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People Making a Difference through Community Service, Inc.

Initiatives for the Future

Strategic Business Plan, 2004 - 2006

Executive Summary

Since 1992, People Making a Difference® has made valuable contributions by bringing together motivated volunteers with needy charities serving the Greater Boston community. These activities represent more than 50 service projects involving 400 to 500 volunteers and helping more than 30 charities per year. This business plan begins the development and transformation of PMD over the three-year period 2004-2006.

This plan incorporates a strong commitment to promoting informed and responsible volunteerism in the communities served. Although PMD will continue to support its traditional, one-day service projects, there will be more focus on the development and promotion of the Corporate Partnership Program so that this program  will become a larger part of the overall service program. PMD seeks to formalize partnership relationships and expand the communities served by utilizing the partners’ corporate networks. PMD will provide the organizational, logistical, and program expertise to maximize the effectiveness of available resources to serve the participant charities. Furthermore, PMD will train and assist nonprofit leaders in implementing best practices in volunteer management that PMD has learned from its many volunteers, service projects, and recipient charities.
To accomplish these goals, there will be 

· A minor redirection of PMD’s current personnel resources;

· Greater board engagement in opportunity identification and cultivation in areas of funding, partnerships, and volunteers;

· Phased additions to the PMD staff for administrative support and fundraising assistance;

· Development of the PMD brand; and 

· More rigorous tracking of financial, program, and human resource performance criteria.

The engagement required by informed and responsible volunteerism will be incorporated into each stage of development and expected from every participant.

The proposed initiatives will require PMD to raise $121,088 for the 2006 fiscal year, significantly more than the $57,606 actual raised in fiscal year 2003. The development and expansion of reproducible revenue streams will be associated with all levels of the program and involve all participants in order to increase corporate, individual, and major donor contributions. Progress toward meeting the development goals is linked to meeting the financial milestones during the plan period. The increase in required financial resources will come in conjunction with increased efficiencies associated with the corporate partnership program, expanding the benefit of every dollar spent.

Mission

People Making a Difference through Community Service, Inc. (PMD) seeks to create a world in which people and businesses are socially aware and engaged in their communities such that they approach volunteerism by learning about problems and needs, volunteering their time, providing resources to address these problems and needs, and carrying out theses activities dependably, safely, and enjoyably. PMD’s programs develop and recruit responsible volunteers for hands-on projects to accomplish needed tasks and build awareness of broader societal issues. PMD’s programs connect people who don’t already volunteer with charities that need volunteer assistance but lack the resources to develop their own volunteer programs to attract volunteers from a pool in which increasing numbers seek project-based commitments, not traditional, ongoing ones common in past eras.

Based on experience with hundreds of successful service projects and feedback from thousands of volunteers, PMD has developed a philosophy of Informed and Responsible Volunteerism that is based on:

· Understanding and meeting real needs through ongoing, dynamic relationships with recipient charities;

· Producing tangible results while mobilizing needed resources such as tools, materials, volunteer recruitment and management (and thus conserving recipients’ limited resources);

· Educating volunteers about the context of their work and how they can continue to make a difference; and

· Bringing people together to dependably, safely, and enjoyably make a difference.


External Environment/Social Need

Trends

Volunteerism in the United States is on the rise, with 44% of adults volunteering each year.
 Of those that volunteer, increasing numbers do so on an irregular, one-time basis, which indicates that more one-time rather than continual opportunities to volunteer can best utilize the increase in volunteers. Furthermore, single people who wish to meet others through wholesome activities with a "benefactoral" ethic seek opportunities to volunteer with a variety of like-minded people, not always the same people.

The trend in corporate volunteerism is the opposite: as corporations reduce their workforces in difficult economic times, corporations and their remaining employees, who have increased responsibilities and pressure, feel they cannot spare time to participate in corporate volunteer initiatives, particularly those which take place during non-work hours like weekends.
 Since many responsible corporations still do strive to become involved in the community through corporate volunteerism for a variety of "benefactoral" and marketing strategies
, they seek one-time, high-impact volunteer projects.

