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1 The	Third	Sector	at	a	Glance		

1.1 Introduction		

Germany´s	third	sector	looks	back	upon	a	long	history.	Some	foundations	and	charitable	
institutions	date	back	to	medieval	times;	however,	the	sector	in	its	current	contours	is	an	
outcome	of	the	19th	century	(Anheier/Seibel	2001;	Zimmer	et	al.	2013).	Legal	stipulations	
and	tax	treatment	of	TSOs	were	codified	at	that	time	and	with	some	modifications	are	
still	in	place	today.	Also,	the	close	co-operation	between	TSOs	and	government	in	the	
provision	of	social	services,	particularly	at	the	local	level	and	backed	by	the	“principle	of	
subsidiarity”	which	became	part	of	the	country´s	social	laws,	constitutes	an	outcome	of	
19th	century	historical	developments	(Zimmer	et	al.	2009).		

The	same	holds	true	for	the	sector´s	“pillarization”.	The	stratification	of	the	sector	and	its	
division	into	area-specific	and	vertically	integrated	“pillars”,	which	consist	of	umbrella	
associations	(Verbände)	operating	at	the	national	and	regional	level	(Länder)	and	
membership	organizations	providing	services	for	their	members	and	/	or	the	general	
public	at	the	local	level	of	governance,	also	constitutes	an	outcome	of	historical	
developments.	Indeed,	Anheier	and	Seibel	characterize	the	structuring	of	the	German	
third	sector	as	the	outcome	of	19th	century	conflict	settlements	between	social	groups	
and	powerful	institutions	(Anheier/Seibel	2001:	30	ff.),	specifically	between	government	
and	the	two	major	Churches	–	Catholic	and	Protestant	Church	–	as	well	as	between	
different	normative	societal	cleavages	–	Social	Democracy	and	Conservatism.	In	the	area	
of	social	service	provision,	the	famous	German	Free	Welfare	Associations	are	an	
institutionalized	and	prominent	example	of	the	German	variant	of	pillarization	(Zimmer	et	
al.	2009:	22;	Boeßenberg/Vilain	2012).	The	“pillars”	used	to	be	embedded	in	specific	
social	milieus	whose	members	tended	to	be	closely	affiliated	with	the	TSOs	constituting	
the	respective	pillar.	Furthermore,	German	TSOs	used	to	enjoy	a	very	privileged	position	
because	in	the	same	areas	of	activity	they	were	by	law	protected	from	any	commercial	
competition.		

However,	times	have	changed	significantly	in	the	last	decades	for	German	TSOs.	
Germany's	society	has	become	very	heterogeneous	with	the	result	that	homogeneous	
social	milieus	which	used	to	be	the	prime	terrain	of	TSOs	for	recruiting	volunteer	input	in	
terms	of	personnel,	funds	and	lobby	power	are	no	longer	strongly	in	place.	Moreover,	the	
German	state	has	undergone	major	changes	in	the	last	decades.	Due	to	re-unification	and	
integration	of	the	former	DRG,	Germany	has	developed	into	the	largest	member	state	of	
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the	European	Union;	the	country	has	also	developed	into	a	prime	destination	for	
migrants.	And	finally,	next	to	the	U.K,	the	country	has	also	developed	into	a	driving	force	
within	Europe	concerning	politics	of	both	liberalization	and	de-regulation	of	the	labor	
market	and	privatization	of	public	enterprises.	Similar	to	other	European	countries,	the	
divide	between	the	very	rich	and	the	poor	has	been	widening	in	Germany.	In	particular,	
single	mothers	and	small	children	are	increasingly	living	in	poverty	(Ranci	et	al.	2014).	Due	
to	a	deregulated	labor	market,	so-called	safe	jobs	have	become	not	easily	accessible	for	
those	who	start	their	professional	life.	Also,	part-time	and	poorly	paid	jobs	have	
significantly	increased	throughout	Germany´s	economy	and	in	particular	in	the	area	of	
social	services	(Henriksen	et	al.	2010).	Simultaneously,	salaries	for	positions	in	
management	have	become	more	and	more	attractive.		

All	in	all,	the	impacts	identified	by	the	TSI	project,	which	TSOs	might	have	on	societies	
such	as	providing	jobs	or	contributing	to	the	well-being	of	citizens,	are	of	increasing	
importance	for	the	German	society	in	its	current	stage	of	flux	and	modernization.	The	
report	summarizes	the	results	of	the	German	team	of	the	TSI	project	that	identified	
barriers	with	which	TSOs	are	confronted	in	the	areas	of	social	services,	sports	and	the	arts	
and	culture.	However,	before	turning	to	the	analyses	per	policy	field,	we	provide	an	
overview	of	the	current	state	of	the	art	of	Germany´s	third	sector.	More	specifically,	in	a	
first	step,	we	refer	to	both	the	terminology	which	is	used	for	third	sector	organizations	in	
Germany	and	to	the	most	salient	data	collections	with	relevance	for	the	country´s	sector.	
Thereafter,	the	most	common	legal	forms	used	by	TSOs	will	be	enumerated	and	a	
statistical	overview	of	the	German	third	sector	will	be	provided.	In	a	second	step,	
following	a	note	on	the	methodological	approach	applied	in	the	project,		the	most	salient	
problems	TSOs	are	currently	confronted	with	and	that,	therefore,	hinder	the	
organizations	to	live	up	to	their	potentials	are	outlined	and	discussed	with	special	
reference	to	the	results	of	the	online-survey	conducted	in	2014.	

1.2 Terminology	and	Research	Infrastructure	

Probably	due	to	the	tradition	of	vertical	integration	or	“pillarization”,	the	notion	of	a	third	
sector	as	an	organizational	field	whose	organizations	share	a	common	identity	has	not	yet	
developed	into	“an	island	of	meaning”	in	Germany.	In	everyday	parlance,	Germans	refer	
to	“Vereine”	(voluntary	organizations)	and	“Verbände”	(umbrellas	of	voluntary	
organizations),	when	they	talk	about	TSOs.	German	political	discourse	focuses	on	“civic	
engagement”	(Bürgerschaftliches	Engagement)	as	a	concept,	introduced	through	an	
Enquete	Commission	of	the	Federal	Parliament	in	the	early	2000s.	Bürgerschaftliches	
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Engagement	(civic	engagement)	covers	a	broad	spectrum	of	activities	that	range	from	
being	a	member	of	e.g.	a	sports	club,	to	volunteering,	taking	part	in	a	demonstration,	or	
donating	(Enquete-Kommission	2002:	64	f.).	However,	Bürgerschaftliches	Engagement	
refers	exclusively	to	individual	activities.	Political	discourse	hardly	refers	to	the	
organizational	level	of	third	sector	activities,	and	if	so,	TSOs	are	highlighted	as	a	necessary	
and	enabling	infrastructure	of	Bürgerschaftliches	Engagement	(civic	engagement).	

If	the	organizational	level	is	addressed,	terminology	differs	among	disciplines	and	
constituencies:	NPO	or	nonprofit-organization	is	used	in	business	and	public	
administration;	political	scientists	prefer	the	term	NGO	(non-governmental	organization)	
or	CSO	(civil	society	organization).	For	new	TSO	initiatives	with	a	focus	on	service	
provision,	the	term	social	enterprise	has	become	more	popular	in	recent	years	(Jansen	et	
al.	2013).	The	term	“foundation”	is	not	restricted	to	self-sustainable	grant	giving	or	
operational	institutions,	set	up	in	the	legal	form	of	a	foundation;	instead	“foundation”	is	
used	for	many	activities	that	are	serving	the	common	weal.	The	day-to-day	use	of	the	
term	is	not	linked	to	the	German	legal	stipulation	of	a	foundation.	Although	Germany	
enjoys	a	strong	sector	of	co-operatives,	the	co-operative	movement	does	not	perceive	
itself	as	a	part	of	the	country´s	third	sector.	All	in	all,	terminology	is	not	streamlined	and	
clearly	defined;	instead,	with	respect	to	TSOs	and	their	activities	an	“everything	goes”	
approach	is	very	common	in	Germany.	For	sure,	the	lack	of	terminological	distinctiveness	
represents	a	barrier	for	interest	representation	and	lobbying	activities	addressing	topics	
that	TSOs	have	in	common	or	by	which	they	are	affected	unanimously.	

Despite	the	fuzziness	of	terminology,	the	infrastructure	for	researching	TSOs	has	
significantly	improved	in	the	last	decades.	Since	the	late	1990s,	civic	engagement	in	
Germany	–	volunteering	and	serving	on	boards	of	TSOs	–	is	surveyed	every	five	years.	The	
representative	sample	encompasses	15.000	German	inhabitants	beyond	the	age	of	15.1		
Made	possible	through	a	financial	private	public	partnership,	the	survey	is	conducted	
under	the	auspices	of	the	Federal	Ministry	for	Families,	Senior	Citizens	and	Youth	that	has	
developed	into	the	key	governmental	facilitator	and	interlocutor	of	research	on	TSOs.	
Research	activities	of	the	Ministry	are	partly	matched	by	government	entities	at	the	
regional	level	in	the	16	German	Laender	(see	Alscher	et	al.	2009:	149).	Government	
support	for	TSO-related	research-activities	aims	at	improving	the	infrastructure	for	civic	
engagement	in	order	to	facilitate	volunteering	as	well	as	private	giving	in	Germany.2	

																																																								
1	http://www.dza.de/forschung/fws.html	
2	http://www.bmfsfj.de/BMFSFJ/Service/Publikationen/publikationsliste.html.			
2	http://www.bmfsfj.de/BMFSFJ/Service/Publikationen/publikationsliste.html.			
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Political	discourse	developed	a	new	label,	coined	Engagementpolitik	or	policies	for	civic	
engagement	with	the	goal	of	underlining	the	increasing	importance	of	all	kinds	of	
activities	and	initiatives	related	to	the	third	sector	in	a	very	broad	sense.	Accordingly,	
Engagementpolitik	translated	into	“the	development	of	civil	society	in	Germany	as	a	
governmental	duty”	(Olk	et	al.	2010).	The	public	statistical	offices	have	also	intensified	
their	effort	of	providing	more	detailed	information	on	TSO-related	activities.	A	textbook	
example	is	provision	on	online	information	on	giving	(Priller/Sommerfeld	2010).3	

In	contrast	to	volunteering	and	partially	also	to	giving,	to	monitor	developments	at	the	
organizational	or	sector	level	of	TSOs	has	not	yet	developed	into	a	key	concern	of	
government-supported	research.	Germany	participated	in	the	first	and	second	round	of	
the	Johns	Hopkins	Comparative	Research	Project	(Anheier/Seibel	2001;	Anheier	et	al.	
1998;	Zimmer/Priller	2007).	The	research	was	exclusively	made	possible	through	support	
of	private	German	foundations	that	also	most	recently	took	the	lead	in	establishing	the	
research	unit	Zivis	(Zivilgesellschaft	in	Zahlen)	with	the	goal	of	monitoring	the	
development	of	the	German	TSOs	quantitatively.4	Funded	by	major	private	and	corporate	
foundations,	Zivis	is	an	organizational	unit	of	the	Stifterverband	für	die	Deutsche	
Wissenschaft	which	is	a	consortium	of	foundations	supporting	natural	and	social	sciences	
in	Germany.	Zivis	might	develop	into	a	key	institution	for	TSO-research.		

Moreover,	the	umbrella	organization	of	German	foundations	–	Bundesverband	Deutscher	
Stiftungen	(Association	of	German	Foundations)	–	has	also	intensified	its	research	
activities	in	the	last	decade.	The	Association	is	an	important	source	of	information	on	
German	foundations5.	The	same	holds	true	for	the	Maecenata	Institute,	a	private	
research	institute	and	think	tank	devoted	to	the	analyses	of	German	TSOs	with	a	special	
eye	on	foundations.	The	Institute	monitors	the	development	of	German	foundations	
since	the	late	1980s6.	In	order	to	round	up	the	picture,	the	umbrella	organizations	of	the	
different	areas	of	activity	of	TSOs,	such	as	social	services	or	sports,	also	collect	data	and	
valuable	information	on	their	membership	organizations.	Important	data	sources	are	
collected	by	the	Federal	Consortium	of	the	Free	Welfare	Associations	
(Bundesarbeitsgemeinschaft	der	Freien	Wohlfahrtpflege)7	or	by	the	umbrella	of	German	

																																																								
3	http://de.statista.com/statistik/daten/studie/182976/umfrage/spendenhoehe-pro-spendenakt-
in-deutschland/	
4	http://www.ziviz.info	
5	http://www.stiftungen.org/de/forschung-statistik/stiftungspanel.html	
6	http://www.maecenata.eu/stiftungsdatenbank	
7	http://www.bagfw.de	
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sports	clubs	(Deutscher	Olympischer	Sportbund)8.	Finally,	there	are	also	initiatives	by	
private	corporate	foundations	that	with	a	special	focus	are	conducting	data	collections	on	
a	regular	basis.	The	so-called	“atlas	of	civic	engagement”	by	the	Generali	Foundation	
might	serve	as	a	good	example.	The	atlas	provides	a	statistical	portrait	of	volunteering	in	
the	different	regions	of	Germany	down	to	the	community	level.9	In	summary,	there	are	
many	data	collections	that	are	relevant	for	Germany´s	third	sector;	however,	up	until	now	
there	is	no	key-institution	that	serves	as	a	primary	source	of	information	and	that	also	co-
ordinates	research	activities	related	to	the	sector.		

1.3 Organizational	Forms	and	Legal	Stipulations	

The	most	common	organizational	and	legal	forms	for	TSOs	date	back	to	the	time	of	the	
German	Empire.	These	are:	association	(Verein),	cooperative	(Genossenschaft),	private	
limited	corporation	(GmbH),	and	private	law	foundation	(Stiftung	des	Privatrechts).	
Recently	a	new	form,	the	private	limited	company	(UG)	was	introduced	that	however	has	
not	yet	gained	significant	importance.	Drawing	on	both	the	distinction	between	member-
based	and	non-member-based	organizations	and	on	the	divide	between	commercial	and	
noncommercial	activities,	a	categorization	of	the	organizational	forms	translates	into	the	
following	typology:	

	 Member-based	 Non-member-based	
Noncommercial	 Voluntary	Association	

Verein		

Private	Law	Foundation	

Stiftung	des	Privatrechts		

Commercial	 Cooperative	

Genossenschaft		

Private	Limited	Corporation	

Gemeinschaft	mit	beschränkter	
Haftung	(GmbH)	

Private	Limited	Company		(UG)	

Source:	Designed	by	the	authors	

These	organizational	forms	are	linked	to	different	rationales.	Associations	originally	are	
based	on	the	concept	of	reciprocity:	Activities	are	organized	for	members	by	members.	
Co-operatives	were	originally	created	to	minimize	economic	risks	and	to	provide	their	
																																																								
8	https://www.dosb.de	
9	https://zukunftsfonds.generali-deutschland.de/wissen/2015-engagementatlas/	
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members	that	originally	came	from	low-income	constituencies	access	to	markets	of	
goods	and	services	or	financial	products.	Similar	to	the	GmbH,	the	UG	is	a	limited	
corporation;	however,	there	is	no	fixed	amount	of	capital	investment	necessary	in	order	
to	constitute	an	UG	(Zimmer	et	al.	2013:	27).	The	UG	was	recently	introduced	in	order	to	
facilitate	start-ups	of	social	enterprises.		

It	has	to	be	underlined	that	there	is	no	organizational	form	or	legal	stipulation	exclusively	
designed	for	TSOs	in	Germany.	Instead,	qualifying	for	tax-exemption	is	linked	to	tax	
regulations.	Organizations	have	to	fulfill	certain	requirements	in	order	to	be	awarded	a	
tax-exempt	status.	Basically,	they	have	to	be	nonprofits	and	to	work	on	behalf	of	the	
common	weal.	The	German	Fiscal	Code	(Abgabenordnung)	provides	a	detailed	list	of	
organizational	functions	and	purposes	that	qualify	for	tax	exemption	(Anheier/Seibel	
2001:	17;	Zimmer	2007:	26	ff.).	Therefore,	also	the	organizational	and	legal	form	of	the	
joint-stock	company	is	used	for	TSO	activities	and	is	also	eligible	for	tax-exemption	if	the	
organization	meets	the	requirements.	But,	if	an	organization	enjoys	tax	exemption,	this	
does	not	translate	into	a	situation	in	which	any	income	of	the	TSO	is	tax	exempt.	The	
German	Fiscal	Code	defines	not	only	which	activity	is	tax	exempt	and	which	does	not	
correspond	with	the	regulations	of	tax	exemption;	also	the	level	of	income	which	is	not	
taxed	is	caped	and	differs	from	field	of	activity	and	purpose	of	the	TSO.	Therefore,	
bookkeeping	of	TSOs'	activities	under	the	guideline	of	carefully	keeping	in	compliance	
with	the	complexity	of	the	tax	regulations	does	not	at	all	constitute	an	easy	task	in	
Germany.	Bureaucratic	efforts	are	less	overwhelming	for	small	TSOs	in	terms	of	income	
and	personnel	because	tax	authorities	do	not	go	after	very	small	organizations.	Due	to	
their	limited	business	activities	there	is	not	much	leeway	of	not	acting	according	to	the	
legal	rules	and	of	being	dishonest	or	even	engaged	in	fraud.		However,	booking	for	
middle-sized	and	large	TSOs	in	Germany	is	challenging,	in	particular	because	those	
activities	of	TSOs	which	are	not	covered	by	the	regulations	of	the	Abgabenordnung	or	
German	Fiscal	Law	have	to	be	treated	as	if	the	TSOs	were	a	commercial	enterprise.	On	
the	other	hand,	there	are	no	rigid	transparency	requirements	in	Germany.	Neither	
Vereine	(associations)	nor	Stiftungen	(foundations)	have	to	publish	year	books	in	which	
they	provide	balance	sheets	of	their	business	activities.		

1.4 The	Sector	in	Numbers	

The	majority	of	German	TSOs	are	associations	(Vereine).	There	are	almost	600.000	
associations	registered;	as	a	rule	of	thumb,	per	1000	inhabitants	more	or	less	700	
associations	are	active	in	Germany.	The	density	of	associations	is	almost	the	same	in	the	
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regions	of	the	former	DDR	(East	Germany)	and	in	the	western	regions	(Laender)	of	the	
country.	The	vast	majority	of	the	associations	are	small	and	very	small	organizations	
being	active	locally	(Zimmer	2007;	Priller	et	al.	2012:	14).	Traditionally,	“association”	used	
to	be	the	legal	form	of	first	choice	for	organizing	TSO	activities.	However,	during	the	last	
decades,	TSOs,	in	particular	those	active	in	social	service	provision	have	changed	their	
legal	form	by	being	charted	as	a	tax-exempt	limited	corporation	(GmbH)	(Priller	et	al.	
2013:	16	f.).	The	reasons	for	changing	the	organization´s	legal	form	are	linked	to	the	
increased	competition	between	TSOs	and	commercial	providers	of	services	in	particular	in	
areas	that	traditionally	have	been	prime	areas	of	activity	for	TSOs	in	Germany	(Priller	et	
al.	2012:	18).	The	number	of	tax-exempt	limited	corporations	(GmbHs)	is	estimated	to	be	
around	10.000	(Zimmer	et	al.	2013:	26).	The	number	of	tax	exempted	UGs	is	considered	
to	be	around	400	in	Germany	(ibid.).	All	in	all,	there	is	an	increasing	trend,	particularly	
among	larger	TSOs	that	are	faced	with	commercial	competition,	to	be	in	favor	of	business	
compatible	legal	forms	such	as	GmbH	or	even	joint	stock	company	(AG)	that	has	become	
popular	among	new	and	trendy	TSOs	run	by	internet	activists	(Speth/Zimmer	2014:	209	
ff.)	or	organizations	providing	expertise	and	counseling	services	for	TSOs,	such	as	
Phineo.10	Foundations	have	become	very	popular	in	recent	years	in	Germany.	Legal	
reforms	in	2002	und	2007	initiated	a	so-called	foundation	boom.	According	to	the	
Association	of	German	Foundations	there	are	currently	around	21.000	private	
foundations	operating	in	Germany.	Most	likely,	the	total	number	is	higher	because	public	
registration	offices	are	not	obliged	to	make	their	date	files	accessible.	They	are	even	not	
allowed	to	provide	information	on	foundations	chartered	under	the	law	of	the	Churches	
(Zimmer	et	al.	2013:	25).	Tax-exempt	co-operatives	have	regained	popularity	after	the	EU	
has	lightened	the	requirements	to	start	a	co-operative.	The	number,	however,	ranges	
around	900	(Zimmer	et	al.	2013:	27).	Tax	exempt	co-operatives	are	increasingly	to	be	
found	in	the	areas	of	renewable	energy	(Schröder/Walk	2013)	and	shared	housing	for	
senior	citizens	(Beyer	et	al.	2015).	

