





STEP 4

Complete the
FES Program Design
Road Map.

ow you have come down to the final stretch of your FES program
N design travels. Knowing what you know about your target families,
places and indicators, it’s time to determine specifically how your foundation
will act to improve performance on those indicators, with whom you will work
to do it, and what resources you will use and leverage along the way toward
your FES destination. Finally, you’ll consider how you will measure your
progress and act on what you learn so that you can travel further faster on

your next FES journey.

Remember: Just as in the first FES Road Map Roundabout, please answer
“How?,” “With whom?,” and “Which and how many resources?” in the order
that you know the answers. Then move on toward the next, until you finally

arrive at Question #9: “So what?”












HOW? HOW? -

2 Essentials

Choose your FES entry
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point and tactics.

In what way and at what level can you best get involved to
affect the FES outcomes and indicators you are targeting?

ow, you need a strategy. You know what indicators you want to affect
N for which families and in which places. With those critical choices in
hand, you can now ponder: “How will we make the most impact? What is
the most effective thing we can fund, support or do that will move our

indicators the furthest within our timeframe?”
FIRST: SCAN YOUR FES ENVIRONMENT

What do you need to know to figure this out? Here are two essentials to start.

Once again, it is essential that you do some analysis of your
families in your place. What is it that is keeping the working families you
care about on the economic margins in relation to the specific FES

indicators you are trying to affect?

When
it comes to advancing family economic success with limited resources, it
is a cardinal sin to duplicate effort or reinvent a wheel. Your job as a
community foundation may to spur and complement existing efforts, or to
spark and help run brand new ones, but which it is depends on your
situation. You must inventory what others are doing related to that

indicator in your place with your families before choosing your approach.



Readily available resources

How do you explore these two questions? Here are some suggestions for
resources you can consult to determine what frustrates progress on your FES
indicators, and what others are already doing related to your target families

and FES indicators.

Local media outlets
can vary widely in quality, community esteem and usefulness but, generally
speaking, local newspapers and radio stations news and talk shows can
offer a public forum for FES-related issues, analysis, happenings and
information. Simply subscribing to and reading the papers and listening to
the radio station can help you glean who is doing what related to your
targeted FES indicators and families right now. Because they live and
breathe community issues, metro and rural reporters and editors can also
help you identify the issues (and the community leaders, both traditional
and non-traditional) around which an FES program or grantmaking effort
might be designed. Over time, building positive relationships with editors,
station managers and staff reporters can help you get good information
about FES actors, while promoting constructive press coverage for

whatever FES effort you eventually support.

Seek out opportunities to speak with business
and civic groups like Kiwanis and Lions Clubs and Chambers of
Commerce. These organizations are always eager to find speakers for
their meetings and can help you learn about a region’s economy, business
climate, the challenges they face in hiring and retaining employees, as well
as what difficulties their employees face living and working in the region.

They can also help the region learn about you.



Organizations like community action
programs, health and human service agencies, volunteer foodbanks or
churches are at work even in the most rural communities. They reach low-
income individuals and families, some on a daily basis. Taken together,
they can help you learn the needs, assets and gaps in serving low-income
rural individuals and families, and they can tell you who is doing what to

help throughout the region.

If your state or region
has developed a nonprofit association, its board and staff can be an
excellent resource to help you identify not only the FES-focused nonprofits
at work in your region, but also the issues facing these nonprofits and

their constituents.

In both urban and the most rural regions,
nonprofit leaders often seek formal or informal ways to connect and share
information. Regional nonprofits can steer you toward meetings of these
folks. Whether a monthly breakfast gathering or an official staffed
association, members of these groups often are assigned to bring in
speakers and would be happy to invite a representative of the foundation
to speak about FES-focused grantmaking and community building. In the
process, you can ask what you need to know about the region, its assets
and needs, and who is doing what related to the families and indicators

you have targeted.

Your K-12 teachers and administrators know a great
deal about children and family situations. And local colleges and
universities may offer both information about their working-adult students,

and academic studies on FES issues and populations.



If any other family, corporate,
community chest, United Way or other community foundations engage in
FES-focused program and grantmaking activity in your area, it will be
extremely useful to study their grantmaking priorities, history and track
record, and to meet with the boards and staff of these organizations.
While the opportunity for collaboration with these foundations, as well as
additional funding for your efforts, may emerge, you will also get a sense
of the foundations’ overall approach—which can be very important in

sharpening your own FES strategy.

Invite the community at large or a
focus group of target families or workers in the place you have targeted
to a discussion of the region and your FES indicators and related issues.
Ask them who is offering useful assistance on your indicators and what
they are doing, as well as what additional action would make the most
difference to local families. You can do this at a stand-alone “listening
event,” or in conjunction with a meeting of your board. (Some community
foundations “circuit ride” their board meetings to promote learning about
the region and about the foundation.) While this approach can help
ensure wide citizen involvement, it might not necessarily be your first
step. In fact, relationships with local media outlets, civic groups,
churches and nonprofit leaders will help you convene a more successful
and well-attended community meeting. Remember: Low-income people
may not keep bankers’ hours. So don’t schedule the meeting for the
middle of the day—when most folks are at work, and, in fact, don’t
schedule just one meeting. Schedule a few meetings at various times
and if at all possible, provide childcare and transportation. Something

worth doing is worth doing right.



SECOND: CHOOSE YOUR ENTRY POINT(S)

Now that you know a lot more about what is impeding progress on your FES
indicators with your target families, and who is doing what about it in the
place you care about, you can address the next issue: Your entry point for

your FES effort.

FES approaches have four primary entry points or levels at which you might

focus your FES involvement. They are:

You can devise a grantmaking or program strategy that gets
community foundation resources straight into the hands or use of low-

income families.

You can site the effort you support in the
specific workplaces where low-income family members earn a living, or
work with employers individually or as a regional group to affect the

indicators.

