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FROM’s Welcome Letter
The Family Café and the Family Run Organization Movement (an initiative within The Family
Café) are pleased to share this Guidebook with you!
Over the past several years The Family Café has supported many family members along their
journey to build capacity for their Family Run Organizations. This Guidebook takes that support
to a whole new level.
As you know, FROM’s Mission is to engage, support, empower and advocate for family, youth
and peer-run organizations. FROM’s broader purpose, then, is to assist family, youth and
peer-run organizations to fulfill their missions, achieve sustainability, and contribute to the
solidarity of our statewide Family-Run Voice. To that end, this Guidebook focuses on Family
Run Organization development and sustainability. The Guidebook is intended to be used in the
following ways:
• As an individual work book that family members can use to guide their efforts
• As a source of training for future seminars
• As an expandable resource document that will grow over time as new expertise is
developed or gathered and shared
Thank you for being part of FROM and for contributing to your time, talent, and passion to the
Voice of Family Members across Florida.
We look forward to engaging with you as you lead your Family Run Organization forward.
Sincerely,
Lori Fahey, The Family Café, President and CEO
Joe McCann, The Family Café, Policy Manager, and FROM Project Leader
Yolanda Herrera, FROM Committee Chair
FROM Committee Members:
Doris Tellado
Diane Ciccarelli
Staar Fields
Lou Ann Long
Sharon Rousey
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Purpose of this Guidebook
There are thousands of resources on the Internet that are available to assist you with your
Family Run Organization (FRO) endeavor. What is special about this resource? First, it is for
family members. Second, it was written by a family member. And third, it was written for us by
someone very familiar with our priorities, energy and passion, and needs, and it was written in a
way such that it will grow with us.
The Guidebook helps you first determine if starting a FRO is the right step for you. Maybe it is,
and maybe it isn’t—either way, it’s a big decision, and the last thing we want to do is lead you
down a path that may not be the right path for you. So, yes, there are some tough questions
in here. To be honest, not everyone should start a FRO. This Guidebook can help you discern if
starting a FRO is the right thing for you to do. There may be other options for your passion and
commitment.
Our goal is to help you start a non-profit and start it well, not to mention assist you to address
common issues, pursue sustainability, etc.
Finally, this Guidebook is a multi-faceted resource that you can slice and dice and pick and
choose what is helpful to you. It is not prescriptive. No one is going to judge how well you stuck
to the Guidebook! But this Guidebook will be a source for good questions and discussion you
ask FROM for assistance.
Good luck in your endeavor, and be sure to keep FROM in the loop! Attend the seminars that
are offered so you can add more tools and insights to your Guidebook, and as you come across
new tools don’t hesitate to send them to our attention so we can add them to the Appendix.

Our goal is to help
you start a non-profit
and start it well, not to
mention assist you to
address common issues,
pursue sustainability, etc.
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PART 1: ABOUT FROM
The Family Run Organization Movement (FROM) began in late 2015 with a discussion among leaders
within The Family Café, and the topic was the need to foster more collaboration among Family Run
Organizations (FRO) so that they could be stronger together.
For many years prior to this conversation this topic had percolated among key leaders among the FRO’s, but
the tip of the spear had not yet been formed. In 2016, however, these leaders came together to discuss the
need and to brainstorm solutions. The key missing ingredient was leadership and sponsorship—who, or what,
had enough credibility and sustainability to provide a home for the energy that was beginning to gather?
The answer that the group of 20+ stakeholders arrived at with unanimous consensus was The Family Café.
The early phases of FROM focused on consensus-building, and The Family Café used its Annual Family
Café Pre-Conference as a venue to engage FRO leaders to discuss challenges and opportunities, and
to provide training to build FRO capacity. Relationships strengthened among FRO leaders, and the
movement began to gather momentum. At that time, a core group of leaders agreed to serve as a
planning group to form what is now FROM, with a Mission is to engage, support, empower and advocate
for family, youth and peer-run organizations..
To that end, FROM has created a Vision that targets 4 areas of impact for Family and Peer Run Organizations:
I Advocacy
1. Prioritize advocacy issues for social action
2. Publicly support, and develop collaborative relationships with community partners
3. Work collaboratively, and collectively to develop strategic plans to address community wide
issues that impact our target population
II Leadership and Administration of the Family-Run Organization Movement
1. Orchestrate an overall strategic approach to strengthen the voices of families
2. Provide effective governance and leadership to ensure the success of FROM
III Organizational Development, Services and Training for Members
1. Facilitate strong Boards among member organizations
2. Develop and deliver training to member organizations, and follow-up coaching to help leaders
implement the training
3. Network and communicate with members
4. Participate in the process of planning for and generating new ideas for continued organizational growth
IV Fundraising and Sustainability
1. Offer networking opportunities among/with other Family-Run Organizations
2. Establish a strong brand behind the unified family voice
3. Support organizations with fundraising and sustainability efforts
This Guidebook is the hub of activity for parts III and IV of FROM’s Vision. FROM aims to
provide ongoing training, resulting in the growth of this dynamic Guidebook.
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PART 2: HOW TO USE THIS GUIDEBOOK
This Guidebook is about you and your endeavor to do something regarding a Family Run Organization
(FRO). Maybe you want to start one. Maybe you want to help one by being on its Board, and you want
to know some things you can do to help it succeed. Maybe you’re an Executive Director looking for some
specific insights as to how to lead a FRO to the next level of growth and sustainability.
The way this Guidebook is structured, then, is based on the most likely types of situations related to your
FRO endeavor. What would those be, you wonder? They include:
Exploring/Learning: You are interested in a FRO. And that means that for you to use this Guidebook to
your advantage, you need to know which situation is relevant to you and then go to that section of the
Guidebook. Having said that, there’s probably something useful in every section for you regardless of your
current situation—and each section makes references to other sections in case you need more insights.
So you have your choice of one of the following ways to use this Guidebook:
1.

Start with the Personal Situation Analysis (PSA) and the go to the sections that are
relevant to you; or,
2. Read the table of contents and pick and choose topics that seem relevant to you
and consult them as needed; or
3. Just read this cover to cover and learn all you can about what it takes to make a
FRO successful, and some tactics and tools for doing so.
No matter how you approach the content (1, 2, or 3 above), this content is designed to be adapted to
your needs. Some tools might be a perfect fit for you, while others might not—and so you’re welcome to
customize them and make them be what you need them to be.
There is no guarantee that your FRO endeavor will be successful. But what is a guarantee is that all of the
content in this Guidebook has been used at one point or another by a family member like you, and the
results were very positive. The best thing you can do with this Guidebook is to give it a chance and commit
to applying what you learn. At the very least you and your fellow participants of your FRO endeavor will
learn together, apply strategies together, and become a better team.
The last thing to mention is that this Guidebook does not contain an answer for every situation or question.
What it provides, though, is a framework for you to tackle your most difficult questions, to seize the hot
opportunities, and to pursue your FRO endeavor. This also means that with every FROM training you’ll be
able to add content to this Framework and expand your Guidebook. Consider this Guidebook as a living
document that will evolve with you along your FRO journey.
Time to get going!
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PART 3: PERSONAL SITUATION ANALYSIS
It is safe to assume that you are reading this Guidebook because you are a peer or a family member—
meaning that you personally have a disability, or/and you are a parent or family member of a person with a
disability—AND, you are interested in starting, joining or improving a Family-Run Organization (FRO) with a
mission close to your heart.
Those two things—peer/family member identity, and desire to have an impact via a FRO—make you a
unique individual, yet you are part of a community of people very similar to you. As you read this, there are
many other people reading this Guidebook, too. And they are all peers and/or family members with similar
endeavors. Isn’t it nice to know that you are not alone in this journey?
But let’s ask this important question: What is your exact situation? Let’s narrow that down a bit. There are
three questions you need to answer, and they are as follows:
1.
How would you characterize your peer or family member status? Choose one:
			
a. A peer, or someone with a disability
			
b. A family member, or someone who has a family member who has a disability
2.
How would you characterize what you are seeking? Choose all that apply:
			
a. I am trying to explore what a Family Run Organization is, and learn all about it.
			
b. I am ready to start a Family Run Organization.
			
c. I am trying to fix or improve something about a Family Run Organization.
			
d. I am trying to grow or enhance a Family run Organization.
			
e. I am trying to sustain a Family Run Organization.
3.
What role, if any, would you describe yourself as being in? Choose one or more:
			
a. I am a peer or family member with no affiliation to a Family Run Organization, yet.
			
b. I am the ED of a Family Run Organization.
			
c. I am a Board member of a Family Run Organization.
			
d. I am a staff member on the team of a Family Run Organization.
			
e. I am a volunteer for a Family Run Organization.
The above questions capture most of the possibilities as to why you’re looking at this Guidebook. But you
may not fall into these so neatly, and that’s okay. There is still something valuable in here for you.
You’ve probably taken a look at the Table of Contents and you saw that the content of this Guidebook
is organized by the situations mentioned above in Question #2. You can jump to the section that you
indicated above, if you’d like. There’s a good chance, though, that you’ll benefit from looking at content
from all situations, so let’s allow this journey to unfold on its own without making any assumptions.
Now that you know a little about yourself from the three questions above, you can use this perspective to
help you search for what you need, and perhaps to understand the perspectives of others, as well. Read
the Situations Summary on the next page and choose what section would be most helpful to you.
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PART 4: SITUATIONS SUMMARY
Every non-profit that achieves sustainability (which means that it is established, and its track record combined with
future promise attracts donations and investments) follows this pattern:

Creation

Startup

Pilot

Growth

Proven

Each of these boxes implies that something is happening regarding the non-profit.
The principles at work within each box are the same for FRO’s, too.
If you start at the left and move to the right, you are starting with the creation of a
FRO and leading it through to successful existence.

Sustainable

TIP:

You can find
a full-size PDF
of all Models in the
Appendices.

What does each box mean? Take a look at the Model below for the description:

Creation

Startup

Pilot

Growth

Proven

Sustainable

During the Creation
Phase, a group of
people are inspired
by a mission, and
they decide to
organize their passion
into an incorporated
non-profit entity.
They develop initial
concepts and then
file Articles of
Incorporation with
their Secretary of
State.

During the Startup
Phase, the Board of
Directors have regular
meetings and develop
plans that will help
realize their hopes
and dreams regarding
their Mission. The
result is their Vision,
or what it is they
hope to achieve. They
also establish a bank
account, pursue of
501c3 status, begin
fundraising, and
plan programs and
services. (Some of
these things may
have already been
identified during the
Creation Phase).

During the Pilot
Phase, the Board
is implementing or
delivering some of its
easier program and
service concepts,
which are small in
scope and designed
to be successful
and to develop
momentum.Small
successes are then
used to tell a story
about the Mission,
and the ability of
this organization to
fulfill its Mission—thus
being worthy of
donations.

During the Growth
Phase, the programs
and services grow
in scope and impact
in correlation to
available funds.
Some programs and
services are repeated
and become the
pillars of future
sustainability (i.e.,
what the organization
is known for).
The non-profit’s
daily operations
become more
complex, requiring
more capacity
(staff, equipment,
marketing, policies,
etc.)

During the Proven
Phase, the non-profit
has demonstrated
its capacity as an
effective deliverer
of programs and
services that
accomplish its
Mission. It now has
solid examples and
a track record of
successes that it
can share with new
donors, granting
entities, etc. It can
now create budgets
with accurate
forecasting, and set
new visionary targets.

During the
Sustainable Phase,
the non-profit enjoys
a reputable brand,
and attracts donors
and investors that
want to attach
their own brand to
that of the nonprofits. Grants and
donations still need
to be sought, but
the “ask” is familiar
to the community of
supporters. When the
non-profit identifies a
new need to address,
it has an easier time
of attracting new
funding to assist it.

As mentioned in the Personal Situation Analysis, there are 5 basic situations for which a person like you would be
consulting this Guidebook. They are:
1.
		
		
		

Learning/Exploring: This situation means that a person is interested to learn about FRO’s and to
explore what it means to either start one or be part of one. What is a Family Run Organization, anyone?
And there might be a FRO that matches what you have in mind… so, should you start a new FRO
or contribute to the existing one?

2. Startup: This situation means you’ve decided to start a FRO, or maybe you’ve already started one and
		 you need some guidance. Either way, you’re early on in the process and you would benefit from learning
		 about the different capacities necessary to be successful.
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3. Fix/Improve: There is a FRO that exists already and you have an interest in it. But there is something that
		 needs to be fixed or improved about it. Or, there is a great opportunity for the FRO to pursue. Either way,
		 some project leadership is needed, along with some problem-solving and management.
4. Growth/Enhancement: This is a unique situation where a FRO is trying to expand its current services,
		 add new services, or both. How are the leaders going about doing this? What’s all involved in this situation?
5.
		
		
		

Sustain: The FRO is attempting to develop predictable and consistent revenue streams that will bolster the
annual budget and allow the FRO to focus time and energy on its services even more, because the worry
of future revenue is not at emergency levels. Future revenues are always a concern, but it’s amazing the
good a FRO can do when it is not worry about making payroll next week!

These situations correspond to the Model in the following way (you can see which situation points to which
box in the Model).

LEARN/
EXPLORE

STARTUP

GROWTH/ENHANCEMENT

SUSTAIN

Creation

Startup

Pilot

Growth

Proven

Sustainable

During the Creation
Phase, a group of
people are inspired
by a mission, and
they decide to
organize their passion
into an incorporated
non-profit entity.
They develop initial
concepts and then
file Articles of
Incorporation with
their Secretary of
State.

During the Startup
Phase, the Board of
Directors have regular
meetings and develop
plans that will help
realize their hopes
and dreams regarding
their Mission. The
result is their Vision,
or what it is they
hope to achieve. They
also establish a bank
account, pursue of
501c3 status, begin
fundraising, and
plan programs and
services. (Some of
these things may
have already been
identified during the
Creation Phase).

During the Pilot
Phase, the Board
is implementing or
delivering some of its
easier program and
service concepts,
which are small in
scope and designed
to be successful
and to develop
momentum.Small
successes are then
used to tell a story
about the Mission,
and the ability of
this organization to
fulfill its Mission—thus
being worthy of
donations.

During the Growth
Phase, the programs
and services grow
in scope and impact
in correlation to
available funds.
Some programs and
services are repeated
and become the
pillars of future
sustainability (i.e.,
what the organization
is known for).
The non-profit’s
daily operations
become more
complex, requiring
more capacity
(staff, equipment,
marketing, policies,
etc.)

During the Proven
Phase, the non-profit
has demonstrated
its capacity as an
effective deliverer
of programs and
services that
accomplish its
Mission. It now has
solid examples and
a track record of
successes that it
can share with new
donors, granting
entities, etc. It can
now create budgets
with accurate
forecasting, and set
new visionary targets.

During the
Sustainable Phase,
the non-profit enjoys
a reputable brand,
and attracts donors
and investors that
want to attach
their own brand to
that of the nonprofits. Grants and
donations still need
to be sought, but
the “ask” is familiar
to the community of
supporters. When the
non-profit identifies a
new need to address,
it has an easier time
of attracting new
funding to assist it.

FIX OR IMPROVE
The most important question for you is, Why situation do you find yourself in, and where does it correspond to in
the Model?
The sections below in this document will break out each situation and offer tools and resources to assist you to size
up your situation and make progress along your FRO journey.
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PART 5: EXPLORING/LEARNING
In this section we will accomplish the following:
• Define a Family Run Organization (FRO)
• Help you understand your motivation

Defining a Family Run Organization (FRO)
Every FRO began with a person who had a passion to make a difference in the life of someone else. You are in
good company, and you are to be commended for your passion to explore and learn about FRO’s.
Let’s start with a basic definition of a FRO so we’re all on the same page, and then we’ll explain why they’re
important.
DEFINITION: A Family Run Organization (FRO) is an organization (usually a non-profit) that is started by
and run by family members, or people who have lived experience as caregivers and/or family members of
individuals with a disability.
FRO’s can have non-family members involved on their Board, or staff, or as volunteers. But to officially be a
FRO, the Board of Directors needs to be comprised of at least 51% of family members. And, the more staff and
volunteers (especially in leadership positions) who are family members, the stronger the Voice of the collective
family members becomes.
Why is a strong Voice necessary? The easiest way to explain it is to think about a situation in which you need help.
You raise your hand, and you call out for help, but no one seems to really be paying attention—there are too many
other things competing for everyone’s attention. But, you notice someone over yonder who has a similar problem,
and so you make a connection and the first thing you realize is that you’re not alone, and it feels good not to be
alone anymore. You decide to call out for help together. It doesn’t really get the attention you need, but, your
louder call attracted the attention of a couple of other people who, lo and behold, have a similar challenge. The four
of you now form a team and one of the first benefits is that you start helping each other by sharing information
that you’ve learned on your own. Suddenly you have increased your knowledge 3x. You also realize that you are
part of something bigger than yourself, and this gives you hope and enthusiasm to continue to strive for what you
need. Your collective Voice is louder, and you attract even more people to your group who have similar challenges,
share more resources, and get even louder in your cause. Your collective Voice is strong, now, and the messages
are unified and clearly audible—and sure enough, those who can help can finally hear you.
To sustain the success of your Voice, you need a home for that Voice. And that home would be your Family Run
Organization. A FRO is the entity that gives structure to your efforts, and allows you to build a brand around your
Mission and Vision. But we won’t get ahead of ourselves just yet. The key takeaway here is that your Voice is much
stronger when it is combined with the Voices of others. And one way to do that is to house your Voice within a
FRO. Through your FRO you can command attention, attract donors and investors of your programs and services,
keep your message in the public eye, and continue to build the community of people who have similar challenges,
thus strengthening your Voice even more.
Tip: Do you know why “Voice” is capitalized? I know a guy who hates that I capitalize it for grammar reasons,
but it deserves attention, because it’s the most powerful thing we’ve got.
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Let’s take a look at what a Family Run Organization looks like using the Model below.

Family Run Organization (FRO) Goal, Approach, Services, and Guiding Principles
SELF SUSTAINABLE FAMILY
(Outside The System Of Care)

THE ULTIMATE GOAL.....

SUCCESSFUL SYSTEM
NAVIGATION

THE PRIMARY MEANS TO
ACHIEVING THE ULTIMATE
GOAL.....
CORE PREMISE: WHEN A
FAMILY IS EMPOWERED THEY
SUCCESSFULLY NAVIGATE
THE SYSTEM OF CARE.....

FAMILY EMPOWERMENT

Empowerment is a state of mind a person
achieves when he/she trusts their skills
and has a champion in their corner who
has “been there, done that.”

Interpersonal Services/Activities
that Build Skills through
Role Modeling
• Work with parents and youth
to assist them to express needs,
inventory resources, and define
and understand case plan goals
(in collaboration with System
of Care team)
• Attend child and family
team meetings
• Identify service gaps
• Serve as a liaison as needed
between families and System of
Care partners
• Documentation at meetings
• Planning for system exit

Supportive Resources
and Services

2 TYPES
OF SERVICES
THAT LEAD TO
FAMILY
EMPOWERMENT

• Provide information regarding
relevant referrals/resources
• Conduct support groups,
summer activities, and other
family-strengthening
experiences
• Assist families to maintain an
inventory of all of their supports
• Collaborate with System of Care
partners to reinforce skillbuilding for transition and
independent living
• Assist families to understand
the System of Care & their path
to achieve their case plan goals
• Provide education to families
and youth regarding their
unique challenges

PRIMARY MEANS OF SERVICE DELIVERY:
Face to face, virtual, telephone, team meetings, email/mail, community education and outreach, collaboration
with System of Care partners, communication with providers as needed

GUIDING PRINCIPLES FOR SERVICE DELIVERY:
Family Empowerment / Peer to Peer Champion / Collaborative Advocacy / Family Centered Practice /
Cultural Competency
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The Model above actually begins at the bottom, because the concept is all about building up to greatness, or the
ultimate goal of the self-sustaining family (which is what the family determines that to be).
From the bottom, every FRO begins with solid Guiding Principles as its foundation. You can add whatever you’d like
in that foundation, as long as you are able to commit to it.
Above the Guiding Principles is the Service Delivery mechanism. This means that you are going to deliver your
services according to the Guiding Principles you identified. You’ve probably been in a business office that has
its Mission on the wall, and you’ve probably wondered how the not-so-great behavior you just saw from the
administrative person is reflective of that wonderful Mission hanging on the wall. As family members, we especially
have to walk the walk.
There are 2 Types of Services that a FRO typically offers and that are displayed in the above Model: Interpersonal
Services that engage on a personal level, and Supportive Resources that a FRO connects a family with. Your FRO
can offer other services, and all you need to do is imagine adding it to this Model in the right place.
The Services then lead to the top three tiers of Family Empowerment, Navigation of the System, and the Ultimate
Goal of Family Sustainability. Those are pretty self-explanatory. The reason the Model is depicted like this, again,
is because you are building something from the ground up that will lead to the empowerment and sustainability
of families at the very top. It’s a difficult endeavor, but your passion is more than enough to carry you through to
completion.

