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FOOD FOR THOUGHT: CRISIS MANAGEMENT

On-line Discussions for Nonprofit Board & Executive Staff Members

5/5/20 Topic: Program, Service & Org Strategy Refinement

Thought Leaders:
Karen Simmons, President/CEO, Chester County Community Foundation
Michael DeHaven CPA, Incoming Board Chair + Shareholder, Rainer & Co.
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BOARD DUTIES

1-Ensure Legal & Ethical Integrity

2-Build a Competent Board

3-Determine Mission & Purpose

4-Ensure Effective Planning
5-Monitor & Strengthen Programs & Services
6-Protect Assets & Provide Financial Oversight
7-Ensure Adequate Financial Resources
8-Enhance the Organization’s Public Standing

9-Select, Support & Evaluate the Chief Executive
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CHESCO NPO CRISIS MANAGEMENT-SURVEY RESPONSES

SURVEWps:// www.surveymonkey.com/r/CC@Bnprofitchecklist
RESPONSE SUMMARYs://www.surveymonkey.com/stories/SBBVLV3BO

PROGRAM & SERVICE DELIVERY ORGANIZATIONAL STRATEGY
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CHESCO NONPRIOETT MANAGEMENMT SURVEY: A OMECKLI%Y

FromNonprofit Crisis Management Checklist: Program and Service Delivery & Organizational Strategy 3 Doing Very Well 3 Challenging 3 Need Help

1.

The principal challenge in this period is to keep your nonprofit alive, resilient, and functioning, so consider allioptimhisg reduced levels of activities, a
different mix of programs, and new means of service delivery.
As much as possible, continue to provide existing services but in new, innovative, safe ways

Review your nonprofit’'s stated mission and vi sion. iNgodrimisgiontmigletyour at |
principal clients or geographic area of service focus more tightly or shift?
Trim programs that are not essential to the nonprormedt’s mission, hayv

Stop creating programs, unless they are essential for your nonprofit in this new environment.
To increase program effectiveness, collaborate with other nonprofits across the nonprofit, government, and businessasedtarsfer some programs to

other nonprofits.
Your strategic plan needs to be tailored or even put on hold. Consider sketching ouyeametion plan, subject to revisioA crisis presents challenges but

also opportunities for change, innovation, and creativity.
Create a vision of where you see your nonprofit in one year. Do this in a participative way, at least with the top manssggmantl board. Articulate this

vision so that all stakeholders know where you are going.
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https://www.surveymonkey.com/r/CCCF-nonprofitchecklist

DISCUSSION QUESTIONS

/s you have reviewed, prioritized & refined your
programs & services thus far:

AWhat has been successful? Unsuccessful?
AWho did you involve in the process?
AWhat was your process?

ALooking ahead, what do you anticipate will be the most
significant influencers that propel changes for your
nonprofit?

AWhat other resources would be helpful in refining your
programs and organizational strategy?
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COPING WITH CUTBACKS: STRATEGIES

Coping
Cutbacks

Loy T

The
Nonprofit
Guide to
Success

When
Times Are
Tight

Ty ¥ond Augehan
. ool Vincxnt Hyreamt

www.chescocf.org 610.696.8211

https://www.amazon.com/CopindCutbackdNonprofitGuideSuccess/dp/0940069091

Coping with Cutbacks can help you deal with funding problems in a new way. Authors
Angelica and Hyman urge you to take a different approach, shifting your thinking from
"How do we get more money to keep our nonprofit in business?" to
"How do we involve other segments of the community to address community issues?"

The first part of the book shows you practical ways to involve business, government, anc
other nonprofits to solve problems together. In the process, you'll be making new
connections, creating bui, and bringing new partners to the table.

The second part of this guide gives you assip process for coming up with solutions to
problems—financial or otherwise-that your organization is facing. The steps are similar to
what a consultant might use to help you clarify the problem, set up criteria for success,
brainstorm strategies, and finally, pick the best strategies.

