























@ Share Program Impacts with Government Offices and
\D Funders

Seek out champions for your program. Let other organizations know about
your program’s accomplishments. Target organizations that benefit directly
and indirectly from your program’s activities. Show them how your program’s
mission is assisting their organization with its mission. Seek to build a rela-
tionship with these organizations to gain supporters and advocates.

@ Increase Awareness of the Program in the Community

Continually work at building awareness of the program in the community.
Seek opportunities to inform the public about your program. Write articles
for the newsletters of organizations whose missions complement your
program’s mission. Speak at meetings when you can. Recruit members of
other organizations to serve on your program’s board or on an advisory board.
Be as creative as possible to find opportunities to educate the public about
your program, its mission, and its accomplishments.

In essence, the key findings were not new con- partnerships, and becoming integral parts of the
cepts for many program directors. However, many  fabric of their communities.

of the participants used the findings as an oppor-
tunity to revisit some of the fundamentals of op-
erating acommunity-based service program. Also,
as fundamental as these key strategies may seem,
many program directors discussed how difficult it
is to execute the fundamentals well. Monetary re-
sources help with short-term sustainability, but
programs must ensure long-term sustainability by
running strong programs, developing committed

NASCC is available for training and technical as-
sistance in program sustainability as well as other
program needs. Contact Michael Duplechain,
email: mduplechain@nascc.org, or Harry Bruell,
email: hbruell@nascc.org, phone: 800-666-2722,
or visit their website at www.nascc.org =

Take Along Your Camera!

When your program is out getting things done, snap some photos of the
members, especially wearing their service shirts, in action. Pictures are al-
ways good to have on hand: for newspaper articles, newsletters, and for showing
the community and potential partners the work you're doing.

Santa Cruz Service Corps

Working on a river cleanup project within the
community . The corps also teaches sustainable
agriculture to students in school, and builds
community by staging events and helping partner
organizations.




Public/Private Partnerships

By Melinda Hudson, Director of Public Liaison, Corporation for National Service

t’s spring, you're looking toward next year's pro-

gramming, and it's clear you need additional
resources. A nice juicy grant from a foundation or
product donation from a company or some adver-
tising that would build name recognition—all of
these can help extend your reach and effective-
ness. But you are no fundraiser. You don't know
the bank president. And you've got your hands full
running that program.

It all begins with a shift in perspective. You may
be traumatized by the idea of going out and rais-
ing money, and that’s not surprising. Fundraising
is a specialty with a whole industry devoted to it.
Why should you be expected to be great at run-
ning a national service program, and also have the
same skills as someone who is terrific at shaking
down donors?

The good news is that you have the skills to do
something even better than fundraising, and that
is building resource-rich partnerships. Rather than
a one-shot deal for which you raise funds, this ap-
proach seeks to develop a partnership that extends
into areas in which you might not have originally
envisioned. Real hard cash is certainly attractive,
but in addition to being the most difficult resource
to procure, it is not always the most valuable to
your program’s long-term sustainability. Wouldn't
it be wonderful to have advocates for your pro-
gram all over town rather than a one-time donor
to list in your annual report? Isn't it helpful to have
others tell your story or seek assistance for you than
just you yourself?

Start by thinking of your bottom line in a new
way. There are many expenses you can defray by
in-kind product donations—everything from of-
fice equipment to advertising to training and tech-
nical assistance. Each one of these is an introduc-
tion to a partnership. What may start as a simple
invitation to join you in a day of service, with time
and attention can develop into a relationship that
brings you allies, resources, collaborators, fans, re-
cruits, and maybe even cash.

This is happening all over the national service
landscape and is creeping into the nonprofit world
as a whole. The following is some collected wis-
dom about forming successful partnerships.

W Shift from a Sales to a
Marketing Perspective

Sales is a one-way transaction: “I have the prod-
uct and I'm going to do all in my power to get you
to buy it.” Marketing is a two-way transaction:
“I have something that you will find valuable and
you have something that can make our work bet-
ter.” See the difference? Marketing assumes that
everybody wins. And that makes a relationship
possible. Start with the attitude that you are go-
ing to create a win-win partnership in which
both parties have something to give and some-
thing to gain.

A + Know Your Product

National service has some of the best assets any
marketer could imagine:

e We address real needs. What we do matters.