As	an	economic	force	and	segment	of	the	labor	market,	the	German	third	sector	belongs	
to	the	family	of	countries	in	which	the	strongholds	of	TSO	employment	are	in	the	fields	of	
social	services	and	health	care.	About	40%	of	the	sector´s	gainful	employment	is	
concentrated	in	these	two	fields	(Zimmer	et	al.	2013:	28)	which	are	also	the	prime	
domains	of	activity	of	the	Free	Welfare	Associations	(see	chapter	on	Social	Services).	
Similar	to	other	countries,	Germany´s	third	sector	looks	back	upon	a	growth	story	in	
terms	of	job	creation	and	employment	(Zimmer	et	al.	2013:	23).	More	than	2.3	million	
																																																								
10	Phineo	is	an	impact	assessment	center	which	issues	quality	certificades	for	TSOs.	Phineo	was	
founded	by	the	German	Bertelsmann	Foundation.	
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employees	are	working	in	TSOs	(Rosinski	2012:	214)	which	translates	into	about	nine	%	of	
the	country´s	labor	force.	Referring	to	the	categorization	of	areas	of	TSO-activity	
developed	by	the	Johns	Hopkins	Project,	fast	growing	fields	of	TSO-employment	in	the	
last	decades	have	been	“environment”,	“international	activities”	and	“foundations”	
(Zimmer/Priller	2007:	57).	Moreover,	gainful	employment	in	Germany´s	third	sector	is	
highly	feminized.	Women	constitute	more	than	75%	of	the	sector´s	labor	force	
(Archambault	et	al.	2013).	Feminization	is	closely	linked	to	the	sector´s	strongholds	of	
employment	–	social	services,	health	care	and	partly	education	–	which	are	traditionally	
prime	fields	of	activity	for	female	professionals.	But,	similar	to	the	business	world,	
women	are	underrepresented	in	positions	of	authority	in	the	sector	(Walter	2015:	10).	
Moreover,	the	sector´s	female	labor	force	is	highly	affected	by	the	flexibilization	of	
working	conditions	and	the	increasing	introduction	of	so-called	odd	jobs	particularly	in	
the	areas	of	social	service	provision	(Archambault	et	al.	2013).		

Typically	German	TSOs	rely	on	a	mix	of	resources.	But,	there	is	traditionally	a	divide	
between	TSOs	active	in	the	welfare	domain	(social	services	and	health	care)	where	they	
are	operating	as	“third	party	government”	and	are	therefore	financed	primarily	through	
social	and	health	insurance	allowances	(Zimmer/Priller	2007:	81),	and	TSOs	active	in	areas	
such	as	sports	or	the	arts	and	culture	which	by	tradition	rely	heavily	on	membership	dues,	
donations	and	most	importantly	volunteer	input.	Since	TSOs	in	the	arts	and	culture	as	
well	as	in	sports	contribute	significantly	to	local	infrastructures	in	terms	of	facilities	and	
opportunities	for	leisure	activities,	they	are	traditionally	supported	by	local	government	
grants	and	subsidies	which	exclusively	are	decided	upon	locally.	In	these	fields	of	TSO	
activity,	there	are	no	Federal	Government	regulations	in	place,	whereas	public	monetary	
transfers	to	providers	of	social	and	health	services	are	subject	to	Federal	legislation	and	
regulated	by	the	country´s	social	laws.	

The	importance	of	volunteering	for	TSOs	is	documented	by	the	results	of	the	German	
Survey	on	Volunteering	highlighting	that	the	majority	of	volunteer	activities	take	place	in	
TSOs	(TNSinfratest	2010:	28).	According	to	the	results	of	the	Survey	on	Volunteering	
every	third	German	volunteers	on	a	regular	basis.	With	respect	to	areas	of	activity,	sports	
ranks	first	on	the	list	of	preferences	for	volunteer	engagement	in	Germany.	Further	
important	areas	are	leisure	and	the	arts	and	culture	(Zimmer	et	al.	2013:	31).	However,	
volunteering	still	constitutes	a	respectable	resource	also	for	TSOs	active	in	the	social	
services.		



	

	

11	

	

Graph:		Volunteering	in	Germany	by	activity	field,	1999,	2004,	and	2009,	in	percent	of	
overall	volunteering;	Source:	Freiwilligensurvey	
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As	indicated	by	the	graph,	volunteering	has	developed	slightly	positively	in	the	last	
decades.	But	all	in	all,	there	have	been	no	significant	changes.	The	same	holds	true	for	
giving.	Again	about	40	%	of	the	German	population	donates	on	a	regular	basis	(Zimmer	et	
al.	2013:	32).	Giving	per	person	has	slightly	increased	in	recent	years.	According	to	the	
Central	Statistical	Office	total	giving	amounted	to	5.539	billion	€	in	2015.11	

1.5 Infrastructure	and	Image	

In	particular,	volunteering	is	highly	acknowledged	in	Germany.	At	the	beginning	of	the	
2000s,	an	Enquete	Comission	of	the	German	Federal	Government	focused	specifically	on	
the	topic	of	the	volunteering.	The	outcome	constituted	in	a	voluminous	report	that	
served	as	a	roadmap	for	further	government	initiatives	such	as	the	set-up	of	a	
government-supported	“Federal	Network	for	Civic	Engagement”12	which	provides	a	
forum	for	interchange	and	discussion	of	ideas	and	topics	related	to	TSO	activities.	
Furthermore,	the	current	and	the	previous	German	Federal	Government	which	were	both	
coalition	governments	specifically	referred	to	civic	engagement	as	an	activity	that	has	to	
be	strengthened	and	supported	in	their	government	statements	which	outline	key	
parameters	of	the	government´s	program	of	the	legislative	period.	Compared	to	
volunteering	and	civic	engagement,	third	sector	organizations	are	–	as	already	mentioned	
–	not	in	the	center	of	public	attention.		

Nevertheless,	in	terms	of	infrastructure,	the	sector	looks	back	upon	a	tradition	of	a	
pillarized	arrangement	of	self-governance.	Almost	every	TSO	in	Germany	is	a	member	of	
an	umbrella	association	that	simultaneously	serves	bridging	and	bonding	functions.	As	
interlocutors,	representatives	of	the	German	umbrella	associations	–	such	as	the	German	
Olympic	Sports	Association	or	the	Free	Welfare	Associations	–	are	in	close	contact	with	
government	officials	at	the	federal	and	regional	level	of	the	German	multi-level	
governance	arrangement	and	hence	heavily	engaged	in	policy	development.	The	
umbrellas	are	subsidized	by	government	grants	which	enable	them	to	also	provide	
assistance	and	support	for	their	affiliated	membership	organizations	in	terms	of	special	
services	that	are	tailored	to	the	needs	of	the	organizations	operating	at	the	local	level.	
Moreover	in	recent	years	and	in	particular	at	the	local	level,	a	variety	of	“support	units”	
addressing	needs	of	specific	groups	or	offering	particular	services	have	been	set	up	either	
by	engaged	citizens	or	by	local	governments.	In	the	meantime,	there	are	facilities	

																																																								
11	http://de.statista.com/statistik/daten/studie/36924/umfrage/geldspenden-in-deutschland/	
12	http://www.b-b-e.de	
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providing	leisure	activities	for	senior	citizens	(Seniorenbüros),	giving	advice	to	citizens	
interested	in	taking	up	volunteer	activities	(Freiwilligenagenturen)	or	helping	citizens	who	
are	looking	for	a	self-help	group	that	matches	their	needs	(Kontaktstellen	für	
Selbsthilfegruppen).	These	new	organizations	which	are	not	linked	to	the	traditional	
umbrellas	have	already	started	to	invest	in	institution	building	by	also	setting-up	
“umbrellas”	such	as	the	National	Alliance	for	Self-help	Support	Units	(NAKOS)	or	the	
“bagfa”,	the	National	Alliance	of	Support	Units	for	Volunteering13.	All	in	all,	the	support	
infrastructure	for	TSOs	is	highly	developed	in	Germany;	at	the	same	time,	there	is	
increasing	competition	among	the	different	institutions	for	public	funds	(Wolf/Zimmer	
2012).		

1.6 Summary	and	Major	Changes	

In	summary,	Germany	qualifies	as	a	“country	of	joiners”.	Founding	voluntary	associations	
is	deeply	embedded	into	the	social	and	political	fabric	of	the	country	as	already	Max	
Weber	and	Kurt	Tucholsky	highlighted.	Germany	also	qualifies	as	a	country	of	volunteers.	
According	to	the	results	of	the	Survey	on	Volunteering,	at	least	one	third	of	the	German	
population	volunteers	regularly.	Moreover,	Germany´s	TSOs	are	deeply	incorporated	into	
the	country´s	welfare	state	arrangement.	However,	depending	on	the	policy	field,	modes	
of	incorporation	and	government	regulated	funding	for	TSOs	differ	significantly.	Third	
party	government	is	specifically	in	place	in	the	area	of	social	services.	For	decades,	TSOs	
providing	social	services	were	by	law	protected	from	commercial	competition	and	they	
were	guaranteed	sustainable	funding.	TSOs	active	in	sports	or	the	arts	and	culture	also	
traditionally	rely	on	a	strong	co-operation	with	in	particular	local	governments.	However,	
public	support	in	these	areas	is	a	matter	to	be	decided	by	local	governments	and	not	
secured	by	law.		

However,	the	classic	embeddedness	of	Germany´s	third	sector	has	been	increasingly	
challenged	and	put	into	question	through	major	changes	of	its	political	and	economic	
environment.	These	changes	are	well	documented	for	the	welfare	domain	(Bode	2014;	
Strünck	2010;	Henriksen	et	al.	2012).	Since	the	early	1990s,	the	Federal	government	has	
increasingly	embarked	on	cost-containment	strategies.	As	part	of	this	overall	effort,	the	
deficits	of	social	service	and	health	care	providers	are	no	longer	leveled	by	public	
subsidies	at	the	end	of	the	fiscal	year.		Second,	the	Federal	government	modified	the	
“principle	of	subsidiarity”	by	allowing	commercial	providers	and	nonprofits	unaffiliated	

																																																								
13	http://www.bagfa.de/aktuelles.html	
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with	the	Free	Welfare	Associations	to	obtain	public	grants	and	contracts.	Third,	regional	
(Laender)	and	local	governments	modernized	local	governance	by	introducing	
instruments	and	techniques	of	the	new	public	management	approach,	amongst	those	
contract	management	and	competitive	tendering	which	were	put	into	place	in	the	
growing	markets	of	social	service	provision.	Since	then,	TSOs	are	treated	on	equal	footing	
with	an	increasing	number	of	commercial	social	service	providers.	Fourth,	the	Federal	
government	modified	public	funding	for	the	umbrellas	of	TSOs	that	serve	as	interlocutors	
between	the	local	organizations	and	the	German	Federal	government.	Funding	was	
shifted	from	block	grants	or	so-called	institutional	support	to	project	related	grants.	The	
changed	embeddedness	of	TSOs	active	in	the	welfare	domain	translated	into	a	situation	
in	which	the	organizations	have	to	operate	in	an	environment	characterized	by	both	
increased	competition	and	reduced	political	protectionism.			

Also,	the	funding	environment	of	TSOs	active	in	sports	and	the	arts	and	culture	has	
changed	significantly	during	the	last	decades,	although	for	different	reasons.	Many	local	
communities	in	Germany	are	faced	with	severe	financial	problems.	This	is	particularly	the	
case	in	the	traditional	“heavy	industry	areas”	in	Germany	as	well	as	in	rural	regions.	In	
same	states	(Laender),	the	majority	of	local	governments	are	under	the	control	and	
financial	surveillance	of	the	regional	government.	This	translates	into	a	situation	in	which	
any	local	public	spending	which	is	not	obligatory	and	regulated	through	Federal	law,	such	
as	e.g.	support	for	sports	clubs,	is	scrutinized	and	has	to	be	officially	permitted	by	the	
regional	government.	Alternative	resources,	most	prominently	corporate	giving	or	private	
donations	that	might	make	up	for	the	loss	of	local	public	funding	are	almost	non-existent.	

Finally,	the	social	embeddedness	of	German	TSOs,	as	already	indicated,	has	undergone	
significant	changes	during	the	last	decades.	The	pillarization	of	German	society	that	used	
to	be	stratified	into	relatively	homogenous	social	milieus	is	a	story	of	the	past.	The	so-
called	erosion	of	the	classical	social	milieus	has	had	a	deep	impact	on	both	the	
motivations	and	compliance	of	volunteers.	Volunteering	and	serving	in	positions	of	
authority	was	affiliated	with	life-long	membership	in	TSOs	that	were	part	of	a	specific	
social	milieu.	In	Germany	today,	volunteering	has	become	volatile;	it	is	loosely	coupled	
with	membership	and	it	is	no	longer	strongly	affiliated	with	a	belongingness	to	a	specific	
social	milieu.	This	translates	into	a	situation	where	volunteers	have	turned	into	a	scarce	
resource	for	which	numerous	TSOs	compete.	Also,	serving	on	boards	of	TSOs	used	to	be	a	
highly	appreciated	honorary	position	that	had	to	be	fulfilled	if	(mostly)	he	wanted	to	be	
acknowledged	as	a	member	of	the	local	elite.	Today,	Germany´s	society	is	highly	mobile;	
professional	life	asks	for	flexibility	in	terms	of	working	hours	and	readiness	to	travel.	
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Against	this	background,	it	has	become	increasingly	difficult	to	reconcile	professional	life	
with	time	consuming	and	demanding	voluntary	work	for	TSOs.		

2 Sector	under	Reconstruction:	Recent	Trends	of	Third	
Sector	Development	

2.1 Introduction	

Despite	the	fact	that	Third	Sector	Organizations	experienced	a	steady	growth	in	the	last	
decades	which	is	demonstrated	by	the	mushrooming	of	foundations,	associations	and	
charitable	liability	companies	and	its	historically	developed	embeddedness	in	the	German	
institutional	framework,	which	we	described	earlier	under	this	section,	TSOs	seem	to	
come	under	heavy	fire	from	two	sides:	Individualization	with	diversified	volunteer	
patterns	and	needs	of	citizens	on	the	one	side	and	austerity	pressures	on	the	other	side	
jeopardize	the	operational	basis	of	TSOs´	work.	Against	this	background	TSOs	develop	a	
pessimistic	view	into	their	future.	

	

Graph:	TSOs	vision	into	the	future	

After	a	short	description	of	our	methodological	approach	we	will	highlight	the	most	
salient	barriers	TSOs	encounter	which	contribute	to	an	increasingly	hostile	environment	
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0.00%	

10.00%	

20.00%	

30.00%	

40.00%	

50.00%	

Strongly	
disagree	

mildly	disagree	 neither	agree/
disagree	

mildly	agree	 strongly	agree	

"The	next	ten	years	promise	to	be	much	easier	for	
my	organizaWon	than	the	previous	ten"	



	

	

16	

2.1.1 Methodological	Approach	

In	a	first	step	of	our	research	we	analysed	the	literature	regarding	the	third	sector	in	
general.	We	identified	the	most	common	problems	the	third	sector	faces	and	factors	that	
allow	the	sector	to	develop	its	full	potential.	Additionally	the	analysis	of	secondary	
quantitative	data	allowed	us	to	reach	a	systematic	confirmation	of	our	first	findings.	
Recently	conducted	surveys	with	the	focus	on	civil	society	issues	(e.g.	surveys	on	
volunteering,	giving,	and	citizen’s	participation)	or	surveys	assessing	the	general	situation	
of	TSOs	provided	us	with	further	insights	on	the	development	of	the	third	sector	and	
barriers	that	affect	the	performance	of	TSOs.	

With	semi	structured	interviews	addressing	third	sector	representative	and	individual	
experts	with	prime	knowledge	on	third	sector	developments	we	aimed	firstly	at	grasping	
the	challenges	TSOs	are	confronted	with	in	relation	to	e.g.	new	governance	practices,	
changing	modes	of	financing,	societal	changes	and	secondly,	the	strategies	that	TSOs	
develop	to	react	to	those	challenges.	In	total	25	semi-structured	interviews	were	
conducted.		

Furthermore,	we	conducted	a	stakeholder	survey	with	a	double	purpose.	Firstly,	the	
outcome	of	the	interviews	or	focus	groups	was	double	checked.	Secondly,	in	contrast	to	
the	interviews	with	stakeholders,	the	outcome	of	the	survey	provided	us	with	a	bottom-
up	perspective.	In	a	nutshell,	the	online	survey	covered	the	questions	and	topics	which	
were	also	addressed	in	the	interviews	with	stakeholders	and	focus	groups:	the	barriers	
and	difficulties	they	perceive	related	to	the	TSOs	activity	in	selected	fields	and	how	the	
sector	is	expected	to	develop.	

The	stakeholder	survey	was	conducted	online.	We	addressed	stakeholders	who	are	
working	at	the	operational	level.	By	addressing	umbrella	organizations	in	the	fields	of	
sports,	arts	and	culture,	and	social	services	we	convinced	managers,	heads	of	
departments	of	large	organizations,	board	members	and	chairmen	(or	chairwomen)	to	
take	part	in	the	survey.		

In	total	251	organizations	responded	to	the	stakeholder	survey	although	one	has	to	note	
that	Arts	and	Culture	organizations	are	slightly	overrepresented		
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	 Total	answers	 Percentage	
Social	Services	(1)	 41	 16.33%	
Arts	and	Culture	(2)	 103	 41.04%	
Sports	(3)	 76	 30.28%	
Other	(4)	 9	 3.59%	
No	answer	 11	 4.38%	
Not	completed	 11	 4.38%	

	
Table:	Number	of	organization	participating	in	the	online	survey	

2.2 Societal	Disintegration	and	Individualization:	Professionalization	of	Volunteering	

and	Public	Affairs	

80	%	of	the	associations	and	75	%	of	cooperatives	report	difficulties	attracting	volunteers.		
Additionally,	85	%	of	the	associations	and	83	%	of	the	cooperatives	report	that	they	face	
increasing	difficulties	in	recruiting	board	members	(Priller	et	al.	2013).		

Our	survey	results	resemble	the	findings	cited	above.	Particularly	the	recruitment	of	
board	members	becomes	increasingly	difficult	which	endangers	third	sector	governance	
structures.	

	

Graph:	Recruitment	of	Volunteers	

The	reasons	for	the	difficulties	attracting	volunteers	and	members	are	manifold.	The	
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specific	organization	anymore	and	do	not	automatically	“inherit”	an	engagement	from	
their	parents.		

Against	the	background	of	declining	social	anchorage	Third	Sector	Organizations	have	to	
create	awareness	of	their	mission	and	sell	the	image	to	potential	members	and	
volunteers.	Thus,	73	%	of	the	surveyed	organizations	regarded	limited	public	awareness	
of	their	organization	as	a	serious	problem.	As	a	consequence,	organizations	increasingly	
engage	themselves	in	establishing	a	unique	selling	proposition	on	the	donors	and	
volunteers	market.	The	mission	of	the	organization	is	professionally	marketed	in	order	to	
be	attractive.	Lobbying	and	the	sensitization	for	topics	as	one	of	the	core	functions	of	
TSOs	are	increasingly	outsourced	to	commercial	agencies.	Public	affairs	management	and	
campaigning	in	particular	are	progressively	carried	out	by	for	profit	public	affairs	agencies	
(Zimmer	2012).		