You can help build the capacity of a
local non-profit or public agency to address the specific FES indicator, or
you can pull together the range of public and private actors that have a
role in that indicator to develop a common agenda and coordinated

approach.

You can work with local regulators, town councils, state
legislators or agencies to alter laws or regulations that will have an impact

on the indicator.

For any indicator, you could probably imagine entering at any one or a

number of these points all at once. An example will help.



An Example: Supporting family savings for home ownership in the community

Let’s say that, in the urban low-income neighborhood where you are focusing
your FES efforts, very few families save, and even fewer can manage to buy

a home. As a result, you care about several Grow It indicators:
Family members regularly save money, more of it and at higher rates.

Working families find, finance at competitive rates, and purchase quality

homes in the community.

Working families own an increasing percentage of the homes in the

community.

You have decided you want your community foundation to support efforts
that will help low-income families in this neighborhood to set up Individual
Development Accounts, in which they can save toward a down payment to
buy a home in the area.” With this as your aim, you could easily choose to
structure your support using any one or more of the entry points described

above, depending on your local context.

" Individual Development Accounts (IDAs) are a financial and economic development tool that enable
low-income American families to save, build assets, and enter the financial mainstream. IDAs reward
the monthly savings of working-poor families who are trying to buy their first home, pay for post-
secondary education, or start a small business. This reward or incentive is provided through the use of
matching funds that typically come from a variety of private and public sources. Similar to 401(k)s,
IDAs make it easier for low-income families to build the financial assets they need to achieve the
American Dream. For more on IDAs, see www.idanetwork.org.



An Example: Assessing your entry point

Entry Point/Level Potential Community Foundation Support/Investment

Families The community foundation sets up a fund using unrestricted
or donor-directed resources to directly match the monthly
IDA savings of low-income families living in this
neighborhood who are participating in a local IDA program.

The community foundation supports its staff time or the time

Employers/ of a nonprofit consultant to convene the two local businesses

workplaces that employ many family members from the neighborhood,
and to work with them to set up an IDA savings program as
an employee benefit, with payroll deduction for IDA savings
and a modest employer match for the savings. (This helps
the employers increase staff retention and decrease staff
turnover costs—a net savings for them.)

The community foundation gives a local nonprofit or

agency a grant to set up an IDA program in the
Community delivery neighborhood, or to beef up one aspect of it, for example,
system to provide financial literacy training for IDA holders, or

conduct special outreach and recruitment efforts.

The community foundation convenes key nonprofit and
government agencies to share information about changes
Policy in state policy that particularly impede or would facilitate

the growth of IDA savings for low-income families.

From this example, you can see that you have many options about how you
might make impact on the indicators for this Grow It outcome at four different
levels or entry points. Each one of them would have some impact. But if you
wanted to affect these indicators with the families your foundation is
targeting, which level would make the most sense in your place based on

your local FES scan?

For example, let’s say you care about the Earn It indicator: Working adults can

find and afford adequate child and dependent care they need to maintain a job.



You know your working families have trouble with this. But why is that? Let’s

look at some reasons you might have discovered in your scan and the entry

levels each might suggest in the following table.

Your Target Indicator: Working adults can find and afford adequate child

and dependent care they need to maintain a job.

The families can find quality
childcare but cannot afford it?

There is childcare available
but major employers of your
families are a county over and
far away in time and distance,
or require workers to work

night and afternoon shifts?

There are no or too few local
childcare providers?

The families can find quality
childcare but cannot afford it?

Family: If this is the case, direct financial assistance
to the families might be in order, or a campaign to
help them access existing public subsidies.

Employer/workplace: This situation can make it
difficult for parents to drop off and pick up their
children, to participate in childcare events and
work “regular” hours, or to take the job at all. In
this case, a community foundation might help fund
an existing childcare provider and employer to set
up a satellite at or near the workplace, or one that
operates at “odd hours.”

Community delivery system: A community
foundation facing this situation could support the
local community college to develop a childcare
training curriculum and give them scholarship
funds to award to local residents to become
certified childcare providers; or it could help an
existing childcare nonprofit expand through special
operating support or a strategic planning grant; or
it could work with schools to expand extended

hours for before- and after-school programming.

Policy: Another way to approach this would be to
convene providers to develop ways that policy
changes can direct existing childcare subsidies—or
expand them—to families in your region or financial
situations.



Note again that the analysis of your families in your place can suggest the

level at which your resources enter and operate.

THIRD: CHOOSE YOUR TACTICAL APPROACH

Before you design the specifics of what you do, please keep these rules in

mind.

The environment in
which your community foundation lives sets the stage for the initial role it
can play in its FES program and grantmaking strategy. In other words,
what worked somewhere else may not work for you, because your
economic, demographic, cultural and geographic situation may be
significantly different. Your best program design depends on the structure
of your community foundation, its age, its current reach, its existing
knowledge about local economies and families, the current local
knowledge about the community foundation, the FES approach you wish
to pursue, the region’s economic base and assets, and your region’s

culture.

In the world of players that seek to advance
family economic success, plenty of actors are already in the mix. Think
about the special niche you can play. If there are actors working on your
FES indicators, don’t try to do something somebody else is doing, only
better. Instead, creatively help active players amplify their capacity to do

more and better.



Building on the last
point, as a general rule, the foundation should design its FES program so
that:

Where good programs exist, you support the organizations running them.
Where programs exist that can be improved or tweaked, you enhance
the capacity of existing organizations to do so.

Where no effective programs or institutional structures exist, you create

new ones.

be flexible. Taking on strategic grantmaking or other
program work focused on FES might present at least two significant
challenges to most community foundations.
You may be making grants in little known areas of your region, working
with people and organizations whom you may not know that well.
You (and your staff and your board members and your grantees and
your intermediary partners) will be making decisions about FES choices,
which also may be brand new territory.
For these reasons, be ready to stay in touch with your effort and make

serious and thoughtful mid-course corrections.