* \We get things done. For instance, national tests
tell us that 40 percent of third-graders are not
proficient readers. Our tutoring programs de-
liver measurable results such as improving read-
ing scores by two grade levels.

* It is low risk. National service programs are
rigorously reviewed to ensure quality. And their
investment is matched by a secure stream of
funds from the federal government.

* National service is inclusive. It is built on part-
nerships, so that your program and funders with
ongoing relationships can work together on a
common goal. Join resources with theirs—
AmeriCorps members serving through Boys
and Girls Clubs, Foster Grandparents joining
literacy programs or offering coordinate ser-
vice-learning projects after school.

* National service in your community is a part
of something bigger. It's big, it’s strengthening
communities, developing participants, and get-
ting things done, and it's happening right there
in your home town!

A + o Know Your Targets

If you've identified the largest employer in town
as your target for building a strategic alliance,
you've got to know what matters to this enterprise.
How do they make their money? Who are their
customers? Where do they invest if they have a
philanthropic arm? What are their strengths and
weaknesses? Who are their top executives and what
are their issues? It's a simple research project, but



one that needs to be done well. First, get their
annual report and read it from cover to cover for
themes, growth areas, points of pride. Check their
website. If you are interested in a marketing rela-
tionship, who are their customers? They'll want
to see if affiliating with you will be attractive to
their target market. Pick up some of their lingo so
you can speak the same language.

A + A Make It a Team Effort
>
Your best weapon is a strong community advisory

board that can help you make the contacts you
need to develop these partnerships. There is an
old maxim about the three G's in community or-
ganizations about their boards: members have to
Give, Get, or Get off! Build that board, starting at
whatever level you've got. In other words, if you
don’'t know the bank president, do you know the
vice president? Or the community relations officer?
Or the teller? You'll eventually build up to more
senior folks if you start with folks who are pas-
sionate about your mission. Think also about the
kinds of professionals you need. Always have a
lawyer, a media, public relations, or marketing
person, a numbers guru from a local accounting
firm or bank, and a fundraiser. The National So-
ciety of Fund Raising Executives can introduce
you to fundraising, and perhaps point out local
go-getters.

A A
>

A

Determine what do you have in common with your
partner—why they would find value in a relation-
ship with you. There are a lot of angles. In a tight
labor market, companies need to hold on to their
employees and to incubate employees of the fu-
ture. Programs that address concerns of current
employees—environmental projects, literacy pro-
grams for Kids, public safety initiatives around
schools, eldercare, decent housing—are impor-
tant human resource tools for a company as well
as present a good corporation image. Affiliation
with good causes increases sales—78 percent of
consumers will switch brands for a cause or orga-
nization they admire. Companies are increasingly
aligning their community investments with their
business objectives. Why not do that by support-
ing something that helps meet a real need in that
particular community?

* A A
—>» Leave the Paper
* ¥ Behind and Listen

Align Your Missions

Ask to meet with a potential partner because you've
seen what they've been doing or have heard that
they care about certain issues. You're not selling,
you're meeting another fellow traveler in this cam-
paign to get things done. Leave the paper behind—

you're not making a proposal, you're finding com-
mon ground, aligning your missions, seeking mu-
tually beneficial activities, and building strategic
alliances. Listen. Don't talk. The potential part-
ner will tell you precisely what they value, what
they need, and what concerns they might have
about you. Resist the temptation to explain or
“power point” at your first meeting. You have just
a few basic points: there is a serious problem, both
groups care about it, explore how to help solve it
together. If at all possible, offer them the oppor-
tunity to see your team at work. That is how they
begin to be reassured that you are a good invest-
ment of energy, time, and money. Follow up with
paper outlining some of the approaches you've
identified together.

%A A
*i: Take Your Time
¥

These things take time. Even if lightning strikes
at the first meeting, it is a long road from seeing
common ground to rolling out the partnership.
One savvy director said that he can consider only
one partnership a year. After it’s launched and
before he goes after another one, he makes sure
that someone considers that partnership their re-
sponsibility on an ongoing basis. Think about
starting small, allowing it to take time, and grow-
ing in ways you don't expect.