Similar	mechanisms	are	observable	for	the	recruitment	of	members.	Potential	members	
have	to	be	actively	recruited	often	with	the	assistance	of	specialized	agencies.	Principally	
organizations	that	heavily	rely	on	members	outsource	the	member	recruitment.	In	some	
case	they	outsource	those	activities	to	limited	liability	companies	keeping	a	full	share	of	
the	newly	created	body.	In	other	cases	TSOs	commission	for-profit	agencies	to	carry	out	
the	member	recruitment.	Those	for	profit	agencies	work	for	very	different,	even	directly	
competing	TSOs	regardless	of	their	policy	or	ideological	orientation.	Lobbying	for	the	
organizational	mission	and	recruiting	members,	widely	considered	core	functions	of	TSOs,	
has	become	an	interesting	business	field	for	commercial	actors.14	

Not	only	are	the	bonds	to	certain	organizations	vanishing	but	also	the	increasing	mobility	
of	potential	volunteers	becomes	a	problem,	when	organizations	rely	on	a	continuous	
engagement.	A	lifetime	commitment	to	an	organization	becomes	rather	the	exception	
than	the	rule.	Instead	the	engagement	becomes	more	episodic	and	project	based,	
sometimes	just	occurring	on	a	single	event.	84	%	of	the	polled	stakeholder	organizations	
stated	that	the	interests	and	needs	of	volunteers	have	changed	in	favor	of	a	short	term	
commitment.		

Against	the	background	of	a	continuous	fluctuation	of	members,	ensuring	the	job	
integration	of	the	volunteer,	providing	the	training,	organizing	the	communication	
process	with	colleagues	and	users,	maintaining	the	quality	and	addressing	individual	
needs	of	the	volunteer	are	increasingly	demanding	and	resource-intensive	challenges	for	

																																																								
14	Commercial	agencies	that	are	often	frequently	commissioned	with	membership	recruitment	
are	among	others	DialogDirect,	Steiner+Partner,	Holub,	Agentur	Wesser.	
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the	organization.	Thus,	many	organizations	implement	a	professional	volunteer	
management.	

2.3 Marketization	of	the	sector	

2.3.1 Surviving	in	a	climate	of	permanent	austerity:	Finances	of	TSOs	

TSOs	are	faced	with	enormous	cost	and	efficiency	pressures.	The	big	majority	of	surveyed	
organizations	struggle	with	dwindling	financial	resources.	

	

Graph:	Scarcity	of	Resources	
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organizations	complain	about	having	only	outdated	technology.		Since	the	state	is	not	an	
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Graph:	Alternative	sources	of	income	

The	diversification	of	financial	resources	carries	the	risk	of	making	the	management	more	
complicated	as	TSOs	have	to	comply	with	the	requirements	of	different	funders.	
Particularly	EU	funding	is	perceived	as	very	complex	and	bureaucratic.	Thus,	EU	funding	
does	not	seem	to	be	regarded	as	a	financial	alternative	for	most	TSOs	and	applies	only	to	
large	and	highly	professionalized	organizations.	In	line	with	the	results	of	the	interviews	
only	a	very	small	number	of	the	polled	organizations	regard	EU	funding	as	important,	
while	for	the	vast	majority	of	organizations	EU-funds	play	no	role	and	for	30	%	EU	funding	
seems	to	be	a	rather	abstract	term.			

	

Graph:	Salience	of	EU	funding	
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Although	TSOs	in	Germany	are	traditionally	characterized	by	a	financing	mix,	the	shares	
of	the	different	source	have	shifted	substantially.	While	in	the	90s	public	grants	were	the	
biggest	financial	source	of	TSOs;	funds	generated	by	own	business	activities	such	as	
service	charges	and	fees	are	now	the	most	important	source	of	revenue	(Priller	et	al.	
2013:	41).	This	is	due	to	the	changing	modes	of	public	financing	which	entailed	
bureaucratic	pressures	on	TSOs.	

2.3.2 Reconstructing	Governance	Structures:	Efficiency	and	Bureaucratic	pressures	

In	line	with	new	public	management	approaches	contract	based	management	practices	
were	introduced	and	in	particular	in	the	social	services	a	quasi-market	was	established.	
The	relationship	with	the	state	changed	from	a	partnership	at	eye	level	to	a	supplier-
customer	relationship	putting	TSOs	under	stricter	regulation	and	control.	The	leeway	for	
TSOs`	own	actions	becomes	more	restricted.15	Competitive	tendering	procedures	where	
terms	of	quality	are	strictly	defined	by	public	agencies	were	opened	for	commercial	
providers.	Extensive	reporting	obligations	force	TSOs	under	stricter	scrutiny	of	public	
authorities.	High	transparency	and	accountability	requirements	lead	to	a	bureaucratic	
burden	for	TSOs.		

	

Graph:	Bureaucratization	

The	requirements	of	public	authorities	exceed	the	technical	knowledge	and	the	time	
capacities	of	volunteer	board	members.	Organizations	face	increasing	difficulties	when	
trying	to	appoint	board	members.	85	%	of	the	associations	and	83	%	of	the	cooperatives	
report	that	they	face	increasing	difficulties	in	recruiting	board	members	(Priller	et	al.	
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are	therefore	gaining	importance,	which	aim	at	justifying	the	organizational	actions.	Initiatives	to	
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more	popular.	
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2013).	In	accordance	with	the	findings	cited	above,	81	%	of	the	stakeholder	organizations	
surveyed	in	this	project	regard	the	recruitment	of	volunteer	board	members	as	a	serious	
problem.	

As	a	consequence	TSOs	have	changed	their	modus	operandi	and	reconstructed	their	
governance	structure	as	the	traditional	governance	structure	of	associations	composed	of	
a	democratic-elected	volunteer	board	is	increasingly	difficult	to	maintain.	Thus,	
governance	bodies	are	professionalized	and	in	some	instance	a	dual	structure	is	installed.	
Here	the	managing	board	composed	of	full	time	staff	is	supplemented	by	a	volunteer	
advisory	board.		

Additionally,	the	intensified	cooperation	of	different	groups	of	volunteers	and	full	time	
staff	in	value	based	organizations	make	special	management	practices	necessary,	which	is	
best	described	as	a	managed	participation.	Methods	that	are	frequently	applied	are	
round	tables,	coaching	and	training	for	volunteers	as	well	as	joint	teams	representing	
volunteers	and	full	time	staff.	Hence,	68	%	of	the	polled	organizations	regard	balancing	
the	interests	of	different	stakeholders	as	challenging	and	51	%	of	the	survey	organizations	
increasingly	implement	measures	to	improve	the	participation	of	different	stakeholders.	

In	the	face	of	increasing	reporting	and	efficiency	pressures	market-compatible	structures	
were	introduced.	The	ideational	and	economic	activities	were	organizationally	separated.	
The	mushrooming	of	the	charitable	limited	liability	companies	documented	the	ongoing	
process	of	marketization	of	TSOs	activity	in	the	field	of	service	provision.		

On	the	grounds	of	increased	market	orientation	managerial	business	practices	were	
adopted	which	among	others	include	financing	methods	such	as	controlling,	cost	and	
activity	accounting,	performance	measurement	such	as	quality	management	and	
benchmarking	as	well	as	personnel	instruments	such	as	performance	based	pay	and	
target	agreements	(Droß	2013;	Priller	et	al.	2013).		

As	the	orientation	toward	business	principles	becomes	more	important	for	TSOs,	
executive	positions	are	increasingly	filled	by	candidates	with	an	educational	background	
in	business	administration	studies	often	lacking	the	“technical”	(e.g.	socio-educational)	
knowledge	of	their	staff.	For	roughly	two	thirds	of	the	surveyed	organizations	having	a	
business	background	as	executive	is	regarded	as	crucial.		
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Graph:	Business	Orientation	of	Executives	

2.3.3 Personnel:	Precarious	employment	patterns	

Increasing	cost	and	efficiency	pressures	were	translated	into	precarious	employment	
patterns	throughout	the	sector	as	personnel	costs	loom	particularly	large	in	most	TSOs.	
Additionally,	the	overall	temporary	character	of	funds	calls	for	flexible	employment	
contracts.	Hence,	TSOs	make	increasingly	use	of	fixed	term	and	part	time	contracts.	As	a	
consequence,	the	economic	position	of	their	workforce	is	increasingly	deteriorating	
(Schmeißer	2013).	It	comes	as	no	surprise	that	over	80	%	of	the	polled	organizations	
regard	the	low	pay	of	their	employees	as	a	serious	problem.	
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Due	to	the	precarious	character	of	the	employment	patterns	working	in	the	sector	
becomes	increasingly	unattractive,	particularly	in	areas	where	the	physical	and	mental	
stress	is	high.	The	social	services	report	an	increasing	shortage	of	labor,	while	in	the	areas	
of	self-realization	such	as	sports	and	culture	there	is	still	a	big	interest	of	workers	(see	
individual	policy	chapters	in	this	report).		

2.3.4 Image	and	mission	drift	

Some	of	the	cost	cutting	strategies	cited	above	have	been	perceived	as	“scandals”.		In	
particular,	the	deteriorating	working	conditions	cited	above	are	viewed	as	exploitation	of	
workers.	Thus,	some	of	the	managerial	practices	that	were	introduced	by	TSOs	have	the	
potential	to	jeopardize	the	overall	positive	images	that	TSOs	still	enjoy.	There	are	signs	
that	their	image	of	the	moral	superior	might	fade	away	as	TSOs	become	more	
businesslike	and	adopt	market	strategies.	Over	half	of	the	organizations	polled	in	the	
stakeholder	survey	reported	that	their	need	to	raise	revenues	impedes	them	to	adhere	to	
their	mission.		

As	a	consequence	the	efforts	of	TSOs	becoming	more	efficient	might	impede	the	
fulfillment	of	their	mission	and	ultimately	endanger	their	rootedness	in	society.	

	

Graph:	Mission	Drift	of	TSOs	
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3 Overview	Policy	Chapter	
While	some	of	the	obstacles	are	specific	to	certain	policy	fields,	we	observed	that	TSOs	
face	similar	challenges	throughout	the	sector	and	seem	to	adapt	similar	strategies	to	cope	
with	those	challenges.	

For	instance	new	modes	of	financing	and	austerity	measures	of	public	authorities	
confronted	TSOs	with	enormous	cost	and	efficiency	pressures	leading	to	precarious	
employment	patterns	throughout	the	sector.	However,	the	deteriorated	labor	standards	
do	not	affect	the	attractiveness	of	working	in	the	sector	equally.	TSOs	in	the	social	
services	face	problems	recruiting	paid	staff	while	TSOs	which	are	active	in	the	field	of	
“sports”,	and	“arts	and	culture”	benefit	from	an	oversupply	of	labor.	We	assume	that	the	
specific	configuration	of	a	policy/organizational	field	leads	to	specific	challenges	TSOs	are	
confronted	with.	Hence,	TSOs	in	the	Social	Services	face	different	obstacles	than	their	
counterparts	in	Sports	or	Arts	and	Culture.	

In	the	following	section	we	provide	you	with	a	short	overview	of	the	most	salient	barriers	
we	identified	in	the	policy	fields	which	are	of	crucial	importance	for	the	German	Third	
Sector:	Social	Services,	Sports	and	Arts	and	Culture,	which	are	studied	in	detail	in	the	
following	chapter.	

3.1 Social	Services	

Changing	modes	of	public	financing	and	increased	competition	with	commercial	providers	
have	induced	cost	and	efficiency	pressures	on	TSOs,	which	were	translated	into	
precarious	employment	patterns.	Thus,	working	in	the	sector	becomes	increasingly	
unattractive.	Due	to	increasing	bureaucratic	requirements	of	public	agencies	volunteering	
on	the	board	level	increasingly	exceeds	the	capacities	of	volunteers.	Generally,	TSOs	are	
confronted	with	individualized	volunteer	patterns	of	increasing	temporary	character	
which	requires	investments	into	a	volunteering	support	system.			

3.2 Sports	

On	the	grounds	that	exercising	citizens	are	becoming	more	service	demanding	and	less	
interested	in	community	oriented	team	sports,	sports	clubs	face	increasingly	difficulties	in	
recruiting	members	and	volunteers	whereas	the	sports	market	becomes	more	diversified.	
Particularly	individualized	fitness	and	health	activities	are	on	the	rise.	Additionally,	sports	
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clubs	are	faced	with	limited	access	to	sports	facilities.	As	the	availability	of	sports	grounds	
is	an	essential	condition	for	practicing	sports	the	very	existence	of	sports	clubs	is	
endangered.	Growing	competition	of	commercial	providers	that	offer	a	high	degree	of	
service	and	top-notch	equipped	sports	facilities	is	intensifying	the	problem	pressure.	
Furthermore,	sports	clubs	are	faced	with	an	increasing	bureaucratic	burden.	The	
requirements	of	public	authorities	exceed	the	technical	knowledge	and	the	time	
capacities	of	volunteers.	Thus,	half	of	the	sports	clubs	face	serious	problems	appointing	
board	members.	

3.3 Arts	and	Culture	

TSOs	in	the	field	of	arts	and	culture	have	to	survive	in	a	climate	of	permanent	austerity	as	
public	funding	is	scaled	back.	Due	to	the	scarcity	of	resources	employment	in	the	sector	is	
of	precarious	nature.	Public	funding	requirements	impose	a	bureaucratic	burden	on	TSOs.	
Particularly	small	organizations	are	endangered	due	to	high	administrative	requirements.	
As	a	result	of	declining	public	space	in	urban	areas	TSOs	are	faced	with	limited	access	to	
facilities	and	up-to-date	equipment.	Recruiting	volunteers	becomes	increasingly	difficult	
for	TSOs	which	is	also	indicated	by	the	growing	age	of	volunteers.	TSOs	lack	the	human	
resource	capacities	to	address	shifting	needs	of	volunteers	as	volunteering	in	TSOs	
increasingly	requires	a	professionalized	support	system.	In	some	instances	TSOs	appear	to	
be	insensitive	toward	new	developments	and	interests	of	volunteers.	The	high	
fragmentation	of	the	field	impedes	solid	interest	representation	structures.	Generally	the	
lack	of	data	in	Arts	and	Culture	hampers	research	on	the	situation	of	TSOs	activity	in	the	
field.	

4 Social	and	Health	Services		

4.1 History	

Social	Services	in	Germany	look	back	on	a	long	historical	tradition:	having	emerged	from	
poor	relief	they	have	been	relegated	a	niche	existence	in	social	policy	until	the	time	of	the	
industrialization	begun	within	the	German	Empire	in	the	late	19th	century.	Due	to	the	
increasing	industrialization	poor	relief	had	to	face	new	challenges	and	have	consequently	
been	modified	and	extended.	As	a	result,	it	was	expanded	to	a	broad	system	for	illness,	
work	accidents	and	invalidity	insurances	as	well	as	retirement	structures	for	the	
employees	that	have	been	working	under	intensive	conditions.	Since	this	time	social	
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services	have	been	continuously	expanded	and	became	more	and	more	institutionalized,	
particularly	in	the	areas	of	health,	children	and	youth,	housing	and	labor	care	(Sachße	
2011:	94).		

Whereas	the	insurance	system	was	established	as	an	overarching	monetary	transfer	
system	of	benefits,	the	care	system	remained	on	the	local	level	and	was	rested	on	two	
pillars:	aside	from	the	municipal	authorities	-	public	sector	institutions	-	a	variety	of	
private	and	denominational	organizations	were	established.	From	these	private	
organizations	besides	foundations	particularly	civic	associations	emerged	and	gradually	
built	a	local	structure	that	encompassed	all	areas	of	civic	life.	Furthermore,	with	this	the	
organizational	structure	of	local	welfare	was	born.	At	the	same	time	nationwide	
associations	developed	and	were	characterized	by	a	supra-regional,	professional	and	
more	general	social	and	political	orientation	(ibid.	96	f.).	

With	the	Weimar	Republic	welfare	became	constitutional	law	and	the	state	turned	into	a	
welfare	state.16	Since	this	time	the	state	carries	the	main	responsibility	for	welfare	and	
was	restructured	frequently.	However,	also	the	private	welfare	(now	called	voluntary	
welfare)	was	reorganized	and	especially	the	denominational	organizations	began	to	found	
own	umbrella	organizations	followed	by	others	such	as	the	Social	or	Christian	democracy.	
The	crosslinking	of	these	(today	six)	different	umbrella	organizations	could	be	seen	as	a	
counterpart	toward	the	centralized	welfare	state	and	both	(public	and	private)	parts	still	
represent	the	main,	combined	welfare	structure	today,	in	which	third	sector	
organizations	play	a	significant	role	as	well	(ibid.	102;	Evers	also	refers	to	this	term	as	
“welfare	mix”).		

4.2 Legal	environments		

Since	social	service	provision	is	traditionally	closely	linked	to	the	state	and	its	institutions,	
it	is	subject	to	the	principle	of	federalism	that	regulates	the	competences	for	the	different	
levels	of	governance,	namely	the	federal,	the	federal	state	and	the	municipal	level:	the	
federal	level	has	the	legislative	powers	aiming	at	the	consistency	of	equal	living	conditions	
(for	instance	regarding	labor	law	or	the	social	security).	It	furthermore	has	the	statutory	

																																																								
16	According	to	Esping-Andersen’s	classification	of	welfare	states,	Germany	represents	a	
continental	European-conservative	type	of	welfare	state,	which	stands	for	a	paternalistic	
interventionalist	approach	with	a	strong	influence	of	the	church.	Furthermore,	the	social	security	
system	is	affiliated	with	the	individual	wage	employment.	Benefits	are	therefore	dependent	on	
the	position	and	quality	of	one’s	situation	in	the	labour	market	(cf.	Bäcker	et	al.	2010:	51).		
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mandate	of	providing	public	welfare	which	means	being	responsible	for	basic	social	
security	or	family-related	benefits.	The	federal	state	level,	however,	is	more	limited	in	
terms	of	legislative	power.	In	particular,	the	federal	state	is	active	in	selected	fields	such	
as	health	care	and	social	services.	Lastly,	the	municipal	level	covers	all	areas	that	concern	
the	local	community.	Here,	with	regard	to	public	service	provision	the	municipal	has	a	
large	scope	for	decision-making	and	room	for	maneuver,	particularly	concerning	the	
voluntary	benefits.	These	are	to	be	distinguished	from	obligatory	tasks	which	are	legally	
predetermined	by	the	federal	and	the	federal	state	level.	In	principle,	all	sociopolitical	
measures	in	Germany	are	regulated	in	the	social	security	statute	book.	However,	the	
exact	execution	is	subject	to	the	negotiations	between	service	providers	and	cost	bearers	
(cf.	Bäcker	et	al.	2010:	67	f.).		

Following	the	concept	of	subsidiarity	(stating	that	matters	should	be	handled	by	the	least	
centralized	authority)	the	practical	implementation	of	social	services	is	handled	by	a	
variety	of	actors	and	organizations	at	different	levels.	Aside	public	institutions,	
encompassing	municipalities,	Länder	or	organizations	related	to	the	provision	of	social	
security,	private-commercial	organizations	as	well	as	the	voluntary	welfare	with	its	six	
umbrella	organizations	is	closely	involved	in	social	service	provision.17	Although	service	
provision	is	based	on	such	a	complex	net	of	heterogeneous	public,	private	and	voluntary	
organizations,	which	sometimes	intertwine,	some	specific	legal	forms	usually	stand	out:	
registered	associations,	foundations	and	(non-profit)	limited	liability	companies	(Priller	et	
al.	2012:	14)18.	All	three	of	them	are	legally	characterized	as	private	organizations,	but	fall	
in	the	category	of	voluntary	welfare	organizations	at	the	same	time.		