With those rules and your scan about what others are doing related to your
target indicators and families in mind, consider the following three primary

tactical choices you have.



Your
Spectrum

Choices

Fundamental
question in
making the
choice

A TACTICAL CHOICE SPECTRUM

SUPPORT
AS IS
existing
FES-focused
activities/projects/
institutions

Is some
activity/project/
institution already
doing the job—and
only needs financial
support to expand?

INFLUENCE OR
CHANGE
existing

FES-focused
activities/projects
/institutions

What value can the CF
add to this activity/
project/institution
using its FES effort

that will last beyond
it?

DESIGN/
MANAGE/FUND
brand new
FES-focused
activities/projects/
institutions

Would this activity/
project/institution
exist or be happening
without the CF’s FES
program doing it?

Level of Light (to medium) Medium (on up to Heaviest

CF effort/ heavy)

involvement

Example Greater New Maine Community Community
Orleans Foundation—Funded Foundation Serving
Foundation— and participated in Coastal South

Supported existing
university-based
regional Eco-Nomics
Institute to expand its
efforts to connect
struggling rural family
produce farmers and
fishers to lucrative
urban and niche
markets in the region.

peer-learning and
offered planning/
operations grants to
rural Community
Action Programs to
change their missions
from “efficiently
distributing services
and benefits to poor
rural people” to
“getting rural families
out of poverty.”

Carolina—Created
and ran initiative to
learn about and
educate regional non-
profits, community
leaders and residents
leaders about how
African Americans
can retain rights and
ownership to their
“heirs’ property.”

Knowing all you know now, which tactical approach seems most appropriate

for your FES effort?
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The “How?” worksheet: Question #[ ]

INSTRUCTIONS: This worksheet asks you to
Choose your FES entry point

2 drotica: name how you will attempt to get at improving

In what way and at what level the specific outcomes and indicators you want

CanpyoUl to pursue with the particular FES

best get HOW? / tmaki ffort ¢ fi
involved to e — program/grantmaking effort you are targeting,
affect the and to reflect on how that choice might affect
ASS SRl e I AT your answers to any remaining relevant FES

you are targeting? ) )
Road Map questions (if any).

In what way and at what level can you best get involved to affect the FES

outcomes and indicators you are targeting?

Results from your scan Your “How?” analysis
The
indicators Why do our Who is doing
you most targeted families what locally Your tactical
TR TG not make . related to this Your entry level choice
affect pro.gre.ss on this indicator?

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

answers to any of the remaining FES Road Map questions, if any? If yes, how?

Question No Yes If yes, in what way?

With whom?

Which and how
many resources?

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

program effort over the long term (or your exit strategy)?
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WITH WHOM?2 W|TH WHOMO

Choose an institution(s) to a4 S e

work with.

With whom will you work to help produce and deliver the
goods—that is, to help make sure your FES program and
grantmaking meets its goals?

C ommunity foundations always have partners with whom they work to
make their program and grantmaking effort work. No matter what you
are funding or doing, you likely have at least one of three kinds of partners in

the structure of your FES efforts:

You may have grantee partners at the community or

neighborhood level who are doing the work you fund on the ground.

You may have partners at the
community or regionwide level (who may be grantees, contractors or just
part of a partnership effort) who provide services or technical assistance

to your grantees and/or other community-level organizations.

You may have other funders, donors or community
leadership organizations with whom you share “ownership” and

decisionmaking in your FES initiative(s).

The partner choices you make here are crucial. No matter how well designed
the rest of your program and grantmaking strategy, your partners need to
know what you expect them to do. You need to know what they expect you
to do. And you must be able to work together to make decisions, reflect on

progress, and act together on what you learn.



Community foundations can choose the intensity of their partnerships as
well. You can partner from a great distance, with little contact beyond writing
a check and reading a financial report. You can be hands-on and in the thick
of it, making decisions with and building capacities of your partners to make
FES impact. Or you can land somewhere between those two extremes.
Where you do land on the intensity scale will likely depend on what you are
asking your partners to do, where, and for whom—as well as your
foundation’s preferences for its levels of involvement and role in the

community.









The “With whom?” worksheet: Question #| ]

WITH WHOM?

o 1 2 3 Kinds of Partners.
— —

Choose an institution(s)
to work with.

With whom will you work
to help produce and
deliver the goods—that is,
to help make sure your
FES program and
grantmaking meets its
goals?

INSTRUCTIONS: This worksheet asks you to name
with whom your community foundation will work to
pursue the particular FES program/grantmaking effort
you started working on in the “Catalyst?” worksheet
and in other prior worksheets, and to reflect on how
that choice might affect your answers to the remaining

FES Design Road Map questions (if any).

List any insights you have on how your “With whom?”
choice may affect how you will select your partner or

design the grant/program details.

Your “With whom?” choice(s) FES program design implications

Name the specific—or type of—Grantee Partners (if

any) with whom you will work at the community/

neighborhood level:

Name the specific—or type of—Delivery/

Technical Assistance Partners (if any) with whom

you will work with at the regionwide or FES

initiative-wide level:

Name the specific—or type of—Resource Partners

(if any) with whom you will work with at the

community or FES initiative-wide level:
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Now answer below: Does this “With whom?” choice clearly influence or restrict

your answers to any of the remaining FES Road Map questions? If yes, how?
Question No Yes If yes, in what way?
How?

Which and how
many resources?

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

FES program effort over the long term (or on your exit strategy)?
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RESOURCES?
RESOURCES? N e

: Determine the source, type and

amount of resources you can/will commit.