YA ¥
< > Thank You, Thank
¥4 Y X You, Thank You

Never stop thanking your partners. They may have
taken risks to support you either inside their own
organizations or in the community. Write a note,
include them in your newsletter, keep them up-
dated regularly, give them an award, keep offering
more opportunities to work together, invite them
to join your board, send your volunteers by their
office with a token of appreciation on National
Youth Service Day or National Volunteer Week,
and share their support with the media. Thank
them any way you can, and ask your board mem-
bers, volunteers, other partners to do the same.
Build that web of gratitude and it will, in turn,
build a web of support. m




Where to Look for Partners

By Melinda Hudson, Director of Public Liaison, Corporation for National Service

:Q’/" Banks

hrough the Community Reinvestment Act

(CRA), banks are encouraged to invest re-
sources in local communities in which they con-
duct business to address local needs. Banks must
demonstrate their commitment before they are
allowed to expand, merge, open new AT Ms, etc.
Bank support for AmeriCorps programs is an
approved community investment under CRA.
While itis not guaranteed that a bank will choose
you for their CRA investment, it is a great
opportunity.

x 3 N
+  Commitment Makers to the

Presidents’ Summit

Many are natural collaborators with your projects
and may also need help in implementing their
commitments. There are over a dozen commit-
ments for America Reads specifically and many,
many more that address literacy. Visit
www.americaspromise.org for a list of commit-
ment makers. Later this spring, the second an-
nual report from America’s Promise will be pub-
lished and available on their website, which will
have an update on commitments and contacts.
Offer your help because your missions may already

Words of Caution

be aligned.
Pick Your Partners Carefully @

The Corporation for National Service has made a conscious decision to not seek relationships
with the manufacturers of alcohol, tobacco, or firearms. However, it is recognized that many of
these companies do support fine programming, such as the anti-teenage drinking campaigns of
the beer industry, and many are strong local partners. Many others are conglomerates, and while
you might not want to do business with one company, there may be another under their umbrella
which you find appropriate. Use your own best judgment, but do consider the impact of a part-
nership that may be controversial.

Do Not Enter into Exclusive Relationships or Endorsements

When you seek a corporate partner that is, in turn, seeking market share by affiliating with your
“product,” take care to avoid the implication that you are endorsing their product. Let them
endorse you—they get a business benefit by being associated with you. And, in turn, thank them.
Acknowledge what they have done for you and your community. Highlight them in your publi-
cations, on your materials, on your T-shirts if they are team sponsors, but maintain your indepen-
dence and flexibility. You'll be respected for it and it won't cost you a single partnership.

Don’t Undervalue your Worth

There are few programs or “products” that do so much for so many people. Think of your pro-
gram, volunteers, or members as your “brand,” and manage it accordingly. Don't let it be used for
purposes that undermine your mission or your reputation. Do insist that it be acknowledged and
given its due.

If you have any questions or concerns, contact the Corporation. We can put you in touch with
those who have successfully negotiated these waters.

< 3 N
”g” Foundations

There are all kinds of foundations and each be-
haves a little differently. Increasingly, foundations
want to be more than funders—they want to be
partners, helping to design or strengthen programs
that get things done. Corporate foundations may
work closely with the company’s marketing folks,
so pay close attention to what is called “strategic
philanthropy.” Community foundations are boom-
ing and have a real dedicated interest in issues at
the local level. Foundations also meet regularly at

Regional Associations of Grantmakers (RAGS).
They often pool resources to address common re-
gional needs. There are also very strong family
foundations all across the country. Your local li-
brary has guides to foundations by issue and geo-
graphic areas. Pay close attention to their grant
guidelines and highlight for them how your mis-
sions are aligned. One of the most common rea-
sons folks don't get funded is that they ignore some
key part of those guidelines.




< v
"g" Colleges and Universities

Think people power, not money. First, consider
tapping into that rich vein of talent on campus
through the work-study program. Through
America Reads, students may serve in their com-
munities as well as on campus. Offer to help the
college or university by serving as a community-
service site, guaranteeing a quality experience and
reducing their administrative hassles around send-
ing people off campus. Second, get some free
thinking by offering your program as a project for
the marketing or business department. Remem-
ber that Federal Express was conceived by then
MBA student Frederick Smith as his senior the-
sis. You'll get some terrific ideas, fresh perspec-
tive, and some advocates outside your normal reach.

