Budget Information

You have the drive, you have the passion, now you need the funds! Financial
support of your program can be summed up in three categories: fee-based,
grant-funded, and fundraising and donations. Additionally, you'll need to know
how to manage your funds.

A sample budget template is included in this toolkit as well as information on annual budgeting for your out-
of-school time program. Other documents include the importance of telling your story and supporting your
“ask,” and a guide on building capacity.

Fee-Based

Fee-based support is very common for out-of-school time programs. Families choosing to send their children
to your site simply pay a daily, weekly, monthly, seasonal or annual fee to attend. You determine the process
in which to collect the funds, and a contract or agreement is established between you and the family for
services rendered. Some programs try to reduce or avoid program fees based on the situation or community
environment. For example, if the community you are serving is low income, the likelihood of a family’s ability
to pay for services is low and many programs then work towards establishing an alternative funding source to
cover these costs. Other sites may also implement a sliding fee scale in which a family’s financial situation is
used to establish the amount to pay.

Grant Funded

Securing grant funding to support your programming can be a great way of establishing yourself in the
community as a valuable asset to the families and youth you serve. Grants are a great way to pay staff,
purchase supplies and materials, and pay for field trips or other adventures for the youth you serve. There
are even grants to help you pay for overhead costs like the building you are in! However, grant funding can
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be fickle. Grants are often time limited and if you don’t achieve the goals and outcomes you stated, the
likelihood of receiving funding from that funder or another in the future is low. Additionally, some grants
have restrictions that you’ll need to consider as you determine your funding strategy. We have included two
templates that can be used as a guide for you to share your mission and message with grant funders, or
other fundraising entities, and how to succinctly talk about your program to others for maximum impact.

Out-of-school time programs often find themselves in a situation requiring fundraising as well as collecting
cash or in-kind donations. Fundraising can be a very complicated process or very simple — think multiple day
event versus a bake sale. Your fundraising needs should be accounted for in your annual budget and you
should evaluate these needs often. Will your program require more than one fundraiser or can you get by
with one event annually? What kinds of donations would benefit the youth in your program? Use the provided
templates to do some brainstorming.

We have also included some information on why establishing yourself as a non-profit organization, sometimes
called a 501(c)(3), may be beneficial to your organization. Securing this status may give you and your program
the ability to apply for certain grants or funding streams and may make you more attractive to donors looking
for a tax break. One resource that may be valuable to you and your organization is the Larned A. Waterman
lowa Nonprofit Resource Center which is located in lowa City and provides support, guidance, and continuing
education to nonprofit organizations. To learn more, visit their website here: https://inrc.law.uiowa.edu/
about-inrc

Included in this section:

Click on the document title below to jump to that resource.

% Budget Resource: A Sample Budget for School-Age Program
% Sample Budget Information (from the Echoes Program in Cedar Falls)

% Fundraising Tips (from Amperage Fundraising)
- Making the Call: 15 Solicitation Tips & Strategies
< Suggestions on How to Ask for the Gift
- The 5 Ps of Fundraising

% Talking Points Template

% Strengthening Out-of-School Time Nonprofits: The Role of Foundations in Building Organizational
Capacity
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BUDGET RESOURCE
Sample Budget for School-Age Program’

BUDGET CATEGORY DEFINITIONS & INSTRUCTIONS

This sample budget represents 12 months of operation, which includes full-time
service during the summer (10 weeks) and part-time service during the school
year (42 weeks). These forms should only be used as guidelines as you develop
a budget for your school-age care program.

l. BUDGET SUMMARY

This form provides a summary of the program expenses by category
(Program Expense column) and anticipated revenue for the budget
period (Revenue Statement), providing a picture of a balanced budget.
Numbers for each budget expense category are transferred from the
Budget Narrative (see below) to the Budget Summary Form and Budget
Narrative Form which follow.

. BUDGET NARRATIVE

The purpose of the Budget Narrative is to provide adequate explanations,
justifications and detail of program expenditures. This Sample Budget
represents only the expenses assigned to a school-age care program (or
cost center). When expenses are shared among program components in
a multi-service organization, the school-age care program’s costs can be
shown as a percentage of the total cost. This will provide a more accurate
picture of the costs for just the school-age program. Below is an
explanation of information included in each budget category of the Sample
Budget.

A. PERSONNEL

This category lists administrative, child-care and other program staff. It
indicates the position/title, and number of staff for each position/title, the
percentage of time they will work or number of hours they will work per
week, their annual salary or wages per hour, and the number of weeks
they will be employed in the program. It should include calculations for
determining amounts and separate costs of summer personnel from
school term personnel.

Example: Teacher - 35 hrs/wk x $10/hr x 42 weeks = $14,700

! Excerpted and adapted with permission from R. Newman, Module 6, Creating and Managing Budgets in School-

Age Programs, Arkansas OST Training Modules, 2009. Certification curriculum originally developed by the SD
Department of Social Services, Office of Child Care Services and Roberta L. Newman, 2004. Budget Material
Developed by Southeastern Pennsylvania School Age Child Care Project.
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FRINGE BENEFITS

This category lists benefits and provides detail on how benefits are
calculated. Social Security Insurance (F.I.C.A.), Unemployment
Insurance, and Worker's Compensation must be included as part of
a benefit package. Other benefits may also apply. Fringe benefits
are based on a certain percentage of employee salaries. This
percentage may change from year to year. It is important to
determine an accurate fringe benefit % when preparing a budget
each year. Actual numbers from previous years will be helpful as
well as current regulations applying to benefits.

Example: Fringe = 18% of salaries & includes: F.l.C.A., Worker's
Compensation, State Unemployment Insurance (S.U.l.), and Health
Insurance.

CONSULTANTS

This category lists legal and CPA’s (audits), as well as other
consultants that receive a fee for service. Include type of service,
daily or hourly fees and projected number of days or hours of
service. Show calculations for determining the amount for the
category.

SUPPLIES

This category indicates costs for Office Supplies; Educational,
Recreational, Classroom or other Program  Supplies;
Health/Medical Supplies; Cleaning Supplies; Food (including
snacks) as well as other consumable supplies. Show how each
amount was calculated. In the sample budget, supplies include any
single non consumable item costing less than $500.

Examples:
Arts & Crafts Supplies - 10 children x $30/mo x 12 mos = $3,600
2 storage cabinets - 2 cabinets x $250/each = $500

EQUIPMENT

This category lists equipment to be purchased and estimated cost
for each item; equipment rental and the estimated cost of rent for
each item; and the estimated cost of maintenance and repair of
equipment. Separate Office Equipment from Program Equipment.
List freight expenses separately and include the formula used for
arriving at the amount for freight. In the sample budget, equipment
is any single non consumable item costing $500 or more.
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TRAVEL

This category itemizes expenses related to staff travel and
children’s field trips and provides calculations for projected travel
costs.

Example: Field Trips (bus rental) - 3 trips x $150/trip = $450

STAFF TRAINING

This category itemizes expenses related to Staff Training. List
types of training staff will be attending and estimated costs for each
type of training.

ADVERTISING/PROMOTION

This category itemizes expenses related to advertising and
promotion of your program and/or recruitment of children or staff for
the program. Indicate how you arrived at the amount for each item
(i.e. estimates, formulas, etc.)

Example: 10 ads in local papers - 10 ads x $25/each = $250

PRINTING/REPRODUCTION

This category itemizes expenses related to the printing or
reproduction of materials. Indicate how you arrived at the amount
for each item (i.e. estimates, formulas, etc.)

Example: 1000 Brochures @ $200 per 1000 = $200

INSURANCE

Under this category, list expenses related to insurance costs
required to operate the program (i.e. liability insurance, accident
insurance, etc.). List types of insurance and estimated costs for the
program term.

Example: Program Liability - $63/child x 10 children = $630

OCCUPANCY EXPENSES

Under this category, itemize expenses related to space rental,
utilities, etc. Indicate how you arrived at the amount for each item
(i.e. estimates, formulas, etc.). If expenses are in-kind contributions,
list approximate value and reflect as an in-kind contribution in the
Revenue Statement.

Example: Phone $75/mo x 12 mos = $900
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OTHER OPERATING EXPENSES

Under this category, itemize other operational expenses not
covered in the previous categories. Indicate how you arrived at the
amount for each item (i.e., estimates, formulas, etc.)

Example: Postage - $15/mo x 12 mos = $180

OTHER

Under this category, itemize expenses not reflected in other
categories. Indicate how you arrived at the amount for each item
(i.e. estimates, formulas, etc.)

Example: Criminal History/Child Abuse Clearances — 2 staff
checks x $20 each = $40

BUDGET SUMMARY

Beginning July 1, 2009 Ending

Expenditures

June 30, 2010

BUDGET CATEGORIES PROGRAM EXPENSE
A. | PERSONNEL $57,670
B. | FRINGE BENEFITS $10,381
C. | CONSULTANTS $3,100
D. | SUPPLIES $17,996
E. | EQUIPMENT $3,354
F. | TRAVEL $2,430
G. | STAFF TRAINING $445
H. | ADVERTISING/PROMOTION $450
l. PRINTING/REPRODUCTION $563
J. | INSURANCE $1,890
K. | OCCUPANCY $5,100
L. | OTHER OPERATING $225
M. | OTHER EXPENSES $60
TOTALS | $103,664
Revenue Statement
Amounts From:
Parent Fees $65,097
State Subsidies $15,120
Private Foundations $5,000
Fundraising Events $1,200
Private Donations $500
Grants $12,500
Registration $750
CACFP $3,150
In-kind $347
TOTAL $103,664
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BUDGET NARRATIVE

(Adapted from Material Developed by Southeastern Pennsylvania School Age Child Care Project)

