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ABSTRACT
This paper describes and discusses the specificities of the link between quality in management and strategy in not-for-profit organizations deriving from the experience of an alumni organization in Turkey, BÜMED. The experience of this Association, which has applied the EFQM model in its pursuit of quality and excellence in management, enables us to underline some understudied aspects in the literature on not-for-profit organisations, the complexities inherent in the process of strategising in particular. It has been underlined in the paper that, though it is certainly a necessary condition and it has recently been the focus of attention in the literature on not-for-profit organisations, efficient and smooth functioning of all operations in a NFP organisation does not suffice to reach desired outcomes in and of itself, in the absence of right strategies. In fact, it appears that crafting successful strategies in not-for-profit organisations has two essential dimensions. The first one is related to what Porter (1996) calls “operational effectiveness”; that is, perfecting how the operations are performed and managed in the organisation. The EFQM model can be considered under this heading, enabling organisations to perfect the way they manage themselves. Despite some aberrations, the EFQM model seems to have worked for BÜMED in its pursuit of ensuring quality and excellence at different stages in the management process. It is also possible for the principles of good management, if applied properly and internalised by the members of the organisation, to help improve the organisation’s ability to craft successful strategies. This brings us to the second dimension, which is related to the very concept of strategy itself, whose main emphasis is on priorities and trade-offs. What is underlined in BÜMED’s experience regarding this dimension is the idea that in the absence of right strategies, good management in and of itself is unlikely to suffice for the desired outcome, which ultimately means the creation of value for the society in the case of not-for-profit organizations. The necessity of combining these two aspects is basic but still so poorly understood and performed in practice for many organisations, let alone those that are not-for-profit.
INTRODUCTION
Prioritising social impact over creation of wealth and shifting the emphasis from financial to social returns do not relieve a not-for-profit organisation from crafting a strategy that takes its organisational strengths and weaknesses into account and that systematically evaluates its position within the environment to set a future direction. The need for effective management of not-for-profits has long been realised (e.g. Drucker, 1989), as “good intentions” do not substitute for organisation and leadership, for accountability and for performance. Setting a clear mission and a well defined strategy in particular are seen as rudiments to effective management, and it has become increasingly important for all variants of not-for-profit organisations “to do the good things” and do them “in the right way” (Öner, 2004). Moreover, in order to accommodate changing social and economic conditions, not-for-profits today are forced to earn income to bolster their revenue and become at least financially self-sufficient to be able to ensure organisational sustainability. As a result, not-for-profits increasingly feel compelled to launch income generating ventures, which in turn might serve as a motivation for change in that they are urged to be more disciplined and more innovative as well as acting in a more business-like manner (Foster and Bradach, 2005).

It has not been easy for not-for-profits to adapt to such pressures and changes taking place in the external environment. In their analysis of the transformation that the British Library have gone through in recent years, for instance, Warnaby and Finney (2005) describe the resulting complications when a market-oriented approach was adopted by the Library to communicate its value proposition to its target markets to achieve a sustainable competitive advantage. In that specific case, some tension and resistance have been observed among the British Library staff; apparently, the collection curators in particular had to be persuaded that “the application of marketing concepts and the implementation of more promotional activities could be a more effective means to raise awareness and the profile of their collections beyond the expert audiences to whom they traditionally (and very successfully) appealed” (Warnaby and Finney, 2005: 187).