Associations	grew	from	a	historical	tradition	traced	back	to	the	18th	century.	Their	
constitutive	element	is	a	voluntary	membership	pursuing	a	common	goal.	Since	members	
present	a	crucial	part	of	associations,	the	general	assembly	is	considered	to	be	the	
ultimate	authority:	It	is	responsible	for	the	continuity	of	the	association	but	at	the	same	
time	liable	for	the	association’s	actions.	Because	of	this	organizational	structure	
associations	are	considered	to	be	the	most	democratic	legal	form	by	the	constitution.	
However,	this	structure	constitutes	a	disadvantage	at	the	same	time:	having	so	much	
power,	the	general	assembly	is	able	to	overthrow	basic	goals	that	the	association	pursued	

																																																								
17	Having	said	this,	that	three	major	streams	of	social	service	provision	exist	(public,	private-
commercial	and	voluntary	welfare)	here	we	focus	only	on	the	last	one.	
18	Aside	these	forms	there	are	other	special	types	of	organizations,	such	as	non-profit	public	
limited	companies,	non-profit	foundations,	non-registered	association	or	non-profit	cooperatives.	
Since	they	make	up	the	smallest	part	in	the	third	sector,	they	are	not	going	to	be	focused	(cf.	
Hauser	et	al.	2000:	31	ff.).		
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in	the	past,	if	it	organizes	majorities	for	a	new	agenda.	Especially,	if	the	association	
operates	outside	its	own	structures,	these	internal	struggles	can	become	problematic	(cf.	
Hauser	et	al.	2000:	32f.).	A	foundation	is	constituted	not	on	the	pursuit	of	a	common	goal	
but	on	the	idea	to	provide	property	for	a	specific	purpose.	This	purpose	is	determined	at	
the	set-up	of	the	foundation	and	regulates	its	operations	over	time.	Changing	the	
purpose	of	a	foundation	is	possible	but	quite	difficult.	That	is	why	foundations	represent	
a	relatively	stable	legal	form	with	a	high	degree	of	independence	(cf.	ibid.:	33	f.).	Finally,	
the	(non-profit)	limited	liability	company	presents	a	specific	form	in	the	third	sector	since	
it	is	closest	to	the	economic	sector.	This	means	that	they	are	allowed	to	make	up	the	
balance	but	are	not	obliged	to	it.	However,	they	have	to	keep	an	account	and	compile	an	
annual	statement	of	accounts.	Furthermore,	since	this	legal	form	encompasses	
shareholders,	this	type	of	organization	is	dependent	on	their	wills.	This	means	that,	for	
instance,	the	organization’s	mission	statement	can	be	changed	rather	quickly	and	also	a	
dissolving	of	the	company	is	easier	than	for	a	foundation,	which	is	dependent	on	its	
purpose.	

Non-profits	are	of	common	public	interest	and	therefore	subject	to	non-profit	law.	It	
regulates	for	instance	that	non-profit	organizations	are	obliged	to	a	prompt	use	of	their	
funds	or	the	fulfilling	of	their	statute	which	is	constitutive	for	their	non-profit	status.	
Meeting	these	regulations	the	law	allows	for	tax	breaks	or	even	tax	exemptions	(cf.	ibid.:	
34	f.).	In	social	services	you	mostly	find	associations	and	liability	companies	which	is	
related	to	the	fact	that	these	forms	allow	best	to	meet	the	needs	of	the	organizations	and	
their	work.		

Furthermore,	social	services	that	are	organized	outside	the	social	security	statute	book	
are	mostly	regulated	by	federal	laws	or	laws	of	the	Länder.	However,	the	execution	and	
financing	is	organized	by	the	municipality.	With	that,	national	and	federal	laws	only	
provide	the	framework	for	services.	Besides,	this	principle	expresses	the	organizational	
and	personnel	autonomy	and	allows	a	regional	approach	towards	social	service	provision	
(cf.	Bäcker	et	al.	2010:	523	f.).	

4.3 Subsector	infrastructure	

As	outlined	before,	Social	Services	in	Germany	are	organized	in	a	complex	structure	of	
providers	of	different	organizational	and	legal	forms,	which	is	described	best	by	the	term	
welfare	corporatism	or	welfare	mix.	This	welfare	mix	is	based	on	the	three	pillars	public,	
private	non-profit	and	private	commercial	organizations.	Characteristic	for	the	
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institutional	design	of	German	social	service	provision	is	the	strong	involvement	of	
voluntary	welfare	associations.	Six	welfare	associations	have	emerged	that	were	once	
formed	along	the	viral	societal	cleavages	of	the	beginning	20th	century.	They	represent	
the	dominant	political	ideas	of	that	time	and	built	e.g.	protestant,	catholic,	humanistic	or	
socialist	organizations.	They	comprise	today	around	105,300	social	organizations.	In	many	
instances	being	member	of	one	of	the	peak	organizations	enables	TSOs	to	receive	public	
grants	(Strünck	2010:	60).		

As	peak	organizations	they	represent	the	interests	of	affiliated	service	providers	that	
work	on	the	ground	level	in	different	areas	of	social	service	provision.	Its	largest	working	
area	is	with	about	37%	youth	welfare,	followed	by	geriatric	care	(17%)	and	care	for	
handicapped	(16%).19	In	this	regard	the	peak	organizations	engage	themselves	in	
negotiations	on	terms	and	levels	of	reimbursements.	In	the	same	vein,	they	lobby	for	the	
interests	of	members,	users,	people	affected	by	social	exclusion	and	create	awareness	for	
different	social	problems	(Strünck:	2010:	59).			

Besides,	peak	organizations	provide	a	well-functioning	support	system	for	their	members:	
they	offer	professional	help,	for	instance	regarding	tax	and	legal	issues	and	encourage	
networking	within	the	organizations	(cf.	Heinze	2011a;	cf.	Koch-Baumgarten	2014).	
Despite	the	extensive	help	the	peak	organization	provide	the	services	of	commercial	
agencies	in	carrying	out	marketing	or	volunteer	recruitment	are	gaining	salience	as	are	
the	services	of	business	consultancies	that	help	TSOs	to	develop	market	strategies.		

Against	the	background	of	marketization	the	“division	of	work”	between	organizations	at	
the	operational	level	and	their	peak	organization	produced	a	growing	discrepancy	with	
regard	to	the	social	advocacy	function	welfare	associations	perform.	On	the	one	hand,	
top	level	peak	organizations	propagated	an	“ideal	of	social	justice”	and	fight	
marketization.	On	the	other	hand,	their	increasingly	business-like	member	organizations	
on	the	operational	level	introduce	management	practices,	apply	vast	cost	cutting	
strategies	and	in	some	instances	disregard	social	goals	of	their	peak	organization.		This	
development	increasingly	stands	in	the	way	of	a	successful	and	coherent	image	building	
(Strünck	2010:	60;	Merchel	2011:	258	f.).		

	

																																																								
19	Taken	from	the	complete	statistics	of	the	BAFGW	2012	page	11	(see:	
http://www.bagfw.de/fileadmin/user_upload/Veroeffentlichungen/Publikationen/BAGFW_Statist
ik_2014.pdf)	
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4.4 Governance	

Welfare	associations	adapted	to	scarce	resources	and	engaged	themselves	in	making	
their	structures	more	efficient.	Furthermore,	they	address	higher	administrative	and	
transparency	demands	of	public	funders	by	professionalizing	their	governance	structure.	
In	this	context,	they	introduced	corporate	management	instruments	such	as	controlling,	
cost	accounting,	bench	marking,	quality	management	and	developed	market-compatible	
structures.	Market-related	services	are	outsourced	to	limited	liability	companies.	The	
mushrooming	of	limited	liability20	companies	witnesses	the	increasing	marketization	of	
governing	practices.	In	those	companies	the	role	of	the	management	level	is	
strengthened	while	the	voluntary	board	assumes	the	role	of	an	advisory	body.	By	
implementing	a	professionalized	managing	board	decision	making	processes	are	
accelerated	which	enables	the	organization	to	react	faster	and	more	flexible	in	turbulent	
markets	(Heinze	2011:	172).	Thus,	having	a	business	background	becomes	more	
important	for	executives.	In	line	with	these	developments,	recruiting	volunteer	board	
members	becomes	difficult	as	the	increased	bureaucratic	burden	and	business	activity	
exceeds	the	capacities	of	volunteers	in	terms	of	demanding	technical	business	knowledge	
and	time	requirements.	Hence	in	a	recently	conducted	survey	by	one	umbrella	
association	43	%	of	the	organizations	report	that	they	face	difficulties	in	recruiting	board	
members	(Der	Paritätische	Gesamtverband	2014:	15).		

Additionally	managing	TSOs	becomes	difficult	regarding	an	increasing	financial	
uncertainty	which	makes	it	hard	to	plan	ahead.	The	increasingly	applied	project	funding	
by	public	authorities	is	exacerbating	the	problem	pressure.	Particularly	in	social	services,	
where	individuals	in	need	are	addressed,	long	term	planning	is	necessary.	Therefore,	
organizations	consider	what	alternative	sources	of	finances	they	can	obtain	(see	chapter	
3.2.6).		

In	increasingly	highly	professionalized	welfare	associations	the	cooperation	between	
volunteer	and	paid	staff	can	evolve	into	a	demanding	management	task.	The	interplay	
between	full-time	staff	and	volunteers	can	be	problematic	if	it	is	unclear	how	
competences	are	distributed	within	the	organizations.	Also	the	training	of	volunteers	can	
become	an	obstacle	when	it	is	regarded	as	an	additional	task	for	full-time	staff.	On	the	
other	side,	training	of	volunteers	is	necessary	in	order	to	relieve	full-time	personnel.	Also	

																																																								
20	Around	75	%	of	the	charitable	limited	liability	companies	were	founded	after	1990	which	
currently	10000	charitable	limited	liability	companies	registered	(Bertelsmann	Stiftung	et	al.	2012:	
17	f.).	
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high	professional	standards	have	to	be	upheld	when	TSOs	work	with	clients.	Volunteers	
view	their	work	increasingly	as	personal	self-realization	which	challenges	TSOs	to	rethink	
their	structure	in	order	to	stay	attractive.		Volunteering	becomes	a	managing	task	for	
welfare	associations.	(Backhaus-Maul	/Lagner	2014:	116).	According	to	a	recently	
conducted	survey	two	thirds	of	welfare	associations	appointed	a	“volunteer	agent”	
coordinating	volunteering	(Der	Paritätische	Gesamtverband	2014:	12).	

4.5 Personnel	

On	the	one	hand	social	services	experienced	a	steep	employment	growth	in	the	last	
decades	due	to	increasing	social	demands	in	the	light	of	aging	societies	and	new	social	
risks,	whilst	simultaneously	the	capacity	of	family	networks	to	address	social	needs	is	
diminishing	(Heinze	2011	b:	172;	Bonoli	2006).	

On	the	other	hand,	changing	modes	of	financing	induced	increasing	economic	and	
efficiency	pressures	on	TSOs	which	were	translated	into	precarious	employment	patterns	
as	personnel	costs	loom	particularly	large	in	the	social	services	(Interview	S1	2014:	1	f.).		

The	competition	in	the	social	market	and	the	resulting	diversity	in	service	agreements	led	
to	a	“rugged	collective	agreement	landscape”	(Interview	S1	2014:	8).	While	in	the	nineties	
staff	working	in	the	social	service	was	mostly	employed	according	to	collective	
agreements	of	the	public	sector,	today	employment	standards	have	deteriorated.	The	
absence	of	a	binding	collective	agreement	for	the	social	service	sector	favors	a	“run	to	the	
bottom”	in	terms	of	labor	costs.	Precarious	employment	patterns	are	on	the	rise,	such	as	
fixed	and	part	time	contract,	marginal	part	time	jobs	(mini	jobs)	and	a	downsizing	of	
personnel	per	service	unit	(Strünck	2010:	58;	Interview	S1	2014).	
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Source:	IAB	Berufe	im	Spiegel 

 
Source:	BAGFW	Gesamtstatistik	

Given	the	deteriorating	employment	conditions,	working	in	the	sector	becomes	
increasingly	unattractive.	Thus,	TSOs	report	increasing	difficulties	in	recruiting	staff	
(Interview	S1	2014:	1	f.).	An	indicator	for	the	scarcity	of	human	resources	is	the	aging	
work	force	in	the	social	services.	Additionally,	the	dissolution	of	milieux	diminishes	the	
“ideological	bonds”	of	the	workforce	to	particular	welfare	associations	which	requires	
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more	efforts	in	the	personnel	recruitment.	E.g.	in	1950	in	the	case	of	the	Caritas	57	%	of	
the	staff	were	members	of	a	holy	order	which	sank	to	4.5	%	in	1993	(Heinze	2011:	177).	In	
some	areas	of	the	social	services	TSOs	lose	ground	as	employer	against	commercial	
competitors.	In	the	area	of	ambulant	care,	more	than	60	%	are	employed	by	commercial	
providers	and	an	increasing	number	of	care	workers	are	self-employed	(Heinze	2011b:	
172).	Further,	the	federal	association	of	commercial	providers	of	social	services	estimated	
in	2008	that	100000	persons	are	illegally	employed	as	care	and	domestic	workers	
(Heinzeb	2011:	175).		

 
Source:	IAB	Berufe	im	Spiegel	 	

Welfare	associations	estimate	that	between	2.5	and	3	million	volunteers	are	engaged	in	
the	social	services	although	this	figure	has	been	subject	of	critics	as	it	is	lacking	
methodological	precision	and	seems	highly	exaggerated	in	order	to	improve	the	social	
marketing	(Merchel	2011:	260).21	In	light	of	the	change	of	values	and	individualization	
volunteers	become	a	scarce	resource.	In	a	recently	conducted	survey	among	members	of	
one	of	the	peak	welfare	association	47	%	of	the	polled	organization	report	that	they	face	
problems	to	recruit	volunteers	(Der	Paritätische	Gesamtverband	2014:	17;	Grohs/Bogumil	
2011:	300).	However,	volunteer	work	in	the	social	service	production	still	is	a	crucial	
element.	In	the	survey	on	volunteering	cited	above	64	%	of	the	organizations	stated	that	
the	functioning	of	the	organization	depends	on	the	engagement	of	volunteers.	In	39	%	of	
																																																								
21	Taken	from	the	complete	statistics	of	the	BAFGW	2012,	page	10	(see:	
http://www.bagfw.de/fileadmin/user_upload/Veroeffentlichungen/Publikationen/BAGFW_Statist
ik_2014.pdf)	
	



	

	

35	

the	queried	organization	report	that	they	integrate	volunteers	with	the	aim	of	reducing	
costs	and	in	42	%	of	the	organizations	the	use	of	volunteers	aims	at	relieving	paid	staff.	
Another	31	%	use	volunteers	to	qualify	for	public	funds	(Der	Paritätische	Gesamtverband	
2014:	7).	Volunteer	engagement	is	generally	perceived	as	stable	with	the	exception	of	
organizations	that	highly	depend	on	volunteers	which	report	volunteering	is	declining.	
The	interests	of	volunteers	undergo	deep	changes	which	change	the	character	of	
volunteering	in	TSOs	(Backhaus	

	

-Maul	/Lagner	2014:	115-116).	Overall,	positions	that	require	a	long	term	commitment	
are	losing	attractiveness,	such	as	volunteer	board	membership,	where	organizations	face	
severe	problems	to	appoint	volunteers	(see	chapter	3.2.4	governance).	In	principal,	
younger	people	favor	to	volunteer	on	a	short	term	project	basis	instead	of	a	long-term	
commitment.	Hence	52	%	of	the	organizations	polled	report	that	they	face	problems	to	
recruit	young	volunteers	(Der	Paritätische	Gesamtverband	2014:	11	f.,	15).	Also,	
volunteer	work	has	become	more	individualized	and	volunteers	have	to	combine	their	
engagement	with	several	other	obligations	such	as	family	and	paid	work.	Being	engaged	
generally	cannot	be	taken	for	granted	anymore	since	motives	like	personal	fulfillment	and	
professional	qualification	are	gaining	more	relevance	(Bäcker	et	al.	2010:	580).		

4.6 Finances	 	

TSOs	active	in	the	social	service	do	not	provide	the	public	with	transparent	budget	
figures.	According	to	the	policy	literature	TSOs	depend	highly	on	reimbursement	of	
services	by	public	bodies	mostly	of	social	insurance	schemes	(Strünck	2010:	59).	The	
financial	structure	of	organizations	working	in	social	welfare	is	complex	and	based	on	a	
mix	of	different	financial	sources	(Priemer	et	al.	2015:	17).	According	to	a	recently	
conducted	survey,	TSOs	active	in	the	area	of	social	service	received	19	%	of	their	
revenues	from	donations,	33	%	are	self-generated	market	revenues,	20	%	public	
subsidies,	25	%	come	from	donations	or	sponsoring.22	Overall	43	%	of	TSO	in	the	social	
services	receive	public	funds	and	20	%	are	primarily	financed	via	public	funds	(Priemer	et	
al.	2015:	19).	The	distribution	of	these	funds	depends	on	the	type	of	the	provided	service	
as	well	as	on	the	provider	itself.	Stationary	services	are	financed	mainly	by	performance-
based	payments	whereas	consulting	services	are	financed	more	by	public	grants	(cf.	
Bäcker	et	al.	2010:	553	f.).		
																																																								
22	3%	could	not	be	assigned	to	any	category.	
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Until	the	nineties,	public	funds	granted	full	cost	coverage.	Since	then,	the	modes	of	public	
financing	changed	substantially.	In	the	context	of	new	public	management	approaches	
performance	budgeting	was	established	and	competitive	tendering	procedures	were	
introduced.	The	targets	are	defined	in	advance	and	TSOs	compete	with	other	providers	to	
win	the	bid	with	regard	to	quality	and	price.	Welfare	associations	were	put	on	equal	
footing	with	commercial	providers	(Grohs/Bogumil	2011).	

The	development	of	a	social	market	and	performance-related	remunerations	led	to	a	
highly	differentiated	array	of	contracts.	To	ensure	equal	and	fair	competition	the	state	is	
not	allowed	to	interfere	in	the	market	by	granting	TSOs	institutional	funding,	e.g.	in	the	
extensively	marketized	area	of	care	(Strünck	2010:	62).	Generally	spoken,	the	financial	
risk	of	providing	a	service	was	shifted	to	the	disadvantage	of	Third	Sector	providers.	TSOs	
are	not	reimbursed	for	providing	a	supply	structure	but	only	for	providing	the	service	
itself.	

In	some	areas,	there	are	personal	budgets	available	for	individual	citizens,	e.g.	in	long	
term	care	or	in	the	case	of	disability.	In	the	area	of	child	care	some	municipalities	
introduced	a	voucher	system.	Here	citizens	are	vested	with	consumer	rights	and	“buy”	
the	products	on	a	social	market.	Their	mix	of	acquired	service	might	include	commercial	
or	third	sector	providers	or	informal	help.	Besides,	there	is	a	growing	number	of	
consumers	that	are	willing	to	invest	more	in	social	services	in	order	to	enhance	their	
quality	of	life,	e.g.	in	the	area	of	health	and	long	term	care	certain	providers	target	higher	
income	groups	and	offer	above	average	comfort	and	cutting-edge	medical	technology	
(Strünck	2010:	66;	Merchel	2011:	256).		

As	a	result	of	the	developments	cited	above	50	%	of	TSOs	active	in	the	social	services23	
and	46	%	active	in	health	service24	report	that	market	revenues	have	gained	importance	
in	their	revenue	structure.	

Additionally,	due	to	the	project	nature	of	public	grants,	TSOs	that	highly	depend	on	public	
funds	are	confronted	with	short	planning	intervals	and	often	lack	the	resources	to	invest	
in	a	sustainable	infrastructure	(Priemer	et	al.	2015:	39	f.).	On	the	account	of	scarce	
resources,	TSO	are	tapping	new	financial	resources.	In	this	context,	marketing	and	social	
sponsoring	are	gaining	importance	(Grohs/Bogumil	2011:	305).		

																																																								
23	15	%	report	that	market	revenues	lost	salience.	
24	20	%	report	that	market	revenues	lost	salience.	
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Additionally,	the	combination	of	several	financial	sources	creates	an	opaque	situation	
which	allows	eluding	a	public,	democratically	legitimized	financial	control	(cf.	Bäcker	et	al.	
2010:	554	f.).	

Finally,	our	data	shows	that	social	nonprofits	do	not	consider	EU	funding	as	significant.	EU	
funds	are	not	worth	the	high	bureaucratic	requirements.	

4.7 Institutional	Facilities	

Our	data	showed	that	overall	organization	do	not	see	a	serious	problem	with	their	
facilities;	although	some	of	them	are	of	the	opinion	that	their	technical	equipment	could	
be	more	up-to-date.	Interestingly,	most	organizations	assess	the	situation	of	other	
organizations	in	their	field	as	more	problematic	than	their	own.	Also,	there	appears	to	be	
a	difference	between	organizations	that	are	already	well	established	or	work	
commercially.		

