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lab Leading at the Speed of Change

Friday, June 25 — Saturday, June 26, 2010
Bloomington, Indiana

Participants will examine their organization’s business model in relation to its “life stage” and plot a roadmap for
the future based on adaptability in the face of a world of continuous change. Specific areas covered in the
roadmap development include financial management, leadership and change management and community
engagement and relevance.

FRIDAY, JUNE 25, 2010

12:00 p.m. - 1:00 p.m. - Lunch (included with registration)

12:30-1:30 p.m. Welcome and introductions
1:30 p.m. - 2:30 p.m. What is your Archetype?
2:30 p.m. —3:00 p.m. Life Stage exercise
3:00 p.m.—3:15 p.m. Brief Break
3:15 p.m. - 5:00 p.m. Convergence
5:00 p.m. - 6:00 p.m. Closing remarks followed by informal conversations

SATURDAY, JUNE 26, 2010

Breakfast at hotel; included with hotel reservation.

9:00 a.m. - 12:00 p.m. - 3 Concurrent Breakout Sessions
Brief break at 10:30 a.m.
e Community Engagement and Relevancy
e Adaptive Financial Leadership
e Strategy and Structure, Emergent Learning

12:00 p.m. - 1:00 p.m. - Lunch (included with registration)

1:00 p.m. - 4:00 p.m. - 3 Concurrent Breakout Sessions
Brief break at 2:30 p.m.
e Community Engagement and Relevancy
e Adaptive Financial Leadership
e Strategy and Structure, Emergent Learning

4:00 p.m. - 5:00 p.m. Closing Plenary
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Major support for these activities is provided by Arts Midwest, in collaboration with the National Endowment for
the Arts and Indiana Arts Commission. To learn more, visit http://www.artsmidwest.org/.

SESSION OVERVIEWS

1. Adaptive Financial Leadership. How must our financial approaches and business model strategically
shift when leading at the speed of change?

o How have you worked in the past? How do you currently work? What new approaches must be
employed based on the new reality?

o Every nonprofit has a financial structure that reflects the connection between resources and
programs. How has the model developed, and what needs to change in the future?

o Financial management is important for staff and board to fulfill their responsibilities. The pace
and nature of change requires nonprofits to use effective financial systems as a platform for
strategic leadership. How well do your current systems work, and what changes will support
change?

Presenter: Kate Barr, Executive Director, Nonprofit Assistance Fund

2. Community Engagement and Relevancy. How do we work effectively within our communities and
across sectors to provide leadership at the speed of change?
o What shifts need to take place in our thinking?
o How can we have a greater impact, and be more relevant, in the communities we serve?
o How do we use outside-in thinking to develop new and deeper relationships with
constituencies?
o How can we use branding and positioning to articulate our public value?
o How do we become models of “adaptive capacity” in our communities?
Presenter: Anne Hunter, Marketing Source USA

3. Strategy at the Speed of Change. How do we adapt our strategic planning processes to respond
flexibly in an environment of rapid change?
This session will explore
o Project/program assessment— does this initiative “fit” against mission in this economy?
o How can we shape programs to be responsive to constituencies and resource requirements,
especially in a changing environment?
o How do we define critical ingredients to success?
o How can we establish meaningful benchmarks to track successes and monitor the need for
readjusting priorities or mid-course correction?
o How can we become models of “adaptive capacity” in our communities?
Presenter: Sharon Rodning Bash, Program Director, Arts Midwest
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PRESENTERS

Kate Barr, Executive Director, Nonprofits Assistance Fund
www.nonprofitassistancefund.org

As the Executive Director of the Nonprofits Assistance Fund, Kate directs all aspects of the organization's
strategic plans, development, loan capital, outreach, and program activities for the loan funds. Under
her leadership, the Nonprofits Assistance Fund has grown as a premier financial management resource
in Minnesota by providing training, strategic financial counsel, and loans to the nonprofit community.
Prior to joining the Nonprofits Assistance Fund, Kate served as Senior Vice President of Riverside Bank
where she was responsible for strategic planning, marketing, and community development lending.
With her unique insight and experience, she is a popular speaker, trainer, and writer on nonprofit
management and financial issues. Kate holds a Master’s degree from Hamline University and is currently
a member of their adjunct faculty. She serves on the boards of directors of the Neighborhood
Development Center, Partners for the Common Good, and Western Bank.

Anne Hunter, President, Marketing Source USA
www.marketingsourceusa.com

Anne Hunter brings to clients more than 25 years of strategic planning, marketing and media relations
experience. Prior to launching Marketing Source USA in 1994, Hunter held marketing management posts
at The Saint Paul Chamber Orchestra, Minnesota Orchestra, Valley Fair Amusement Park, and chambers
of commerce in two states. Her vita also includes work as a newspaper reporter and columnist, ad
designer, and PR assistant for a major Philadelphia insurance company. Her work focuses on strategic
marketing, implementation and branding.

An accomplished writer and strategist, Hunter holds an MBA in marketing from the University of St.
Thomas and a BA from Albion College in Michigan, where she currently serves on the Board of Trustees.
She has taught marketing and nonprofit management at Gustavus Adolphus College, Metropolitan State
University and the University of St. Thomas. She recently ghost wrote a book on workplace intervention
for Hazelden Foundation.

Sharon Rodning Bash, Program Director, ArtsLab, Arts Midwest
www.artslabonline.org

Sharon Rodning Bash is the program director for ArtsLab, a three year capacity-building program
dedicated to nurturing a thriving regional arts ecosystem by developing the core leadership skills and
management capabilities of smaller, visionary arts organizations. Prior to her appointment with ArtsLab,
Sharon was the program director for organizational development and training at the Metropolitan
Regional Arts Council. In that capacity she developed and frequently led numerous workshops on a
range of capacity-building topics, as well as manage organizational development granting programs. In
addition to her work with ArtsLab, Sharon teaches in the St. Mary’s graduate program in Arts
Administration, in the areas of nonprofit management and program planning and evaluation.
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What are archetypes?
Personified symbols, models or prototypes that:

DISCOVER YOUR ARCHETYPE

e Allow the conscious mind to identify with, or access, subconscious desires, meanings and truths. (Carl

Jung)

® Represent your aspirations in a mystical or spiritual sense

e [nstill meaning into brands
e Are naturally genuine and authentic

e Speak the language of the mind, so they’re an effective foundation when building a strong brand.
* Go beyond features/benefits to connect with customers in a deep, profoundly meaningful way.

What’s your organization’s archetype?

Chose an archetype, colors, a mascot, and a saying or song that best capture the essence of your organization.

The Innocent:
e  Wholesome, pure
e  Forgiving, trusting, honest
e Happy, optimistic, enjoy simple pleasures

The Explorer:
e Searcher, seeker, adventurous, restless, desire
excitement
* Independent, self-directed, self-sufficient
¢ Values freedom

The Sage:
e  Thinker, philosopher, reflective
e  Expert, advisor, teacher
e Confident, in-control, self-contained, credible

The Hero:
*  Warrior, competitive, aggressive, winner
¢  Principled, idealist, challenges “wrongs,”
improves the world
e Proud, brave, courageous, sacrifices for
greater good

The Outlaw:
» Rebellious, shocking, outrageous, disruptive
e  Feared, powerful
¢ Countercultural, revolutionary, liberated

The Magician:
e Shaman, healer, spiritual, holistic, intuitive
¢ Values magical moments, special rituals
e  Catalyst for change, charismatic

The Regular Guy/Gal:

e Unpretentious, straight shooter, people-oriented

e Reliable, dependable, practical, down to earth

e Values routines, predictability, the status quo,
tradition

The Lover:

*  Seeks true love, intimacy, sensuality

e Passionate, sexy, seductive, erotic

e  Seeks pleasure, to indulge, follows emotions

The lester:

e  Clown, jester, trickster

e  Playful, takes things lightly, creates a little
fun/chaos

e |mpulsive, spontaneous, lives in the moment

The Caregiver:

e Altruistic, selfless

e Nurturing, compassionate, empathetic
e Supportive, generous

The Creator:

* Innovative, imaginative, artistic

e Experimental, willing to take risks

®  Ambitious, desire to turn ideas into reality

The Ruler;

e Manager, organizer, take charge attitude
s  Efficient, productive

e Confident, responsible, role model

The Hero and The Outlow: Building Extraordinary Brands Through the Power of Archetypes by Margaret Mark & Carol S. Pearson
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ARCHETYPE WORKSHEET

Choose the following that best capture the essence or personality or your organization:

Archetype Color
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The Creator
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Mascot or Icon Song or Saying




Nonprofit Lifecycles

References:

Simon, Judith Sharken with J. Terence Donovan. The Five Life
Stages of Nonprofit Organizations. Amherst H. Wilder Foundation.
2001. Available from Wilder Foundation.

Stevens, Susan Kenny. Nonprofit Lifecycles: Stage-based wisdom
for nonprofit capacity. 2001. Available from Fieldstone Alliance.

Life Stages of Organizations
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Sharing vision and organizational
responsibility with staff, board
and constituents

Knowing when to say “no”
Hiring versatile staff

Leveraging sweat equity into
outside support

Living within financial means

O

O

Classic Life Stage Challenges
[ | —

Too much to do, too little time
Developing board ownership

Creating a strategic focus that
does not trap creativity and vision

Beginning to formalize
organizational structure

Becoming comfortable with change

Diversifying revenues and
managing cash flow

O

Remaining client centered rather
than policy bound

Keeping staff motivated around
mission
Building financial footings of

endowments or reserves
Maintaining a program “edge”
of relevance and vibrancy

Becoming position rather than
person dependent

O

Classic Life Stage Challenges
[

_

Reconnecting with community need,
discarding duplicative programs
that add no value

Remembering that policies,
procedures, systems and structure
are no substitute for creativity and
risk taking

Keeping board informed/ engaged

Raising enough operating income so
reserves are not drawn down for
everyday use

Examining budget for top-heavy
administrative expenses




Classic Life Stage Challenges

o Finding a turnaround champion o
and letting them lead

0 Establishing a turnaround culture mi
and mindset

o Committing to a consistently frank i
and open dialogue with funders,
constituents, and the community

o Cutting expenditures to reflect mi
realistic income

0 Restoring eroded community
credibility through consistency, o
honesty and program results

Accepting responsibility for
organizational closure

Resisting the urge to blame others
for terminal situation
Communicating termination plans to
clients and making appropriate
referrals

Closing up shop in an honorable

manner, worth of the care in which
the nonprofit was founded

Appropriately managing assets.

arts/,;°
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FOCUS

Convergence

How Five Trends Will Reshape
the Social Sector
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In December of 2008, La Piana Consulting launched NonprofitNext, a research initiative intended to identify and
explore ways in which five key trends will converge to shape the nonprofit sector of the future. Research into
these key trends focused on generational and other demographic shifts, the rise and impact of social media and
other technological advances, the growing importance of networks as a means for effecting change, the role of
volunteerism and civic engagement in society, and the blurring of sector boundaries. Efforts included an extensive
literature review, in-depth interviews with thought leaders in the nonprofit sector and related disciplines and
conversations with numerous nonprofit leaders and activists representing all levels of nonprofit experience. This
exploration of the five key trends yielded important learnings: While each dynamic has profound implications for
how nonprofits will do business in the future, it is their interplay that will transform the sector. Key findings are
summarized in this monograph and will be supplemented with podcasts, shorter written pieces, resource lists and
a blog on the NonprofitNext Web site at www.lapiana.org/nonprofitnext.

NonprofitNext was launched with an initial grant from Fieldstone Alliance. The James Irvine Foundation provided
additional grant support for the development and dissemination of this monograph, intended to spur further
conversation about these issues.




Foreword

As we witnessed the effects of the economic downturn upon the nonprofit sector, our foundation gave careful
consideration to how best to respond in support of the issues and partners we engage with. In addition to
developing a range of grant-related approaches to assist our grantees in particular, we commissioned

La Piana Consulting to develop this monograph, which seeks to illuminate several key trends — and their
interrelationship — which will be especially relevant to nonprofits as they look to the future. Our intention in
funding the development and publication of this thought piece is to spark discussion across the nonprofit sector

and to have these ideas inform ongoing planning and strategy development, given a new economic reality.

In identifying the key trends discussed in this document, La Piana Consulting drew upon months of
conversations with clients and partners in the field, extensive literature reviews and in-depth interviews with
thought leaders. In addition to describing key trends, the monograph identifies core competencies for those
nonprofits that will be best equipped for the future. While the ideas presented here are the result of careful
analysis and synthesis, they are by no means comprehensive. As a result, we are eager for readers of this
document to build upon these ideas by sharing their own experiences through the NonprofitNext Web site that
La Piana Consulting has developed.

Private foundations occupy a privileged role in the nonprofit ecosystem and, among the contributions they
are positioned to make, can help to frame and deepen understanding of key issues facing the sector. In doing so,
they inform dialogue and debate, encourage new ways of thinking and doing, and, at their best, advance and
accelerate the capacity of nonprofits to achieve their mission. We hope this monograph contributes in a modest
way toward these ends, and we look forward to your ideas, which will no doubt expand our understanding as

we look to the future.

S5

James E. Canales

President and Chief Executive Officer
The James Irvine Foundation
November 2009




What’s Next? Moving at the Speed of Change

The nonprofit sector, like the rest of the nation, has been riveted by the first great economic crisis of the new
century. This response is only natural, as the crisis threatens large numbers of organizations with, at the least,
hard times, and at the worst, extinction. But this story is not about that crisis. The nonprofit sector is at an
inflection point! that will fundamentally reshape it long after the recession, when surviving nonprofits find
themselves in a new reality — not just economically, but demographically, technologically and socially.

We call this shift NonprofitNext.

Already, national and global trends are changing the environment for nonprofits. Thoughtful observers
recognize that five years from now the sector will not simply have returned to its previous, pre-crisis state. They
know that a fundamental change in Americans’ attitudes toward credit, debt, risk, work and philanthropy,?
coupled with the loss of 100,000 or more nonprofits,? will permanently change the landscape. Business futurists
see the emergence of near-instantaneous communications compressing time, technology-enabled connectivity
shrinking space, and the growth of the knowledge economy valuing intangibles (services) over physical mass
(products). They describe how these forces are blurring boundaries and transforming the economy and our role
n it.* Others observe this sea change from a public sector perspective, noting the challenge to our education
system: preparing today’s students for careers that do not yet exist.5 Still others predict that America, over the

next generation, will no longer be the world’s greatest economic power.

The nonprofit sector, too, is being tested as generational and other demographic shifts change the face
of its client base and workforce, technology affords and demands greater responsiveness and transparency, and
the blending of the public, private and nonprofit sectors creates new competitive and collaborative opportunities
while simultaneously calling into question just what it means to be a nonprofit organization. And this is just the
beginning — the most radical changes are likely not even on our radar yet. Although change is nothing new, the
highly accelerated pace at which social, technological and economic shifts are now occurring and affecting one
another, presents radical challenges and demands increasingly adaptive responses. The traditional approaches of

nonprofits, funders and capacity builders will fall short, and the old rules will no longer apply.