~ ¥ )

*g" Media

Media professionals need you almost as much as
you need them. Their business is to get the word

out and they, like banks, have a requirement to pub-
licize community activities through public service
announcements (PSAs). But rather than just send
them the latest PSA, go seek their partnership.
Increasingly, television stations want a year-round
campaign through which they can promote their
good corporate citizenship, highlight their on-air
talent, and, of course, attract viewers. You can help
them develop that campaign. Anytime they need
a story of seniors, on young people, or on, say, the
environment, they should know that you are a key
resource for good stories and salient facts.

x 3 N
"!" State and Local Governments

State commissions and state offices offer dozens
of examples of how they've invested through part-
nerships at the local level from matches for the
President’s Student Service Scholarships, to ad-
ministrative funds, to matching the AmeriCorps
education award for use in state colleges. m

Building Sustainable Partnerships to
Promote Disability Inclusion

By Kevin Elliott, Senior Staff Trainer, Access AmeriCorps

I nclusion of persons with disabilities is a vital
component to building a sustainable program
that is diverse and well represented. We are all
committed to building diversity and complying
with the ADA, but may need some support in
doing so. Below are some key areas to address while
building equal opportunities for people with dis-
abilities in national service, and some organiza-

tions your agency can partner with to support these
activities. To further support collaboration, and
therefore strengthen and sustain your program,
offer to work with these agencies when perform-
ing service projects. You may find a new commu-
nity-based agency that can become a partner in
many endeavors. Remember, collaboration is a
two-way street.

Recruitment:

e Access AmeriCorps

» Centers for Independent Living

» United Cerebral Palsy affiliates

» Disability service providers

» Vocational rehabilitation offices

» University offices for students with disabilities

» Special Education and vocational counselors
in high schools

ADA Compliance:

e Access AmeriCorps

e Centers for Independent Living

» Disability and Business Technical Assistance
Centers (DBTAC)

Benefits (entitlements) Counseling:

e Access AmeriCorps

e Centers for Independent Living

» United Cerebral Palsy affiliates (most, not all)
» Other disability service providers

Accommodations:

e Access AmeriCorps

» Centers for Independent Living

» United Cerebral Palsy Affiliates (most, not all)

» State Vocational Rehabilitation offices

» Adaptive Technology labs

» Disability service organizations

» High School Special Education departments

» State Commissions on Volunteerism (for quali-
fied AmeriCorps programs)

» Disability and Business Technical Assistance
Centers (DBTAC)

» State Assistance Technology programs

For information and referral for these and other
related topics, contact Access AmeriCorps at
202-776-0406, or e-mail:
accessamericorps@ucpa.org m




Building Sustainability

(continued from page 1)

your program’s success. The following examples are given to start your creative juices flowing. As you
consider who might be added to your list of potential supporters or partners, also use your group to
identify your strongest argument for their involvement. Identify who might be in the best position to
approach each person—it shouldn't always be the executive director. Remember, the objective is to build
a web of local and regional support rather than looking to large national corporations and foundations.

Who Should
Approach
Stakeholder

Involve-
ment

Common
Interest

Potential
Stakeholder

Program/ Best Argument for

Involvement

Project

Middle John Smith, Son benefited Young people who Invite to goal- Tutor who
School Store Manager from this program can read are setting session worked with
Literacy future customers next month son last semester
RSVP June Simms, Pres.  Continued vitality Program has access Participate RSVP member
Program U-Trust Bank and contribution  to 200 seniors in strategic who is a

of seniors to who would frequent planning for retired banker

community businesses partnered next quarter
in planning for future
senior programs
Learn & Serve Jack Finch, Residents Program teaches Review plan for A student’s
Environmental local nursery develop appre- youngsters & the semester &  mom, owner of
Program for owner ciation for their families suggest ways to 3 rental prop-
10th Graders beautifying yards  about plants, improve it erties that were
& public land creates an interest landscaped
in gardening using Jack’s
& will frequent nursery nursery
VISTA Child  Jackie Woo, Health of Assistance could Help with Retired doctor
Immunization  Regional Dir. children attract more marketing who volunteers
Project Squibb patients & create campaign part time for

Pharmaceuticals

Cultivating Champions for
Your Cause

The process of moving a potential stakeholder to
an involved one who is a champion for your project
or program is a process of cultivation. It involves
convincing the individual of the benefit they will
derive, personally or organizationally, from becom-
ing involved in your initiative, and then giving
them a meaningful way to contribute. Champi-
ons must actually add their stamp to the project;
through their participation, they “buy in.” Each
time they contribute, they should be recognized
for their contribution and any results that come
from that contribution should be shared with them
enthusiastically.

