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In @ 2020 CoF and PhilCA survey, 82% of foundations said
they are considering new grantees or programming areas

(14

“What systemic and structural
changes do we need to make so we
can be more flexible and nimble to
serve our communities in time of
crisis and change?”

- Community
foundation leader

82
%

“How [can we] ensure our work
remains responsive and proactively
engaged with emerging issues?”

82% of respondents

- - Independent
report they are actively foundation leader
considering new
grantees or “How do we need to adjust our
programming focus strategy to help repair the economic
areas damage of COVID?”

- Corporate
foundation leader

Dalberg, “Shifting Practices, Sharing Power?,” 2020. Dalberg;



Why is your organization considering entering
hew programmatic areas?

What has been most challenging about the
process?




Expanding into new program areas helps foundations remain
impactful in a changing world, but can be challenging

« Offer donors new « Complexity: Societal problems
opportunities for engagement have complicated causes and
and impact effects with local nuances

- Respond to new or urgent . Humility: Need to recognize
needs in our communities, e.g. limits of our knowledge and
COVID response, economic work with informants and
downturns partners

» Patience: Need to balance the
need for commitment and
understandable desire for quick,
tangible impact with active
learning and flexibility

 Complement or cement impact
in related existing programming
areas, e.g. college access and

socio-emotional support, poverty

h o)
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A thoughtful and structured approach to exploring new spaces

helps ensure successful engagement

Dalberg -



Exploring new programmatic areas should blend input
from internal perspectives and an understanding of the
external opportunity set

What are the
greatest needs in
this space?

How can we complement
what others are doing?

What are we good

at? Strategic Positioning

What are we
passionate about?




A five-step process can help foundations thoughtfully
approach expansion into new programmatic areas

Step 1 Step 2 Step 4

Identify Define Understand
the ‘why’ the problem capabilities

Step 5
Decide

Why are we What Who is What are our Do we fit in
considering a problem are working on internal the
new program we trying to the problem? capabilities landscape?

area? solve? (and How can we
constraints)? best
contribute?

Dalberg -



Step 1: Identify the ‘why’ | Clarify our aspirations and
why we might want to expand into a new space

Clarify your motivations and aspirations

The first step (s to ensure clarity internally on why we might want to expand, and
what we hope to achieve. This can be done by holding discussions with relevant
(ndividuals — donors, board members, senior executives, etc.

a Explore how it will help you achieve our mission

How does this aspiration relate to the foundation’s overall mission and objectives?
What is our Theory of Change as to why this new programmatic area will accelerate
or amplify progress towards our stated mission?

e Identify links to our current portfolio

How might the new program area complement or support existing programs, and
vice versa? Is there a risk that new programs might spread resources too thinly, or
otherwise detract from progress against other important goals?

Dalberg -



Step 1: Identify the ‘why’ | Example

a Clarify our motivations and aspirations

The foundation wanted to enter the space to “help
youth thrive” but did not know what it means to
“thrive” or how to tell if a young person is thriving.
The original aspiration was to “materially improve the

life trajectory of 3 million youth... and know them by
name.”

a |dentify how it will help achieve our mission
“To make a meaningful difference in the lives of the
poor by multiplying the impact of high-performing
leaders and organizations”

e Identify links to our current portfolio

Small, stand-alone training program for youth delivered
in partnership with Girl Scouts, Boys Club, 4H




Step 2: Define the problem | Ensure that you understand
the problem and the people whom you want to serve

—»G Understand the scale and scope of the problem

What, specifically, is the target problem/opportunity and why is it pressing? Who is
most affected by the problem and where are they located?

e Understand the people we aim to serve

Who (s the population we aim to serve? What are their key? What are the primary
barriers and enablers to those needs being met? What are their strengths that can be
harnessed? How does the problem/opportunity affect people differently by gender,
ethnic background, income, location, etc.?