For the nonprofit sector to survive and thrive, everyone — nonprofits, funders and capacity builders
alike — must become futurists. This does not mean predicting the future (an impossible task if ever there was
one) but instead means being attuned to rapid and continual shifts in the environment; continually evaluating
and interpreting how organizations can best adapt; and experimenting with new responses and approaches.
Being a futurist requires both individual and institutional curiosity, and a willingness to take risks. No one of
us can afford to rest on our laurels, assuming that the old ways of doing business will continue to serve us in
this dramatically new and ever-changing environment. Nor can we rely on external experts, scholars or think
tanks to map the road ahead for us — it is our responsibility to envision and shape the future for ourselves, our

organizations and our society.




Emerging Trends Converge

Research identified five key trends converging to reshape the social sector. While each dynamic has profound
implications for how nonprofits will do business in the future, it is their convergence that will transform the
sector. These trends include:

*  Demographic Shifts Redefine Participation

*  Technological Advances Abound

*  Networks Enable Work to Be Organized in New Ways

 Interest in Givic Engagement and Volunteerism Is Rising
*  Sector Boundaries Are Blurring

Each of the five major trends is changing the way the nonprofit sector operates. For example, as
nonprofits increasingly develop profit-generating enterprises, corporations are becoming increasingly active in
the social sphere — and out of this mutual crossing-over, new organizational forms are emerging. In the past,
those seeking to create social impact were primarily driven toward a single model — the nonprofit. The future
will bring a wider array of structural options and a greater willingness to experiment, as well as a heightened
demand for accountability and compelling measures of social value. The driving question will be, “What do
we want to accomplish?” Successful organizations will quickly move beyond traditional assumptions about how
those goals are attempted and think creatively about structural forms, recognizing that different goals demand

new solutions.

At the same time that nonprofit and for-profit social benefit efforts are becoming less distinct, it is of
decreasing importance to younger social activists that their activism is identified with a particular type of
organization, or with any organization at all. What they do to benefit society, and how they spend their time,
are more important considerations than the corporate home for that work. Efforts to engage the younger
generations in social impact work will be successful to the extent that they adopt a sector-agnostic orientation

that focuses on the end results and is flexible about the means.

Not only are younger generations less tied to any particular organizational form and more open to
creating their own structures and networks to advance their social values, they are also entering the workforce
with the expectation that technology can be leveraged to solve any problem, or at least to make the effort
more efficient. For example, tomorrow’s nonprofit leaders are as likely to understand open source technology
platforms as the intricacies of fundraising, and they will not hesitate to use one to advance the other. When
that works for them, they will share their success instantly with colleagues around the world, perhaps enticing
others to devote some of their own creative energy to the cause. As online or mobile activism and networked
organizing create new ways for individuals to fulfill their service goals and interests, notions of membership,

volunteering and social engagement will be transformed and continually redefined.




Such examples merely scratch the surface. The interconnectedness of each moving part only hastens the
pace of change. For example, new groups of people — including baby boomers, next-generation leaders and an
emerging minority-majority — are coming together. These players adopt new tools and technologies, such as
social media and other capabilities. In their speed of use, ability to network people and facilitate decentralized
action, these technologies influence people’s values, including work-life balance, desire to participate in real-time,
demand for measurable results and expectations of openness and transparency. The interplay between these
human- and technology-driven forces creates new norms and structures — and opportunities to solve problems

in ways that blur traditional boundaries.

The convergence of key trends is hastening the emergence of a new social sector.

A New Social Sector

Interest in Civic

In this changing environment, transformation is not optional. The future will demand a collective
rethinking of what it means to be an organization, how individuals define their work and how best to both

compete and partner across many permeable boundaries.

The following pages briefly define each of these trends and the impact of their convergence on the sector,
highlight some innovative responses already underway and call out unanswered questions for further dialogue

among nonprofits, funders and capacity builders.




Demographic Shifts Redefine Participation

Younger generations comprise an increasing percentage of the workforce, and they bring with
them new values and expectations around work, activism and the use of technology. This dynamic may
challenge the ability of nonprofit organizations to attract and provide a place for this new generation to

find meaningful participation.

In addition to the management challenges presented by a new set of workforce values and expectations,
the current leadership of the sector is faced with the inevitable task of succession planning. Although much has
been made of a possible leadership deficit as baby boomers approach traditional retirement age,5 the realities
of the economic downturn and changing attitudes about work and retirement have redefined the terms of this
discussion. The challenge is not so much the wholesale changing of the guard that was feared, but the need to

figure out how the generations can work together effectively now and in the future.

The nonprofit sector has always featured an intergenerational workplace, with older workers in leadership
positions and younger colleagues in front line or support positions. However, the future will require nonprofits
to understand how to share leadership across generations. This shift will be fraught with stereotypes and
assumptions on all sides, and complicated by very real differences in the world view of those who experienced
the socially transformative Civil Rights Era and those who now follow — less ideologically perhaps, but no
less earnestly. There are also significant distinctions in how younger generations value, approach and leverage
engagement, transparency, technology, professional development and work-life balance.” These differences

will have to be negotiated.

Working across generations is but one of the challenges presented by changing demographics —
working across cultures will be equally important. Census figures show that by 2042, the United States will be
a minority-majority society, and ongoing and shifting immigration patterns are changing the face of countless
communities around the country, with profound implications for nonprofits. Additionally, the millennial
generation — comprising those born between 1981 and 1999, and also known as Generation Y —is proving
more diverse than any preceding generation, with many more young people of color, first- and second-
generation immigrants and mixed-race individuals. This diversity highlights how the intersection of generational
and other demographic shifts will continue to impact the nonprofit workforce. To succeed, nonprofits must
rethink how they serve as well as how they manage. History tells us that this will not be easy. While discussions
of the importance of diversity and inclusion are not new to the sector, true progress has been slow. Few
nonprofits have progressed beyond engaging diverse populations as clients to reflect the same diversity among
management-level staff or in the board room.8 Fewer still have fully incorporated a racial justice framework
into their work, or truly articulated mission- and strategy-driven arguments for inclusion, as opposed to making

moral arguments (e.g., “It’s the right thing to do”) and offering tactical responses.?

Could things continue as they are: with slow progress being made by some, while others limit their
focus to achieving representational diversity or do nothing to adapt? Perhaps, but future success will require
something far different. The corporate sector has already largely accepted that diversity is good for business,
feeding innovation and enhancing competitiveness. The business case for diversity in nonprofits is equally
important. Just as futurist nonprofits will need to learn to share leadership across generations and to find new
approaches to sharing leadership in general, so too will they need to be inclusive of a wider variety of cultural

perspectives and the diversity of leadership styles — some unfamiliar — that those bring.




Many organizations and initiatives are working to make the most of what different generations and

cultures uniquely bring to the table. These include:

Teach for America Since 1990, when 21-year-old Wendy Kopp launched Teach for America, the
organization has brought more than 24,000 new teachers into low-income communities across the nation,

impacting approximately three million students. Beyond offering a robust system of training, mentoring

and providing ongoing support for program participants and alumni, Teach for America extends its
commitment to professional growth with its staff Leadership Development System. This internal talent

management system taps into the needs and values of younger generation workers and helps develop new
leaders by offering stretch assignments — opportunities designed to build their skills and stretch themselves

— allowing latitude in their execution and assessing performance based on tangible results.

Generations United (GU) Formed in 1986, Generations United is a national membership organization

focused solely on promoting intergenerational strategies, programs and public policies. In addition to

offering internship and volunteer opportunities for students, retirees and adults transitioning careers,

the group provides resources to help its member
organizations and others convert from a multigenerational
to an intergenerational workforce. In 2009, in partnership
with the MetLife Mature Market Institute, Generations
United created Generations in the Workplace: Engaging the Best
Talent of All Ages, a workbook and assessment tool to help
organizations identify how they can leverage the talents of
each generation to stay competitive and be successful in

achieving organizational goals.

The Environmental Support Center With nearly 20
years of providing development support to local, state
and regional organizations working on environmental
issues, the Environmental Support Center has become a
champion for diversity efforts in the sector. The center
recognizes and promotes the importance of those efforts
in the context of the environmental justice movement. In
2008, it completed a four-year effort aimed at dismantling
racism that engaged people at all levels of the organization
In an intensive process of assessment, discovery and
shared learning. Through this facilitated process, the

What do you think?

Many next generation social sector leaders
are interested in achieving a greater work-life
balance — currently not a defining feature of
working in the nonprofit sector. They are also
less driven by ideology and more interested
in solving problems. As corporations offer
more opportunities for engagement in solving
social problems (e.g., as Google did in
allowing a team of engineers to help create
All For Good, a Web resource for finding and
sharing volunteer opportunities, see p. 18),
the nonprofit sector, as a destination, may be
less appealing. If this young talent can work
for a corporation, make a good living and still
do socially meaningful work, why would they
choose to work for a nonprofit? Weigh in at
www.lapiana.org/nonprofitnext.

board and staff challenged their assumptions about themselves and their organization, ultimately resulting

in a collective commitment to create a new organizational culture. The center shares its experience in

a brief report available on its website, and presented its learnings at the 2009 Alliance for Nonprofit

Management Annual Conference.




Generational and demographic shifts have profound implications for the future of leadership,
organizational culture and structure — demanding innovation and new thinking. As Frances Kunreuther, author

and Director of the Building Movement Project, which helps nonprofits adopt social change practices, said about
working across generations:

It starts with dialogue and learning how to appreciate each other... but it is more than talking.
It is not just appreciation; it is about changing how the jobs are done. How is having a more

intergenerational workplace going to change how you work? How will it change the structure

of organizations, including boards?1!

Nonprofits face imperatives to recognize these shifts, to identify the impact they will have on the

organization’s ability to achieve its mission and to implement workable responses.

Successful nonprofits will:

* Acknowledge and discuss generational differences, diversity, inclusion and cultural competency — and clarify their
relevance to organizational effectiveness and the ability to effect social change

Develop new structures and ways of managing both staff and volunteers to meet generational needs; and adapt to
changing workplace values and expectations

Go beyond generational and representational diversity and focus on developing organizational strategy and leveraging
diverse ideas, approaches and talents in support of the mission




Technological Advances Abound

The rise of social media has challenged nonprofits to embrace new ways of connecting and

communicating, demanding greater openness and transparency. With the plethora of new technology tools
comes the need to improve organizational ability to effectively choose among and use them. For example,
there is a tendency for the eager nonprofit jumping into social media to create a single organization-wide Web
identity — such as focusing on its CEO starting a blog or Twitter account to enhance online exposure for the
organization — rather than featuring individual perspectives. But nonprofits that are effective in adopting new
technology understand that in today’s social media culture, people want authenticity, not overly marketed
messages.'2 They want to hear real stories, from actual participants in a nonprofit’s activities, and they also
want the opportunity to be more than passive audience members whose social activism is limited to writing a
check. They want to be on the inside, co-creating the dialogue. Communication must be continuous, it must
be personalized and it must come from multiple sources. This can pose a cultural challenge for many nonprofit
leaders, who have long been taught that an organization must speak with one voice and that it should seek to

control the message. In this new era, more than ever, such control is an illusion.

As Clay Shirky writes in Here Comes Everybody: The Power of Organizing Without Organixations, “The important
questions aren’t about whether these tools will spread, or re-shape society, but rather how they will do so.”:3
Nonprofits shaping their own future must answer this question for themselves. One way in which social media
tools are already changing communication is in the disintermediation of information, moving people away
from authorized spokespersons and focusing mstead on personal connections, or the social graph, a visual

representation of how people everywhere are related.

To have a credible voice in this environment, nonprofits need to empower everyone in their organization
to be a spokesperson. Michael Hoffman, entrepreneur and CEO of online media and marketing consulting firm
See3 Communications, said of this challenge: “You can’t speak to large groups at one time... to be present in
this social graph means you have to be all over the place. That’s a lot of work. If you stick that on one person,
you’ll never be able to have the real relationships that are the hallmark of this age.”14

Despite these challenges, the nation’s largest nonprofit organizations have actually outpaced corporations
and academic institutions in their adoption of social media.’ It is the rare large nonprofit that hasn’t started
a blog, created a podcast, hosted a message board, set up a social networking site, or employed a wiki,
a collaboratively produced Web site. At the same time, it is social media’s very accessibility that makes it
especially appealing to small and grassroots organizations, many of which have been at the vanguard of its use.
And yet many nonprofits are still struggling to know when and how to use these new tools in ways that truly

contribute toward advancing their mission.

Organizations are leveraging social media in different ways. One such example is:

*  Epic Change The organization was founded in 2007 to raise funds to make interest-free loans for
community improvement projects in the developing world, and to help those partners share their stories
to generate additional financial resources to sustain their efforts. Social media helped bring the storytelling
component of the Epic Change model to life in a way that would not otherwise have been possible and
has been critical in raising both real and social capital to support the organization’s work. For a start-up
that has only just hired its third staff person, the low cost of entry to the social media marketplace of ideas
was a big draw, as was the opportunity to build its reputation in a highly transparent and open way. Last
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Thanksgiving, the organization launched a Tweetsgiving

campaign to illustrate how this friend- and fundraising

. What do you think?
approach leverages all types of benefits. Twitter users y

were invited to tweet about something they were grateful Using social media and other new
technologies strategically and effectively

will require a significant cultural shift for
many organizations. What distinguishes
result, the organization generated over 3,500 tweets, met nonprofits that do this well from nonprofits
its $10,000 goal and connected with numerous like-minded that don’t, and how can those on the front
lines change the dynamic in more traditional
and hierarchical environments? Weigh in at

Other examples of nonprofits that have used Web www.lapiana.org/nonprofitnext.

for in their lives and given the option to make a donation
to help Epic Change build a classroom in Tanzania. As a

volunteers.16

2.0 tools — those that facilitate information sharing and

collaboration — strategically can be found, along with relevant

resources, on a growing number of sites that aggregate tools and tips for using social media in the nonprofit

sector, such as:

WedAreMedia.org A wiki featuring vetted resources about social media strategies and tools for nonprofits
and/or people who work for nonprofits

Nonprofit Technology Network A membership organization of nonprofit technology professionals offering
research, advocacy and education to support technology use by nonprofits

Beth’s Blog: How Nonprofits Can Use Social Media A Web site with ideas and information on how
nonprofits can leverage social media to achieve their missions

Ben Rattray, founder and CEO of Change.org, a social entrepreneurship venture, observed that the use

of new technologies to raise social capital is the wave of the future:

The biggest trend we see right now is trying to leverage the supporter base organizations have

for [more than] just donations: it may be connections, it may be resources outside of monetary
donations, it may be knowledge base overall. Instead of [employing] a one-way communication
mechanism, finding a way for organizations to tap into the many diverse ways in which their
supporters can actually advance the mission. That’s happening on Facebook, on Twitter, on
Change.org. I think over time you're going to see the organizations that win are organizations that
mobilize those resources to get deeper buy-in to the organization — and ironically, not only will

they benefit from those non-monetary resources, but also get more donations in the process.!’?

Successful nonprofits will:

e Use technology strategically!8 as part of an overall communication plan, not just because it's novel; and remember that it
is a tool for advancing the mission, not an end in itself

* Be clear on goals and expectations, and consider a new kind of ROI: not Return on Investment, but Return on Insights1o

e Begin by listening... then participate authentically
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Networks Enable Work to Be Organized in New Ways

Working with and through networks is not new — the traditional concept of networks includes coalitions,

alliances, partnerships, learning communities and various other collections of individuals and organizations
working toward a common goal. However, with the advent of new technologies and new norms for working
collaboratively, the potential impact of networks is increasing exponentially. The Monitor Institute refers to
these new ways of applying network theory and technology to traditional work as “working wikily,”20 and
observes that it allows for far deeper and more meaningful collaboration than was previously possible. It is now
Just as easy for an organization to learn from and collaborate with an individual located across the globe as with
the nonprofit across town. This also means that formal organizations are no longer the only way to get things
done; networks can be formed, restructured and disassembled as needed, drawing on dispersed resources that

may themselves bring access to new and different networks.