The basic trend at local charities has been to serve more clients with less staff due to corresponding decreases in government funding and increased client needs. This situation has moved understaffed charities to seek to work more effectively with responsible, organized volunteers who make the effort to understand their needs and limitations, whether by bringing needed resources or scheduling projects on weekdays when adequate staff supervision is available.

The danger in creating a volunteer culture of sporadic, one-time volunteering is a focus on the work needed with little regard to its context. Though growing numbers of people want to volunteer, few learn what is needed before skipping to how they assume they should help. Many are so mesmerized by the act of volunteering that they neglect to consider the reasons why volunteers are needed and how they might also begin to address these root-causes.

Another emerging trend, extensively studied by Harvard University Professor Robert Putnam
, is Americans’ post-Vietnam tendency to “bowl alone” rather than building social capital as they did during the turn of the last century. Putnam cites the need for new institutions through which people can build social capital. PMD fits these criteria by promoting responsible social involvement with providing low-barrier opportunities to connect with the community as a volunteer.

Due to new leadership in 2004, the United Way of Massachusetts Bay recently reorganized to carry out a new strategic plan. This reorganization has led to the elimination of a separate volunteer department and a significant reduction in training for the nonprofit sector. As a result, there is a gap in basic volunteer management training opportunities in Greater Boston.

Competition

In the last decade, several volunteer organizations have begun in Greater Boston, but the majority have failed due to insufficient bases of volunteers, community connections, and associated philanthropic funding. Furthermore, unlike PMD, most of the remaining groups have favored quantity over quality, choosing to focus on large numbers of volunteers and large projects rather than the needs of local charities, responsible volunteerism, and developing community connections. For example, Boston Cares, City Year, and the United Way of Massachusetts Bay organize annual “mega-volunteer” days where they mobilize corporate and/or youth volunteers purportedly to assist local charities. However, the assignment of inexperienced project leaders with few resources to “help” local charities generally taxes the charities and results in incomplete work while many volunteers do not learn enough about the context of their work. They also give corporate participants the misimpression that one day of this type of service is sufficient community involvement for a whole year. Furthermore, Boston Cares and the United Way of Massachusetts Bay duplicate existing efforts when they act as a volunteer “clearinghouses” since online services such as VolunteerMatch.org and Idealist.org exist and there are paid, staff volunteer coordinators at most of the charities they claim to serve by making referrals. In contrast, PMD projects tend to assist charities that do not have dedicated volunteer coordinators on staff, so that these projects would not be possible without the added value that PMD brings through its philosophy of responsible volunteerism.

Program Services 

Individual Service Projects

Individual Service Projects bring together individual volunteers and local charities for one-day, hands-on service projects that accomplish needed work as well as educate volunteers. This program plays a crucial role in today’s society. Though volunteerism is on the rise, the number of volunteers that participate in traditional, weekly volunteer activities is decreasing. Americans also find that they have less time to dedicate to volunteer activity on a regular basis. Thus, the number of one-time volunteer opportunities must expand to take advantage of this shifting demographic and to bridge the increasing needs of charities and potential volunteers. The Individual Service Projects are the vital link between these two groups.

PMD brings together 400–500 people annually to participate in more than 50 service projects helping more than 30 charities. Typical projects include preparing and sharing meals with impoverished elders; planting native species to improve biodiversity and control erosion; and assisting youth with positive activities like crafts and games.

The key success factor for People Making a Difference is that all of the organization’s projects are meticulously organized. This systematic attention to detail ensures that the charity receives the maximum benefit from the efforts of the volunteers and that volunteers are efficiently utilized and educated so everyone has the right amount of work to meaningfully contribute. A study conducted for PMD indicated that those surveyed felt, “The volunteer experience consistently surpasses other similar organizations. The variety and quality of projects as well as the organization and the attention to details were all frequently mentioned as strong attributes.”