4.8 Image	

Overall,	the	image	of	nonprofit	organizations	appears	to	be	more	positive	than	negative.	
Third	sector	organizations	are	associated	with	positive	contributions	to	the	public	good	
and	the	efforts	and	idealism	of	employees	is	widely	recognized.	The	public	acknowledges	
that	despite	the	fact	that	organizations	are	working	under	a	lot	of	pressure	maintain	a	
highly	professional	work.		

However,	organizations	report	that	scandals	have	big	negative	impact	on	the	image	of	the	
sector	which	endangers	the	image	of	the	“moral	superior”	and	generates	mistrust	with	
regard	to	the	general	public	and	to	funding	bodies.	Some	of	the	incidences	that	are	
perceived	as	“scandals”	relate	to	excessive	cost	cutting	business	practices,	such	as	wage	
dumping	or	poor	care	for	clients.	The	deteriorating	working	conditions	are	in	some	
instance	viewed	as	exploitation	of	workers,	especially	in	cases	of	the	churches,	where	
employers	enjoy	privileges	due	to	their	state-like	autonomy	status	and	in	return	granted	
their	employees	the	same	wage	benefits	as	public	service	employees.	E.g.	strikes	and	
working	councils	are	still	forbidden	despite	the	fact	that	some	church	affiliated	
organizations	engage	heavily	in	wage	dumping	and	outsource	market-related	activities.	
Additionally	in	various	cases	due	to	excessive	downsizing	of	personnel	per	service	unit	
and	the	resulting	physical	and	mental	stress	of	employees	undersupply	and	maltreatment	
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of	patients	depending	on	care	was	reported	which	negatively	damaged	the	image	of	
TSOs.		

Furthermore,	the	work	of	TSOs	is	under	increased	pressure	of	legitimization.	Therefore	
TSOs	progressively	engage	in	performance	measurement	and	invest	in	marketing	in	order	
to	demonstrate	the	impact	of	their	work,	improve	their	image	and	raise	the	
attractiveness	for	donors,	sponsors	and	public	funding	agencies.	

4.9 Interorganizational	linkages	

In	the	context	of	welfare	corporatism,	nonprofit	welfare	organizations	were	privileged	
over	other	providers	and	were	closely	integrated	in	the	policy	formulation,	e.g.	the	terms	
and	conditions	on	which	a	service	had	to	be	carried	out	(Strünck	2010:	57).	The	quasi-
monopoly	led	to	legitimating	problems	as	TSOs	were	seen	as	inefficient	and	
unprofessional.	Since	then	the	relationship	with	the	state	changed	from	partnership	at	
eye	level	to	a	customer-supplier	relationship	(Grohs/Bogumil	2011:	300	ff.).	

The	funding	agencies	define	performance	targets	and	different	service	providers	compete	
in	public	procurement	processes	over	contracts.		Public	authorities	supervise	the	
execution	of	the	treaties	in	terms	of	quality	and	performance.	Extensive	reporting	
obligations	force	TSOs	under	stricter	scrutiny	of	public	authorities.	Furthermore,	high	
transparency	and	accountability	requirements	put	tremendous	bureaucratic	burden	on	
TSOs,	particularly	on	small	organizations	that	lack	the	resources	for	employing	
administrative	staff	(Priemer	et	al.	2015:	37;	Grohs/Bogumil	2011).		

Nevertheless,	one	has	to	be	aware	that	corporatist	mechanisms	are	still	at	work	to	a	
certain	degree	depending	on	policy	fields	and	region	under	study.	The	eastern	German	
states	lack	corporatist	tradition	of	Western	German	states	and	the	involvement	of	TSOs	in	
bargaining	in	the	area	of	ambulant	care	is	by	far	lower	than	in	the	area	of	child	and	youth	
welfare,	where	e.g.	welfare	association	are	members	of	child	and	youth	welfare	
committees	at	the	municipal	level	(Merchel	2011:	256).		

New	public	management	practices	lead	to	a	highly	differentiated	social	market	with	a	
multitude	of	distinct	types	of	providers.	In	the	emerging	social	market	commercial	
providers	are	flourishing	and	the	competition	between	TSOs	and	commercial	providers	
gets	fiercer.	Their	share	in	providing	services	has	constantly	been	rising	and	in	highly	
marketized	areas	like	home	care	nonprofit	providers	are	crowded	out	by	commercial	
providers.	(Henriksen	et	al.	2012:	477	f.;	Merchel	2011).		
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As	outlined	above	TSOs	engage	in	competition	when	they	apply	for	public	contracts.	
However,	owing	to	the	fact	that	social	problems	are	multidimensional	cooperation	of	
different	TSOs	is	necessary	which	is	often	requested	by	public	authorities	in	public	
procurement	procedures.	The	cooperation	takes	place	in	spatial	terms	e.g.	in	the	context	
of	caring	communities	and	open	work	in	the	social	space,	and	in	case-related	terms,	e.g.	
case	management	(Interview	2014	S2;	Grohs/Bogumil	2011:	306).	

At	the	national	level	TSOs	cooperate	strongly	together	in	lobbying	activities	within	the	
structures	of	federal	working	group	for	non-governmental	welfare	services	(Interview	
2014	S2).	

5 Sports	

5.1 Introduction:	Third	Sector	Sports	organization	at	a	glance		

Sports	clubs	are	by	far	the	most	important	provider	of	(affordable)	sporting	activities	in	
Germany.	There	are	more	than	90	000	clubs	with	over	27	million	members.	Roughly	every	
third	German	is	currently	enrolled	in	a	sports	club	(DOSB	2014).	

But	sports	clubs	do	not	only	play	an	important	role	in	offering	affordable	sports	supply	for	
German	citizens.	They	are	also	associated	with	a	strong	contribution	to	public	welfare.	

Sports	clubs	have	been	the	most	popular	area	of	voluntary	engagement	for	decades	
(Bundesministerium	für	Familie,	Senioren,	Frauen	und	Jugend	2009).	Sports	clubs	are	
highly	active	in	community	building.	Thus,	sports	clubs	promote	companionship	and	
conviviality.	In	this	context,	sports	clubs	manage	to	integrate	different	socio-cultural	
segments	of	society.	Additionally	they	perform	a	democracy	function	and	are	often	
referred	to	as	schools	for	democracy	for	younger	citizens.	Furthermore	sports	clubs	
transmit	social	values	such	as	fair	play,	respect,	tolerance	and	teach	social	interaction,	
acceptance	and	rules	and	create	identity.	Last	but	not	least	sports	clubs	contribute	to	the	
health	of	a	major	part	of	the	population	(Bundesministerium	des	Innern	2014:	13	f.;	
Breuer/Feiler	2015:	15;	Jütting	2006).		

While	the	number	of	clubs	and	the	membership	rate	was	rising	in	past	decades,	the	
growth	of	organizations	and	members	has	stalled	in	recent	years.	Sports	clubs	undergo	
deep	changes	that	transform	their	characteristic	feature	as	organizations	with	strong	civil	
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society	attributions.	Sports	clubs	have	to	react	to	mounting	challenges	deriving	from	the	
organizational	field	such	as	growing	competition	with	commercial	providers,	
diversification	of	physical	activities,	changing	interest	of	volunteers	and	subsidy	cuts	by	
public	authorities.		

As	a	consequence	37.2	%	of	sports	clubs	report	that	they	face	existential	problems	which	
endanger	their	survival.	When	comparing	2011	with	2013	this	perceived	problem	
pressure	has	increased	by	4.9	%.	Also	the	number	of	existential	problems	has	increased	
by	13.2	%.	Additionally	2.3	%	of	all	sports	clubs	do	not	see	any	clear	perspective	for	the	
future.	This	number	increased	even	by	48.6	%	(Breuer/Feiler	2015).		

The	following	sections	are	dedicated	to	give	an	overview	of	the	current	developments,	
the	specific	challenges	and	opportunities	sports	clubs	encounter.	

5.2 History	

The	area	of	sports	is	a	prime	area	of	civic	activity	in	Germany	which	dates	back	long	into	
the	past.	

The	first	voluntary	associations	involving	physical	activity	came	into	existence	in	the	
beginning	of	the	19th	century	in	the	context	of	the	gymnastics	movement.	After	a	phase	
of	suppression	a	mushrooming	of	voluntary	sports	associations	began.	They	were	not	
constrained	to	physical	activities	but	also	followed	educational	purposes,	like	discipline,	
virtue	and	democratic	behavior.	Those	early	associations	were	characterized	by	practiced	
solidarity.		

In	the	second	half	of	the	19th	century	practicing	sports	became	more	popular	in	German	
society.	Sports	associations	were	formed	along	societal	cleavages,	according	to	class	and	
religious	denomination.	During	fascism	sports	were	exploited	for	the	Nazi	propaganda	
and	the	sports	associations	were	forced	into	line	politically	or	eliminated	(Müller	2010).	

In	1950	the	sectoral	sports	infrastructure	was	reestablished	uniting	the	milieu-specific	
peak	organizations	under	one	umbrella	structure.	The	membership	rose	sharply	from	
16.9	million	to	27.	6	million	in	1980	(Nagel	2006:	40).	According	to	the	last	membership	
report	of	the	Third	Sector	sports	umbrella	organization	DOSB	there	are	roughly	91000	
sports	clubs	with	27,775,763	million	members.	34.40%	of	the	German	population	are	
currently	a	member	of	a	sports	club	(DOSB	2014).		
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5.3 Sub	Sector	Infrastructure	

Third	sector	umbrella	organizations	in	the	field	of	sports	stand	out	for	their	encompassing	
character.	Nearly	all	sports	clubs	are	member	of	the	sports	umbrella	organization	German	
Olympic	Sports	Confederation	DOSB.	The	sub	sector	infrastructure	is	outlined	by	a	dual	
structure	of	the	umbrella	system.	One	branch	represents	the	different	sports	disciplines.	
Some	disciplines	also	exhibit	federations	at	the	district	and	local	level	as	well.		

Another	branch	represents	the	regional	level	covering	the	wide	range	of	different	sports	
disciplines.	Additionally	there	are	federations	with	particular	tasks	that	are	also	included	
in	the	DOSB	umbrella	structure,	like	the	German	sports	science	association	(Müller	2010:	
31	f.;	Zimmer/Basic/Hallmann	2011:	278;	Emrich	2006).		

The	umbrellas	provide	services	for	sports	associations,	regarding	qualification,	work	tools	
and	offer	consultancy,	for	instance	in	administrative	and	judicial	matters.	The	umbrellas	
also	perform	an	important	function	in	lobbying	for	the	interests	of	sports	
(Zimmer/Basic/Hallmann	2011:	293).	The	big	sport	clubs	are	organized	in	the	Freiburger	
Kreis.	

The	umbrellas	are	still	the	most	important	provider	for	expertise	in	technical	and	
administrative	matters.	The	role	of	specialized	agencies	is	negligible	(Interview	Sp1).	
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Sectoral	structure	of	sports	

	

	
Source:	Müller	2010:	31	

	

5.4 Finances	

Sports	clubs	generate	a	yearly	turnover	of	3.48	billion	Euros.	TSOs	active	in	the	domain	of	
sports	rely	on	multiple	financial	sources.	Most	sources	of	revenue	are	internally	
generated,	such	as	membership	fees	(Breuer/Feiler	2015).	As	the	state	retreats	from	
funding	a	sports	infrastructure	for	NPOs,	sports	clubs	invested	in	own	facilities	which	
provoked	higher	expenditures.	Increased	spending	was	translated	into	higher	
membership	and	course	fees.	In	some	instances	sport	clubs	developed	sophisticated	
business	models.	

In	2011	all	associations	have	revenues	from	membership	fees.	72.8	%	receive	donations.		
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Comparing	2007	to	2011	membership	fees	(10.8%)	and	fees	for	courses	(54.4	%)	gained	
importance	in	the	revenue	structure	of	sports	clubs	as	well	as	revenues	from	sports	
events	(60.2%),	grants	from	sports	organizations	(39%)	and	from	advertising	activities	
(100.7%).	A	considerable	decrease	of	revenues	is	reported	for	communal	activities	
(convivial	gatherings)	(-22.7	%)25.		

Membership	fees	account	for	60	percent	of	all	income	sources	which	provides	sports	
clubs	with	a	stable	basis	for	financial	planning	(1.6	billion)	(Breuer/Feiler	2013b;	Wicker	et	
al.	2015).26	In	the	past	declines	of	other	financial	sources	were	compensated	by	higher	
membership	fees.	The	revenue	per	member	has	risen	substantially	by	14.7	%	from	2007	
to	2011	(Breuer/Feiler	2013b:	3).		The	membership	structure	exemplifies	the	function	of	
sports	clubs	in	providing	affordable	sports	supply	to	the	mass	population.	(Wicker	2011:	
157).27	The	revenues	per	capita	from	membership	fees	are	with	92	€	considerably	higher	
than	revenues	from	public	subsidies	with	13	€	per	capita.	

However,	public	funds	are	the	second	important	funding	source,	either	through	indirect	
support	when	public	authorities	provide	institutional	facilities	free	or	of	reduced	charge	
(see	section	institutional	facilities)	and	tax	deductions	or	through	direct	support,	e.g.	
institutional	support,	project	funding	or	for	specific	target	groups.	Overall	70.5	%	of	
sports	clubs	receive	public	grants28.		

The	utmost	importance	regarding	public	funding	has	the	local	level.	Sports	policies	are	
only	regarded	as	a	voluntary	task	of	municipalities.	Depending	on	the	financial	situation,	
some	municipalities	have	cut	subsidies	in	recent	years	and	have	closed	down	public	
sports	facilities	or	cut	their	financial	input	in	maintenance,	which	resulted	in	run	down	

																																																								
25	29.7	%	of	sports	clubs	received	revenues	from	convivial	gatherings	which	decreased	by	-19.4%.	
26	Previous	research	for	German	sports	clubs	has	shown	that	that	public	funding	is	particular	
volatile	in	contrast	to	membership	fees	and	hence	sports	clubs	that	rely	strongly	on	subsidies	are	
financially	vulnerable	(Wicker	et	al.	2015).	
27	The	vast	majority	of	sports	clubs	differentiates	membership	fees	according	to	age	or	social	
status	and	achieves	to	keep	the	fees	low.	The	average	monthly	membership	fee	amounts	to	2.50€	
per	child,	3	€	per	adolescents	and	6	€	per	adult27.	Additionally	70	%	of	all	clubs	apply	family	or	
pensioner	discount	rates	and	in	some	instances	apply	lower	rates	for	members	on	social	benefits.	
28	46.6	%	received	funds	via	sports	organizations,	21.8	%	were	funded	by	the	state	budget,	which	
increased	by	29.4	%	and	roughly	half	of	the	clubs	received	municipal	funding	(52.2%),	which	
decreased	by	5.2%	comparing	2011	with	2009.		
Comparing	2007	and	2011	public	grants	via	sports	organizations	increased	by	38.1%	summing	up	
to	a	total	amount	of	343600€	and	state	subsidies	increased	by	39.1	%	to	111200000	
(Breuer/Feiler	2015).	
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sports	facilities	that	can	only	be	used	to	a	restricted	extent	(Interview	Sp2,	Sp3;	Keller	
2014,	2013).		

Due	to	the	lack	of	access	to	sport	facilities	some	sports	clubs	try	to	establish	their	own	
facilities	(see	section	on	institutional	facilities).	The	high	investments	and	maintenance	
costs	are	translated	in	higher	membership	fees.	In	some	cases	larger	overhead	costs	are	
often	met	by	expanded	business	activities.	(Interview	SpC1;).29	

EU-Funding	is	of	marginal	importance.	It	is	regarded	as	very	bureaucratic	and	only	
interesting	for	very	large	organizations	with	a	highly	professionalized	staff.	Only	0.7	%	of	
German	sports	clubs	receive	EU	funding	(Breuer/Feiler	2013b:	7;	Interview	Sp1).	

Factors	that	are	positively	related	to	higher	revenues	but	also	to	higher	expenditures	are	
the	size	of	the	sports	club	and	the	municipality,	professional	athletes	among	members,	
the	presence	of	fitness	studios,	and	voluntary	work	(Wicker	et	al.	2014;	Wicker/Breuer	
2014;	Breuer/Feiler	2013b:	10,	14	f.).		

The	findings	outlined	above	do	not	apply	to	the	top	level	elite	sports.	Here	sponsoring,	
broadcasting	rights	and	ticketing	are	the	most	important	revenue	sources	
(Zimmer/Basic/Hallmann	2011:	301).	

The	expenditures	have	been	rising	by	24.1	%	and	amount	up	to	3.29	billion	Euros.	Matters	
of	expenses	that	rose	are	related	to	salaries	for	coaches	and	instructors	(25.4%),	
maintenance	of	own	sports	facilities	(66	%)	and	the	organization	of	own	events	(49.5	%)	
as	well	as	administrative	costs	(32.7%)	and	insurances	(29.5%)	(Breuer/Feiler	2013b).	

76.	1	%	of	sports	clubs	have	a	balanced	profit-and-loss	account	which	decreased	by	3.8	%	
compared	with	2010	(Breuer/Feiler	2015).	Generally	4.	5	%	of	sports	clubs	perceived	the	
financial	situation	of	their	sports	club	as	threatening	(Breuer/Feiler	2015).30	In	particular,	
the	existence	of	own	sports	facilities	has	a	negative	effect	on	the	financial	balance	of	the	
sports	club.	(Breuer	2013:	19).	As	the	higher	maintenance	and	personnel	costs	are	
translated	into	higher	membership	fees	and	business	involvement	(see	above)	the	
traditional	German	policy	approach	“sports	for	all”	organized	mainly	by	civil	society	actors	
might	be	endangered.		

																																																								
29	Sports	clubs	engage	as	service	providers	for	instance	in	the	context	of	all	day	schooling	and	
early	childhood	education	
30	For	3.3	%	of	sports	clubs	the	costs	involved	in	participating	in	matches	lead	to	problems	
threatening	the	survival	of	the	club	which	represents	a	rise	of	22.4%.		
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5.5 Image	

Stakeholders	report	that	the	image	of	sports	organizations	depends	on	whether	the	top	
level	professional	sports	or	the	local	level	amateur	sports	are	scrutinized.		

The	local	sports	clubs	are	deeply	rooted	in	the	community	and	highly	valued	as	provider	
of	a	social	infrastructure.	The	top	level	stands	out	for	their	high	merchandising	and	
sponsoring	activity.	Hence	sports	associations	are	viewed	as	affluent	and	economically	
successful.		

The	overall	image	of	sports	is	shaped	by	the	top	professional	level	and	associated	with	
financially	strong	organizations	and	“big	money”.	This	does	not	reflect	the	reality	of	most	
local	sports	clubs	which	have	often	only	limited	access	to	sports	facilities	and	struggle	
with	declining	financial	capacities.	The	image	of	sports	as	“big	business”	exacerbates	the	
negotiation	on	funding	with	public	authorities	in	comparison	with	other	civil	society	
actors	(Interview	Sp1,	Sp2,	SpC1).		

5.6 Inter	organizational	Linkages	

The	government	plays	a	minor	role	in	the	domain	of	sports.	Sports	clubs	enjoy	a	high	
autonomy.	Although	the	government	follows	the	strategy	to	secure	“sports	for	all”	since	
signing	the	declaration	of	the	European	Sports	Conference,	which	made	access	to	sports	
activities	a	policy	goal,	the	activities	are	self-organized	by	self-governed	associations	
(Müller	2010:	28).		

Public	competences	regarding	sports	are	subdivided	into	three	levels:	the	local,	the	state	
and	the	national	level.	Sport	mainly	falls	within	the	remit	of	state	competences	and	local	
and	regional	self-government.	

The	national	level	organizes	the	top	level.	Here	Sport	has	the	function	of	national	
representation	with	a	high	international	visibility	(Müller	2010:	30).	

The	largest	proportion	of	support	comes	from	the	local	level.	The	local	level	is	responsible	
for	providing	the	infrastructure	for	mass	sports.	They	are	in	charge	for	the	maintenance	
and	the	administration	of	the	sports	infrastructure,	which	also	includes	organizing	the	
usage	time	of	sports	facilities	(Müller	2010:	28).	