Budget Item | Subtotal/Total
Budgeted Items with Explanations Amounts Amounts
Personnel
Summer
1 Director $2,750 x 3 mos $8,250
1 Teacher $12/hr x 40 hrs/wk x 10 wks $4,800
1 Asst. Teacher $8.50/hr x 40 hrs/wk x 10 wks $3,400
School Year
1 Director $3,000/mo x 9 mos x 50% $13,500
1 Teacher $12/hr x 35 hrs/wk x 42 wks $17,640
1 Asst. Teacher $8.50/hr x 20 hrs/wk x 42 wks $7,140
1 Aide $7/hr x 10 hrs/wk x 42 wks $2,940 $57,670
Fringe Benefits
Total salaries x 18% ($60,470 x 18%) $10,381 $10,381
F.I.C.A.
Medicare
S.Ul
Workman’s Compensation
Health Insurance
Consultants
Audit (CPAs) $500
Legal $1,000
Dance Instructor $50/session x 20 sessions $1,000
Storyteller $150 x 4 sessions $600 $3,100
Supplies
Office Supplies $100/mo x 12 mos x 50% $600
Snacks $5,720
Summer 30 children x 50 days x $2.85
School Year 30 children x 180 days x $.2675
Arts & Craft Supplies 30 children x $10/child x 12 mos $3,600
Games $25/game x 20 games $500
Small Sports Equipment (balls, parachute, jump ropes, $585
Frisbees, etc.)
Program Supplies (pencils, puzzles, paper) $20/child x 30 $600
children
Locking Storage Cabinet 2 x $395 plus 14% S/H $901
Chairs 30 chairs x $40/chair $1,200
Tables 5 tables x $150/table $750
Rugs 2 rugs @ $150/rug $300
Dramatic Play Supplies (hats, clothes, props, etc.) $750
Science Supplies $500
Legos, Knex, other manipulatives $500
Books 25 books x $20/book $500
Microwave Oven $500
Stereo/CD Player $250
CD Section 20 CDs X $12 $240
$17,996
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BUDGET NARRATIVE

(Adapted from Material Developed by Southeastern Pennsylvania School Age Child Care Project)

Budget Item | Subtotal/Total

Budgeted Items with Explanations Amounts Amounts
Equipment

Ping Pong Table $500

Triple Fold-n-Lock Storage Unit on Wheels with trays $779

Woodworking Project Center $525

Refrigerator $525

3 Tier Locker Set $1,025 $3,354
Travel

Field Trips 6 x $150/trip $900

Theater Tickets 34 x $15/ea x 2 performances $1,020

Baseball/Sports Event Tickets 34 x $15 ea $510 $2,430
Staff Training

First Aid/CPR 2 Staff x $150 $300

Hot Ideas for Cold Days 2 Staff x $20 ea $40

Beating the Heat 4 Staff x $20 ea $80

Administrative Roundtables 5 Sessions x $5 ea $25 $445
Advertising/Promotion

Ads in local paper 4 ads x $150/ea $600 $600
Printing/Reproduction

Program Brochures 1,000 copies x $.50 $500

Flyers 2,500 copies x $.025 $63 $563
Insurance

Liability $63/child x 30 children $1,890 $1,890
Renovation/Capitol $0 $0
Occupancy

Rent $1,200/mo x 25% x 12 mos $3,600

Utilities $300/mo x 25% x 12 mos $900

Phone $200/mo x 25% x 12 mos $600 $5,100
Other Operating

Postage $75/mo x 25% x 12 mos $225 $225
Other

Criminal History/Child Abuse Clearances (3 Staff x $20 ea) $60 $60
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Sample Budget Information

Funding and Budgeting:

Before you actually start your program, you will need to know how much funding you
need for both start-up and daily operation of your program. From the results of your
needs survey, you can approximate how much the parents can afford to pay for the
afterschool programs, then develop a budget.

Start-Up Costs are the one-time only expenses such as purchasing equipment,
supplies, and staff salaries during the planning period.

» Space cost (buy, rent, or share program space)
Renovation/repairs
Planning and training (including materials and manuals)
Legal and other professional fees
Licenses and permits
Equipment

e administrative

e activity

e janitorial

e general

Operating Expenses are the expenses for running an ongoing program which has
achieved some stability.

+ Staff salaries and benefits

+ Staff development and training

» Supplies

e administrative

e activity

e janitorial

e general
Utilities
Insurance
Travel/transportation
Maintenance

Operating Income is the income to run an ongoing program which has achieved some
stability.

+ Parental fees

+ Fundraising activities

* In-kind donations

After you have an estimated budget worked out, you will be better prepared to estimate
the funding needed for start-up and operating your program. Most programs will find
that generating parent fees provide the majority of funding, but some programs also
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receive funding from state and federal sources. A successful program will use a diverse
funding approach, receiving money from both public and private sources. Developing a
long-term financial plan is essential for a successful, sustainable afterschool program.
Other sources of funding can include local businesses, individuals, fundraising activities
and non-profit organizations.

Sample Budget (Holmes Jr. High, Cedar Falls, lowa)

i . S S

Holmes Jr. High ECHOES
After School Program Sustainability

ECHOES Budget Information

Overview of ECHOES budget from 2001-2015

ECHOES Budget over 14 years
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MAKING THE CALL

15 Solicitation Tips & Strategies

1. Make Your Own Commitment First

When you give first you put a powerful tool in your fundraising bag. Your giving says, ‘I believe so
much in this cause, won’t you join me?” You will be asked to stretch your giving effort. Of course, only
you can decide what you can give. All we ask is that you give it much thought. The best evidence of
confidence is your own generous participation at the highest possible level.

2. Know Your Prospects

Study the information provided to you about the people you will be contacting. If you don’t feel you
have enough information, ask the campaign resources for help before you make your appointment.

3. Know the Campaign

Knowledge is power. The more you know about the campaign, the more confident you will be with
asking prospects for their gifts. Study the campaign materials so that you can answer most often-
asked questions. Of course, you are not expected to know all the answers. Don’t wing it. Acknowledge
you don’t know and offer to find out the correctinformation.

4. Arrange a Face-to-Face Meeting

Large gifts at the leadership gift levels require a personal contact. Use the phone to make
appointments, not asks. Find a time and place when your prospect can give your presentation their full
attention.

5. Make Your Calls as aTeam

Take your team captain, a member of the board or capital campaign counsel with you. Calls in pairs
have proven quite effective. Be sure before the visit that you decide who will make the ask.

6. Solicit Your Best Prospects First

Build up some confidence. Approach those first who you feel are most likely to support the campaign.
And let your passion for the cause shine.

©AMPERAGE
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MAKING THE CALL

15 Solicitation Tips & Strategies

7. Go for the Utmost Gift Your Prospect is Capable of Giving

Use the case statement and show the prospect the table of gifts required for success. Point out
naming opportunities at the level of gift you have in mind. Encourage the prospect to “stretch” his or
her commitment.

Use large gifts already made as an incentive. Or let your prospect know how much you've given, if
you’re comfortable doing so. Large gifts are never achieved if never requested. Most donors will give
considerably less than they are capable of giving unless encouraged to do their utmost.

8. Sell the Case

Use the campaign materials as your aide. Explain the goals and explore areas of interest. Get personal.
Talk about the reasons you’ve chosen to support the project. People make up their minds while they’re
talking. Be a good listener. Talk less. Listen more. Get your prospects to talk.

9. Stick to Specifics

Prospects appreciate being asked to consider a specific gift amount. So ask them and then wait for
their response. Keep the discussion focused and moving toward a resolution. Don’t worry if their first
response is no. Ask questions to find out why and be prepared to discuss the case for support. Rule
of thumb: A no isn’t a no until said seven times. Negotiate a lower gift only if it becomes clear that the
planned “ask” is beyond the prospect’s ability to give.

10. Explore Ways to Give

Cash, pledges over a number of years, stock, securities, real estate, insurance, income trusts and
bequests are the most common ways of giving. Although tax incentives are not usually the prime
motive for making contributions, they frequently enable donors to make larger gifts than otherwise
would be possible.

11. Remember to Ask for the Match

Some donors could double, even triple, their gift if they or their spouses work for a company that
matches gifts. Always ask for the match. Typically, a human resources department can help answer
questions about this.

O©AMPERAGE
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MAKING THE CALL

15 Solicitation Tips & Strategies

12. Seek Pledges

Encourage donors to make the most generous gift possible by extending the payments over the
pledge period. Use the campaign pledge form to get their commitment in writing. Why? Because only
then can their gift be counted. Prospects will recognize that a recorded pledge is a serious investment
in the campaign and for the organization and will understand the need for adequate documentation.

Tip: Never leave the pledge form with your prospect. Blank pledge forms left are rarely returned. If a
prospect needs more time to think about giving, make an appointment for a follow-up visit.

13. Don’t Push

Large gifts cannot be hurried. And as gifts get larger, the decision time is usually longer. (A good case
for making your calls immediately.) Prospects may want to consult with their family, staff or financial/
legal advisors before deciding upon the size and method of giving. Encourage such consultation, but
keep the initiative with you. Ask, “Can we get together at the same time next week?” and agree on a
specific follow-up meeting and the next step.

14. Remember to Follow-Up

Use the campaign note cards to follow-up promptly. Contact your campaign resource people and
confer about the strategy for the next step. Do not let more than two weeks go by without making
another personal contact. Reaching the gift decision is your goal and that decision should be made
in a face-to-face meeting. At the conclusion of the solicitation, complete the prospect report
information in Donation Generator.

15. Be Positive!

People who ask for contributions are not beggars. Through charitable giving, great things get
accomplished, but only when the ask is made. Think of yourself as a facilitator. Your prospects have
needs. This organization and this community have needs. Your challenge is to match those needs with
those of the campaign.

Tax break. Recognition. Leaving alegacy. Payback. Beliefin an organization and its cause. What needs
do your prospects have? Find out and success is guaranteed to come your way.

And don’t get discouraged! Your job can be difficult but the benefits are great. Keep the vision of the
campaign in your mind and know what you’re doing will make a significant impact on the community.

~r — A~
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SUGGESTIONS

on How to Ask for the Gift

We would like you to consider ...

We invite you to consider an investment of ...

Your gift of ... will be the cornerstone to transforming our community.

