


� How long? You’ve also thought about what it means to commit your

foundation to FES efforts, in terms of your staff’s skill, time and expertise,

as well as whether your FES effort represents the short-term interest of a

new donor responding to a short-term crisis, or whether you want

advancing FES to become part and parcel of your foundation’s core

business and identity in the community you serve. With this in mind, you

have a sense of whether you can or will commit to FES for the short,

medium or long term.

Of course, as you go forward to continue your design, you can always

change your answers to any of these three questions. But it helps to have a

sense of these three in mind before you figure out “What?” you will do.

FINDING THE RIGHT FES “WHAT(S)?” FOR YOUR FOUNDATION

The answer to “What?” is a major junction on the FES Road Map. It signifies

your underlying hypothesis, your theory about what change is needed to

improve the economic success of the particular type of low-income families

you want to address in the particular place you are targeting over the

projected time period to which you can commit.

But that theory of change should not be decided “top down.” It should be

based on actual data and truth discovered by researching and talking to the

families in the place you are trying to help. In short, the “What?” you support

in your FES program and grantmaking should be chosen to address the

specific context and the conditions of the economically challenged families

and communities you are targeting.
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What specific changes will advance the

economic success of the low-income families

and the viability of the communities or

neighborhoods you have targeted?
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So, let’s begin your “What?” diagnosis. On the following pages, you’ll find a

table related to each of the three FES Outcomes we saw in Step 1: Think

FES. Gather your FES program design team, sit down, and proceed as follows:

� Get your targets in mind. Think of the specific families and places that you

are targeting, based on your answers to “Where?” and “For whom?” If you

have no targets and want to develop some, then think of low-income

families across your entire service area for now.

Note: If you are targeting more than one place or one type of family, then

use one of these charts for each place or type.

� Rate each indicator. Now for each indicator, give a rating for those families

in that place. Check off “Yes,” “Some” or “No” only if you are certain of

your answer; otherwise place a check in “Don’t know.” Your goal is to

learn enough to correctly rate all of these.

� Add questions and specifics. This is where you add useful details, ideas

about where you might go for real data, or your exploration homework. If

you have checked “Don’t know” but know how to find out, write down

how. If you can add even more specifics about this indicator, for example,

that people over 50 have high school degrees, but those under 50 do not,

put that here. If thinking about this raises a question you think you need

the answer to before you design, write that question here as well.

Now get started. And do the best you can.
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Question #5:
Choose your FES

Outcomes and Indicators.

What specific changes will advance the economic

success of the low-income families and the viability of the

communities or neighborhoods you have targeted?

WHAT?
0 1 2 3 Outcomes

0 2 4 6 8 Many Indicators



Margins to Mainstream  � October 2003  � WORKSHOP DRAFT 

1

2

3

4

5

6

7

8

9

10

11

A B C D E F G H

A B C D E F G H

1

2

3

4

5

6

7

8

9

10

11

68

Qualifying  Yes/ Some/ No/ Don’t Questions/comments/
for a job good fair poor know specifics

Working adults are high

school graduates or have 

a GED degree.

Working adults have life

skills, education, abilities

and expertise relevant to

jobs within the community

or region.

Working adults and youth

have or can find

entrepreneurial education

and training.

Getting and  Yes/ Some/ No/ Don’t Questions/comments/
maintaining a job good fair poor know specifics

Adults who want to work

get connected to job

opportunities in the

community or region

Working adults can find

and afford adequate child

and dependent care they

need to maintain a job.

Indicators

Indicators

EARN IT Lasting Outcome:

Working families are earning a living that allows

them to survive and thrive in their community.

This means that a family’s working members can find a job that pays a

family-sustaining wage, maintain it, and advance their careers and

wages over time within their community or region.
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Building community  Yes/ Some/ No/ Don’t Questions/comments/
assets (continued) good fair poor know specifics

Families buy more of their

goods and services in the

community.

The community’s individual

businesses, employers,

nonprofits and

governments create and

champion family-

strengthening services,

activities, and

organizations.

Public and private

agencies, organizations

and businesses network

and collaborate to develop

and invest in jobs, 

markets, services,

amenities, infrastructure

and businesses that meet

the needs and advance 

the economic prospects of

the low-income families in

the community.

Indicators
(continued)



How did that go?

Likely, you found out there is a great deal you do not know. Or perhaps you

have some seasoned design team members who know a lot about your

families and places—Bravo for you then!

In any event, here is what you do next:

� Give yourself some homework. Assuming there are some things you really

don’t know, make a list of what you want to find out. Brainstorm for some

likely sources of information on specific indicators or methods for getting

it. (Hint, this may be no small task, but, as we keep saying, it is quite

important.) Give yourself a timeframe and meet it!

� Complete the rating. Once you do your homework, complete your ratings

until all are filled in for the families in the places you are targeting.

� Find the strengths and the gaps. Now, look at all the Poors and Fairs on

your rating list. Thinking of your targeted families and places, which of

these, or which set of them feel like they are the difference that will make

the most difference if you try to affect them? Why? If you can’t determine

this yourself, consult an advisory group of families and local stakeholders

(nonprofits, ministers, shopkeepers) who live or work with families in the

area. Ask them.

� Check for connections across outcomes. Remember what we said in Step

1: One FES outcome is not enough! If you’ve narrowed it down to a few

indicators you really want to affect, do they have any connections to

indicators in other outcomes, or can you try to make a connection in your

program design? For example, if your families work in jobs without any

benefits, and few of them have a banking relationship, can you work with
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a credit union and the largest local employers to set up an onsite banking

service in the workplace? (It’s not health insurance, but it’s something! And

it gets institutions working together.)

� Reality-check against your timeframe. Now think back to your answer to

“How long?” Are some of your target indicators too grand or large to

address in the timeframe that you can commit to your FES effort? Or can

you imagine how you might articulate a limited but significant measure of

progress on a difficult indicator that is doable within your timeframe? Use

this reality-check to eliminate some indicators, to manage your

expectations, or to set your sights on finding some partners in the effort

when you get to “With whom?” and “Which and how many resources?”

� Fill out your “What?” worksheet and move on to the FES Road Map

Roundabout #6-8! Take the list of indicators you think are most critical to

affect for your targeted families and communities/neighborhoods, fill out

the “What?” worksheet, and move on to FES Road Map Roundabout #6-8.
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The “What?” worksheet: Question #5

INSTRUCTIONS: This worksheet asks you to

name what specific outcomes and indicators

you want to pursue with the particular FES

program/grantmaking effort you started

working on in the “Catalyst?” worksheet and

the prior FES Roundabout #2-4 worksheets,

and to reflect on how that choice might affect

your answers to relevant remaining FES Road

Map questions (if any).

What specific changes will advance the economic success of the low-income

families and the viability of the communities or neighborhoods you have

targeted?

Your “What?” outcome choice(s) The indicators you most want to affect
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Choose your FES Outcomes and

Indicators.

What specific changes will advance

the economic success of the low-

income families and the viability of

the communities or neighborhoods

you have targeted?

5 WHAT?
0 1 2 3 Outcomes

0 2 4 6 8 Many Indicators



Now answer below: Does this “What?” choice clearly influence or restrict your

answers to any of the Roundabout #6-8 questions? If yes, in what way? 

Question No Yes If yes, in what way? 

How?

With whom?

Which and how 

many resources?

What effect will this “What?” choice likely have on the sustainability of your FES

program effort over the long term (or your exit strategy)?
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