The	regional/state	level	organizes	the	framework	for	competitive	sports.	They	are	
accountable	for	promoting	competitive	sports	and	talented	athletes,	such	as	establishing	
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training	centers.	Additionally	within	its	state	competences	in	the	field	of	education	the	
state	level	organizes	physical	education	(Müller	2010:	29).	Also	in	the	context	of	“all-day-
schooling”,	which	has	been	implemented	in	the	majority	of	states,	numerous	sports	
activities	are	offered.	Some	sports	clubs	achieve	to	participate	as	providers	of	sports	
activities	in	all-day-schooling	(Interview	Sp2,	SpC1).	

5.7 Cooperation		

Cooperation	with	schools	is	gaining	importance	in	the	context	of	all	day	schooling.	35.2	%	
engage	in	cooperation	with	schools	which	increased	by	42.3	%	compared	to	2009.	16.6	%	
of	sports	clubs	cooperate	with	child	day	care	centers,	which	represents	an	increase	of	70	
%	and	with	health	insurance	cooperate	78.8	%	which	increased	by	50	%.	31.5	%	of	sports	
clubs	cooperate	with	other	sports	clubs.	This	figure	increased	by	57.1	%.		

The	main	reasons	for	clubs	not	cooperating	with	schools	are	either	the	distance	to	the	
school	or	the	lack	of	coaches	and	instructors.	They	are	most	needed	during	the	day	when	
most	coaches	are	occupied	working	and	not	available	for	volunteering.	Corresponding	to	
this	finding	the	availability	of	coaches	and	instructors	by	43.8	%	is	regarded	as	the	major	
factor	of	success	for	a	sports	club-	school	cooperation	(Breuer/Feiler	2013a;	Interview	
Sp2).	

5.8 Competition		

According	to	the	last	sports	development	report	only	a	minority	of	German	sports	clubs	
see	their	commercial	competitors	as	a	threat	despite	the	fact	that	the	fitness	industry	has	
constantly	gained	market	shares	(Breuer/Feiler	2015).	Particularly	in	the	area	of	lifestyle	
and	fitness	activities	and	in	(mental)	health-related	areas	such	as	yoga,	shiatsu,	in	martial	
arts	and	adventure	sports	the	commercial	providers	enjoy	a	dominant	position.	In	some	
German	cities,	such	as	Cologne	or	Düsseldorf,	members	of	fitness	studios	already	
outnumber	the	members	of	sports	associations.	Although	one	has	to	be	aware	that	there	
are	a	growing	number	of	people	practicing	sports	both	in	a	club	and	in	a	commercial	
institution	(Müller	2010:	31;	F1).	

There	are	7	940	fitness	studios	nationwide	with	209,035	employees	which	generated	a	
turnover	of	4.55	billion	Euros	in	2013	compared	to	4.05	billion	in	2012.	Currently	there	
are	8.55	million	citizens	who	are	members	of	a	fitness	studio.	In	proportion	to	the	total	
population	the	membership	rate	rose	from	7.4	%	in	2008	to	10.6	%	in	2013.	Among	the	
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population	between	15	and	65	years	the	membership	rate	rose	from	11.2	%	in	2008	to	
16.1	%	in	2013	(DSSV	2014:	14).	In	contrast	to	the	situation	of	voluntary	sports	
associations	75	%	of	fitness	providers	were	convinced	that	their	economic	situation	will	
improve	(DSSV	2014:	7).	

5.9 Legal	Environment	

97.6	%	of	the	90	000	sports	clubs	are	organized	as	sports	associations	(Breuer/Feiler	
2015;	Zimmer/Basic/Hallmann	2011:	292).	Some	of	the	top	level	sport	clubs	that	stand	
out	for	their	high	financial	turnover	and	involvement	in	business	activity,	such	as	
merchandising	are	organized	as	stock	companies.	

Sports	clubs	report	intensified	bureaucratic	costs.	6	%	of	sports	clubs	feel	that	their	
existence	is	under	threat	due	to	an	increasing	number	of	laws,	amendments	and	rules	
and	their	demanding	requirements	(Breuer/Feiler	2015;	Interview	Sp2).31	

5.10 	Human	Resources	

The	sports	sector	stands	out	for	the	high	voluntary	commitment	of	sports	club	members.	
Traditionally	paid	employment	only	played	a	minor	role.	However,	in	recent	years	
voluntary	engagement	was	subject	to	deep	changes	and	certain	voluntary	posts	are	
difficult	to	be	filled.	Recently	German	sports	clubs	face	competition	from	commercial	
providers	over	members	and	coaches	and	instructors.		

5.10.1 Volunteering	

Voluntary	engagement	has	been	the	most	popular	area	of	voluntary	commitment	for	
decades	and	sports	used	to	be	practiced	almost	exclusively	within	voluntary	sports	clubs.	
According	to	the	last	report	of	the	DOSB	among	their	member	organizations	there	are	
roughly	91000	sports	clubs	with	27,775,763	million	members.	Roughly	one	third	(34.40%)	
																																																								
31	Among	the	most	laborious	bureaucratic	costs	count	most	prominently	the	VAT	tax	declaration,	
annual	balance	sheet,	annual	financial	statement,	tax	law	advice	or	tax	law	proceedings,	the	
preparation	of	the	corporate	income	tax	return,	taking	care	of	current	accounting,	and	the	
information	requirements	to	sports	organizations.	Other	bureaucratic	costs,	which	have	not	been	
addressed	in	the	DOSB	membership	survey	but	regarded	as	very	extensive	are	the	communication	
with	public	authorities,	the	internal	management	like	membership	administration	and	the	
organization	of	the	ongoing	sports	activities,	the	settlements	with	social	insurance	funds,	the	
amendments	of	sports	umbrellas,	and	dealing	with	local	courts	e.g.	when	changing	the	by-laws	or	
when	entering	in	the	register	of	associations	(Breuer/Feiler	2015;	Interview	Sp2).	
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of	the	German	population	is	currently	a	member	of	a	sports	club	(DOSB	2014).	1.7	million	
citizen	work	in	sports	clubs	as	volunteers.32	Additionally	6.	9	million	volunteer	temporarily	
in	sports	associations,	for	example	in	the	context	of	sports	events	(Breuer/Feiler	2015).	
Sports	clubs	account	for	20	%	of	the	voluntary	engagement	in	Germany.	Until	recently	
different	engagement	forms	were	very	attractive	and	the	situation	in	sports	associations	
was	often	referred	as	“islands	of	the	blessed”	(Zimmer/Basic/Hallmann	2011:	270).	

Sports	associations	are	increasingly	affected	by	individualization,	which	manifests	itself	in	
higher	individual	mobilization	and	declining	individual	free	time	of	volunteers	(Interview	
Sp1,	Sp	2;	F1).	Sports	clubs	are	challenged	by	a	continuous	diversification	of	sports	and	
physical	activities.	Those	often	not	competitive	sports	address	a	higher	sense	of	one’s	
physical	health	and	wellness	demands.	Part	of	the	lifestyle	oriented	physical	activities	are	
offered	by	commercial	fitness	centers	and	sports	schools	with	flexible	opening	hours	and	
without	any	commitment	necessary	besides	the	monthly	membership	rate.	Other	users	
of	lifestyle	activities	benefit	from	personalized	services	of	app	providers,	such	as	
freeletics,	which	provide	individual	training	plans	and	enable	users	to	connect	with	each	
other.	Also	loose	networks	on	social	media	play	an	increasing	role	for	practicing	
unprompted	athletic	activities,	such	as	race	biking,	parkour	training	or	urban	climbing.		

Not	only	are	physical	activities	increasingly	practiced	outside	traditional	sports	clubs.	Also	
the	character	of	the	engagement	is	changing	and	different	forms	of	engagement	cannot	
be	filled	endangering	the	current	governance	model	as	members	become	more	service	
oriented	and	refrain	from	taking	up	responsibilities	(see	chapter	on	governance).		

Between	2009	and	2014	the	hours	worked	by	volunteers	sank	substantially	by	22.4	%	to	
13.8	hours	worked.		

Sports	clubs	are	not	only	providers	of	sports	activities.	They	provide	an	important	social	
infrastructure	and	engage	in	community	building.	However,	the	interest	in	communal	
activities	such	as	convivial	gatherings	has	sunk	to	47.6	%	which	represents	a	decrease	of	
9.6	%	compared	to	2009.		

Recruiting	volunteers	is	perceived	as	a	threatening	problem	by	5.2	%	of	German	sports	
clubs.	This	figure	increased	by	32.3	%	when	comparing	the	data	of	2013	with	2011	
(Breuer/Feiler	2015).		

																																																								
32	Male	volunteers	dominate	the	engagement	in	sports	club	with	1.2	million	compared	to	0.5	
million	female	volunteers	(Breuer/Feiler	2015).	
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7	%	of	sports	clubs	report	that	they	face	difficulties	recruiting	and	integrating	members	as	
an	existential	threat.	Additionally	7.3	%	of	sports	clubs	are	confronted	with	intensified	
problems	in	attracting	adolescent	elite	athletes	(Breuer/Feiler	2015).	

The	expansion	of	all	day	schooling	and	diminished	time	budgets	of	students	makes	it	for	
sports	clubs	difficult	to	recruit	younger	athletes.	5.5	%	cited	this	development	as	an	
existential	problem	which	represents	an	increase	of	28.	6	%.	It	has	to	be	taken	into	
account	that	the	developments	cited	above	are	mutually	reinforcing	and	e.g.	the	
diminished	time	budget	for	students	and	the	difficulty	attracting	adolescent	elite	athletes	
are	interrelated.	

In	particular,	it	becomes	difficult	for	sports	clubs	to	recruit	volunteers	for	engagement	
forms	that	require	a	long	term	commitment.	In	the	survey	period	between	2011	and	2012	
48	%	of	sports	clubs	report	that	they	face	problems	or	serious	problems	appointing	board	
members	(Breuer	et	al.	2013a).	In	13	%	of	all	sports	clubs	the	lack	of	board	members	is	
perceived	as	an	existential	threat	which	marks	an	increase	of	14.5	%	compared	to	2011	
(Breuer/Feiler	2015).	Generally	bigger	sports	clubs	seem	to	face	greater	difficulties	to	
attract	volunteers	for	the	board	than	smaller	ones.33		

Additionally	38.6	%	face	problems	to	recruit	and	retain	coaches	and	instructors.	The	
recruitment	of	coaches	and	instructors	appears	to	be	easier	in	bigger	sports	clubs	than	in	
smaller	ones.34		

Middle	sized	clubs	(301-1000	members)	face	the	strongest	problem	pressure	in	attracting	
volunteer	board	members	(56.7	%)	as	well	as	coaches	and	instructors	(40.8	%).	Their	
survival	is	particularly	endangered	as	they	lack	the	resources	for	professionalizing	the	
staff.	Overall	6.8	%	of	sports	clubs	feel	endangered	by	the	lack	of	coaches	and	instructors	
(Breuer	et	al.	2013a).35	

5.10.2 Full	time	staff	

																																																								
33	Whereas	in	big	sports	clubs	with	more	than	2500	members	more	than	half	of	the	clubs	(52.4	
%)	report	that	they	face	difficulties	in	attracting	board	members,	in	small	clubs	with	up	to	100	
members	41	%	are	confronted	with	problems	when	appointing	board	members	(Breuer/Feiler	
2013a).	
34	In	29	%	of	the	big	sports	clubs	recruiting	coaches	is	perceived	as	a	problem	while	38.6	%	of	
small	sports	clubs	face	to	attract	coaches	and	instructors	(Breuer/Feiler	2013c).	
35	Concerning	the	recruitment	of	coaches	and	instructors	the	problem	perception	is	by	34	%	
lower	in	municipalities	with	more	than	500	000	inhabitants	than	in	municipalities	with	less	than	
20	000	inhabitants	(Breuer	et	al.	2013a).	



	

	

50	

Generally	sports	clubs	do	not	face	severe	problems	to	recruit	paid	staff	and	working	in	
sports	clubs	is	still	very	attractive.	Employees	are	often	seeking	to	turn	their	hobby	into	a	
profession	when	deciding	to	work	in	a	sports	clubs.	Personal	interest	in	sports	and	the	job	
duties	often	coincide	strongly.	Hence	the	intrinsic	motivation	of	employees	is	very	high	as	
working	in	a	sports	club	is	a	matter	of	self-fulfillment	(Interview	Sp1,	Sp3,	SpC1).	

Sports	clubs	are	competing	with	commercial	fitness	centers	over	trainers.	The	jobs	
offered	by	commercial	fitness	providers	are	better	remunerated	than	in	sports	clubs.	
Hence	for	sports	clubs	it	becomes	increasingly	difficult	to	appoint	professional	trainers	
(Interview	Sp2,	SpC2).	

25.7	%	of	sports	clubs	have	paid	staff.36	Some	of	the	volunteer	activities	are	partly	
remunerated.	In	particular,	coaches	and	instructors	receive	an	expense	allowance	(Müller	
2010:	36).		

 

 
Source:	Heining	2013	

5.10.3 Executives	

																																																								
36	4	%	of	sports	clubs	employ	full	time	staff.	4.8	%	of	clubs	employ	staff	on	part	time	which	
represents	a	decline	of	57.1	%.	17.1	%	of	sports	clubs	employ	personnel	based	on	marginal	part	
time	contracts.	In	10.4	%	of	sports	clubs	employees	were	paid	on	a	fee	base	which	marks	a	
decline	of	31	%	(Breuer	et	al.	2013a).	
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Self-realization,	the	enjoyment	of	one´s	own	duties	and	the	high	compatibility	of	personal	
interests	with	professional	duties,	account	for	the	high	intrinsic	motivation	and	high	
commitment	of	the	executive	staff	(Interview	Sp1,	SpC1).		

The	direct	personal	contact	is	important	for	recruiting	executives.	The	majority	of	
executives	were	directly	addressed,	every	second	executive	by	the	predecessor.	The	same	
accounts	for	paid	staff	when	offered	a	leadership	position	(Zimmer/Basic/Hallmann	2011:	
324).	The	majority	of	executives	has	been	involved	in	the	association	for	a	long	time	and	
often	inherits	the	engagement	from	the	family.	Decisive	for	taking	up	a	position	in	a	
sports	club	has	also	been	the	mandatory	fulfillment	of	the	(meanwhile	abolished)	civic	
service	which	provided	the	sports	associations	with	a	continuous	supply	of	engaged	
executives	(Zimmer/Basic/Hallmann	2011:	220	ff.;	Interview	Sp2,	SpC1).	

Sports	clubs	report	that	it	becomes	increasingly	difficult	to	appoint	board	members.	
Positions	that	involve	managing	and	governance	activities	are	losing	its	attractiveness	for	
volunteers.	When	comparing	the	sports	development	report	2015	with	2009	the	number	
of	voluntary	board	posts	has	sunk	by	6.1%	to	8.1	members	(Breuer/Feiler	2015).		

The	relatively	long	office	terms37	and	high	average	age	of	board	members38	indicate	the	
growing	problem	pressure	to	attract	volunteer	board	members	(see	chapter	10	on	
governance)	(Breuer/Feiler	2015).		

5.11 	Institutional	facilities	

Maintenance	of	sports	facilities	used	to	be	a	public	domain	until	recently,	but	with	the	
growing	popularity	of	new	sports,	such	as	golf,	squash,	or	indoor	climbing	private	
providers	gained	importance.	Additionally	public	facilities	were	outsourced	to	clubs	to	
save	costs	for	maintenance	(Heining	2013:	66).	Between	2007	and	2012	4.2	%	of	sports	
clubs	have	acquired	publicly	owned	facilities	(Breuer	et	al.	2013b:	30).	Two	thirds	of	
German	sports	clubs	rely	on	using	municipal	facilities	for	their	activities	(62.4	%).	Around	
half	of	them	are	charged	fees	(50.5	%)	(Breuer/Feiler	2015).		

Since	sports	mainly	falls	within	the	state	or	local	competences	the	variety	of	the	condition	
of	the	sports	facilities	vary	to	a	high	degree.	Some	local	communities	are	under	severe	

																																																								
37	The	board	president	is	on	average	9	years	in	office,	the	deputy	6.5	years,	the	voluntary	
executive	director	9.5	years	and	the	treasurer	8.8	years.	
38	The	board	president	is	in	the	mean	537	years	old,	the	deputy	49.5,	the	voluntary	executive	
director	51.6	years	and	the	treasurer	50.4	years.	
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fiscal	pressure	and	implemented	various	austerity	measures.	Public	sports	facilities	were	
closed	because	municipalities	are	lacking	the	resources	for	maintenance.	3.3	%	of	sports	
clubs	report	that	their	existence	is	put	at	risk	due	to	the	(bad)	condition	of	sports	
facilities.	This	marks	an	increase	of	27.6	%	compared	to	2012	(Breuer/Feiler	2015).	

Due	to	the	implementation	of	all	day	schooling	sports	clubs	are	in	competition	with	
schools	over	usage	time	of	public	sports	facilities.	The	diversification	of	sports	activities	
and	the	upsurge	of	trend	sports	lead	to	the	rising	demand	for	sports	facilities	(Interview	
Sp2,	Sp3).	Some	of	the	sports	clubs	react	to	lack	of	available	resources	by	investing	in	own	
facilities.	They	develop	economic	activities	to	finance	the	investment	and	to	cover	the	
high	overhead	costs	(see	chapter	4	on	finance;	Interview	SpC1,	SpC2).		

5.12 	Governance	

Members	of	a	sports	club	traditionally	perform	a	crucial	role	for	the	functioning	of	sports	
clubs.	They	are	not	only	mere	consumers	of	sports	activities,	they	are	producers,	
financiers	and	decision	makers	of	the	sports	program	in	their	own	right	(Horch	1992,	
quoted	in	Wicker	2011:	156).	

The	highly	voluntary	character	of	the	governance	structure	is	currently	under	
reconstruction.	Club	members	are	rather	on	the	pursuit	of	services	than	taking	part	in	the	
decision	making	process.	Voluntary	positions	that	involve	managing	and	governance	
activities	increasingly	loose	attractiveness	as	volunteering	on	the	board	level	is	
increasingly	becoming	very	time	consuming	and	demanding	in	term	of	technical	
administrative	knowledge	(see	section	legal	environment).	That	applies	all	the	more	so	
when	sports	clubs	acquire	own	sports	facilities	and	expand	business	activities	(e.g.	to	
cover	overhead	costs	of	own	facilities),	which	makes	knowledge	on	managerial	business	
practices	necessary	(Interview	Sp1,	Sp2	SpC1).		

In	the	survey	period	between	2011	and	2012	48	%	of	sports	clubs	report	that	they	face	
problems	or	serious	problems	appointing	board	members	(Breuer	et	al.	2013a).	Between	
2004	and	2009	21	%	of	honorary	board	members	quit	their	job	(Zimmer/Basic/Hallmann	
2011:	305	ff.).	In	13	%	of	all	sports	clubs	the	lack	of	board	members	is	perceived	as	an	
existential	threat	which	marks	an	increase	of	14.5	%	compared	to	2011	(Breuer/Feiler	
2015).	

As	a	response	to	the	challenges	reported	above	sports	clubs	increasingly	professionalize	
the	board	level.	In	3.7	%	of	sports	clubs	paid	executives	were	appointed	which	marks	an	
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increase	of	50	%	when	comparing	with	2007	(Breuer/Feiler	2015).	In	some	instances	the	
board	is	composed	of	voluntary	and	paid	staff.	In	other	cases	a	dual	structure	is	
implemented	consisting	of	a	voluntary	advisory	board	and	a	professionalized	managing	
board	(Interview	Sp1,	SpC1).	

6 Arts	and	Culture	

6.1 History	

As	the	policy	field	of	Arts	and	Culture	in	Germany	looks	back	on	a	long	tradition	still	
relevant	for	today’s	outlines	of	the	field,	this	introductory	chapter	will	sum	up	the	most	
important	historic	development	lines	and	give	a	short	overview	of	today’s	policy	
framework.	