What is implicit in the British library case, among other things, is the fact that the challenge NFPs are facing nowadays has in fact two dimensions. The first one underlines the important part played by effective management of the organisation, whereas the second dimension is related to the pressing need to craft the right set of strategies. Analysing the link between these two dimensions within the context of NFP organisations deriving from the experience of an alumni organisation in Turkey, BÜMED, is the central concern of our paper. This Association has applied the EFQM model in its pursuit of quality and excellence in management, which can be considered under what Porter (1996) calls “operational effectiveness” given that the model enables organisations to perfect the way they manage themselves. Operational effectiveness, as defined by Porter (1996), is different from strategy, whose main emphasis is on priorities and trade-offs. What is underlined in BÜMED’s experience regarding this dimension is the idea that in the absence of right strategies, good management in and of itself is unlikely to suffice for the desired outcome, which ultimately targets the creation of value for reaching the society in the case of not-for-profit organisations. As we argue in the paper, however, the case of BÜMED also illustrates that the principles of excellence in management, if applied properly and internalised by the members of the organisation, carry a potential to have spill-over effects for successful strategising. Both published and unpublished documents and archival records of BÜMED have been analysed for the present study, and these analyses have been supported by four in-depth interviews.
The paper is structured as follows. The next section provides an overview of the limited literature on alumni organisations, which nevertheless provides interesting insights with regard to some key aspects of good management and strategising in NFP organisations. The paper then proceeds to the analysis of the specificities of BÜMED’s experience, first by giving a brief history of the Association, followed by a summary of the BÜMED application of the EFQM model. In the following section, we shift our focus to the analysis of BÜMED’s strategic priorities in the face of competitive pressures and changes taking place in its external environment. The paper concludes with a discussion of the key implications of the study, first as regards the use of EFQM in NFP organisations; and second, as regards the complexities of as well as the interplay between the two dimensions mentioned above -operational effectiveness vs. strategy- within the context of NFP organisations.
ALUMNI ASSOCIATIONS AS NOT-FOR-PROFIT ORGANISATIONS
The available literature studying alumni associations as not-for-profit organisations focuses mainly on the issues related to identity and value creation, occasionally commenting on the possible link of such topics to strategy, albeit indirectly. The likely determinants of strong alumni identification with the university as well as the changes that might be observed in this respect over time, the pressures associated with the need to operate in a more business-like manner, and the nature of the link between the university and alumni, especially with respect to the challenge of prioritising providing value to the alumni and the university, constitute the core subject lines dominating this literature. What follows is an overview of the most relevant aspects of this growing body of literature for the purposes of the present article.
The literature on alumni associations pays specific attention to the concept of identity (Burt, 2001; Mael and Ashforth, 1992), stressing the idea that each person has a “sense of belonging” (Weick, 1995) and wants to be a member of a community. A community is a network of individuals with shared values, norms and codes of conduct, whether it is a sports club, a political party or an association, and whether it is a for-profit or a not-for-profit organisation. Each community is unique in its webs of relationships, and it is this distinctiveness that offers a meaning and a sense of belonging for its members as well as a bond with the fellow members. It can be further argued that it is this distinctiveness, which prevents loss of identity and thus secures sustainability of the community.
Within the context of organisations, identity describes what people define as central, distinctive and enduring about their organisations (Albert and Whetten, 1985). Neither strategy nor not-for-profit research to date have incorporated the issue of organisational identity adequately, let alone investigating how they might be linked in a given context. Fiol (1991) suggests that managing cognitive processes for competitive advantage requires attending to the identities by which people make sense of what they do in relation to a larger set of organisational norms. In Fiol (2001), she revisits her earlier argument that organisational identity represents a relatively difficult to imitate resource leading to sustainability of advantage and argues that what we do cannot provide sustainability of advantage in and of itself. In this revisited view, it is suggested that nurturing members’ situated identifications with ever-changing organisational identities that are grounded in a commitment to an unchanging set of values and outcomes (i.e. why we do what we do) might entail gaining advantage.
In fact, Albert and Wheten (1985) had drawn our attention to the concept of “multiple identities” much earlier by discussing it in the context of the modern research university. Specifically, universities can be considered as having a dual identity in that the institution might begin with a normative identity (like a church) oriented toward ideology and “governed by cultural, educational, and expressive values”. Over time, however, identity “drifts” might cause it to add a utilitarian identity (like a business) oriented toward economic productivity and “governed by values of economic rationality”.