This flexibility poses a threat to the organizational coherence and sense of permanency of large but
static nonprofits, particularly those that rely on a socially committed membership for support. Just as the day
has largely passed when nonprofits were viewed as charities, so too will the current conceptualization of many
nonprofits as institutions — and perhaps even as organizations — give way. Tara Mohr, of Mohr Coaching,

a life and leadership coaching firm in San Francisco, said:

The organization as an entity is becoming much less central and important... We need to be
looking at entrepreneurs, programs, organizations and networks of organizations, and thinking
about how we organize our work and organize our impact across all four of those things, and less

focused on the organization as a central unit of how we get our work done.2

This trend presents an array of possibilities for the organization that is willing to adopt the role of a

futurist to test its assumptions, and to experiment with new structures and ways of working.

Many organizations and programs are tapping into networked ways of working to achieve their goals.

These include:

«  The Tech Museum of Innovation “The Tech” is a museum in San Jose, Calif., that has leveraged both
new technologies and the concept of working wikily to crowdsource22 — a new concept for outsourcing
tasks to a group of people or community through open calls or invitations — designs for new exhibits.
The Tech Virtual Test Zone, launched in December 2007, invites designers from around the world to
use 3-D virtual world Second Life’s collaborative design platform to build and test their exhibit ideas, with
the winning virtual exhibits being physically installed in the actual museum. Peter Friess, President of
The Tech, described one of the many benefits of this approach: “I don’t have to have people [designers,
engineers] inside my building anymore; the world does it for us. It’s a good way to get in touch with
people around the world.”23
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The Peer Water Exchange (PWX) Founded by the
California-based Blue Planet Run Foundation, PWX is a
participatory system to select, fund, manage, monitor and
share grassroots water and sanitation projects worldwide.
Members of PWX’s online community submit proposals,
comment on others’ proposals, approve funding and share
impact data. Using this networked approach, PWX is able
to manage thousands of individual projects and scale local
solutions to the size of the global water problem.

Many grantmaking imstitutions have also begun

What do you think?

As organizations think more strategically
about network analysis and networked
action, they will find themselves working
with a combination of long-term partners
and short-term contributors, some of

whom might be considered competitors

as well as collaborators. To what extent

is trust likely to be an issue, and how can
networks effectively overcome the resistance
likely to arise from those concerns? Weigh

experimenting with decentralization and networked decision in at www.lapiana.org/nonprofitnext.
making on the distribution of grant funds. Some, like Ashoka,2

an association of social entrepreneurs, are experimenting with

contests to generate innovative solutions to persistent social problems. There are also many Web sites, such as
GlobalGiving.org and DonorsChoose.org, that allow users to direct their donations to specific projects, which

are only funded once the public has committed sufficient resources.

Successful nonprofits will:

e Expand their reach and deepen their impact through networks and coalitions of both organizations and individuals,

including those enabled by online activism and a mobile workforce

* Use network mapping tools2s to understand, strengthen and grow those networks on a continuous basis
¢ Think more systemically about the challenges they seek to address, and about possible approaches and partners
* Organize their work as a collaborative, evolving process, rather than as something they can completely control internally
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Interest in Civic Engagement and Volunteerism Is Rising

The election of a former community organizer to the highest office in the nation serves as a vindication
of the nonprofit sector and an inspiration for increased civic engagement. Yet much of this energy has been
captured by the public sector, led by the Obama Administration, rather than by nonprofits. Together with the
rise of opportunities for direct engagement through online activism and virtual volunteering, this puts nonprofits
In a precarious position, demanding that they meet rising expectations and prove their added value. In coming
years, an unprecedented number of active retirees and a new generation of young professionals raised with
community service as part of their everyday life will create a broad pool of potential volunteers — a tremendous

opportunity for the sector, but only if it learns to successfully engage them.26

Options for volunteering are increasing along with the development of new technologies and online
platforms for connecting interested individuals with causes, actions and communities of like-minded activists.
Virtual volunteering, where tasks are undertaken at least partly online, is increasing in popularity,?” allowing
individuals to find opportunities that are personally meaningful and a good fit for their skills, regardless of
geography. The even newer concept of micro-volunteering — where volunteers help out in small, convenient
ways that do not require a long-term commitment to an organization or cause —is also growing. The economic
downturn is likely to bolster this trend, as online engagement offers an opportunity to give back in one’s spare

time, while reducing transportation costs and travel time.

Understanding the opportunities and challenges inherent in the shifting service landscape is a task of the
futurist nonprofit. It will not be an easy one. In all the enthusiasm building around volunteerism, nonprofits
must take care not to assume that the motivations and benefits are the same for everyone. As Mai Moua,
consultant and principal of Leadership Paradigms Inc. in Saint
Paul, Minn., observed in a Summer 2009 Letter to the Editor of

the Stanford Social Innovation Review,® volunteerism is perceived
. . . What do you think?
and experienced differently among people of different cultural

Designing and managing meaningful and
mission-advancing volunteer opportunities
Dr. Moua has seen how a culture’s orientation toward for a diverse array of individuals and interests
takes time and investment. How might

. . networks of social benefit organizations
to volunteerism. She notes that “for the nonprofit sector to build work together to make that more feasible

and sustain the volunteer workforce of the future, it must make for each one individually? Weigh in at
www.lapiana.org/nonprofitnext.

backgrounds. In her work with immigrant communities,

individualism or collectivism influences individuals’ relationship

a commitment to evaluating cultural assumptions, systems and

thoughts inherent in volunteer management and practices.”

Here, too, an understanding of generational differences is

important. Younger generations, for example, have different expectations around when, where and how work
gets done; what constitutes a meaningful contribution; and the nature and longevity of any given relationship
with a cause or organization. Nonprofits must design opportunities that both respect and appeal to the needs of

an increasingly diverse volunteer pool — or risk seeing that pool turn its attention elsewhere.
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Some of the organizations and programs that are taking that diversity into account are:

The Extraordinaries This fledgling organization is currently piloting virtual on-demand volunteering
opportunities via mobile phone. It is starting with an iPhone application and is in the process of raising
funds to develop a version for the Blackberry.

An increasing number of hybrid work-volunteer programs like Experience Corps and ReServe? offer
opportunities for retired professionals to contribute their lifetime skills to improving their communities.
Both have been enthusiastically embraced as models for replication.

Serviceleader.org This Web site project is a robust resource for information about virtual volunteering and
how nonprofits can implement such a program for their own organizations.

Successful nonprofits will:

* Expand their vision of volunteering and create opportunities that take advantage of the tools and options available for
cost-effective labor and strategic assistance

e Match their volunteer recruitment, management and recognition efforts to the motivations of an increasingly diverse
volunteer pool

¢ Engage volunteers in meaningful work for the organization that leverages their skills and interests, treating them as
partners rather than just another set of hands

e Become adept at seeking out, maximizing and leveraging contributions from an ever-wider range of individuals —
including volunteers or staff, full time or part time — whose commitment to the cause might span from minutes to years
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Sector Boundaries Are Blurring

A sector-blind competitive environment is emerging where Wall Street investment houses compete

with local United Ways and community foundations for donor directed funds and a growing emphasis on

corporate social responsibility means that social virtue is no longer perceived as exclusive to the nonprofit

brand. Meanwhile, as donor demands for accountability and evidence of impact intensify, regulations that once

preserved the unique role of nonprofits are coming under fire.30 These trends will seriously challenge nonprofits

to maintain their tenuous hold on identity as a sector and not just become under-capitalized competitors in an

increasingly blended economy. This blurring of sector boundaries creates opportunities for a growing number of

public-private and corporate-nonprofit collaborations to share learning and innovation. Some organizations are

taking things a step further and becoming hybrid organizations, operating simultaneously in multiple sectors.

Cross-sector collaboration is not a new phenomenon, although its prevalence is still relatively low. What

is new 1s the range of structural options available to individuals and organizations looking to “do well by

doing good.” One of the newest is the L3C, or low-profit limited liability company. A variant of the Limited

Liability Company (LLG), an L3C is run like a business and is profitable, but its primary aim is to provide a

social benefit. An L3C can attract various types of investors, as well as accept foundation funds in the form

of program-related investments, mission-related investments, loans and guarantees. The L3C is now legal in

four states and two Native American tribal communities. While not wholly uncontroversial, its use is likely to

become more widespread in the future.3!

At the same time, 501(c)(3) organizations are straying further outside the bounds of traditional service

delivery in order to advance their missions. For-profit business ventures are becoming more common as vehicles

for generating ongoing revenue, providing new avenues for social impact, generating positive publicity and even

helping to attract and retain staff. When planned well and managed skillfully, they can have a significant effect

on long-term sustainability. While some organizations pursue these ventures within their 501(c)(3) structures,

others choose to set them up as for-profit subsidiaries.

More traditional businesses are also looking to recognize
social and environmental outcomes as legitimate pursuits for
private enterprise, and an increasing number are seeking
B Corporation status as a means to do so. This refers not to
an actual legal structure, but to a designation that for-profit
corporations can seek to signal that they use the power of
business to create public benefit.32 While B Corporations are
unlikely to become direct competitors for nonprofits’ traditional
funding sources, they do appeal to both impact investors
— those looking to combine financial returns with social or
environmental benefits — and individuals looking for a socially
meaningful career path. Like other forms of social enterprise,
they cannot be ignored by nonprofits hoping to thrive in the

new, blended economy.

What do you think?

One of the criticisms of the L3C structure is
the potential (as yet unrealized) that these
organizations would become eligible for

some level of tax exemption, as 501(c)(3)
organizations do now. At the same time,
challenges to the tax-exempt status of
traditional 501(c)(3)s continue. In the future,
where do we draw the line? Should tax-related
benefits be limited to 501(c)(3)s, or is there
merit in extending these — even if at a lesser
level — to other organizational forms? Among
501(c)(3)s, are all equally deserving of the
full exemption, for example the symphony
and the soup kitchen? Weigh in at

www. lapiana.org/nonprofitnext.
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Norms around how nonprofits do (and do not) engage politically are also shifting. Nonprofits are
becoming increasingly active in the political sphere, taking advantage of the Internet and the ubiquity of social
networks to participate in — or even initiate — public debates.?® There has been an explosion among nonprofits
creating 501(c)(4) advocacy groups and even political action committees to raise and funnel money into political

action, an area of activity traditionally ignored by nonprofits.

This blurring, or blending, of the sectors presents rich opportunities for nonprofits willing to adopt the
role of futurist on their own behalf and critically examine structural options for getting their work done.

Some organizations that are blurring the sector boundaries and testing new organizational forms include:

*  World of Good Development Organization Founded in 2004 in Emeryville, Calif., World of Good aims
to increase the economic livelihoods of women living in poverty in developing countries. It does so through
what it calls a hybrid enterprise structure, operating a for-profit business and a nonprofit organization.

Each is independent, and each takes a different approach to advancing the overarching goal of alleviating
poverty. By employing both, World of Good is able to make a greater impact — the business entity
engages in the marketplace to build supply and create demand, while the nonprofit works to strengthen
international wage standards and economic development in worker communities.

*  Fractured Atlas Founded in 1998, the organization began as a performing arts producer in New York
City. The aftereffects of the terrorist attacks of September 11, 2001, threatened to close Fractured Atlas’
doors permanently, but instead, it reinvented itself as an arts service organization i 2002. Since then, it has
launched a broad range of programs and services for arts groups and individual artists around the country,
including a fiscal sponsorship program, the Artists Affordable Healthcare Initiative, liability insurance,
professional development and advocacy. Much of Fractured Atlas’ success comes from its innovative use
of technology to increase efficiency and decrease costs. Its proficiency in this area prompted it to launch
a for-profit subsidiary, Gemini SFB, which provides information technology consulting and custom
software development to nonprofit organizations and government agencies and generates profits to support
Fractured Atlas.

Successful nonprofits will:

* Remain centered in mission-driven activity, articulating a clear purpose and compelling theory of change

* Be creative in considering and pursuing cross-sector partnership opportunities, alternative sources of revenue and
structural alternatives to the traditional 501(c)(3) organizational structure

* Be proactive and adept in leveraging both collaborative and competitive strategies to fulfill their mission

While the L3C form is still fairly new, several dozen have already been incorporated in Vermont alone.
Examples include CoolPass, which offsets carbon to reduce greenhouse gas emissions. It uses a significant
portion of its sales to fund its Assisted Home reduction program and assist low-income homeowners with
EnergyStar appliances and home upgrades. Radiant Hen Publishing partners with nonprofits and companies
to publish books that teach social and environmental values, while also incubating new authors and artists and

giving back to the community.
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Innovation Challenge: California Nonprofits Respond

While these dynamics will reach every corner of the sector, it is not surprising that California, at once a hub of social
innovation and a center of economic volatility, is grappling with many of the effects of these trends first. California’s tradition
of generating new ideas and testing new social arrangements makes the state’s nonprofit response to these challenges
worth watching.

Cornerstone Theater Company Cornerstone is a multi-ethnic, ensemble-based theater company based in Los Angeles that

works with typically marginalized communities to put stories on stage that don't typically reach the stage. Its desire to build
bridges between and within diverse communities has led it to turn its attention to issues facing neighborhoods, communities
of faith, groups that share culture and language and issues of justice, focusing on how laws shape and disrupt communities.

In 2007, Cornerstone found a new way to leverage its commitment to social issues and marginalized communities —
through a one-of-a-kind cross-sector partnership with California-based pharmaceutical giant Gilead Sciences, Inc. The unlikely
collaboration was born out of a common concern about the disproportionate impact of HIV/AIDS on the African American
community. Gilead, a major supplier of HIV medications, knew that despite advances making these drugs more effective
than ever before, their efficacy is dependent on patients’ health literacy, or knowledge of how to access and use them. It had
been struggling to bring this message about advocating for one’s own health to patients in a way that would be heard and
embraced. When Cornerstone proposed creating a series of short plays to increase exposure to these issues among African
American communities, both sensed the promise in such a collaboration.

Cornerstone’s approach to theater, in which the community is a participant, not just an audience, served as an ideal

vehicle for creating deeply personal pieces highlighting the importance of treatment and patient empowerment. Gilead has
been a valuable partner, ensuring that the material is about the issues, not about its products, and helping to promote the
productions in cities across the country. The partnership has gained the attention of other arts organizations, and discussions
are underway to expand the series into Spanish-language productions, and to develop a toolkit for other nonprofits and
businesses that might use this collaboration as a model.34

All for Good The recent partnership between California’s own Google (a major corporation) and Craigslist Foundation (a
nonprofit) to create the national volunteering website www.allforgood.org is a prime example of cross-sector collaboration
and innovative uses of technology to open doors to greater civic engagement. Inspired by President Obama’s national call
to service, All for Good is an open-source tool that provides a seamless search interface for volunteering activities across
numerous nonprofits. It also makes it easy for users to share and access volunteer opportunities with friends through
Facebook, MySpace, Twitter, and other popular social networking platforms.