Potentially redefine the problem

e Understand the root and proximate causes

What are the root and proximate causes at play? What systemic failures are causing
or exacerbating the problem (e.g., norms, policy, infrastructure, technology, etc.)?

0 Understand the trends

What are the emerging issues or future trends that could influence this program area
(e.g., demographic changes, technology, climate change, policy, etc.)? How might this

) . .. . p)
influence the problem and client/beneficiary needs and assets in the future.Dalb erg




Step 2: Define the problem | This step can be done
through desk research and stakeholder interviews

lllustrative sources: lllustrative interviewees:

» Articles and reports produced by «  Community members and end clients
organizations working in the field that we hope to serve

» Government databases and statistics « Current grantees in proximate spaces
(incl. race- and gender-disaggregated) » Non-grantee organizations within the

» Sector-specific news sites target programmatic area

* Popular press » Sector/industry experts

 Scientific, academic, or economic * Academic researchers
journals

« Third-party analyst reports (e.g., from

think tanke nr cancultanciac)
CTTIIT TN CUATTINOD U \.VIIJUIILVIII\,I\—.J/

Ensure equity is a consideration when
conducting interviews (e.g., compensate
interviewees for their time, source
interviewees from diverse communities)

After completing initial desk research, further desk research and interviews

should be done in parallel so that they inform each other.
Ensure research is time-bound to enable progression to the next steps

Dalberg




Step 2: Define the problem | Stakeholder interviews with
end clients should take a participatory approach

Human-Centered
Design Principles

Education
How might we create
pathways for her (and

her children) to
access education
opportunities?

Health
How might we help her
take care of physical
and mental health?

Meeting people where they are

We encourage leaving your desk and
immersing yourself in the lived
experiences and context of those
you seek to understand and engage
in the design process.

Nutrition
How might we
improve nutrition
for her and her
family?

Understanding their needs holistically

People's experiences, perspectives, and
behaviors are shaped by their social,
economic, and cultural context.
Understanding people in a nuanced
manner leads to better and more
impactful design, regardless of what
we're creating together.

Labor rights
How might we help
her with accessing

decent work and fair
wages?

Dalberg



Step 2: Define the problem | Example (1/3)

Most youth are hopeful and believe they are thriving, but a substantial

minority are “stuck” and “struggling”

Hope among US youth, 5 - 12 arade

{Fall 2012}

Discouraged:

Students lack ideas

and energy for

the future Hopeful:
Students possess
nuimerous ldeas and
abundant energy
fior the future

Stuck:

Students generate

little momentum
toward the future

Wellbeing among US youth, 5" - 12 erade
{Fall 2012}

Suffering:
Students think
abour present
and future life

in negative terms

Thriving:

Students think about
present and future life
in positive tarms

Svruggling:
Lrudents lack
positive thoughts
and experiences

Additienal abservations

* Hope correlates with engagement. 72% of hopeful
studants are engaged, meaning they are highly
invehved with and enthusiastic about school,

* Hope largely persists over time, averaging 4.4 out of 5
at avery level from Sth through 12th grade.

* Hope is more pradictive of college success than high
school GPA or ACT/SAT scores, according to Gallup.

* Youth feel positive about their own wellbeing, with
sevan out of ten believing they are treated with
respect, nine out of ten supported by family and

friends, and three cut of four feeling they are learning,

* Youth have become more optimistic since 2009, when
50% were hopeful and §2% of youth were thriving,

95% of youth believe itis very or somewhat likely that
they will be better off than their parents in the future,

Dl Bap

Source: Gallup Student Poll, National Cohort Fall 2012; Gallup, L5, Youth Say They Wil Be Batter Off Than Their Parents,” 2013

i)
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Step 2: Define the problem | Example (2/3)

Nearly half of youth live below 2x the federal poverty line and having
less family income makes it more difficult to thrive