This program acts as a catalyst to spur individuals who normally couldn’t volunteer regularly by offering one-time opportunities to make a difference. The organized nature of projects as well as an evaluation and reflection period at their conclusion helps new volunteers make new connections and to understand their roles. These positive experiences encourage repeat volunteerism. Some volunteers also accept the additional responsibilities of project management. These activities are the basis for further beneficial behavior like civic engagement, philanthropic giving, and community participation.

PMD assists charities by specifically targeting organizations that do not have the resources to recruit and organize volunteers for group projects. PMD increases their capacity and ability to serve their clients directly through the one-time projects.

Individual Service Projects play a significant role in engaging individuals who are less likely to volunteer in traditional, ongoing opportunities by themselves. By providing meaningful opportunities and teaching volunteers and charities the value of responsible volunteerism, PMD is able to empower individuals to volunteer productively (i.e., contribute rather than reduce overall resources.)

Corporate Partnerships

Corporate partnerships are a promising way for PMD to expand in terms of the number of volunteers engaged, services for recipient charities, potential donors, and geographic scope through projects based on responsible volunteerism. Corporate partnerships utilize PMD’s best practices with regard to project planning and volunteer management, while conserving staff time and program resources since corporate partners take responsibility for individual volunteer recruitment
 and provide needed resources in lieu of PMD resources. Corporate projects also serve charities better since the majority seek assistance when they are open for business
, which coincides with traditional corporate business hours. Corporate partnerships expand PMD’s prospective donor base by increasing the number of PMD volunteers. Furthermore, corporations, when engaged at this level, are more likely to make charitable donations to PMD. Finally, corporate partnerships enable PMD to expand its geographic scope beyond Greater Boston by developing projects in locations where there are partner employees, representing ready volunteers.

Corporate partnerships can strengthen existing employee engagement programs as well as help enterprises develop successful programs based on sound principles. Companies and their employees feel they are making a difference, have opportunities to build teamwork and pride by working together, and make meaningful connections with charities and causes of interest.

PMD’s corporate partnerships involve 15-25 people in four, half- or full-day projects during business hours that enable participants to work together as a team, enjoy a sense of accomplishment, and learn about and discuss topics of interest over two-year periods. With PMD’s expert guidance, experience, and community connections, corporate partners develop successful projects and community relationships. PMD corporate partnership projects involve hands-on work and learning goals such as:

· Assembling braille books for children and adults and learning about braille literacy.

· Preparing and serving meals for homeless or elderly people and learning about nutrition, safe food preparation, and poverty.

· Organizing directed clothing or food drives, sorting donations and learning about what is really needed and homelessness, shelters, and poverty.

· Planting and caring for native trees and shrubs and removing invasive plants in urban wilds and learning about biodiversity & threats.

· Developing special programs of mutual interest with emphasis on learning for urban, out-of-school-time programs.

In our most successful cases, corporate partnerships have developed due to a board introduction to key decision-makers. In our least successful cases, lackluster projects have resulted from cold emails to PMD from low-level staff seeking projects for their busy supervisors.

Training & Assistance
In order to change the way volunteerism is considered, planned, and managed on a broad scale, PMD must also train leaders in both the non-profit and for-profit sectors about current trends in volunteerism and how their organizations can implement changes to benefit from these trends, increasing the effectiveness of their volunteer programs, particularly in engaging groups effectively and overall in volunteer recruitment and retention since PMD has amassed significant findings from its own volunteers and recent studies in the sector
. This training role will also raise PMD’s overall visibility and credibility, thereby positioning PMD to advocate more strongly for the sea change that the sector requires in order to increase its impact with limited resources.
PMD has begun to offer training in volunteer management through the Boston Center for Adult Education (BCAE) Center for Nonprofit Management, in response to a personal recommendation by the United Way of Massachusetts Bay when it greatly reduced its training offerings as part of its strategic plan and reorganization in 2004. Furthermore, Tsuruda was one of 14 instructors for the BCAE’s recent sixth annual conference “New Frontiers in Nonprofit Management” in 2004. In addition, Tsuruda has assisted other nonprofit organizations like the Greater Boston Food Bank in improving their volunteer programs. In 2004, she began assisting Harvard Pilgrim Health Care in planning and implementing its new employee volunteer program.
PMD founder Lori Tsuruda has been a highly regarded, volunteer instructor for the Nonprofit Management Institute for the Technical Development Corporation for more than nine years. 
In 2003, after providing basic training to new volunteer managers over several years, Tsuruda began offering workshops about trends in volunteerism and has presented for the more experienced members of the Directors of Volunteer Administration (DOVA) as well as human resource professionals in training at Northeastern University.
Besides volunteer managers becoming knowledgeable about current trends and practices, leaders of the nonprofit sector must acknowledge and incorporate the critical roles of volunteers and volunteer management in their organizations’ overall strategies. Since volunteer managers often lack the power to make changes of this scope, nonprofit executive directors/CEOs and board directors must also be educated.
Strategic Initiatives, 2004-2006