Helping You Understand Your Motivation
Now that you know a little about what a FRO is, it’s time to assist you to discern what direction you want to take.
Building a non-profit organization is not an easy thing to do. It is very feasible… but it takes a lot of work. And, once
you build a non-profit you have to bring in the revenue to sustain it—be able to pay bills, keep the lights on, pay
staff, pay for marketing materials, etc. A non-profit organization is a business, after all. Consider this table:
Who is the Customer?

Who is the Primary
Beneficiary?

What’s the Basic
Business Model?

Non-Profit

A donor or source of
funding, paying for a
service to be delivered

The people who need
the service and receive
it, and do not need
to pay for it

Sell the need to a funder,
receive donations, deliver the
needed service to the people,
measure the effect and sell the
success to repeat the process

For-Profit Business

The person buying the
service or product

The business owner
who makes a profit

Sell the product to the person,
and if the product is good, the
person buys it again.

They are different, yes. But you are still selling, delivering, proving and selling again in the non-profit. So make no
mistake: you have to build a FRO such that it has a business model that survives amidst all of the other competing
non-profits.
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All of that is not to try to scare you off! Instead, it’s to test your resolve and to ensure that you have enough passion
and commitment to follow through on your idea.
So what is your idea? Here are some questions to help you pinpoint what it is you want to do:
1. Who has a need that is unmet? (This could be something specific to a person, or a broad
idea for a community, or something else).

TIP:

THESE ARE
SOME TOUGH
QUESTIONS.
ARE YOU
READY?

______________________________________________________________________________________________ 		
______________________________________________________________________________________________ 		
______________________________________________________________________________________________
2. Do I have an idea as to how to satisfy that need?
______________________________________________________________________________________________ 		
______________________________________________________________________________________________ 		
______________________________________________________________________________________________
3. How many others may have a similar need and benefit from my solution?
______________________________________________________________________________________________ 		
______________________________________________________________________________________________ 		
______________________________________________________________________________________________
4. Why is this idea a good fit with a Family Run Organization?
______________________________________________________________________________________________ 		
______________________________________________________________________________________________ 		
______________________________________________________________________________________________
Okay, great… you’ve got your idea. Now, how motivated are you to pursue it and make it a reality?
That is a totally different question and topic. Here are some of the obstacles you may face:
1.
2.
3.
4.
5.
6.

It’s hard to find other people to get involved and be on the Board of Directors.
There is no funding available, or that can be found.
Other organizations do the same thing or something similar and I can’t differentiate myself.
My life is already crazy-busy for obvious reasons… I won’t always have enough time.
I don’t really know much about running a non-profit.
I don’t know what I don’t know. I just know I need help with this need.

There might be several other challenges that arise. So the question is, are you in it for the long haul? What are you
willing to sacrifice to make this endeavor be successful?
Tip: Yes, you are ready and willing. And that’s why you’re here in the first place. Don’t turn back now. Building
a full-fledged FRO is a daunting task, but this journey may lead to other things—it’s not an all or nothing thing.
There are many rewarding milestones along the way, and no one is counting down a clock. Take your time.
Discern your path on a timeline that is good you… day to day, month to month, year to year.
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So the question remains: What is your motivation? What will get you through the tough times? Most family
members will say that it is their child who has a disability that is all the motivation they need. Is that the same for
you? Or is it someone else? Some other motivations might include:
1.
2.
		
3.
4.

I feel called to do this, because it is bigger than me.
I am at a point in my life that I can give back, and so many people helped me that it is important
to give back.
I want to do my share with the group of people who are starting our FRO—we are in it together.
Something else?

Write your motivation(s) here and be accountable to them:
______________________________________________________________________________________________ 		
______________________________________________________________________________________________ 		
______________________________________________________________________________________________
______________________________________________________________________________________________ 		
______________________________________________________________________________________________ 		
______________________________________________________________________________________________
______________________________________________________________________________________________ 		
______________________________________________________________________________________________ 		
______________________________________________________________________________________________
You might be wondering, though: What if I really don’t want to start a non-profit FRO? There are other options to
channel your passion, most notably you can find an existing FRO that is aligned with your passion and need and
contribute your time and talent to it. Maybe you’ll work with another FRO as a volunteer for a few years and learn
more about how to do your own FRO and attempt it at that time in the future. This Guidebook is not an end. It is
designed to meet you where you’re at, and realistically help you think about what your next steps could be. It never
hurts to send an email or make a phone call to a FROM leader to set up a conversation where you lay it all out there
and talk through it with someone who wants to see you succeed.
The thing is… what does it mean to succeed? Only you can define that for you. This Guidebook will assist you
to discern your path and the milestones that are yours to achieve. This Guidebook is NOT here to judge you or
evaluate you. It is a tool to assist you however you decide you may need assistance.
Tip: That’s powerful. Can’t wait to see you be successful in the way you decide you want to be! It is this
motivation that will carry you forward and help you push through the most difficult challenges.
We’ll be there to help.
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PART 6: STARTUP
This is a very long section! In it you will find the following topics discussed along with tools and exercises to assist
you to pursue your goal of starting a FRO non-profit:
A.
B.
C.
D.
		
E.
F.

The Guiding Model: Elements of Organizational Effectiveness
Mission and Vision
Creating a Business Plan
Everything Board of Directors (sort of like an everything-bagel, except about
a Board of Directors!)
Leadership
Administration (Bylaws, incorporation, 501c3, meetings, agendas, etc.)

TIP:

THERE’S A LOT
OF STUFF IN THIS
SECTION. IT ALL
FITS TOGETHER.

6A—The Guiding Model: Elements of Organizational Effectiveness (EOE)
On the following pages you’ll see the EOE Model. It’s a flow chart that begins in the top left quadrant. The Model
flows clockwise. In general, it moves from Strategic Discovery in the dark blue, through Strategic Visioning in the
green, to Strategic Implementation in the light blue. It ends with the red-lined boxes that are focused on sustainability,
and then repeats. Together, all of this is Strategic Thinking. Most people call it Strategic Planning, but I happen to think
that that phrase is redundant—isn’t planning strategic in nature? Here is a miniature version of the EOE Model:

1

5
Start
(Initial Mtg.,
possible Retreat
Kickoff )

2

4
Mission:

The
purpose of the
organization.

Input
In time, the
organization will
need to revisit its
Vision, again.

Encourages

Phase 1: Strategic
Discovery/Grounding

Retreat/Mtg.
Facilitator
conducts
pre-retreat/mtg.
fact-finding...

Input

3

Where do we want to be?
What will our impact be?
Visioning:
The process of determining what
the organization will have
become in the future if it lives up
to its Mission, or purpose. What
Role will it be fulfilling? What
need is it satisfying?

Input
SWOT Outlook:
The process of examining
Strengths, Weaknesses,
Opportunities, and Threats
(SWOT), in order to help inform
the decision-making effort within
Visioning. Understanding the
current context in which the
organization is trying to succeed
with its Mission.

6
Results in...

This is how we will create
our identity, articulate it,
and raise funding.

10
Outcome

Sustainability Planning:
The process of determining the
best approach to sharing the
organization’s value with key
stakeholders and investors, and
using measurement data to drive
funding pursuit.
How do we develop
diverse revenue
streams?

Big Picture Goals:
Statements that quantify and
characterize the future state of
the organization.

Requires...

Phase 2: Strategic
Visioning/Thinking

8

Input
How will we
measure ourselves?

7

Measurement Planning:
The process of determining the
expected results/impact of
services delivered, and how data
will be collected to demonstrate
that the results/impact have been
achieved with respect to the Big
Picture Goals (BPG’s).

Input

Input
Branding, Marketing
and Fund-Raising:
The process of
identifying the
organization’s Brand,
and then Marketing it
in accordance with the
Sustainability Plan.

What goals will we
have achieved?

9
Enables

Implementation Planning:
The process of creating detailed
project/dept. plans to execute;
these plans provide a baseline
for measuring progress towards
the BPG’s.

Input

How will we
attain
our goals?

Operational Planning:
The process of examining the
organization’s resources and
processes, thus positioning
leaders to make decisions and
formulate plans in order to
achieve the BPG’s.

Phase 3: Strategic
Operational Planning

Leads to

What are the exact
marching orders for
our team/resources?

Copyright © 2006 Ferrone Associates Technical Assistance and Consulting

15

Family Run Organization Movement
“Moving Families forward. From our family to yours.”

Some people like visual Models. Others don’t, and prefer words. So below you have both. Here is a narrative
explanation of the Model and its parts:

1
2

You’ll notice that there is a blue triangle pointing up to the circle. The triangle represents the
early fact-finding and basic knowledge about the situation. What do you know today about
the situation? This becomes input to the right, too, which is the blue SWOT box.

3

To the right of the blue triangle is a blue box that says “SWOT Outlook”. SWOT stands for
Strengths, Weaknesses, Opportunities and Threats. This a discovery tool to assist you to think
more deeply about the situation so you can leverage your strengths, account for weaknesses,
seize opportunities, and mitigate threats.

4

Mission: You’ll see this word placed in the middle of the circle, triangle, blue box and gray box
shapes. Mission is central to the initiative. You discern your Mission before moving onto your
Visioning. A Mission statement is a short statement about your core purpose.

5

The circle, and the blue triangle and box become input to the gray Visioning box.
This is where you describe your future if you live up to your Mission. Your Vision statement
should be robust so that it provides direction that can help you make decisions. If someone
were to write you a check for $250,000, would you know what to do with it? If not, you have
not thought enough about your Vision.

6
7
16

Some people like to have an official starting point, so that’s the circle in the top left. It could be a
retreat or kickoff meeting, or it could just be you sitting at your desk and saying, “Start”.

The Visioning then leads to the Big Picture Goals to the right, which is the second gray box. Once
you have your Vision, you can break it down into Goals so that you can then begin to plan how to
achieve them and how to measure them (which is why the Goals become input for the next boxes).

Measurement Planning is the orange box below Goals. You have to plan what you’re going to
measure (and what needs to be measured). The trick to measurement is that you have to think
about the two uses of measurement: 1) the obvious use of measurement is to demonstrate that
your program had an impact, or not; and 2) related to the first one, the second use is to showcase
your results to potential donors and investors in your services, so you have to ask, what would they
value seeing or knowing about the impact of our program?
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8
9
10

Operational Planning is the orange box furthest to the right. This is where you make an effort to
ask, “If we plan to achieve this particular Goal or Goals, what resources will we need? Computers?
Staff? A toll-free number? An office?” You make a list of the necessary resources and then you can
price it out and develop a budget necessary to accomplish the Goals
Measurement and Operational Planning both feed into Implementation Planning. This is where you
actually plan out what is going to be done, who is doing it, when it is getting done, etc. A Project
Plan is usually the result of this effort, and at this point you’re able to begin implementing what
you’ve planned.

Once you’ve been doing what you said you were going to do, you will have results that you can
then use in your Sustainability Planning and Branding, Marketing and Fundraising. Hopefully the
connection is clear: you can only do marketing and fundraising when you have something to share
that you’ve done (or that you’re planning to do). Donors want to know what their donation will be
used for, and how it will be used, and that you are going to do great things with their donation.
If you can explain all elements of the EOE Model, you can answer the donor’s questions and
differentiate yourself.

The cycle repeats. Your Mission does not change, but your Vision evolves forward and you redo the planning
effort so as to figure out how to achieve your Vision and tell the story so that you can bring in more donations.
That’s the cycle, or business model.

You can use the EOE Model as a template for your Business Plan. The Board of Directors can use it to help them
provide oversight of the organization. You can use it to help you know what to do next, as well as to help explain to
others how everything fits together.
You might have pieces of the EOE Model completed while other pieces are missing. If you have holes in your Model,
you risk being asked a question such as, “How do your measurements help you achieve your Vision?” If you can’t
tell the story of how your Vision led to Goals which informed your Measurement Plan, then you will not stand out
among the competing non-profits.
The Model is a flow chart of boxes, and each box has an explanation. But how do you actually do what’s in the
boxes? Below are a set of questions that correspond to the boxes and that will ensure that you have fulfilled what
each box calls for.
Tip: You are about to read through several lists that represent a lot of expertise that you might not have at the
moment. That’s okay. You can always cycle back through these lists and keep answering questions over time.
You’re not expected to know the answers off the top of your head.
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• Strategic Discovery
q SWOT… have you looked at the radar to understand your Strengths, Weaknesses, Opportunities,
		
and Threats?
q Are your insights accurate, detailed, and in-depth? And what do you do with each of these insights?
q How are they used to inform your visioning process?
q Do you have a command of who your stakeholders are, and are they friendly, hostile, or neutral?
q What is your Mission and how is your Mission doing with respect to what’s on the radar? In other words,
		
is your Mission alive and real in the reality of your situation, or is it simply printed somewhere and
		
forgotten? How is your Mission shaping your reality?
q Are you poised to advance your Mission, or are you about to get wiped out? Does this thought
		
cross your mind enough?
 Are you entrepreneurial in your approach to driving your non-profit organization forward?
• Visioning
 If your organization lives up to its Mission, what impact will it have in the future?
 What impact will your organization have on people and the community?
 Where will your organization be and how will it be perceived in five years?
 What role will your organization be fulfilling?
 How is your vision different than what your organization is today? What’s new and improved,
		
or evolved and better?
 How does your vision illustrate progress?
 How is your vision unique compared to those of your competitors?
• Big Picture Goals
 Have you summed up your Vision with statements about the impact that your organization will have?
 Do your goals answer Who, What, and Why? (The When, Where and How will be answered
		
through planning.)
 Do your goals motivate you when you read them?
 Are they challenging?
 Are they inspiring?
 Are they aligned with the purpose of the organization?
 If you accomplish your goals, will you have moved from point A to point B?
		
And how are points A and B defined?
 Where are you now, and where do you want to be?
 Do your goals characterize and quantify the Vision?
 Does accomplishing your goals give you a competitive advantage?
• Measurement Planning
 What are you trying to accomplish?
 How will you know when you have accomplished it?
 How will you collect, store, analyze, synthesize, and present the data and insights that have to do
		
with what you are trying to accomplish?
 Is your data safe? Is it backed up?
 Is it unique, and do your measurements provide you a competitive advantage when you are
		
seeking funding?
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q
		
		
		
		
q
		

Have you thought about your funding partners and the people you will market yourselves to…
thought about what they are asking for, and what they would value even though they may not yet realize
they would value it? And have you used these insights to shape your measurements? Or are you just
doing what the RFP said? Are you just doing what everyone else is doing? Are you standing in line
waiting for the handout?
Have you proactively shaped the perceptions of funding partners with your thought leadership with
respect to outcomes, so they are looking for what you will be delivering?

• Operational Planning
q You say you want to do X, but do you really have the resources to do it?
q Have you done the high level assessment of your organization’s resources so that you can set goals
		 that are a realistic stretch?
q Do you have the right human capital on board? Knowledge, skills, and attitudes… if they’re not all there,
		 are you comfortable with changing personnel so that you can really pursue your vision?
q It’s easy to change out the trench-level people who are not performing the program, but it is very
		 difficult to change out the leader who is not envisioning the proper program or leading the Board
		 to develop a vision… is your Board strong and able to change Directors if need be?
q A good Director will want a strong Board, because both will motivate each other. Is this about job
		 security or really pursuing the purpose and mission of your organization?
q Do you look at your last accomplishment as not enough for the current day, or do you see it as a
		 justification to coast?
q Do you have the right technology… hardware, software, database, network, etc.?
q_Have you defined the ideal list of resources, identified what you don’t have, figured out how to bridge
		 the gaps between what is ideal and what you have, so that you are ready to go down your chosen path?
		 What is the plan to get the resources you need? What is your overall approach to achieving your big
		 picture goals?
Tip: Do these bullet points ask questions that lead to more questions? What if someone doesn’t know how to
q
do what a bullet point asks? At some point, someone in your organization will hopefully have an answer, or
be able to do some research to find an answer. This Guidebook is a collection of what needs to be asked and
answered, and it should help you with your answers.
• Implementation Planning
q Do you practice common principles of project management?
q Does anyone have PM certification?
q Are you able to explain, using a PM approach and Gantt chart, who is doing what, when, where, how,
		 and what the dependencies are among initiatives and tasks?
q Is your implementation plan packaged and able to be shared when serious funding partners want to
		 know how you are going to accomplish what you are promising?
q How do the measurements tie in?
q When do you take measurements?
q How do you use measurements to refine your project/program trajectory?
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• Sustainability Planning
 Who needs what information to become interested?
 How will you transform that interest into donation-compelling value?
 What are the agendas and purposes of potential funding partners?
 Who is competing for your type of funding and how are you differentiating yourself within your
		 marketing message/package?
 Have you matched up your funding needs with the appropriate funding partners?
• Marketing and Fund-Raising
 Do you have the right marketing channels identified?
 Did you do segmentation?
 Did you tailor your materials for audiences?
 Do you have a brand identity?
 Does your material look impressive?
 Are there sound bites in your message?
Those lists are exhausting to read. Remember, they are there for you to revisit as needed. You might think about
having Board Committees tackle the different lists at different times. This Guidebook calls out what is important to
consider, but only you can choose to give these variables the attention they deserve with respect to your initiative.
It’s possible that what you’re endeavoring to do does not require that all questions in all lists be answered.

6B—Mission and Vision
The good news about that first section and the EOE Model is that you now know about the core concepts that
need to be explained in your business plan. And the first part of a business plan is articulating your Mission and
Vision. Let’s focus on that right now, and then we’ll worry about the rest of the business plan in the next section.
Let’s define the terms, first:
• Mission: a short statement that explains the core purpose of the organization.
• Vision: a longer statement that describes the future if you live up to your Mission; it is an interpretation
		 of the Mission in action.
You can use these words for any size project. This Guidebook has a Mission and Vision for example.
• Guidebook Mission: Provide family members with the information and tools they need to discern
		 and pursue their Family Run Organization.
• Guidebook Vision: This would be a longer statement that would explain how family members
		 use this Guidebook, support each other, contribute insights to it, etc. It would also include a description
		 of how FROM plans to build its service offering around this document, offer future seminars that
		 enhance the content of this Guidebook, and engage family members to support them on their
		 FRO journey using this Guidebook.
Using the EOE Model as guidance, you can gather your SWOT insights and other contextual facts and begin to
zero in on your Mission statement. Below are some questions to help you do that.
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• Is there something that, if I don’t accomplish it, will cause me grief, or make me feel a sense of
		 injustice, or cause me to feel defeated?
______________________________________________________________________________________________
______________________________________________________________________________________________
______________________________________________________________________________________________
• Is there something that, if I do accomplish it, I will feel great sense of joy, or victory, or justice?
______________________________________________________________________________________________
______________________________________________________________________________________________
______________________________________________________________________________________________
• What is it that causes me to lose sleep thinking about?
______________________________________________________________________________________________
______________________________________________________________________________________________
______________________________________________________________________________________________
• What is it that I wake up driven to do?
______________________________________________________________________________________________
______________________________________________________________________________________________
______________________________________________________________________________________________
Tip: Powerful questions indeed. Dig down deep. Listen to your answers. Write them down. Then read your
answers. What is the most powerful common denominator? There’s your kernel. Now, what does it mean on a
larger scale beyond you or your loved one?
As you read through your answers and search for the powerful common denominator, you will most likely start to
see the core of your Mission. You will need to ask: is the kernel my Mission, or does it need to be broader?
Here is an example of the difference:
• Is there something that, if I don’t accomplish it, will cause me grief, or make me feel a sense of injustice,
		 or cause me to feel defeated? EXAMPLE ANSWER: If my child does not develop critical thinking skills
		 I will feel like I have failed as a parent.
• Is there something that, if I do accomplish it, I will feel great sense of joy, or victory, or justice?
		 EXAMPLE ANSWER: My child knows how to examine information and discern the truth, and thus
		 make good decisions.
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•
		
•
		

What is it that causes me to lose sleep thinking about?
EXAMPLE ANSWER: That my child will be misled and make grave errors in judgment.
What is it that I wake up driven to do?
EXAMPLE ANSWER: I want to role model critical thinking skills to my child.

EXAMPLE KERNEL: My child will have effective critical thinking skills.
		
		

Personal Mission: Ensure that my child has critical thinking skills to depend upon to navigate
the complexities of life.

		
		

Broader Mission: Ensure that children graduating high school have critical thinking skills to navigate
post-secondary education.

The above example illustrates the difference between a personal and a broader scope of Mission.
How will you define yours?
Write your draft Mission statement here:
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________

Tip: It’s a draft of your Mission because you may end up tweaking it as you learn more information during the
Startup phase. But chances are you’re pretty close to nailing it down.
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6C—Creating a Business Plan
In this section we’ll discuss why a Business Plan is important, what a Business Plan includes, and a strategy for
completing a Business Plan.
Why… First, why is a Business Plan (BP) important? Imagine this scenario. You want to start a bakery. You need
some money to do that, though, to rent a space, to buy a commercial oven, to create some marketing material, and
to pay yourself and some helpers, etc. You walk into a bank because you figure that’s where you can get a business
loan. The banker asks about your idea. You explain. The banker likes your enthusiasm and says she would like to
see your Business Plan and review it. You have a blank stare on your face. The banker then explains that a whole
lot more detail is needed for review, and that detail needs to be presented in a business plan, otherwise the bank
cannot lend you any money.
True, you’re not starting a bakery. You’re starting a non-profit Family Run Organization. But remember, a FRO
is, indeed, a business. Instead of a banker, though, you may be going to other possible funders. And instead of
a Business Plan, you’ll be asked for a grant application or some other explanation of what you’re doing. A grant
application is in the non-profit world the equivalent of a Business Plan in the for profit world. Why do I recommend
the creation of a Business Plan, then? Two reasons:
•
		
•
		
		
		

Most people who have wealth to share (because they are in the for profit world) understand Business
Plans, and they respect others who do, too.
A Business Plan includes more than what a grant application would include, in my opinion, and
becomes sort of like the guiding document for the entire organization. You can write a grant application
based on information from a Business Plan, but you cannot write a full Business Plan based on the
content of a grant application.

