to support those involved in the proposed adjustments.
According to interviewee 4, only someone in the director position could make these
changes. The Casas André Luiz´s director´s role is to make this operation feasible with
all the managers involved.
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Interviewee 4, states that the organization's strategic management is updated
periodically or when there is an emerging situation (as was the case with Covid-19 - it
will be explained later).
Below is an illustration of how stages 1 and 2 are updated:

2

1

1
3

1

1

Figure 6 Illustration of how strategic management is updated (Interviewee 4, 2020).

Follow the number explanations bellow:
1 – According to each unit´s managers and their respective BSC Committee, will
generate a Swot analysis. And the information will be shown to the director, and
then together, they will analyze if the aspects are common for all units or no.
2 – If aspects of the Swot analysis are common to all, the strategic management´s
First Stage will be updated, along with the main BSC committee.
3 - If not, the second stage of each unit will be updated.
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Thus, affirms interviewee 4, the Organization's professionalization process begins,
empowering the business units' leaders and representatives. The corporate model
was initiated and the intention is to create operational consistency for the non-profit
organization, reflecting better services for the communities.
The challenge ends up being culture, says interviewee 4 and comments
"The Organization has been working with communities for over 60
years. The solution found to develop strategic management was
idealized in 2015. In 2018, the practice of this model started. When
the new proposal is placed within the 20th-century administrative
culture. The barrier was the cultural change, where it was necessary
to empower leadership; it was given to the Business Unit´s
managers autonomy to work. And the Organization is beginning to
works collectively and no longer imperative. Associating for the
leadership, the Non-profit Organization´s role for the Assisted
people in the community. We are now professionalizing the
Organization. To begin the Organization's transformation, you have
to look at what happens outside, and we have to adapt to the
demands that come from outside " (Interviewee 4, 2020).

The interviewee 4 affirms as well
"In order to arrive at this model, in this solution, it was necessary
to understand each Casas André Luiz´s business units. If it new
model did not exist, the Organization would disappear with time"
(Interviewee 4, 2020).

Finally, the Non-profit Organization solution is the best one found so far, as several
hours of work by the teams were spent applying the tools to arrive at this possible
solution.
As previously discussed, the solutions to strategic management development
challenges in the non-profit organization were possible because some of the
Organization's Counselors and the president supported the Director. Through BSC
methodologies and Swot analysis, this Director managed to gather all the teams from
the Organization's Business Units. It is essential to overcome challenges, to
understand all the situation to propose solutions.
The solution presented by interviewee 4 is very "tied" to the Organization's strategic
management, creating innovation in the Strategy to update its management. He/She
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did lead the improvements according to the challenges presented in this document's
last topic.
According to interviewee 4, for strategic management to continue in the organization
independent from management (management is defined every 3 years, through an
election among top management members). An agreement was reached at the
council level for strategic management to continue at Casas André Luiz; it is a
commitment of the organization.
It is possible to state that the solution presented is based on "Adaptative Strategy" to
define Casas André Luiz strategies consistently. For this to happen, it is possible to
affirm the strategic management cycle begins in the "Implantation phase” and not in
the "Formulation," as the theory mentions. In this way, information and results are
generated and later presented to the council´s members to effectively begin Casas
André Luiz's professional transformation. The central issue is to change leaders'
thinking so that strategic management happens consistently within Non-profit
Organizations. And when a new strategic management cycle is completed, a new
cycle will begin, where everyone involved creates or increases their professional
maturity level (O'Donova, Kasper and Dubbs, 2018).
In the next chapter, the main benefits of the strategic management applied in the
Non-profit Organization will be presented.

4.3 What are the benefits of developing Strategic Management for the
Non-profit Organization?
The benefits are seen from different points of view. They are the Managers,
Directors, Counselors, Volunteers, Employees, People Assisted by the Casas André
Luiz, and Donors.
1 - Managers, Directors, and Counselors: According to interviewee 3, the
Organization's Counselors can better assess the areas' performance. Currently,
managers and employees participate in strategic management development, giving
greater strength to the Organization.
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Interviewee 4 adds that 2020 has been a challenge for several companies and
organizations due to Covid-19. Interviewee 4 reports that after implementing
strategic management, all "BSC Committees" were transformed into "Covid-19
Committee" to create strategies quickly and effectively, responding to a high risk for
the Organization. Interviewee 4 adds that the Non-profit Organization is overcoming
this challenge through strategic management and gaining more strength in the
Organization's Council. Currently, the Council sees positively the benefits of strategic
management and conflicts have decreased.
According to interviewee 2, strategic management's benefits were quickly realized
through his/her leadership that needed to update himself/herself. It was the first
point that happened automatically after the development of the method. Another
benefit point highlighted by interviewee 2 is the fast adaptation of norms or policies
regarding the Organization's Assistance of People. Previously, his/her leadership
spent time and interest in wanting to adopt or not.
Interviewee 4 states that another benefit of strategic management was corporate
communication, but communication in the operational sector needs to improve.