Not only is the resource a prime example of a nonprofit/for-profit collaboration, its creation was enabled by Google’s corporate
philosophy valuing innovation and civic engagement among its employees. The company encourages engineers to spend one
day a week working on projects that aren’t necessarily part of their job descriptions. It was this 20 percent time allocation
that enabled a group of engineers, designers and program managers to begin to develop All for Good. In this way, Google
was able to advance its mission of helping people find the information they need while promoting and facilitating community
service and the work of social sector organizations, and increasing its workforce's job satisfaction through engagement in a
meaningful enterprise.

Both of these examples illustrate the role of cross-sector partnerships in finding new approaches to creating social value.
Cornerstone adds value as a partner with its cultural competency and expertise in delivering accessible community theater
experiences. All for Good leverages an array of new technologies and social media to reach an increasingly diverse volunteer
pool interested in social engagement. Yet these are only two of many ways in which forward-thinking organizations have
experimented, building on existing strengths to respond to emerging trends and create something new.

What organizations or groups in your communities have made similar strides in recognizing and responding to key trends?
Add your ideas to our blog at www.lapiana.org/nonprofitnext.
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Key Competencies for Nonprofits of the Future

So what does all this mean? The convergence of the trends outlined on the preceding pages is changing the
landscape for mission-driven organizations and individuals, increasing both the complexity and the urgency

of their work. The challenges are many. To meet them, nonprofits must first recognize them and uncover the
opportunities they bring, while managing the accompanying uncertainty and risk. They must also cultivate a
willingness to experiment with creative responses. In other words, they must be futurists. Doing so will require
that they reevaluate and even reinvent the roles, structures, systems and norms that define their organizations
today. They must embrace the new ways of working that are both demanded and enabled by a changing
workforce, emerging technologies and an evolving marketplace. As they strive to effectively adapt to the new
environment in order to achieve greater social impact, nonprofits will need to build their capacity in three

key areas: 1) how they lead and manage people; 2) their facility with new tools and technologies; and 3) their

strategic use of partnerships and new organizational structures.

Leadership, Management and Workforce Development

Skilled leadership will be essential to the sector’s ability to successfully navigate the trends described in
this monograph and the changes these trends bring about will call for a rethinking of the concept of nonprofit
leadership, writ large. More than a response to generational shifts — and who is doing the leading — this will
require that nonprofits look at how their organizations will be led in the future. As Shiree Teng, an independent

consultant, noted:

It’s interesting to look at recent studies on nonprofit leadership deficits. That’s very conventional
thinking — “replacement thinking.” I think generational shift, along with trends related to diversity
and technological advances, will change how we look at the leadership pipeline. Less replacement
theory, more demand to revamp the executive director job so [it is] more doable. [We need to]
increasingly look at the single leader model... and challenge that assumption of “leader.” We need

to move to more shared leadership for organizations.ss

As the sector grapples with how to bring more young people and people of color into positions of
leadership, it must also recognize that old leadership models may no longer apply. Juana Bordas, in Salsa, Soul,
and Spinit: Leadership for a Multicultural Age® argues that traditional modes of leadership based on a Western or
Euro-centric sensibility may be less well suited to an increasingly diverse workplace than the collaborative and

adaptive leadership practices she sees rooted in other cultural traditions.
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Nonprofits need this adaptive leadership capacity now more than ever.?” Navigating the convergence of
all these evolving trends and their many permutations will require intense curiosity and willingness to learn,
the ability to work as part of a diverse group and lead as part of a team, and openness to testing new ideas and
challenging the status quo. It will also require the futurist’s frank acknowledgement that the world is changing
daily, and the tools, strategies, and approaches that work now may be irrelevant in five years, five months, or

even five weeks.

Nonprofits of the future will also need to abandon overtly hierarchical management structures and
adopt more collaborative cultures, both to meet the needs of a new workforce and to effectively adapt to new
technologies and network models. For example, Generation Y workers are considered the experts in social
media; they understand how it works and adapt it to their own purposes. To use these technologies strategically
and fully integrate them into how they do business, nonprofits will need to give their youngest workers a place
at the table in high-level organizational planning and decision making. This may be challenging for nonprofit
leaders reluctant to grant such access to young and relatively inexperienced workers. Likewise, new ways of
communicating demand a more personal, authentic, and immediate approach to messaging, where everyone
is a potential spokesperson. This, too, represents a shift that may be difficult for nonprofits that rely more on

carefully crafted and controlled messages from official voices.

Talent development is key to engaging the next generation of nonprofit professionals as well as increasing
engagement among communities of color. Nonprofits will be challenged to recruit and retain diverse, high
quality staff — particularly in an environment of increasing competition from corporate and public sector
employers offering nonprofit-like, mission-driven work experiences, often with better pay. Stephen Bauer,
Director of the Initiative for Nonprofit Sector Careers at American Humanics, warned of the consequences

of ignoring this human resources imperative:

Our sector has a poor record in supporting the HR function. Nonprofits and funders alike need
to prioritize the HR function in our organizations and its role in developing our workforce. We
are used to having just a few dollars for overhead that more often goes to things like rent and
computers. In our drive to put mission first, sometimes the staff are sacrificed. There are some
funders out there that have taken the initiative in supporting effective HR functions and staff
development, but if we don’t do more to take care of our own folk, we are going to lose them

to other sectors.38

The sector is only as strong as its workforce. To attract and develop the leadership, ingenuity, and
commitment needed to do this important work, nonprofits will need resources and information about
recruitment, retention, mobilizing non-traditional workers, succession planning, and new models of shared

leadership and management.




Emerging and accelerating trends will demand that nonprofits also examine their organizational culture

on a deeper level, challenging the sector to look at how it lives out its core values. If nonprofits care about
economic and social justice, what does it mean that many nonprofit workers do not make a living wage, or
that organizational leadership is still predominantly white? If the mission of so many organizations is about
improving health and quality of life, what does it mean that it is the rare executive director who maintains a
sustainable work-life balance? The arrival of Generation Y, the most diverse generation the nation has yet seen,
brings a new set of values and expectations that will prompt the sector to reexamine how well it is walking its

talk in many of these areas.

Tools and Technologies

At any given time, dozens of new and emerging tools — as well as many more that are not so new,
but are not yet widely adopted — are available for volunteer engagement, fundraising and friendraising,
working wikily, engaging and managing a dispersed and mobile workforce, and just about everything else
an organization might want or need to do to advance its mission. It is tempting to jump on the technology
bandwagon and forge ahead. But the sheer number of new technologies entering the marketplace from
one month to the next presents a major strategic challenge to nonprofit leaders. Understanding the options,
recognizing those tools and technologies with the greatest potential for positive impact within a given context,
and deploying them in a thoughtful and strategic way are all critical and take time. Having a Facebook page
might be the norm now, but if the culture doesn’t support it and the business case isn’t there, it may just end up

expending energy without yielding any significant return.

Of all of the technologies now available, social media attract perhaps the most attention. Social media are
not only a revolutionary collection of tools for communicating, affiliating, and organizing ourselves — they are
essentially free. By their very nature they are broadly available to anyone with a computer and Internet access
— or increasingly, just a mobile device like a cell phone. The potential to engage so many for such a negligible
capital outlay makes social media an ideal tool for nonprofits to master. For example, using an inexpensive
digital camcorder, free video editing software, the expertise of a staff member or volunteer with even
rudimentary knowledge of video production and accounts on several social media sites, a nonprofit can produce

a highly sophisticated and compelling video clip and immediately broadcast its message globally.

These new tools cannot be expected to simply replace the old, however — sending the same tired
message through a new medium is not the answer. For an organization to credibly and effectively communicate
with its constituents, communication must be two-way. As Michael Hoffman, the online media and marketing
consultant, reminded us: “social media is really about conversation,” and nonprofits can leverage this by
“[treating their] wider constituents the way a lot of organizations treat their Board of Directors,” helping
them feel vital and connected. This is not a task to be taken lightly. When executed successfully, broad-scale
engagement of constituents has the potential to fundamentally change an organization’s power structure. The
greater the stake that constituents feel they have in your organization, the more they will want to be heard
and involved. The nonprofit of the future must understand and be ready to account for this dynamic before

attempting to employ technology in this way.
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The dynamics created by converging trends offer opportunities for nonprofits in situations like this.

The successful nonprofit of the future must consider who is on board and in what positions to help deploy
new technologies effectively. One obvious place to look is to the younger generations that, having grown up
with it, are well-attuned to both the possibilities and pitfalls of technology. According to author and consultant
Peter Brinckerhoff,

The nonprofit future depends on successfully embracing technology for mission, not just using it.
Until we use it to its max to lobby, spread the word, get donations, and the like, we won’t survive.
The people who understand this are under 30. So I tell boards, “you need to have someone who

truly understands technology and its impact on society on your board.” 39

A nonprofit must engage the thinking of staff and volunteers of all ages to generate a common
understanding of the technology that is available and how it impacts the way relationships are formed and

maintained among people as well as between people and causes.

The true challenge of harnessing technology to advance a social mission goes beyond just using it
effectively, however. The speed of technological change is always increasing, and the tools we use today may
well be outmoded by the end of the next strategic planning period. When Second Life first launched, few
nonprofit leaders sat down to think about how it could be used to leverage or enhance their mission-related
work. And yet noted previously, The Tech Museum of Innovation did just that, and has reaped great benefits.
Many are already heralding the incipient arrival of Web 3.0, hailed as the “semantic web” for its emphasis
on the meaning of data. While it has not yet been fully conceived, its potential to produce a quantum shift
in the way people interact with information is undisputed. Once again it comes back to culture — openness,
experimentation and even risk-taking — and the capacity of leadership to identify and implement tools wisely.
Having a cogent, thoughtful, and flexible technology strategy may be one of the most important requirements of

success for the nonprofit of the future.

Partnerships and Organizational Structures

The shifting environment creates numerous opportunities for nonprofits to partner with others in new
ways, at the same time that it brings new competitive challenges, often with those very same players. Being able
to recognize when to collaborate and when to compete — and having the capacity to move with confidence
between the two — will be key to nonprofits’ ability to survive and thrive. This will require that nonprofits
know what they uniquely bring to the table, that they have a realistic and objective understanding of their
own value proposition, and that they remain open to the growing array of possibilities that may have been
unavailable or unthinkable not so long ago. David Eisner, former CEO of the Corporation for National and

Community Service, sees this capacity as a key to nonprofits’ readiness to participate in a faster-paced world:

Organizations must become more facile around all sorts of dynamics, from “co-opetition,”
where an organization they are competing with they must also have to cooperate with, to
understanding joint ventures, mergers, and acquisitions activities. The geographic world 1s
changing dramatically. In the business landscape, there have been massive changes about how
organizations are meeting supply; a lot of big nonprofits have not been able to restructure

themselves to meet these new realities.*0




Just as a willingness to experiment with different configurations of leadership and forms of partnership

will be keys to success, so too will an openness to creative structural responses. Frances Kunreuther looks to

these hybrid organizations as a future trend:

Structural change is hard because people don’t know what to do. People are thinking, “How do
I not mess up?” Nonprofits are not allowed to fail... The structural question is: “Why can’t we
break out of this?” Maybe the hybrid ones are the ones that are going to break out.*!

Again, seeing with the futurist’s eye may help nonprofits realize the full potential of collaborative,
competitive — or “coopetitive” — relationships, regardless of the legal structures of those involved. Although
the nonprofit sector has historically had a monopoly on doing good, nonprofits now must consider public
agencies, for-profit corporations, networks, and even informal collections of individuals among their potential
competitors and partners. What does it mean for the sector when nonprofits are no longer society’s preferred
way to accomplish social goals? Some already argue that the best way to address important social causes is
with a for-profit, market-based solution. This thinking directly challenges nonprofits to develop a strong case
for their uniqueness, a keen awareness of their core competencies, and an honest appreciation of what they
can accomplish better than anyone else, or any other approach. They will need to decide where they are
the strongest competitor, where they should partner with others, where they will strategically choose to cede
ground, and whether their current nonprofit structure is the most effective approach for achieving their goals.
The capacity to identify, create, adopt, and revise an array of creative structural alternatives will become a

defining feature of the successful nonprofit of the future.

A Role for Funders

The challenge of the future is not for nonprofits alone. Much of what will be required of nonprofits
in the future involves breaking down institutional walls, and seeking and leveraging resources and expertise
from a diverse array of partners, both within and outside the sector. In many cases, funders must be willing to
depart from traditional funding models in order to enable these kinds of innovations. If not, they will stymie the

sector’s attempts to transform itself.

For example, nonprofits are hampered in their ability to proactively assess and respond to the five
key trends by a funding model that emphasizes program support, allowing little investment in organizational
infrastructure. Not having the same access to capital — and license to spend it — as their for-profit counterparts,
nonprofits are at a disadvantage in competing for talent, being at the cutting-edge of innovation, and ultimately

maximizing their impact in the community. Brinckerhoff observed:

The ability not to make a profit means the ability not to have capital to invest in innovation, best
practices, or [deal with] the fact that “the environment has changed and I need to go back to school
to learn how to lead more” or “I need to have someone on our staff spend half their time worrying
about our tech policy.” As nonprofits, we can’t set money aside in a fund; you have to spend all
the money according to the norms, which are “If we are not poor we are not holy.” This gives us
no cushion to thinking strategically. If nonprofits always budget just to break even, they can never

grow and help more people.4
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Both funders and capacity builders can play a critical role in supporting experimentation with new

organizational models, innovative decision-making structures, different configurations of leadership, etc. The fear
of failure in the eyes of funders is a powerful restraint on innovation that — now, more than ever — inhibits

nonprofits from evolving in new and successful ways.

Funders can support experimentation with new structures by making greater use of PRIs (program-
related investments) or expenditure responsibility provisions in the IRS code which allow grants to be awarded
to non tax-exempt organizations. The funder of the future will think more boldly and creatively about what is

possible, without being confined to practices that may merely shore up a broken organizational model.

Funders must not only be willing to encourage nonprofits to innovate so they can succeed in a changing
marketplace; they should also model what innovation and partnering can look like. Lucy Bernholz, of Blueprint
R&D, which provides consulting services to foundations and grantmakers, noted several examples of innovative

models for applying philanthropic resources:

There are some very significant, financially savvy, philanthropically led collaborative efforts that
deeply engage with market incentives to change the issues they care about; whether it is a group
of funders who would like to influence the vaccine market, or seven to eight funders trying to
stop the building of coal-powered plants in the U.S. through a series of grants for policy changes
and market incentives for alternative fuels. It is about trying to change policies or trying to
build alternative markets — that is a quantum leap in financial sophistication about how to use

those resources.®




Charting the Journey Ahead

The preceding pages have described five key trends facing the nonprofit sector, highlighted examples of
innovative responses and posed just a few of the many questions raised by each. While each trend is important
in and of itself, the convergence of these trends is where transformational action occurs. To meet the challenges
and opportunities presented by this convergence, nonprofit leaders, funders, capacity builders and others seeking
to create social change or to deliver social benefit need to recognize the shifts taking place and feel the urgency
of those challenges. We must engage with partners, colleagues and competitors, collaborating to build a future
vision and enhance the nonprofit sector’s capacity to adapt, respond and experiment in creative ways. In other

words, we must all be futurists.