1. Effectively utilize PMD’s resources to promote Responsible Volunteerism among more volunteers

Increase the number of corporate partnership projects

Since the Corporate Partnership Program has proven to be extremely efficient in terms of PMD staff time and to be effective in motivating company employees, PMD will increase the number of projects according to the schedule below. To expand, the program will include:

· A professionally crafted marketing brochure (e.g., color laser-printed and PDF with photos and key text) that promotes the program and its benefits.

· Dedication of 5% staff time by the PMD Executive Director.

· Board involvement through a newly created Corporate Partnerships Committee that generates real opportunities to market this program to decision makers at their workplaces and in key sectors such as biotechnology and companies where employees are already given paid time to volunteer.

· A board committee-generated plan with measurable goals to pursue potential partners, creating a “pipeline” of partners and confirmed projects.

· Executive Director and Board involvement in actively pitching this program to business contacts.

· Board involvement in expanding to multiple locations at companies with which we have already partnered and within sectors where we already have successful track records.

· A qualifying questionnaire form for interested companies that would provide information about the company, key decision makers, any existing employee involvement/volunteer programs, and availability of funding for project expense.

· A writing that describe the scope and duration of a corporation’s relationship with PMD. (A boilerplate is needed.)

· A suggested donation (on a sliding scale) to help cover PMD’s costs by the company to guarantee the company’s commitment and its understanding of the value of service provided. This will also ensure the decision to engage PMD is being made at the appropriate level in the company. There should be additional fees when a corporation asks PMD to accommodate special needs, such as more than 25 volunteers or arranging private bus transportation to a project site. This fee will be determined on a case-by-case basis by the Corporate Partnership Committee. PMD will evaluate the effectiveness of the fee for service in FY2005 and decide whether to stop charging fees, keep the fees, or adjust fees based on demand for services.

· Development of a personal, post-project solicitation for a donation from PMD’s project liaison.

· Ongoing validation for existing corporate partners, such as nominations for peer awards, publicity, photos for corporate web sites, publicity on PMD web site, letters and project photos sent to CEOs of partnering companies, etc. 

The primary benefits of this increased corporate activity will be an achievement of more projects using less staff time overall. Secondary benefits will include increased individual gifts from key, corporate decision makers and increased donations from corporate partners.

Slightly decreasing the number of individual service projects

The cost in time is high for the staff of PMD since substantial coordination is required to promote responsible volunteerism among individual participants and create well-organized events. It is estimated that Corporate Partnership projects require 20-50% less staff time than Individual Service projects. Thus, over a five-year period, the organization will reduce Individual Service Projects to 90% of its current level of activity. PMD will consider increasing Individual Services again when funding is adequate and these responsibilities can more easily be shared among multiple staff.