As of 200 Difference in
rate for lower-
= Youth ages 10-19*: i i
Profile
= fAwerage household fnoome?: 4.1 lower
* Mot covered by insurance: 2.4x higher
Family and #  Children living with a single parent; 2.8x higher
Support
Structures
*  Parents have college degree: 3.4% lower
Health = Currently obese®: Megligible
*  Ewer diagnosed with ADHD: Megligible
*  Ever diagnosed with depression: 2.0x higher
Achieverment +  High school dropoutrane: 3.0x higher
*  Employed, ages 15-18% 2.7% lawer
| i i |

Households above 2x the federal poverty line, Households below 2x the federal poverty lins,
or 537,000 for a fermilyaf 3 or 537,000 for a farmily of 3

Mates: | 1] Estimated wsing 42, 2m total LS youth; (2] Calculatad using censusincome data, household size of 26 and HHS definition of poserty
a5 518,530 for a housshold of 3; {3] Academac studies have not detenmanad a Clear relations hip betwesn ncome and obesity; (4) Rates
calculated hased on 51% of youth bsing sges 15-19, accord@ng 1o census

Sowrce: US Census Burasu, US Canter for Disease Control, Mationsd Center for Education Statistics, SamHSA, USDA Econamic Reseanch Sarvice, Dalbers B
Liriam Institute and Kaises Commission on Medicaid and the Unansured, Dalberg analysis

Dalberg




Step 2: Define the problem | Example (3/3)

The key to ‘thriving’ for most youth is consistent attentionfrom a
competent, caring adult

Grandparent Grandparent
Parent ‘ Parent

Scout Piano
Leader Teacher
Aunt Uncle
Pediatrician Babysitter
Coach Youth Neighbor
Teacher Pastor
Family Free

Dalberg



Step 3: Understand the landscape | Map out the
thinkers, doers, and funders in the new program area

THINKERS

Who are the leading researchers, academics, and thought leaders in
the space? Where do they focus their work and where are the gaps?

DOERS

Who are the service providers (and advocates) in the space? Where do
they focus their work and where are the gaps?

FUNDERS

Who are the other funders in the space? Where do they focus their
work and where are the gaps?

Dalberg



Step 3: Understand the landscape | We can map the
landscape using desk research and interviews

Guidance for landscape research INTERVIEW GUIDE

OVERVIEW

Mote: Each interview will have one to two specific gquestions based on the reason they were

° create an Excel Spreadsheet to track select_edfor'lnterview. Pruvideabriefuw_arv'leufandthenpleasethenselectfrnmthe:10

questions below based on the flow of the interview.

H Objectives of the int
the thinkers, doers, and funders that o v mate o ghing nresonse o th i
= Learn more about your approach to racial equity and how this has changed following the

you identify in the landscape s

* Discuss operational challenges and the implications of these
= Understand what support you think is needed

» Begin the process with rapid desk
research and internal conversations
to identify some organizations in the
landscape

INTERVIEW QUTLINE

GENERAL

fons of the global lemic on

Howe wiould you summarize how t 5 ur foundation and what has this

* Thinkers can be found by resnior e inrgenlon term
searching for reports and articles Crunnces 1o aviNG 10 mi

Objective: Understand the changes made to giving and shifts in focus

° Funders Can be fou nd by |Ooking 2 HDwdidyDurFoundationmaloedecisionsonmangirgtotalgivinga'ldwl.._.‘_-.L..\ nds in response

to the 2020 crises? What were the enablers and inhibitors to change?

at Doersl 9905 and Candid 3 Mﬁtrffl?edyouexplorenewapprnad'lestorrranaglngyuurendo*ment”

sant for those foundations with endowments and choosing new tools

. 4. How much of your shifts are informed by the changing needs of communities in your geographic area?
* Doers can be found by looking at ORowmuchoryur i eiford by i gog i e
funders’ portfolios Reproncn ToRAGIAL sy 13

° o o Objective: Develop insights inta how lations are shifting i lly as well as externally to incorp a
* Reach out to a few individuals to hear rceljstelrs.