What Will Define Nonprofits?
To adopt the role of futurist also demands that we ask ourselves and our organizations some difficult
questions, such as:

* Are we truly and effectively engaging the right individuals, communities, and networks in our work?
What elements of our culture might be holding us back?

¢ What are we positioned to do uniquely better than anyone else? Is a 501(c)(3) the best structure to
accomplish this goal? Do we even need to be an organization to accomplish our work?

*  How do we keep on top of ways that our environment is changing? Are we as prepared as we can be for
the uncertainty that is the future, and if not, what can we do to change that?

Such questions are useful only insofar as they promote open discourse and exploration, both within and
outside of organizational walls. The richness of the discussion will depend heavily on the number and diversity
of perspectives included. These are not just discussions for the board or senior management, but for all those

who care about the organization’s mission.

Creating social benefit is both a personal and professional goal for an increasingly diverse set of players
who bring evolving needs and expectations, are informed and enabled by emerging tools and technologies, and
are increasingly emboldened to create new organizational structures to achieve common goals. The question
for the nonprofit sector is what role it will take in this increasingly rich and complex environment. The sector’s
traditional role as the natural home for social benefit activities can no longer simply be taken for granted. It must

reinvent its role, continuously, beginning today, or risk being left behind.

‘While individual and organizational responses to environmental shifts are of critical importance, the real

challenge — and promise — lies in how the sector will respond at a systemic level.




How Can Technology Help?
Technology, which is a significant driver of change, also affords powerful tools for collective thinking and

action to position the sector to be proactive — not reactive — regarding these trends. Nonprofits must ask:

* What if the sector launched an open-source process for identifying and aggregating important new
challenges and cutting-edge ideas?

*  What if the sector employed social media tools to engage both professionals and volunteers in designing
new approaches to service delivery or grantmaking?

* What if the sector explored creative competitions to spur collaboration and knowledge sharing?
Faced with life at the speed of change, we have before us a monumental opportunity to co-create a
platform for understanding the shifting landscape and to support experiments that innovate the changes we

wish to see. We owe it to the causes we all care so deeply about to seize this opportunity both individually

and collectively.

Where will you take nonprofits next?
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“In this changing environment, transformation is not
optional.”
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__Demographic shifts redefine participation
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Driving questions:

71 How will our organizational strategy leverage

diverse ideas, approaches and talents in support of
our mission?

o1 How will our structure change — board and staff?
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Technological advances abound
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“The important questions
aren’t about whether
these tools will spread,
or re-shape society, but
rather how they will do

so.
o'
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Here Comes Everybody: The Power of
Organizing Without Organizations

Not “if” but “how”
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Driving questions:
How do we use technology for advancing our “Return
on Insightse”
How do we adapt our strategy and structure in
response to new technology?

Tips from Beth’s Blog:

* Are you actively listening to your customers in the places they frequent online?

* Are you enabling a "culture of rapid response2*

* Are you empowering all members of your teams to think and act like "digital
anthropologists2*

* Are you evolving the tools and methods to measure success (i.e. going beyond clicks and
impressions)2

--Beth’s Blog: http://beth.typepad.com/beths_blog/2009/01/

the-new-roi-listen-learn-adapt-return-on-insights-from-david-armano.html




. Networks enable new ways to organize work
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Driving Questions:

01 Do we think strategically
about network analysis
and networked action?

0 --or are we sfill locked into
complete internal control?

1 Are we comfortable with
decentralization?

r1 Are we ready to become
a cloud organization?
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Rising interest in civic engagement & volunteerism

“Understanding the
opportunities and
challenges inherent in the
shifting service landscape
is a task of the futurist
nonprofit.”
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Matching motivations is a must!

Driving Questions:

How do we design and
manage mission-
advancing volunteer
opportunities?

Do we respond to
diverse individuals,
interests, and time
investments?
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Demographic shifts redefining participation

“Generational and demographic shifts have profound implications for the future of leadership, organizational
" Working across generations and in a multi-

culture and structure—demanding innovation and new thinking.’
cultural society is already changing that way we must work. New leadership is shared leadership.
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1o fhis e T e oy ment ge S respond to this frend? ... and what is our culture sector do to better respond to this
o Y e next step? trend? ... and what is our next step?
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Technological advances abound

“The important questions aren’t about whether these tools [social media] will spread, or re-shape society, but rather
how they will do so.” [Clay Shirky, Here Comes Everybody] Social media move people away from authorized
spokespersons and focus on personal connections. Communications and messages are no longer controlled by the few.

What can | personally do to better respond What can our organization_do to better What could our local and regional arts and
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Networks organize work in new ways

“The organization as an entity has become much less central and important... We need to be looking at entrepreneurs,
| ~— programs, organizations and networks of organizations, and thinking about how we organize our work and organize our
arts - . . . . .

lab impact across all four of dimensions, rather than the organization as a central unit of how we get our work done.”
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Growing in civic engagement and volunteerism
“for the nonprofit sector to build and sustain the volunteer workforce of the future, it must make a commitment to
evaluating cultural assumptions, systems and thoughts inherent in volunteer management and practices.” How will you
@ become adept at seeking out, maximizing and leveraging contributions from an ever-wider range of individuals whose
lab;

commitment to the cause might span from minutes to years?
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Sector boundaries are blurring.

“

.a growing emphasis on corporate social responsibility means that social virtue is no longer perceived as exclusive

to the nonprofit brand.” This blurring, or blending, of the sectors presents rich opportunities for nonprofits willing to

adopt the role of futurist on their own behalf and critically examine structural options for getting their work done.
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Atlthe Speed of Change

__ Strategy & Structure

0 Strategy: That cohesive approach to the future that
addresses major sirategic issues and opportunities
toward achieving your vision. -- a focused course of
action that oullines the basic path along which a new
reality might unfold.

o Structure: The way in which we

organize ourselves to accomplish

our strategy, our vision, our goals.

—

June 25-26, 2010

L Real Time

“The rapid-response world
in which we live requires
nonprofits to identify,
understand, and act upon
new information and
dynamically changing
situations in real time....”

--David lgPigno

v’

The Nonprofit Strotegy Revolution

www.NonprofitStrategyRevolution.org
“The question is: shall we. foliow the 5 yeor.
20 million doller. 500 page tnsk force recomimendations,
r Just wing i1 22 we 90 along?” June 25-26, 2010




Emergent processes

. 5““,.“!5 +hE Fi¥g ypy- FPrap Reflect
& Plan

=N

fads ArtsLab Strategy Roadmap—Ilong view
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MISSION
“Why da we exist?” |
STRATEGIC DIRECTION
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the coming 3 years2”

“What principles guide

aur decision making?”

VISION

“How will the world be different
‘@s o result of our work?"
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L Bedrock

o What is your mission? — why do you exist?

o What do you value? — what principles guide your
decision making?

o What is your vision? -- what outcome ullimately are
you trying to achieve?

Indiana Arrs Cowneil June 25-24, 2010

| What is your current business model?
[ e |
o What geography do you serve?

o Who are the customers that you serve?

r What do you offer? -- program/services/products?

0 How are you funded?

Inilieinas Arty Count lune 25.28, 2010

| Market awareness
What trends affect you?
o demand for your services?
o financicl resource availability?
0 customer profile?
o competition?
o technology?

= cellaborative oppeortunities?

Indlona Art Coumcil Jurwe 2526, 2010




__ Strategy

Vi
// Programmatic

£

v

Operational

~-David LaFiano, The Nonprofit Strafeny Revaluion, waw:HoaprofitSirategyRevelaben.org

| What must inform our future?
How do the trends inform our
o Future gecgraphic area?

= Future customers?

: Future programs/services/products?
o Future funding?

Indiana &r1s Cownal June 25-26, 2000

Where's our opportunity?
Pl et s T R S S S|

r From the analysis dees o clear opportunity or
challenge in the marketplace emerge? Where must
we focus?

Indicing Arts Counail Jone 25-28, 2010




| Focus on Strategy

« Support to mission

- Be financially viable

development

Incliang Aers Copnal

< Enhance competitive advantage

+ Respond fo community-arientation

Be consisten! with organizational culture

Support the organization moving to its nex! stage of

June- 2526 201G

s

Forecast Public Art Strategy Roadmap

Wision @ culurally vibrant werld where creativity and community connect

{1} Sustain our leadership;
{3} Suppert cur vision; and

Strategic Direction To secure our future we need 1o

{2) Honar our legacy;
{4) Expand our impact online

Products and Services

(1) Public Art Review

{2) Giant Program

{3) Consulting

Mission/Program—
vittval public art center

Constiuency—increase
markelability

Resourcas—anduring
financial suppert base

Loadership—enhance
org. capacity

Expand Review content
online

Creote an dentily

Develop corned
ingeme sources

Board development

Develop archive

Effechively yse new
websile

Develop contributed
qrang

Address leng lerm
staffing needs

Expand consulling

Build extensive web
archive

30" yr endowment
campogn

Strecmbne opertihng
systems

Fresent ambitioys new
work

Develop promotion
campaign

Develop baard role i
funddraising

Create & implement
syccession plan

| Sample Strategic Framework

gathering ploce

Mission/ Conslituency Resource Leadership/
Program Learning
Focus on Focus on Fund the Foster
Artists—promote | Audience— Future— Organizalional
artists and use broaden, align earned, Progress—
as platform for | deepen and confributed and | preserve
furthering diversify endowment stability and
connection with | engagement income with core values of
audiences with audiences | mission, vision, |board and slalf
to create a values and while manoging
vibrant public operaticns arganizalienal

change
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"T'll have 1o cal] you back - major
intemnational risis - all the lintte
fags have fallen off our map."

Serey b e Pt Emosminct o e sinn ot artaan Sies 2om

June 25.2¢ 2010

Program/Project Strategy Roadmap

| —.

lﬂ_
[ Program | Constituencies | Resources | Leadership
[ \

June 15.28, 20100

| Does the project fit?

Evaluation against S e m-;
o Mission

o Vision

o Values

Jume 2528, 2010




outcome questions?.

A few exomples:

*Do we moke a difference? ... is
“To accomplish cur mission, our ‘gateway’ valued?

what artistic and

programmatic endeavors must  *Are artists’ repulation’s being
we excel? enhanced?

*Is our ‘ambitious new work’
valued by larget publics?

22 June 25-26, 2010

Does the project fit2

-

fem

Evaluation against

o ldentified need

o Community assets/resources
0 Research / Best practice

o Other community plans

Is there a strong community of
interest?

June 25-26 2010

| External Benchmarks

S { : Whoat are the critical outcome
‘Who knows us? questions?.

A few examples:

“To successfully achieve our *Are we recognized/ valved
mission, what must we provide as a key source of archived
for our customers and projects?

community? +Are relationships with

audiences sustained?
*Do we have sirong "brand
identity"2

24 Hov, 2009




| Does the project fit?

Evaluation against
o Orguonizational Struciure
o Functional siructure

o Matrix /Project
management siructure

o Cost/benefit
o Opportunity cost

June 25-26 2010

| Internal Benchmarks

What are critical outcome
questions?,

Do we know our resource A few examples:

priorities? *Are we able to project a
sustainable 2-3 yr. future?
“To accomplish our mission, *Are we adequately & fairly
what resources mus! we staffed?
steward effectively and *Con we function efficiently
carefully? without rework?
*Is e-commerce solidly
sustained?

6 Hav. 2009

| Does the project fit?

F Evaluation against the constraints of
1. Time

2 Resources
: Quality

Can we do i1?

Can we do it well2

June 25-26 2010




Whal do we know?

"To accomplish our mission,
how much our people learn,
improve, communicate and

_ Internal Benchmarks
e e

What are the critical outcome
questions?

A few examples:

*Do siaff /board display
succession readiness?

*Does the board under-stand
& exercise its governance

effectively work together? role?
*Is there ongoing planning /
evaluation in place?

28 New, 2009

/ires; EMERGENT EVALUATION

Alpragmatic/approach
to ongoing learning and adaptation to change

Emergent Learning Maps
=l
o “In @ changing world, there are no right answers...at
least not for very long. There are only hypotheses that
represent your current best thinking about what it will

take to succeed.”

i “Emergen! Learning is about building the capacity of
organizations to adapt to achieve results, given
changing realities. It is about creating organizations
that can

learn how to learn.”

Signet Research & Consulting: http://www.signetconsulting.com/downlonds /ELFactSheet.pdf

10



Emergent Learning Maps

| o e e e e e T TR e
t1 Step into action with the clear intention to learn

o Articulate assumptions, intended results, hypotheses
about how to achieve those results, and metrics

o Pay atfention during the action and gather data on
what happened

o Reflect on results and refine hypotheses and actien
plans

o Do this over and over again

Signet Research & Consulting: hrip:# fwwwasignetconsulting.com/downloads /ELFactSheet pd f

| Emergent Learning Map

* Adjustments

Gather Data

* Evaluation * New opporfunities

* Reporting * Adaptation

* Listening & Seeing * “portfolio™ management
* Ground Truth

Signet Research & Consulting: http:/ /www.signekconsulting.com/downloads /ELFactSheet.pdf

| Emergent Learning Maps

=
Reflections abo
Past Acti
INSI S
Past A F Actions
GROUND TRUTH= ORTUNITIES

Signet Research & Consulting: hnp:_/‘www.s?gnercomulﬁng.com/dwnlwds/ﬂfcashce:.pdf

11



__ Sample Learning Map

=0

Valve of
+Creating space far conversatia
*Establishing pathways fowg
adaptation to change

*Emphasis on dialegug
*Including multiple appi

leed. [or greater focus on mostering

*Multi-faceted leorning aRprogches
*Peer learning environment
*Facilltative approaches
*Individualized learning
*Process-ariented

GROUND TRUTH

+Package the work--vary entrance points

OPPORTUNITIES

12



FORECAST PUBLIC ART STRATEGY ROADMAP

Mission
Our mission is to strengthen and advance the field of public art locally, nationally and internationally by expanding participation, supporting artists, informing
audiences and assisting communities.

We Value

e Public art as an expanding and evolving field of inquiry and expression that takes many forms, encompassing a broad spectrum of activities and approaches.
e Public art as collaborative, involving many different professional fields, invested community members, and the culturally diverse general public.

e Documentation, promotion, and criticism of public art as essential to broadening awareness, appreciation, and support.

e  Artists as valuable contributors to society—to be afforded opportunities to create art that has meaning irrespective of its marketplace value.

e Effective service delivery through planning, management, and evaluation.

e Qur staff and board as our greatest assets—deserving of a constructive, supportive, and collaborative work environment.

Vision

Forecast Public Art fosters a culturally vibrant world where creativity and community connect.

Products and Services:
We accomplish our mission through three key programs:

1. Public Art Review is a world-renown journal critically exploring contemparary public art. Created in 1989, the
Review has grown from a black and white newspaper format with a few hundred readers to a glossy 100-page
magazine with approximately 10,000 readers in all fifty states and twenty foreign countries.

2. Qur grant program awards 5-7 competitive grants each year to emerging Minnesota artists. Grants range in size
from $2,000 (for research and development) to $7,000 (for public projects).

3. Our consulting practice helps create public art by providing project management for community groups,
organizations, government agencies, and individual artists seeking to enhance public space.

Strategic Direction: To secure our future, we need to
e Sustain our leadership,

e Honor our legacy,

* Support our vision, and

e Expand our impact online




Mission [/ Artistic Program

Constituencies/ Audiences

Resources

Leadership and Learning

For what are we known?
“To accomplish our mission, at what
artistic and programmatic endeavors
must we excel?