By your previous conversations, it is clear that you share our vision to..We turn to you now and ask
you to make a commitment of ....

Your ... investment with us will be the leadership gift that will spark this exciting initiative.

You have always given from the heart and have set the example for others to support projects in the

area. In that spirit, we would be grateful if you would consider making a ... investment.

We think you feel as passionately as we do about ... which is why we would like you to consider a ....
giftto ...

This is an invitation to make a real difference for ... Your ... investment will fulfill that dream.
We are turning to you now, and to a few other special friends, to ask you to consider making a

leadership gift of ....

We think you agree, and our leaders agree that this is an exciting initiative and worthy of support.
Your gift of ... will get us there.

We are sure that you will agree, that this is an exciting initiative that is worthy of your support and
matches your key interest with our organization.

My commitment has helped start this campaign that you, | and the leaders of it think is vital to our
area’s future. We ask you now to join with us and show your support for the campaign by making a

similar commitment of ....
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THE 5 Ps OF FUNDRAISING

Know your objective. Know your prospect and his/her interest.
Know the project. Make your own gift first.

Before anything becomes habitual you have to do it 16 times.
When you play golf, you take a few practice swings. Asking for gifts
requires the same. Practice your listening skills to better perceive

PRACTICE when to make the ask and what your prospect is telling you.

By definition it’s the steady persistence in a course of action in spite of
difficulties, obstacles or discouragement. It's the squeaky wheel that gets the
grease. Keep in touch. Follow through. Look for ways to keep connected,
PERSEVERANCE such as sending them something you’ve seen about them in the newspaper
or if there are any new, positive developments with the project.

{ d Seldom is a large gift given on the first call. Often large gift
V) givers need time to consult with others before making their gifts.
PATIENCE Patience is key.
rgf] Enthusiasm and belief in a cause are contagious. Let people feel your passion
- and understand your reasons for being involved. And never be afraid to hear a

PASSION no. It's just one step closer to a yes.

©AMPERAGE
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Click Here to

YOUR SITE Talking Points pownload Template
How to talk to stakeholders about the “why” of programming

Note: each of the topics are flexible and can be included or eliminated based on your audience.
Each section includes examples of what you might include to better inform your audience. Keep
in mind that you’ll want to tailor this presentation to meet their needs and desire to learn.

DATE

PRESENTATION AUDIENCE

EXPECTED ATTENDANCE
LOCATION/METHOD OF DISSEMINATION
ADDITIONAL MATERIALS NEEDED

¢ An Infographic with program data might be helpful
¢ Ex: Brochures, business cards, volunteer applications, info on how to become a
community partner, etc.

Welcome and thank you for attending. I’'m going to take a few minutes to talk about our
program.

Our site serves XXX youth aged GRADES with BEFORE/AFTER SCHOOL programming.
OFFER OTHER GENERAL INFORMATION HERE: YOU SERVE KIDS IN THIS
NEIGHBORHOOD, AT THIS SCHOOL, WITH THIS DEMOGRAPHIC BREAKDOWN, ETC.

Our school/site received $xxxxxx to provide this service. INSERT A BRIEF BREAKDOWN OF
YOUR CURRENT FUNDING HERE.

Goals of the Grant(s)

The main focus of the NAME grant, which is INCLUDE A BRIEF DESCRIPTION include the
following: EXAMPLES HERE

1. Increase youth literacy and math skills and scores.*

2. Increase youth school and program attendance.

3. Offer a wide variety of additional experiences for youth. Examples of this include:
STEM, ELL supports, physical fitness, drug and alcohol prevention, violence prevention,
mentoring, homework help, entrepreneurship, service learning, civic engagement, arts
and music, youth leadership, truancy prevention, college and career readiness***.
These enrichments can be provided by program staff but can also include offerings by
community partners.

4. LOCAL GOALS AS IDENTIFIED: examples might include family activities, crime
prevention, field trips, etc.

*Give your audience a baseline of data — what are your current reading and math scores?
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Click Here to
Download Template

***Provide examples of activities that are applicable to your site, adjust as needed.

Community Partners and Sustainability

This project relies on the work done by and with community partners. We currently have
partnerships with the following entities: LIST NAMES AND WHAT THEY DO FOR THE
PROGRAM.

We are working on a sustainability plan with the goal of making this program viable after grant
funding is complete. Our site has the following approach to sustainability: INSERT YOUR INFO
HERE.

Professional Development:

We are dedicated to the professional development of our staff. Which includes training in the
following categories: Examples include:

¢ Required professional development such as mandatory child abuse training, infection
control, CPR, or INSERT OTHERS HERE

e Academic supports

e Whole child professional development

e Parent engagement

e Enrichment support (ex. arts and music, civic engagement, etc.)

Evaluation

Our program’s evaluation plan includes INSERT WHAT YOU EVALUATE, HOW YOU
EVALUTE, WHEN YOU EVALUATE AND IMMEDIATE GOALS AND OUTCOMES HERE.
Examples include reading or math scores, attendance, social-emotional outcomes, grades,
parent satisfaction, student satisfaction, volunteer satisfaction, etc.

This concludes our summary of YOUR SITE. I'll open for questions now.

ANSWER QUESTIONS AND CONCLUDE THE PRESENTATION MAKING NOTES FOR
ADDITIONAL FOLLOW UP.
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STRENGTHENING OUT-OF-
SCHOOL TIME NONPROFITS:

The Role of Foundations in
Building Organizational Capacity

Heather B. Weiss
Priscilla M. D. Little
The WElEIeE Foundation®

May 2008
: i Supporting ideas.

A white paper commissioned by Sharing solutions.

The Wallace Foundation Expanding opportunities.®
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Strengthening Out-of-School Time Nonprofits: The Role of
Foundations in Building Organizational Capacity

Heather B. Weiss
Priscilla M. D. Little

May 2008

Heather B. Weiss is founder and director of the Harvard Family Research Project (HFRP) at the
Harvard Graduate School of Education.

Priscilla M. D. Little, associate director of the Harvard Family Research Project, is project
manager of HFRP’s Out-of-School Learning and Development Initiative.
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Introduction: Learning Opportunities and Challenges in the 21%' Century--
Rethinking the Role of Out-of-School Time Nonprofits

“In the decades to come, school and after-school may become
integrated into a new kind of day for children, one that is a blend of
offerings in the community with more traditional programming in the
school. Perhaps if someone reads this, years from now, they will
wonder what the term “after-school” means, since the entire school
day will be changed dramatically. In the meantime, however, the next
few years hold much new promise for creating new neighborhoods for
children that bring together care, education, and youth development
while addressing the needs of working families.”

Recognition of time limits and types of opportunities for learning in the current school
day and year has catapulted questions of how to reframe learning opportunities to the
center of the American education reform debate. Most agree that it is not enough simply
to lengthen the school day and year. More of the same is not enough. Thus, intentional
efforts to provide learning opportunities that are linked and aligned across the school day
and year to provide a seamless array of supports are accelerating. Many believe that
this holistic approach to learning is logically unavoidable if we are to address issues of
educational inequity and to equip youth with necessary skills to succeed in a global
economy.

Central to this new vision for learning is the role of
out-of-school time (OST) nonprofits, currently
responsible for operating many of the direct service | “Nonprofits operate at the

after school and summer programs in the country. intersection of society’s major

As the textbox to the right articulates, we believe sectors. The best of these ,
that OST nonprofits have the potential to be organizations take advantage of their
powerful change agents in developing, unique role and their unprecedented

; . : . opportunity to create greater impact.
implementing, evaluating, and advocating for a new Tgpwin at t¥1e social cﬁange garr?e

A Vision for Nonprofits

vision for learning in this country. As a result, it's not about being the biggest, or
among many who are concerned about our nation’s | the fastest, or even the best-
future, there is growing recognition of the need for managed nonprofit. The most
OST nonprofits to look beyond their own programs, | powerful, influential, and strategic
to work with each other, with schools, with health organizations transform others t03
organizations, and with other community-based become forces for good.” (p.224)

and public agencies to create an array of
accessible, developmentally appropriate, and effective after school and summer learning
choices for all children across the day and year, particularly those who are economically
or otherwise disadvantaged.? Achievement of this vision would result in all children and
youth getting the learning opportunities they need for success in the 21% century.

' Lombardi, J. (2003). Time to Care: Redesigning Child Care to Promote Education, Support
Families, and Build Communities. Philadelphia: Temple University Press. p. 127.

% Time, Learning, and After School Task Force. (2007). A New Day for Learning. Washington DC:
Collaborative Communications Group. http://www.edutopia.org/pdfs/ANewDayforLearning.pdf
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But moving toward a vision of linked, aligned, and seamless networked learning
supports and opportunities has several implications for the OST nonprofit sector.
Specifically, it will require:

= stronger, more effective and more accountable nonprofit organizations that
provide and support diverse, quality services.

= an OST nonprofit sector in which organizations from the community to the
national level work together on behalf of sustained, accessible and effective
services for all children and youth.

» that the OST nonprofit sector play a key role in defining and operationalizing
what the new day and year for learning will be.

= that OST nonprofits individually, and collectively, develop a set of organizational
capacities that will enable them to be adaptable, high-performing organizations
poised and ready to seize the new opportunities, new ideas, and new
partnerships afforded in a new vision for learning.

Addressing these implications raises an immediate and challenging question: What
supports will enable OST nonprofits to become high-impact organizations, to be a
powerful collective “force for good” working together to support access to and choices of
an array of integrated learning supports for all? The purpose of this paper is to address
this question, and to do so in a way that helps OST nonprofits avoid what the authors of
the recent book Forces for Good: The Six Practices of High Impact Nonprofits call the
“social entrepreneurs trap.” This is the trap of expanding one’s own program or model
without leveraging expertise and other capacities to support “field building, policy making
and broader social change” in the community and country.®

OST Nonprofits in an Ecological Model

This paper is written to provoke a broad discussion about what is necessary to meet the
challenge of developing more high-impact nonprofits that work together and with others
to create a system of diverse and quality learning opportunities from pre-kindergarten
through high school. We believe it is important to start this discussion, and this paper,
by stepping back to look at the complex and rapidly changing context, or ecology, in
which these nonprofits are currently operating. Figure 1 (next page) describes the
nested set of contexts and relationships which affect and, in turn, offer opportunities to
support the development of OST nonprofit organizations so that all can achieve the
shared goal of providing children, youth, and families choices for participation in a
network of learning and developmental supports.