Ashforth and Mael (1989) define organisational identification as a perceived “oneness” with an organisation and the experience of the organisation’s successes and failures as one’s own. The same authors in an attempt to operationalise alumni identification with their alma mater, propose an empirical model with organisational (distinctiveness, prestige, inter-organisational competition, intra-organisational competition) and individual (years at school, recency of graduation, number of schools attended, existence of mentors, satisfaction with organisation, and sentimentality) antecedents (Mael and Ashforth, 1992). The hypothesised organisational consequences (making financial contributions to the alma mater, advising offspring and others to attend the alma mater, and participating in alumni and general institutional functions) are then tested on self-reported data from alumni of an all-male religious college. The results suggest that organisational identification at least partially mediates the impact of the antecedents on the outcomes.
The long-term relationship between alumni and their alma mater is also studied in Heckman and Guskey (1998) from a relationship marketing perspective. A noteworthy finding of Heckman and Guskey’s study (1998) is the importance attached by the alumni to university’s performance in achieving its core educational mission, the determining role of which has also been underlined in our research. 
In a paper focusing on Australian university alumni offices’ experiences with benchmarking, on the other hand, Godfrey and Godfrey (1999) stress that the universities are looking for their alumni associations for fund-raising, having been hardly-hit by constrained or slashed government funding. Being required to do more with less, according to Godfrey and Godfrey (1999), alumni organisations like the universities they are attached to, do not have much choice but have to operate in a more efficient and business-like manner. Interestingly, in the survey that Godfrey and Godfrey (1999) conducted, 86 % of the respondents reported, rather expectedly, that alumni were the primary group using their services, but strikingly another 14 % indicated that the administrative level of their university was the primary group that they provided services for. Groups that were regarded as next order customers, on the other hand, include faculties, departments, current and former staff; and students, benefit providers, friends and the community. The emphasis on working towards the well-being of the university, together with working for the benefit of the alumni, is seen in the case of BÜMED as well, which signifies a long-run approach to the issue since the well-being of the alumni is inevitably linked to the university that they are attached to. This overall approach is increasingly reflected in the mission statements of alumni associations. Godfrey and Godfrey (1999), for instance, find out that for Australian alumni associations, “promoting the university’s activities and raising its profile” holds the highest ranking among their major activities, followed by “communicating with the alumni”, “managing databases of alumni information” and “fund raising for the university”.
A BRIEF HISTORY OF BÜMED
BÜMED, the Alumni Association of Boğaziçi University, which has been the number one choice for thousands of students taking the central university entrance exam in Turkey, was established on the 16th of March, 1985. The Association was given the privilege to locate in the university campus, providing it with an opportunity to share the invaluable advantages associated with being a part of the campus life as well as the beautiful landscape (Boğaziçi University is located in central Istanbul, on the European side of the Bosphorus, overlooking the Bebek Bay). BÜMED sees the privilege of being located in the campus as one of its key advantages and a major factor encouraging alumni to be a member of BÜMED. Indeed, the means of socialisation in the campus is apparently important for the alumni; one manifestation of which is seen in the jump observed in the number of members when a restaurant was opened up in the premises in 1987. Specifically, the number of members increased from 969 in 1986 to 2,539 in 1987; 3,715 in 1988 and 4,860 in 1990. This rapid increase in membership meant an increase in the fees collected, which in turn enabled BÜMED to make use of these additional revenues for new investments. A new building next to BÜMED’s administrative offices was constructed, which included additional office space as well as a swimming pool, a café/restaurant and a gym. As a result of improved services provided, the number of members exceeded 7,000 as of the year 1998 (BÜMED, 2004).
The Association underwent a strategic transformation starting from the early 2000s, a process that focused on the pursuit of excellence, envisaged to be realised via embedding quality in all processes and operations. The early 2000s also brought about other changes in the organisation and operations of BÜMED, including the monthly publication of Boğaziçi Journal and a substantial improvement in the services provided, especially in sports-related ones and in cultural activities. The web-page of the Association witnessed an improvement, too, and communication with members was enhanced through launching an e-bulletin, in addition to regular publications. The Human Resources Unit, on the other hand, established a Career Development Centre with the objective of helping current and prospective alumni in the job market.
BÜMED now has 11,250 registered members, implying a membership ratio of 32 % given that Boğaziçi University has about 35,000 graduates. This ratio of membership is the highest in Turkey and compares well to the figures observed in some prominent universities in the world. The corresponding rate for the Penn State University, which has attained the highest ratio in the USA, is, for example, 34 %. About 70 employees (52 full-time, 8 part-time and 12 seasonal) currently work for the Association. Apart from the services provided to its members, BÜMED organises re-union dinners, the annual alumni day, seminars and meetings with the business community representing different sectors of the Turkish economy as well as a wide range of other activities, including, for instance, concerts and plays. The Association opened up self-reliant branches in other major cities of Turkey, including İzmir, Ankara and Eskişehir, and has representation offices in many other cities, including those in foreign countries (namely, in Canada, France, Germany, Holland, Switzerland and USA) (BÜMED, 2004).
PERFECTING BÜMED’S OPERATIONAL EFFECTIVENESS 
The European Foundation for Quality Management (EFQM) launched the EFQM Model in 1991, and an improved version of it called the EFQM Excellence Model in 1999. The model is currently being used by over 800 organisations throughout Europe, including BÜMED. The EFQM Excellence Model provides a framework to enable individual organisations to assess themselves and look for opportunities to improve their services, rather than prescribing “what to do” and “how to do it”. The application of the model enables an organisation to identify the areas that need improvement, building on honest and open self-assessment. The specified areas of improvement can then be prioritised and operationalised, and if this process has been used for a significant amount of time, tangible quality improvements are expected to be realised by the organisation (Moeller et al., 2000).
EFQM is a process oriented model that is based on nine criteria, grouped into two parts, five enabler criteria (Leadership, Policy and Strategy, People, Partnerships and Resources, Processes) and four results criteria (Customer Results, People Results, Society Results, Key Performance Results) (Moeller et al., 2000). The application of the EFQM model in BÜMED started in 2001 with the help of a voluntary consultant. The following sections will summarise BÜMED’s experience with the model by discussing how the Association has integrated the above mentioned criteria into its organisational structure and operations. Among the nine, leadership and strategy are given a special emphasis since these are the most relevant areas for the purposes of this paper.

Leadership
Before summarising BÜMED’s experience with this dimension of the EFQM model, it is necessary to note that there have been discussions in the literature regarding the nature of leadership in NFP organisations in that it has been regarded as being rather undemocratic (e.g. Gordenker and Weiss, 1997), mainly because some members prefer to remain inactive. Thus, there is a particular emphasis on some aspects of leadership in not-for-profit organisations, one example being a careful management of the “free-rider” problem. Having stated these warnings regarding the issue of leadership in NFP organisations, we can now proceed to the experience of BÜMED in this regard, which has been quite positive and democratic.
BÜMED defines the following as its “leaders”: Board of Directors, Secretary General, managers and unit chiefs, voluntary participants among active members and informal leaders among its employees. The Alumni Council, which meets at least three times a year and acts as a consultation platform, providing insights especially as regards the assessment of the changing circumstances in the world and Turkey, includes the following members of the Association: ex-presidents and vice-presidents of the previous Boards, secretaries, accountants, ex-presidents of the council of auditors, permanent members of the previous Boards that served for at least two terms, ex-presidents of the board of directors of the branches, the President and Deans of Boğaziçi University.
The highest level of decision making authority of the Association is the General Assembly, which consists of active members that regularly pay their membership fees. The general Assembly meets annually and elects the Board of Directors in every two years. The Board has 18 members (9 of them being permanent members). The task of setting and revising the mission, vision and values of BÜMED is undertaken by the Board of Directors. The Board formulates strategies and policies in accordance with the agreed vision, values and the mission statement as well as the related objectives and key performance indicators. Task forces that are responsible from guiding the implementation of the strategies and objectives (in, for instance, member services, finance, quality, branches, publications, 20th anniversary celebrations, etc.) are also constituted by the Board. Managers in BÜMED meet weekly, and all employees monthly, in order to discuss the details of implementation.