What staff, board, program, operational and grant resources will
you commit to your FES effort? What resources from your funding
or action partners can you bring to the FES effort or leverage from
inside or outside the region?

edicating and developing resources is where the rubber meets the road
D in your FES efforts. Let’s face it: Staff, communities, board members
and donors know you’re serious about something once you begin allocating
resources for it. Whether launching a new FES program effort or building FES
into the very core of your community foundation’s operations, questions
regarding resources—what, whose and how much—inevitably surface.
Moreover, even the most well-designed, inspiring and globally significant
program in the world might amount to nothing more than good intentions if

the human, financial and physical resources are not there to back it up.

Not surprisingly, the question of “Which and how many resources?” is more
complicated than finding a donor or foundation willing to bankroll your efforts. In
fact, the “Which and how many resources?” question offers you an opportunity
to explore the resources already in place for your FES program or grantmaking,
and to consider what kind and how much additional resources you might need
to redirect or develop. Many issues related to figuring out “Which and how
many resources?” might be predetermined or influenced by your catalyst or by
the other questions along the FES Design Road Map—particularly your
timeframe and what FES approach you decide to take. Still, your foundation’s

ability to critically analyze the resources you will need to adequately implement



and sustain your FES program could prove to be your crowning achievement—
or your fatal flaw. Needless to say, when it comes to “Which and how many

resources?,” the stakes are pretty high!

This section will not necessarily steer you effortlessly to the cash cow that
will make all your FES program dreams come true. What it will do is help you

think through three things:

The resources you will need to implement your program
The resources you already have within your organization
The resources you may need to locate outside your foundation (or redirect

from within)

Again, your own unique situation and choices (especially on the other byways
of the Design Road Map) will provide the depth and color for answering
“Which and how many resources?” This section will simply help guide your
thinking about your resources in broader terms than just dollars and cents,
taking into account how the mix of human, financial, physical—and

something we call “good will’—resources will gird your efforts.

MAPPING YOUR FES RESOURCES

When designing a program or grantmaking effort with community foundation
resources, it is often the financial resources that one considers most critical
and critically—and with good reason! Nevertheless, when identifying
resources, it “pays” to consider the range and types of resources that might
help you implement an effective FES effort. Moreover, it helps to consider the

resources you may already have at your disposal.

is a process of brainstorming what you need and then
comparing it to what you’ve got “in-house” and what you will venture out to

find. When designing your FES program, this quantitative and qualitative



mapping can help you assess and then augment your assets. Resource
mapping is just another way to imagine your project plan and budget—it will

not replace, but rather will add texture to both those processes.

Resources come in all shapes and sizes. Whether you already have them or
will need to find them, it helps to delineate among four general types of
resources: human, financial, physical and “good will.” Good will matters
because much of a program’s success or failure will hinge upon the
sentiment you invoke in the communities or neighborhoods in which you

work. It is worth tracking this resource as a potential win, loss or draw.

To create a resource map, begin with your FES program design emerging
from your answers to the prior Road Map questions. To help you imagine
resource mapping, here is an example, using a situation in which the

catalyst, program details and timeframe are established.

But before we begin, a caveat: Of course, your situation may vary greatly from
this example, depending on your catalyst, timeframe, resources, what you
choose to do, and all the other questions on the FES Program Design Road
Map. For the purposes of illustration, however, walk through the following

“Which and how many resources?” exercise with its imaginary context:

(1) Example of an FES program catalyst, aim and timeframe:

Your Local Community Action Program (LCAP) reports that families,
especially young adults, in your foundation’s service area lack the financial
literacy to maintain healthy credit, open bank accounts and participate in the
recently funded Individual Development Account (IDA) programs. While LCAP
has both state and foundation funding to support its banking, credit
counseling and IDA programs, LCAP and other nonprofits have been unable

to secure funding to provide basic financial literacy courses.



LCAP’s peers in other parts of the country have suggested that when
families complete financial literacy courses, offered on a flexible schedule
and as a prerequisite for other programs, these families become 50%
more likely to maintain bank accounts, achieve a positive credit rating and
pursue an IDA over the next year. Financial literacy courses appear to be a
leverage point that could significantly boost the impact of existing
programs and resources.

LCAP approaches your community foundation to imagine ways of

working together on this challenge.

Your foundation has an established and trusting
relationship with LCAP and other nonprofits in the region. Because you
agree that financial literacy courses would not only benefit participants,
but would also increase the effectiveness of resources already invested in
LCAP’s programs for working families, your foundation sees an opportunity
for many of LCAP’s funders and stakeholders to contribute to this project.
For a relatively small investment in time and resources, your foundation
believes it can take the lead in bringing a wide range of community
resources and will to bear on this issue.

Your foundation decides to partner with LCAP to lead a community-
wide effort to develop financial literacy courses that will benefit from LCAP’s
expertise and your foundation’s relationships with nonprofits, financial
institutions and other community leaders. While relying upon LCAP for help
in designing and planning the courses, your foundation will engage relevant

board members and donors to provide instruction and mentoring.

Within nine months, financial literacy courses
will be designed by LCAP and instructed by community leaders, engaged by

the community foundation. Within one year, the courses are prerequisites for



participating in other LCAP programs. Within two years, working families
that participate in the courses are 50% more likely an increase to maintain

bank accounts, achieve a positive credit rating and pursue an IDA.

(2) Resources needed in project’s start-up phase:

Partnership agreement with LCAP

Board members, donors and other volunteers with financial expertise and
professions able and willing to donate time for teaching and mentoring
Meeting facilities for volunteer teacher/mentor training by LCAP

.5 FTE LCAP staff expenses to design courses and manage program
$1,500 for printed materials and publicity to market the courses
$2,500 to cover child care and transportation costs for participating
families

.25 FTE Community Foundation staff expenses to recruit volunteers,
manage program

Accessible and high-quality locations to hold courses

Teaching materials (copies, etc)

Course expenses (food, drinks)

(3) Examples of possible “in-house” assets:

Now it’s time to list your foundation’s in-house assets. Remember, you should
include the human, financial, physical and “good will” assets! Try to include only
the assets that are relevant to this project—your board of Fortune 500 CEOs
may be a significant asset for some projects, but will it be an asset for this
project? But, don’t be too narrow either—might the former board member who

is now mayor of the town in which you hope to work be a “good will” asset?