® Crutchfield, L. R. and Grant, H. G. (2008). Forces for Good: The Six Practices of High-Impact
Nonprofits. San Francisco: Jossey-Bass. p. 46.
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Figure 1: An Ecological Model for OST Nonprofits

National landscape for
out-of-s chool time

State-level system of
accountability and supports

Citydevel system of
accountability and supports

OST nonprofits

Direct service programs

Children and
families with
choices ina
network of quality
learning supports

» At the center of the model we have placed children and families who have
choices about participation in a network of quality learning supports. A decade of
research and evaluations of afterschool and summer learning programs and

activities provides support for this central vision and
its potential impact.* It suggests that sustained
participation in well-structured, well-implemented,
quality programs and activities, often provided
historically and currently by OST nonprofit

“When all parties with
responsibility for and interests in
the welfare of youth, especially
disadvantaged youth, unite to

organizations, help youth attain the knowledge and engage them in high-quality after
array of skills necessary for success in the 21° school experiences, they are
century. Such programs support the development of more likely to succeed in
cognitive, social, and emotional skills in youth, as promoting positive development
well as the capacity to value and work with others, a for the highest number of
healthy lifestyle, and more engagement in learning. children at risk.”

Accumulating research and evaluation evidence

* Little, P. M.D., Wimer, C. and Weiss, H. (2007). After School Programs in the 21*" Century:
Their Potential and What It Takes to Achieve It. Cambridge, MA: Harvard Family Research
Project. http://www.gse.harvard.edu/hfrp/projects/afterschool/resources/issuebrief10.html
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suggests that effective programs and activities are multi-faceted in that they
combine academic support with other enrichment activities: they provide children
and youth with opportunities to learn and practice a range of new skills through
hands-on experiential learning. Recent research from the multi-site Promising
Practices in After School study also suggests that as children move into later
elementary school, they are less likely to participate only in after school programs
and want choices amongst a variety of OST learning programs and activities in
the community.®

» The next rim consists of the myriad of individual direct service programs that
are directly responsible for implementing quality OST programming. They may
or may not be affiliated with an OST nonprofit.

» Next, we situate the OST nonprofits themselves, and define them as stand-
alone community-based organizations as well as those that are part of large
national nonprofit organizations such as the Boys and Girls Clubs, Big Sisters
and Big Brothers, 4-H, Girls Inc., Citizen Schools, and the like. Some provide
only youth and after school programs and activities, while others are multi-
service agencies such as Beacon Schools or settlement houses. Some manage
a network of smaller programs and activities offered at multiple locations.

» OST nonprofits operate in the context of a city-level system of accountability
and supports. In this rim we include citywide OST systems such as those
funded by The Wallace Foundations; we also include the cities participating in
the Collaborative for Building After School Systems (CBASS). The functions of
these city systems include supporting sustainability of programming through
effective policy and advocacy efforts. We also include community-based
foundations that fund OST nonprofits and direct service programs as well as city-
level funding streams for OST.

» Next, all of these levels function within a state-level system of accountability
and supports. Included in this rim are state education agencies responsible for
administering 21%' Century Community Learning Centers resources; statewide
advocacy efforts; and statewide systems building efforts such as the C. S. Mott
Statewide Afterschool Networks.

» Finally, the outer rim represents the national landscape for out-of-school time.
In this rim we include federal policies (like No Child Left Behind), federal funding
(like the 21%' Century Community Learning Centers grants program) advocacy
organizations (like the Afterschool Alliance), and the national funders who are
working to improve the OST arena through their philanthropic investments. We
also include the research and policy organizations working to support the
development and expansion of quality learning opportunities across the day and
across the year; in this group we include the Harvard Family Research Project,
the National League of Cities, and the Council of Chief State School Officers.

® Reisner, E., Vandell, D., Pechman, E., Pierce, K., Brown, B., & Dolt, D. (2007). Charting the
Benefits of High-Quality Afterschool Experiences. Washington, DC: Policy Studies Associates
and Irvine: University of California. Available at
http://www.gse.uci.edu/docs/PASP%20Charting%20the %20Benefits.pdf
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Value of the Model

The ecological model situates OST nonprofit organizations in the larger context of
national policy, educational, and nonprofit trends and demands in order to stimulate a
broad view of the key leverage points for building more high-impact nonprofit
organizations that contribute to the central vision for learning. It illustrates a primary
premise of this paper: that there is an inter-dependency among and between OST
nonprofits and all the levels in the model, and investments in one level have
implications across the all the levels. As we will discuss in our Recommendations
section, this premise then unhooks a set of strategic investment choices about which
level to target for capacity-building. As this paper will argue and as its recommendations
reflect, a number of the emerging issues and challenges facing these nonprofits are
beyond the capacity of single or a few organizations to handle. They require network,
coalition, or field — and in some cases cross-field — supports.

Overview and Roadmap of the Paper

The paper begins with a brief scan of major trends in the overall nonprofit sector that
affect the development and future of OST nonprofts. The next section examines seven
key capacities where OST nonprofits are challenged as they strive for high impact both
within their sector and across the ecology in which they operate, pointing to specific
organizational weaknesses that are part of these challenges. The final section of the
paper lays out a set of investment options to reframe OST nonprofits in a new learning
context.

We relied on three primary sources of information for this paper. First is our
longstanding experience in the OST and youth services arena compiling research and
evaluations, tracking current policies, and working with local, city and state OST
programs, systems and intermediary organizations. We also sought input on the issues
facing youth-serving nonprofits from OST leaders who helped to frame our thinking with
respect to the capacities that these organizations and supporting intermediaries need in
order to achieve impact and to be part of new systems of learning opportunities. Finally,
we drew on the latest frameworks and concepts about high-performing nonprofits,
particularly those laid out in Forces for Good, High Performance Nonprofit
Organizations, and Shaping the Future of After-School.’

Sectionl. Major Trends in the Nonprofit Sector

Youth-serving organizations are influenced by several major trends that have been
sweeping the entire nonprofit world, as well as by several trends that are unique to their
own sector.

» Over the past several decades, the nonprofit field has grown as a result of more
public contracting for nonprofit service provision.

» This growth has increased demands for results-based accountability, better
outcomes, data-driven organizations, and a more entrepreneurial and business-
like approach to both fund raising and organizational management.

® Crutchfield and Grant (2008); Letts, C., Ryan, W., and Grossman, A. (1999). High Performance
Nonprofit Organizations: Managing Upstream for Greater Impact. New York: John Wiley and
Sons, Inc.; Collaborative for Building After-School Systems. (2007). Shaping the Future of After-
school.
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» Smaller organizations, particularly, have had difficulty meeting these new
performance demands, and efforts to support them have led to the creation of
promising networks, joint service agreements and intermediaries.

» Finally, increased demands for efficiency and effectiveness have led to
rightsizing, and to more mergers and consolidations in the overall nonprofit
sector.

While the youth service field and the number of nonprofits within it have grown with the
availability of public funds for out-of-school time programs and activities, resources to
meet these new demands are scarce. Thus, many national as well as local youth-
serving organizations struggle to stay alive, and look for alternatives to an uncertain
future with potentially increased competition from larger and sometimes better-resourced
competitors. They recognize that the OST services market is changing with the advent
of new approaches to linking and aligning learning opportunities within a community and
that they are going to have to adapt to this new configuration.

Itis also clear that some OST nonprofits are in a better position than others to make an
evidence-based case to their stakeholders (school and district personnel, city agencies,
funders, etc.) that they can deliver the quality services necessary to improve an array of
learning outcomes. These organizations have a potential advantage, then, in the
discussions about new learning partnerships. They also understand that the decisions
that they and funders make in the next few years will be important in determining the
shape of the new market for supporting community-wide learning supports in the future,
and their role in it, whether as competitors or collaborators. As described in detail below,
all of these trends are having important consequences for OST nonprofits and are
shaping the vision of what a high-impact nonprofit positioned for the future looks like.

Section ll. Seven Organizational Challenges of the OST Nonprofit Sector

OST nonprofits, like other nonprofits in other arenas, face a set of organizational
challenges to providing quality direct services for children and youth. However, rather
than focus on specific capacities or weaknesses of specific nonprofits, this section of the
paper takes a step back to look across the OST nonprofit sector and describe a set of
challenges shared by many OST nonprofits. Specifically, it identifies seven primary
challenges facing the sector, which map onto the key capacities that OST nonprofits
need if they are to achieve their intended impact, capacities which we know from related
literatures are critical to high performance.

It is important to note that much of the research on high-impact nonprofits has been
conducted by studying large-scale, multi-site nonprofits. However, our experience in the
OST arena indicates that whether one is operating a stand-alone program or a set of
programs, or conducting a large-scale initiative, the organizational capacities required to
function effectively cut across specific program sizes and types. A central question we
will address in our recommendations, then, is given that the capacities cut across all
levels of the ecological model we have presented (Figure 1), where in the model should
capacity building occur?

The seven capacities we have identified are listed briefly below. Following this
description, and for the rest of this section of the paper, we provide greater detail about
how each of these capacities might look in the OST nonprofit sector.

Weiss and Little 7
Strengthening OST Nonprofits:
The Role of Foundations in Building Organizational Capacity

Back to
section resources



Effective leadership. First and foremost, many OST nonprofits are challenged to
find and cultivate the leadership necessary to manage complex, results-oriented
organizations, which, by necessity, high-performing OST nonprofits need to be.

A mission-driven/results-oriented approach. Second, high performance does not
reside in effective leadership alone. OST nonprofits need to adopt a mission-
driven, results-oriented approach increasingly necessary for survival in a
competitive funding environment, an approach which requires the capacity to
collect and use data for accountability and learning.