	Year
	# Corporate Partnership Projects
	# Individual Service 
Projects
	Total # Projects
	# Partnerships
	# New Partnerships

	2002
	6
	45
	51
	1

	0

	2003
	7
	48
	54
	1
	0

	2004
	10
	47
	57
	5
	4

	2005
	14
	46
	60
	7
	2

	2006
	20
	45
	64
	10
	3

	2007
	28
	44
	71
	14
	4

	2008
	38
	43
	80
	19
	5


Train & assist more volunteer managers, as well as nonprofit leaders

· Expand training of volunteer managers by partnering with the Boston Center for Adult Education, the Technical Development Corporation, and other organizations that promote education in the nonprofit sector.

· Pilot a breakfast seminar targeting nonprofit leaders like executive directors/CEOs, and board directors.

· Assist non-profit and for-profit organizations in creating cutting-edge volunteer programs or implementing high impact changes to existing volunteer programs.

Measuring Success

Corporate Partnerships

Individual corporate partnership projects are subject to an analysis similar to that of the individual service projects (below) with the expectation that efficiencies in resource use will be evident. In evaluating the overall program development with respect to the strategic initiatives (below), actual program development (i.e., number of new partnerships, partnership projects completed, geographic expansion, etc.) will be compared to the projected development timeline and progress toward meeting the initiatives’ goals and objectives.

Individual Service Program

PMD has continually surveyed program participants in order to evaluate the qualitative aspects of each service project. Evaluations from volunteers, project managers and recipient charities have been used to create an understanding of the volunteer experience. These evaluations cover aspects of the projects related to workload, understanding of the charity and the recipient community, value of the work and the general experience.

Going forward, quantitative parameters will be added to the evaluation of program efficiencies. The strategic initiatives include a small decrease in the total number individual projects which will be tracked relative to the proposed timeline. The other parameters will include tracking the total volunteer slots available, the number of slots filled, the number of slots unfilled, the percentage of “no-show” volunteers as a percentage of available project spaces, as well as the existence of waiting lists.

Volunteer engagement will be tracked since it is an important aspect of program support. This tracking will include overall growth of the volunteer pool. It will also include the tracking of volunteer engagement patterns over two-year cycles. These include repeat volunteer experiences for new volunteers and alumni volunteers and the percentage of volunteers that become PMD donors. The development of new database capabilities will facilitate the collection and analysis of this data.

These performance measures will assist in determining the most effective use of program resources relative to individual projects, project types and recipient charities.

Training & Assistance

Offer training to larger audiences like the Boston Center for Adult Education and continue to monitor evaluations and appropriately adjust offerings. Strive to reach leaders that exercise significant roles in planning and implementation for entire organizations. Also identify and assist organizations with high impact programs, including national scope.
2.
Increasing participation of the board

To meet the goals of the strategic business plan, PMD will engage its board members through working committees and specific, individual responsibilities to increase participation and accountability.

· Each Board Committee will have adequate autonomy to carry out its function, and will regularly report to the Board of Directors prior to each quarterly meeting and when Board action is requested.

· Recommendations by each Board Committee are entirely subject to the approval of the majority of the Board of Directors.

· Committee Chairs will be selected by the majority of the Board of Directors and will serve a term of three years or until resignation or removal by a majority of the Board of Directors. Committee Chairs will generally be Directors, but may be non-Directors.

· Committee Members serve at the discretion of each Committee Chair. Terms may be project-based rather than calendar-based. Non-Directors who successfully serve as Committee Members will be seriously considered as candidates for the Board of Directors. When members are unable to resolve issues with their Committee Chair, Committee Members may contact the Chair of the PMD Board of Directors.

· Two, 10-minute sessions will be scheduled at the conclusion of each board meeting for the purpose of allowing committees to meet.

The Strategic Business Planning Committee will begin the process of identifying and assigning Committee Chairs and Members following the 10/22/03 meeting. Not all positions are expected to be filled immediately, but the SBP Committee will identify skill sets sought for the vacant Committee Chair positions. The Nominating Committee will recruit additional people to fill the vacant Committee Chair positions, and the existing Committee Chairs and Members will endeavor to fill their remaining membership needs.