A Business Plan is a document that packages all of the important information about the organization into one
document, and does it in a way that tells the story of the organization.
We write a Business Plan because we want…
•
		
•
•
		
•
•
•

Board members to know what is supposed to happen so they can govern the organization
towards its goals
The staff to know what is expected and how to pursue the goals
Investors and donors to understand the big picture of the organization and believe that the
organization is credible
Agency partners to understand what we’re all about so they can collaborate with us
The people we serve to see what the future holds
To position our organization to be sustainable

Ahhh… Sustainable… there’s that word again!
What exactly does that word mean? When an organization successfully delivers value in exchange for revenue
and can do so consistently and in a planned and projected manner, then it has achieved sustainability. Writing a
Business Plan, then, is your plan for achieving sustainability for your organization.
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Let’s break down the underlined words from that definition of “sustainable”…
•
•
•
•
•

Value: services, products, outcomes, presence, etc.
Revenue: contracts, grants, donations, etc.
Consistently: one success is used to attract funding for the next success
Planned: targeted initiatives that are well-planned
Projected: hopefully one year into the future, if not further

Tip: I bet you know what comes next… that’s right.
We’re back to the EOE Model, because if you remember, it ends with the plan for Sustainability.
The Elements of Organizational Effectiveness (EOE) Model is a visual depiction of your Business Plan, and if you
follow it, you’ll set your course to achieve Sustainability. At the very least, you’ll be able to explain very convincingly
how you’re going to pursue Sustainability.
Why is Sustainability so important? Great question. Simple answer: Beyond the obvious reason that you want to
be able to do your Mission forever into the future, the other practical reason is that no one wants to donate to
something that will disappear tomorrow. If you cannot demonstrate how your FRO is existing and achieving (and
planning to achieve) it’s Mission today and in the future, then you are not worthy of a donor’s investment. That’s
fair, isn’t it? You’d be pretty angry if someone asked you for a large donation and you wrote a check for $10,000
and next year you’re hoping to learn about the good things they’ve done with your money, and they’re no longer
operational. Of course, though, your perspective might be very different—maybe you’re starting an organization
that is small and focused only on your family member, and there are advantages to doing so. In that case,
sustainability may not mean what it typically means. Still, having a Business Plan will keep you focused and help
you make good decisions with your resources.
What… You can do a search on the Internet to find countless templates for a Business Plan. Typically they include
the same kinds of content. The content tells a story, and the recommendation for a FRO is the following content in
this order which you can see follows the flow of the EOE Model:
 Executive Summary
 Strategic Discovery
 Summary of the Situation, Opportunity, and Need
 Strategic Visioning
 Mission
 Guiding Principles (This is something that you can develop based on the culture you desire
			 to create for your FRO; it is not mandatory for a Business Plan, but it adds value by having it)
 Vision and Big Picture Goals
 Strategic Operational Planning
 Programs and Services Possibilities
 Targeted Outcomes, Measurement Plan and Value Proposition
 Organization Structure
 Executive Director Job Description
 Staff Positions
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 Startup Budget and Projected Revue and Costs
 Timeline for Implementation
 Board Structure
 Board Member Job Description
 Bylaws
 Business/Revenue Model Strategy and Approach for Sustainability
 Marketing Plan
 Key Partner Strategy and Approach
 Identify Funding Partner Possibilities and Approach
Strategy for Completing the Business Plan
The approach below does not cover all of the bullets in the above list of What goes into a Business Plan. But it
does cover most of it, and so the first thing you should consider is trying not to do this alone. That is not to imply
that you can’t do it alone, or that you don’t have the ability to do it alone. It means, instead, that strategic thinking
is more thorough and accurate when there are multiple people discussing the same topics. In this case, have a
group of people create your Business Plan is optimal. You or someone else might be the leader and primary writer,
but having several pairs of eyes on it is very wise.
Who is this group of people who would help you write a Business Plan? They are the people who would become
your Board of Directors (it’s not mandatory that they become your Board, but it could be a very good natural
progression).
The overall Business Plan writing process looks like this:
Identify
Mission

Recruit
Group to Help

Write Vision

Plan to
Achieve Vision

Plan to
Measure

Plan to
Sustain

1. Identify Mission
The good news is that you’ve already done this above in a prior section. Take a moment to review what you wrote for
your Mission. Does is say in a short sentence what your core purpose is, and why you’re bothering to do this at all?
2. Recruit Group to Help
As was mentioned above, doing this on your own is not as effective as doing it as part of a group of thinkers.
How do you find such a group? Ask yourself these questions:
•
•
•
•
•
•
		

To whom have I explained my need and purpose? Who listens with interest?
Who has a similar need and purpose?
Who has past experience with something like what I’m trying to do?
Do I have family members who want to play a role in what I’m doing?
Are there other organizations that could play a role in what I’m doing?
Are there any for profit business leaders who might have an interest in my Mission and who would be
willing to share their planning expertise with me?
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As you build a list of names, you are building a list of potential Board members, too. The next thing to do is make
an appointment to meet with each person and to share your Mission statement. You will need to directly ask them,
“Will you be part of my Business Plan writing group?” There is no need to ask them to be a Board member, yet—you
want to make sure they’re a good champion of you and your Mission before inviting them to be a Board member.
Ideally, try to get at least 2 other people to assist with thinking about the Business Plan. You might tell them that
you want to meet every other week and have them review and discuss what you’ve written.
When you have your group ready, you can start writing your Business Plan and sharing it with them, and then
getting their feedback and insights for the next section and then writing it.
3. Write Vision
You have your Mission. You have some people who are committed to helping you achieve your Mission. Now it’s
time to think about the future that you want to achieve by living up to your Mission. In other words, it’s time to
write your Vision. There were questions above in the section describing the EOE Model and the tasks of Strategic
Discovery, Visioning, and Big Picture Goals. They are repeated below because this is where you answer them as
best as you can. The questions are in the left column, and further suggestions as to how to go about answering
them are in the right column.
Questions from the EOE Model		

Suggestions for How to go about Answering

 Strategic Discovery
 SWOT… have you looked at the
radar to understand your Strengths,
Weaknesses, Opportunities, and
Threats?
 Are your insights accurate, detailed,
and in-depth? And what do you do
with each of these insights?
 How are they used to inform your
visioning process?
 Do you have a command of who
your stakeholders are, and are they
friendly, hostile, or neutral?
 What is your Mission and how is your
Mission doing with respect to what’s
on the radar? In other words, is your
Mission alive and real in the reality of
your situation, or is it simply printed
somewhere and forgotten?
How is your Mission shaping your reality?
 Are you poised to advance your
Mission, or are you about to get
wiped out? Does this thought cross
your mind enough?
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Before you begin creating your Vision, you want to have information
that will help you think about the future. That’s what the SWOT helps
you gather, as well as the additional questions in this section.
Doing research on the Internet is obviously helpful. You might want to
talk to other families, service providers, and agency representatives,
potential donors—ask them questions related to your Mission. Who
agrees with it and who seems sort of “meh” about it?
Are you trying to offer something that has already been done or
offered, and if so, how are you adding value regarding this offering?
How will you differentiate yourself?
Do you have a good feel for the world around you, even if that’s just
your neighborhood? Are you operating community-wide, city-wide,
regionally, statewide, etc.? The larger the geographic scope, the more
responsibility you have to understand who is saying what, and how
you fit in with your Mission.
Write down all comments. This information will influence your Vision
(and future planning), but these comments are most likely not your
Vision.
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Questions from the EOE Model		

Suggestions for How to go about Answering

 Are you entrepreneurial in your
approach to driving your non-profit
organization forward?
 Visioning
 If your organization lives up to its
Mission, what impact will it have
in the future?
 What impact will your organization
have on people and the community?
 Where will your organization be and
how will it be perceived in five years?
 What role will your organization
be fulfilling?
 How is your vision different than what
your organization is today?
What’s new and improved, or evolved
and better?
 How does your vision illustrate
progress?
 How is your vision unique compared
to those of your competitors?

Here it is. The moment to actually write down what you plan to
achieve. The questions to the left are tough to answer, but try your
best. You don’t have to be specific, yet… that’ for the next section,
Goals.
Gather as a team. It’s time to brainstorm. Try answering these
prompts individually at first, and write down your answers: “I think we
should…” or “I feel like we need to be doing…” or “If we do this right, I
think the impact will be…”. Then share the statements. Feed off each
other… add to them. There is no wrong answer at this time.
As your group thinks about and discusses the answers, you will see
themes and patterns emerge. Identify the categories, and try to
describe what this category looks like in the future if you do your
Mission well. Look at the section about FROM at the beginning of this
Guidebook for a good example of Vision categories (the bullet points
are the Big Picture Goals, and we’ll be discussing those next).

 Big Picture Goals
 Have you summed up your Vision
with statements about the impact that
your organization will have?
 Do your goals answer Who, What,
and Why? (The When, Where and How
will be answered through planning.)
 Do your goals motivate you when
you read them?
 Are they challenging?
 Are they inspiring?
 Are they aligned with the purpose of
the organization?
 If you accomplish your goals, will you
have moved from point A to point B?
And how are points A and B defined?
 Where are you now, and where do
you want to be?
 Do your goals characterize and
quantify the Vision?
 Does accomplishing your goals give
you a competitive advantage?

With the basic Vision set forth in the form of broad categories with
descriptions in the above section, you can now take each category
and break it down into specific things that you want to accomplish.
Again, look at the FROM Vision and Big Picture Goals above in the
Guidebook.
The questions to the left help you dissect each category or topic in
your Vision. The Big Picture Goals here are very big. These are not
tasks or action items. They are things that take years to arrive at.
They give you something to focus your energy on and that will result
in achieving one of the Vision categories. You should be able to say,
“When we achieve these particular Big Picture Goals, we will have
made this category of the Vision a reality.”
This all might sound technical and like you’re setting up something
in a rigid way, but what you’re doing is preparing yourself to be able
to explain your Family Run Organization in a compelling way that
demonstrates your thoroughness of thought, and your leadership and
decision-making. That’s what will help make you investment-worthy.
When you can say, “These are the Goals we set out to accomplish,
because they would help us realize our Vision,”
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Questions from the EOE Model		

Suggestions for How to go about Answering
that’s when you sound credible. So, write those Big Picture Goals
within each Vision category. When you’re done, you have your Vision
and initial Big Picture Goals that should guide all discussions and
decisions. For example, at every meeting you can simply ask, “What
have we done to accomplish our Big Picture Goals, and what will
we do next to achieve them? And, what roadblocks do we need to
overcome?” Stay focused on this, and you’ll make great progress.

4. Plan to Achieve Vision
With the Big Picture Goals identified within each Vision category, you have the necessary direction to begin
planning what you’ll need to build your FRO, how you’re going to build it, and who will do what.
The steps to do this activity are as follows:
a. Take each Big Picture Goal one at a time.
b.
		
		
		
		
		
		
		
		
		
		
		

Ask, “What things need to happen for this Big Picture Goal to happen?” In other words, you’re breaking it
down into several smaller goals or milestones. For example if you say that a Big Picture Goal is to provide
a service to all youth in the county, you can’t just start with that as your first step. First you would need to
develop the service or program, then create the registration process, then figure out how it will be delivered
and the staff and budget necessary, then ensure that you know how to measure the results, then establish a
way to market it, then create marketing material, then develop the connections with marketing channel
partners, then make contact, then get your first clients, etc. Each of these things is a milestone or goal.
Some can be done at the same time, while others must follow a previous milestone. When you have all of
these identified, you sort of have the stepping stones to follow on the path to achieve that Big Picture Goal.
Each one of these will be its own little project, too. There is always another level of detail to discern,
document and pursue. If you don’t think through these details, you’re flying blind and probably just
spinning your wheels.

c.
		
		
		
		

Drilling down even further (yes, this feels cumbersome, but the more you do it, the easier it gets), you need
to think about what is needed for each of the milestones you just mentioned in “b” above. For example,
take the creation of marketing material: you’ll need either a talented person on your team or the money to
hire a marketing company; you’ll need the main message; you might need the software to develop your
own material, as well as a computer and printer.

d. During the course of discussing “b” and “c” above, you’ve probably identified who will be doing the tasks to
		 accomplish the milestones. If not, you need to do that, otherwise they won’t get done.
e. When you put all of the Big Picture Goals (BPG), milestones, tasks and the person onto a chart with a
		 timeline, you end up with your work plan. Consider the following template below:
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BPG

Milestones/ Who
Goals

July

Develop the Jane Doe
service or
program

Begin

Aug

Sept

Oct

Nov

Dec

Status/Notes

Deliver
service to all
youth in the
County

Create
registration
process

Jane Doe

Design
staffing
model and
budget

Jane Doe

End

Begin

Begin

As of July 20th, develop
a program summary
template and began
filling it in.
End

End

Tip: Yes, it will take a considerable effort to create a work plan to this level of detail. If you don’t do it, you
cannot show potential investors/donors that you are capable of pulling off this endeavor—if you can’t think it
through, what makes you think that a donor will believe you can do what you haven’t thought through? It’s one
good reason to recruit a member of your team who thinks like this, in case this is not your cup of team. This
work plan will be a core part of your Business Plan (or perhaps a grant application).
Tip: Something to keep in mind is that when you have completed a work plan, you’ll be able to pull information
out of the work plan and place it into the summary sections of the Business Plan. For example, when you think
through your staffing model across all programs, you can then summarize that information inside that part of
the Business Plan outline. Remember, the Business Plan is a collection of all of what you’re planning to do,
written in summary form.
5. Plan to Measure
You know what it is that you are trying to do. Your passion and commitment are driving your forward. You and your
fellow family members are going to deliver something special and positively impact the lives of many. This brings
you to a fork in the road: Do you measure what you’ve done and the impact you’ve made, or not? Everyone talks
about measuring their programs and impact and how important it is. Let’s take a minute to list out some of the
very important reasons for measuring what it is you’re doing inside your Family Run Organization. The following list
offers some reasons to capture measurements, but it is not definitive:
1. You will know if your program/service offering is accomplishing what you intended, or not.
2. You will be able to rally your team: If the measurements are good, then “Yay! Let’s continue doing this!”
		
if not, “We need to get better at this—come on, we can do it!”
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3.
4.
		
		

You can fulfill reporting requirements for grants and other source of funding.
You can use your measurements to tell a great story of impact, and use this story to attract investment
interest from Foundations, philanthropists, agencies, etc. (Hint: This is the most important reason because
it is what leads to future funding and sustainability.)

So you can hopefully see that capturing measurements is very critical to your FRO becoming more than just an
expression of your passion and commitment. There is nothing wrong with you just wanting to do your thing! But if
you want your FRO to become a non-profit that grows and becomes sustainable, you will need to think in terms of
measurements and being able to prove that your organization is the one that donors should give funding to.
Okay, so you’re convinced that you need to pay special attention to measuring your program/service so that you
can prove its effectiveness. No need to panic if that’s not your thing. There are different levels of measurement,
and you can easily do the lower levels on your own. Let’s talk about these levels and you can think about which
ones to apply to your program/service.
The following chart offers a simple way to look at the levels of measurement and how you might be able to get
them accomplished.
Tip: You might be able to find some small pockets of funding and small donations to help you pursue your passion and
mission at the start, but make no mistake—donors want to see proof that you turn their money into positive impact.
Lvl

Type

Approach and Purpose

1

Basic tallying of
activity

Keep track of what activities you provide in your
service/program. Make sure you know the totals
of everything you do in a month, a quarter and
a year. Be able to say, “With every $1000 our
FRO is able to deliver 493 instances of family
engagement.” (Those numbers are an example).

For some this is easy. For others it might seem
like a foreign language. But it is something that
the Executive Director or a Board Member
should be able to do. If not, see if you can find
a volunteer or college intern to help set it up.

2

Satisfaction survey

Develop a simple questionnaire to ask of the
people you’ve provide a service to or who have
participated in your program. Learn about their
satisfaction. Did they like it? Did they think it was
beneficial? Would they recommend it? Will they
continue it?

Anyone can create this questionnaire. You
could do it using a free Survey Monkey link, or
old fashioned pen and paper. It is something
that the Executive Director or a Board Member
should be able to do. If not, see if you can find
a volunteer or college intern to help set it up.

3

Outcome
measurement

The people you serve might self-report their
experience with your service or program (#2
above), but, drawing conclusions based on a
measurement of actual evidence of outcomes is
more complex. A person may say that he or she
liked the program, but was the desired outcome
really achieved? To learn the deeper outcome
requires a more detailed and systematic
measurement tool and process.

Unless you have a measurement-minded
person on your team, you will probably need
to get a college intern or perhaps a college
data class to take on the project of helping you
create the measurement tool. Otherwise, you
will need to hire a measurement specialist to
help you out.

4

Behavior change
measurement.

This is a very difficult thing to measure, but
if you can measure the extent to which your
program/service resulted in a person changing

Unless you have a measurement professional
on your team, you will need to find one to
either volunteer his or her services, or
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Lvl

Type

Approach and Purpose
a behavior to something more positive
(whatever it is), that is the a powerful insight to
gather and share. You would need to collect
baseline information (current situation) and then
measure again later and collect post-program/
service impact (future situation) and compare
the two. You would be measuring “progress” as
defined by the person you’re serving.

Who
contract with such a person. The measurement
collection tools need to lead to unassailable
insights, meaning that someone looking at
the data can’t poke holes through it. If you’re
going to claim that you helped people change
a behavior, you need a tool to prove it.

Tip: This section is about planning to measure… so, what do you do with all of the above information?
I’ve put together some steps to take to help you get your head around this measurement challenge.
Steps to Plan Your Measurement Process
1.
		
2.
3.
		
		
		
		
		
		
4.
		
5.
		
		
		
6.
		
		
		
		
7.

Get your team together. If it’s just you, that’s okay. But it helps when you have at least a few people
bouncing ideas around.
Review your Mission.
As a group exercise, put yourselves in the shoes of a philanthropist who is considering making a donation
to a non-profit that has a Mission just like yours. For this exercise as you’re pretending to be that donor,
ask yourselves, “What is going to impress me if I give them money? How will I know they have really
made an impact with my donation? What will make me want to give them more funding?” This could be a
tough challenge, but have fun with it. Role play. Pretend you’re each a different donor and have a donor
discussion about your organization. Look at the different levels above to help you think about the types of
measurements. Take great notes.
Review the insights gathered during step 3. Can you identify the exact type of measurement(s) that the
donor would like to see? What level of measurement will satisfy this donor?
Based on your answers to #4, it’s time to decide what, when, and how to collect measurement data. You’ll
need to develop tools such as surveys or questionnaires. Will you use Survey Monkey or something else?
What will be reasonable to expect the person you’re serving to provide? Will they answer a lot of questions
or only a handful? What are the most important questions? When will you collect the data?
Finalize the process. On a piece of paper or on your computer you should be able to write, “This is the
service we are providing and the primary recipients of this service are _________. We will gather data
at the appropriate time using the data collection tool we created. We will store this data in a secure
manner so as to honor confidentiality. We should be able to analyze our data and arrive at insights
regarding our measurement goals after we have stored date for # people.”
Lastly, do it. Now you have data.

5. Plan to Sustain
Now you have data from your measurement process. What do you do with it? You need to tell a story with it—a
story about your FRO addressing a need, and how your efforts have resulted in a tangible positive impact. The
goal of telling your story in an effective way is to lead to future donations and revenue, or rather, to achieve
sustainability. If you really think about it, your Business Plan is the story of your organization, and the measurement
data is the story of your program/service.
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Sustainability is so important that it has its own section in this Guidebook. For now, though, what you need to know
is that the topic of sustainability needs to be described in your Business Plan. Why? Because the donor who looks
at your organization wants to know that you’ve tried your best to look into the future to plan the best way to ensure
that the organization will be around next year, or in five years, so that today’s donation does not get wasted.
But, no one can look into the future.
What you can do, though, is think about possible challenges as well as opportunities, and have a response for each
of them. Try to be able to say this, “We anticipate that the following challenges will be something that could occur in
the future, and our plan for each challenge is described below.” That’s a lead-in to one of the most important sections
of your Business Plan, because it’s where the potential donor sees that you have made an effort to position the
organization to survive even if not-so-great circumstances occur. Planning for challenging situations, or risk mitigation
planning, is a sign of leadership and credibility and it belongs in the sustainability part of your Business Plan.
Tip: If you have written your Business Plan you have written about something that you are committed to.
You have made so many decisions, some of which were tough to make. Why would you make such an
effort to describe what you are creating, and then not include an explanation of how you’re going to
sustain that which you will be creating?
So how exactly do you create a sustainability plan? Follow these steps:
1.
		