All leaders in BÜMED aim to be role models in the pursuit of formulated strategies as well as in the process of establishing a culture of quality. In accordance with a principle set to encourage the participation of new members, 50 % of the members of the Board of Directors are elected from among the new members. Another principle that aims at ensuring the change in management cadres states that the president of the Board cannot serve for two consequent terms. Newly elected members of the Board of Directors are trained as regards the EFQM model to ensure the continuity of its implementation.
Leaders in BÜMED are responsible from spotting the need for change as well as leading change. Having recognised the significant changes taking place in the external environment; namely, changing student profile, intensifying competition from private universities and tightening financial resources of the University, it has been decided that BÜMED needs to think about means to provide more effective support for Boğaziçi University. Accordingly, not only its vision and mission but also its organisational capabilities needed to be re-defined to accommodate such challenges.
In its first and last 6 months in office, the Board of Directors undergoes a process of self-assessment, evaluating its performance. The criteria employed for this purpose include those regarding the performance of the Board (e.g. in terms of contribution to strategy, ability to process and utilise information, problem solving capability, etc.), the processes (e.g. flow of information, feedback mechanisms, etc.), the President of the Board (e.g. effective leadership, relations with the stakeholders, etc.) and members of the Board (e.g. contribution to strategy, preparations for the meetings, participation, effective analysis of problems and communication, etc.). Apart from the EFQM self-evaluation procedure, conferences, seminars, consultancy support provided, workshops, benchmarking exercises and training programmes constitute the main learning opportunities for leaders.
Policy and Strategy

Regarding the advantages of NFP organisations with regard to crafting strategies, it has been stated in the literature that among the significant advantages are those associated with being close to society, hence being able to “read” what is happening in the external environment well in advance (Öner, 2004). Also, some small-scale, otherwise difficult to spot or even invisible issues might be of concern for NFP organisations, providing yet another advantage for them regarding strategising. Bebbington (1997), on the other hand, points to a threat for NFP organisations’ ability to craft strategies in that with increasing economic liberalisation in various parts of the world, NFP organisations may come to a point where it will be increasingly difficult for them to develop independent strategies. According to him, there is a danger for NFP organisations instead to become followers, if not subcontractors of governmental and/or intergovernmental organisations, eventually falling into an identity crisis. Other scholars are even more pessimistic in that they warn against the possibility of NFP organisations becoming harmful, instead of being helpful, in case they are the faithful implementers of neo-liberal policies imposed upon society. Others, on the other hand, argue that recent developments in the world might open new horizons for NFP organisations, since types of activities that they can conduct are enlarging, and there is a possibility to form international/cross-national associations (Öner, 2004).
Keeping this contextual references and also the emphasis in recent literature on the role of stakeholders in any attempt to integrate quality into the process of management (Foster and Jonker, 2003) in mind, we can now turn back to BÜMED’s experience with strategising, starting with a description of how BÜMED sees its stakeholders. BÜMED defines its stakeholders as follows:

· Alumni of Boğaziçi University that are members of BÜMED 

· Alumni of Boğaziçi University that are not members of BÜMED

· BÜMED employees and volunteers

· BÜMED’s partners (organisations that BÜMED works with)

· Students of Boğaziçi University

· Faculty of Boğaziçi University 

· Administrative staff of Boğaziçi University

· Legislative and regulatory bodies in BÜMED’s institutional environment

Although there are no direct competitors, hence no mention of them among the stakeholders, BÜMED closely follows the alternative means of communication among the alumni and the institutions serving the same groups (considering that BÜMED provides services for Boğaziçi University alumni and Boğaziçi University students, faculty and employees). There is a recent attempt however, to form another alumni organisation at Boğaziçi University, implying a possibility that BÜMED might face direct competition in the forthcoming years, though this attempt is unlikely to reach BÜMED’s strength in the near future. A more general point regarding competitors in NFP organisations is that competing for the valuable time and other resources demanded from the targeted group, as a matter of fact, always implies an indirect competition, since different NFP organisations might sometimes “compete” in order to rank high in the priorities of those that are willing to participate in such activities. 