2 - Volunteers: For interviewee 1, the volunteers' benefits were the clarity of the
activities that they perform in the organization. And the Volunteers have a better
understanding of the Casas André Luiz´s purpose. It increases the number of
volunteers and their motivations to work at the organization. According to
interviewee 2, volunteers better understand their donation (donation of time and
dedication) for people with disabilities.

3 – Employees: According to interviewee 1, employees have gained more focus and
understanding of their activities. Besides, the change allows managers to reevaluate
their teams' activities, adding even more value to their activities performed by the
staffs. And the phrase that was usually heard in the organization "has always been
like this" has decreased among employees.
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3 – Assisted People: Interviewee 1, affirms that strategic management actions, was
perceived by the Assisted. They understand that there were improvements in
services. They perceived the benefits (some strategic management activities are
accessible to the swimming pool and external visits - but both are suspended
because of the Pandemic). Assisted people can express their views and opinions
through satisfaction surveys. Information from satisfaction surveys is shared with
senior management for use in strategic management. Interviewee 2, argues that in
the situation of the Pandemic, online activities were created so that the Assistants
could be entertained.
4 - Donors: For interviewee 4, the Casas André Luiz's brand became more robust in
the market after developing strategic management, attracting more attention from
donors, both individuals and companies. Interviewee 1 adds that individuals donate
to the Organization because they feel touched by the social project. At the same
time, companies want to know the destination of their donation. With strategic
management, it is easier to demonstrate to these types of donors the destination of
their investment. Otherwise, the organization works with partner companies'
campaigns, that is, the companies that help the organization have a space to
publicize their brand on the Non-profit Organization website. Another benefit
achieved by strategic management was the Brazilian government's financial support,
which recognized the importance of providing Non-profit Organization services to
the community.
The interviewee 3, affirms that there was an increased number of donations to the
Casas André Luiz. “There are donations that we are receiving from foreign countries.
Now they know about us” (Interviewee, 3). He / She believes that donors in the
Pandemic period have chosen to donate to Non-profit Organizations that work in a
professional and non-amateur way, as donors can realize the benefits provided to
communities. The organization is currently overcoming this difficult period positively.
And if it weren't for the strategic management started in 2015, the organization
would undoubtedly be going through a difficult time.
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4.4 What are the Lessons Learned about Strategic Management
Development?
In this topic, the lessons learned will be presented, according to the view of the
interviewees.
- Interviewee 1: Strategic management applies to any organization, be it Profit
Organization or a Non-profit Organization. The method creates security for the
organization to operate consistently, understanding its present moment, and
overcoming difficulties to work even better in the future. Interviewee 1, affirms that
the method can also be applied to personal life.
- Interviewee 2: Through strategic management, the Non-profit Organization
"returns to reality." There is a paternalistic view in Organizations where many leaders
do not seek improvement; they believe that donations will always happen and that
services to communities will ever be done. It is a mistake, society changes all the
time and the Organization needs to keep up with changes and strategic management
allows changes to happen coherently.
- Interviewee 3: Through strategic management, it is possible to realize that the
council and directors are beginning to "open their minds", leaving the old model to
lead Casas André Luiz. Discussions have subsided at the council level. To make a
decision, there is still resistance to changing or improving some aspect. There is no
unanimity in a decision, but there is a consensus. It shows the evidence through
numbers or facts to take action.
- Interviewee 4: The strategic management proposal indicates a consistent
transformation for the organization. It improves the engagement factor of people,
volunteers and the whole team. However, one of the negative points is the loss of
strategic professionals, which cause strategic management to slow down.
The interviewees understand that strategic management should be applied to any
organization, be it a profit organization or non-profit organization, especially for nonprofit organizations linked to social causes. The social aspects change all the time.
According to interviewee 4, in 2000, social networks were born. In 2007 the
smartphone emerged, changing the way people relate, and even with non-profit
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organizations, we had to improve our technology structure to keep up with changes.
People also increased their attention when making donations. They look for social
networks in non-profit organizations with a good reputation and serious work.
Donors want to be sure about their contribution´s destinations. The interviewee also
affirmed the non-profit organizations need to understand or begin understanding the
possible impacts of "Industry 4.0" for their organizations.
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5 Discussion
5.1 Answers to the research question
This work aims to contribute to the study of strategic management practices for nonprofit organizations, a topic still understood as a methodology aimed only at
companies or multinationals. When it is possible for non-profit organizations to
improve their management, they benefit communities even more. And helping
communities, it collaborates positively with the millennium goals´ performance. The
millennium goals will be best achieved when non-profit organizations perform better
in their strategic management.
Some people from the Casas André Luiz, the non-profit organization in Brazil, were
invited to answer the questionnaire about strategic management development, in
which the following items were responded to:

1 - What are the challenges according to the phases?
According to the interviewees, the most challenging phase for a non-profit
organization is the "Strategy Formulation" due to the council members' resistance.
The challenges identified were the lack of involvement of all managers and teams of
the organization in formulating the strategy, only a few business units had or were
involved in the organization´s strategic management, members of the council or
founders understand that they are the Casas André Luiz´s owners the non-profit,
when in fact there is no owner for the non-profit organization, managers who agreed
and others did not agree with innovative management, the lack of a director with
influences to develop strategic management, the lack of involvement of all managers
to develop strategic management, advisers for and against strategic management.
They prevented the organization's performance from flowing.
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2 - What are the solutions?
The solution started in 2015 when it was better structured in 2018 by the Casas
André Luiz´s director, through the new president and some council members, started
a new change. Strategic management was adapted to the organization's best
condition, considering the four business units (all managers of the units and teams
were considered). The solutions were to use strategic management, applying the
tools of BSC and SWOT in the organization. They are already well-used and wellknown practices in the market. However, these tools enabled an innovative start in
the organization regarding management and performance. From these tools, the
organization began to have more consistent results to change the council members'
understanding and offer a better quality of life for the people with disabilities.

3 - What are the benefits?
There are several benefits to developing strategic management.
The principal and recent example was the Covid-19 situation, which proved to
everyone the strategic management's effectiveness, overcoming this challenge. The
organization can respond more quickly to any demand or change, be it internal or
external. Assisted people have a better quality of life. More and more significant
donors realize the value of the organization for the assistance of people. Volunteers
are more explicit about the activities they carry out in the organization. Employees
better understand what they should do and what their values are in the organization.

4 - What are the lessons learned?
The method creates security and consistency in the activities of the organization. It
can also be applied in personal life. Non-profit organizations cease to be patronizing
and try to act impartially for the good of the organization and the community. The
method causes old thoughts to be updated. And the transformation happens
consistently for everyone involved.
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5.2 Practical /managerial implications
I understand that the results presented affirm that Casas André Luiz is making
innovations in the third sector and proves in a usable form that it is possible to apply
strategic management for the non-profit organizations.
However, this organization's implications are related to the volunteer director
leading the strategic management at Casas André Luiz. If it were not for the
volunteer director and his/her professional experiences and the support of this
transformation, the change would not be possible. However, in the future, the
quality of strategic management may be compromised. After all, the organization is
committed to maintaining strategic management. As a suggestion, a new person / a
new volunteer director should be prepared to avoid the risks of lowering Casas André
Luiz's performance level. The next point is related to the strategy´s communication
for all different employes´ levels in the Casas André Luiz. This point is still a
challenge. It is suggested that personalized communication, direct and
straightforward, is made for these employees will be the better alternative.
For other non-profit organizations, it is evident that this work addresses strategic
management practice in these organizations and is a viable method to be applied
even in personal life to increase or improve their performance. Unfortunately, these
organizations are still unknown by this method. If non-profit organizations were to
try to develop strategic management in their organizations, they would undoubtedly
be managed better to overcome 2020´s crises due to Covid-19, offering more
support to communities in this period.
About ECOSOC, it could stimulate or encourage Non-profit Organizations to develop
strategic management in their organizations to improve the organization´s
performance, and more people from the communities will benefit. Otherwise, it will
reflect even more positively and consistently in the millennium´s goals. The same
example for the non-profit organizations addresses perfectly for ECOSOC. If the
organizations in ECOSOC developed strategic management in their organizations, it
would be easier to overcome the crisis of 2020 on account of Covid-19. It is not yet
possible to say whether this situation has impacted the objectives of the millennium.
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5.3 Assessment of the results in the light of earlier literature
In this chapter, a reflection will be presented according to the key results reported in
this document. Through these results, comparisons will be made with the literature
review, specified in chapter 2.0. They are:

 A top management member, as a director, was appointed to lead the strategic
management development - In the literature review, there is no specification as to
whether the board should lead the development of strategic management in
organizations. In the case of companies, they may hire an external consultancy to
develop strategic management and a manager is responsible for taking care of the
plan's updates. In Casas André Luiz's case, the ideal was the leadership assumed by
the direction to develop strategic management. Indeed, in other non-profit
organizations, to develop strategic management, it is essential to have a Director to
lead and coordinate the organizations´ transformation.