		
		
		
2.
		
		
3.
		
4.
		
		
5.
		
6.
		

Get your team together. Make sure you know what you are trying to sustain. That sounds like a silly
statement, but you need to break down where the money goes. Are you trying to sustain the organization’s
overhead, or individual programs, or infrastructure or a combination thereof? Or other things? For example,
you might have a grant that covers basic overhead, but you need to seek out funding for special
programs—if so, that’s what you’re trying to sustain.
Know how much money you need for the year. Build a budget that has everything necessary to achieve
the data measurements you plan to collect. A budget will list all the various types of costs, and sum them
by the month and by the year.
Once you have your budget, you know how much funding you are seeking from one or more donors or
other sources. Sometimes you can piece multiple donations together to achieve your budget needs.
Next think about possible sources for the funding. Offer a reason as to why the source is a possible
source—do its funding priorities match your Mission? What will the funder value, and what story do you
plan to share with the potential funder?
How would you approach each potential funder? Is a grant request necessary? A personal meeting? An
introduction from someone else? Write down the high level approach for each source.
When you have the above pieces written, you can then explain in your Business Plan how you plan to
sustain the organization.

Tip: There are specific tools in the Sustainability section further below in this Guidebook. For now just
think about the tasks listed above so that your mind is familiar with what needs to be accomplished for
sustainability planning.
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Wrapping up the Business Plan
You’ve gone through the Business Planning Steps. That does not mean you have a completed Business Plan!
There is one more task. You need to pick an outline to use, and then fill in the information that is requested in the
template. The Business Planning Steps above don’t account for everything in a Business Plan—instead, they help
you draw focus to the heartbeat of your Family Run Organization, and the insights you have just discerned will fit
nicely into any Business Plan outline.
Tip: You might be wondering why you’re just now learning that the Business Plan Steps above did not
result in a completed Business Plan. The thing is, if you saw the outline of a Business Plan, you would
write to it, rather than focus on and think through the heartbeat of your organization. But don’t worry…
all of the work you did above fits perfectly into the outline. You’ve done the hard part.

You can search via Google for a Business Plan template. Just type in “non-profit business plan template”. You’ll get
about 14.837 million hits in .31 seconds. As you start to look through some of the up-front hits, you’ll notice that some
are free and some are not. Try to find one that feels like a good fit. Only you can decide that. An excellent resource
that I’ve liked using for non-profit FRO’s is a site called www.getfullyfunded.com. And a general Business Plan outline
Business Plan Outline
1.

Introduction

Provide a brief summary of why your FRO exists (or will exist), and what is included in this
Business Plan. Write this last.

2. Executive Summary

This is different than the Introduction… here you want to share the actual golden nuggets of
the Business Plan so that a person can read this Executive Summary and have a good feel
for the important points that are explained in the document. Write this second to last.

3. Summary of the Need

Take some time to explain the situation. What need exists that you are addressing with your
FRO? Be sure to explain how this need is not being addressed by others, or if it is, how your
FRO plans to do it differently/uniquely, or collaboratively with others.

4. Overview of the Family
Run Organization:
Mission and Vision

After explaining the need, now introduce your FRO and your Mission and Vision. What
are your guiding values, too? And, can you sum up the value proposition? In other words,
can you say something like, “When a donor provides funding, we turn that funding into
________” ?

5. Programs and Services

In this section you will explain the program and service offerings that will result in the value
proposition you stated above. Where are they offered? Who is the target audience? How
are they offered? Who is actually delivering the program/service?

6. Organization Structure
and Leadership

To deliver the programs you need capacity, which includes leadership and staff. Who are
the people involved, and what are their positions? What makes them the right people for the
role they are in? Also, take time to describe your Board of Directors because they are going
to be key to your credibility. Go ahead and brag about them!
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7. Operations

8. Marketing

Where will the team exist? How will they function? How will things get done? Is there a high
level approach and work plan that can be shared?
How will the FRO market itself? Who will do the marketing? What are the differences
between startup marketing and post-services marketing? In other words, how do you let
people know about your FRO, and after those people have utilized your services how do
you market to potential donors about the effectiveness of your FRO?

9. Measurement and
Evaluation

What are you measuring, and how are you proving that you are doing what you said you
would do with the funding that is given to you? Tie this into your marketing.
Where will the team exist? How will they function? How will things get done? Is there a high
level approach and work plan that can be shared?

10. Financial Plan

This is where you explain how much funding your FRO needs to get itself started. What
are the costs? What is the budget for each item in the budget? Can you provide a narrative
justification for each item? How are things going to look after 6 months, 1 year, 2 years, 3
years? (These are called projections, or your target budget including income/revenue).

11. Sustainability

What are the sources of funding? What could the sources be? How will you pursue them?
How will your measurement/evaluation efforts support sustainability? What is your actual
process for pursuing new funding? Are you writing grants, conducting fundraising events,
talking to donors?

Tip: Your Business Plan will be unique to your Family Run Organization, although it will have the same
types of information. Just remember… when you have this Business Plan completed, you are one major
step ahead of many (if not most) other non-profits that start a Business Plan but never finish it. The next
step is to do what you’ve planned.

6D—Everything Board of Directors
You’ve got a great plan for your startup Family Run Organization. You plan to incorporate and apply for your 501c3
status. You have gathered some like-minded people to help you do this. The questions that you need to ask now
are, What is a Board of Directors, and how do you build your Board? There are many other questions that will arise
and this Guidebook tries to anticipate them with the information below.
In this section we’ll cover some basic concepts about your Board of Directors, including:
1.
2.
3.
4.
5.
6.
7.
8.
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1—What does a Board of Directors do?
The Board of Directors provides oversight for the organization. What does oversight mean? It means that they
pay attention to things like money, the Executive Director’s performance, strategic relationships, and the overall
direction of the organization.
•
		
		
		
		

Money… it is the Board’s responsibility to ensure that any money coming into the organization is spent
appropriately (for example, that grant funds are used to accomplish what was promised in the grant
application). The Board ensures that all finances are in order, and all reporting is accomplished—and this
does not mean that a Board member has to do these things, but perhaps secure accounting services to
accomplish financial reporting.

•
		

Executive Director… the Board hires, monitors, evaluates, supports and sometimes fires the Executive
Director. The Executive Director reports to the Board of Directors.

•
		
		
		
		

Strategic relationships… the Board members often represent the organization, meet and greet new people,
identify possible donors, find volunteers, etc. If something needs to happen inside the organization and
success depends upon an outside relationship, then the Board should help foster that relationship. Pick
up the phone and make a call, or send an email… Board members should make things happen in support of
the Executive Director.

•
		
		
		

Overall direction… the Board provides governance, which basically means that it is the final say when it
comes to the organization’s overall progress and performance. The buck stops with the Board, which
means the Board will be holding the Executive Director accountable to accomplish what the Board
members and Executive Director have planned.

The Board usually meets once a month, sometimes more often when there is a lot of work to be done in early
stages of development, and sometimes less after things stabilized. Boards can also have work sessions.
There is another thing to know about a Board. In the beginning, it is probably a Working Board, and then later on it
becomes an Oversight Board. Can you guess the difference and the reason for the difference?
The difference is that the Working Board means that the Board members are doing some or all of the work of the
FRO including programs and services. An Oversight Board is a status that the Working Board transitions to once staff
are hired and the actual work of the organization gets transferred to the staff.
During the transition, the Board might be doing less of one and more of the other,
and is in a Hybrid phase. The progress is illustrated in the model below:
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WORKING BOARD






Strategic Planning
Manage the Organization
Create Policies and Protocols
Volunteer for Initiatives
Fundraising








HYBRID BOARD



Strategic Planning
Oversees Executive Director
Create Policies and Protocols
Volunteer for Initiatives
Fundraising

Board transitions from
Working to Oversight
Board delivers programs

OVERSIGHT BOARD






Strategic Positioning
Oversees the Executive Director
Create Policies and Protocols
Volunteer for Initiatives
Fundraising

Growing presence of
the Executive Director
Board volunteers
to complement staff

2—Board Member job description, roles and responsibilities
Each Board member needs to be an active participant in the organization. Not all Board members bring the same
talents and skills to the situation (see the skill survey below). It is important that the President of the Board provide
direction for the Board members based on their skills and passions. Board members need to understand that being
a Board member is a significant responsibility that should not be taken lightly as evidenced by the accountabilities
attached to the position. The job description below is included in the separate Word Appendices and can be
refined, printed, and sent to each Board member.
Board Member Position Description
Mission Statement Goes Here:
Essential Duties of the Board of Directors of a Family Run Organization (FRO)
The Board of directors is legally responsible for all activities of the organization:
1. Select, support and evaluate the FRO Executive Director
2. Approve and monitor FRO’s programs and services
3. Plan and assist with FRO fundraising
4. Ensure sound fiscal management
5. Work with Executive Director on short and long term strategic planning
6. Select and orient new Board members
7. Work with FRO staff to nurture respectful relationships
8. Support Executive Director to craft policies for staff selection, training, compensation and grievance procedures
9. Enhance FRO’s public image with effective public relations and marketing strategies.
		 Clarify who is the spokesperson(s) on specific issues
10. Operate efficiently and effectively by keeping bylaws and policies current
11. Establish committees to focus on areas of operation when appropriate
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Expectations of a Member of the Board of Directors
1. Attend all Board meetings or communicate any need for excused absence
2. Participate:
			
• Actively in Board discussions and decisions
			
• Actively on at least one Board Committee
3. Prepare for meetings by reading all materials received in advance prior to meeting date
4. Participate in email dialog to keep informed of significant developments
5. Participate in FRO functions and external organizations
6. Bring, use and develop skills that benefit the Board
7. Present reports in a timely manner
Accountability and Ethical Ownership
1.
2.
3.
4.
5.

Represent and/or solicit input from constituents
Act in the best interest of FRO by following the standards of law and ethics
Uphold the mission of FRO
Be aware of, disclose and avoid any conflicts of interests
Uphold sound financial practices

Qualifications
1. Demonstrated experience with and understanding of family Voice is required as a consumer, advocate
		
or concerned citizen
2. Demonstrated experience with and support of the recovery philosophy and the consumer and family
		Voice movement
3. Demonstrated leadership skills or willingness to develop leadership skills
4. Good communication skills required
5. Able to be mobile or arrange own transportation to various FRO meeting locations
Board Member Acknowledgement
___________________________________________________
_____________________________________
Signature 									Date
Sometimes there’s a question as to who does what inside the organization. Is it the Board or Executive Director’s
responsibility to do this or that? The following chart helps clarify some of the main tasks and what the Board
should be focused on:
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Matrix of Board Roles and Responsibilities
Responsibilities

Policy Formulation

Decision Making

Oversight

Mission and Vision

 Formulate policies 		
regarding development,
review, and approval of
Mission, Vision, operating
plans, and budgets.

 Approve Mission and
Vision, and any changes.
 Approve and authorize
the annual operating
plan and the supporting
operating and capital
budgets.

 Appraise performance
and appropriateness of
any management
corrective action taken
 Ensure compliance with
Board policies and critical
organization documents
(Mission, Vision, Guiding
Principles, etc.)

Leadership

 Define ED’s
accountabilities and
how performance will be
appraised.

 Select ED.
 Determine compensation
and annual increases.

 Appraise ED’s
performance.
 Advance or terminate ED.

Conduct of
Operations

 Formulate policies
regarding personnel,
facilities, maintenance,
safety, financial
controls, and other legal
requirements.

 Approve all policies
 Appraise and audit
formulated by
operations to ensure
management that involve
compliance with Board
legal, regulatory, or
operating policies.
external issues.

Financial Health

 Formulate policies
regarding financial
reporting and controls,
controls and reporting of
contributions and
donations, and financial
auditing.

 Select independent
auditor, review, and
approve audit report.
 Approve financial
investments and
financing choices.

 Monitor and appraise
revenues, expenditures,
and cash position.
 Ensure compliance with
Board financial policies.

Board Organization
and Development

 Formulate policies
regarding Board member:
• Selection and
		expectations
• Orientation
• Development
• Committee assignments
• Planning and 		
performance evaluation

 Approve bylaws and
amendments.
 Select Board members.
 Elect Board officers.
 Approve Board
committee.
appointments, Board
work-plan, and annual
Board budget.

 Develop a Board
information system to
provide the information
needed to carry out the
Board’s oversight role.
 Appraise Board
performance.

3—Board Skill Inventory
Each Board member brings something special to the Board. It is the job of the President to help each Board member
plug in his or her skills and talents to the Board for the benefit of the FRO. The list below is a good tool for helping
each Board member understand what skills and talents they could be contributing, as well as understand the skills
and talents of fellow Board members. When combined, the Board can develop a feel for its group capacity.
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The tool is designed for 9 Board members. If your FRO has more, simply print a second copy and renumber the
columns 10 and beyond.

BOARD MEMBER MATCHING WITH BOARD ACCOUNTABILITIES
(Each Board member should be indicated with his or her initials in one of the numbered columns beneath the number.
Then place an ‘X’ in the row for which the Board member feels competent)
Board Member Initials
Organization:
Skills

1

2

3

4

5

6

7

8

9
Notes

Accounting/
Bookkeeping
Computer Skills
Word Processing
Excel
Access
Other Software
Computer
systems/maintenance
Contract Management
Graphics
Fundraising
Grant writing
Knowledge of community
technology community
Legal
Marketing/advertising
Planning
Program Evaluation
Program Management
Public Speaking
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Board Member Initials
Organization:

1

2

3

4

5

6

7

Skills

8

9
Notes

Policy Development
Program Specific Skills
Social Services and
related experience
Curriculum
Development
Interpretation/
Translation skills

4—The difference between an average Board member and a great Board member
Unfortunately, most Board members don’t know how to be great Board members. No one goes to school to be a
Board member. Hopefully this Guidebook can help your Board understand what and how to perform as a Board
member, and become great assets for the FRO.
The following list compares and average Board member to a great Board member. It is a good idea to review this
list once a year.
An average Board Member is… 		

The Uber Board Member…

1.

Passionate about the Mission and purpose
1. …is passionate about the Mission and purpose of the
of the organization, but probably can’t state
organization, and can state the Mission and explain its
the Mission, nor will his/her explanation of
relevance and intended impact, or Vision of the organization.
the Mission/purpose be the same as each of
• I can state the organization’s Mission.
the other Board members.
• I can articulate why this Mission is important and the impact
		 we are trying to make.
• I can explain our Vision.

2.

Waiting for the Director (Executive Director, 2. …does not wait to be asked to make a comment or feedback
CEO, etc.) to ask him/her for a comment or
during Board meetings, because he/she is proactive
feedback, and usually does not initiate a
and communicates his/her ideas and opinions so that the
line of questioning unless there is some sort
organization can benefit.
of emotion involved.
• If you read the minutes from any Board meeting, I am
		 listed as making comments, offering motions, etc.
• When I disagree with a fellow Board member,
		 I appropriately voice my disagreement.
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An average Board Member is… 		

The Uber Board Member…

3. Not able to explain how the organization
actually does its Mission—in other words,
how it operates and how it actually
accomplishes what it says it’s trying to
accomplish; furthermore, probably does
not understand the gaps in capacity that the
organization has.

3. …is able to explain how the organization actually does
its Mission—in other words, how it operates and how it
actually accomplishes what it says it’s trying to accomplish;
furthermore, he/she understands the gaps in capacity that
the organization has and how the Mission may be at risk of
not being implemented effectively, and this knowledge leads
to his/her decision to assist the Executive Director to build
new capacity.
• I can explain our organization’s operations and programs.
• I know what the expected program outcomes are.
• I know the current progress towards our outcomes.
• I am aware of capacity needs that our Executive Director
		 has identified.

4. Well aware of the talents and skills that
he/she brings to the Board, but doesn’t
know how to utilize those talents and skills,
and is rarely asked to employ them (except
for accountants and attorneys).

4. …is aware of the talents and skills that he/she brings to the
Board, and knows how to utilize those talents and skills, and is
asked to employ them on behalf of the organization.
• I have shared the specific skills that I could contribute
		 to the organization.
• My fellow Board members know of my skills,
		 and I know theirs.
• I have worked on projects for the organization and have
		 contributed my talents.

5. Not comfortable asking businesses and
other community partners for donations,
and may not know how to do so.

5. …is comfortable asking individuals, businesses and other
community partners for donations.
• Each month, I approach at least 2 people and/or entities and
		 explain the organization Mission and ask for a donation, or ask
		 permission to have our Executive Director get in touch.
• Each month, I provide at least 1 name of a person who I
		 believe the Executive Director should contact to begin a
		 possible relationship that may lead to a donation.

6. Aware that the organization has bylaws, but
could not explain how well the bylaws
support the organization and its ability to
pursue its Mission.

6. …is familiar with the organization’s bylaws, and can explain
how well the bylaws support the organization and its ability
to pursue its Mission.
• I have referenced the bylaws during a Board meeting as
		 part of a discussion.
• I have suggested a refinement to the bylaws so that we
		 can more effectively govern the organization.
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An average Board Member is… 		

The Uber Board Member…

7. Able to understand the financial summary—
i.e., “We are in the black/red”—but probably
is not able to explain the predictable revenue
streams, or the long-term financial
sustainability plan.

7.		 …understands the financial summary—i.e., “We are in the
		 black/red”—and is able to explain the predictable revenue
		 streams, and the long-term financial sustainability plan.
• I know whether or not the organization is doing well
		financially.
• I can look at our financial statements and know how
		 much savings the organization has, the monthly “burn” rate,
		 monthly expected revenue, and the overall financial stability
		 (or instability) of the organization..

8. In agreement that outcome measures are
important, but may not be able to explain
why the current measures are what they
are (if they exist), nor whether there should
be additional/different measures that would
assist with the pursuit of other revenue
streams.

8. …agrees that outcome measures are important, and can
explain why the current outcome measures are what they
are (if they exist), and can use them to assist with the pursuit
of revenue streams.
• I know what, how, when, and why we measure what we do
		 about our programs and services.
• I am able to explain the relationship between our outcome
		 measures and sustainability.

9. Willing to serve on a Board Committee,
but might not be able to articulate how that
Committee’s work is critical to the
sustainability of the organization (assuming
it is), and may not actually do much work.

9. … is willing to serve as an Officer, and/or on a Board
Committee, and suggests that Committees be created.
• I have served as an Officer.
• I have served on a Committee, and have contributed to the
		 work product of the Committee.

10. Trusting of the Director, and is probably
not able to understand the pieces of the
organization well enough to know whether
or not things are going well (until a crisis
occurs).

10. …empowers the Executive Director, and holds him/her 		
accountable.
• I look to the Executive Director to lead us to define our
		 Vision through an organization-wide process.
• I am proactive in meetings and ask the Executive Director to
• provide explanation and evidence that the organization is on
		 the path that we, as the Board, have chartered.
• I empower the Executive Director, as well as my fellow
		 Board members, with positive comments and support,
		 as well as constructive feedback.
• I help build our culture. The role of the Executive Director is
		 challenging because he/she often has to wear many hats;
		 I make an effort to keep the Board energized and engaged
		 (by offering pats on the back, thanking others, smiling,
		 offering compliments, disagreeing in a constructive way,
		 asking others for their opinion, etc.) so that we can support
		 the Executive Director so that he/she can accomplish
		 great things.
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5—How many Board members do you need?
The State of Florida requires a minimum of 3 Board members for a non-profit to incorporate. A Board can be as
large as the founders would like it to be, and the number of Board members can change if the Board decides to
change it; however, it must always be at least 3.
Some Boards work well with a lot of members. Look at the Board of Directors of the Chamber of Commerce
in your community. It’s pretty big. You might have a tough time finding just three people, or two if you include
yourself, to become the Board of your FRO.
People of ask, what’s the best number of Board members to have? My reply is always: A number that is the right
balance between the need for “horsepower” to get things done, and the ability to govern effectively. The larger
the Board, the higher the need for a Committee structure to ensure that Boards are effective and that individual
members don’t “hide” behind the work of the same group of people.
A larger, energized and passionate Board can be awesome! It can also be a headache for the President and
Executive Director to have a larger Board that is so active it seems out of control. Again, the trick is to have a
strong leadership and Board management structure (see the section on Leadership below). You must decide
how many people you want on your original Board, recruit them and get them to commit to the role of a Board
member, and then get started. Over time you can add or subtract Board members as needed to effectively govern
and support the FRO towards achieving its Mission.