Channels of information used by BÜMED to learn about the expectations of its stakeholders include workshops, surveys (BÜMED conducts seven different surveys -such as alumni surveys- to be able to get informed about the satisfaction level of the users of its services), benchmarking studies (BÜMED conducts benchmarking studies on METU -the other leading state-owned university in Turkey), data-mining studies, and the meetings of the General Assembly and the Alumni Council. The Alumni Council in particular involves representatives of most stakeholders and is believed to reflect their expectations. The Council acts as a platform to discuss the problems of Boğaziçi University and BÜMED as well as generating ideas for possible remedies to help solve them.
Figure 1 The Process of Crafting Strategy in BÜMED


Source: BÜMED, 2004.

Figure 1 summarises the process of formulating strategies in BÜMED. As can be seen from the figure, the procedure starts with a SWOT analysis, conducted by the Board of Directors with the participation of BÜMED managers. The SWOT analysis conducted provides a basis for identifying priorities while formulating strategies and policies. The results of the analysis are combined with the assessment about the expectations of BÜMED’s stakeholders. A meeting is then organised to inform all employees of BÜMED about the possible strategies and policies implied by the analysis. As a next step, task forces are formed to outline the plans and programmes necessary to implement the agreed strategies and policies. The actual implementation process is carried out via the Annual Plan and the Budget. Accordingly, each unit manager determines next year’s objectives as well as human, physical and financial resources required to achieve them, which are in turn consolidated at the upper levels of the organisation. In the next step, the Board of Directors discusses and approves the budget, which is then brought to the attention of the General Assembly for final approval. The follow-up procedures regarding whether or not the objectives set are realised do not only ensure the implementation of the mechanisms to achieve them, but also constitutes a base for performance evaluation.
People 

The vision of BÜMED as regard its employees and voluntary members is defined as forming a working environment, in which employees “come to work happily”. An interesting note in this regard concerns the project “enjoy your work”, which was launched with the specific purpose of making employees like what they are doing and work in BÜMED with enthusiasm. 

BÜMED’s human resources policy has been set in line with its objectives and strategies. The effectiveness of the implementation as well as the satisfaction of employees and voluntary members is assessed via a survey that has been conducted since 2003. The survey investigates the following criteria: style of management and leadership, communications policy, motivation, personal development and training needs. The results are used to identify the areas of satisfaction and improvement.
Like all NFP organisations, BÜMED has professional and voluntary employees. Working on a voluntary basis is considered a central and indispensable value for BÜMED. One example in this regard is the composition of the editorial board of Boğaziçi Journal: all members work on a voluntary basis, just like the mentorship project (where alumni act as mentors for current Boğaziçi University students). Voluntary participation is a key principle while forming task forces as well. Some tasks (e.g. IT infrastructure) are entirely conducted by volunteers. A volunteer member has, for instance, provided consultancy for three years during the implementation of the EFQM model as well as in the process of application for the national quality prize competition organized by Kal-Der (Turkish Society for Quality), and BÜMED won the National Quality Award for Not-For-Profit Organisations in 2005.
Partnerships and Resources

BÜMED has relations with more than 150 organisations, either as partners or suppliers. The Association prefers to work with its key partners and suppliers on a long-term basis. One example is the BÜMED Gold Card project undertaken with the support of a key partner, Finansbank, which enables users of this card to make an automatic donation to the University by using the card while paying for their expenditures.
BÜMED also produces specific projects that might attract the support of a wider audience. The Association, for instance, developed an idea of a mechanism for generating funds to support the University, and the idea was materialised with the establishment of a Funds Generation Committee that works under the auspices of BÜVAK (Boğaziçi University Foundation). (BÜMED itself cannot accept donations, and thus worked in close co-ordination with the University and BÜVAK in this specific example.) The Committee launched a campaign called “Boğaziçi University belongs to us all” and accepts donations from alumni and other friends of the University.
Technological innovations are carried out via mobilising contacts and mostly in the form of barter or sponsorship agreements. The sponsorship agreement signed with Oracle in 2001 to initiate the Oracle Portal is just one example in this respect. Increasing web-based means of communication (e.g. web-based surveys) and the previously mentioned data-mining project are among other means of utilising information technology. A related topic concerns gathering and managing information. Security, closely following technological developments, rapid access to information by employees, alumni and other users constitute the main objectives regarding the management of information systems. The main sources of information are specified as the Boğaziçi University, alumni, partner organisations and other stakeholders as well as surveys conducted, internal reports prepared and other relevant activities such as meetings and workshops. Currently, BÜMED has got full contact information of about 18,000 alumni, and updating this database has been specified as one of the major performance indicators for BÜMED.
Processes

BÜMED initiated attempts to apply process-oriented management techniques in 2002 and formed a Quality Task Force to establish the necessary infrastructure. As a result of these attempts, four operational processes and five supporting processes have been defined; namely, marketing, member/alumni relations management, member/alumni services management, management of support provided for the University (operational processes), and facilities management, accounting and finance, HRM and quality control, IT (supporting processes). The respective performance indicators (in four dimensions: financial, customers-related, productivity-related, learning-related) and objectives have also been defined, following the Balance Scorecard approach (Kaplan and Norton, 1996; 2001). Search conferences, customer satisfaction surveys and other communications channels (e.g. e-mails) are used to gather information regarding improvement and/or new product/services development proposals. New product/service development has been accepted as one of the key success factors in BÜMED. One example for the recently developed services to meet the demands coming from the alumni is BÜMED Kids Club, where children of the members can come together to perform various educational activities and sports.
Results with Regard to Customers, People, Society and Performance 