Who knows us?
“To successfully achieve our mission,
what must we provide for our
customers and community?”

Are our resource priorities known?

“To accomplish our mission, what
resources must we steward
effectively and carefully?”

What do we know?
“To achieve our mission,
How must our people learn, improve,
communicate, and work together?”

Expand Public Art Review content
online. The Internet is the fastest-
growing public space, an area for
creating new forms of public art, as
well as a gateway for information—
what’s new, exciting and important.

Archive images from our 30-year
history, including indexing content
from 20 years of Public Art Review.
Create an accessible, searchable
databank, a one-stop research
resource recording the history of
contemporary public art in America—
information vital to artists, students,
designers, planners, and many others.

Expand our consulting services to
ensure that artists have opportunities,
communities have access to high
quality planning and projects, and
Forecast’s earned income grows to
greater self-sufficiency.

Present ambitious new public art in
the region. Work with national artists
to raise the bar. Enhance our annual
grant program and services to
Minnesota’s emerging artists.
Promote program as a model
nationally.

Create an identity for Forecast that
unites, links and promotes all its
services, programs and achievements
under one easily recognized, credible
brand. Combine redesigned Public Art
Review with new website design.

Effectively utilize a new website to
promote and market Forecast’s
program and services and provide
direct e-commerce opportunities for
Forecast’s publications and products.

Promote Forecast’s many
accomplishments through 30 years of
innovative public art programming
by providing an accessible and
exhaustive web-based archive for all
of Forecast sponsared public art
projects, commissions and
publications. Promote the 20"
Anniversary of PAR and the grant
program in 2009.

Develop and implement a
promotional campaign to seek out
and secure larger and more selective
public art consulting projects. Utilize
Forecast's new website, Public Art
Review, professional
conferences/events, trade
publications, and other venues that
reach the consulting program'’s
targeted client base.

A

1.

m

g

. Earned Income

Build and strengthen Forecast
proven ability to generate >50%
of its annual operating budget
through earned income.

Market consulting services to
Legacy-funded projects and
expand consulting team.

Create new earned income selling
ad space on website, and creating
e-commerce opportunities.
Review and enhance Public Art
Review'’s advertising and
partnership/collaboration
strategies to increase revenues
and reduce production costs.

. Fdn., Corporate Giving Programs
Develop a plan and seek financial
support needed to design and
develop Forecast’s new web-
based “Public Art Portal.”

Build new relationships with
national funders to provide
support for Forecast’s archive,
website, and Review.

. Establish “Umbrella Campaign”:

Board-Directed fund for website
management; Large Individual
Gifts; Foundation Partnerships,
etc. Build on successful 30" year
anniversary campaign.

Board Role in Fundraising
Increase board’s role in fund-
raising, and annual benefit event.

Address Forecast’s need for Board
recruitment and development by
expanding Forecast’s Board,
developing leadership among its
members, and increasing its
effectiveness .

Address Forecast’s long-term staffing
needs as we expand programs and
support new initiatives; secure staff to
address needs pertaining to web
management, communications,
marketing, development, and support
staff as needed.

Sustain and innovate Forecast’s
operating systems, streamline
administrative tasks and internal/
external communications by creating
new systems and improving
technology.

Create and implement a 3-5 year
Succession Plan for Forecast’'s
executive director and entire staff.

Identify, quantify and record
Forecast’s key organizational and
programmatic systems, processes
and practices to establish standard
operating procedures, and to better
define required staff competencies.
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STRATEGY ROADMAP

Mission:

We Value:

Vision:

Products and Services: Our work is carried out through the following programming commitments:

Strategic Direction:




Mission / Artistic Program

Constituencies/ Audiences

Resources

Leadership and Learning

For what are we known?
“To accomplish our mission, at what
artistic and programmatic endeavors
must we excel?

Who knows us?
“To successfully achieve our mission,
what must we provide for our
customers and community?”

Are our resource priorities known?
“To accomplish our mission, what
resources must we steward
effectively and carefully?”

What do we know?
“To achieve our mission,
How must our people learn, improve,
communicate, and work together?”




EMERGENT LEARNING MAP

Framing Question: What will it take to . . . .2

[nsights

Reflect on insights gained from past events, such as results and reasons for results.

SupjuiyL

>

Hypotheses

Formulate hypotheses about what can be done to ensure that upcoming events are
successful,

$  Future

Past

Ground Truth

Look back at similar. past events—key features and elements that led to
named results.

S}UaA] pue syey <

Opportunities

Focus on one or more concrete opportunities to take place in the near future related
to framing question




Arts)
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STRATEGY ROADMAP

Mission:

We Value:

Vision:

Products and Services: Our work is carried out through the following programming commitments:

Strategic Direction:




Mission / Artistic Program

Constituencies/ Audiences

Resources

Leadership and Learning

For what are we known?
“To accomplish our mission, at what
artistic and programmatic endeavors
must we excel?

Who knows us?
“To successfully achieve our mission,
what must we provide for our
customers and community?”

Are our resource priorities known?
“To accomplish our mission, what
resources must we steward
effectively and carefully?”

What do we know?
“To achieve our mission,
How must our people learn, improve,
communicate, and work together?”




IMPLEMENTATION WORK PLAN

Mission/Program Development

Goal or Outcome 1:

Strategy Tactics Timeline | Deadline Cost Lead Tracking | Priority
Estimate Person / Results A B,C

10.

11.

12.




Mission/Program Development

Goal or Outcome 2:

Strategy

Tactics Timeline | Deadline

Cost
Estimate

Lead
Person

Tracking
/ Results

Priority
A B,C

10.

11.

12.




Mission/Program Development

Goal or Outcome 3:

Strategy

Tactics Timeline | Deadline

Cost
Estimate

Lead
Person

Tracking
/ Results

Priority
A B,C

10.

11.

12.




Mission/Program Development

Goal or Outcome 4:

Strategy

Tactics Timeline | Deadline

Cost
Estimate

Lead
Person

Tracking
/ Results

Priority
A B,C

10.

11.

12.




Audience/Constituency Development

Goal or Outcome 1:

Strategy

Tactics Timeline | Deadline

Cost
Estimate

Lead
Person

Tracking
/ Results

Priority
A B,C

10.

11.

12.




Audience/Constituency Development

Goal or Outcome 2:

Strategy

Tactics Timeline | Deadline

Cost
Estimate

Lead
Person

Tracking
/ Results

Priority
A B,C

10.

11.

12.




Audience/Constituency Development

Goal or Outcome 3:

Strategy

Tactics Timeline | Deadline

Cost
Estimate

Lead
Person

Tracking
/ Results

Priority
A B,C

10.

11.

12.




10

Audience/Constituency Development

Goal or Outcome 4:

Strategy

Tactics Timeline | Deadline

Cost
Estimate

Lead
Person

Tracking
/ Results

Priority
A B,C

10.

11.

12.




11

Resource Development

Goal or Outcome 1:

Strategy

Tactics Timeline

Deadline

Cost
Estimate

Lead
Person

Tracking
/ Results

Priority
A B,C

10.

11.

12.
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Resource Development

Goal or Outcome 2:

Strategy

Tactics Timeline

Deadline

Cost
Estimate

Lead
Person

Tracking
/ Results

Priority
A B,C

10.

11.

12.




13

Resource Development

Goal or Outcome 3:

Strategy

Tactics Timeline

Deadline

Cost
Estimate

Lead
Person

Tracking
/ Results

Priority
A B,C

10.

11.

12.




14

Resource Development

Goal or Outcome 4:

Strategy

Tactics Timeline

Deadline

Cost
Estimate

Lead
Person

Tracking
/ Results

Priority
A B,C

10.

11.

12.
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Leadership and Learning Development

Goal or Outcome 1:

Strategy

Tactics

Timeline

Deadline

Cost
Estimate

Lead
Person

Tracking
/ Results

Priority
A B,C

10.

11.

12.
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Leadership and Learning Development

Goal or Outcome 2:

Strategy

Tactics

Timeline

Deadline

Cost
Estimate

Lead
Person

Tracking
/ Results

Priority
A B,C

10.

11.

12.




17

Leadership and Learning Development

Goal or Outcome 3:

Strategy

Tactics

Timeline

Deadline

Cost
Estimate

Lead
Person

Tracking
/ Results

Priority
A B,C

10.

11.

12.
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Leadership and Learning Development

Goal or Outcome 4:

Strategy

Tactics

Timeline

Deadline

Cost
Estimate

Lead
Person

Tracking
/ Results

Priority
A B,C

10.

11.

12.




FORECAST PUBLIC ART STRATEGY ROADMAP

Mission
Our mission is to strengthen and advance the field of public art locally, nationally and internationally by expanding participation, supporting artists, informing
audiences and assisting communities.

We Value

® Public art as an expanding and evolving field of inquiry and expression that takes many forms, encompassing a broad spectrum of activities and approaches.
e Public art as collaborative, involving many different professional fields, invested community members, and the general public.

¢ Documentation, promotion, and criticism of public art as essential to broadening awareness, appreciation, and support.

Artists as valuable contributors to society—to be afforded opportunities to create art that has meaning irrespective of its marketplace value.

Effective service delivery through planning, management, and evaluation.

e Qur staff and board as our greatest assets—deserving of a constructive, supportive, and collaborative work environment.

Vision
Forecast Public Art fosters a culturally vibrant world where creativity and community connect.

Products and Services:
We accomplish our mission through three key programs:

1. Public Art Review is the world’s leading journal critically exploring contemporary public art. Created in 1989, the
Review has grown from a black and white newspaper format with a few hundred readers to a glossy 100-page
magazine with approximately 10,000 readers in all fifty states and twenty foreign countries.

2. Our grant program awards 8-10 competitive grants each year to emerging Minnesota artists. Grants range in size
from $1,000 (for research and development) to $9,000 (for public projects).

3. Our consulting practice helps create public art by providing project management for community groups,
organizations, government agencies, and individual artists seeking to enhance public space.

Strategic Direction: To secure our future, we need to
¢ Sustain our leadership,

¢ Honor our legacy,

e Support our vision, and

¢ Expand our impact online




Mission / Artistic Program

Constituencies/ Audiences

Resources

Leadership and Learning

For what are we known?
“To accomplish our mission, at what
artistic and programmatic endeavors
must we excel?

Who knows us?
“To successfully achieve our mission,
what must we provide for our
customers and community?”

Are our resource priorities known?
“To accomplish our mission, what
resources must we steward
effectively and carefully?”

What do we know?
“To achieve our mission,
How must our people learn, improve,
communicate, and work together?”

Expand Public Art Review content
online. The Internet is the fastest-
growing public space, an area for
creating new forms of public art, as
well as a gateway for information—
what’s new, exciting and important.

Archive images from our 30-year
history, including 20 years of Public
Art Review. Create an accessible,
searchable databank, a one-stop
research resource recording the
history of contemporary public art in
America—information vital to artists,
students, designers, planners, and
many others.

Expand our consulting services to
ensure that artists have opportunities,
communities have access to high
quality planning and projects, and
Forecast’s earned income grows to
greater self-sufficiency.

Present ambitious new public art in
the region. Work with national artists
to raise the bar. Enhance our annual
grant program and services to
Minnesota’s emerging artists.

Create an identity that unites, links
and promotes all its services,
programs and achievements under
one easily recognized, credible brand.

Effectively utilize a new website to
promote and market Forecast’s
program and services and provide
direct e-commerce opportunities for
Forecast’s publications and products.

Promote Forecast’s many
accomplishments through 30 years of
innovative public art programming
by providing an accessible and
exhaustive web-based archive for all
of Forecast sponsored public art
projects, commissions and
publications. Promote the 20"
Anniversary of PAR and the grant
program in 2009.

Develop and implement a
promotional campaign to seek out
and secure larger and more selective
public art consulting projects. Utilize
Forecast’s new website, Public Art
Review, professional
conferences/events, trade
publications, and other venues that
reach the consulting program’s
targeted client base.

. Earned Income
Build and strengthen proven ability to
generate >50% of iannual operating
budget through earned income.

2. Incr. earned income by building a

stronger consulting model.

3. Create additional earned income by
selling advertising space on
Forecast’s website, and creating e-
commerce opportunities.

4. Review and enhance Public Art
Review’s advertising and
partnership/collaboration strategies
to increase revenues and reduce
production costs.

. Fdn., Corporate Giving Programs

1. Develop a plan and seek financial
support needed to design and
develop Forecast’s new web-based
“Virtual Public Art Center.”

2. Create new relationships with
funders to provide new and/or
expanded support of Forecast’s grant
program and Review.

C.30" Year Campaign/Endowment Fund:

Individual Giving, Special Foundation

Partnerships, Etc.

Conduct a successful 30" year anniversary

campaign.

D. Board Role in Fundraising

Increase the board’s active role in

fundraising, beginning with the 30" year

anniversary campaign.

= >

Address Forecast’s need for Board
recruitment and development by
expanding Forecast’s Board,
developing leadership among its
members, and increasing its
effectiveness .

Address Forecast’s long-term staffing
needs as we expand programs and
support new initiatives; secure staff to
address needs pertaining to web
management, communications,
marketing, development, and support
staff as needed.

Sustain and innovate Forecast’s
operating systems, streamline
administrative tasks and internal/
external communications by creating
new systems and improving
technology.

Create and implement a 3-5 year
Succession Plan for Forecast’s
executive director and entire staff.

Identify, quantify and record
Forecast’s key organizational and
programmatic systems, processes
and practices to establish standard
operating procedures, and to better
define required staff competencies.




ARTS ALLY
Membership Levels

ARTS Buff $1-49

e The Arts Council Update newsletter

e Member discounts on all Arts Council
workshops, programs and services

o Weekly arts events listings by email

ARTS Goer $50-249

All of the benefits above, plus:

o Weekly emails about ticket and
admission discounts!

ARTS Champion $250-499

All of the benefits above, plus:

o 2 tickets to the Arts Council's Annual
Meeting or Work of Art Awards event

ARTS Ambassador $500+
All of the benefits above, plus:

o A guided public art walking tour by the
BE A PART OF IT Office of Public Art
JOIN NOW!

Yes! |wantto support the work of the Greater Pittsburgh Arts Council as an ARTS ALLY with a gift in the amount of:

[l ARTS Ambassador $500+ [l ARTS Champion $250+ [l ARTS Goer $50+ [l ARTS Buff $1+

Name(s) (as you wish to be recognized) [J] Anonymous

Company/Organization

Address City State Zip
Telephone Emalil
| / We prefer to receive the Arts Council’'s Update newsletter by L3 mail L} email

| / We are also interested in emails about [ Arts Events (Weekly) [JI Artist Opportunities
[l Arts Council Events [l Public Art in Pittsburgh

[J Check Enclosed (payable to Greater Pittsburgh Arts Council) [l Please invoice me
Please charge my: [] Visa [ MasterCard [} American Express [ Discover

Account Number Exp. Date

Name (as it appears on card)

Signature

*For Visa, MC and Dis : the 3-digit number in the Signature box on the rear; for AMEX: the 4-digit number above account number on the front

Contributions to the Greater Pittsburgh Arts Council are tax-deductible to the fullest extent of the law. A copy of the official registration and financial information for the Greater Pittsburgh Arts
Council may be obtained from the PA Department of State by calling toll-free within Pennsylvania 1.800.732.0999. Registration does not imply endorsement.