6—How do you recruit Board members?
Great question. The first answer is this: make sure you know who you want to recruit, and by that I mean that
you have a Mission and Vision, and you want to be able to deeply trust that your first Board members share a
commitment to that same Mission and Vision. And, how many Board members do you need to start with? You need
a minimum of 3. And if you’re the founder of this FRO, are you the Board President, or are you planning to be the
Executive Director? It is rare (but not wrong) to be both… it just presents a new set of challenges, such as, “Hi, I’m the
Board President trying to raise money for an organization so that I can pay the salary of the Executive Director… who
is me.” You can see how that might get awkward. There are other complications, but that’s just an example.
So, you have to have an idea of your Mission and Vision. You’ve worked on it with some fellow family members
most likely. Perhaps the people who have helped you are the ones who should be the first Board members? If not,
maybe they can help find Board members.
But how do you find people? Have you thought about where your FRO needs to be active? If it is going to operate
in a specific community, are there representatives in the community who would be a good fit, and who are
credible? By the way, your Board members need to be really credible and worthy of respect. They don’t have to be
celebrities, but it would probably be good if they’re not known for really negative activity, either.
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Here are some ways to think about recruiting people who could commit to your Mission:
• Referrals from service providers who have served families similar to yours (the provider would pass along
		 your information, so have some to provide to him or her to share)
• Posting a flyer at the library and other public spaces where people are active, such as a coffee shop
• Social media… try to get friends to spread the word, and have an application process ready to go
		(see below)
• Place an announcement inside the bulletins of faith-based organizations if you are a person of faith
• Are there family members you know from support groups or other associations?
• Friends and family can be good Board members to help get things going
Once a person expresses interest in being a Board member, then what? The following example application could
be something you use to manage Board member interest and to position you to make a good decision about a
Board candidate. All you need to do is re-type your own content, but stay true to the spirit of the questions. (This
example is available in the separate Appendix).
XYZFRO Board Member Application
(Please type your answers. )
Name:_________________________________________________________________________________________
Phone:________________________________ Email:____________________________________________________
Mailing Address:_________________________________________________________________________________
______________________________________________________________________________________________
City: ________________________________________ State:__________________________ Zip Code:___________
Occupation:_____________________________________________________________________________________
Employer: (Please explain in detail, as we need to evaluate any potential conflict of interest)
______________________________________________________________________________________________
______________________________________________________________________________________________
XYZFRO is a consumer-driven organization with a Mission to (insert your Mission here).
______________________________________________________________________________________________
______________________________________________________________________________________________
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Please answer the following questions:
1. Why are you interested in joining our organization?______________________________________________
		________________________________________________________________________________________
2. What does it mean to you to “(insert your Mission here)”?_________________________________________
		________________________________________________________________________________________
3. Do you have personal lived experience with respect to a disability that you are willing to disclose?
		 If so, please explain to the level you are comfortable sharing. Being a person with a disability is not
		 necessary to serve on the XYZFRO Board, although it is preferred.__________________________________
		________________________________________________________________________________________
		________________________________________________________________________________________
4. If you have personal lived experience as described in #3, have you provided support to others?
		 If so, please explain your training and certification status. If not, are you interested in pursuing certification?
		________________________________________________________________________________________
		________________________________________________________________________________________
5. What personal skill or strength of yours do you think would benefit our organization?__________________
		________________________________________________________________________________________
		________________________________________________________________________________________
Please place an “X” next to any particular skills you would be able to contribute to the Board:

 Finance, accounting
 Education, instruction
 Website Design/maintenance
 Special events
 Newsletter development

 Grant writing
 Nonprofit experience
 Fundraising
 Community service
 Outreach, advocacy

 Policy development
 Public relations, communications
 Program evaluation
 Board Development
Other:

6. Do you have a committee you’d like to serve on or a particular area of interest? _______________________
		________________________________________________________________________________________
		
7. What other volunteer commitments do you currently have? _______________________________________
		________________________________________________________________________________________
8. Have you served on other nonprofit organization boards?
		 If so, please list: the organization and any offices you held: ________________________________________
		________________________________________________________________________________________
9. The XYZFRO Board meets at least quarterly by phone or in person, but most likely monthly.
		 Times for meetings vary. Are you willing to commit to attending meetings assuming that meeting times fit
		 your schedule? Please explain any challenges you may have regarding scheduling and meeting attendance._
		________________________________________________________________________________________
		________________________________________________________________________________________
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For Board Use Only
Nominee was referred by _________________________________________________________________
Nominee was mailed an application.

Date______________________________________

Nominee had a personal meeting with Board Chair.

Date _____________________________________

Nominee’s application was reviewed by the Board.

Date _____________________________________

Nominee was interviewed by the Board.

Date _____________________________________

Action taken by the board ______________________________________________________________________
If you’re starting a new FRO, then you’ll be the one to pick and choose the Board members based on their answers
to the questions in the form above. And once your FRO is up and running, you can use this same application form
to invite additional people to join your Board down the road when there are openings on your Board.
During the recruitment process, make sure you share the job description of the Board member, and any other
information that you want to provide to ensure that the potential candidate knows exactly what you are asking
them to do. Be prepared to sit down and talk with them (or talk virtually or by phone) to present the organization
and to share your passion for your Mission. Sell your organization. And test their willingness to commit to your
Mission. Are they family members like you? Conduct your own screening. This is your Mission, and you can’t afford
to get what’s called “dead wood” or “do-nothings” on your Board—there’s no time for that kind of person. When
the Board meetings occur, you don’t want your Board members surprised by what it’s all about, or what they have
to do. Instead, you want them to be great Board members as described above. So give it all to them up front, and
empower them to self-select the same way you desire to be empowered along your family member journey.

7—Who are the members of your Board?
Well, you’re at that point where you need to decide… who will be on your initial Board? If you are the first, then you
need at least two more in Florida. The reason this question of Who is saved for almost last is because I wanted you
to know all about what a Board member should be doing and what you should expect of them as they help you
pursue your Mission and realize your Vision. It’s time to choose and get commitments.
You need to specifically ask people to apply to be on the Board, “John/Jane Doe, I think you would be a good
Board member for my Family Run Organization, so I would like to invite you to apply to be on the Board. ”
Then, when you have selected the right people, you need to be straightforward and say something like, “I am
pleased to let you know that your application to be on the Board of this FRO has been accepted. I am excited that
you are committed to helping us pursue our Mission. At the first Board meeting all new Board members will sign
the Board member job description that I shared with you earlier.”
Congratulations! After all of this preparation and going through all of the steps in the past 40+ pages, you
positioned yourself to take the first step of starting your Family Run Organization—recruiting your
initial Board of Directors. The same information that you developed along this startup path will now make your
grant applications and other tasks involving an explanation of your FRO much easier.
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8—Board logistics: meetings and the process of conducting business
A Board meeting’s purpose is to communicate about the organization and make decisions as needed. Typically, an
agenda looks something like this:
a. Call to order
b. Establish quorum
c. Review, approve minutes
d. Review, refine and approve the agenda
e. Treasurer’s Report
f. Board President Report
		 i. Item 1
		 ii. Item 2
		 iii. ?
g. Executive Director’s Report
		 i. Operations report and status
		 ii. Program outcomes summary
		 iii. Special initiatives summary
		 iv. Special requests
		 v. ?
h. Committee update (this slot is for all Committees to use—only include the relevant Committees)
		 i. Membership Engagement Committee (Standing Board Committee).
		 ii. Fundraising and Sustainability Committee (Standing Board Committee)
		 iii. Marketing and PR Committee Report (Standing Board Committee)
		 iv. ?
i. Next Meeting:
j. Adjourn

The agenda above is an example. You can customize it however you’d like. But it is important to be consistent so
information can be found easily when searching past minutes.
Minutes? What are minutes? As the meeting progresses, the Secretary will take notes about the main points,
the votes and decisions, and then report them to everyone in writing—this report is called the minutes, and the
Board reviews the previous month’s minutes for accuracy, makes edits, and approves them at the beginning of
each meeting.
How do Board’s communicate? This is an interesting question. There’s a protocol called Robert’s Rules of Order.
Personally, I am not a big fan of the entire set of rules for one main reason: the full set of rules is a small book, and it
has a lot of technicalities to it, and if one Board member knows the technicalities while others do not, then that one
Board member can control the Board meeting. So, either everyone has to know and be familiar with the rules, or
something different is used.
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What I recommend is a modified version of Robert’s Rules of Order. Basically, just use the voting protocol, which is
as follows. For each item that requires a vote, the dialog follows this pattern:this:
•
•
•
•
•
			
•
			
•
			
•
•
			
•
•
			

Board President: “Is there a motion to pay the invoice for website services?” (or whatever the business is)
Any Board Member: “I make a motion to pay the invoice submitted by the web developer.”
Board President: “I have a motion to pay the invoice submitted by the web developer. Is there a second?”
Any other Board member other than the one who made the first motion: “I second the motion.”
Board President: “We have a motion with a second to pay the invoice submitted by the web developer. Is
there any discussion?”
Any Board member may make a comment or ask a question or answer a question during this time. The
Board President facilitates this discussion until it is exhausted.
Board President: “Hearing no further discussion, all those in favor of passing the motion to pay the invoice
submitted by the web developer, please say ‘Aye’.”
All Board members in favor: Say “Aye”
Board President: “Those not in favor of passing the motion to pay the invoice submitted by the web
developer, say ‘Nay’”.
All Board members opposed: Say “Nay”.
The votes for Aye and Nay are tallied, and the larger vote wins. The Board President announces if the
motion passed or failed.

This pattern sounds cumbersome, but the repetition is designed to ensure that no one is mistaken about the
business being conducted. As your Board becomes familiar with the simple process of Motion, Second, Discuss,
Vote, you’ll develop shortcuts and your own style of efficiency.
The vote is recorded in the minutes, and becomes official record.
Obviously there are more nuances to a Board meeting, but the above agenda and voting protocol are the basic
tools of running a Board meeting. Just follow the agenda, and record all decisions as votes.

6E—Leadership
I could create an entire Guidebook about the topic of leadership. And there are innumerable resources about
the topic that can be found via a Google search. So in this section I want to share some insights based on my
experiences that may be helpful to you along your journey of starting a Family Run Organization. These insights
are not an exhaustive list, nor are they a “how to” for effective leadership. Instead, they are a collection of ideas
that will hopefully invite you to think about yourself and your leadership style, the importance of leadership relative
to a startup of a FRO, and the need for leaders to make difficult decisions. So, take the following insights for what
they’re worth… perhaps they are relevant to you now or later:
1.
		
		
		

Are you a leader? Have you thought about that? You may have found yourself in charge because it was
your idea to start the FRO, and others are deferring to you—but being in charge and leading are two
different things. Don’t be afraid to delegate to people who will lead various initiatives to bring your Vision 		
to fruition.

2.
		
		
		

The Board President needs to be comfortable leading the Board. That means facilitating the meetings,
holding people accountable to being good Board members, and ensuring that the organization is pursuing
the Mission. You may be the Board President because the FRO was your idea and your inspiration, but see
the first point above. Empowering others is the best quality of an effective leader in my opinion.
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3.
		
		
		

The Board President and Executive Director need to be on the same page and need to have a great
rapport. They are the two leaders who facilitate progress. The Board President leads the Board, and the
Executive Director leads the staff and organization. If they are not aligned or in sync, then the organization
will suffer.

4. If the leaders cannot make difficult choices (for example, removing a Board member who is always absent
		 and thus making achieving quorum a challenge), then the organization will suffer and stall.
5.
		
		
		
		

Leading is delegating to and empowering others. If you are not comfortable delegating to others to help
achieve your Mission and Vision, you have to ask yourself why you are not comfortable? Is it an issue with
the other person (if they’re not competent enough to be delegated to, should they still be involved?) or are
you the main block (maybe you’re too close to this and can’t let go, and that means the FRO will only
move as fast and far as your individual capacity). It’s a tough balance, but you have to find it.

To help you assess your own leadership capacity, consider the following tool (included in the Appendix, as well):
Leadership Profile Tool
The table below includes questions that will assist you to characterize your Leadership Profile. For each question,
fill in the circle in the column that most applies. There are no right or wrong answers, and you are encouraged to
interpret the questions in a way that matches up with your lived experience. The more honestly you can answer the
questions, the stronger leader you will be in the future. Calculate your score according to the directions below the
questions. You are encouraged to answer the questions before looking at the scoring method on page 2.
Question
1.
2.
3.
4.
5.
6.
7.
8.
9.

Do I make the tough decisions that must be made?
Do I make decisions on time?
Do I listen to people's opinions?
Do I incorporate people's opinions or explain
why I am not using them?
Am I trusted by others?
Do I resolve non-performance of others in my team?
Am I sensitive to the needs and perspectives of others?
Am I clear and explicit in communication?
Am I open to new ideas and better ways of
doing things that differ from my own?

10. Do I treat people equally?
11. Am I aware of the impact that I have on others?
12. Do I create engagement - do people want to
follow my lead?
13. Am I aware of my assets and liabilities as a leader?
14. Do I show people how to learn and develop when
they don't get it right?
15. Am I seen as honest and ethical?

Never

Seldom

Sometimes

Often

Always
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Question

Never

Seldom

Sometimes

Often

Always

16. Do I encourage people to be candid with me
without fear of repercussions?











17. Do I asses the need for and provide direction and
support for individual people for their key tasks?











18. Do I give recognition and feedback for both
effort and results?











19. Do I resolve conflict between myself and others or
others within my team?











20. Am I respected as a leader?











Total circles filled in for each column: ________________________________________________________________
		

X1

X2

X3

X4

X5

Total after multiplier:
Total score after adding all of the columns in the line above:
SUGGESTION: We often think of ourselves differently than how others perceive us, and it can be helpful to
understand when there is a difference. If there is someone you trust and who knows you well, consider having
them answer the questions about you and compare your answers.

PLEASE ANSWER ALL OF THE QUESTIONS AS HONESTLY AS YOU CAN
BEFORE READING THE SCORING CHART BELOW
Score

Perspective

85-100

You have a strong leadership profile with many leadership qualities.
Go forth and lead! And be a mentor to others leaders.

65-84

You have an awesome start towards building your leadership profile.
Find a mentor and enhance your leadership profile.

40-64

Becoming a good leader takes time and experience. Keep up the good work.
You’re almost there!

20-39

Now you can see exactly what you need to improve to build your leadership profile. Go get ‘em!
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6F—Administration
This is the last section of the Everything Board of Directors. Phew! We’ve covered a lot of ground, and still it is just
the tip of the ice berg. There are many resources with information that could be relevant and helpful to you—see
the Appendix for links and summaries. This Guidebook is just basic framework to help you get started, and you can
add more information and expertise as you need it and find it.
The last thing to cover is the actual process of incorporating and getting your FRO going. With everything you’ve
done thus far, you are ready to take the steps to actually start up the organization. This link explains the steps to
start a non-profit in the State of Florida. It will explain the steps in order, and you will have most of the pieces to be
able to do the steps.
https://donorbox.org/nonprofit-blog/start-a-nonprofit-in-florida/
Articles of Incorporation: If you follow the steps in the above link, you’ll create what are called Articles of
Incorporation. This is an official document that you submit to the State of Florida to incorporate as a non-profit
entity. There is a fee to do this. The Articles are relatively simple to do, and use much of the information listed in the
Bylaws (see below) so it might be worthwhile to do the Bylaws first. For the Articles of Incorporation, you’ll need
the personal information of each founding Board member—at least 3. You can add more Board members at any
time and that does not impact your Articles of Incorporation.
Bylaws: You’ll need Bylaws for your FRO. What are Bylaws? They are a set of rules, kind of like a code of conduct
and operating instructions. They establish what the Board can and cannot do. There is a sample set of Bylaws
in the Appendix. Here are some of the key variables you’ll need to consider and add to your Bylaws (again, you
should have most if not all of these already done):
•
•
•
•
		
•
•
•
		
•
•
•
•
		

What is the name of your Family Run Organization?
Where is it incorporated?
What is the Mission?
What type of charitable organization is it? Here you’ll include some standard/boilerplate language to
satisfy the Federal IRS tax code for 501c3 status, and it is in the sample already.
How many Board members will there be?
Is a certain percentage of Board members required to be family members?
What constitutes a quorum? In other words, how many Board members need to be present
in order for the Board to conduct an official vote? Usually it’s a simple majority.
What is the voting process? Usually a simple majority constitutes a vote passing.
What officer roles exist and how are these roles defined?
Are there any standing Committees?
What policies are also mentioned in the Bylaws? For example, financial policies,
conflict of interest policy, etc. These are included in the sample.
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501c3: Once you have incorporated and you have your Bylaws, you can apply for 501c3 status. Some people
confuse “incorporation” and “501c3”. These are not the same thing. Incorporating is a State of Florida process
where the State of Florida acknowledges you as a legal entity. 501c3 is a Federal IRS tax status which incorporated
non-profits seek in order to be able to give donors a receipt for donations thus making the donations tax
deductible. Many Foundations and agencies will not provide funding to a non-profit unless it has its 501c3 status,
too. But this status comes with responsibilities: you will need to report your financial status to the IRS on a regular
basis, and meet certain criteria to maintain the status. This Guidebook does not get into that level of detail, nor
does it help you apply for the status—see the Appendix for resources that can help. The IRS has made it easier
for small non-profits to apply for 501c3 status, though. If you anticipate receiving less than $50,000 per year
for the first 3 years, then you can use the “easy” track and apply quickly for the status. The “long” form is more
complicated and is required if you anticipate receiving more than $50,000 in any of the first three years of
operation. And don’t try to fool the IRS!!

CONCLUSION TO PART 6
You’ve made it through Part 6, which was all about starting up your Family Run Organization. It is very possible
that you might feel overwhelmed, and I don’t blame you. Starting a non-profit is tough work. Starting a Family Run
Organization as a non-profit is even hard because you have a unique Voice that needs to remain at the center of
your efforts.
But here you are. And we are proud of you!
The remaining sections of this Guidebook get into problem solving and other aspects of running your FRO. The
Appendix has copies of all of the tools, templates and examples, and it will continue to grow as more information
is added. This Guidebook can hopefully be a good resource to accompany you for the entirety of your journey in
building your FRO. And FROM wants to support you in this effort with ongoing trainings and discussions about the
very content in this Guidebook as well as new content. We look forward to interacting with you and supporting you
in your startup efforts.
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PART 7: FIX/IMPROVE
So, you’re already running a Family Run Organization (FRO), and you need to fix some things or make
some improvements—it’s time to put on your consulting hat. I’m going to try to show you how you can
consult yourself so that you can tackle any challenge or opportunity. You might still need some outside
expertise, but my hope is that you can learn the basic pattern for problem-solving and apply it to your
FRO so that you can be proactive and keep your FRO moving forward.
People often ask what a consultant is, or what a consultant really does. The answers vary based on the
situation. Some consultants, like engineers, might provide specific answers to specific questions. Other
consultants might operate on the vague end of the spectrum with things like Mission statements, and
Vision statements (the things you learned about above). Regardless of the focus of the consultant, the
method is always the same. It’s just like the scientific method you learned in 8th grade, but this is the
Consultative Method. And that’s what you’re going to learn in Part 7.
In Part 7, then, we will learn the Consultative Method.
The Consultative Method
What do you do when you’re faced with a challenge? If you stop and give some thought to it and come
up with a plan, chances are you’re doing the Consultative Method for yourself—although you don’t call
it that. No one sits around and says, “Hey, I used the Consultative Method for myself the other day to
figure out how to support my child to advocate for himself in high school.”
Here's what the Consultative Method looks like in a simple flowchart:

Define the
Problem

Pilot
Growth

Define the
Gap

Plan to
Bridge the
Gap

Implement
the Plan

Evaluate
and Refine

The remaining sections of this Guidebook get into problem solving and other aspects of running your FRO. The
Appendix has copies of all of the tools, templates and examples, and it will continue to grow as more information
is added. This Guidebook can hopefully be a good resource to accompany you for the entirety of your journey in
building your FRO. And FROM wants to support you in this effort with ongoing trainings and discussions about the
very content in this Guidebook as well as new content. We look forward to interacting with you and supporting you
in your startup efforts.
Let’s break down each of the parts so you understand what to do in each part. You’ll see right away that
this is probably very familiar to you. If not, that’s okay… it’s easy to learn. By the way, in this context,
“Problem” represents both the challenge and the opportunity. Even though the word “Problem” has a
negative connotation, trying to take advantage of a positive opportunity still presents a challenge, or
“good” problem to solve.
Define the Problem: In this step, the goal is to understand exactly what you’re dealing with. But there’s
a trap that you might fall into: You might describe the symptoms of the problem, rather than the root
cause of the problem. For example, you might say, “A Board member is always asking financial
questions that seem to disrupt the meeting and it causes a lot of tension; I wish that Board member
would just quit.”
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The remaining sections of this Guidebook get into problem solving and other aspects of running your FRO. The
Appendix has copies of all of the tools, templates and examples, and it will continue to grow as more information
is added. This Guidebook can hopefully be a good resource to accompany you for the entirety of your journey in
building your FRO. And FROM wants to support you in this effort with ongoing trainings and discussions about the
very content in this Guidebook as well as new content. We look forward to interacting with you and supporting you
in your startup efforts.
Let’s break down each of the parts so you understand what to do in each part. You’ll see right away that
this is probably very familiar to you. If not, that’s okay… it’s easy to learn. By the way, in this context,
“Problem” represents both the challenge and the opportunity. Even though the word “Problem” has a
negative connotation, trying to take advantage of a positive opportunity still presents a challenge, or
“good” problem to solve.
Define the Problem: In this step, the goal is to understand exactly what you’re dealing with. But there’s
a trap that you might fall into: You might describe the symptoms of the problem, rather than the root
cause of the problem. For example, you might say, “A Board member is always asking financial
questions that seem to disrupt the meeting and it causes a lot of tension; I wish that Board member
would just quit.”
What if that Board member’s questions are keeping everyone from going to jail? Maybe the real problem is
that the proper financial documents are not being prepared for each Board meeting. Maybe that is, in itself, a
symptom of something far worse: someone is hiding something and so they don’t want the financial statements
to be effectively presented to the Board. That’s a worst case scenario, but I share it so you can see the difference
between the symptom and the root cause of the problem.
How do you get to the root cause of the problem so you can define it effectively and thus address it? Great
question. The answer is this: critical thinking. You need to be patient, ask questions, let the answers lead to new
questions, and keep drilling down into the situation until you have discovered the root problem. Some of us do it
naturally. Some not at all. It’s up to those who can do this to actually do it, and to lead the Board or whoever, to do
it. We’ll see some more examples in the next section.
Define the Future Goal: This step is easy if you’ve taken the time to do the first step and define the problem. You
see, most people react to symptoms and they start thinking about the future that is without those symptoms.
That’s certainly a positive vision to pursue, but without addressing the actual root problem, fixing symptoms
usually results in unsustainable positive moments. If you have defined the root problem, or cause of the symptoms,
then your definition of the future goal will come naturally.
Here's an example. Let’s say your organization offers support groups. You pay support group leaders to host
groups once a week to provide a discussion and support forum for those with some common challenges. It’s a
great program. People love it. But, some of the group leaders are getting burned out. They are starting to complain
about the administrative workload to maintain the support groups: it takes a lot of time to send email reminders,
respond to messages and calls, make copies of the documents for the upcoming meeting, etc., and then have to
switch gears and become a facilitator who has to listen carefully and weave together everything everyone says
so that the meeting flows smoothly. This is not a new problem, and on average support group leaders only last 8
months. It’s a very high turnover rate that impacts the solidarity and effectiveness of the support groups.
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What’s the problem? Is it that the organization just doesn’t seem to be able to find the right people to be support
groups leaders who can handle both the administrative minutia as well as the intense facilitative role? Or, is it the
expectation to handle both roles? Is it possibly that there is no support for the support group leaders? Let’s assume
that the organization’s leaders conduct a healthy problem-definition process—they interview the support group
leaders and invite them to share what’s going on. What the organization’s leaders learn is that 1) the administrative
tasks are very tedious and time-consuming, and lead to negative feelings about the role; 2) there is no break
between the administrative tasks and the facilitation, because there are too many support groups, and they meet
too often, so the support group leaders always have to be doing one role or the other, or they fall behind; and 3)
the negative impact of the administrative minutia takes the joy out of the facilitative role, when that joy used to be
the thing that kept the support group leaders motivated.
Here is somewhat of a trick question: Have the organization’s leaders identified the root problem? The answer
is No. Numbers 1, 2 and 3 above are all symptoms. The thing to notice, though, is that they have one thing
in common: administrative minutia. Now, it is possible that the organization can find a person who loves the
administrative minutia and the facilitation equally, and excels at both—but that person is rare, and probably
employed elsewhere for a much higher salary! The root problem is that the role of the support group leader is
actually two roles jammed into one role, and naturally the organization will hire a person for the more complex role
of facilitation—but that person is overqualified for the administrative minutia. It happens all the time. The things that
we as human beings are overqualified to do will eat away at our passion for the things that we are qualified to do.
Do you understand the root problem, then? The organization has smooshed to jobs/roles together, and the one is
dragging down the other. I bet you can see how easy it is to envision the future, now. What would that look like? How
about this: We need to separate the administrative minutia from the support group leader’s facilitative role, which will
actually free him/her up to do even more with their passion for engaging the members of the support group.
You might be wondering: How does the organization accomplish that when they don’t have money for
administrative assistance? Perhaps looking creatively at that challenge will help. What if each support group
identifies a “helper” who loves to do simple things like maintain a roster, send out email reminders, organize snacks,
etc.? That could work in some groups. And, what if one of the support group leaders already quit, and that position
is not yet filled, so that salary is available? Perhaps the organization could ask the other leaders to divvy up the
support groups that were not functioning due to the missing leader (after all, they will have so much more time
because the administrative minutia is no longer theirs to do), and use the salary of the person who quit to hire one
talented administrative assistant to provide support for all support group leaders? The possibilities are not endless,
but they are many—and they can be explored once the organization has identified the root problem.
For this scenario, then, let’s go with the second idea and say that the Future Goal is to hire an administrative
assistant with existing unutilized salary who will support the support group leaders.
Define the Gap: Feeling like a consultant, yet? You’ve done the hard parts of defining the problem and envisioning
the related future goal. Now it’s a matter of making it happen. Many people will jump into action and do the first thing
that comes to mind to achieve the future goal, because they are doers. A majority of people are doers, as a matter of
fact, in the sense that they need to do something in order to feel like they have accomplished something. Planning,
to them, is not accomplishing anything. How many people do you know who hate meetings where all you do is sit
around and plan? Maybe you’re one of them! Well, it is true that you can over-plan. But it is also true that underplanning will hurt you, too. This Consultative Process is designed to help you do the right amount of planning.
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What is the gap that needs to be defined? It is the gap between the current situation and the future goal. What
needs to change? What things need to be created and/or discontinued? What are all the things that need to
be accounted for if we want to achieve our future goal? In our case with the support group leaders and the
administrative minutia, the gap would be characterized like this, many of which occur concurrently (these are not in
order of occurrence):


		

		

		

		


		

		
		


The administrative tasks need to be defined, along with examples, and packaged into a job description.
We need to post the job description and then hire the right person as the administrative assistant to the
support group leaders.
The existing support groups related to the open support group leader position need to be redistributed to
existing support group leaders.
Support group leaders need to be aware of this plan, and need to help define the administrative tasks, as
well as continue to do them until the tasks can be turned over to the new administrative assistant.
We need to develop a communication plan that encourages hope and a positive outlook so that our
support group leaders feel validated, and can look forward to our future goal with enthusiasm.
The administrative assistant will need equipment and a place to work, possibly remotely.
We need reporting templates for the administrative assistant to use to consolidate all activity to report to
the program manager.
We need to plan a kick-off meeting where we can introduce our new administrative assistant to all support
group leaders, and train everyone as to how this process will unfold and what the expectations are. To that
end, we need to develop training along with expectations.
Etc.

Tip: Brainstorming with a group of trusted people, like your Board, is useful for coming up with
lists like this. Let your Board members share their experience and talent so that you have a
robust set of insights to work with.
Maybe the above list was easy to conceive. Or, you may have read through the above list and thought, There’s no
way I could have come up with that list. If that’s what you were thinking, it’s okay. You’ll make your way through the
change, and you’ll stumble here and there, but none of the items above would cause the organization to fail if they
were missing. Just try your best to think through the things that have to happen, and involve others to help think it
through—build a robust “to do” list that will bridge the gap and get you from today to tomorrow. At the very least,
you now know what it looks like to think through the variables and Define the Gap.
Plan to Bridge the Gap: This one is easy. You’ve already defined what needs to happen. Now you have to put it into a
plan. The key, here, is to know what an effect plan is. Let’s not keep it a secret—an effective plan includes the following:
•
•
•
•
•
•
•
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Let’s apply the above list to one of the items in the definition of the gap.
 Goal: The administrative tasks need to be defined, along with examples, and packaged
		 into a job description.
 Objectives and tasks:
		
 Administrative tasks need to be defined
 Create a questionnaire that can be given to each support group leader to ask them what their
				 administrative responsibilities are, and what they do to complete the administrative tasks.
 Give the questionnaire to the support group leaders and expect them returned in a week.
 Synthesize the responses and create a master description of administrative tasks and how they
				are completed.
 Using the master list, refine the processes from the perspective of one person doing all of it.
				 Add processes as needed.
 Send the revised master list to the support group leaders for review.
 Conduct a meeting with support group leaders to discuss their feedback.
 Refine the master list as needed
		
 Create the Administrative Assistant job description
 Use a template for job descriptions for the organization
 Add the master list of duties and processes developed with the support group leaders.
 Circulate the job description to support group leaders to seek any final refinements.
The above tasks can then be dropped into a table and then you can add owners, timelines and dependencies
(actually, you’d create it in a table to begin with, but for this guidebook we are showing you step by step what each
item means). It would look like this (a partial list to illustrate the plan):
Goal

Objective

Tasks

The administrative tasks
need to be defined,
along with examples,
and packaged into a
job description

Owner

Patrick

Administrative
tasks need to
be defined

Timeline

Dependency

Today’s date is
9/24/2021
Complete by
10/21/2021
10/13

Create a questionnaire that can be given to
each support group leader to ask them what
Denise
their administrative responsibilities are, and what
they do to complete the administrative tasks.
Give the questionnaire to the support group
leaders and expect them returned in a week.
Synthesize the responses and create a master
description of administrative tasks and how
they are completed.

Denise

9/25

9/25 sent out
10/1 return

Denise

10/5
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Goal

Objective

Tasks

Owner

Timeline

Using the master list, refine the processes
from the perspective of one person doing
all of it. Add processes as needed.

Patrick

10/6

Send the revised master list to the support
group leaders for review.
Conduct a meeting with support group
leaders to discuss their feedback.
Create the
Administrative Refine the master list as needed
Assistant job
description

and
Denise
Denise
Patrick

and
Denise
Patrick

10/25 sent out
10/8 return
10/13

and
Denise

10/13

Patrick

10/18

Use a template for job descriptions for the
organization

Denise

10/15

Add the master list of duties and processes
developed with the support group leaders.

Denise

10/15

Circulate the job description to support
group leaders to seek any final refinements.

Patrick

10/15 send out

and
Denise

Dependency

10/18 return

Tip: It does not take long to do this. It may look intimidating, but the 30 minutes it takes to think
this through and document it will save you hours and hours of mistakes, miscommunications,
negative outcomes, etc.
Implement the Plan: These steps are getting easier and easier. You’ve already thought through what the problem
is, what the solution looks like, how to get to the solution… and now all you need to do is execute what you’ve
decided and planned! So, get to it.
Conduct your weekly staff meeting (or whatever it is you do to communicate). Be sure everyone has a copy of the
full plan with all of the tasks, owners, timeline, etc. Make sure people have a clear idea of what is expected of them.
If you are the manager, offer to talk with task owners about their tasks so that they are clear on what to create or
do—or, give them creative license if you are confident in their talents and empower them. Above all, keep the plan
handy and conduct regular group meetings to check the status of work products, review work products, make
decisions, make adjustments, etc. Failing to communicate about the plan that is being implemented will make that
plan useless.
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Evaluate and Refine: You’re on the downhill, now! You’ve got work product and results from implementing your
plan. Is it going well? Are the support group leaders happy? Is the administrative assistant getting what he or she
needs to be able to do the job? What could have gone more smoothly and that you’ll do differently next time? Do
you have open channels of communication that invite the support group leaders to express their feedback?
Basically, are you leading and not just managing? Are you leading the people of your organization to communicate
and build something great together?
Now you are a consultant! You have an understanding of the approach that consultants use to assist organizations
to either overcome challenges or seize opportunities—the two sides of the same problem coin.
Tip: The more you practice this process (especially related to small endeavors) the more familiar it will become.
The biggest challenge can often be that you don’t know where to start. The following assessment tool can give you
an idea of where there might be challenges or opportunities—remember: these are the two sides to the coin called
a Problem. Take a moment to answer the Yes/No column and to make notes. Chances are you’ll be able to pick the
areas that need attention:

Organizational Development Assessment
This is a general assessment to self-report the development of your organization in key nonprofit areas. Check each
area with a Yes or No and provide the necessary notes or documentation location in the final column.
Do you have:

YES

NO

Notes/Comments

Board Development
• A functioning Board of Directors
• Regular Board meetings
• Regular and consistent method of publishing
		 meetings notices and minutes
• Communication process between the Board and
		 the Executive Director
• Updated by laws
• Strategic plan for the Board and the organization
• A Board that raises money for the organization
• Member training on Board duties
• Member training on conflict resolution
• Audit and financial oversight committee
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Do you have:
Vision and Mission
• A clear vision statement
• A clear mission statement
• A method of sharing with and gathering input
		 from other stakeholders
• A process for updating the mission
Cultural and Linguistic Competence
• Staff and Board representing the cultures
		 served by the organization
• A policy and procedure for diversifying the staff,
		 Board and volunteers in the organization
• Materials and resources that are written in a
		 languages the target population can understand
Consumer/Peer Representation
• Strategies of outreach to emerging leaders
• Strategies to engage consumers and peers in
		 underrepresented communities
• Strategies and policies to include other
		 stakeholders and peers in organizational
		 planning, direction, and development
• Method of documenting stakeholder input
• Strategies to train and support emerging leaders
Program Development
• Written organizational policies and procedures
• Training for volunteers
• Written description of each project and program
		 within the organization
• Strategic plan for supporting the future of
		 programs and projects
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Do you have:

YES

NO

Notes/Comments

Financial Management
• Generally accepted program for financial
		management
• Written policies and procedures for financial
		management
• Training on travel and reimbursement policies
• Schedule of grant required reports
• Annual operating budget
• Procedures for sharing the budget and policies
		 with Board
• Process for monitoring the budget throughout
		 the year
• Procedures for financial reimbursement from
		 insurance and Medicaid sources
• Audit process
Human Resource Accountability
• Adequate number of employees/volunteers to
		 accomplish organizational goals
• Personnel policies and procedures
• Reasonable accommodations
• Staff/volunteer training and development
• Staff/volunteer recruitment and retention plans
Program Evaluation
• Process for collecting data on organizational
		 activities and contacts
• A process to collect and store data
• A plan to incorporate evaluation outcomes into
		 the organizations quality improvement (QI)
• A plan to report data to stakeholders and peers
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Do you have:

YES

NO

Notes/Comments

Sustainability
• A fund development plan for raising revenue to
		 support activities
• Unrestricted dollars
• A set (and accepted) administrative overhead rate
• A plan for diversifying funds
• Basic grant application package with generally
		 requested information
Infrastructure
• Adequate office space
• Insurance – liability and otherwise
• Furniture and Related Equipment
• Information Technology
Conclusion: A Simpler Approach
The Consultative Method and tools described above might seem like they’re too much. Maybe you just have a
simpler problem. Or, maybe you’re just not into the consulting mumbo-jumbo. The truth is, every person can be a
problem-solver, with or without the fancy tools, assessments, etc.
Here’s the Consultative Method again:

Define the
Problem

Define the
Future Goal

Define the
Gap

Plan to
Bridge the
Gap

Implement
the Plan

Evaluate
and Refine

Now, here it is in very plain speak, and you are definitely capable of using these steps at the very least to help you
think about your problems and what needs to be addressed and fixed or improved:

What's
wrong?

What
should it be?

What’s the
difference?

The two models are saying the same thing, step for step.
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You’re wondering: Why didn’t we just start with these “normal” words? The answer is: precision. Using the “normal”
or everyday language is accurate from the speaker’s view, but can be heard and interpreted by the listener in many
ways. The Consultative Method language is more precise and, although still open to interpretation, the words
typically mean the same things to those who read them. In time, when you’re working with the same team and you
use this method, you’ll develop a team rapport and you’ll be able to cut yourselves some slack and use everyday
words. Come up with your own if you’d like!
The other reason for sharing a version in everyday words, by the way, is to let you know that you’ve been doing this
type of thinking your whole life. It’s not new to you. And if there is any intimidation with this Consultative Method,
you are welcome to box that intimidation up, put it on a shelf, and get going with what needs to be done.
Happy problem-solving!

PART 8: GROWTH/ENHANCEMENT
So far, we’ve talked about starting up your Family Run Organization (FRO) as well as fixing and improving it using
the Consultative Method.
What if you are looking for how to grow, expand or enhance your FRO? In other words, you have a program in
place—let’s call it Family Peer Support—and you’re serving 20 families per month in your town. You’ve heard from
families in neighboring communities that they would like to experience the service in their town, but you just don’t
have the budget or team to make that happen. Is it time to grow? This is a Growth Opportunity. And it might not
necessarily mean a geographic expansion—maybe you have a waiting list in your own back yard. Either way, we’ll
talk about how to size it up and figure out how to pursue it.
What if your Family Peer Support program isn’t necessarily facing a growth challenge, and instead you have
identified an unmet need in the community among the families you serve, and you want to enhance your existing
program to meet that need? Can you do that? Or should you start a different program? How do you decide? This is
an Enhancement Opportunity.
Growth and Enhancement Opportunities might not be so cut and dry, or black and white. The first thing you need
to keep in mind is that no one is judging whether or not you called it the right thing! We use these words, though,
to differentiate between two very different types of energy: one is about expansion (Growth), and the other is
about customization (Enhancement). So, why don’t we use those words, instead? The reason we use Growth/
Enhancement is because they are broader and can encompass many types of opportunities, whereas “expansion”
and “customization” start to sound very specific and imply certain things to people, and instead we save those
words to characterize the type of effort that will take place—more on that later. Consider the following two lists
that offer some of the types of Growth/Enhancement:
Growth Opportunities (examples)
•
•
•
•
•

Serve more locations (geography)
Serve more people
Offer more services
Add more staff
A combination of any of the above

Enhancement Opportunities (examples)
•
•
•
•
•

Add a new service to an existing program
Make improvements to the program process
Make refinements to job descriptions
Change the marketing message
A combination of any of the above
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There are two very important things to keep in mind: 1) You use the Consultative Method to manage both Growth
and Enhancement Opportunities, which is great, because you just learned it and you’ll see how it is the gift that
keeps on giving; and 2) There is a relationship between Growth and Enhancement Opportunities—typically, Growth
requires Enhancements.
Now that that is clear as mud (don’t worry, we’ll make sense of it with an example below that ties it all together), we
need to discuss the energy of expansion and customization.
First, let’s talk about expansion. The simplest analogy is to think of breathing… yes, you as a human being inhaling
and exhaling. Take a deep breath. Deeper. Do you feel your lungs expanding? It took a conscious effort to do that,
and it required energy, focus and commitment. This is the nature of expansion. You commit to it, and you see it
through by expending the necessary energy and maintaining focus. It’s the same thing with a Growth Opportunity.
If you don’t commit to it, and you don’t exert the right energy, and you don’t maintain focus… then the initiative to
seize that Growth Opportunity will fail. You have to see it through until it is proven and sustainable. Don’t start it if
you can’t do it.
Now, let’s discuss customization. This energy is all about the intersection of creativity and attention to detail. You
are starting with something that exists, and you are customizing it. That means you have to know all about the
existing thing, say a program, and then you have to bring a creative and detailed approach to the customization
process that will result in something better.
So, you have two energies (expansion/customization) related to two opportunities (Growth/Enhancement), and it
all sounds fuzzy.
Time for an example that will show how these concepts fit together.
Tip: Hang in there. You’re going to develop an awareness of your FRO that you never had before, 		
sort of like how Neo suddenly could see the code of the Matrix. Did you see those movies?
If not, then that analogy didn’t work for you. Here we go…

EXAMPLE
Steve and Jane are a husband-and-wife team who started their FRO because their daughter Stephanie has
a unique disability, and Steve and Jane have had such a tough go of trying to understand her disability, find
resources, and connect with others, that they decided that they would try to make this difficult journey easier for
others. Additionally, this FRO gives Stephanie a chance to have a voice for her own advocacy.
The FRO has five Board members, and Steve and Jane are both on the Board. The other three Board members are
also parents of children with the same disability.
The FRO has received enough donations such that it has been able to hire two people to provide program services
to families who are on a similar journey, as well as a marketing/fund development person who maintains a social
media presence and also attempts to help Steve and Jane pursue donors.
The service they provide is advocacy for families in the school system. The two staff people who are hired as 1099
subcontractors (they are part time, and not employees, but rather have contract status that ebbs and flows with
the funding—it is a flexible arrangement and good for everyone).
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EXAMPLE
Word has spread, especially via social media, and families are calling from all over the state to see if an advocate
can come to a school appointment! This is wonderful that word has gotten out. It is sobering that there is so much
demand. And it is heartbreaking that the demand cannot currently be met.
Steve and Jane call a special meeting of the Board and they invite the two contractors and the marketing person
to attend, as well. It is basically a planning meeting. It goes something like this, and the words in brackets [ ] are an
explanation of what’s going on…
Steve: “Thanks for coming. As you know, we have a lot of interest around the state in what we do. A lot of
families need our help. Jane and I didn’t start this so that we could fall short of helping the people who need
help. [There is the energy and commitment of expansion that can result in Growth]. So I want us to talk 		
about how to support the families who have requested help. To facilitate this discussion, I’m going to use our
Consultative Method that we’re all familiar with. Jane is good at guiding that, so I’m going to turn it over to her.”
Jane: “Thanks, Steve. To review, we will first define the problem, in this case it’s an opportunity; next we will
define what we hope the future will look like; then we’ll talk about the difference between the two and define
that gap; we’ll then figure out how to bridge the gap and come up with a plan; after that it will be up to us to
execute the plan and measure our results. [Notice how she put it in her own words, and everyone is familiar with it].”
Board Member 1: “Can I ask… is this a for-sure thing? Are we doing this, or just talking about the possibility?”
Steve: “Good question, and although it’s in my heart to do this, we need to arrive at this together and it might
not be feasible. That’s why we’re going to do the due diligence with the Consultative Method, and see what we
think after we are done with the plan.”
Jane: “Okay, the problem is what?”
The group discusses the challenge. They make comments and Jane writes the comments on the flip chart.
Their brainstorming, questions and comments go in all directions, but Jane is able to sort them into categories
to make sense. [This is a facilitative talent that you should try to identify on your Board, by the way].
Eventually they exhaust their perspectives and arrive at the following problem statement:
		
		
		
		
		
		
		
		

There are people who need our services and who have requested them, but we don’t have the advocacy
hours (the demand exceeds the availability of the advocates), or the budget to hire more contractors, or the
process for delivering and managing our services statewide (as Board members, we have jobs and busy
lives, and this effort would exceed our ability [this is a potential shortcoming to the energy of expansion
needed to achieve Growth]). To sum it up, we need more contractor advocates, and a way to deliver
and manage the advocacy statewide. Finally, if we don’t do this, these families go unserved and suffer the
same frustrating journey, which is why we established this FRO in the first place [another source of energy
of expansion that can result in Growth].
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Jane: “Wonderful job. I think we’re all on the same page. So now we need to talk about what the future would 		
look like if it were to be successful. What should our goal be? We made a lot of comments in the first discussion
that fit right into this part, and I wrote those over here on the side. Let’s look at these and start dreaming of
what this solution could and should look like.”
Again, the group breaks into discussion. Their imaginations go in all directions [creativity as part of the
customization] and some people focus on the details that will need to be accounted for, which takes
away from the brainstorming energy but is still valuable [the attention to detail as part of the customization].
After facilitating a lively discussion that starts to really energize everyone [this more expansion energy], and
after exploring all of the possibilities that they could think of as well as the related operational details [blending
creativity with attention to detail for customization], the group arrived at this future goal, or solution:
		
		
		

We will figure out how to offer advocacy services virtually, and then in person, all around the state. In the
future, we can always offer virtual support, and when necessary, we can be there in person. We want to
begin offering virtual advocacy in 90 days, and in-person where it’s feasible in 180 days.