Tasks for Each Committee:

1. Build the committee with board and non-board members with relevant skills, experience, and community connections.

2. Review and potentially add to the goals described in the 2004-6 Strategic Business Plan.

3. Develop a Gantt chart detailing potential future actions, including major activities that will and will not require approval by the Board of Directors.

4. Communicate with the full Board of Directors via written, quarterly updates that precede board meeting by at least two weeks, as well as via verbal and email reports and recommendations at meetings when Board action is requested.

Committees

· Fundraising Committee (3-4 members):

· Promotes fundraising activities of the full board

· Helps produce annual appeal

· Cultivates and solicits major gifts

· Enables other board members to solicit contributions through training and resource materials 

· Organizes and carries out periodic benefit events

· Organizes major funder forums/meetings in order to increase communication and awareness of the mission and strategic business plan.

· Nominating Committee (2-3 members): 

· Develops board orientation program

· Develops and participates in a board mentoring program

· Develops/ recruits candidates as needed to staff committees and fill officer positions while also considering diversity of skills and experiences.

· Monitors performance of individual members

· Amends Bylaws to officially change term lengths from one year to three years and assigns skewed terms to existing directors for balanced turnover.

· Corporate Partnerships Committee (3-4 members):

· Develops plan for potential partners, creating a “pipeline” of partners and confirmed projects

· Generates real opportunities to market this program to decision makers at their workplaces and in key sectors such as biotechnology and companies where employees are already given paid time to volunteer.

· Actively pitches this program to key decision makers at target corporations.

· Expands on existing and past partnerships to their satellite locations and within sectors where we have successful track records.

· Develops boilerplate contract and additional/fee options for special needs.

· Develops the sliding scale/criteria for the nominal fees.

· Marketing & Communication Committee (3-4 members):

· Develops marketing plan for prioritized audiences (individual & corporate donors, prospective individual and corporate donors, volunteers, prospective volunteers, corporate partners, prospective corporate partners, recipient charities, prospective recipient charities, etc.).

· Assist with development of Corporate Partnership Program brochure.

· Develops next generation of PMD web site.

· Develops template for donor cultivation newsletter (Word/PDF).

· Promotes positive media relations through press releases, guest lectures by ED, forum participation, etc.

· Seeks appropriate venues to nominate exemplars of responsible volunteerism.

· Service Committee (3-4 members):

· Develops project guidelines for projects that shape the service program and can be planned by the Executive Director without explicit board approval

· Considers projects outside the scope of the guidelines. 

· Evaluates project, program, and partnership efficacy

· Develops guidelines to help charities seeking assistance from PMD

· Build board director fluency in the impact of PMD’s service program (e.g., encourage project participation, share personal stories and those about other PMD volunteers who develop an higher level of understanding and connections to the causes as well as the tangible impact of PMD projects.

· Research the full cost of short-term rental of utility vehicles for the projects requiring tools, bulk materials and supplies.
· Finance Committee (2-3 members):

· Review internal and external financial reports and ensure statutory financial compliance.

· Assist the Treasurer in preparing PMD’s annual Massachusetts Form PC and federal Form 990 filings and monitoring PMD’s investments

· Carry out special projects that may arise (e.g., past special projects have included evaluating payroll services and rent reimbursement) to advise the full Board regarding operational and regulatory matters.

· Identify long-term financial issues that may arise.

· Strategic Planning Committee (2-3 members):

· Monitors and assesses progress made carrying out 2004-6 Strategic Business Plan.

· Periodically updates plan to reflect completion of goals, additional goals, and changes in assumptions.
Individual board responsibilities

Individual directors are expected to participate in the following activities:

· Make personal financial contributions through annual appeal and benefit events every year.

· Participate in one or more working committees.

· Prepare for and participate in all quarterly board meetings.

· Participate in at least two PMD projects each year.

· Identify and cultivate prospective donors and contributors from one’s circle of friends, colleagues, family, etc.

· Attend PMD benefit events with friends, colleagues, and family.

· Increase the volunteer base and the cultivate donations from this group.