Ability to benchmark and use information for adaptation. Third, related to the
challenge of being mission-driven and results-oriented, adequate benchmarking
and accountability systems are critical in enabling nonprofits to track their
performance and feed evaluation information back into the organization in order
to adapt and change to meet shifting field and client demands.

Development of an effective workforce. Fourth, good benchmarking and
accountability systems help to support and develop an effective workforce.
Absent data to inform workforce improvements efforts, these efforts become
scattershot at best; thus, the nonprofit fails to maximize its scarce professional
development resources. Further, workforce improvements are often considered
synonymous with professional staff development, and without benchmarking
systems, little attention is paid to the organizational and policy support necessary
to make professional development “stick.”

Creating and maintaining internal and external networks. Fifth, the capacity to
network effectively is key to survival. When OST nonprofits don’t network
effectively, they cannot take advantage of resources within their own
organization, as well as in the community, that could be leveraged to support and
improve service delivery. This is a particularly important capacity to develop as
OST nonprofits position themselves to be effective in a new context for learning
which requires the capacity to be adroit partners.

Integrating policy and advocacy with direct service. And without these networks,
OST nonprofits are then challenged to conduct a sixth critical function of a high-
performing nonprofit — the integration of advocacy and policy into their direct
service activities. Increasingly, we observe that the successful OST nonprofits
are weaving advocacy activities into their direct service efforts as part of
“business as usual” in an effort to promote both their own sustainability and the
sustainability of the sector.

Developing and implementing a sound sustainability plan. Seventh and finally,
sustainability requires more than good advocacy — it requires sustaining ideas,
sustaining relationships, and sustaining resources. Many OST nonprofits to not
adequately plan for the future, so caught up are they in their day-to-day, month-
to-month provision of direct service. They need resources not only to feed into
more and better direct service, but also to shore up the entire set of
organizational capacities identified above.

Figure 2 illustrates how these inter-related “forces for good” could potentially yield a
high-impact OST nonprofit that supports the provision of quality direct services. Itis
important to underscore that while this section of the paper individually examines each of
these seven capacities in relation to OST nonprofits, in reality these capacities are inter-
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related, like the spokes of an umbrella; when one capacity is weak, it lessens the
integrity of the entire organization. Further, as we will illustrate in the Recommendations
section, we believe that these “forces for good” operate across the ecology of the entire
OST nonprofit sector, not just within individual nonprofits.

Figure 2. A Framework for the Capacities of High-Impact OST Nonprofits
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Effective Leadership

The leader of an OST nonprofit drives an organization’s capacity to improve in all other
features of a high-performing nonprofit. What does effective leadership mean for an
OST nonprofit? Effective leaders know the difference between operations (making plans
to implement direct service programs on a daily/weekly basis) and strategy (setting the
mission, vision, and values of the nonprofit), which latter they are then responsible for
implementing, if not creating. They spearhead benchmarking efforts and are responsible
for setting a climate of learning and innovation within an organization. OST nonprofit
leaders need to be networkers par excellence, knowing when to seize partnership
opportunities and leverage resources for the greater good of the OST sector rather than
for their own incremental gains. Effective OST leaders also need to network and partner
effectively with others beyond their circle — with city leaders and agencies, with schools,
and with leaders in other nonprofit sectors like health and early childhood. An effective
leader knows how to operate in advocacy circles to promote the public and political will
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necessary to sustain their own and other OST nonprofits. Finally, an effective leader
knows how to promote and sustain effective staff. Yet the lack of capacity in all these
areas across the OST nonprofit sector points to a lack of effective leadership in the

sector.

Many OST nonprofit leaders grew out of the OST service
delivery sector; they rose to the top without any formal
training or background in leadership and management.
Other leaders, swooping down on OST from the for-profit
sector, bring management models and business practices
ill suited to the OST nonprofit sector. Also plaguing the
OST leader is a lack of clarity about what leadership in this
context means. In this paper we argue that OST
leadership requires taking responsibility for all aspects of
organizational capacity, but this is not a common
expectation of the field. For many, an effective OST leader
is one who is adroit at keeping the doors open — through
fund-raising, through advocacy, and through sheer sweat
and determination. But seldom in the OST nonprofit sector
are leaders identified because they are strategists with the

Effective OST leaders
- understand the difference between
operations and strategy

- make decisions that are mission-
driven and tied to strategy

- spearhead benchmarking efforts

- set a climate of learning and
innovation

- adapt to new ideas and trends
- create and expand networks

- advocate effectively

- promote and sustain staff

- engage their Boards

vision and skills, described above, so necessary to high performance.

A discussion about the challenges of effective leadership is not complete without at least
a short discussion of the role of the nonprofit board. While we do not have evidence to
suggest there are weaknesses in the way boards operate, we want to put a placeholder
in this discussion about baords’ potential role in shoring up nonprofits in at least three of
the capacities described below: helping keep the nonprofit mission-driven and results-
oriented; establishing clear measures of success; and engaging internal and external

constituencies to support networking and advocacy efforts.

Mission-Driven/Results-Oriented

Successful nonprofits are mission-driven and results-oriented, and their leaders
understand that an effective nonprofit management cycle begins with articulating the
program’s strategy. This involves establishing the program’s purpose (the mission); its
short and long-term goals (the vision); and charting the internal “compass” that will guide
the nonprofit’s work (its values).” The primary mission of OST nonprofits of the 21°
century is to provide and support quality direct services for young people and their
families, with the vision that doing so will support positive learning and development
throughout the day and the year, and across the child’s development. The shared
values of OST nonprofits include providing realistic choices for young people in order to
reflect their developmental needs and the needs of working families.

While this seems fairly straightforward, the next steps in the strategy cycle are where
many OST nonprofits are challenged — translating the strategy into a plan of operations
and setting realistic metrics of success which map onto the plan of operations (e.g.,
being results-oriented). At the heart of the challenge lies the need to develop an
underlying theory of change to help programs move from strategy, to implementation, to

realistic outcomes.

" Kaplan, R.S., and Norton, D. P. (2008). Mastering the Management System. Harvard Business

Review, January 2008, pp. 63-77.
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Yet too frequently we observe that OST programs operate without an underlying theory
of change, and too often this leads to poor evaluation results. For too long, OST
programs have set program goals based on outcomes that they perceive others wanting
them to achieve, such as improved test scores, rather than goals based on the services
they are delivering. While the trend is shifting toward more realistic expectations for
OST programs, the need to be results-oriented remains crucial for program
sustainability, as well as for operating in a new learning context. Being results-oriented
means synching the nonprofit's mission and vision with its programmatic activities and
then setting goals that best reflect the intended outcomes of the activities. In a mission-
driven/results-oriented nonprofit, operations decisions are cross-walked with the mission
to ensure that the services provided are aligned with the overall strategy. OST leaders,
along with their senior staff, are responsible for this alignment. In the section below we
talk about benchmarking as a way to remain mission-driven and results-oriented.

Benchmarking for Learning and Adaptation

“‘Benchmarking is an organizational learning process that bridges the gap between great
ideas and great performance.” The process of benchmarking offers an organization the
opportunity to identify how it is doing relative to other, like organizations, as well as to
use that information to develop and implement strategies that will help improve its own
performance and service delivery. While many OST nonprofits understand that they
need to collect data for accountability purposes, few understand that that data have the
potential to effect powerful change within the organization. Even if they do understand
its potential, many OST nonprofits lack the organizational capacity to conduct
benchmarking.

But what does “benchmarking” really mean? At the heart of effective benchmarking is a
“cycle of adaptation,” which can help OST nonprofits find their “sweet spot” between
exploring new possibilities and shoring up the best existing direct services.? Indeed, the
notion of developing a learning, or adaptation, cycle is not new. A decade ago HFRP
produced an issue of The Evaluation Exchange (Vol. IV, No. 3-4, 1998) on learning
organizations, placing a continuous learning system at the heart of a successful learning
organization. Figure 3 below illustrates this cycle, contextualized to an OST nonprofit.

The five steps in the learning cycle seek to create continuous opportunities for the
development and use of relevant information; for encouraging corrective actions, risk
taking, and participation; and for recognition and rewards for performance
improvement.'

8 Letts et al, p. 86.
® Crutchfield and Mcleod, Chapter 6.
'% Adapted from Weiss, H,. and Morrell, W. (1998). Useful Larning for Public Action. The
Evaluation Exchange, v. IV, No. 3-4. http://www.gse.harvard.edu/hfrp/eval/issue12/theory.html
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Figure 3.

A Learning Cycle for OST Nonprofits
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1. Engage staff, families, youth, schools, and other community service providers in
strategic planning and performance measures and goal-setting. Activities in this
step include obtaining resources and commitment to learning, specifying
performance goals, identifying research and evaluation questions and gaps, and
designing an overall learning agenda, including a theory of change.

2. Incorporate what youth and families want, as well as current research on
effective programs into planning and evaluation. Activities here include
assembling resources, specifying outcome and process measures and data to
support them, networking to share successful innovations and identify common
problems, and identifying technical assistance needs and providers.

3. Engage in innovation, monitoring, and evaluation. Activities include continuously
testing new ideas and approaches, designing evaluation, and monitoring and
assessing process and progress with performance measures, evaluation, and
data.

4. Learn from evaluation and comparisons with other, like OST programs. Activities
include using monitoring and evaluation information for corrections and
improvement, using benchmarking to examine progress of the program and/or
field of practice/policy, and assessing and applying knowledge from relevant
basic and applied research.
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5. Use information for modification and adaptation of existing programs and to scale
new ones. Activities here include identifying gaps for further research and
transferring knowledge for continuous improvement across the OST nonprofit
sector as well as nonprofits in related sectors.

Implementing this cycle requires an organizational mindset committed to learning. It
requires a de-siloing of department units so that evaluation people are talking to program
people. It requires a leader and a nonprofit board willing to take risks and find out what
is working, and — more importantly — what is not. But the benefits of benchmarking can
easily outweigh the resource and human capital costs. Effective benchmarking
improves a nonprofit's problem-solving capacity, providing OST nonprofit leaders,
boards, and other stakeholders with information to improve services and increase
effectiveness.