Detailed worksheets walk you through each step and help you writerkplan

Coping with Cutbacks also includes 185 specific cutback strategies gathered from
interviews with a wide variety of nonprofit managers. These strategies can be put to use
right away to help you overcome shedrm crises, manage change, and use your
resources more effectively. You’ll l ear
A 51 ways tdncrease revenues, manage money differently, increase fund-raising,
expand services, and improve productivity
A 64 ways tacut costs, deal with bills, modify staffing, and change services
A 28 ways tachange how your organization works, including its mission, culture, and
structure
A 40 waysto involve more people in solving your problem, including other nonprofits,
businesses, the community, and the government; and much more.


https://www.amazon.com/Coping-Cutbacks-Nonprofit-Guide-Success/dp/0940069091

COPING WITH CUTBACKS: STRATEGIES

Financial Strategies A: Cut or Control Costs

Coping
Cutbacks
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Analyze purchasing

0

ooooo

0

Improve purchasing procedures

Seek in-kind contributions

Network to get better prices on supplies
Seek new competitive bids and new suppliers
Analyze purchases to see if they are necessary

Simplify paperwork and forms;
use electronic files

Refurbish and reuse supplies

Adjust payables

a
0
O

Consolidate or restructure debt
Negotiate delayed or reduced payments
Barter for needed services

Evaluate facilities and infrastructure

OO0 O OO Oooo

Share space or maintenance costs
Delay maintenance

Save space by moving, reducing size, using
home offices, or using split shifts

Negotiate a decreased rent with your landlord
Find a cheaper phone system; eliminate
toll-free lines

Eliminate or consolidate newsletters

and brochures

Eliminate vehicles or shift to less costly vehicles
Save energy

Modify staffing and related costs

OO0 OO OoOoo

OO0 0O OO oo O

Reduce hours or workweek

Cut, freeze, or delay wages;

Lay off staff, offer voluntary separation; offer
unpaid leave; remove poor performers
Freeze hiring

Share jobs, consolidate staff, increase
workload

Use volunteers and graduate interns

Hire temporary staff or consultants

Remove management layers; don’t funnel high
performers into management merely to
reward them

Reduce benefits, staff training, and staff
development

Limit or eliminate travel

Cancel subscriptions; use the Internet and
libraries

Cancel professional association memborships
Switch to a direct reimbursement status for
unemployment compensation

Ask board not to submit expenses for
reimbursement

Convert some paid staff to volunteers

Share staff with other organizations



COPING WITH CUTBACKS: STRATEGIES

Expand or add services

Coping
Cutbacks
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Reduce wervices

O Analyss your progroms and services agsinst
your mesaskan and Gnancial goaly

0 Reduco or elisinate noncore programs

0 Lamit ehigibility for programs; reduce the
number of cionts served

0 Reduce or oliminate core programs

O Temporarily shat down some or sll services

0 Man to go out of buslsses humanely

Financial Strategles B:
Increase Revenues

Manage money differently

0 Speed tha Influw of cash by inveleing promptly
or offering incentives

0 Try to get grants in the door earber than
the promised date

0 Change management of cashi resorves o
inprove unsamed (ncome

0O Sol) ussets

O Spend down reserves

O Borrow money

O Diversify your sources of incotne

Increase lees
O Analyss sl the costs of providing a service
O Change fee structure 1o result in incronsed
income

Initinte or accelerate fund-raising
0 Rescarch the lurger community and current
donons Lo IMprove ressinse
0 Hire development director or staff
0 Add special eventa, fund driven, charitable
gumbling
O Ineresse bonrd mvolvement in fund-rnising
O Inervane planned miving
0 Build an endowment
0 Find now donors and diversify funding base
O Heach out to under-asked popalutions
0 Collaborate on fund drives; join » federated
fund drive
a
o
Q
Q

Mobilian sveryune in the search for new resources
Link with o business or orsdit card company te
recolve a parenntage of sales