5. What has enabled your organization to gain clarity on racial eguity goals/ gain clarity on tools/ put in

their view and ask for whom else to it s 12X keron comparedto he begining o theyear? How s

speak with at the end of the interview S
Dalberg




Step 3: Understand the landscape | Combine findings
from steps 2 and 3 to understand potential opportunities

a Scale and scope of the problem

a Population we aim to serve X THINKERS DOERS

e Root and proximate causes

o Trends
FUNDERS

Identify opportunities based on:

Gaps: What needs are unaddressed, underfunded, or overlooked?

Momentum: Where is there promising momentum to build on and/or

promising interventions to fund?
Dalberg




Step 3: Understand the landscape | Example (1/3)

Implementer
Single issue Multiple issue
SFAYE DREAMSy.., Up Macon
Youth FIV w1 Gss ELPN
Speaks GfC YDM Evanston
DYN °P v EO goype YU DSNI Action-
. cu MYTC —
- College YTC BGCSF HCz H
In-kind funder GPs as PsT olleg T Homeboy  Juma o N I::?nented
een riends artnershi
WHATccesses BELL Larkin Cheyenne for YD Ad
oy B ot cap Chey P vocate
llicon
Crowd-funder Cornerston  Aspire  Youth Tulsa  periden Excellent
e Citizen Radio Hillside Schools Detroit
Think2
CYFS Research-
F un d er hi CF  PACE . California .
Cogc N Columbi First Leading oriented
g Corps a Place for
Girls Inc  WINGS Youth
Youth as
Resource KIPI%
. . Donors NLNS parkggps .
Private BHC.long  OPRortunit Choose PCA on Action Ty CAMP e rechool vl Social sector-
. . y You - ire "
Foundation Beach Stuary/ Irvine c‘-{sJA asoon™  GOTR ey Alliance v focused
oun
CIeSTent & Sierra Orfalea United LifegFFAYDN Boy  Girl YDi CI:;:SYLC
one nite
El Mezzi Cowell Way Casey Scouts Scouts TSTF h
GFE g - Researcher
Noyee VITF Frontli
ECF Kiva SEED Apyp  Tromtine
GCYRaikes Omidyar  Aflatoun . CSPCS
EMC Chapin Youth
GPN IYF V\{o‘rld . Hall
Federal Promise VisionSuzuki Search development-
Funder Neighborhoo CNCs PPNNCY Institute focused
- ds
Citylevel  Sub-national National International National Sub-national City level
and regional level level and regional
levels levels

Dalberg




Step 3: Understand the landscape | Example (2/3)

There are few new, cost-effective models that engage youth directly;
models that scale quickly work with youth indirectly

Breakdown of the largest implementers by age, reach, effectiveness,
and model intensity?!

CpeveTRI s inShipal s
]

' Ty

KaBaDM Girly nnl_c-.\__-l Young Lt

=

FLAa

£ 10,000,000 - ]
g s dH
! Juriier &z hivemant = Boyn ard GirksCluks
- -
s
"I'l :| L}E‘:' Seout
? il Scours
=
i

1.0, DN

= Carmp Fire Mations

. @ e
ik Togethes
< OGirsanheRE 1. v selcon Ve "I_.-" "-_II

PLHS City Year

100,00 7

Caaary Farmily Progrems '|~ J

" Good Shepherd Sersices  -—

Chitd ran'w Inatitute, I

13,000 T
0 13 I M 40 30 BT 7O B0 S0 OO0 L1030 LMD L4 1SD 180

Woara in exiitancs

) 9]

’I Highrtoisch  Basdiien foisch  Law-tauch

imuﬂ:pﬁrﬁdjwuﬁrtuhiq; =, Medel interiity

s1007vauh ) ES000y wlh"x

ared s estivaried o ELD0sauth resihed
S e Oy | bty mav i s Bipeand oo ress rch o o ol ol i e g s S e iisd dbaim

Landstape analysis and abservations

* Organizations that have high estimated annual reach
generally have low-cost program models. This s the
case with both the new and established organizations.