 The Director appointed to conduct strategic management must lead the Strategy
development and have autonomy without Counselors' direct interference – This topic
will be answered in two parts. 1. According to the Interviewee 4, "In order to arrive
at this model, in this solution, it was necessary to understand each Business Unit of
the Non-profit Organization. If this new model did not exist, the Organization would
disappear with time "(Interviewee 4, 2020). It´s essential before to develop and lead
the strategic management, the Director understand the organization´s needs –
Drucker affirms it – “For someone who assumes the position as a leader in a Nonprofit Organization, it is fundamental to understand that the organization needs to
generate results” (Drucker, 1995, p. 85). To lead the organization is expected that
leaders understand the organization's business before making changes, as this way
they add more and better to the organization's results. 2. Another highlighted point
is "autonomy without counselor's direct interference”. This interference is explained,
“members of nonprofits are often ignorant about their appropriate role and are
intimidated by the talent and professional expertise of nonprofit employees
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"(Bhandari, 2010, p 5). For the director's work to happen, there must be no
interference from counselors or other leaders. The statement is certain, the directors
may interfere in the director's actions out of fear or ignorance.
 Currently, strategic management formulation involves managers and sometimes
team members - When comparing this solution according to one of the interviewees
to Kabeyi's statement - "At this stage, it is suggested that members from different
levels be involved in developing the Strategy (Kabeyi, 2019, p. 28-29)". When
everyone is involved in the strategic management process, a more consistent
strategy for the organization results.
 Agree with Board members to maintain the continuity of the strategic management
for future management - According to the solution presented for the organization's
continuity of strategic management. In the literature review (theoretical framework),
it was not found any point that addressed this position. However, Casas André Luiz's
direction took care to maintain the continuity of strategic management so that the
organization's future management can continue them. The agreement was firmed at
the Council level.
 The myth that strategic management is only for private companies still exists in the
NPO. That is why Organizations must prepare their leaders for the long term; thus,
employees begin to adapt, and those who cannot adapt naturally will leave the
Organization - The Strategy emerges to the Non-profit Organizations from the
economic field. Researchers affirm that these Organizations are having been trying to
adopt Strategy. However, they have challenges in developing Strategies (Matos,
Souza, Souza, Souza, 2016, p. 124-127). - The developing strategic management
challenges in these organizations are related to the fact that leaders are sometimes
ignorant about the subject and do not allow innovation. This thesis proves the
opposite; it is possible to develop strategic management and have benefits.
Therefore, there must be support from some members of the board or top
management to start the transformation. Strategic Management is not a myth for
the non-profit organizations.
 The ideal stage for the beginning of strategic management at Casas André Luiz, was
"implantation" and not "formulation" - According to the theoretical framework,
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strategic management starts at the formulation phase - "Formulation: This phase
begins with strategy development "(Kabeyi, 2019, p. 28-29). - With the difficulties
encountered on the board, the board ended up organizing strategic management
operations with the teams. When the results began to appear, they were presented
to everyone on the board. Based on the results, the formulation phase began. This
theory is applied to the organization, but the organization's performance and
objectives are not affected by this in a different order.

5.4 Limitations of the research
For the development of this work, I was careful to evaluate the information about
non-profit organizations from the literature, focusing on articles by well-known and
classic authors about these organizations. On the other side, I looked for active or
have already had some experience in these organizations. The 4 participating
interviewees, together, have more than 50 years of experience in the non-profit
organization. I also had the opportunity to work with them in the Brazilian
organization.
The objective was achieved in understanding the organization's challenges regarding
the development of strategic management. In this context, the organization's
direction was interested in sharing the solution for strategic management
development. Besides, they shared the results achieved by the organization.
There were interesting factors for this work. Initially, the idea was to interview
different managers in different locations (Brazil, USA and Finland) and compare
strategic management scenarios. The invitation was sent by e-mail, to some
organizations. Initially, they demonstrated curiosity and answered the e-mail.
However, I was not successful in scheduling interviews with these organizations.
The invitations sent to this organization's leaders were readily accepted and there
was a high interest from the interviewees wanting to participate. My conclusions are
- The leaders of other organizations have do not know about the author. Or the
strategy management practice is still a myth for these organizations.
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Finally, I understand that this work's limiting factor is to have references from a
single non-profit organization regarding strategic management development.
However, the information generated and the interviewees' high interest in
participating and sharing their experiences give consistency to work presented.