Seok in-kind contributions thit can b con-
verted o cash

Incroase the search for foundation and govern-
maenl grants

a

o o oooo oo

Boost envollmunt b or oxpand offerings of
sucoeesful sorvices

Sell saff expertise and time

Add income genersting produet or pervice that
fufills minmeion

Rent office space or equipment Lo olhwrs
Sell yniunble information that others nwed
Seek rointed niche markots

Charge others for a service you wleo s
(for uxumple, maintonance)

Develop » cutalog of products used by your
organization wnd siher nonprofits

Charge a foe 1o verve ua the fiscel agent for
other organizations

Increase productivity

c 0O Qoo

ooQ

Provide meentives far productive staff
Simplify production or mervice without loss
of qunlity

Invest in an edocated stall], provide training
s noeded

Resunrch nnd implement “bost praction” in
all funotsons

Upgrade staff while cotting back

Invest in technology that tmproves

productivity

Structural Strategles
Modify the mission

a

o

g o o

Reoxamine the miasion and realign the organi
aution weenrdingly

Modify \he mission to bulld clients’ capacity o
polve theis own problems

Changw the mission to enahle tha orgusization W
rospond to ragidly changing conditions

Move aut of dirwet support services and Into
prevention services

Be o pilot stte for o foundation, academic, o
fovermment program

Modify the organization's structure

o

=]

Eliminnle programa that pre redundunt with
thase of ather organizations of combine them
to tmprove sorvices

Fosition yourself higher i the “food chisin®
when intense competition accompanios n
changing snvirenment

0 Respond te n changing environment by chang-

ing programs

Spin off a struggling or "orphan” progrom te
another organizatian where it has a better
chance to thrive



COPING WITH CUTBACKS: STRATEGIES

Coping
Cutbacks
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(n]

o

0 Merge with or acquire a competitor's or an
ally’s program

Relocute with a group of related organizstions
to form o one-atop shop

Become a for-profit; ndd a for-profit subsidiary;
be woquired by u for-profit

Modify the organization'’s culture

n}

O 0OD0 0O O OO0 O

Enlist the nupport of potential funders as you
modily your programa, sod then request funds
to support changos

Share resourcos and expenses with other
arganizations thut have similar toods

Muke your services more culturally sensitive
Educate the board of directors to make them
more uffective

Mobillse everyone In the organization to help
market its mission, mossage, sorvices, and noods
Tenr down bureaucracion that interfere with
the croative low af idean

Replicate rather than reinyent

Link with a complamentary but different arga-
nization 10 bring resources into the arganization
Take o mare entrepreneurial approach to
occomplishing your mission

Engagement Strategies
Engage other nonprofits

%)

(w)

(8]

Wark with atate and national nonprofit anso-
clations

Form assoclations to negotiate with
contracting agencies na a block

Establish coaperative programs with other
nonprofits to increase the number of stakebold.
ors in oach other's arganiantion

Collaborate with like-minded nanprofits; seck
funding to suppart collaboration

0 Develop s bartering resource systom among

nonprofits

0 Creste n nonprofit organization to lnsure

nonprofits; return surplus income to policy-
holders

0 Pool funds with other noaprofits to get a better

roturn on the investmant of capital

O Aequire or merge with another nanprofit whose

servicon complement yours

Establinh national goals and standards for
nanprofits to Incrense sector guality, pablie
nwireness, and public support

O Porm a consortium with other nonprofits to

=)

take advantage of foderal block grants

Foacilitate networks and collubaration by
making your space avallable for such activities

0

Find ways to work with local provider of
educntional services at all lovels

Engage the community

8]
o

Seek funding to help those conatituenta lonst
able o represent themaelves haveo o voice
lavolve all bers of the ity in
toaching children the value of community
Involvernent and philanthropy

0 Coanect with loeal media to inform the commu-

nity about jasues related to your mission

O Show the community that your erials is o

community crisia

0 Hold community issues forums; discuss com-

munity gonls

Engage the business community

a

Form partneruhips with businesses; find a host
that will provide space, staff, funds, resources,
or tochnicul nssistance