In	pre-modern	eras,	the	promotion	of	arts	and	culture	was	mainly	conducted	by	clerical	
and	aristocrat	actors.	It	mainly	aimed	at	rulers’	entertainment	and	state	representation.	
The	latter	aspect	leads	to	significant	changes	in	the	field	during	the	Modern	Era:	In	the	
19th	century,	recurring	to	the	French	example,	German	state	authorities	took	full	
responsibility	for	promotion	and	funding	of	the	policy	field.	At	that	time	also	the	legal	
entities	of	Third	Sector	activities	in	Arts	and	Culture	developed	and	led	to	the	existence	of	
foundations	and	associations.	During	the	19th	century,	especially	the	popularity	of	
associations	increased	and	integrated	cultural	engagement	of	wider	societal	groups,	e.g.	
workers’	choirs	(Schwalb	2011:	171).	Already	back	then,	many	institutions	were	led	in	
close	cooperation	between	state	and	private	actors,	whereas	also	many	private	
institutions	were	transformed	into	state-led	and	funded	organizations.	The	first	aspect	
establishes	a	mode	of	policy	governance	which	is	considered	to	have	shaped	the	field	of	
arts	and	culture	since	then.	

For	Germany,	federal	state	structures	have	always	been	of	great	importance	to	the	
sector,	since	federal	states	and	municipalities	had	started	commitment	in	the	early	19th	
century	(Schwalb	2011:	173).	Responsibilities	for	the	policy	field	are	therefore	still	shared	
between	federal	government,	federal	states	and	municipalities:	While	the	federal	
government	only	has	marginal	competences,	legislation	is	mainly	conducted	by	the	
federal	states	whereas	municipalities	are	entitled	to	promote	Arts	and	Culture	on	a	local	
level	according	to	the	principle	of	subsidiarity,	which	–	however	–	has	to	be	seen	as	one	
of	their	voluntary	responsibilities	(Schwalb	2011:	180).	
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In	Nazi	Germany	the	field	of	Arts	and	Culture	was	abused	as	means	of	fascist	propaganda.	
Especially	associations	were	repressed,	dissolved	or	taken	over	by	Nazi	institutions	
(Schwalb	2011:	174).	For	today’s	structure	of	the	field	especially	the	post-war	period	was	
pointing	the	way	as	the	responsibility	for	Arts	and	Culture	was	in	fact	given	to	the	
municipalities	which	showed	great	commitment	in	the	development	of	state-led	cultural	
institutions	(Schwalb	2011:	174).	

The	1960s	and	70s	brought	a	significant	transformation	to	the	traditional	perception	of	
the	field:	New	programs	based	on	criticism	of	political	and	societal	conditions	led	to	the	
development	and	growth	of	socio-culture	activities	and	institutions.	It	also	caused	the	
foundation	of	the	alternative	scene	of	Independent	Performing	Arts.	Their	free	theatres	
and	socio-cultural	institutions	have	intentionally	kept	a	certain	distance	to	state	actors	
(Zimmer/Priller	2007:	118)	and	are	to	be	considered	rather	a	loose	bottom-up	network	
than	a	consistent	movement	(Deck	2014:	33).	Among	others,	these	aspects	lead	to	
blurring	boundaries	on	all	levels	of	the	field	of	Arts	and	Culture	and	make	it	both	an	
interesting	and	at	least	in	parts	weakly	examined	domain	of	research:	In	concrete	
observations	it	is	hard	to	tell	whether	an	activity	can	be	considered	third	sector	or	for-
profit,	especially	within	the	field	of	Independent	Performing	Arts.	During	the	1980s	
economic	challenges	shifted	the	perception	of	the	whole	field	to	a	cost-benefit	
consideration,	while	the	1990s	were	characterized	by	re-unification	efforts	and	the	
implementation	of	West	German	modes	of	governance	on	the	territory	of	the	former	
GDR	which	also	led	to	a	mushrooming	of	TSOs	(Schwalb	2011:	175).		

The	early	engagement	of	the	state	in	matters	of	Arts	and	Culture	impeded	the	
development	of	Third	Sector	activities	in	the	field	which	led,	even	today,	to	a	common	
perception	of	the	Third	Sector	as	a	player	of	minor	importance	in	this	field	(Strachwitz	
2010:	42):	Next	to	the	two	pillars	of	public	institutions	and	for-profit	cultural	industry,	
TSOs	seemed	only	to	complement	the	field	to	a	small	extent	of	societal	and	quantitative	
importance	through	their	promotional	associations	or	leisure	activities	(Schwalb	2011:	
170).	However,	to	a	certain	extent,	this	perspective	has	changed	since	civic	engagement	
in	terms	of	volunteering	and	private	donations	has	been	considered	in	its	full	scope	
(Evers/Zimmer	2010:	41).	As	a	consequence,	recent	publications	–	e.g.	on	behalf	of	
federal	government	commissioner	for	culture	and	media	–	do	not	only	acknowledge	the	
role	of	TSOs	in	cultural	affairs	but	also	challenge	the	three-pillar	model	as	a	whole	since	
hybrid	modes	of	financing	between	the	sectors	make	a	clear	differentiation	difficult		
(Ebert/Gnad	2013:	352;	Beauftragter	der	Bundesregierung	für	Kultur	und	Medien	(BKM)	
2012:	124).	
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6.2 Sub	Sector	Infrastructure	

Umbrella	organizations	from	different	branches	of	the	field	of	Arts	and	Culture	and	from	
different	regional,	federal	state	or	federal	levels	offer	services	and	counselling	to	their	
member	organizations	as	well	as	participate	in	policy	processes.	These	umbrellas	are	
organized	in	two	different	approaches	both	horizontally	by	division	and	vertically	by	
federal	level.	However,	there	are	no	umbrella	organizations	defined	by	the	non-profit	
character	of	their	member	organizations.	Exceptions	only	exist	where	a	division	of	the	
field	is	congruent	with	non-profit	activity	as	e.g.	the	field	of	socio-culture.	Additionally,	
the	high	fragmentation	and	heterogeneity	of	the	field	impede	common	lobbying	and	
interest	representation	(Schwalb	2011:	183).	

Also	a	number	of	foundations	can	be	considered	support	organizations	which	on	one	
hand	contribute	to	the	sector	through	funding	other	organizations.	However,	decreasing	
financial	resources	due	to	the	conditions	of	the	capital	markets	force	them	to	cut	budgets	
and	to	spend	more	target-oriented	which	leads	to	an	increase	in	operational	activities.	
Thus,	supporting	foundations	increasingly	become	own	actors	in	the	field	which	
transforms	their	roles,	responsibilities	and	interests	and	leads	to	legitimation	debates	
(Zimmermann	2015:	8).		

6.3 Finances	

The	decades	since	1950	were	characterized	by	growing	promotion	and	funding	by	the	
public.	Also	TSOs	benefitted	from	the	overall	expansion	of	the	welfare	state	in	terms	of	
infrastructure,	reduction	of	financial	risks	and	increased	availability	of	funds	
(Rauschenbach/Zimmer	2011:	20).	Governance	modes	of	continuous	and	stable	
cooperation	between	the	public	were	implemented	and	until	today	many	TSOs	receive	
public	funding	at	the	different	federal	levels.	These	complement	most	TSOs	budgets	aside	
of	donations,	revenues	from	own	business	activities	and	membership	fees	(Schwalb	2011:	
192).	In	general	critics	of	public	engagement	in	the	area	of	arts	and	culture	is	hardly	
articulated	in	Germany	(Huster	2013:	112).	However,	since	the	mid-1980s	these	modes	of	
governance	and	financing	have	been	questioned	more	and	more	due	to	the	perceived	
ongoing	crisis	of	the	welfare	state.	This	also	led	to	an	increased	importance	of	private	
funding,	measures	as	sponsoring	and	the	flourishing	of	charitable	foundations.	Due	to	the	
expected	decline	of	public	funds	over	the	next	years,	the	importance	of	these	foundations	
is	supposed	to	grow	further.	



	

	

56	

Still,	however,	the	financial	resources	of	TSOs	in	the	field	of	arts	and	culture	are	mainly	
shaped	by	a	poor	financing	mix	highly	dominated	by	public	funds	and	also	the	
opportunities	of	foundational	support	stay	limited	according	to	financial	restrictions	on	
capital	markets	as	their	main	source	of	income.	Additionally,	foundations	mainly	fund	
pilot	projects	or	support	innovations	or	niche	projects	(Beauftragter	der	Bundesregierung	
für	Kultur	und	Medien	(BKM)	2012:	43).	State	funds	are	spent	on	all	federal	levels	and	
aside	of	public	cultural	institutions	both	given	to	TSOs	and	to	individual	artists,	however,	
not	on	the	basis	of	need	but	oriented	towards	quality	benchmarks	of	cultural	policies	
(Huster	2013:	113).	Further	differentiation	has	to	be	made	regionally:	Southern	federal	
states	traditionally	show	higher	commitment	in	the	promotion	of	arts	and	culture	than	
their	northern	counterparts	and	structurally	weaker	areas	(Eichler	2013:	361),	whereby	
worsening	of	the	situation	is	expected	due	to	demographic	change	and	German	debt	
brake	policies.	

Often	underestimated	is	on	the	other	side	the	contribution	of	civic	engagement:	The	
average	of	600	mio.	volunteer	hours	worked	within	the	sector	were	converted	into	
donations,	the	main	responsibility	for	the	funding	of	TSOs	is	shifted	from	the	state	to	civic	
participation	(Strachwitz	2015:	5;	Beauftragter	der	Bundesregierung	für	Kultur	und	
Medien	(BKM)	2012:	40	ff.).		

Concerning	the	monitoring	of	the	financial	situation	in	the	field	the	availability	of	data	has	
to	be	considered	poor	(Nitt-Drießelmann	2012:	225	f.),	especially	for	the	Third	Sector	only	
rough	estimations	are	possible	(Beauftragter	der	Bundesregierung	für	Kultur	und	Medien	
(BKM)	2012:	21):	Different	statistics	on	different	federal	levels	use	inconsistent	data	and	
separately	include	or	exclude	single	mechanisms	of	financing.	E.g.	the	report	on	cultural	
finance	conducted	by	the	federal	statistics	agency	is	based	on	European	Union	definitions	
and	shows	actual	public	expenditures	including	all	legal	formats	of	supported	
organizations	but	leaves	out	several	aspects	as	tax	exemptions	or	allowances	(Nitt-
Drießelmann	2012:	225).	

Altogether,	annually	state	expenditures	on	culture	have	exceeded	EUR	10	billion	since	
2007	of	which	40	respectively	44%	were	spent	by	federal	states	and	municipalities,	seeing	
the	latter	as	most	important	source	of	funding	(Nitt-Drießelmann	2012:	226).	Another	
estimation	of	the	agency	saw	an	additional	amount	of	EUR	2.1	billion	coming	from	
households,	companies,	foundations	and	TSOs	of	which	1.0	billion	however	was	given	to	
public	cultural	institutions.	These	few	aspects	already	show	the	blurring	lines	between	
public,	nonprofit	and	commercial	sector	within	the	field	of	arts	and	culture	in	Germany.	
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TSOs	in	the	field	are	estimated	to	receive	EUR	0.8	billion	of	membership	fees.	Revenues	
from	donations	and	sponsoring	are	hard	to	assess	as	available	surveys	show	gaps	and	
results	differ	quite	substantially	(Beauftragter	der	Bundesregierung	für	Kultur	und	Medien	
(BKM)	2012:	42).	As	a	consequence	not	only	the	overall	amount	of	available	funding	but	
also	its	actual	use	is	hard	to	assess.	For	the	field	of	arts	and	culture,	sponsoring	appears	to	
sum	up	on	EUR	0.3	billion	(2009)	and	consequently	only	plays	a	minor	role.	TSI’	online	
survey	however	shows	that	69%	of	participating	organizations	today	spend	more	
resources	on	fundraising	than	they	did	ten	years	ago.	

The	area	of	socio-culture	which	is	mainly	characterized	by	TSOs	and	civic	engagement,	
however	constitutes	an	exception	concerning	data	availability:	The	annual	report	of	the	
federal	association	of	socio-culture	provides	detailed	information	on	the	area’s	financial	
situation.	It	mainly	reflects	the	overall	situation	concerning	the	importance	of	state	funds	
and	revenues	from	business	activities	and	donations	as	described	above	
(Bundesvereinigung	Soziokultureller	Zentren	e.V.	2015).	This	also	accounts	for	trends	
considering	shifts	in	the	financing	mix	and	availability	of	funds.	However,	socio-cultural	
institutions	do	not	only	receive	state	funds	from	cultural	agencies	but,	following	their	
cross-field	approach	in	activities	also	from	social,	youth	or	education	budgets.	

6.4 Image	

The	perceived	high	importance	of	matters	of	arts	and	culture	in	both	German	politics	and	
public	opinion	which	lead	to	the	strong	state	commitment	have	already	been	described.	
However,	it	appears	difficult	to	give	detailed	information	on	TSOs	image	in	the	field	as	
both	the	public	and	state	actors	tend	to	consider	cultural	affairs	a	matter	of	state	
responsibility,	whereas	the	perception	of	TSOs	is	mainly	of	complementary	importance	
(Strachwitz	2010:	44).	Again,	it	may	be	the	area	of	socio-culture	especially	relevant	to	the	
sector’s	image	as	it	is	deeply	rooted	in	communities	and	a	low-key	access	point	towards	
cultural	institutions	for	citizens:	Growing	demand	for	socio-cultural	activities	and	
increasing	numbers	of	participants	in	continuous	activities	like	workshops	plead	for	a	
positive	image	which	is	also	claimed	by	the	TSOs	itself	in	TSI’s	online	survey	
(Bundesvereinigung	Soziokultureller	Zentren	e.V.	2015:	6).	However,	this	positive	image	
may	be	challenged	by	recent	trends	rooting	in	the	financial	situation	of	the	organizations	
which	force	them	to	increase	revenues	from	own	business	activities	such	as	commercial	
events	and	limits	their	capacities	in	meeting	their	clients	demands	(Bundesvereinigung	
Soziokultureller	Zentren	e.V.	2015:	13;	Klein/Röbke	2013:	4).	
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6.5 Inter	organizational	Linkages	and	access	to	state	institutions	

Interviewees	described	relationships	with	other	TSOs	in	the	field	mainly	as	“competition	
characterized	by	good	will”,	referring	to	competition	tendencies	in	acquiring	funds	but	
complemented	with	a	high	degree	of	willingness	for	cooperation,	partly	inherent	to	the	
field	of	arts	and	culture,	partly	perceived	as	a	necessity	to	continue	their	activities	under	
the	permanent	pressure	of	austerity.	In	addition,	the	tendencies	towards	competition	can	
be	worsened	by	the	consolidation	of	public	project	funding	to	single	institutions	which	
can	be	perceived	as	irrational	protection	of	vested	rights.	

Concerning	the	linkages	between	state	actors	and	TSOs	in	the	field	measures	of	state	
control	and	oversight	are	significantly	weaker	and	clearly	differ	from	strongly	regulated	
fields	such	as	social	services:	As	outlined	above	state	TSO	relations	have	long	been	
characterized	by	a	cooperative	mode	of	governance	albeit	recent	changes	seem	to	lead	
into	the	other	direction	(Rauschenbach/Zimmer	2011:	20).	As	a	consequence	many	TSOs	
consider	relations	to	state	actors	in	need	of	a	reform	which	is	connected	to	their	strong	
orientation	towards	state	actors	underlined	by	the	high	dependency	on	public	funds	
(Zimmer/Priller	2007:	123	ff.).	Another	reason	for	the	reform-oriented	consideration	of	
TSO	state	relations	may	be	increased	competition	for	public	funds	and	disillusion	put	
forward	by	TSOs	who	perceive	decisions	made	in	cultural	policies	and	their	chances	of	
lobbying	partly	determined	by	either	single	actors	personal	decisions	or	needs	connected	
to	demands	of	marketing	or	regional	economic	policy,	rather	than	concept-based	
negotiations	between	stakeholders	(Eichler	2013:	366).	

6.6 Legal	Environment	

Systematic	analyses	of	the	policy	field	of	arts	and	culture	follow	a	differentiation	between	
legal	formats	and	trusteeship,	structuring	the	field	in	the	three	pillars	of	public,	non-profit	
and	commercial	organizations	(Rauschenbach/Zimmer	2011:	170	f.).	For	the	nonprofit	
area	the	legal	form	of	associations	is	most	common	as	a	capital	stock	is	not	necessary	and	
hardly	any	restrictions	are	posed	on	its	objectives.	It	also	allows	a	high	degree	of	
flexibility,	e.g.	concerning	employment	contracting,	budgeting	and	controlling	
(Rauschenbach/Zimmer	2011:	193	f.).	Most	associations	are	either	trustees	of	cultural	
institutions	or	promote	and	fund	associated	institutions.	The	role	of	foundations	has	long	
been	focused	on	funding	and	promotions,	recently	many	activities	have	however	shifted	
to	the	implementation	of	own	cultural	operations.	
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Concerning	funding	and	promotion	of	cultural	institutions	and	activities	due	to	Germany’s	
federal	structure,	several	different	regulations	from	federal	state	constitutions	apply	
(Nitt-Drießelmann	2013:	398).	

Nonprofit	practitioners	of	institutions	dependent	on	public	project	funding	often	
criticized	in	interviews	and	publications	high	bureaucratic	barriers	connected	with	those	
grants:	As	regulations	for	these	allowances	are	very	universal	and	apply	to	all	public	
project	funds	from	small	local	cultural	projects	to	far	bigger	expenditures,	e.g.	in	
communal	construction	projects,	they	impose	significant	administrative	efforts	on	TSOs	
and	may	lead	to	the	risk	of	illiquidity	under	the	year,	especially	when	the	funds	constitute	
a	major	share	of	overall	organizational	income	(Beauftragter	der	Bundesregierung	für	
Kultur	und	Medien	(BKM)	2012:	129).	Allowances	are	not	results	of	contractual	
negotiations	but	characterized	by	state	sovereignty	which	does	not	provide	TSOs	with	
legal	security	and	entitlements	(Zumutungen	des	Zuwendungsrechts	2013:	12).	
Additionally,	project-based	funding	does	not	necessarily	cover	all	phases	of	cultural	
productions	from	conception	to	performance	and	available	measures	of	both	different	
federal	states	in	particular	and	the	federal	levels	in	general	are	inconsistent,	impose	TSOs	
with	conflicting	regulations	and	several	quality	checks	and	are	the	expression	of	an	
additional,	innovative	and	voluntary	character	also	seen	in	the	demand	for	an	
organization’s	own	contribution	which	in	sum	do	in	many	cases	no	longer	reflect	reality	
(Opitz	2014a:	39	ff.).	TSI’s	online	survey	showed	that	96%	of	participating	organizations	
report	increasing	bureaucracy	as	a	severe	challenge.	

On	the	other	hand,	first	steps	toward	a	harmonization	of	legal	regulations	can	be	
identified:	For	example,	as	the	first	federal	state,	the	parliament	of	North-Rhine	
Westphalia	passed	a	law	on	the	promotion	of	Arts	and	Culture	in	2014	which	focuses	on	
the	development	of	goal	and	strategy	oriented	approaches	in	order	to	strengthen	the	
cultural	landscape	as	a	whole	(Sievers	2014:	26).	Although	the	law	mainly	aims	at	the	
improvement	of	transparency,	participation	and	planning	security,	TSOs	see	themselves	
confronted	with	increasing	expectations	of	contributing	to	the	field	as	a	whole	and	will	
not	benefit	from	several	main	intentions	especially	in	the	field	of	planning	security	as	
measures	partly	only	apply	to	public	institutions	(Grabowski	2014:	44	f.).	

6.7 Human	Resources	

The	following	chapters	on	Human	Resources	reflect	the	German	situation	of	TSOs	in	the	
field	of	Arts	and	Culture:	The	extraordinary	strong	role	of	institutions	run	by	the	public	at	
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first	glance	lets	the	importance	of	the	sector	in	terms	of	employment	appear	low.	Most	
important	trends	and	conditions	will	be	highlighted	a	special	focus	set	on	volunteers.	

6.7.1 Volunteers	

In	Germany,	the	field	of	Arts	and	Culture	constitutes	an	attractive	area	for	volunteering	
(Rauschenbach	und	Zimmer	2011:	15).	Civic	engagement	is	consequently	seen	as	an	
essential	resource	(Schwalb	2011:	192).	