Please clip and mail or fax your completed form to:
Greater Pittsburgh Arts Council, 707 Penn Avenue, 2nd Floor, Pittsburgh, PA 15222-3401 or (fax) 412.394.4280

GREATER PITTSBURGH Arts COUNCIL

Ewpowering the ﬁw/a/e who give us art

Strategic Plan 2008-2011

Mission
To make the arts central to the lives of individuals by expanding the reach,
influence and effectiveness of the region's diverse cultural community.

We will accomplish our mission by offering programs and services, advocating for
the arts, facilitating connections and promoting self-sufficiency and artistic
endeavors.

Vision

By fulfilling its mission, the Arts Council will achieve its vision of:

Driving the region's vitality through arts and culture

Serving as the leading voice of the arts in the region

Offering high quality services to arts and culture organizations and artists

Guiding Principle

Define and serve the common good with appropriate action.

Values

The Arts Council is committed to:

e Valuing culture, both the arts and artists

e Being proactive

e Maintaining a culture of creativity, innovation and entrepreneurship
e Functioning with clarity of purpose, courage and fairness

e Promoting diversity and collaboration

Aspirations

The Arts Council intends to:

¢ Identify and serve the common good

e Elevate the visibility of the arts

e Improve the livelihood of individual artists

e Serve as a “connector” — a valued broker and facilitator
e Be the voice and ambassador of the arts

e Impact the growth of the city and region

Competencies
The Arts Council will sustain or increase its expertise in the areas of:

e Capacity building — technical assistance, professional development, grantmaking
and pro-bono legal management consulting

e Marketing — ticketing, promotion, public relations, image building and branding
e Advocacy — cultural policy, research

The Arts Council’s Mission, Vision, Values, Aspirations, and Competencies were
approved by the organization’s Board of Directors on January 22, 2008.



GREATER PITTSBURGH /A\rtS COUNCIL

Advocacy, Cultural Policy,
and Research

Goal 1. Increase visibility and support of the arts.

Work Plan Summary 2009-2010

Goal 2. Enhance the capacity, efficiency and effectiveness of the arts and culture community

Goal 3. Create an environment and opportunities that are supportive of individual artists.

Marketing, Ticketing,
and Audience Development

Office of Public Art

Professional Development,
Grants, and Consulting

Membership

Learn more at www.pittsburghartscouncil.org.

Goal 4. Serve as a model
organization that strives to
incorporate best practices, increase

internal efficiency, and ensure
organizational sustainability.

Governance, Management and
Development

CONTINUING ACTIVITIES

e Monitor local, state and national policies,
issues and legislation with the potential
to impact the arts and culture sector

e Strengthen our advocacy network and
utilize to support local, statewide, and
national efforts to increase arts, culture
and humanities support

e Provide representation and build
relationships within local, state and
national governments and other groups
identified as strategic partners

CONTINUING ACTIVITIES

ProArtsTickets service

Collaborative Strategies/STAR
Database

Organization-wide re-branding process

Public relations for the Greater
Pittsburgh Arts Council

NEW STRATEGIES /
EXPANSION OF SERVICES

e Develop an Advocacy Action Squad
and provide advocacy training to
strengthen the local advocacy network

e Research the state of individual giving to
the arts in the Pittsburgh region and
investigate existing initiatives in other
regions designed to address this challenge

NEW STRATEGIES /
EXPANSION OF SERVICES

Develop new business development
plan for ProArtsTickets that addresses
new marketplace realities

Develop proactive, cross-organization
promotional strategies to promote
Collaborative Strategies partners and
ticket sales through ProArtsTickets

Roll out new organizational brand

Develop coordinated communications
strategy

Investigate the potential of creating a
walk-up arts information station

CONTINUING ACTIVITIES

Public art lectures, workshops, panels
and opportunities for networking

Pittsburgh Artist Registry
www.pittsburghartistregistry.org

Artist Opportunity Listserv

Technical assistance for organizations,
businesses, developers, government
agencies and individuals (services such
as assisting with artist selection,
contracts, design development, project
management and conservation)

OBJECTIVES FOR 2009-10
Provide at least five public art programs
or tours

Increase the number of artists in the
Pittsburgh Artist Registry to 800

Engage in at least two major technical
assistance projects

Secure new funding to replace reduced
program support

CONTINUING ACTIVITIES

Provide pro bono consulting through
Volunteer Lawyers for the Arts and
Business Volunteers for the Art

Distribute grants through all existing
programs, pending continued funding:

e PA Partners in the Arts Grants

e Artist Opportunity Grants

e Alcoa Grants for Arts
Managers

e BNY Mellon Audience
Development Grants

Reduce the number of professional
development workshops, retaining those
that address needs unique to the arts.

NEW STRATEGIES /
EXPANSION OF SERVICES

Grow strategic partnerships w/ existing
professional development workshop
providers who extend our capacity to
meet the needs of the arts community.

CONTINUING ACTIVITIES

Connect existing and prospective
members to Arts Council programs and
services that fit their needs

Enhance resources and benefits for
members

Coordinate a limited benefits medical
plan for the arts community

Distribute a weekly email to members
(including all staff) offering half-price
discounts on tickets or admissions

Distribute the weekly Arts Pittsburgh
Events e-blast in conjunction with a new
online events calendar.

Recruit and engage “Arts Ally” members

OBJECTIVES FOR 2009-10

e Develop a list of facts and figures related
to the impact of the creative sector at the
state, local and national levels.

e Increase the number of organizations
and individuals participating in local, state
and national advocacy efforts

e Disseminate research and proposed
strategies regarding individual giving to
the arts in the Pittsburgh region

OBJECTIVES FOR 2009-10

Create and implement one collaborative
marketing campaign

Launch re-designed primary website

Implement newly-branded, coordinated
communications strategy

OBJECTIVES FOR 2009-10

Design method to better assess
incoming BVA clients and evaluate the
impact of completed projects.

Provide one BVA volunteer training.

Build a more diverse pool of grant
applicants and grant reviewers from
throughout Allegheny county, who have
diverse ethnic backgrounds and who
work in various artistic genres.

Increase staff efficiency in grantmaking
by reducing Alcoa & AOG deadlines
from four to two, per program.

Increase the average number of
participants per program

NEW STRATEGIES /
EXPANSION OF SERVICES

Conduct an annual survey of the arts
and culture community to gauge
changing needs

Launch a comprehensive online arts
calendar for the Pittsburgh region.

OBJECTIVES FOR 2009-10

Sustain a membership of 225 artists
and organizations

Sustain an organization membership
renewal rate of at least 85%

CONTINUING ACTIVITIES

Gauge progress of the strategic plan
and adapt to changing needs and
conditions

Recruit new board members

Seek funding that provides for
sustained or expanded Arts Council
programs and services as prioritized
in the strategic plan

e Develop engagement strategies for
individual donors

Continue and expand a commitment to
diversity

NEW STRATEGY /
EXPANSION OF SERVICES

Upgrade and integrate technology
systems in order to increase efficiency
and effectiveness

Relocate administrative offices

Expand and deepen connections to
professionals in the business
community

OBJECTIVES FOR 2009-10

e Increase participation and effectiveness
of board committees

Meet budgeted fundraising goals

Implement new constituent relationship
management software

e Recruit at least 4 to 6 new board
members

IMPACT: increased public involvement in and support of arts and culture —> sustainable organizations and artists that produce high-quality, diverse arts — economic development and high quality of life for all in the Pittsburgh region




Community Engagement & Relevancy

Anne Hunter, President
Markeling Source USA

www,marketingsourceusa.com

Ineltanar Arvs Commission: June: 25.2¢, 2000

Session Goals

Help organizations adapt to
profound, perpetual social and
economic changes, so you can have
a greater impact on the
communities you serve and become
more relevant.

nciciner Arts Commilon June 25:26, 2010

e

Seven Guiding Questions

| R S e T S S P T ]

Whom do you serve?
2 How do you foster relationships?
: What do they want/need?
1 How else are they getting their needs met2
5. How can you meet those needs better?
s. How do you articulate your public valve?

7. Would it matter if you went away?

Indiona Ars Cammission June 25-26, 2010




Post-Session Impact

olntroduce adaptive, strategic
approaches to audience development
&community engagement that work
at the speed of change

nFortity the arts ecology in Indiana

oMake you models of “adaptive

capacity” in your communities

Indicing Arts Commbsion June 2526, 2010

Guy Kawasaki: "How to Change the World” blog

Indiana Arty Commission: June 25-26, 2010

Redefining Greatness in the Arts

i

& Be more disciplined, not more business-like
0 Shift from inputs/metrics to outputs/impact

0 Assesses performance relative to mission &
BHAG

“Grealness |s o Matter of Choice,” Jim Collins

Indione Arts Commivsion June 25.26, 2010




Organizational Shifts

Flexibility

= Stability
o Capacity bullding

Adaptive capacity

- Best pradices |imitative) Mext pradices {innovalive)

- Organizations o+ Metworks
Qrgarization-created . Co-¢reated with community

1 Return on investment (ROI) o Return on insights (ROI)
Institutions i Organized collectives

o Closed-source models = Open-source models

. Single point of fagus . Pockets of greainess

11 S-year stralegic plan 1 Ongoeing planning (renewable)
Lineer lifecycle o Conttinuous lifecyde

Audience Development Shifts
| T e

By

o About us it About them

o Inside-out thinking o Qutside-in thinking
11 Competitors o Collaborators

o lmpertant : Essenticl

1 One-way communicotion 1 Open exchange
¢ Authorized spokesperson . Many voices

- Authoriry = Authenticity

L. Branded organization . Branded projects

© Mewsletters : Blogs




| 2. How do you foster relationships?

Constituent Type, Engagemeni Goals Engagement Strategies

Yes's (core) Deepen Facus 6n experiential
Already accept you as Get commined people factors that creare or
important parf of their life more involved enhance meaning
Maybe’s (secondary) Brooden Solve practical chollenges
Uncersein, unawdre, Attract moce people like by removing barriees
h already h
intinidated or inaccessible  ToeC You Siready have
Ne's {peripheral) Diversify Change aftitudes/
Eliminated you from any Attract people who are perceptions or break dewn
under-represented or myths

rele in their life iy
le;inherch disinclinec 1o participate

Incliaina Arts Commnssion: June 25-24, 2010

3. What do constituencies need?

Traditional Methods

o Surveys

o Past behavior — give them more of what they like
Speed-of-Change Methods

2 Observation — watch what they do, not what they say
o Immersion -- go lo where they are

2 Undercover — secret shopper

Incne Arfs Commission: June 2526, 2010

usual plate oLote

Understanding Needs Through Cbservation

Saurce: Volume 3 of IDEQ’s “Detigns On™ Series: Food

Indiona Asts Commisuon: June 25-26, 2010




Understanding Needs Through Immersion

Saurce: Rebyn Waters, The Trendmaster's Guide

Indiana Arts Commission: June 25-26, 2010

: Understanding Needs Through Experience

Undercover Boss: Joel Manby, Herschend Fomily Entertainment

Indtiana Arts Commibssion June 25-26, 2010

4, How else are needs being met?

| - e e e e
o Compeltitors
= Compare programs, offerings, experiences, benefits
o Alternatives
» What meets the need/desire/preference in a different
way?
r: Community
« Do realily check.

« What's going on in your community thai fosters or
undermines?

Inchaina Arfs Commission: June 25-26, 2010




| 5. How can you meet needs better?
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lictiana Arts Commisaton June 25.26 2010

|__ 6. How do you articulate your value?

| e e e e S e e e e ]
12-Step Branding Process

1. Set SMART goals 7. ID “unigue selling
2. Do brond oudit

3. Understand constituents

proposition” or Hedgehog
8. Craft “positioning statement”

9. Turn posilioning inlo lagline
4, Do competitive research P o g

Update SWOT

1D “dislinc! competencies”

10, Design lego and graphic ID

11. Lounch brand internally &
exlernally

12. Track response & adjust

tndhana Arts Commbsion June 25 26, 2010

—

Brand Audit Elements
Y s iy it ol Vs e Ay s e |

a. Crganizational Name(s)

b. Graphic ID/Logo

c. Positioning /Tagline

d. Physical Space/Venue

e. Online Presence

f. Marketing Materials

g. People

h. Brand Experience

Inchanc Arts Commission June 25.28, 2610




arts;

ol

Art Spaces Brand Eleme

Element A: Organizational Name(s)
oor st S i b i S s e

Formal Name

o Art Spaces Inc.
Common/Street Name
o Art Spaces
Other Names
O Wabash Valley Aris Spaces Inc. (Facebook)
0 Waobash Valley Outdoor Sculpture Collection
Web Address
O wabashvalleyartspaces.com

tichana Ak Commisson June 25.26, 2010

|__ Element B: Graphic ID/Logo
e e e e

space

Indianer Arts Comnission: June 75:26, 2010




Element C: Positioning /Tagline
s
N 5 T S A T T B O N e |
Positioning
a  “Only private, not-for-profil organization in Wabash

Valley eslablishing a highly visible collection of site-
specific ouldoar sculpture”

Tagline
1 Wabash Valley Qutdoor Sculpture Collection

Intliewnsy Arts Commussion June 25.26, 2010

|__ Element D: Physical Space/Venue

P

lotisa Asts Cammision June 25:26, 2010

= Element E: Web Presence
=

{2 %7 Arl Spaces Ine

Indicing Arty Commissicn June 25-24, 2010




Brand Elements

Indhana Arts Commission: June 25-26, 2010

- Element A: Organizational Name(s)
T T Y

Formal Name

4 Storylelling Arts cf Indiana
Common/Street Name

O Storytelling Arts
Former Name

o Stories, Inc, (1987)
Web Address

o sterytellingarts.org

Indizng Arfs Commussion June 25.26, 2010

Element B: Graphic ID/Logo

@

‘) Storytelling Arts of Indiana

i

Incicne Aris Cemmission June 75-26, 2010




Element C: Positioning/Tagline

Positioning
o Unique in the storytelling communily, we are a statewide
programming {not membership) organizalicn dedicaled 1o
promoting arl and use of storytelling in everyday life for
Indianapolis and Hoosier audiences from all walks of life.

Tagline:

a1 Transforming everyday life

Inchanca Arts Commbvion, June 25.24, 2010

B e s e P

|__ Element D: Physical Space /Venue

B

Indicna Ack Commisslon: Jue 25.26, 2010

Element E: Web Presence

T v o i e
|eleptopistlgeet
| Sunday Stanmetirs Toe At Sacal Siatebog S0k

[egesieniy

Tra T s Sedben, o birkert vt 10 S0t
sl Ly 22 o Fren, S B begeend
ETRm 30 e haana Sad P

Indina Arrs Commission. June 25-38, 2010

10



Unique Selling Proposition

iR
Hedgehog Concept
Deep Passion

..

Engine:
Best At Jiet
|/ time, money,
F i brand
o/
Indhang Arts Comanssion June 25-26, 2010

| Track Responses & Adjust

e
—

 Replace satisfaction surveys with love barometers
= Measure true loyalty through “Net Promoter Score”

= Track tone {genvineness, passion) and volume of
online conversations

Indiana Arts Commissign Jure 35-24, 2010

7. Would it matter if you went away?

tpn]

Make a case for why you're erganization:
& Has an impact
o ls relevant

o s essential, not just important

Inchana Arts Commission June 28-26, 2010

11



1. Whom do you serve?




arts; ;.
lat DESIGN THINKING PROCESS

“Design thinking” is the collaborative process where designer/artists’ sensibilities and methods are employed to
match people’s needs in a way that’s technically feasible and strategically viable. It converts need into demand.