0O Advocate for your organization's values and

goals while seeking business invelvement

0 Enow the people, values, and goals of the

businesses you are engaging

Share your vislon of the future with businesses
#0 they can see how they and thelr community
will bonafit

Link with businonses that will henefit from the
pasitive public relations your arganization's
cause will gonerate

Neotwark with small and midsize businesses with
o personal stake in the local community

0O Show businesses how to got invalved in com-

munity ssues that affect them

0 Collaborate with businesses and odur nonpm(

Q

Sond

ita to create %
organizatione

Form nonpeofit/forprofit partnerships to
ndvoente for common interests

" for new, i

Engage the publi¢/government sector

u]
[n]

o

Advocate for tax incentives that encouruge
busineases to be invelved in community efforis
Une the public schools to tnach philanthropy;
set up studont-operated philunthropies at
wehools and universitive

Book ways to work with educational Institu.
tlons st all grade levels, public and private,
nonprofil and forpeofit,

0 Advoeate for a nonprofit contribution

checkoff on tax forms

0O Advoente for making churitable giving »

tax eredit rather than a deduction

B Une publicly ownod facilition as n aite for

delivering nonprofit community sorvices




DISCUSSION QUESTIONS

/s you have reviewed, prioritized & refined your
programs & services thus far:

AWhat has been successful? Unsuccessful?
AWho did you involve in the process?
AWhat was your process?

ALooking ahead, what do you anticipate will be the most
significant influencers that propel changes for your
nonprofit?

AWhat other resources would be helpful in refining your
programs and organizational strategy?
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SIGNIFICANT INFLUENCERS MOVING FORWARD

POLITICAL ‘

-increased political dividepublic scrutiny ofjovt
either forslow or nonscientific responses to COVID
overreaching and infringing on civil liberties by stay
home orders

-govtallocation of health care & suppliesgcess
-states & federal infighting

SOCIETAL

-what is community w/social distancing & protective
measures

fear of newcomer s,
-lifestyleimplications

-workplace implications

-volunteer implications

-gatherings, events & fundraising event implications
-travel risks (air, public transport)

-no more buffets; restaurant implications

ot he

ECONOMIC

-poor market performance

-decreased workforce output due to stay at home
& layoffs

-changes in trade

-health care costs

TECHNOLOGY & SCIENCE

-remote work

-virtual meetings & gatherings

resh.saawwa oW tech vs no tech: increased
divide

-e-commerce increase

-advances in virology research

-no0 more movie theatres; entertainment implications -

-shopping implications; delivery
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R EO P E N I N G PA https://www.governor.pa.gov/proceds-reopenpennsylvania/

Reopening Pennsylvania
The® standards we'll follow

COVID-19

REOPENING PHASES

WORK & CONGRECATE SOCIAL
g SETTINGS SETTINGS
/J ‘é) « LIFE-SUSTAINING BUSINESSES - STAY AT HOME ORDERED
N o) + LARGE GATHERINGS
« RESTRICTIONS IN PLACE FOR PROHIBITED

PRISON + CONGREGATE CARE

Our approach There needs to be enough
will be personal protective
data driven equipment and testing

* RESTAURANTS/BARS LIMITED
TO CARRY-OUT + DELIVERY

* ONLY TRAVEL FOR

* SCHOOLS CLOSED
FOR IN-PERSON INSTRUCTION

X

There will still
be limitations on
large gatherings

Y/

= =

-5 EE
=

Individuals, employers,
and health care facilities
will have guidance to follow

|
p "’ ;