Before we move to the next capacity it is important to place a “reality check” on what
OST nonprofits can and should be held accountable for. The cycle of learning and
adaptation (Figure 3) depicts accountability at the program or organizational level,
addressing the question, “Are we doing the right things well enough to make a
difference?” This is an appropriate question for OST nonprofits to ask themselves.
However, there is at least one additional level of accountability, namely community
accountability for setting and monitoring the overall indicators of how children and youth
in the community are faring on community-wide indicators. OST nonprofit services may
have impact at this level, but it is beyond what they should be held accountable for. As
our recommendations will reflect, there is merit in building capacity to benchmark at both
of these accountability levels, but the latter benchmarking responsibility thus should not
be placed on the shoulders of the OST nonprofit sector.”

An Effective Workforce

An organization’s capacity to deliver quality OST services largely depends on the quality
and capacity of its workforce (including direct service providers and OST leaders) and the
pre- and in-service training, professional development, and workplace supports that they
receive. A recent review of the literature on workforce development, conducted by HFRP,
proposes that workforce development is a complex construct with three inter-related
components: (1) Education and professional staff development, including pre-and in-service
training, workshops, and in situ coaching and mentoring; (2) Organizational supports,
including an organizational mindset that values program improvement, administrators who
support training and advocate for better compensation and conditions, adequate and
supportive supervision, shared decision-making, and a strong performance management
structure; and (3) Policy supports, including quality ratings, accreditation standards,
certification, and career ladders. ™

Yet our review of the OST workforce literature reveals that most workforce investments take
the form of the first component — education and professional staff development — and even
that is not implemented very well, relying primarily on “one shot” workshops and

" The authors are grateful to Dale Blyth, University of Minnesota, for contributing this nuanced
framing of accountability.
'2 Harvard Family Research Project. (2007). Changing the Conversation about Workforce
Development: Getting from Inputs to Outcomes. Houston, TX: Cornerstones for Kids.
http://www.cornerstones4kids.org/new_reports.htm#anchor5
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trainings which have been demonstrated to be less effective than more concentrated
coaching and mentoring techniques. Coupled with poorly implemented professional
development experiences is the field-wide debate about training: For what? Is there a core
set of competencies that all OST providers should have? Should providers have content
training? Or training in working with young people? Or both? Or neither? The field is
fractured on answers to these questions. Still, the

most recent r_e_search indi_cates thgt an ongoing What makes professional
system of training, coaching, monitoring, and development “stick?” ™
analysis not only improves staff skills, but also o ,

. 13 e an organizational mindset that
contributes to overall program quality. values program improvements

, ) ) e leaders who value staff
Moving beyond education and professional staff development
development, little to no investment is usually e staff schedules to allow time for
made in building the organizational supports professional development
necessary to make the professional development e supportive supervision to give
“stick.” In addition, inadequate policy supports feedback on performance
render a transient, untrained, and underpaid o effective performance
workforce. Like other workforces (e.g., juvenile management structure, which
justice, child welfare, and early childhood) the OST drives evaluation information into
workforce has a set of recruitment and retention staff practices

issues that impede the delivery of quality services —

wages and compensation, manageable workloads, opportunities for advancement, medical
insurance, and job satisfaction, to name a few. These issues go beyond merely high wages
and related compensation to reveal a workforce that cares deeply about its work
environment and opportunities for growth and success, yet struggles to make a livable wage
and find career advancement opportunities.

Internal and External Networks

At the most basic level, “a network is a group of related things that work together to achieve
a larger goal.”"® Essentially, networks can make a whole greater than the sum of its parts,
and may even do so with some resource efficiencies. However, a competitive funding
climate, scarce resources (human as well as financial), and a lack of a shared vision for
children and families means that all too often, nonprofit OST programs operate either in a
vacuum, or by only reaching out to a few like-minded others, thus not harnessing the
potential networking power of their communities. Adopting a network mindset means
shifting from an organization orientation to a network orientation. Table 1 (below) describes
this shift.

Nonprofit OST programs need to think about making this shift on three levels: 1) networking
within the organization to move to a more matrixed or de-siloed structure; 2) networking with
other, similar OST nonprofits; and 3) networking beyond the OST nonprofit sector to
support children’s learning and development.

'* Sheldon, J., and Hopkins, L. (2008). Supporting Success: Why and How to Improve Quality in
After School Programs. Philadelphia, PA: Public/Private Ventures.
" HFRP, 2007. Changing the conversation.
'* Crutchfield and McLeod, p. 108.
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Table 1. Defining a Network Mindset'®

Organization Orientation Network Orientation
Mindset Competition Collaboration
Strategy for Impact Grow the organization Grow the OST sector
Typical behaviors Compete for scarce resources | Increase funding pie for all
Protect knowledge Share knowledge
Develop competitive advantage | Develop skills of competitors
Hoard talented leadership Cultivate and disperse leadership
Act alone Act collectively
Seize credit and power Share credit and power
Structure Centralized (siloed) Decentralized (matrixed)

Networking within an OST nonprofit: Earlier in this paper we proposed that a high-impact
nonprofit is one that is adroit at getting and using data through benchmarking and
accountability systems. Central to this capacity is having organizational structures in place
that enable learning to occur, and this in turn requires cross-functional teams of people from
different units within the nonprofit, coming together for the specific purpose of learning,
improving, and innovating. This is particularly important for two nonprofit teams — evaluation
and programming. It is when these two teams intersect that program improvements occur:
direct services get modified; professional development needs are surfaced; and evaluators
learn to ask new questions of interest and concern to program staff.

Networking with other OST nonprofits: Most OST nonprofits currently have an “organization
orientation.” They are in survival mode and view other OST nonprofits as the competition.
But efforts like the Collaborative For Building After-School Systems (CBASS) point to the
enormous potential and benefits of groups of OST nonprofits’ coming together to form
networks. As CBASS'’s report Shaping the Future of After-School describes, networks of
OST nonprofits can perform and share responsibility for many of the capacities that, we
argue in this paper, nonprofits need to support quality direct service provision —
strengthening and supporting the workforce; supporting research and evaluation; and
promoting sustainability. This networking capacity seems particularly critical to the OST
nonprofit sector and thus one of our recommendations will focus on how to improve this
capacity.

Networking across sectors: The capacity to network across sectors is at the crux of what
OST nonprofits need to survive in the new education era. The successful nonprofits will be
the ones that know how to work with schools, community-based agencies, and city
governments to garner resources to partner with them. Many OST nonprofits scramble to
figure out how to get into that game. Other OST nonprofits know that they want to work with
others on a shared agenda of supporting learning and development, but don’t know how to
form partnerships. In both cases, the nonprofits need to have effective leadership that
understands the potential benefits of working with others, not only to improve the choices of
learning opportunities for the children and youth whom they serve, but also for their own
organizational sustainability. If the education trend toward thinking more holistically and
seamlessly about time and learning continues — and all evidence points to its doing so —
then OST nonprofits must develop ways to network, not only with schools but also with other
community-based organizations (health, mental health, family supports, early childhood,
etc.) who share the overall vision for children and youth in their community.

'® Adapted from Crutchfield and McLeod, p. 109
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Integration of Policy and Advocacy with Direct Service

Successful OST nonprofits now blend policy and advocacy with direct service to achieve
greater impact. Our review of about ten large direct service providers indicates that all of
them are conducting policy/advocacy activities even when they were not directly funded
to do so."” But to them policy/advocacy is not part of “business as usual.” This is a loss,
because when policy/advocacy efforts are informed by direct service and direct service
is informed by policy/advocacy, the two create a “virtuous cycle” in which policy and
advocacy enter a synergistic relationship where the strength and success of one are
integrally connected to the strength and success of the other. In this cycle, nonprofits
that are providing direct services are in a unique position to harness grassroots support
in the form of their direct service providers and the families they serve. By operating
direct service programs, nonprofits are closer to the problems facing the children and
youth in their communities than the national advocacy organizations. Therefore, they
can propose and test policy solutions that will best meet the needs of their communities.

Why, then, don’t more OST nonprofits integrate policy/advocacy with direct service?
The answer, in part, lies in the challenges we have already laid out. Conducting
policy/advocacy work is not done in a vacuum. It requires engaging and mobilizing
networks of like-minded, mission-driven organizations such as one’s own. It requires
leadership with an appetite for “getting into the fray” for the greater good. It requires the
capacity to have credible data to use for policy arguments. It requires effective
workforce development that builds advocacy skills while also promoting the skills for
direct service provision. Finally, it requires internal structures that promote shared
dialogue about the role of advocacy as a shared responsibility. And, as we have laid out
here, many OST nonprofits are challenged in these capacities.

Sustainable Resources and Impact

Sustainability is a huge challenge for OST nonprofits. Not only are they challenged to
raise sufficient resources to maintain current direct service provision, they are being
pushed to expand and scale their efforts to ensure that more children and families have
more quality choices about how to best spend their out-of-school time. But what are
OST nonprofits trying to sustain? Previous work on the sustainability of community-
based initiatives points to four inter-related aspects of sustainability:'®

1. Sustaining the organizations themselves or the projects being funded, particularly
when the initiative has created new organizations or encouraged organizations to
move in new strategic directions.

2. Sustaining the ideas, beliefs, principles, or values that an initiative is based on or
promotes.

3. Sustaining the relationships between the organizations involved in the initiative,
particularly when a purpose of the initiative has been to foster collaboration.

" HFRP is evaluating a foundation’s efforts to promote integrated learning and this finding
emerged as part of our evaluation efforts.

'®Weiss,. H. Coffman, J. and Bohan-Baker, M. (2002). Evaluation's Role in Supporting Initiative
Sustainability. Cambridge, MA: Author.
http://www.gse.harvard.edu/hfrp/pubs/onlinepubs/sustainability/index.html
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4. Sustaining the outcomes of the initiative. Programs are not only interested in
seeing that the results they achieve under the initiative sustain over time, but also
are increasingly pressured to show that what resulted from their considerable
investment and effort has value beyond the term of the initiative.