Foundation’s board and staff have been looking for an opportunity to focus

a specific effort on the economically disadvantaged members of the



community; to show the importance of the project, the board agrees to free

executive director’s and executive assistant’s staff time to lead this project.

Both the board chair and the program committee chair have a background
in banking and financial planning—with their help, other community

members could be recruited as teachers and mentors.

One significant foundation donor exemplifies the rags to riches story having
moved from public assistance to small business owner to significant entre-
preneur. Her advised fund could provide $5,000 in financial support and, if

willing, she could be an inspiration to families participating in the courses.

Foundation and board have strong relationships and credibility with key

leaders in local government as well as other nonprofit and for-profit leaders.

Foundation has discretionary funds that can be used to make mini-grants
to local libraries, schools and community centers that could be locations

for courses.

Foundation has relationships with several local and national private foundations

that might help support LCAP’s additional staffing and material expenses.

(4) Making the connections

Now compare and contrast your assets and the resources needed. Looking
at your list, draw a line connecting the “in-house” assets and the “resources
needed” that they might fulfill or to which they might at least contribute. In
other words, if your project is going to require staff with expertise in peer
learning—and you have a staff with that expertise, draw a line between these
columns. If the connection might be made, but is less sure, use a dotted line
to indicate that the connection might be there...but it will take some extra

work and extra luck! Continue down the columns in this manner.



“In-house” assets

Foundation’s board and staff have been
looking for an opportunity to focus a specific
effort on the economically disadvantaged
members of the community; to show the im-
portance of the project, the board agrees to
free executive director’s and executive
assistant’s staff time to lead this project.

Both the board chair and the program com-
mittee chair have a background in banking
and financial planning—with their help,
other community members could be
recruited as teachers and mentors.

One significant foundation donor exemplifies
the rags to riches story having moved from
public assistance to small business owner
to significant entrepreneur. Her fund could
provide app. $5,000 in financial support
and, if willing, she could be an inspiration
to families participating in the courses.

Large conference room at foundation head-
quarters

Foundation and board have strong
relationships and credibility with key leaders
in local government as well as other
nonprofit and for-profit leaders.

Foundation has discretionary funds that can
be used to make mini-grants to local
libraries, schools and community centers
that could be locations for courses.

Foundation has relationships with several
local and national private foundations that
might help support LCAP’s additional
staffing/material expenses.

Match?

Resources needed

Partnership agreement
with LCAP

.25 FTE Community
Foundation staff expenses
to recruit volunteers,

manage program

Board members, donors
and other volunteers with
financial expertise and
professions able and
willing to donate time for
teaching and mentoring

$1,500 for printed
materials and publicity to
market the courses

$2,500 to cover child care
and transportation costs
for participating families

Meeting facilities for
volunteer teacher/mentor
training by LCAP

Accessible and high-quality
locations to hold courses

.5 FTE LCAP Staff expenses
to design courses and
manage program

Teaching materials (copies,
etc)

Course expenses (food,
drinks)




Now check it out. Are any of the “resources needed” not connected to an
“in-house asset”? Is there an in-house asset that will contribute, but not
completely fulfill the resources needed? Is there an “in-house” asset that has
not been tapped effectively? If so, now is the time to add a final column
where you determine the outside human, financial, physical and “good will”
resources you will need to implement your FES program. To continue with

the sample worksheet:









The “Which and how many resources?”
worksheet: Question #[ ]

INSTRUCTIONS: This worksheet asks you to

Determine

RESOURCES? name which and how many resources you
the source, e et o
type and want to commit to carry out the particular
amount of resources you can/will FES program/grantmaking effort you started
commit.

) working on in the “Catalyst?” worksheet and
What staff, board, program, operational

and grant resources will you commit to in any prior worksheets, and to reflect on

your FES effort?>’What resources from how that choice might affect your answers
your funding or action partners can you

bring to the FES effort or leverage from
inside or outside the region? Map questions (if any).

to the remaining FES Program Design Road

Catalyst:
Your FES effort:

Outcome:

Indicators:

In-house assets Match  Resources needed Match Resources to find
Manager: _ Manager:
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Now answer below: Does this “Which and how many resources?” choice clearly
influence or restrict your answers to any of the other remaining Road Map

questions, if any? If yes, in what way?

Question No Yes If yes, in what way?

With whom?

How?

What effect will the conditions of this “Which and how many resources?” choice

likely have on the sustainability of your FES program effort over the long term (or

your exit strategy)?
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Question #9:

Determine your specific realistic

SO WHAT?

0 1 2 Levels of Impact

9. SO WHAT?

measures of progress, how you will track

0 1 2 3 4 Components

those measures, and the process by
which you will reflect and act on what you learn.

What one or two realistic short- or medium-term measures will tell you how

much progress you have made toward your FES destination—that is, the
specific FES outcomes and indicators you have targeted with your program
or grantmaking effort? Who will measure them, and how? What process will
you use to reflect on your progress? Who will apply your learning the next

time you travel round the Road Map?

You have bravely traveled the FES Program Design Road Map. Your
j

ourney has fostered at least one new program design carrying with it:

A program outcome—the overall, long-term purpose(s) of your FES
effort—along with the specific FES indicators related to that outcome that
your foundation wants to affect (“What?” choice),

The families it will target (“For whom?” choice)...

In which communities or neighborhoods (“Where?” choice)...

For what duration (*“How long?” choice),

A particular set of program tactics (“How?” choice),

Some program partners, participants, and/or grantees (“With whom?”
choice), and

The resources you will bring to bear (“Which and how many resources?”

choice).