* MOST CHILD CARE CLOSED

* TELEWORK MUST CONTINUE
WHERE FEASIBLE

* BUSINESSES WITH IN-PERSON
OPERATIONS MUST FOLLOW
SAFETY ORDERS

« CHILD CARE OPEN WITH
WORKER + BUILDING SAFETY
ORDERS

* RESTRICTIONS IN PLACE FOR
PRISON + CONGREGATE CARE

* SCHOOLS CLOSED
FOR IN-PERSON INSTRUCTION

LIFE-SUSTAINING PURPOSES

+ STAY AT HOME RESTRICTIONS
LIFTED IN FAVOR OF
AGGRESSIVE MITIGATION

* LARGE GATHERINGS PROHIBITED

* IN-PERSON RETAIL ALLOWED
CURBSIDE/DELIVERY PREFERRED

* INDOOR RECREATION,
HEALTH AND WELLNESS
FACILITIES (SUCH AS CYMS,
SPAS), AND ALL ENTERTAINMENT
(SUCH AS CASINOS, THEATERS)
REMAIN CLOSED

* RESTAURANTS/BARS LIMITED

Monitoring must be
in place so we can take
quick action to contain

Protections TO CARRY-OUT + DELIVERY

for vulnerable
people must

+ AGGRESSIVE MITIGATION

* ALL BUSINESSES MUST ORDERS LIFTED

: FOLLOW CDC AND PA
remain in place COVID-19 if needed DEPARTMENT OF HEALTH - INDIVIDUALS MUST FOLLOW
GUIDELINES CDC AND PA DEPARTMENT

OF HEALTH CUIDELINES

www.chescocf.org 610.696.8211


https://www.governor.pa.gov/process-to-reopen-pennsylvania/

DISCUSSION QUESTIONS

AAs you have reviewed, prioritized & refined your
programs & services thus far:

AWhat has been successful? Unsuccessful?
/AWho did you involve in the process?
AWhat was your process?

ALooking ahead, what do you anticipate will be the most
significant influencers that propel changes for your
nonprofit?

gAWhat other resources would be helpful in refining your
programs and organizational strategy?
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ADDITIONAL RESOURCES https://chescocf.org/lifeduringafter-covid19/

How We Must Respond to the Coronavirus PanddmriD Talk)
* Bill Gates offers insights into the COM®pandemic, stressing the importance of testing and-iselfation, discussing whighedical advancements
show promiseand predicting what it witlake for the world to endure this crisis.

https://www.governor.pa.gov/procesto-reopenpennsylvania/

A PA is planning measured and strategic approach to allowing Pennsylvanians to return to work safely to prevent a resurgence of thésvirus. T
must be done in the most effective, efficient, and r&skverse method possible to balance our return to economic stabilityeveliithe same time
continuing to keep Pennsylvanians safe by controlling the spread of disease

A PA ispartnering with Carnegie Mellon Universiin adata-driven decision support tool that will enable a balance between maximizing the results
of our economy while minimizing public health risks. This tool will help better understand the current health and ecoatmsj@astwell as the
inherent risks and benefits to easing restrictions by sector and region.

Coronavirus: The good that can come out of an upsiolen world(BBC)
» Our world has changed immensely. But amid the upheaval and distress, there are reasons to believe we can emerge fs@withesorne
human qualities enhanced.

The World After ThiéVice)
» COVIEL9 has show us how things need to change in the future for the betterment of our whole society:
* Free and universal healthcare
» Abolishment of ICE detention centers and restructuring of our prison system (both which have proven huge public health risks)
* Protection for all workers in the form of paid sick leave and healthcare
* Protection of our environment/climate (with manufacturing down and less cars on the roads, pollution has decreased significan

Coronavirus Will Change t hRolititWpr | d Per manent | y. Here’ s How.
»Look at how COVHD9 will change our sense of community, our use of technology, the health/science fields, local and natierrahgat, the way
elections are conducted, the global economy and our daily lifestyle.