* Organizations thatscale quickly appear to elther target
youth indirectly or work through adults such as
coaches, teachers and school princlpals. None of the
organizations that have scaled quickly foous on youth as
the primary customer.

= Organizations that have not scaled and have expensive
program models tend to be high-touch. Furthermaore,
these arganizations work with disadvantaged and at-risk
youth directly which likely increases the cost of thelr
maodel.

For diseussion: Given this divide within the youth
develepment landscape, should Thrive feeus an helping ta
zcale small, high-touch programs er working with large,
low-touch programs?

Plaies: (1] The graph only includes oo genizstiane far which there wes dets on snrs! sperd. arnial reschard st of peers inestmce [Z1WMCA spend per youth wesnoteaileble o 0

Dalberg




Step 3: Understand the landscape | Example (3/3)

There are no organizationsin the landscape that focus on at-risk boys
as the primary customer

ThieBey Somes

Eirininc
GirimanitaAun
The G Zemes

aH

Allwzen

Anpirw Ecueation Frojss

Bwith Strewin

Boryn e el Clubw

Camp Fewlolumbs

Camp Fre Heitkna

Cmawy Famify Progrem

Children’s iniuie

Corporaties ot Mol Community Sardon
Do il Foautch Maoscrkc
Cramrma o'W limingeon
Eari-Oskiond Touth Dessc prent Canim
rancmaom o Childmn, ¥oaih K Familing
Hilhida

In : Toich

Juritr Achirssrrant

Pdaiiorsd A Crpmnisesion
Plerycn Foapdaibon
Orialea Foandaiion
Oartavmrd Bound

Projac: Cormarsionm
Majicm Feendation

Sperk Eciicn

T

The't: SilkconValley
Thirnk Togsthar

Uriied Wy

M1 | mirgee i Haalt b e oo Tor Tearm
Tou Evermion

Tounglile

Yourh au Femcwiom
Tauth Lea Cenimr

Taush Faclic

Taush Spesky

Touth Tedhnciogy Comma
Youth Vil

Organizations' whose primary customer is youth
[funders are in bold)

Liovwr- mozr Al - 1k

PALE Cortier forGirln
Tawn Sucomms

Ak I Cawry Fourdasen

Big Broihem g Seters

Buiiding Echeanad Leschers for Lile
Chi l dreri Fows i mrsd My Servioes
Collnga Track

Ol ormds L pies

i r m i imin Sehooly

Cns iy e Flaighborho od | ni e

Erina oiConmsd] Clark Foasdaiion
El i Foundatizs

Elmanca Crapan

Franh Lifsline o Touch

Pris rcla aicheChikdren

oo Shapheed Sersce
HarlemChitren' s Tom
Hemeboy | ncustris

Jn 1 i Foundation
Jurm s Veniem

KadaMakirg &

KIFP Zcheoolu

Laricin Seree Touch Service
Dpportunity Touth
Prormir Flng hkorbzodu

S Matro Foaih Fourdatss
SalEnharcemant Ire

2H Coewe Il Feandaiion

WL Jemari and lenie ¥, Sone
Fourdadce

‘WIHGS Tor Kick

Worid Vidos USh

Tawr s

Youth Tor Tec hnology Fourdsion
Toush G uiderce

outh Lasdership | redouse
Tauth Uprining

Tzuth buid

Wotes: [1) Drganizations abso include funders that have an exphcit youth-focused strategy
Sowrce: Dalberg anabysis based on research of individual organizaticns’ self-reported data, Bureaw of Labar Statistics

Landscape analysis and abservations

= Although there are youth serving organizations that
directly and indirectly serve at-risk youth and some that
focus specifically on at-girls, there are none that focus
on at-risk boys.