Now, based on the program design that has emerged from this journey, you
are ready to tackle Question #9. Now is the time to specify how you will
measure and then track whether or not you are achieving the impact you seek.

We call this a Measurement and Learning Plan.



WHY BOTHER WITH A MEASUREMENT AND LEARNING PLAN?

Everyone agrees that measuring impact is important, but in the day-to-day
work of a community foundation, measurement typically gets placed on the
back burner as the more “urgent” takes over. Community foundation staff
and board members often tell us late in the game that they wish they had
developed a plan early-on for measuring progress and capturing learning.
Indeed, successful, repeatable (that is, not just lucky) programs tend to
emerge from the practice of action-reflection-refined action. This continuum is
best informed by a learning and measurement plan focused on making

progress on indicators that advance you toward a longer-term outcome.

Indeed, as you grow in size and influence in your community, your foundation
is increasingly obliged by external and internal stakeholders and mandates to
achieve impact and build community assets. As public institutions and
stewards of community and donor resources, you can reap multiple benefits
from measuring the impact of your programs. For example, measuring-while-

doing can help you:

Make mid-course corrections with grantees or program partners

Assess programs as successes or less-than-success

Make better program, grantmaking and community-building decisions the
next time around

Ensure wise stewardship of funds by the foundation and its grantees
Influence public policy decisions

Support scientific or academic claims

Gain credibility as grantmakers and community builders

Encourage donor confidence

Leverage increased support for promising projects



Overall, the clarity, honesty, and strategic intention inherent in a measurement
and learning process make the donor and community members feel good about
placing their trust and resources with the community foundation. Moreover, they
make your staff and board feel good about getting better at what they do, and

making a bigger difference as their learning leads to greater impact over time.

All of these reasons are reasonable and genuine... but both the results of a
measurement plan and the plan itself should improve individual programs and
the overall capacity of your organization. Learning aimed at improved
action—rather than blame or self-congratulation—should be at the heart of
your Measurement and Learning Plan. This means that how you learn may be

as important as what you learn!

WHOSE MEASUREMENT AND LEARNING PLAN IS THIS ANYWAY?

So first, before we review the components of a Measurement and Learning
Plan, and the steps you take to create and implement one, let’s think about

what you are measuring, and, as a result, who must be involved.

As you traveled the FES Program Design Road Map, your efforts became more
and more focused and targeted. Now it’s time to step away from the Road Map
and have your design team think about the size and scope of your measurement

picture and who should be involved in it. Consider the following questions.

Scope and scale of measurement: Will you be measuring your performance,

your grantees’ performance or wider community impact? Or all three?

You will almost always learn something about your grantees, yourself and the
community when you measure something. But it is unlikely that you will have
the resources to measure it all. So your measurement and learning plan must

identify the primary target for your learning.



There are times—say, with annual donor-designated grants to particular
nonprofits that work on FES—when your main goal is to measure whether
the foundation itself is making grants in the most cost-effective manner. This
is a case when measuring your own performance takes precedence. At
another time, you may have awarded similar grants to a number of childcare
centers to expand their services to low-income working families throughout
your region, and are deciding which grants to renew and which to conclude.
In this case, grantee performance, as well as the circumstances unique to
each grant, will be your primary concern. Or you might find yourself looking
at overall impact or influence of your grants on a particular struggling
neighborhood or community, or at a joint effort focused on one FES indicator

that includes many partners taking on various roles.

If, say, your board cares most about cutting the operational costs of
distributing designated grants to FES-focused nonprofits so that you have
more to give to others, you had best keep that central issue in focus, and
you can probably manage the effort using staff members and grantee
reporting. If instead, you are participating in a community-wide coalition to
establish banking services for low-income people in a bankless
neighborhood, and you are playing only a stakeholder convening role, you
have to determine what you are taking responsibility for measuring—the
quality of your convening, the performance of a nonprofit intermediary that is
doing community outreach on bank services, whether the low-income people
get banked through the effort? In this case, you might construct a

measurement process to look at all three using a community team.

So, before you set a measurement process in place for your program design,
think about it and the scope of what you want to measure in relation to it.

Based on your design and the scale of your effort, do you want to measure:



These are the end results/changes/indicators you
ultimately seek for struggling families and communities that your grantees,
partners or program participants will produce. Your grantees, partners or
program participants are the ones responsible for producing this impact—
using your funding and other program supports. So if you want to
measure this, best that you involve them (and for large efforts, maybe an

evaluator) in the process!

These are the end results/changes
you seek for your grantees, partners or participants that will enable them,
over time, to achieve the FES indicators and outcomes you care about.
This is what your community foundation takes responsibility for producing
through your FES program and grantmaking effort. Even if you achieve the
impact you want at this level, your grantees or partners or participants
might not later achieve the FES community-level outcomes; in that case,
something may be wrong with the theory of change embedded in your
program design or in the community effort—which indeed is a signal to

redesign something!

People often confuse these two levels. Indeed, it can be hard to separate the
impact that your community foundation takes responsibility for achieving from
the impact you want your grantees and partners to achieve. So, first of all,

you need to think about what you are trying to accomplish.

One way to do this is to think about what it is you really can be responsible
for making happen with your program or grantmaking resources. In general,
although it is certainly a goal you share with society over time, your
foundation’s doable outcome for a particular grantmaking effort will not be to
“end family poverty.” Your distance from that impact is likely to be once or

twice removed. Rather, you might take responsibility—for example—for



strengthening a particular class of nonprofits (and/or funding the study that
produces the information they need) to provide a particular set of
unemployed or underemployed workers with employment training that
matches available local jobs. In this case, the grantee’s impact will focus on
whether rural folks use their redesigned programs and get the available jobs;
yours will focus on whether the nonprofit grantees changed their training
approach and content, and whether they continue to adapt it as the local
economy and demographics change. Which do you want—and can you

manage—to measure in your plan?