Hyman and Dearden (1998) have argued that the assessment of the impact generated constitutes a key aspect as regards the results of the activities of NFP organisations, and, according to them, participation plays a key role in this regard. This idea has found support in the case of BÜMED since, ensuring active participation in the application of the model has proved to be a real challenge for the managers.
Each year after its first introduction, feedback reports were prepared and used to evaluate the work done in accordance with the EFQM model. Besides, an independent auditor performed an external assessment of BÜMED’s financial data every year and the results were made public on the Association’s web page. The results obtained from performance evaluation schemes were, on the other hand, used for needs assessment and improvement of competencies.
The steps taken toward improvement in BÜMED were derived mainly from the results of the employee satisfaction survey, customer satisfaction survey, benchmark studies and evaluations of proposals and suggestions of employees and members.
CHALLENGES AND STRATEGIC PRIORITIES FOR BÜMED
The vision statement of BÜMED writes that the Association aspires to be the most effective body providing life-long support for Boğaziçi University and its alumni. The mission, on the other hand, is set to maintain a channel of communication among alumni and to organise the tasks that are to be performed by the alumni in accordance with the aspiration of Boğaziçi University to become a leading research and education institution of international standing. It should be noted at this juncture that both the vision and mission statements of BÜMED are inevitably linked to those of Boğaziçi University. In fact, the dynamic between a university and its alumni organisation resembles the one observed between a parent company and its self-reliant subsidiary, which sets its own mission rather independently, but with a consideration of the fact that it is a member of a family led by the parent company, whose well-being is ultimately central for the very existence of the linked organisations. Although this awareness is carefully expressed in the mission and vision statements of BÜMED, the statements do not provide a hint regarding strategic priorities of the Association in respect of whether it prioritises providing value for the alumni or the University. The representatives of the Association are also reluctant to state a clear priority, and they tend to emphasise the necessity of a balanced approach in this regard. The strategies followed by the Association and occasional conflicts between the Association and the University may, however, provide some clues. 
Though not openly discussed in their documents, for instance, one sees some signs in the strategies and policies followed by BÜMED of an understanding of the necessity as well as the value of a good comprehension with regard to the needs not only of their members (i.e. Boğaziçi University alumni) but also the University itself. Having recognised, for instance, the significant changes taking place in the external environment; namely, changing student profile, intensifying competition from private universities and tightening financial resources of the University, it has been recognised that BÜMED needs to think about means to provide more effective support for Boğaziçi University. There are examples of policies developed in accordance with this main philosophy such as the mobilisation of financial resources to help support in finding housing for the recently employed faculty members in the vicinity of the University campus in the face of stiff competition from the newly established private universities for qualified candidates.
All this, however, does not free BÜMED from a possible mission drift (see the next section), especially in light of some occasional conflicts observed between the Association and the University. An interesting example in this regard is related to the principles of granting scholarships. The position of the Association on this issue is such that, according to BÜMED, in the face of increasing competition from private universities which offer generous scholarships to successful candidates, Boğaziçi University should consider granting equally competitive, merit-based scholarships. The University, on the other hand, prefers to maintain the status quo, entailing two separate types of scholarships (merit-based and needs-based), relieving some important divergences in the priorities of the University and the Association. On another occasion, the University was reluctant to provide a detailed set of student data that was readily available at the University archives to the Association due to concerns of confidentiality. The representatives of the Association said they were disappointed by this, mainly because they felt that they were not seen as an integral part of the University.
In fact, BÜMED has an extensive data-base, compiling information about all Boğaziçi University alumni since its establishment. A data-mining project for BÜMED was carried out by one of the authors of this paper. The results were suggestive not only concerning the current alumni profile but also gave clues regarding mechanisms to attract prospective members. A more aggressive campaign was launched to gain new members just after their graduation for instance, since one striking result obtained from the project was that on average four years passed until an alumnus became a member, and this happened upon his/her own initiative. A project was developed to shorten this first contact time, and the target was to reach the alumni immediately after their graduation. Students are, for example, given discounts if they become members during their first year of graduation. As a result of such attempts, the rate of membership among new graduates jumped from 2 % to 15 % as of the year 2002 and reached 30 % in 2005. The database also forms a good basis for supporting decision making. The membership campaign launched in 2000, for instance, resulted in an increase in the number of members that are younger than 30 years of age. BÜMED began to think about ways to incorporate this new development into its strategies; one example being giving a discount to younger alumni in the gym.