What are the characteristics of champions? They:

* Look for opportunities to talk about or dem-
onstrate the effectiveness of your program to
others.

» Tell you about opportunities to collaborate with
other groups.

 ldentify funding opportunities.
» See opportunities to publicize what you do.

Through your careful cultivation, you can develop
a team concerned about the project’s longevity and

publicity for firm

the program

growth, who can tackle diversifying the funding
base, marketing the program, developing volun-
teer leadership, and collaborating.

Contributions to SustainAbility

Marketing and Media Relations

If no one knows about the good work you do, you
won't have “customers” or supporters, volunteers
or partners who want to join you. People want to
join successful initiatives. They want to be part of
something they've heard of before. Generate op-
portunities for the print or electronic media to
spread the word about you, focusing the market-
ing pieces you create about your project. ldentify
public forums that allow your project to tell its
story well. Create a public image and reputation
that attracts supporters, customers, and partners
who feel like old friends because they know
about you.

Collaboration

In order to create effective multidisciplinary solu-
tions to community problems, it is often neces-
sary to work across organizational boundaries.
Attracting and keeping the partners you need to
solve problems requires attention to group pro-
cess, clear agreements, and mutual benefits to each



collaborating organization. Groups that excel in
building collaborative relationships frequently
comment that mastering collaboration has opened
doors to new projects, new funding, new clients,

kind resources donated by a local partner may be
the beginning of a relationship that can have many
different benefits to both partners over time. These
donations can take many forms: free marketing

and volunteers. assistance from a local business, donation of space
for a meeting, or food for a special event, will not
only defray line items in your budget, but also
could be the beginning of “buy-in” by your busi-

ness partner.

Volunteer Development

Your volunteers play one role in your project to-
day, but seeing the roles they could play tomorrow
is key to sustaining your project. Identifying vol-
unteers’ skills and aspirations as well as making
their vision part of the project’s vision can create
opportunities for your program to remain in the
community for many years to come. The commu-
nity development adage, “people support what they
help to create,” can be the foundation of a sus-
tainable project. Giving volunteers opportunities
to learn new skills and test them out in new situ-
ations while you can support and coach them, can
encourage their leadership to grow.

Have a realistic plan to solicit contributions of cash
or in-kind donations from local organizations, and
develop a long-term plan for soliciting select in-
dividuals in your region. This strategy can provide
the freedom to grow, and also to deal with unex-
pected short-falls without terror. Keep in mind that
“diversity” applies not only to the sources them-
selves, but also to the formality and rigorousness
of the process of applying for the resources. And
in all cases, the success of your “ask” will be deter-
mined by the relationship you have with your

Diversified Funding stakeholders, prospects, and champions.

Your involvement with local stakeholders can of-
ten lead to the discovery of local funding oppor-
tunities. While you may not have the Ford Foun-
dation in your backyard, the development of in-

For training and technical assistance on program
sustainability, contact Susan Hailman at Campaign
Consultation, 410-243-7979, e-mail:
sustainability@campaignconsulation.com m

A Case Study on Sustainability

D oreen was assigned to a community service
organization that helped political refugees from
Vietnam with job placement. The biggest challenge for the
refugees wasn't securing jobs, but finding transportation to
and from work. The local bus system barely covered half of
the valley and was poorly interconnected with other routes,
increasing the waiting period at bus stops for up to two hours
each way. Doreen was given a caseload of refugees and
charged with creating and sustaining transportation options
for 30 of her clients. Her first strategy was to meet with
elders from various political factions of the local Viethamese
community to determine how the problem could best be
solved. These volunteers, many of whom were former high-
ranking military officials and professionals, suggested that
funding be secured for drivers’ training classes, so that
workers could car-pool or buy low-cost vehicles. She secured
an agreement from the elders to speak on behalf of the
refugees if help was going to be needed to secure resources.

Doreen’s second strategy was to identify and secure funds
to underwrite drivers’ training costs for one year. The United
Way in her area referred her to the community services
department of the county. Doreen was told to submit a
Community Development Block Grant (CDBG) proposal
on behalf of the Vietnamese community during the next
funding cycle, which was two months away.