To be clear: You do care about both levels of impact and you want to track
both (or make sure that someone tracks them in some way) in order to
ensure that your investments ultimately lead to advancing Family Economic
Success. But keep in mind that your program and grantmaking is directly

responsible only for the community-foundation-level outcomes.

Measurement Team: With scale and scope determined, who are the stakeholders?

Once you have some sense of the scope and scale you want to tackle in
your measurement plan, think of who in your community foundation (staff,
board members) and outside your community foundation (grantees, partners)
really should be involved in your measurement effort in some way. Who in

reality, or in effect, is in some way on your measurement team? For example:

Will what you
want to measure mean that grantees will have to join in the process of
collecting data and learning from the program? Remember, a participatory
measurement approach including grantees is best designated at the start
of a program and addressed in both your and your grantee’s program

budget. If you plan to include and depend upon grantee assistance in



measuring and learning from your program, it is critical that your grant or
effort include funds to assist them in meeting these demands. This is (yet
another!) reason to consider and develop your overall Measurement and
Learning Plan early in your program’s design!

While the process of including grantees in your Measurement and
Learning Plan may sound like a good idea and simple enough, a high level
of trust, credibility and transparency must exist among your foundation and
its grantees for this participatory approach to succeed. Because the
foundation ultimately holds the purse strings, collaborative approaches of
any kind are open to inequity and evasiveness. For example, a grantee
might be reluctant to report that its approach has been a miserable failure,
your foundation will have to “make truth-telling safe” in some way, and
consider how or whether this will affect a second installment of that
grantee’s award. Or, should the grantees suggest that foundation efforts at
technical assistance have been arrogant and short-sighted, your foundation
will have to avoid defensiveness and make necessary course corrections.

This is perhaps the best way to create a culture of learning and respect
as well as accountability among your foundation and its program partners.
Community foundations rarely operate programs directly. Thus, your

foundation is indebted to and invested in the success of your grantees.

Of
course, the same goes for other major organizations that are part of an
initiative and critical to its success. Let’s say you are one of three major
partners in an effort focused on improving housing stock and increasing
family ownership of housing in a low-income neighborhood. If you are
handling just one piece of that effort—for example, offering some grant
money to match resources made available for some housing

rehabilitation—and other partner organizations are helping local families



address their down-payment, financial education and closing cost needs,
will you work together to measure your progress? What if you have a good
approach and measure it and they don’t? You might produce housing
stock and nobody will be able to buy. This is success at one necessary
level but does not achieve your shared FES indicator or move sufficiently
toward the FES outcome. Will you include your primary partners in a

community-level measurement process and team?

Often, a community foundation will fund or organize an FES
program effort in hopes that other resource providers—especially policy-
makers or local employers—will see the light and change their practices.
Involving some key government officials or business executives in your
measurement and learning process as interested stakeholders can both
build trust and connections in the community and at the same time increase

their understanding about what might be more effective in their own work.

In short, because real-life individuals and communities will be affected and
influenced by your FES efforts, it makes sense at the outset to identify, be
sensitive to and respect the stakes and stakeholders who are integral to the
action-reflection-refined action cycle in your Learning and Measurement Plan.
So determine before you design your process, who you will want involved

and at what level of participation.

Expertise and Obijectivity: Will an outside evaluator be necessary?

Once again, based on the scale and scope of your FES program effort, this
is a question that you, your board and, in some cases, your program
partners or an external funder must answer. Depending upon the size of the

FES initiative, the level of objectivity needed, as well as the technical acumen



a measurement and learning strategy might require, an outside expert may
be essential. Your foundation and its partners may not have the time and
resources both to implement and evaluate your program. Your board may be
seeking a higher level of neutrality or a greater sense of the wider universe in
which the program plays. In some cases, an outside funder might require
and even provide an outside evaluator to assess your program. Determine
this at the start—evaluators that enter a process halfway through can miss

the key steps that make or break an effort,

But fair warning: When working with an outside evaluator, try to avoid the all-
too-understandable temptation to “punt” all measurement and learning to this
individual or firm. Indeed the very word evaluation is not what you seek; its
connotations of quantitative and post-mortem analysis leading to a summary
judgment of good program vs. failed program are too stark for community
work. While evaluation definitely has its place, that place is best found
alongside and within an on-going culture and process of measurement and
learning. One-time evaluations—especially when performed solely by an
outside evaluator—have filled landfills with dust-gathering documents. When
your foundation integrates the specialized work of an external expert with the
experience and learning goals of your stakeholders, the result can be an
extremely thorough and complete picture of your FES grantmaking—one that

provokes discussion and drives your learning into refined community action.

FOUR COMPONENTS OF AN
FES MEASUREMENT AND LEARNING PLAN

Your FES Measurement and Learning Plan has four main components:

Determine Your FES Measurement and Learning Team

Set Your FES Outcomes and Indicators



Choose Your Measures and Tracking Plan

Engage in a Reflection Process

Below you will find a quick description of each of these components. Reflect
on them with your community foundation’s FES program design in mind, and

then move on to the worksheet.

Component 1: Determine Your FES Measurement and Learning Team

First of all, figure out who will be part of your Measurement and Learning
process, so that you can make the remaining decisions together. If you consider
the issues and answer the questions in the prior section—“Whose Measurement
and Learning Plan Is This Anyway?”—you will become clearer about who
needs to be part of the process if it is to garner the information and effect the

change you need to increase the impact of your FES efforts over time.

You want neither too many nor too few cooks in this kitchen. As
with Goldilocks and the Three Bears, you want the number to be just right. That

means having the people and organizations involved that are needed because:

They are part and parcel of the community foundation’s individual FES
program effort or a joint effort involving several key partners.

They are essential to collecting and analyzing data on the measures.