Sensing and Shaping the PGDVID EréBCG Hendersdnsitute)
* History shows that deep societal crisis reshape our beliefs and behaviors, paving the way for new policies, ways oameekimgymer patterns.
* PostCOVID will put more emphasis on crisis preparedness, systems resilience, social inequality, social solidarity, andhealtesate.

www.chescocf.org 610.696.8211
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https://chescocf.org/life-during-after-covid-19/
https://www.ted.com/talks/bill_gates_how_we_must_respond_to_the_coronavirus_pandemic#t-2172
https://www.governor.pa.gov/process-to-reopen-pennsylvania/
https://www.bbc.com/news/world-us-canada-52094332?fbclid=IwAR26-mGz7tsHr8XUWyLL6T31_nbjxZa6p7H4f8oyblXP4hVlj1_ep7ra4LA
https://www.vice.com/en_in/article/wxekvw/the-world-after-coronavirus-healthcare-labor-climate-internet?fbclid=IwAR2Tf4IOiX4npsfFJ_AG-iaYLl-h_R6hGtotebltrXwegjDPrBncZaN1aoY
https://www.politico.com/news/magazine/2020/03/19/coronavirus-effect-economy-life-society-analysis-covid-135579
https://www.bcg.com/en-us/publications/2020/8-ways-companies-can-shape-reality-post-covid-19.aspx

ADDITIONAL RESOURCES

A Thechronicle of Philanthropy is providing free access to breakingws updates o€ O V |inbpacs
on the nonprofit world UPDATEDAILY: HELP FOR NONPROFITS DURING THE CORONAVIRL
UNCERTAIN ECONOMIC TIMES

ACoronavirugd mpacting Your Nonprofit? Here's What
https://www.networkforgood.com/nonprofitblog/coronavirusmpactingyour-nonprofit-hereswhat-to-do/

A What Nonprofit Board Members Should Be Doing Right Now to Address the-CO®VID

Situ ation(Board Sourcgitips://blog.boardsource.org/blog/whanonprofit-boardmembersshouldbe-doingright-now-to-addressthe-
covid-19-situation

A Coping With Cutbacks: The Nonprofit Guide to Success When Times Are Tight by Emil Angelica &
Vincent Hyman of the Amherst H. Wilder Foundation, availaléderetzon
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https://www.philanthropy.com/specialreport/updated-daily-help-for-nonpro/231
https://www.networkforgood.com/nonprofitblog/coronavirus-impacting-your-nonprofit-heres-what-to-do/
https://blog.boardsource.org/blog/what-nonprofit-board-members-should-be-doing-right-now-to-address-the-covid-19-situation
https://blog.boardsource.org/blog/what-nonprofit-board-members-should-be-doing-right-now-to-address-the-covid-19-situation

Food For Thought
Online Video

Discussion of

Best Practices in Tough Times
Designed for Nonprofit Senior Staff
& Board Members

Grab your computer & a drink
Log on from home

Weekly on Tuesdays

Starting 4/28 from 1:15-2:00 PM
Free

Topics Thought Loader

i an Crisis Management: Survey Results Karen Simmons
Crisis Communication Beth Krallls & Jamison Ludgate
H 0 P E TO S E E YO U N EXT TI M E ! 5/5  Strategy, Program & Service Modification  Karen Simmons & Mike DeHaven CPA
P L E AS E I N V | T E ‘12 Managing Fiscal Stress Bob Ferguson & Kathy Wileczek CPA
BOARD & SENIOR STAFF COLLEAGUES 5718 Raising Revenues: Events & Virtual Beth Krallls & Jamison Ludgate
Fundraising
i/ 26 Raising Revenues Gifts & Grants Connie Carter CFRE, Krys Sipple CFRE &
REGISTER AT Corrine Sylvia CFRE
https://chescocf.org/explore/fooefor-thought/ #+ Raising Revenues Stewardship Beth Harper Briglia, CPA. CAP

Take Survey: www.surveymonkey.com/r/CCCF-nonprofitchecklist -
el fni a8 Register: tiny.cc/cccfonline y
www.chescocf.org 610.696.8211 @ community €9 y 3 w100 i ?{m 16
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