Sustainability for an OST nonprofit, then, requires harnessing all the capacities
previously described to ensure that adequate financial resources are in place to
implement services with quality; core principles and beliefs of the organization are
embraced by members of the organization and those who provide the direct services;
networks are in place to support each other and the sector as a whole, including
networks to complement in- and out-of-school learning; and adequate benchmarking and
accountability systems are in place to demonstrate collective impact over time. Given
the challenges articulated above regarding each of these capacities, it is not surprising
that the bottom line of OST nonprofit sustainability is that it is fragile, at best, and needs
shoring up.

Section lll. Opportunities for Investment

Our recommendations for investment options are based on the three core principles
around which we have framed this paper:

1. OST nonprofits sit within a complex and dynamic ecological system which is
comprised of children and their families, direct service programs, city- and state-
level systems of accountability and supports, and a shifting national landscape
for the OST arena as a whole. All of these actors influence a nonprofit's capacity
to achieve impact, and thus influence strategic investment choices. Thus,
investments to shore up individual nonprofits may be necessary but not sufficient
to move OST nonprofits into the high-performing arena in which they need to
play in order to survive in the new context for learning. This principle is illustrated
by Figure 1.

2. There are seven key capacities that OST nonprofits need to have, and they are
inter-related and interdependent, so that efforts to improve one capacity can and
should have an effect on other capacities. This principle is illustrated by Figure
2.

3. OST nonprofits need to adapt to a new context for learning, one which requires
adroit networking and skilled advocacy, to create networks of learning and
developmental choices for children and families across the day, across the year,
and across their developmental trajectories.

Therefore, to guide our recommendations and the strategic choices that foundations
need to make regarding OST nonprofit capacity building, we have developed an
ecological framework for OST nonprofit capacity building which takes the framework for
high-impact OST nonprofits (Figure 2), and overlays it on our OST nonprofit ecological
model (Figure 1) to depict a dynamic, inter-dependant framework for the organizational
capacities of the OST nonprofit sector (Figure 4).

The investment options that follow are all based on the proposition that to make
informed choices about capacity building, foundations should use the ecological
framework as a diagnostic tool to identify the key challenges and opportunities for
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capacity building within and across each level, and as a road map for grantmaking in
support of OST nonprofit capacity-building.

Figure 4. An Ecological Framework for Building the Capacity of the OST
Nonprofit Sector

National landscape for
out-of-school time

State-level system of
accountability and supports

City-level system of
accountability and supports

OST nonprofits
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Children and
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Intdgration of Policy & Advucacy
with Direct Service

Specifically, our review points to seven options for investment to improve the
organizational capacities of OST nonprofits in order for them to be high-performing in
their efforts to achieve a shared vision for children and families to have choice in a
network of quality learning and developmental supports:

Cultivate Adaptive Leadership in OST Nonprofits

Build and Maintain Networks

Develop Effective Workforce Systems

Build Capacity to Benchmark for Learning and Adaptation

Fund a Study on the Costs of Developing Organizational Capacity
Establish a Capacity-Building Innovation Fund

Convene to Position OST Nonprofits in a New Context for Learning

No o~k wbd-~

Weiss and Little 18
Strengthening OST Nonprofits:
The Role of Foundations in Building Organizational Capacity

Back to
section resources



Before we describe these options in detail, it is important to articulate the implications of
applying this model to foundation capacity building efforts.

Making Strategic Investment Choices

Application of the ecological framework for OST nonprofit capacity building requires
foundation leadership to consider a set of strategic choices about investing in OST
nonprofit capacity building:

» Wil investing in the capacity at the nonprofit level be sufficient to effect lasting
impact? For example, will enabling OST nonprofits to use more resources for
advocacy work be enough to enable policy advocacy efforts, or do we also need to
couple that investment with supports to advocacy organizations that can work with

the OST nonprofits on a common advocacy agenda?

Where is the best “home” for the
capacity-building investment? There
are times when organizational
capacity building is best housed within
the OST nonprofit itself. For example,
improving a mission-driven/results-
oriented approach to service requires
working with the nonprofit to develop
an underlying theory of change to
guide programming and evaluation.
However, as proposed above, efforts
to improve the OST workforce may be
best situated at the community
systems level, where training and
professional development
opportunities can be centralized.

How do we need to change our
grantmaking to support organizational
capacity building? Nonprofits
constantly struggle with the fact that
most of their resources, both human
and financial, are earmarked for direct

Key Questions for Foundation Leaders "

Will the grants we make give nonprofits the
organizational supports necessary to achieve their
program goals? Are enough staff allocated to
delivering quality services? Are adequate
management and data systems in place to support
program development?

What internal capacity do we as a foundation need to
build organizational strength at the nonprofit level? Do
we have staff who understand organizational capacity
building? Do we have discretionary resources to
respond to specific capacity needs that arise during the
lifecycle of a grant?

Is our grant portfolio too heavy on program innovation
at the expense of organization building? What is the
portion of grant funds that can be used for organization
building? Is the portion sufficient? Should we build
incentives for organizational improvements?

Are we close enough to the nonprofits we fund to help
them build organizational strength? Program officers
tend to work with OST nonprofits on their program
delivery models, but could they not also help nonprofits
examine their organizational capacity issues?

service, leaving little time and scarce money to devote to building the organizational
capacities that this paper argues are necessary to achieve the impact that
stakeholders, including funders, expect. Foundations that are serious about
improving organizational capacities of nonprofits may need to change their current
approach to grantmaking. The box on this page poses four key questions for

foundation leadership to consider.'®

With these questions as a backdrop, the paper concludes with a set of investment
options for local, regional, and national funders that are concerned about building the
capacity of OST nonprofits to thrive in new era of education reform.

'9 Adapted from Letts et al p. 102.
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Option 1: Cultivate Adaptive Leadership in OST Nonprofits

The section on organizational challenges began with a discussion of effective leadership
for a reason: effective leaders are the drivers of effective organizations. While there are
some efforts underway to document, describe, and improve the leadership capacities of
OST nonprofits, there is a need for strategic investments in this area. For example, the
Center for Summer Learning has recently launched an on-line professional development
module for OST leaders. As an advisor to that effort, HFRP was engaged in early
conversations about what skills and capacities an effective OST leader needs, and from
those conversations a module was born. However, this is an isolated attempt that will
reach only a handful of aspiring leaders.

A strategic investment to improve the capacities of OST leaders is to develop an OST
leadership institute, particularly focused on “adaptive leadership” — defined here as being
able to manage “the conditions that enable people
involved in complicated social issues to figure out and
undertake solutions that ultimately require changes in

their own ways of working”.?°

What is Leadership Capacity?

To expand leadership capacity,
organizations must not only
develop individuals, but also

Adaptive leadership is a result-oriented process which develop the leadership capacity of

requires leaders to play a clear and forceful role in
keeping their staff and other stakeholders productively
focused on the problem at hand. Contextualized to the
leader of an OST nonprofit, then, adaptive leaders need
to help their OST nonprofit reposition itself as a “player”
in a new education era which requires collaboration and
a focus on shared results for the children and youth in a
community.

collectives. They must develop the
connections between individuals,
between collectives within the
organization, and between the
organization and key
constituencies and stakeholders in
its environment.

Building on the work that others in the field are doing to develop leadership training, a
component of the training, inspired by an effective organizational capacity building effort
conducted by three San Francisco Bay Area foundations, should be the establishment of
a “learning cohort” of the leaders undergoing the training. The purpose of the learning
cohort is to provide the leaders with ongoing peer support and “active reflection.” In
such a model, outside experts are brought in as speakers and all participants are
required to attend meetings, at which they share obstacles and successes from their

own organizations.

With this investment option, local, regional, or national funders should develop an
application process to solicit leaders of OST nonprofits committed to building
their capacity to adapt to the new education reform context, and bring them
together in a learning cohort to share and learn from each other about best
practices in working with schools, community-based organizations, and others who
share a holistic vision of learning across the day, across the year, and across

developmental contexts.

? Heifetz, R., Kania, J., and Kramer, M. (2004). Leading Boldly. Stanford Social Innovation

Review, Winter 2004.
Weiss and Little

20

Strengthening OST Nonprofits:
The Role of Foundations in Building Organizational Capacity

Back to
section resources



Option 2: Build and Maintain Networks

A clear message from the nonprofit literature is that networks are key to survival, yet as
discussed above, many OST nonprofits have a competitive rather than collaborative
mindset. Given the move toward a more blended, networked approach to the provision
of learning and developmental supports, it is critical that nonprofits get help in becoming
better at networking with each other and with others who are also providing services to
children and youth (such as schools, health agencies, etc.).

In their grantmaking, foundations can play a role in shifting this mindset in at least four

ways.

1.

First, they can encourage joint grant proposals that demonstrate strong
partnerships between at least two OST nonprofits, or an OST nonprofit and
another sector which supports children’s learning and development. They
can also create incentives for increasing partners and networks.

Second, they can convene grantees, in person and virtually, to share best
practices and knowledge development. Many foundations already do this
through annual grantee meetings, but it should be incorporated as business
as usual any time a foundation provides grants to a cohort of grantees.
Further, foundations could do a better job of supporting networking
throughout the life of the grant cycle, not just at yearly convenings.
Supporting grantee listservs, blogs, and other forms of virtual communication
helps grantees stay networked.

Third, as described above, networking takes leadership; thus, a requisite
component of any OST leadership training needs to be a focus on how to
develop networks and partnerships to support the provision of a range of
developmental supports and opportunities in a community.

Finally, foundations can play a more pro-active role in encouraging the
integration of direct service with advocacy so that coalitions of OST nonprofits
can be mobilized to have greater policy/advocacy impact. While many
foundations cannot directly fund lobbying, they can support the knowledge
creation, policy forums, and other activities that support advocacy efforts.