Her third strategy was to get her boss to agree that their
agency would serve as the applicant for the project funds.
This prompted her boss to designate the agency’s grant writer

to draft the proposal for the project. Doreen convened the
elders group one more time to pinpoint specific individuals
eligible for the training, and to have them draft support
letters for the grant. In addition, she found a company willing
to discount the training by 40 percent.

Two months after submitting the proposal, Doreen was
asked to appear with representatives from the Vietnamese
community to “pitch” the program in front of a review group.
She prepared the elders by setting up role-plays to increase
their confidence during the review. The subsequent review
session went well. The reviewers suggested that all trainees
pay a portion of the cost so that more individuals would be
trained. This doubled the anticipated number of people
trained to 60.

One month after the review, the project was funded for
$6,000. After project start-up, the first set of five gradu-
ates was featured in the local paper and on the news. Each
graduate had paid 50 percent of the training cost, and news
was spreading among community members that the driver’s
education teacher was patient and easy to learn from. This
prompted more community members to apply for the train-
ing, some being willing to pay up to 75 percent of the fee.
Since the program was such a success because it met a com-
munity need, Doreen’s agency not only earmarked funds
from the general agency budget to continue the project the
following year, but also committed to reapply for further
CDBG funding for future years.

See Sustainability Principles, page 16
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University-Assisted Community Schools:
Integrating K-H Service-Learning for

the Long Term

By Joann Weeks, Director, WEPIC Replication Project, University of Pennsylvania

he University of Pennsylvania’s Center for

Community Partnerships has been reaching
out to its community of West Philadelphia for over
a decade, exploring how it can bring the resources
of faculty and students to bear in mutually benefi-
cial partnerships with local public schools and
community members.

The Center has helped to create university-assisted
community schools that function as centers of edu-
cation, services, engagement, and activity for the
public school students, their families, and com-
munity members. The mediating structure for on-
site delivery of academic resources is the West
Philadelphia Improvement Corps (WEPIC),
which was founded in 1985. WEPIC is coordi-
nated by a nonprofit, community-based organi-
zation, the West Philadelphia Parnership, in con-
junction with the School District of Philadelphia.
With all of these partnerships vital to the survival
of the program, the following are a few key points
that have helped us with sustainability:

* Build sustainability into the routine work of
each partner.
For Penn and the public schools, it is linked to
the curriculum. Academic courses bring
faculty and students to work in WEPIC’s
school-day and after-school programs. The

public schools incorporate a community-
focused, project-based approach to learning
that the Penn students have developed and
implemented.

» Coordinate closely between partners.

For our program to support the number of vol-
unteers coming into the schools, graduate and
undergraduate students often serve as coordi-
nators.

» Fundraise jointly with partners.

* Reach agreement with all partners that a long-
term commitment can bring about measurable
positive change over time.

The university-assisted community school model
is being replicated nationally at nine universities
and colleges through support from the Corpora-
tion for National Service and the DeWitt Wallace-
Reader’s Digest Fund. Their work, as that of the
ever-increasing number of university-school part-
nerships, is showing the way toward effective K-
H collaboration.

For more information concerning the university-
assisted community school model, contact Joann
Weeks at 215-898-0240, or

email: weeks@pobox.upenn.edu m

Sustainability Principles Based

on the Case Study

. Resource development: Doreen enlisted her agency, Vietnamese elders, and a

driver’s training company to initiate the project. She contacted the United Way
for funds and was referred to the county community services department.

. Marketing and promotion: The project was featured in the media after it gen-

erated its first result. Word-of-mouth generated a lot of enthusiasm in the
Vietnamese community. The participants were sharing in the costs, and Doreen’s
agency was able to take credit for a worthwhile community project.

. Collaboration: The elders were vital in this collaboration, since they served as

gate-keepers of a factionalized community. Doreen’s agency was also impor-
tant for lending its name to a grant application and preparing the document.
The driver’s school owner volunteered to discount his fee as his contribution to
the community.

. Volunteers: Doreen first enlisted the elders, and secured their agreement to

help with funding attempts and recruitment of participants. The most criti-
cal activity of the elders was presenting the need to the grant review group.
Their willingness as representatives of the community lent credibility to their
request. m