Form working groups by organization or discipline.
Choose one constituency category where you have both current and potential relationships (indicated by
green and blue Post-it Notes on your Constituency Map}

3. Identify the most pressing needs/desires of those constituents (called “existing and new users” on this model).
Brainstorm ideas that meet those needs or solve those identified problems.

N EW
CFFERINGS

CREATE
( mvaﬁvuaian:j)

EXTEND

|
!
|
| (Euafutimfj) :
:

= e ...._-.'..- = e ey S5

ManNAZ E™
{incre aenta i)

ADAPT

(evolyionary )

EX|I&TING
OFFERINGS

EX|&TIMNG
veEER & NEW VEERS

Source: Design Thinking by Tim Brown, CEO and president of IDEO (www.|DEQ.com)

T 6/25/2010



arts; ;
lab HEDGEHOG CONCEPT

Deep Passion

\\
. {.:"‘ Resource
Best At | ... ENEIS:
time, money,
brand

What is your organization deeply passionate about?

What can you be best in the world (or in Indiana) at?

What drives your resource engine?

e Time

¢ Money

e Brand/Goodwill

1 From Jim Collins, Good to Great, www.JimCollins.com 6/17/2010



/a sm

IS/ b
MAPPING YOUR CONSTITUENT GROUPS

You have two colors of post-it notes. Use one color to write down the names of constituent groups with whom you have relationships . Use the other color to name constituent groups in your community that you do not currently have relationships
with (but it might be valuable to have relationships with). Brainstorm as many constituent groups as possible. One group per post-it. Place them on the map. [Hint: the colored boxes on this map are simply for getting you going: for example, if
education sector is blue, specific colleges may be in the core, certain high schools you’d like to reach may be in “secondary” and outlying technical schools may be in peripheral. Beyond your scope may be elementary schools.

TIP: Have you considered

AN NN N N O N N NN

Attendees to events

Class enrollees

media

Artists

Board of Direcftors
Volunteers

Public sector stakeholders
Nonprofit human services stakeholders in your work
Education sector stakeholders in your work
Commercial/business stakeholders

Community allies

Supportive people/places

Key leaders or “gatekeepers”?

Peripheral Constituencies




/arts ‘
lab DESIGN THINKING PROCESS

“Design thinking” is the collaborative process where designer/artists’ sensibilities and methods are employed to

match people’s needs in a way that’s technically feasible and strategically viable. It converts need into demand.

1. Form working groups by organization or discipline.
Choose one constituency category where you have both current and potential relationships (indicated by
green and blue Post-it Notes on your Constituency Map)
3. Identify the most pressing needs/desires of those constituents (called “existing and new users” on this model).
4. Brainstorm ideas that meet those needs or solve those identified problems.

NEW
OFFERIN4S

CREATE
[rlﬁﬁfuﬂmn:j_)

EXTEND
(evolvt rmij)
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(increaental) (evelueionary )

EXieTNG
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]
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EX|&TNG
Ve BR & NEW VSERS

Source: Design Thinking by Tim Brown, CEO and president of IDEO (www.IDEQ.com)

1 6/25/2010



7arts
[db HEDGEHOG CONCEPT

. W
r = N
y @@ X

What is your organization deeply passionate about?

What can you be best in the world (or in Indiana) at?

What drives your resource engine?

e Time

* Money

e Brand/Goodwill

1 From Jim Collins, Good to Great, www.JimCollins.com 8/9/2010
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ORGANIZATIONAL SHIFTS

OLD i) NEW
/

[] Stability
[ Capacity building
[ Best practices (imitative)

[] Organizations
[1 Organization-created

[ Return on investment (ROI)
L] Institutions

[ Closed-source models

[1 Single point of focus

[] 5-year strategic plan

[ Linear lifecycle

L1 Flexibility

[1 Adaptive capacity

[] Next practices
(innovative)

[] Networks

[] Co-created with
community

[ Return on insights (ROI)

[1 Organized collectives

[1 Open-source models

[ Pockets of greatness

[1 Ongoing planning
(renewable)

[ Continuous lifecycle

6/25/2010
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rts
lab 12-STEP BRANDING PROCESS

1. Set SMART branding goals (specific, measurable, attainable, realistic, timely)
2. Do “brand element audit” based on what each element says about your organization
3. Get to know constituents (review “Constituent Map”)

4. Do competitive research with focus on graphic identity, positioning, tagline, core
messages

5. Update SWOT to identify internal strengths/weaknesses and external
opportunities/threats

6. Identify “distinct competencies” — advantages/benefits that are unique to your
organization and meaningful to constituencies

7. Identify “unique selling proposition”— the one make-or-break thing that no one else
can claim and your audience really needs/values

8. Craft “positioning statement” that deliberately plays off the competition and
determines how you want to be known in the minds of the prospects

9. Turn positioning statement into tagline — a short memory trigger that describes what
you do and/or why it matters

10. Design logo and graphic identity
11. Create internal and external brand launch plan

12. Execute, measure and adjust

1 6/25/2010



ADAPTIVE
FINANCIAL
7arts;,;7 LEADERSHIP

Kate Barr.
& J] Executive Director, Nonprofits Assistance Fund

Financial health
e e e e e e |
o What are signs of ¢ What are 3 financial

financial health? goals for your
organization?

__Developing Strategy
B

Operuting Vision &

Financial Business Changes &

practices Flan

history structure. Challenges




Revenue is Destiny
e e T e ]

o Income trend analysis

T

o Analyze the income mix
o1 Consider reliability and autonomy

o Multiple income sources requires multiple lines of
business

Idealizing Income Mix
.

dl

B Ticketsales

B Touring fees

B General contributions
O Government grants
B Grants -fdin/corp

|__A Real Arts Nonprofit

G

BTicketsales
B Touring fees.
B General contributions.

O Government grants

B Grams -tdwveorp




=~ Financial snapshot

Year:

fudence (bokets, admission)

Education (class iuition)

Retall iproducts shop café)

Contriputions

Government grants
povermment grants
Foundation/Corp grants

Other

Other misc types of Income

Total Income

Three larpest expenses

1

2

3

All Other expenses

Total Expenses

Change in Net Assets (Surplus/Deficit)

Reliability
A
high Government
United Way
) Majer Gifts
medium

Corporate Grants

Planned Gifts
Foundation Grants

b (project)

" Dynamics of Funding Sources

Individual Gifts
Memberships
Endowment

Program Fees

Foundation Grants
{operating)

low medium

Autonomy
high

Revenue Archetypes

o Individual centributions dominant

= Government contract deminant

8|

United Way dominant

0 Membership dues dominant
o Earned income dominant

o Foundation grant dominant

o Third party payor dominant

o Blended / diversified revenues




Revenue Capacity

- Individual contributions Reputation/Communication
Governmenl contract Reperting /Negotialion

_ United Way Relationship /Alignment
Membership dues Responsive /Conneclion
Earned income Markel demands/Delivery
Foundation grani Relationships /Adapiable

: Third party payers Systems/Quality control

. Blended /diversified Adaptable/Planning

Income Stability
Ability to generate the income
Capacity to manage the requirements
Fit with program structure and costs
Match of flexibility and reliability

External environment factors

Changes in Income Stability

PRy
For the two largest types of income:

Ability to generate the income
Capacity 1o manage the requirements
Fit with program structure and costs
Maich of flexibility and reliability

External environment factors




| Business Structure
-

Strategic Goals

m Assels/Capital

Mission & Structure
.ﬁs———[

Assets/Capital

Understanding Structure

Two largest Two largest Two largest
expense calegories Income types assets
What are the What systems are How do the assets
management needed fo generate  coniribute to mission

challenges? income? goals?




~ Financial Operations

Controls/ Measures &
Accountability benchmarks

Roles &
responsibility

hManagemen‘r Practices
e e S S S MO |
0 Which of these practices are in place?
11 How well are they functioning?
0 Are key leaders — staff and board — in sync
regarding these practices?
5 Are there one or iwo practices that need
strengthening in the near future?

| Organizational Money Styles
R e i A e |

The Money,

Manager The|Carelaker.

The Navigator,

The Risk Taker, The Analyst The Guardian




Changing Strategies

+ Add o maijor new expense
+ Change expense structure

* Develop a new source
* Replace a source

Building
Enclowment

Stage-based financial planning

cumulative

Multi-year budgets and multi-year funding

| Long term, asset-focused plans, capital and endowment

g
L

Near-term Time horizon Long-term

| Scenario planning approaches

N T LW A B |
Highly flexible Flexible and fixed || Significant fixed
expenses expenses expenses

Review all programs &

consider redesign,

Budget by project Mix of short 1erm project

Avoid fixed expenses and line by line budget contraction or
scenarios elimination

Short term horlzon

Annual budget timeline Two year budget timeling
Adapt to new
Information Develop al least 2 Develop at leas! 2

scenario oplions scenario optiens,

including role of
Low financial risk .
Low-madium financial risk RELNEY

21 Medivm-high finandal risk




Income Forecasts
1 Understand what will trigger changes in
differen! income types
U Working emidst uncertainty
o1 Identify the highest risk categories

o Strategic changes to the income mix

. Changing Income Mix
[ = e e G e P T e |
o Mission and values alignment
o Clients and community needs

i Existing capacity

o Staff composition and structure

i Board composition

Grants - ﬁclgstsales Exam p|e:
S changing
Sl RS income profile

graaqrzls contrbutions
13%

fdtn/comp 2

33%

Classfees
11% Ticketsales
Granis - g 25%
fdg\észrp Touring fees
8%
Government

grants| | General
6%, contnbulions
25%




| Shifting Income

o Program and mission fit

1 Capacity

= Community and market availability
5 Skills and systems

= Time horizon

1 External environment

Asset Structure
e

120
100 o ;J;r:ﬁmﬁed
15
. 25 ORestricted
g‘ ¢cash/grants
< B0 45 recenvaile
;Eq | BGrants/pledges
20 receivale
40 s
oFixed assets
20 - i
20 20
=] - T
1 H 3

Mission-Money matrix
o
h

high

Mission
value

low

low Financial i
Value high




- Changing Financial Leadership

&

- Financial
@ strategy
Financial
Planning
(]
Financial
management

10



FINANCIAL SNAPSHOT

Year:

%

Audience (tickets, admission)

Education (class, tuition)

Retail (products, shop, café)

Contributions

Government grants

Foundation/Corp grants

Other:

Other misc types of income

Total Income

Three largest expenses

1.

2.

3.

All Other expenses

Total Expenses

Change in Net Assets (Surplus/Deficit)




/a N FINANCIAL HISTORY REVIEW

IS1.6

2009 2008 2007

% %

Audience (tickets, admission)

Education (class, tuition)

Retail (products, shop, café)

Contributions

Government grants

Foundation/Corp grants

Other:

Other misc types of income

Total Income

Three largest expenses

1.

2

3.

All Other expenses

Total Expenses

Change in Net Assets (Surplus/Deficit)




Financial Management Self-Assessment for Nonprofit Organizations

to assess your organization's financial management practices and identify areas for improvement.

Nonprofic financial health is not a matter of endowment balances or grant size. Even nonprofits with large budgets must manage their resources in order to provide services effectively
and remain accountable to the public. Financially healthy nonprofits of all sizes are committed to a culture of accountability and financial management best practices. Use this checklist

Organization:

I Date:

Prepared by:

Financial Management Practices

GOOD

_ IHPROVING

I. Board members clearly understand their roles and responsibilities for financial health

2, Board receives and reviews complete financial information at every meeting

3. A computerized accounting/recordkeeping system is maintained

4. Qualified and knowledgable staff or volunteer responsible for accounting records

5. All staff understand their responsibilities regarding the financial systems

6. Process in place to develop a well-considered and realistic budget

7. Budget is reviewed by the board and approved before the fiscal year begins

8. Organization routinely budgets for an unrestricted operating surplus

9. Financial reports are prepared in an accurate and timely manner

10. Staff and board regularly compare financial results to budgets

I1. Regularly plan for adequate cash balances, including cash flow projections and monitoring

I2. Maintain cash balances or reserves appropriate for the organization {minimum 30 days)

13. Maintain a system for tracking restricted or designated funds

14. Payroll tax deposits are made when due

I5. Organization is able to pay bills and make loan payments when due

16. Written financial policy in place including responsibility and authority for financial decisions

17. Adequate and appropriate internal controls are in place and maintained

18. Maintain a system for compliance with all required legal and funder reporting

19. Annual financial audit (or comparable annhual review) completed and reviewed by board

20. Board and staff regularly review short-term and long-term plans and goals

Nonprofits Assistance Fund's mission is to build financially healthy nonprofits.
Learn more at www.nonprofitsassistancefund.org,

/-"-"ha
NONPROFITS
ASSISTANCE FUND

Welping Nonprohis Theive



Financial Management Self-Assessment for Nonprofit Organizations

Nonprofit financial health is not a matter of endowment balances or grant size. Even nonprofits with large budgets must manage their resources in order to provide services effectively

and remain accountable to the public. Financially healthy nonprofits of all sizes are committed to a culture of accountability and financial management best practices. Use this checklist

to assess your organization's financial management practices and identify areas for improvement.

Organization: |Date: Prepared by:
WEAK BUT WEAK, NOT
Financial Management Practices STRONG Goob IMPROVING IMPROVING UNKNOWN
|. Board members clearly understand their roles and responsibilities for financial health
2. Board receives and reviews complete financial information at every meeting
3. A computerized accounting/recordkeeping system is maintained
4. Qualified and knowledgable staff or volunteer responsible for accounting records
5. All staff understand their responsibilities regarding the financial systems
6. Process in place to develop a well-considered and realistic budget
7. Budget is reviewed by the board and approved before the fiscal year begins
8. Organization routinely budgets for an unrestricted operating surplus
9. Financial reports are prepared in an accurate and timely manner
10. Staff and board regularly compare financial results to budgets
I'l. Regularly plan for adequate cash balances, including cash flow projections and monitoring
12. Maintain cash balances or reserves appropriate for the organization (minimum 30 days)
I3. Maintain a system for tracking restricted or designated funds
14. Payroll tax deposits are made when due
15. Organization is able to pay bills and make loan payments when due
16. Written financial policy in place including responsibility and authority for financial decisions
17. Adequate and appropriate internal controls are in place and maintained
18. Maintain a system for compliance with all required legal and funder reporting
19. Annual financial audit (or comparable annual review) completed and reviewed by board
20. Board and staff regularly review short-term and long-term plans and goals
Nonprofits Assistance Fund's mission is to build financially healthy nonprofits. NONPROF;TS

Learn more at www.nonprofitsassistancefund.org.

ASSISTANCE FUND

Helping Nonprofits Thrive
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FINANCIAL HISTORY REVIEW

2009

2008

2007

%

%

%

Audience (tickets, admission)

Education (class, tuition)

Retail (products, shop, café)

Contributions

Government grants

Foundation/Corp grants

Other:

Other misc types of income

Total Income

Three largest expenses

1.

2.

3.

All Other expenses

Total Expenses

Change in Net Assets (Surplus/Deficit)
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