Investing in networking will help OST nonprofits in a number of ways as described
above, but investing in intentional networks of OST nonprofits is a strategy that could
enable them to achieve economies of scale on basic business functions like benefits, as
well as to learn and improve their direct services through shared data systems which can
“feed” the nonprofits information for staff and program improvements. The need for
networks of OST nonprofits is particularly critical in cities and communities which do not
have a systems-level organization, or that operate in cities so large that the system is
already strained to support the direct service component of the nonprofits. Considering
the ecological model, we suggest that foundations can invest in creating another
rim of the model — networks of OST nonprofits — which sit between the individual
OST nonprofits and the city-level systems.

A related investment centers on the direct service programs themselves. While most of
this paper describes efforts to build capacities from the nonprofits outward in their
ecology, at the center of the model are children and families participating in quality direct
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service programs. In communities which lack any OST nonprofits, there is an
opportunity for funders to create networks for direct service programs which
could essentially operate like an OST nonprofit, thus maximizing individual direct
service investments to support basic organizational capacities across the programs.
This form of direct service program network is probably best funded by local and
regional foundations who are most likely already funding cohorts of direct service
programs.

Option 3: Develop Effective Workforce Systems

Developing an effective workforce, as described above, requires more than the
development of competent staff. An effective workforce is one that is well-trained, has
good human resource supports, and is sustainable. While some OST nonprofits have
their own training departments, many do not. By resource necessity, these need an
external system of professional development supported by an OST intermediary like
Baltimore’s Safe and Sound Campaign. Relying on a city-level intermediary to develop
a system of professional development supports is cost effective and promotes a more
unified approach to training, thus ensuring some consistency in service delivery across
the sector.

Further, while investing in OST nonprofit leadership may yield an organization with a
“learning mindset” that enables professional development to stick (e.g., providing release
time to attend trainings, offering on-site coaching, dedicating staff meetings to reflect on
staff performance), no amount of training will offset the real need for a livable wage and
career advancement. The recruitment and retention issues that plague the OST sector
in general cannot be addressed through improving organizational capacity alone. They
require investments in state and national policy advocacy work to improve compensation
and develop career lattices that will enable OST leaders and providers alike to enter and
stay in the OST workforce.

Thus, an investment strategy for improving the capacity of OST nonprofits to
support an effective workforce should integrate investments across many sectors
within the OST arena, using the ecological model to diagnose and identify the key
entry points for workforce development across the OST nonprofit ecology.
Specifically, such a strategy would include investing in OST nonprofit leadership
capacity as described above, coupled with investments in a city or community level
intermediary who can support a system of professional development. It would also
include investments in groups such as CBASS, the Mott Statewide Afterschool
Networks, and the Afterschool Alliance, all working to improve local, state, and federal
policies for after school, including policies which affect wages and compensation.

To make investments in workforce capacity, foundations need to consider the questions
posed earlier about strategic investments choices. A local funder may decide to work
with a city-level system to develop and implement system-wide professional
development trainings and related supports. A regional funder may decide to target
investments toward improving the capacity of a set of OST nonprofit network leaders to
use evaluation information to improve professional development efforts. A national
funder may opt to target resources toward groups working on macro-issues of
compensation and accreditation.
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Option 4: Build Capacity to Benchmark for Learning and Adaptation

One of the challenges of the OST nonprofits is the capacity to benchmark and use
information for learning and adaptation. The learning cycle (Figure 3 above) proposes a
process for OST nonprofits to use to conduct the benchmarking that we and others
argue is critical to a nonprofit’s ability to have impact. Like the capacity to deliver
effective professional development, some OST nonprofits (like Citizen Schools and Boys
and Girls Clubs of America) have well-funded evaluation units which can perform a
benchmarking function using balanced score cards and other well-established means to
track and compare performance.

However, in Shaping the Future of After-School it is noted that “gathering, analyzing, and
comparing performance and outcome data can be costly and technically demanding
responsibilities that are often beyond the fiscal and technical ability of individual
providers.”" Thus, funders are left with the option of attempting to shore up
benchmarking capacity one nonprofit at a time, or investing in more systemic efforts to
track performance of sets of nonprofits within a system.

The advantages of thinking more systemically about benchmarking are threefold:

1. Benchmarking sets of programs enables greater diversity of the sample for
comparative purposes.

2. As Shaping the Future points out “intermediaries can perform [benchmarking]
tasks efficiently, and with a degree of independence that is valuable to
providers, funders, policymakers, schools, and parents.”

3. Thinking systemically about benchmarking and accountability helps address
the need to think about levels of accountability and who is responsible for
which level. In a previous section of the paper we argue that nonprofits
should be accountable for what they are doing directly and that they should
use the cycle of learning and adaptation (Figure 3) to inform and improve
programs and services. Considering benchmarking from a systems
perspective moves accountability to a community-wide level, where setting
and monitoring the overall indicators of how children and youth in the
community are faring on community-wide indicators is the responsibility of an
entire system of learning supports, not any individual OST nonprofit.

A recommendation of this paper, then, is to invest at the city/community level in
developing a system for benchmarking both within the OST nonprofit sector and
across the other sectors which support learning and development (schools, parks
and recreation departments, health agencies, etc.). This investment option requires
funding a collaborative at the city level to convene OST stakeholders (direct service
programs, OST nonprofits, schools, city agencies, other local funders, etc.) to develop a
set of benchmarks for which all parties responsible for the well-being of the children and
youth in the community could agree. It also requires providing support to create a
data collection system to track the benchmarks over time, analyze the results, and use
the information to make improvements across the various sectors.

! Collaborative for Building After-School Systems, p. 3.
22 |
Ibid, p. 3
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Option 5: Fund a Study on the Costs of Developing Organizational Capacity

Some progress is being made on understanding the cost of delivering quality direct
service, but what does it take to provide the organizational capacities necessary to
support direct service? No one really knows. Thus, a promising investment strategy
is one that includes a well-funded study of the costs of organizational capacities.
Are certain capacities less costly than others? Are there sets of capacities that can be
developed simultaneously to reduce costs? Considering the ecological framework,
where is the best strategic “home” for organizational capacity building investments? — At
the nonprofit level? The city or state systems level? And does the answer differ
according to which capacity one is trying to impact?

In addition to conducting new studies, much can be learned from current efforts to invest
in large-scale organizations. Several foundations have invested in building capacities of
OST nonprofits (like Edna McConnell Clark and The Atlantic Philanthropies), but these
investments have not been tied to understanding the true costs of capacity building.
Harvesting knowledge from these investments could provide valuable information to help
understand the real costs of supporting organizational development.

Option 6: Establish a Capacity-Building Innovation Fund

The previous five options take a “top down” approach to organizational capacity building.
They all suggest that a foundation knows what the ecology of the OST nonprofit sector
needs. However, our sixth option is more “grassroots.” We propose that, rather than
invest in a specific organizational capacity building area such as leadership or
networking, foundations establish a capacity building innovation fund to help
nonprofits build capacities in the areas of their own choosing. We propose that
criteria for receipt of funding include the application of some of the basic principles laid
out in this paper:

» That organizations are interested in improving an inter-related set of capacities;
for example, using data from benchmarking to improve the workforce, or building
the capacity of leaders to do more policy/advocacy work.

» That organizations must partner with other nonprofits to receive the funding, thus
promoting networking.

» That organizations must reach across levels, to consider how the capacity-
building effort connects with and impacts at least one other level of the ecology;
for example, investing in adaptive leadership capacity in order to improve a
nonprofit's capacity to conduct policy advocacy activities, which would focus on
ensuring more funding for the direct service programs.

» That the capacity building effort be tailored to how it positions the OST nonprofit
to be effective in a new learning context; for example, investing in improving
networking across OST nonprofits and city-level systems to ensure that children
and families have choices among a network of quality learning and
developmental supports.

Recipients of the innovation grants awards will receive technical assistance from
the foundation, and consultants as necessary, to implement their capacity
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building proposals. They will also convene periodically as a learning cohort to
share ideas and challenges and learn from each other.

This nonprofit-led approach to capacity building could be supported by local, regional, or
national funders, and should include a commitment on the part of the foundation to
document and track the effort so that others may learn from it.

Option 7: Convene to Position OST Nonprofits to be “Forces for Good” in the New
Learning Context

This paper has laid out a set of challenges facing individual OST nonprofits as well as
the ecology in which they operate, and has developed a dynamic model to use as a
framework for strategic investments to build their capacity. If the vision laid out in the
opening quotation of this paper becomes reality, the OST nonprofit of tomorrow will look
very different from the one of today. It will be operating in a new learning context, with
blurry borders between all the places where young people learn and develop — after
school programs, summer programs, schools, health organizations, etc. Further, if the
vision of a network of quality learning and developmental supports becomes a reality — if
OST nonprofits work with each other and with schools, families, and health organizations
to create an array of accessible, developmentally appropriate, and effective after school
and summer learning choices for all children across the day and year, particularly those
who are economically or otherwise disadvantaged — then the notion of a specific OST
nonprofit sector may become obsolete.

Therefore, foundations must show leadership in helping OST nonprofits develop
and adapt their capacities to ensure their necessary and critical presence across their
ecology, outward toward the national landscape, and inward toward providing quality
direct services. This paper has laid out a set of investment options for such leadership.
But foundation leadership and investment alone will not be sufficient to position the OST
nonprofits in the new learning context. As the ecological model underscores, the
survival of OST nonprofits does not rest solely within their own sector; it depends upon
interactions between the multitudinous direct service programs, city and state-level
systems, and national organizations that support them.

Thus, our final recommendation is that funders of OST, education, child health, and
family convene a working group of national, state, and local experts on youth
development and education, including representatives from the OST nonprofit
sector. The working group’s charge is to help to reframe the role of nonprofits to
ensure that in every community, children, youth, and their families have a network
of good developmental choices to support learning across the day, across the
year, and from birth through adolescence, and that the nonprofits that emerge
from this effort truly are “forces for good.”
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