It’s a very aggressive solution. They’re going for it, as of this moment! They’re going to Grow and Enhance
their program at the same time. In this case, the Enhancement of adding a virtual offering will allow Growth
more quickly. And, the future in-person Growth will be a pure geographic expansion.
Steve: “This is pretty exciting now that we’re talking about it. And now we have the tough part of facing the
reality. Jane… take us through the gap exercise, please.”
Jane: “Yes, it’s fun and energizing to think about what we want to do. We need to be good stewards of our
organization, so we need to ‘get real’ with ourselves and talk about the gap. So, what would need to happen?”
Jane captures comments on the flip chart as people discuss and comment about what is missing, or needs to
be improved, and the group ends up with the following list of items—stated as needs—that define the gap
between their current situation and their future goal:
		1. We need more advocates because the flood of requests exceeds the time of the two advocates we have.
		 2. We need more funds to hire more advocates.
		 3. We need training for new advocates.
		 4. We need a person to manage this program.
		 5. We need a technology platform like Zoom or GoToMeeting to support virtual advocacy.
		 6. We need policies to govern our virtual advocacy.
		 7. We need some philanthropic partners or champions to see what we’re doing and get behind us
			and support us.
		 8. We need to revisit our insurance policies.
		9. We will need an administrative type of person to handle all of the new payments, contracts, insurance, etc.
		[The list could go on, but these are the basic components of this Growth and Enhancement Opportunity]
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Steve: “Well, good job… but, wow, sort of overwhelming to think about all of this stuff. Anyone else feel like the 		
wind just got knocked out of them?” [This is a test of the commitment inside the expansion].
The group nods in agreement. What will get them over this moment of despair? Or, do they feel that the size of
the effort is beyond them, and they are ready to discontinue the effort?
Steve: “This list is daunting when we look at it all at once, but maybe we can tackle it. Let’s take each item on
this list, one at a time, and talk it through. Let’s see where we’re at after we have broken it down and taken a
closer look at what it will take to bridge the gap. [That is leadership. That is the decision to remain committed.
That is the choice to continue that every organization will face over and over again along its journey. The
decision cannot be made by emotion, and he knows that further due diligence will position them to make the
best decision.]
Jane: “Right, so let’s plan. Let’s take each of these items and talk it through.”
The group dives into planning with the necessary creativity and attention to detail (again) to flesh out the plan
so that they can then evaluate the feasibility. Their plan for each item looks like this [you can really see the
blend of creativity and attention to detail]:

Item

High Level Plan

1. We need more advocates because
the flood of requests exceeds the
time of the two advocates we have.

Part of the challenge is finding people. If we’re delivering virtual
advocacy, our advocates can live anywhere, so our pool of candidates
is statewide. That’s a huge advantage. And we can use our social
media to advertise for these positions.
And, maybe we can identify people on a regional basis for our inperson advocacy, since we’re hiring them as contractors. This will save
on travel costs.
Also, they will need their own computer, cell phone, internet and
transportation. We can reimburse for mileage if they have to travel
(we’ll put that in our budget for the donors).

2. We need more funds to hire
more advocates.

First, we will only offer what we have funding to pay for. If that means
we have a waiting list, then so be it—we can use that waiting list to tell
the story of the need to our potential donors.
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Item

High Level Plan
What is our necessary budget to serve the existing demand, and
more demand once we are more well-known? We need to know these
numbers. We’ll come back to this after we flesh everything else out.
So, we need to come up with a storyboard of our Mission and service,
and how we’ve done it well such that people are requesting the
service. We need to quantify what we mean by doing it “well”. What
have the results been? How have we benefitted the lives of the people
we’re serving? How have we benefitted the systems and stakeholders?
What are we asking the donors to consider? What will it take—how
much money—to bring this statewide, and how can we sustain it?

3. We need training for
new advocates.

This is something we can do by asking our current advocates to
develop a training program to train others how to do their job. We
might need to have them cut back on their current advocacy to create
some time to do this (it is possible that maybe they will volunteer, or
be willing to do it and be paid later for these extra hours once more
funding is found).
We can develop a YouTube channel and put short videos out there for
new advocates to visit and watch the training. We can conduct followup discussions and group training using our virtual platform. We can
also do monthly training as a group to support advocates.

4. We need a person to manage
this program.

This is a big challenge. This is totally new money. We have to develop
a job description and determine if this is an employee or a contractor.
It’s probably part time, for now. Let’s come up with a salary or fee. This
person can be located anywhere. We need to find family member who
has flexibility, a need for a part time role, and management talent in a
virtual setting. We can use our social media to advertise for this role.
We will create reporting templates for this person to complete for the
Board, as well as a new evaluation tool that can be used all around the
state. To that end, we might even think about using Survey Monkey.
We will need to share the details of this role with potential donors,
because this is what they’re funding.

5. We need a technology platform
like Zoom or GoToMeeting to
support virtual advocacy.

We can research this easily and it will become a line item in our
expenses.
We also need to include a Survey Monkey subscription.
We will provide a rationale for these expenses in our plan for potential
donors to consider.

66

Family Run Organization Movement
“Moving Families forward. From our family to yours.”

Item

High Level Plan

6. We need policies to govern our
virtual advocacy.

This is new for us, but we can’t be the first organization to develop
such policies. Let’s see if we can borrow some policies from another
organization and then customize them, to give us a jumpstart. We’ll
need to make sure that these policies are shared during the training.

7. We need some philanthropic
partners or champions to see what
we’re doing and get behind us and
support us.

We have our current donors. One thing they like is that our services
are in their home community. We should leverage that in our story
and look for donors across the state so they can donate funds that will
be allocated for their community (with a percentage that is taken and
contributed into overall overhead).
Maybe we can ask current donors to help us find other donors. Our
package of information will be very professional, and we will have
testimonies. Also, we can contact agencies and other community
partners to see if they would like to support an initial effort to go
statewide.
If we don’t find new money, we just don’t offer what we have planned.
So, there’s no risk except some time and effort in planning this. Let’s
get everything developed. Maybe we can find some volunteers at first.
Maybe they can help us find donors in their communities. Let’s grow
this organically without any pressure to make it all happen at once. The
waiting list is sad to see, but beyond our control right now.

8. We need to revisit our
insurance policies.

This is an easy call to our agent. Let’s share the geographic expansion
and see if it changes our rates. If so, it’s a line item in our budget. We
probably need to figure this cost out no matter what. It can’t be that
much more, so we might be able to fund it ourselves as a donation.

9. We will need an administrative type
of person to handle all of the new
payments, contracts, insurance, etc.

In the short term, we might be able to do this as a Board. But it would
be better to get someone on the team sooner than later so they can
see this grow from the ground up, and know the ins and outs. Maybe
there’s a college student looking to volunteer? Or a retired person?
Maybe a family member who is now a grandparent?
Let’s develop the job description, the rate of pay, and the time per
month and then include this in our pitch to our donors.
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Steve: “Excellent discussion, everyone. Thanks for facilitating, Jane. I can’t speak for everyone, but when we 		
realized that no one is forcing us to do this, and we can plan and develop the basic infrastructure of this without
much effort [see the yellow highlighted text above], that’s when the pressure really fell off of me and I am really
comfortable with undertaking this initiative to Grow and Enhance what we do. What do you all think?
If you agree, we just need to take this Plan and put it into a Work Plan so everyone knows what to do, and
when to do it.”
The group agrees, and they begin talking about who will do what part of the Plan that they just discussed, and
putting it into a Work Plan [or, Steve can come up with a draft Work Plan and send it to everyone at a later time
for review]. Everyone leaves the meeting with clear direction, specific tasks, a timeline, and a meeting schedule
to review progress. The Growth and Enhancement initiative is underway! [It is possible, by the way, that these
steps will have needed more than one meeting to complete, and that’s perfectly okay].

Tools for Growth and Enhancement, and Expansion and Customization
Hopefully you saw how Growth/Enhancement and their related expansion/customization supports were present in
the above example. Let’s summarize it, just in case:
•
		
		

Growth: The service was needed statewide, and so the FRO would need to Grow its service capacity and
reach to meet this need. To do so required the energy, focus and commitment inherent in expansion to
achieve the Growth.

•
		
		
		

Enhancement: The initiative to Grow to statewide capacity resulted in a need for many Enhancements, such
as new technology and way to offer advocacy (virtually), new management positions, new donors,
etc. Planning and executing these Enhancements required the creativity and attention to detail inherent in
customization that will lead to the Enhancement.

Again, we are using fancy words and concepts to talk about things you already do. Can’t we just say, “We need
to figure out how to do this statewide effort, and it’s going to take more money, some new positions and more
staff, and some new policies and procedures.” Yes, you could say that. And it’s very possible, maybe even likely,
that it will work for you. But understanding what is really happening will allow you to be the best you can be.
Understanding a process (the Consultative Method) allows you to use it to your advantage. Understanding the
concepts of Growth and Enhancement and their sub-concepts expansion and customization, allows you to give
them their proper time and attention, and ultimately results in better decisions and plans for implementation.
Additionally, and possibly most importantly, following this guidance will result in a stronger pitch to your donors,
which we talk about in Part 9. In the end, you need to find your own style. No one is going to judge or grade you
on how you lead your FRO.
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If you’re the visual type of learner, the concepts fit together like this:

Enhancement
(of its own)

Growth

Enhancement

Enhancement

Enhancement

Enhancement

Expansion
Energy

Focus

Customization
Commitment

Creativity

Detail

Here’s what the above illustration means:
•
		
•
•
		

All Growth initiatives will require Enhancements. That is why the Customization arrow points over to the
Growth side, too—because all Enhancements require Customization.
Growth initiatives also require their own Expansion.
Enhancements can occur all on their own, without Growth. (Remember the list above examples above?)
And, again, all Enhancements require Customization.

You now have a basic understanding of what it means to Grow and/or Enhance your FRO. And, you also know how
to do it: you use the Consultative Method. It is true that your unique situations may challenge these models and
give them a run for their money—but when it comes down to it, every problem you face or opportunity to Grow or
Enhance your FRO can be approached and worked out using these concepts. All you need to do is give them a try:
practice on small challenges, and learn the method. Growth or Enhancement opportunities are no longer beyond
your capability to tackle.
Tip: What you call these concepts is not important. They are explained in this Guidebook using one set of
words, but you can substitute your own words to make the concepts work for you.
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PART 9: SUSTAIN YOUR FRO
The last thing any Family Run Organization wants to have to do is close its doors due to a lack of funding.
There are millions of resources on the Internet about how to raise money for your organization. This section offers
you a perspective about financially sustaining your organization that is a little different.
The approach offered here is a framework, much along the lines of what we’ve been discussing throughout this
Guidebook. We believe that if you understand the broader context of your situation, you have a better chance of
being successful.
We discussed sustainability a couple of times earlier in this Guidebook. In the section about starting a FRO, a
sustainability plan was something that you needed to give some thought to, and a short list of planning steps was
provided. Additionally, the Elements of Organizational Effectiveness (EOE) Model made an appearance and we
broke it down piece by piece. Remember this Model?
Where do we want to be?
What will our impact be?
Start
(Initial Mtg.,
possible Retreat
Kickoff )

Mission:

The
purpose of the
organization.

Input
In time, the
organization will
need to revisit its
Vision, again.

Encourages

Phase 1: Strategic
Discovery/Grounding

Retreat/Mtg.
Facilitator
conducts
pre-retreat/mtg.
fact-finding...

Input

Visioning:
The process of determining what
the organization will have
become in the future if it lives up
to its Mission, or purpose. What
Role will it be fulfilling? What
need is it satisfying?

Input

What goals will we
have achieved?

Results in...

This is how we will create
our identity, articulate it,
and raise funding.

Outcome

How do we develop
diverse revenue
streams?

How will we
attain
our goals?

Input
How will we
measure ourselves?

SWOT Outlook:
The process of examining
Strengths, Weaknesses,
Opportunities, and Threats
(SWOT), in order to help inform
the decision-making effort within
Visioning. Understanding the
current context in which the
organization is trying to succeed
with its Mission.

Sustainability Planning:
The process of determining the
best approach to sharing the
organization’s value with key
stakeholders and investors, and
using measurement data to drive
funding pursuit.

Requires...

Phase 2: Strategic
Visioning/Thinking

Measurement Planning:
The process of determining the
expected results/impact of
services delivered, and how data
will be collected to demonstrate
that the results/impact have been
achieved with respect to the Big
Picture Goals (BPG’s).

Input

Input
Branding, Marketing
and Fund-Raising:
The process of
identifying the
organization’s Brand,
and then Marketing it
in accordance with the
Sustainability Plan.

Big Picture Goals:
Statements that quantify and
characterize the future state of
the organization.

Enables

Implementation Planning:
The process of creating detailed
project/dept. plans to execute;
these plans provide a baseline
for measuring progress towards
the BPG’s.

Input

Operational Planning:
The process of examining the
organization’s resources and
processes, thus positioning
leaders to make decisions and
formulate plans in order to
achieve the BPG’s.

Phase 3: Strategic
Operational Planning

Leads to

What are the exact
marching orders for
our team/resources?

Copyright © 2006 Ferrone Associates Technical Assistance and Consulting

This Model is a framework for understanding the context of your situation. In Part 9, we are talking about the situation
of sustainability. The two red boxes on the bottom left of the Model have to do with sustainability, specifically, but the
entire EOE Model is relevant to your FRO’s sustainability. How, you wonder? The easy answer is this: if your FRO has
not accounted for each piece of the Model, then your FRO’s story has a hole in it, and any donor who performs due
diligence before providing a substantial donation will find that hole and screen you out of eligibility. That’s how.
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This Model is a framework for understanding the context of your situation. In Part 9, we are talking about the situation
of sustainability. The two red boxes on the bottom left of the Model have to do with sustainability, specifically, but the
entire EOE Model is relevant to your FRO’s sustainability. How, you wonder? The easy answer is this: if your FRO has
not accounted for each piece of the Model, then your FRO’s story has a hole in it, and any donor who performs due
diligence before providing a substantial donation will find that hole and screen you out of eligibility. That’s how.
Tip: In the Information Age, donors have become more savvy at discerning which organizations sound good
only on the surface, and which ones have true depth in their planning and execution. The EOE Model helps you
have that depth.
On the flipside, the FRO that can tell a complete story to a potential donor by sharing information pertaining to each
of the Model’s components stands a better chance of being perceived as being investment-worthy, meaning that the
donor is more likely to think, “These people have their act together, and I believe my donation will actually lead to
wonderful outcomes.”
So how do you use it? How do you go from a flowchart above (the EOE Model) to an actual donation? That’s what
we’re going to discuss. Specifically, we will focus on the following:
•
•
•
•

Define Sustainability
Tell the Story of Your Family Run Organization
Identify and Pursue Donors
Perform, Evaluate, Market and Report

Define Sustainability
If you have attended some of FROM’s trainings, you may recall this definition of sustainability:
 When an organization successfully delivers value in exchange for revenue and can do so consistently and in
		a planned and projected manner to continually attract investment, then it has achieved sustainability.
		 If we break out the key words in bold, we gain further clarification as to exactly what is meant by the
		word “sustainability”:
		 Value: services, products, outcomes, presence, etc.
		 Revenue: contracts, grants, donations, etc.
		 Consistently: one success is used to attract funding for the next success
		 Planned: targeted initiatives that are well-planned
		 Projected: hopefully one year into the future, if not further
		 Investment: the choice to place funding in your care
These words probably seem academic at this point, almost like they belong in a textbook somewhere. We need to
bring them to life. How best to do that? With a story, of course….
Tell the Story of Your Family Run Organization
We need to keep in mind that sustainability as defined above depends upon 3 things: Mission and Vision, Capacity,
and Stories. What’s the relationship among these?
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As we learned earlier, Mission and Vision give you purpose and direction.
Capacity is the ability to implement initiatives and manage your organization towards living its Mission
and achieving its Vision.
And once your FRO has implemented its initiatives, it will have Stories to tell…
…and Stories are what donors and investors are interested to hear.
Does this mean that all you have to do is tell stories and people will give you money? No. Of course not. When we
talk about stories, we’re talking about an explanation of how you as a family member and leader created your Family
Run Organization, and delivered services that changed the lives of others for the better. The word “story” implies that
how you give the explanation is effective at drawing in the audience, underscoring the impact, giving the audience a
reason to take action, and providing compelling evidence that if they donate a dollar to your organization, that dollar
will result in more of the goodness that they just fell in love with due to your story.
Now do you understand the power of the EOE Model? It’s showing you how to tell your story. Consider this example
from Steve and Jane (our family members from the Growth/Enhancement section). This is the overall pitch that Steve
and Jane offer to a donor, Miss Doe:
“Miss Doe, we are thankful for the opportunity to share our Family Run Organization with you. When our
daughter, Stephanie, received her diagnosis at the age of 3, we were not shocked because we had endured so
many challenges up to that point. Actually, we were relieved because we felt like we could finally get to work
trying to do all we could for her. The problem was that we didn’t know what we didn’t know, so finding resources,
asking the right questions, making connections, finding others for support—it was all like walking around in the
dark and hoping to bump into someone or something that could help.
It's been fifteen years. Stephanie has made a lot of progress. There have been many ups and downs, and over all
our family is truly blessed. Stephanie was able to express something to us recently. She asked if we could help
others who are as lost as we were, because maybe if they knew more about their condition earlier, and how to
advocate for resources that could really help early on, then maybe they can get even further than she has. And
honestly, Miss Doe, I didn’t even need to think about making that our family’s mission. So we’d like to talk to you
about our mission to empower families like ours, and our vision to find and engage those families who are dealing
with this challenge, support them, teach them to advocate, and build a community of families who are there for
each other.
Our goals are to provide virtual advocacy to those who request it, as well as to have a regional presence where
we can deliver advocacy trainings as well as attend meetings to support direct advocacy for the families we
serve. We have been doing this in our community and we have served more than 31 families in the past four
years. We have a small Board of Directors, a dedicated team of advocates who are subcontractors, and a
program manager who keeps things running smoothly. There’s no room for nonsense in our little operation, and
we’re proud of running a tight ship.
The results are very encouraging: we helped 12 families develop new education plans in their schools; assisted
9 families to find specialists who could help them; and supported 18 families to keep their child in their home by
helping them advocate and obtain the resources they needed. Not only was this amazing for the families, but it
saved a combined three million dollars across many agencies.

74

Family Run Organization Movement
“Moving Families forward. From our family to yours.”