5.5 Recommendations for future research
The topic of non-profit organizations needs to be explored further. There are quality
studies and references, but these organizations' management tools or technologies
are still a field to be better explored.
In one of the interviews, one of the things that most caught my attention was the
interest of the non-profit organization's management to want to participate and
share in detail, as the development of strategic management does. The
understanding is "to help other organizations to develop professionally to help
communities even more". Something very different from what we see when we look
at the Second Sector. Finally, some suggestions to be explored by an upcoming
researcher are:
 How many non-profit organizations apply strategic management in a certain
region - quantitative research.
 Industry 4.0 impacts in the third sector.
 Assess the development of the strategic management of other Non-profit
organizations and compare it with this document.
 Is there a competitive advantage in the third sector to compete with companies in
the second sector? - TalkingPoints case.
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Appendices
Appendix 1. Defining the Context to the interviewers and the questions answered in
the interviews:
Context:
According to the publication in 2011, approximately 30 to 70% of the strategies fail in
profit-organizations due to their internal challenges (Cândido and Santos, 2019, p.1).
However, there is not an estimation for non-profit organizations.
This questionnaire's objective is to understand the reason(s) why strategies fail,
according to non-profit organizations? And what is possible to do about it?
Below, there is a brief explanation about strategies and its development according to
the literature. Parts of these descriptions were adapted for the non-profit
organizations' context.
A strategy is a continuous process to achieve Organizational Goals and Objectives,
creating coherence to achieve them. It helps the Organization to arrange its resources
and decisions making, based on its competencies and deficiencies in the external or
internal order. Otherwise, Strategy allows the Organization to anticipate changes in
the internal environment or external environment to overcome its challenges (McGee,
Thomas, Wilson, 2005, p.7).
About it, there is a tool called Strategy Management. It is understood as a process to
develop Strategy in Organizations. This tool is composed of three steps or phases;
they are "Formulation, Strategy Implementation, and Strategy Evolution" (David,
2005, p. 5).
The process to develop Strategy is composed basically of 3 steps and they are:
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1. Strategy Formulation: It includes a vision and mission creation. In this sense, the Organization
will assess its opportunities and weaknesses, both internally and externally. And it will create
alternatives to reach your goals in a certain period. Those involved in this phase can be All
Staff, Funders, Customers, and Users.
2. Strategy Implementation: As determined in the last stage, the Organization will put the
Strategy into practice in this phase. Resources, projects and activities will be defined in a
coherent way to implement the Strategy in the Organization.
3. Strategy Evolution: This step is essential to guide the Organization on Strategy
Implementation. And it will determine the success of the first stage - Strategy Formulation.
This phase allows the Organization to reassess its strategic positioning in case the results are
not being met. The criteria for assessing the Strategy's success is based on Consistency (Is the
Organization's objective consistent?), Consonance (is the Strategy adaptable to changes?) And
Competitive Advantage (the Strategy can generate donor preferences to choose its
Organization instead of some other?).
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Questionnaire:
1. In the Non-profit Organization that you are, is there Strategy? Yes? No? (In the case of
no, you can try to answer, according to your point of view).
2. Can you estimate how long the Non-profit Organization that you are, is developing
Strategies?
3. Do you think that Strategy is relevant for the Non-profit Organization? Why?
4. How is the strategy management development process in the Non-profit Organization
that you work for? Is it divided into phases like "Formulation Strategy, Strategy
Implementation, and Strategy Evolution"?
5. In your opinion, what is the most challenging phase for Strategy Management
development? What leads or what can lead non-profit organizations to fail in their
strategies? Why?
6. About this challenging phase? Did you overcome it? What did you do? Or, in the case of
not, what is possible to do about it?
7. Can

you

highlight

positive,

negative

or

lessons

learned

about

strategy

formulation/development in the Non-profit Organization?
8. Can you evaluate what the benefits for the Organization were before and after the
Strategy? Do donors, people assisted and employees by the Non-profit Organization
realize the benefits of the adopted Strategy?
9. Would you like to share any tips or suggestions for Non-governmental Organizations to
begin the processes to develop Strategy Management?
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Appendix 2. Table 1 - Summary of the main challenges and solutions identified
according to the interviews.