The	volunteer	survey	conducted	by	the	federal	ministry	of	family	affairs,	senior	citizens,	
women	and	youth	(BMFSFJ)	allows	an	quantitative	assessment	of	volunteering	in	the	
sector.	As	an	analysis	of	the	federal	government	commissioner	for	culture	and	media	
showed	in	2009,	around	18%	of	the	population	older	than	14	(which	sums	up	to	13	mill.	
people)	supported	actively	Arts	and	Culture	in	the	Third	Sector	by	16	hours	per	month	on	
average	(Beauftragter	der	Bundesregierung	für	Kultur	und	Medien	(BKM)	2012:	40	ff.).	
80%	did	not	receive	any	payment.	5.2%	of	the	total	population	(3.7	mill.	people)	took	
responsibility	for	longer-term	activities	or	positions	whereas	for	81%	of	the	volunteers	
the	conduction	of	events	was	the	most	important	task.	Although	the	numbers	show	the	
high	importance	of	civic	engagement	in	arts	and	culture	they	can	only	be	seen	as	a	rough	
estimation	as	cultural	activities	within	the	activity	fields	of	religion/churches	or	
youth/education	has	not	been	considered	(Beauftragter	der	Bundesregierung	für	Kultur	
und	Medien	(BKM)	2012:	40	ff.).	Therefore,	more	recent	data	is	not	available	yet.	

This	data	also	shows	the	importance	of	continuous	engagement	and	stable	structures	
within	the	sector	but	is	also	adaptive	to	overall	trends	in	terms	of	short-term	activities	
and	increased	flexibility	and	mobility	(Rauschenbach/Zimmer	2011:	192;	in	TSI's	online	
survey	78%	of	participating	organizations	agreed	to	this	transformation	of	volunteer	
needs	and	interests,	interviewees	refer	to	the	fading	away	of	traditional	milieus	and	
loosening	ties	to	cultural	volunteering).	However,	an	assessment	of	the	volunteers’	age	
structure	may	hint	at	an	upcoming	recruitment	problems.	

The	legal	form	of	associations	is	still	the	home	institution	of	volunteers	in	the	field	of	Arts	
and	Culture.	A	differentiation	can	be	made	between	members’	associations	which	focus	
on	the	members’	activities	itself	(e.g.	choirs	etc.)	where	almost	all	activities	are	run	by	
volunteers	and	others	which	support	an	associated	institution	by	funding	or	volunteer	
engagement	or	function	as	trustees	of	an	organization	aiming	at	offering	cultural	
activities	to	others	(Rauschenbach/Zimmer	2011:	194	f.).	Additionally	it	has	to	be	
highlighted	that	much	of	civic	engagement	in	cultural	matters	takes	place	in	religious	
communities	(Strachwitz	2010:	46).		
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Although	still	the	supply	of	potential	volunteers	exceeds	the	demand,	many	organizations	
–	e.g.	in	TSI’s	online	survey	–	articulate	(severe)	challenges	in	recruiting	volunteers.	This	
may	be	caused	by	the	lack	of	professional	volunteer	management	measures,	especially	in	
bigger	institutions	and	concerns	about	the	compatibility	of	volunteering	and	professional	
inspirations	within	the	field	(Strachwitz	2010:	47).	

Besides	traditional	members’	organizations	there	is	special	importance	of	socio-cultural	
institutions	in	terms	of	volunteering:	Often	they	serve	as	an	access	point	to	voluntary	
engagement,	especially	in	rural	areas	(Bundesvereinigung	Soziokultureller	Zentren	e.V.	
2015:	6).	However,	their	ability	to	integrate	volunteers	is	strongly	dependant	on	the	
availability	of	volunteer	management	measures.	These	are	strongly	dependent	on	
sufficient	full	time	staff	structures	and	therefore	affected	by	precarious	employment	
structures	as	shown	below.	

6.7.2 Full	time	staff	

As	a	whole	the	labor	market	in	the	field	of	Arts	and	Culture	is	undergoing	significant	
changes	and	a	diversification	of	occupational	profiles	(e.g.	marketing,	fundraising)	
(Scheytt	2013:	372).	Changing	environmental	conditions	also	lead	to	an	increasing	
importance	of	economic	competences,	especially	on	executive	levels	and	by	arrangement	
of	controlling	units.	Additionally,	the	number	of	freelance	artists	increases	which	
strengthens	the	already	weak	degree	of	professionalization	in	the	field,	characterized	by	
an	employment	structure	mainly	dominated	by	a	royalties	basis	and	therefore	differing	
from	the	structure	of	the	sector	in	other	fields	(Schwalb	2011:	187;	Zimmer/Priller	2007:	
120	f.).	Although	the	creative	core	activities	of	artists	are	not	fully	comparable	with	
standardized	acquisition	structures	a	trend	toward	precarious	employment	patterns	can	
be	observed	(Ebert/Gnad	2012:	32).	These	tendencies	are	especially	relevant	for	the	sub-
field	of	Independent	Performing	Arts	where	the	practices	of	project	funding	lead	to	
strong	royalty	cuts	(Opitz	2014b:	32).	

TSI’s	online	survey	shows	that	cultural	TSOs	consider	themselves	attractive	employers,	
however	see	the	adequate	pay	of	their	employees	a	severe	problem.	While	the	
motivation	and	professionalism	of	staff	reaches	high	scores	of	satisfaction	among	the	
organizations,	this	gap	between	monetary	benefits	and	idealistic	motivation	in	
combination	with	recruitment	challenges	for	younger	professionals	leads	to	the	question	
how	long	today’s	standards	and	activities	can	be	maintained,	also	because	the	three	
pillars	of	the	cultural	sector	appear	to	be	closely	connected	when	it	comes	to	staff	
mobility,	training	and	recruitment	(Beauftragter	der	Bundesregierung	für	Kultur	und	
Medien	(BKM)	2012:	129)	
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6.7.3 Executives	

As	outlined	above	the	German	Third	Sector	in	the	field	of	Arts	and	Culture	mainly	consists	
of	small	and	middle-size	organizations	whose	ability	to	employ	professional	staff	is	at	
least	in	parts	limited.	Consequently	the	recruitment	of	executive	staff	is	of	minor	
importance	and	only	few	relevant	data	is	available.	This	is	also	reflected	by	TSI’s	online	
survey	where	a	great	number	of	organizations	rejected	questions	concerning	executive	
staff	as	not	applicable.	

6.8 	Institutional	facilities	

Concerning	their	facilities,	many	TSOs	in	the	field	of	Arts	and	Culture	rely	on	public	
buildings	granted	for	free	or	made	available	at	low	rents.	Especially	in	the	area	of	socio-
culture	many	organizations	report	high	investment	needs	and	lack	of	sufficient	premises	
and	up	to	date	equipment	(Bundesvereinigung	Soziokultureller	Zentren	e.V.	2015:	34	f.).	
Due	to	the	similarities	between	socio-cultural	and	other	organizations	in	terms	of	
financing	et	al.	it	is	expected	that	this	situation	is	also	applicable	for	the	rest	of	the	sector.	

The	lack	of	sufficient	premises	may	put	stress	on	volunteers	and	staff	and	limit	the	
institutions	availability	of	offering	activities	to	the	public	(Bundesvereinigung	
Soziokultureller	Zentren	e.V.	2015:	32).	

6.9 Governance	

The	conditions	and	barriers	outlined	above	may	also	result	in	pressure	on	management	
practices	and	requirements	within	the	organizations.	For	example,	growing	needs	of	
cooperation	in	an	environment	of	competition	require	high	management	skills	which	is	in	
strong	contrast	with	the	organizations’	limited	ability	to	employ	executives.	The	high	
importance	of	civic	engagement	in	the	field	makes	the	implementation	of	a	professional	
volunteer	management	necessary	which	is	also	limited	by	the	available	amount	of	full	
time	staff.	Changes	concerning	public	funding	policies	and	the	availability	of	funds	exert	
adjustment	pressures	which	have	to	be	met	(Schwalb	2011:	254	ff.).	The	question	how	
TSOs	will	be	able	to	address	these	and	further	challenges	in	an	environment	of	
permanent	austerity	will	urgently	have	to	be	answered.	At	least	in	parts,	the	conducted	
case	studies	will	offer	best	practices	for	further	development	of	TSOs	in	the	field	of	arts	
and	culture.	
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6.10 	Further	challenges	

• Integration	of	weaker	parts	of	society,	contributing	to	social	change	(Strachwitz	
2010:	51)	

• Orientation	towards	service	provision	and	dependency	on	private	
partners/sponsors/funders	endangers	other	inherent	functions	of	TSOs	(interest	
representation,	alternative	meaningful	authority	and	institutions	contributing	to	
common	welfare)	and	the	inner	logic	of	the	sector	(Schwalb	2011:	260)	

• New	modes	of	cooperation	and	partnership	

	

7 Case	Studies	

7.1 Methodological	Background	of	the	Case	Study	Approach	

The	following	section	is	aimed	at	analyzing	how	the	barriers	identified	earlier	can	be	
overcome.	We	conducted	six	case	study	analyses	that	illustrate	the	strategies	that	paved	
the	way	of	distinct	“roads	to	success”	in	a	challenging	environment.	In	our	case	study	
analysis	we	took	various	contextual	factors	into	account,	which	affect	perspectives	of	
organizations	and	their	strategic	responses	to	challenges	in	the	field.		

Firstly,	we	included	young	organizations	that	recently	started	from	scratch	as	well	as	
established	organizations	that	can	already	build	on	resources.		

Secondly,	we	identified	the	socio-economic	composition	of	a	region	as	decisive	factors	for	
the	route	of	development	an	organization	can	undertake.	We	included	cases	that	are	
located	in	the	metropolitan	and	in	a	rural	“conservative”	area.		

Thirdly,	our	cases	represent	common	legal	formats	of	the	third	sector	which	entail	a	
specific	logic	of	action.	Some	of	the	cases	are	membership	based	(cooperatives	and	
associations)	while	other	cases	are	asset	based	(foundation	and	limited	liabilities	
companies).		

At	the	heart	of	our	analysis	lies	the	organizational	field	approach.	The	organizational	field	
defines	how	much	room	an	organization	has	for	maneuver,	what	factors	limit	its	scope	of	
action	and	which	“tools”	of	strategic	development	are	available.		Thus,	we	investigated	
six	cases	that	manage	to	address	barriers	arising	from	the	organizational	(sub-)	fields	
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“sports,	“arts	and	culture”	and	“social	services”	which	have	been	analyzed	in	the	previous	
chapter.			

Against	this	background,	we	selected	organizations	that	manage	to	maintain	their	impact	
on	the	socio-economic	development	against	mounting	challenges	in	the	three	different	
fields.	The	organizations	identified	achieve	to	contribute	in	particular	to:	

• Well-being	and	quality	of	life	for	citizens		
• Innovation,		civic	engagement,	empowerment,	advocacy,	community	building		
• Economic	and	Human	Resource	Impacts	

7.2 Case	Studies	at	a	Glance	

The	cases	under	study	represent	organizations	that	manage	to	overcome	the	barriers	
arising	from	the	different	organizational	fields	under	study:	Sports,	Social	Service,	Arts	
and	Culture.		

The	studied	sports	organizations	have	achieved	to	maintain	their	drawing	power	in	a	
challenging	environment	where	third	sector	sports	organizations	increasingly	lose	
attractiveness	vs.	their	commercial	competitors.	As	analyzed	in	the	sports	policy	chapter	
sports	organizations	are	faced	with	limited	access	to	public	sports	facilities.	As	the	
availability	of	sports	grounds	is	an	essential	condition	for	practicing	sports	the	very	
existence	of	sports	clubs	is	endangered.	On	the	grounds	that	exercising	citizens	are	
becoming	more	service	demanding	and	less	interested	in	community	oriented	team	
sports,	sports	clubs	face	increasingly	difficulties	in	recruiting	members	and	volunteers	
whereas	the	sports	market	becomes	more	diversified.	Particularly	individualized	fitness	
and	health	activities	are	on	the	rise.	Growing	competition	of	commercial	providers	that	
offer	a	high	degree	of	service	and	top-notch	equipped	sports	facilities	is	intensifying	the	
problem	pressure.	The	sport	clubs	analyzed	have	reacted	to	the	challenges	outlined	
above	and	defended	their	attractiveness	vis-à-vis	their	commercial	competitors	by	
investing	in	own,	well-equipped	sports	facilities	and	integrating	a	wide	ranging	course	
program	with	an	emphasis	on	fitness	and	health	sports.	The	costly	investments	in	the	
sports	infrastructure	and	high	expenses	in	qualified	personnel	was	firstly,	met	by	raising	
membership	fees	and	secondly,	by	establishing	“cash-cow”	activities	in	neighboring	
organizational	fields.	Crucial	for	the	success	was	the	sports	clubs	openness	to	address	
new	and	more	diversified	sports	interests	which	enabled	the	sports	club	to	successfully	
integrate	different	organizational	practices	and	cultures.	
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According	to	our	findings	reported	in	the	policy	report	for	Arts	and	Culture	TSOs	activities	
in	the	fields	of	Arts	and	Culture	are	faced	with	scarce	resources.	As	a	result	of	declining	
public	space	in	urban	areas	TSOs	are	faced	with	limited	access	to	facilities	and	up-to-date	
equipment.	Due	to	the	proximity	to	public	funding	agencies,	their	advocacy	role	is	
weakened.		Furthermore,	the	recruitment	of	volunteers	becomes	more	difficult	as	in	
some	instances	TSOs	activities	in	the	fields	of	arts	and	culture	appear	to	be	insensitive	
toward	new	developments.			

Internally	as	well	as	externally	the	studied	culture	organization	stands	out	for	its	open	
structure.	The	high	degree	of	network	integration	enhanced	its	lobbying	capacity.	In	the	
context	of	strategic	alliances	and	its	high	media	presence	the	analyzed	culture	
organization	is	not	only	able	to	acquire	an	extensive	building	complex	against	the	
background	of	a	massive	shortage	of	available	space	in	the	city	center	of	a	growing	
metropolitan	area,	but	also	to	shape	the	institutional	setting	at	the	local	level.	The	
organization	combines	activities	at	the	crossroads	of	arts	and	culture,	urban	development	
and	social	housing.	Profitable	small-scale	businesses	cross-subsidize	activities	with	lower	
profitability.	Given	its	various	activities	ranging	from	social	housing	and	small	business	to	
art	production	and	socio	cultural	events	the	organizational	structure	is	rather	complex	
comprising	a	cooperative	and	an	association	under	the	same	roof.	The	decision	making	
procedures	are	open	for	participation	and	follow	the	ideal	of	a	collectively-oriented	
grassroots	organization.		The	open	structures	are	particularly	inviting	for	volunteers.	
Owing	to	its	links	to	the	surrounding	social	environment	it	is	able	to	absorb	new	social	
trends	which	enhance	its	attractiveness	for	volunteers.	

In	the	social	services	we	studied	organizations	that	maintain	their	civil	society	qualities	
against	mounting	cost	and	efficiency	pressures	and	individualized	volunteer	patterns.				

W	analyzed	a	social	service	organization	which	stands	out	for	its	economic	success	in	a	
highly	competitive	market.	Likewise	it	manages	to	integrate	various	forms	of	community	
activity	within	its	structures.	The	governance	structure	is	highly	complex	comprising	
nonprofit	and	for-profit	companies.	Within	the	holding	structure	its	entities	enjoy	a	great	
degree	of	economic	autonomy	and	follow	the	institutional	logics	of	commercial	
businesses	having	largely	adopted	managerial	business	practices.	It	achieves	to	offer	a	
broad	range	of	social	services	which	enables	the	organization		to	address	increasingly	
individualized	social	needs	and	enhance	its	attractiveness	for	diverse	client	groups.	The	
efforts	in	establishing	impact	measurement	have	been	particularly	successful	in	acquiring	
funds	that	follow	a	social-investment-logic.		
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On	the	ground	that	the	organization	is	deeply	embedded	in	the	catholic	milieu	and	
situated	in	a	rural-catholic	region	where	individualization	is	less	pronounced	than	in	
urban	areas	by	far,	it	successfully	recruits	volunteers.	In	this	context,	the	studied	
organization	closely	cooperates	with	church	communities.	On	the	local	level,	it	provides	
open	structures	for	community	involvement	and	social	interaction.	Here	the	
organizational	entities	follow	a	grass-roots-logic	of	action.	The	strong	links	to	the	social	
space	enable	the	organization	to	carry	out	community	oriented	social	programs	in	the	
area	of	geriatric	care	which	are	praised	for	their	innovative	and	inclusive	character	
nationwide.			

Beyond	the	regional	scope	the	organization	is	highly	interconnected	collaborating	in	
trans-regional	networks.	Due	to	its	professional	reputation	and	the	high	level	of	
networking	activity	it	achieves	to	shape	the	institutional	framework	of	the	social	policy	
field.		

A	studied	social	service	district	association	set	up	a	volunteer	agency	within	its	divisional	
structured	organization	of	ca.	250	entities.	The	volunteer	agency	coordinates	the	
assignment	of	volunteers	and	organizes	the	volunteer	qualification.	The	implemented	
volunteer	management	system	responds	to	increasingly	individualized	volunteer	
patterns,	increased	popularity	of	temporary	engagement	forms	and	higher	training	
requirements	in	the	social	services.		

An	analyzed	organization	in	the	area	of	palliative	care	illustrates	how	mono-thematically	
oriented	organization	are	endangered	when	the	policy	environment	changes	rapidly	and	
conditions	deteriorate.			

7.3 Results	in	a	nutshell	

Summarizing	our	results	we	firstly,	identified	that	organizations	with	permeable,	open	
structures	which	allow	new	impulses	to	enter	the	organization	are	more	likely	to	keep	up	
with	new	trends,	manage	to	address	new	developments	and	consequently	maintain	its	
attractiveness	for	members,	volunteers	or	clients.	Furthermore	the	degree	of	integration	
in	a	policy	field	enhances	the	lobbying	capacity	which	allows	the	organization	to	positively	
shape	its	institutional	framework.	

Secondly,	organizations	that	achieve	to	diversify	their	activities	are	more	appealing	to	
increasingly	individualized	needs,	interests	and	lifestyles	of	citizens.	Additionally,	they	are	
more	resilient	toward	risks	arising	from	rapid	changes	in	a	turbulent	policy	environment	
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when	resources	are	shifted	to	the	disadvantages	of	the	organization	(e.g.	changing	
funding	streams,	interests	of	volunteers,	needs	of	citizens	or	attention	markets)	as	they	
are	less	dependent	on	particular	organizational	assets.	In	this	context,	TSOs	increasingly	
engage	in	“cash	cow”	operations	to	cross-subsidize	support	structures	for	volunteering	
and	open	spaces	for	community	activity.	As	volunteering	becomes	more	demanding	for	
organizations	resource-intensive	measures	of	“managed	volunteering”	are	implemented.	
The	generally	high	expenditure	burden	entails	further	expansions	of	activities.	E.g.	sports	
clubs	establish	services	in	the	social	service	and	health	provision.	The	culture	organization	
we	studied	spreads	out	to	social	housing	and	urban	development	and	the	social	service	
organizations	expand	their	range	of	services.		

Fourthly,	as	organizations	expand	crossing	the	boundaries	of	different	organizational	
fields	a	highly	differentiated	and	complex	governance	structure	is	put	in	place	since	
different	functional	logics	have	to	be	complied	with.	Hence,	TSOs	need	to	“speak”	many	
different	languages	of	various	fields.	The	organizations	we	studied	were	able	to	master	
the	“business	talk	“and	likewise	manage	a	more	“ideational	idiom”	reflecting	the	civil	
society	foundations	and	milieu-specific	links.	To	manage	the	increased	“communication	
traffic”	a	highly	professional	governance	machinery	is	installed.	

Fifthly,	given	the	increasingly	complex	multi-field	environment	TSOs	develop	into	an	
institutional	amalgam	comprising	different	logics	of	actions	and	achieve	to	combine	the	
“best”	of	business	and	third	sector.	On	the	one	hand,	organizations	are	increasingly	
engaging	in	a	professionalized	service	output	and	operate	business	activities	which	
prerequisites	the	adaptation	of	business	practices.	On	the	other	hand,	TSOs	provide	
enabling	structures	for	community	involvement	and	offer	avenues	of	self-fulfillment.	

Thus	concluding	our	findings,	Third	Sector	Organizations	develop	into	hybrid	
organizations	that	comprise	different	organizations	under	their	roof	with	varying	
organizational	cultures	and	identities.	Looking	at	the	sector	as	a	whole,	the	contours	of	its	
sub-organizational-fields	become	increasingly	fuzzy
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