But there was one particular young man I want to tell you about, and he gave me permission to share this. He had
stalled in school… he was having a really difficult time in second grade. His family found us and we began working
with them. And you have to understand—there is a lot of potential for hard feelings and animosity between
families and school systems. Well, our style is to bridge gaps, not to create them. When we coached the family,
it seemed like there was a whole new understanding among the faculty and administration at the school. Yes,
they knew we represented some laws that could be wielded in support of the family, but we took a collaborative
approach. So when David, now starting the 4th grade saw us pull into his driveway, he ran out to our car shouting,
“They hug me now instead of putting me in a corner!” And, you know, that wasn’t the biggest challenge they were
facing, but to David, this new world was all that mattered. We can and want to do that for so many more families.
The reason we wanted to meet with you is because families around the state have learned of our services via our
social media. Hundreds of families around the state have asked if we can help them. We know how to help them,
but we don’t have the funds to hire and manage the advocates who could help them, and most families do not
have the resources to pay for any kind of service like this. Our experience as a family with a child with this disability
gives us the unique ability to help families on a similar journey, and when we help them, the entire community wins.
We’d like to invite you to consider making a leading donation for our campaign to build an endowment that will
provide for ongoing statewide services. Can we count on you to make that investment in our cause?”
Did you see all of the EOE Model’s parts in that speech, and how they fit together to tell a tight and compelling story
of Mission and Vision, and the Capacity to implement initiatives?
Tip: See if you can go back and underline the parts of the speech that tie back to the EOE Model and label them.
You will want to share a compelling story, too. Following are a couple of tools to help you think about your story.
The approach is called a Storyboard, which is kind of like an order of how to present some key concepts. You can
play with the order and rearrange it if you’d like—you’ll notice that the above example is more complex than the
storyboard tool, but you’re just getting started and you can add the complexity once you’ve mastered the basic
pattern. This is just to help make sure you’ve got the right components accounted for. It follows this basic storyboard:
There’s a need, and if this need is not addressed there are ramifications, and this is the solution, and this is the
organization best suited to deliver the solution, and the organization needs $X to pay for this solution.
It's a very basic structure, but it helps you get started. Give it a try:
#

Item

Description

1.

The Need that
Requires a solution

A quantified need that is presenting a
challenge to the community, and that
requires attention.

2.

The Ramifications
of not addressing
the Need.

Current and future impacts of the need
going unaddressed. Also, trends that
show the need increasing, or becoming
more complex, or affecting other needs,
etc. Characterize the impact of not
addressing this need.

Notes
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#

Item

Description

3.

The Solution.

Resources, project plan, management,
measurement, expected results, and
return on investment.

4.

XYZ is the
Solution Provider.

Explain why XYZ is the leader to
implement the solution.

5.

The Funding
Request.

How much is needed? Are you asking for
the full amount, or part of the budget?

Notes

You have to find your own Voice. You have to be genuine. And when you have the information necessary to populate
your story because you’ve followed the EOE Model, it will make a difference. You’ll invite questions, and you’ll be
able to answer those questions with so much confidence! That is the interaction you should be striving to have with
potential donors.
How do you find these donors? Follow us to the next section….
Identify and Pursue Donors
Donors don’t grow on trees, just like money doesn’t grow on trees. How do you identify potential donors, and once
you’ve identified them, how do you pursue them successfully?
First, let’s get something out of the way: there is no surefire way to land a donation. You will be turned down
many, many times. You will need to be comfortable with the answer “no thanks.” You just need to keep asking, and
developing your story and your ability to tell it.
Tip: Even with a rejection, you have still marketed yourself and planted a seed. The donor who rejected you
may actually mention you to someone else who might be interested.
Okay, now we can get back to business. How do you begin to identify potential donors? What happens when you
drop a stone into a still pond? There is a splash where the stone entered, and then rings travel outward. In this
analogy, the splash is similar to the possible donors closest to you… meaning you know them and have a relationship
with them. The furthest ripples of water are those donors not even on your radar, yet.
So let’s create some rings as a basic tool:
Ring

Potential Donor

The Splash

These are people closest to you. Possibly your immediate or extended family members. Close friends.
Close co-workers. (Obviously, any time you have a connection that makes someone or an organization a
“Splash” then you need to act on it. For example, if you have a family member on the Board of the local
community Foundation… that’s a Splash—it doesn’t guarantee you a donation, but it’s easy to identify)
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Ring

Potential Donor

The Splash

These are people closest to you. Possibly your immediate or extended family members. Close friends.
Close co-workers. (Obviously, any time you have a connection that makes someone or an organization a
“Splash” then you need to act on it. For example, if you have a family member on the Board of the local
community Foundation… that’s a Splash—it doesn’t guarantee you a donation, but it’s easy to identify)

First Ring

These are people who are one connection removed from you. So, the family member in the Splash
can’t make a donation, but he can put you in touch with someone who might consider it. Think of
this first ring as recommendations and referrals from people you know and who are willing to make a
connection for you. This also includes organizations and agencies that are aware of your organization
and would be happy to either talk about shared resources or possibly make a recommendation/
referral to talk to others.

Second Ring Getting a bit more “out there”, now, so the connection is more remote if it even exists. Here you’ll find
people, organizations and agencies that have a similar or related purpose and that would welcome
what you are doing. They may not be donors, but they could become First Ring connections and
recommend/refer you to a donor. You also might find a person in the Splash who recommended
someone in the First Ring who then recommended someone in the Second Ring—that’s network, and
we’ll discuss that later.
Third Ring

You’re in the realm of cold-calling, now. That means you have no relationship or connection. It is up
to you to find or build a connection, or to create a reason to have a conversation. Typically, this is also
where the largest donations could come from (although difficult to obtain.) No one in your circles
knows anyone remotely connected to the organizations and people in this ring. [Note: It is very
possible that you might know someone who is a philanthropist and who is in your Splash zone. The
Third Ring is typically those with a lot of wealth who run in tight circles and you’re either a close friend
or you’re not on their radar. It’s just the way things are.]

The table above illustrates why pursuing funding is so difficult: No one likes to ask their friends and family for
donations to their cause, and then beyond your friends and family you don’t know anyone else to ask! And to
complicate things, few people really know how to network. And lastly, even if you did know how to network and
identify potential donors, even fewer people know how to ask for money!
Tip: But don’t worry. You’re not doomed. You can learn how to network, and you can learn how to ask
for money. RingPotential Donor
Networking… You need a crash course in networking. It’s very simple. It just takes some gumption to actually do it. Here’s
a quick ‘How-to’ regarding networking. This process applies when you’re searching for money (hint: it also works when
you’re searching for a job). There are other uses, too, but those are the two main reasons for this type of networking:
1.
2.
3.
		
		

Pick a person you want to make a connection with.
Send that person a letter or email, asking for 15 minutes of their time to talk about your organization.
Be sure to tell them that you are NOT asking for money. Instead, you value their perspective on the
particular need you are trying to address, and you’d like to hear their thoughts. Most people want to be
helpful, and if you have said you’re not asking for money, then they’ll probably be more inclined to meet.
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4.
5.
		
6.
		
		
7.
8.
9.

You make the appointment and go meet with the person. Be professional. Respect their time.
In the meeting, share your information, and then ask questions. Get him or her to talk about their ideas
related to your challenge and write them down.
At the end of the meeting, thank the person, and ask if there are others whom he or she can think of who
would be good for you to connect with. Hopefully this person provides a referral and even makes a
connection via email.
Be sure to send a thank you.
Repeat the process. Keep meeting and talking to people.
Be sure to provide updates via emails to the people you have spoken with.

There, now you know how to network. What’s the point, you wonder, if you’re not asking for money? The truth is,
they were only willing to meet because you were not asking for money—but, if you were to say something that
really caught their interest, they could turn into a donor, or Board member, or volunteer, or referral source. Just
keep meeting people in the interest of spreading your ideas and listening to their feedback, and you will invariably
run into supporters. And at the very least, you are marketing your organization, building a network of people you
can touch base with, and possibly reaching new people if they make referrals. That’s how it works.
Tip: Here is another thing you can do, though, that is along the lines of internet searching. Develop a pattern
of searching for and monitoring funding sources and aggregators, like grantwatch.com. On this type of site,
you need to:
• Create a profile
• Set up searches that deliver daily/weekly emails
• Network with people who can make introductions (if you don’t have the direct contacts with your target funders)
• Have your material ready to go (just like cover letters and resumes for a jobs search)
Asking for money… now this is a totally different thing. It simply takes nerve and some finesse. You have to know
when to ask, how to ask, and whom to ask. It’s rare that someone with the ability to make a donation will seek you
out and offer funding—you have to find them, and build a relationship, and then invite them to invest in your cause.
There’s no pattern or simple trick to it. What’s recommended is that you are genuine, respectful, truthful, and
confident. You might have to choose to be confident! If you can’t look a potential donor in the eye as you ask then
to invest in your FRO, then they’re not going to have confidence in you, either. Don’t forget… by the time you’re
asking for a donation, you’ve already built enough rapport with the person, so don’t be nervous.
Tip: You are showing them respect by professionally asking them to make a donation.
Let’s focus on finding the right person or entity to build rapport with, and to eventually invite to be an investor
in your FRO. The table below breaks down different types of common entities and the approach and strategic
considerations for each. See if one feels like a better match than the others for your FRO:
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Scanning for Potential Funding Partners…
Type of Entity

Approach and Strategic Considerations

State Agencies: Mental Health,
Behavioral Health, Workforce
Development, Economic
Development, Criminal Justice,
Probation, Incarceration, Human
Services, etc.

•
•
•
•
•
•

•
Corporations: Larger employers,
well-known community business
leaders, corporate sponsors
of other events and initiatives,
corporate foundations, familyowned businesses that love their
community, etc.

•
•
•
•
•

•
•
Philanthropists: Individuals and/
or families who make donations for
causes.
•
•
•
Foundations: There are all kinds
of Foundations—search via
aggregating sites, and published
tomes.

•
•
•
•

Each entity has a leader who is accountable for achieving certain goals.
What are those goals?
Does your Mission align with these goals?
Do your programs and services align with the goals?
Are there grant or contract for service opportunities that could be a
good fit with your organization (or a close fit such that you get your
foot in the door towards building a relationship)?
Who are the people with whom you should develop relationships?
Where are they? What’s your path to an introduction, and what will you
say? How will you tailor your language to suit their interests?
For example, “outcomes”, “evidence-based”, “fiduciary responsibility”
are phrases that state leaders value.
How can you plant ideas for future program possibilities?
What businesses would benefit from your Mission being served?
Don’t forget, it could be about their employees, too.
Which businesses are seen as community shakers and movers?
Is there an opportunity for a business-focused program?
Are there grant or contract for service opportunities that could be a
good fit with your organization (or a close fit such that you get your
foot in the door towards building a relationship)?
Who are the people with whom you should develop relationships?
Where are they? What’s your path to an introduction, and what will
you say? How will you tailor your language to suit their interests?
For example, “bottom line”, “return on investment”, “good will”
are phrases that executives value.
How can you plant ideas for future program possibilities?
How do you find them? Whose names are on the donor plaques inside
the universities, churches, community centers, hospital wings,
YMCA/YWCA, United Way donor list, etc.? Take a photo… do some
research on the names.
Join the Boards of other non-profits so you can hob-knob and make
connections.
Have they expressed a philanthropic interest and if so, is it aligned
with your Mission?
What can you offer that resonates with their personal passion?
Don’t waste your time where there is not a good match between your
Mission and the Foundation’s purpose.
Follow the rules of engagement.
A rejection is a beginning.
Try to form relationships—typically easier to do among “lower level”
Foundations (e.g., Community Foundation)
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Maybe you come across a grant opportunity based on your scan. Do you write for the grant? Or will it be a waste
of time and energy? Use the questions in the following table to help you discern if you have a good chance of
winning, or if it’s not a great use of your time.
Common Variables to Account for in Your Response

Specific Details as Part of Your Response

Due Date: Do you have time to complete a great application?
Turning in a poor proposal is worse than none at all.
Focus/Topic: Why is this opportunity a good match for your
organization? What are the criteria they’re using to determine if
your proposal meets their funding targets?
Eligibility: Who can apply? Are you sure you’re eligible?
Letter of Inquiry or Intent? Do you need to be invited to apply
after a Letter of Inquiry? Or do you need to provide a Letter of
Intent?
Content/Requested Items: Does the request for proposals set
forth the required sections? Can you add additional information?
Do you have evidence of capacity? Can you share evidence of
your successes in the form of stories that demonstrate your ability
to transform a donation/grant into desired outcomes?
Basic Preparation and Delivery of Proposal: Electronic or inperson delivery, shipping method, multiple copies, original
with copies, PDF or Word, margins, font size, spacing, length,
addressee and title, cover letter required, different parts separated
such as budget?
If you’ve been able to identify some potential donors, it’s time to screen them with the following tool that will help
you identify any strategic advantage you might have with one donor vs another. Consider the questions and then
make your notes. Use this template for each potential donor.
Basic Questions to Help Screen a Potential Donor
#

Item

Description

1.

Who is your
target?

Is the target a person, a family, a business,
a faith organization, an agency, a
foundation, or other?

2.

What makes
this person or
business a good
potential donor?

Why is this target a target? Just because
it’s a big employer? Or a wealthy
individual? Does this target have a
pattern of giving back to community? Is
there a special connection to this target?
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#

Item

Description

3.

What does this
target value?

Is it measurement? Is it management?
Is it the need, or the solution? Is it a
personal affiliation to the need? Is it the
recommendation of a trusted confidant?

4.

What is the
track record of
donations of this
target?

Is there a public record of the types of
donations that this target has made to
charity and other causes?

5.

What is the best
way to make
contact with this
target?

Is there a connection? Can someone
make an introduction? Is there a common
purpose? Did something happen that
was in the news? Is this person’s contact
information available? Do I need to go
through a secretary or staff person?
Contact via the potential donor, or
through this person’s other place of work?
How does he/she like to be contacted…
email, phone, text, appointment through
secretary? Do I provide up front
documents, or a summary?

Notes

You’re starting to zero in on a potential donor who seems like a very good fit for your FRO. You’ve made contact
and have requested an information sharing meeting, and the person agreed. It’s time to do some more detailed
research and preparation so that this short visit will be packed with details. Use the following table to guide your
further preparation for this meeting.
Preparing for the Meeting

Specific Details as Part of Your Response

Who is Involved? Who is on the Board of Directors? Who are the
staff members? Who are their key sponsors? Who has received
grants? When I look at every person somehow connected to this
potential donor, is there anyone I know, or know someone who
knows someone?
Commonalities: When I know the person I want to approach…
what can I learn via a Google search? Facebook, Linked-In, other
social media? Are there articles this person has written? Is he or
she on other Boards or involved in other initiatives? Does he or she
work elsewhere? Hobbies? Interests? Family? What do we have
in common? How am I going to create a friendly rapport? (“Hey…
nice tie” probably doesn’t cut it.)
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Preparing for the Meeting

Specific Details as Part of Your Response

The Meeting: Am I genuine? Is my smile real, and warm? Am
I truly interested to meet this person for who he or she is as a
person (if not, it’s obvious)? Do I spend enough time enjoying
this person’s presence and what he/she shares? Do I make
the personal connection? Did I give this person a reason to be
genuinely interested in me? Are we colleagues by the time
I get to the point where I share my idea?
It seems like a lot of preparation for an information meeting where you’re not even supposed to ask for money! But
the point is that your preparation could lead to some type of connection that breaks through the surface banter
and leads to an invitation to talk longer, or to make another appointment, or a referral to someone who is looking
for this type of cause to invest in.
Let’s assume that you have been invited to submit a proposal, or grant request, or concept paper. Now is your time
to shine! Now is your opportunity to tell your story. Using the storyboard outline from above, the following table
provides more detail. Use it and shape it to your advantage.
The Powerful Storyboard...
Introduction: This is a brief section that thanks the potential donor
for all that it has done to help build the community (or something
else worthy of thanks). Introduce your organization’s name and
mention that you are writing to share a very unique concept that
you’re asking the donor to consider. Be sure to mention that you
hope to have the opportunity to speak with the contact person
about this concept. Also, this may be called a Concept Paper as
opposed to a Proposal… because a Concept Paper is an invitation
to consider the Concept and discuss it, without having to decide
yes/no on a proposal.
Overview and Understanding of the Situation: This section
provides an opportunity for you to wade into the situation and
explain it at a high level. Provide some facts. Provide evidence
that the situation is real. Explain how there is a need, and that
the need is prevalent. DO NOT get into the ramifications of not
addressing the need, yet. Save that for its own section.
Impact of The Challenge: Here is where you discuss the
ramifications of the need. You need to characterize AND
quantify the impact. Provide evidence that is credible. Provide
personal testimonies, as well, when available. This section should
draw concern from the reader. Be sure to tie into other initiatives
that this donor sponsors, if possible.
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The Powerful Storyboard...

Specific Details as Part of Your Response

The Ramifications of Not Addressing the Challenge: In this
section you need to pull out your crystal ball and characterize
the anticipated negative consequences of not addressing the
challenge. One way to do this is to point to a short time ago
and to demonstrate how things have devolved regarding this
challenge in the last several years—the momentum is only
gaining speed. We need to act now to not only prevent the
consequences but to more importantly change the direction of
the momentum. End this section on a positive note that
transitions to the next section.
A Solution to Consider: In this section, provide an overview of
the solution and how it addresses the need. Provide a concrete
concept and approach as to how it will be successful in
addressing the need and overcoming the challenge.
Describe the targeted outcomes.
(Your Organization) Can Implement the Solution: Remember,
you’re not quite making a proposal, yet. No need to mention
money, yet. You are inviting the PFP to have a discussion with
you about this most pressing need. Don’t oversell yourself,
here. Instead, demonstrate how this solution is something that
your organization has envisioned because it fits your Mission
and capacity, and it is something you hope to pursue. Highlight
your unique capacities. Briefly mention success stories to offer
credibility to your organization. If you’re a new organization, then
mention the success stories of staff and/or Board members who
are involved and who will lend their personal expertise to the
solution and its implementation.
Conclusion and Invitation: Here is where you’ll bring the Concept
Paper to a close. Thank the donor for the time and consideration.
Explain that you hope to schedule an opportunity to discuss this
topic and approach in person, and to explore how the donor
and your organization might be able to partner and deliver an
exceptional solution on behalf of the community.
Tip: There is nothing wrong with hiring a sales person or a business development person to sell your
organization to donors. You will need to compensate this person, but it could be well worth it if you’re not the
person to look the donor in the eye and ask for funding.
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Perform, Evaluate, Market, Report
You did it! You received a donation that helps you deliver your services or programs. Now what? You have to do
what you said you were going to do with the funding. And if you don’t, you risk getting in trouble as well as having
to give the money back. But you’re going to do great, and what you do will be part of your ongoing sustainability
momentum.
Perform: This means exactly what it says. You need to spend the money as planned and proposed, and attempt
to achieve the outcomes you anticipated in your proposal. Be on the lookout for additional chapters for this
Guidebook and trainings regarding management and delivery of your programs.
Evaluate: We discussed measurement above in earlier sections. In this space we need to emphasize the importance
of gathering the data and testimonies that will provide the content for the marketing and reporting. Be on the
lookout for additional chapters for this Guidebook and trainings regarding how to evaluate your programs and
services so that you can demonstrate your ability to achieve desired outcomes.
Market: You will need to showcase what you have done with the funding that was given to you. If you show one
donor source what you have done with funds from another donor source, there’s a chance the new donor will be
interested to providing funding. Funding sources like proven implementationpartners. Additionally, the more you
market to the public about what you are doing and have done, the greater the demand for your programs and
services will be, and that is always useful when making future donation request. Additional chapters and trainings
will focus on in-depth marketing tactics.
Report: Your donor wants to know how the donation was turned into desired outcomes. Be truthful. Keep the
donor apprised of the implementation as it progresses through milestones. Respond to questions in a timely
fashion. Remember, the donor wants you to be successful. If you do what you said you were going to do, that
is meeting most of the expectation—and positive outcomes are what shout “success!” Even progress towards
outcomes can be a good thing. Donors usually are not newbies—you’re probably not the first donation they’ve
made. So, be prepared to share all that is going on, and make them a part of the ongoing solution. Additional
chapters and trainings will discuss how to do effective reporting.
When you follow this guidance, you give your Family Run Organization the best chance at finding and developing
potential donors who will stay with you for as long as you delivering great services that accomplish your Mission.
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PART 10: CONCLUSION
Well look at you! All spiffy in your new expertise outfit. For real, you just spent a lot of time and energy
learning about what it takes to make your FRO a success, and that your choice to spend time learning the
concepts and tools in this Guidebook make you a leader worth following.
Families need your Family Run Organization. There is no doubt that the needs exceed the services, and
you have a special niche to fill. We hope that this Guidebook has given you some insights to consider and
strategies to employ as you build and grow your FRO. You can always come back to this Guidebook, as well
as attend trainings offered by FROM, as well as review new content when it is added.
We want you to be successful. And remember—we can’t be successful for you. We can only support you.
You’ve got the tough journey ahead, and we hope this Guidebook can be sort of like a Sherpa for you.
Keep FROM posted on your adventures. Let us know what we can improve about this Guidebook, what
questions it generated for you, and what you’d like to see more of. And, if you happen to use the tools, we’d
love to hear your feedback, too.
Take care, and safe travels along your very important journey to build your Family Run Organization.
The FROM Team
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