They are critical to making change on a broader scope or wider scale over

time.

Now, with your “just right” FES Measurement and Learning Team assembled,

proceed to the next three components.

Component 2: Set Your FES Outcomes and Indicators

Let’s start with the good news: You have already done this! Go back to your

answer to Question #5: “What?” to identify your FES Outcome(s) and Indicator(s).



Just to remind you about the vocabulary thing: What are “outcomes”?

An outcome is a major change—in the lives of people, their organizations and/or

their community—which proves that family economic success is happening.

There are three FES Outcomes from which you have chosen.

Once you determine what you are trying to accomplish over the long-term—
the outcome(s) you are driving toward—then it’s time to think about ways to
determine if you (and your grantees/partners/participants) are producing

them!

In this case, you are looking for indicators, which you also honed when
working on Question #5: “What?” Back there, you chose your FES approach
based on an analysis that you need to address a certain set of indicators for

the families and places you targeted. Let’s do the vocabulary again:

An indicator is one observable condition that you can measure or assess in some

way to show that change in an outcome is being achieved.

Indicators are observable, measurable and specific. Sometimes an indicator
is a proxy for something that is hard to measure. But no matter what,
indicators must be meaningful to your stakeholders. Always ask yourself
whether movement on the indicators you have selected would truly move the
families you care about toward FES, and would convince your board, your
grantees, or your community that you have been successful at moving

toward the FES outcome.

Component 3: Choose Your Measures and Tracking Plan

Now that you have indicators, determine what you will use to track them and

how.



A measure is one way to quantitatively or qualitatively assess change in an

indicator for the families and places you have targeted.

A measure should always include the “beans” you will count or assess, how
you will count or assess them, and a target—that is, in which direction (up,
down, or other) you want the count or quality assessment to go over a
period of time. It may go without saying, but in order to track each measure,
you must have a baseline—or start your work by developing one. Baselines

define the starting value from which you calculate change.

Let’s track a very simple example to explain the differences here. Let’s say:

You care about the “Keep It” outcome: Working families access a full
range of financial services and programs that help them protect their

income and lower their cost of living in their community and region.

And you want to move on this Indicator—Working families, no matter their
income or location, have and are using reasonably priced savings and

checking accounts.

Your program effort has targeted the families in an inner-city census tract
who are largely unbanked and have scarce access to local financial

services.

You could come up with a number of measures worth tracking on this

indicator. For example, you might choose to measure over one year:

The increase in currently unbanked families that have opened new market-
rate checking and savings accounts with local or online providers.

The increase in bank branches or “windows” available in the census tract.
A decrease in the cost of existing basic banking services already provided

by banks to area residents.



The increase in cost-free or low-priced banking products offered to area
residents.
The number of children in these families who have opened savings

accounts.

This list could go on. And on. Remember, that as with Indicators, less may
be more. For each Indicator you specify, identify no more than two really
good measures—although one measure might help you track more than one

Indicator.

It is always easier to choose measures for which
someone is already collecting data, or that are easy to track through grantee
reporting, for example. But it is never worth it to track measures that have no

meaning in relation to your indicator and outcome.

Which brings us to your Tracking Plan. Next, you must think about how you
will collect information on these measures, what kind of tools you will need to
collect it, who will be responsible for collecting it, and how this data

collection will fit into your program design.

To do this, for each measure, answer these questions:

How can we find or produce a baseline measure?

From whom will we collect information on the measure during the program
period?

What tools and partners will we need to collect data on the measure over
the program period—a review of our files, a survey, interviews, focus
groups, access to a state database and statistical software?

Over what period of time, and how often will we collect this information?
Can we design data collection to fit into the normal workflow?

Who will be responsible for collecting and compiling the data?



This may sound like a lot. However, it's amazing what a little creative

brainstorming with your staff and grantees can do. And as many have said,
“You get what you measure.” If you really care about achieving your outcome
and indcators and improving your impact, remember this: Not to measure is

not to care.

Component 4: Engage in a Reflection Process

Finally it’s time to name the process by which you will reflect on your tracking
and act on what you learn from it. Let’s say that you have identified your

outcome, indicators, measures and a tracking plan. Yahoo!

If your Measurement and Learning Team does not stop
regularly to examine your data and reflect on what it means, and then adjust
what you are doing based on conclusions from your reflection, it is all

measurement (and a waste of effort), signifying nothing.

So you need an agreed-upon process for reflection, and then you must
commit to following the process. Here are the elements of a reflection

process.

First, you will want to decide who will be involved in the
reflection activities. Some community foundations add to the Team at this
point and include their grantees or board members or partners and
outside experts in just the reflection effort. It helps build the habit of taking
time to learn for both the grantees and the community foundation. It leads

to richer discussions and makes action easier.

You
will also want to decide when you will take the time for this learning. It is

important to get this on everyone’s calendar as soon as possible.



The measurement plan and your answers to
the Program Design Road Map questions would be required reading for all
involved before any reflection activity takes place. Then, of course, you

need the data.

If funds are
available, community foundations often ask an outside learning facilitator
to help them. This frees up everyone to participate and can help keep
things running effectively. But some foundations have developed staff
capability and a “reflection practice” all by themselves—and the more they

practice, the better they get.

Whether it is at a meeting, on-
line or over coffee one-on-one, devise a way to get your learning team
members to report their insights, based on the measurement plan and
other program experience. Preparing a few targeted reflection questions
and assigning them as homework might help people think through the
data and their own experiences before any learning exchange session.

Figure out as well what method your team will use to surface and
agree about changes you will make in your FES effort. Review your original
answers to the Road Map program design questions. Some of your
answers might be different now that you have had some experience. Are
these changes you can make now or the next go-round? How might they

impact other programs at the community foundation or in the community?

Record the action steps you will take based on
your learning. Decide who is responsible for those steps and when they

will be done.
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