Another challenge for BÜMED seems to be related to the changes in the technological environment. Improvements in technology, for instance, enabled students to perform graduation procedures on line, without having to visit the alumni offices in person. This meant that their only contact with the Association during graduation procedures would be on-line, where they are asked if they would like their personal contact information to be sent to the alumni association or not. This development is seen by BÜMED as a major threat that might decrease their ability to reach the prospective alumni. The Association worries about the damage that the new policy might create on sustaining this valuable source of information and gives particular importance to the formulation of strategies that will ensure BÜMED to maintain, improve and update the alumni database. As an immediate response to this challenge, they now set up stands during the graduation ceremony and try to contact students in person and persuade them about the benefits of membership. Another dimension of the issue is that younger members overwhelmingly prefer to use the internet (rather than reading and/or working with published material), so strategies have been developed to accommodate this trend of change in preferences. The alumni database, for instance, became fully accessible via internet as of 2003, and a new web-based program called “job shop” compiling CVs of existing students and alumni was launched in an attempt to help them in the job market.  Increasing web-based means of communication (e.g. web-based surveys) and the above mentioned data-mining project are among other means currently employed by BÜMED for utilising information technology.
In sum, there are noteworthy challenges faced by BÜMED; namely, those imposed by indirect competition felt by the emergence of new and strong private universities that might pose a threat for Boğaziçi University in maintaining its current leadership position in Turkey, those imposed by the consequences associated with the improvements in the information technology, and those imposed by the above exemplified areas of conflicts with the University. Importantly, there is a possibility that all this in turn, as we argue in the next section, might be causing and/or signalling a mission drift, blurring the priorities of the Association and hence implying a danger of losing the important and inevitable link between the long-term well-being of the alumni and that of the University.
IMPLICATIONS AND CONCLUSIONS
Operational Effectiveness: Implications for the use of EFQM in NFP organisations
BÜMED’s above mentioned experience with the application of EFQM in an alumni organisation has revealed several interesting insights. Before proceeding to discuss these insights, we should perhaps note that BÜMED applied the model quite successfully and won the National Quality Award for Not-For-Profit Organisations in 2005 at the national quality prize competition organised by Kal-Der (Turkish Society for Quality). Still, it is possible to identify some specific areas for improvement regarding the application of the EFQM model in the case of BÜMED, which include the following: widening the channels of information, conducting more comprehensive benchmarking studies with relevant organisations both from Turkey and abroad, and conducting cross impact analyses more openly (although this is implicit in some of the analyses conducted, showing, for instance in matrices, how one key performance indicator relates to one or more of the SWOT items would be very helpful).
Regarding the functioning of the process, it seems that the initial stages are better handled in relative terms in that conducting the SWOT analysis and getting informed about the expectations of the key stakeholders have been performed quite smoothly, whereas the implementation of the formulated strategies and policies has been a challenge, especially with regard to the process of internalisation of the main philosophy of the model applied. This issue becomes of paramount importance given that there are instances where resistence by employees to the implementation of such models can be seen in case they cannot connect well with the organisational identity or they simply fail in the test of providing “challenging but achievable” targets for the employees (Reger et al., 1994). 

The process of internalisation of the main philosophy of the model in fact implies the necessity of a change in mindset, which apparently requires significant effort, time and commitment on be half of the members of the organisation. Specifically, this necessitates all members of the organisation to be informed and motivated in order to apply the model in their respective areas, which in turn implies the key part played by leadership in successful implementation of the model, especially with regard to being role models while executing their everyday activities and providing a culture of continuous training and improvement. This brings us to another point that is arguably not specific to BÜMED. If leadership plays a key role in this process as observed in the case of BÜMED, it does not only become vital to maintain the current level of quality achieved in leadership but it also becomes essential to ensure the institutionalisation of the model applied, so that when there is a change in leadership, the established culture of strategising is embedded enough in the organisation to be able to continue to reproduce itself; hence become sustainable.
Another note concerning the BÜMED application of the EFQM model relates to the fact that the model is actually developed for for-profit organisations. What the literature suggests in this regard is that the order of importance for the criteria defined in the EFQM model might differ for the case of for-profit and not-for-profit organisations; typically, “processes”, “performance” and “leadership” ranking the highest in the case of for-profits, and “society”, followed by “performance” and “resources” when it comes to the NFP organisations (Öner, 2004). BÜMED, however, did not find it necessary to modify the model and applied it as is. A related and wider debate in the literature concerns several virtues as well as some disadvantages of applying a previously developed model vs. developing an original model, specifically tailored for the needs of the organisation in question. In their study of the Australian alumni organisations, Godfrey and Godfrey (1999) argue for the need for adjustment in that according to them copying processes without regard to a particular alumni association’s culture and history is a recipe for failure, since every entity is unique and its uniqueness needs to be appreciated, an issue, that is, among other things, linked to the lively debate in the literature on the relation between identity and strategising, which has also been discussed in the beginning of this paper. In the example of METU (Acar et al., 2003), another state-owned university in Turkey, for instance, the choice was in favour of developing an original model, whereas BÜMED preferred to apply a previously developed and widely applied model. Although the virtues of the former are obvious, it provides a significant challenge for both designers of the model as well as for the implementers, and moreover considerable time might elapse until the model gets perfected. All this in turn slows down the process significantly. One, on the other hand, can make use of the previous experience other organisations have gone through by applying a well-established model and hopefully avoids repeating the same mistakes, which is rewarded in the form of saving time and sustaining motivation among the members of the organisation regarding the application of the model. It is therefore necessary to consider the associated costs and benefits of preferring one of these alternatives, before deciding about the best choice for the specific case at hand.
Priorities and Trade-offs: Implications for Strategising 