* Data indicates that boys are more at-risk for traditional
risk factors.

* Boys have comprised more than 80% of all youth
hiemicides for the past two decades, Boys are
alsomore Hkely to be invalved in non-fatal
assaults and wiclent crimes, and more lkely to
be incarcerated than girls.

* Boys are twice as likely to be diagnosed swith
ADHD and to be in special education or early
intervention classes.

* Boys are more likely to be unemployed than girls
and less likely towork n growing industries such
as healthcare and education.

* Although there are few practitioners that fioous on at-
risk boys, groups such as the Boys and Young Men of
Coler Project and the Leadership Institute for Black
Male Achievernent have identified this demographic as
a pricrity and might be potential partners.

Dialbsera 34
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Step 4: Understand capabilities | Understand our
foundation’s capabilities and constraints, as well as our risk

tolerance

Capabilities Constraints Risks
What could we bring to bear on | Where are we less well- What is the foundation’s
the problem across: positioned to act based on: approach to and tolerance for:
Expertise Lack of Expertise Strategic risks
Resources Limited Resources Operational risks
Strong Networks Weak or No Networks Financial risks
Flexibility (e.g. timing, types Restrictions (e.g. timing, Reputational risks
of grants or PRIs) types of grants or PRIs)

Dalberg



Step 4: Understand capabilities | Example

Capabilities
- $200 million in assets, with spend-down option
- Strong networks in Silicon Valley tech industry

- Relationships with leading academics in PYD

Constraints

- Limited networks / knowledge of direct service
providers

- Donors focused strongly on “building (tech) tools”

- Small staff of ~5, not at PYD experts
Risk Tolerance

- Limited risk tolerance, given frustration with lack of
tangible impact from earlier training programs




WHAT new programmatic area(s) is your
organization exploring (or explored recently)?

HOW has your organization conducted the
exploration?




Step 5: Decide | Combine the findings from steps 3 and 4
to identify whether and how to enter the new space

I TR

Opportunities based on: Capabillities
X |
Gaps Constraints
Momentum Risks

Identify where your foundation will be most additional based on:

Gaps: Which gaps is your foundation best placed to address?

Momentum: Which areas of momentum is your foundation best placed
to accelerate? How can we be truly additive (and not duplicative)?

Dalberg




Step 5: Decide | The path forward should be rooted in a
clear objective for the near term

0 Do not enter

» Lack of alignment with overall mission or no clear path to
Impact

Low

* Foundation does not bring additive capabilities or assets

Enter to learn

«  Complex problem/opportunity with many established players Investment of

T _ time and
«  “New” problem/opportunity with competing, untested money
solutions
e Enter to catalyze
» Significant external resources available to address
problem/opportunity
» Foundation clearly well positioned to influence external resources High

° Enter to make your mark
» Very well understood problem/opportunity with clear path to impact

\

Dalberg

* Foundation can bring substantial resources to bear with a clear ToC



Step 5: Decide | Five key principles can guide our
decision on whether/how to enter a new space

1. Maintain “"beginner’s mind”: Be mindful of ingoing assumptions
and biases and prioritize opportunities for learning

2. Be humble and objective regarding our Foundation’s capabilities
and constraints — assess them critically and learn from past
failures as well as successes

3. Apply a ‘systems thinking’ lens and explore partnerships with
existing players (funders, thinkers, and doers) to collaboratively
address complex/inter-related root causes

4. Be inclusive and transparent: Share your findings and initial
decisions with stakeholders (while managing expectations
regarding funding, etc.) and ask for input

5. Consider an adaptive strategy: Build in steps and metrics to
assess progress, gather feedback, scan the horizon, and adjust

course
Dalberg



Q&A and contact information

"
kil
Joe Dougherty Laura Herman
Joe.dougherty@dalberg.com  laura.herman@dalberg.com

Thank youl!

Dalberg
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