BÜMED’s experience discussed in this paper provides lessons related to a possibility of a danger in strategising, which is linked to the issue of the “mission drift”. It has been underlined in the literature that lacking a clear long-term strategy can jeopardise a not-for-profit’s core capabilities and thrust it towards unintended directions, causing a “mission drift”, which might in turn lead to a loss of raison d’etre, endangering the very existence of the organisation (Moore, 2000). It can be argued that it is not only possible that the focus shifts from the main cause –in BÜMED’S case from the mission of maintaining a channel of communication among alumni and organising the tasks that are to be performed by the alumni in accordance with the aspiration of Boğaziçi University to become a leading research and education institution of international standing- towards being a closed club serving its active members’ immediate needs such as providing merely sportive and cultural activities. It is equally possible that the organisation witnesses another shift in focus, this time EFQM-related, in that it is rather easy during the application of a comprehensive and well-defined model to get carried over with details losing the main theme and purpose in applying the process. There are many examples of organisations that have fallen into this trap and applied the model in letter but not in spirit (Nichols and Sugur, 2005). The ultimate purpose of the application, in other words, should not be reduced to produce some reports but it should rather be a shared sense of direction and set of values that one member of the organisation can refer to when s/he faces a challenge, has to make a difficult decision and/or encounters a conflict. Real value is, therefore, created in the process of conceptualising, justifying, validating and internalising strategies that are developed while applying the model.
A closely related issue concerns the necessity of a joint existence of right strategies and good management. As Porter (1996) suggests, good management is not strategy. What BÜMED has really achieved in some areas discussed above is, in fact, a reflection of that. It rightly assessed the important and relevant developments taking place in the environment and went through an assessment of its internal capabilities, and as a result of these evaluations, it was able to set its priorities. A deep understanding of the key issues has been instrumental in the examples of successful strategising observed in BÜMED, which are then carefully and properly implemented with a management philosophy aimed at pursuing quality and excellence at every stage involved in the process. Therefore, it appears that crafting successful strategies in not-for-profit organisations has two essential dimensions. The first one is related to what Porter (1996) calls “operational effectiveness”; that is, perfecting how the operations are performed and managed in the organisation, which points to the importance of the internalisation of the strategies set by all participants in the organisation. The EFQM model can be considered under this heading, enabling organisations to perfect the way they manage themselves. Despite some aberrations mentioned above, the EFQM model seems to have worked for BÜMED in its pursuit of ensuring quality and excellence at every stage in the management process. Besides, it is possible that the principles of good management, if applied properly and internalised by the members of the organisation, to help improve the organisation’s ability to craft successful strategies. This brings us to the second dimension, which is related to the very concept of strategy itself, whose main emphasis is on priorities and trade-offs. What is underlined in BÜMED’s experience regarding this dimension is the idea that in the absence of right strategies, good management in and of itself is unlikely to suffice for the desired outcome, which ultimately targets the creation of value for reaching the society in the case of not-for-profit organisations.
Relatedly, as mentioned in the beginning of this paper while reviewing the literature, developing a belongingness and identity is a key issue in the particular brand of NFP organisations that we focus on in this paper, that is, alumni associations, where the identity-related questions of “what we do” and “how we do it” can be interpreted within the context of “operational effectiveness”. The question “why we do what we do”, on the other hand, is directly linked to strategising in that “losing the meaning”, which implies ceasing to provide the value promised, might result in detrimental consequences such as being transformed into a dysfunctional, powerless and ineffective organisation. The quest for “why we do what we do” as well as the soul-searching process necessitated to uncover the underlying answer of this query might arguably constitute the sole cure for the “mission drift” which impair many not-for-profits. The necessity of combining these two aspects is basic but still so poorly understood and performed in practice for many organisations, let alone those that are not-for-profit.
Before closing the paper, it should be underlined that the above mentioned possibility pointing to the potential that the pursuit of excellence in management carries for successful strategising is the key to understand the nature of the link that good management and strategy have with competitiveness. If we consider BÜMED’s experience with the EFQM model, we see that the main motivation for the application of the model is the Association’s pursuit of quality and excellence in management. Once applied properly, however, the benefits are likely to go beyond that, since it also provides a firm base for crafting strategy; an organisation applying the model is, just to give one example, required not only to define its main stakeholders, but also to learn about their expectations, which provides a valuable information in the process of setting its priorities, hence strategising. Strategies that are firmly based in that infrastructure and internalised by the members of the organisation in turn contribute towards a more competitive organisation. Moreover, the organisation is able to truly assess whether or not it is indeed competitive, since the model requires the organisation to openly define its goals and objectives as well as the associated key performance indicators, the presence of which enables the organisation to measure how its realised level of competitiveness compares with the intended one as well as providing it with an ability to see the possible causes of any disparity between the two.
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