· Promote the positive public image of PMD by generating enthusiasm for the organization and its projects in the community (e.g., participation in promotional events such as volunteer fairs, public forums, and award events).

· Inform the board president of any situation which might be perceived as a conflict of interest with involvement on the board.

Measuring Success

Board participation is critical for achieving these strategic initiatives. Board engagement will be evaluated upon committee achievement of goals and objectives according to the appropriate timeline and upon performance of program components for which they are directly responsible. The level of individual board member engagement will be determined by each member’s satisfaction of the minimum participation standards set out above or determined to be appropriate by the board in the future. This plan anticipates 100% engagement by the board.

2. Organizational Development 2004 - 6

Hire a part-time administrative assistant (6 hours/week)

Currently, 60% of the executive director’s time is spent on administrative tasks for individual services. With the hiring of a part-time administrative assistant, the Executive Director’s time will be better spent increasing the number of corporate projects. This initiative should pay for itself with the additional time the executive director has to fundraise and develop corporate partnerships. This decision will be evaluated after one year for its effectiveness in increasing both programming of the organization and organizational funding.

Hire a part-time development associate

Provided that an administrative assistant is able to effectively increase the productivity and that donations/pledges for this position are in hand by Q2 of 2005, in Q3 of 2005 a part-time development associate will be hired to assist the Executive Director with fundraising efforts such as the annual appeal, special events, and donor acknowledgements. This will further free the executive director’s time to concentrate on expanding and enhancing programs and fundraising. In 2005, an ad hoc committee should be formed to draft a job description, research comparable positions, plan the hiring process, research potential, capacity building funding sources, and explore additional opportunities to develop infrastructure for these responsibilities.

Measuring Success

This strategic plan assumes the following concentration of personnel resources:

Position

Corporate Program
Individual Program
Fundraising
Administration
Exec. Dir.
10%


65%


20%

5%

Admin. Asst.



90%


10%

Dev. Assoc.






90%

10%

Each new position is expected to produce efficiencies in the overall use of personnel time in the development of the program and fundraising. Actual time devoted to each activity will be compared to projections. The first phase/year of the Database Technology Upgrade (described below) must occur before filling the Administrative Assistant position, which is estimated to cost $3,000 or less in the first year of this plan. The effects of this position upon the use of the Executive Director’s time will be evaluated at the conclusion of the first, full year, estimated to be some time in 2005.

Funding for the Development Associate must be in place prior to filling the position. The estimated cost of this position is to be the charge of the ad hoc committee formed for the purpose of investigating the requirements of this position. The position will be evaluated during the final year of this plan. A critical measure for this position will be the effects upon overhead (development and administrative expenses as a percentage of total revenue raised). Budgeted overhead should not exceed 25%.

3. Upgrade Database Technology

Since its founding, PMD has depended entirely on volunteer database developers to create and sporadically maintain and upgrade a customized Access database to manage its 2,500+ volunteers, 400 projects, 800 donors, and 900 e-mail list subscribers.
 In order to operate more efficiently, evaluate program efficiency, increase its ability to fundraise and analyze these efforts, and maintain an accurate and working database, paid consulting assistance is needed. New queries, reports, and training are required so that PMD can increase its activities without unduly increasing overhead time. The current consulting rates are $65-$75 per hour for this type of work, so we anticipate spending approximately $5,000, which can be purchased in eight-hour increments from the local nonprofit Technical Development Corporation (TDC) or for-profit consulting organizations. While the search for the paid consultant for this project is being conducted, a simultaneous search for a like donor will be sought for in-kind services.

Measuring Success

Enhancing the database capabilities will allow for the development of and ongoing analysis of the performance metrics associated with the strategic initiatives. The ability to track the project parameters, volunteer trends, and resource allocations is key to measuring success of this plan. The technology improvement can be assessed upon adherence to the timeline and appropriate budget estimates as determined prior to the service acquisition.

4. Capacity Building

Tools & Storage

Although the organization invested in a tool shed in 2003, the issues of insurance and long-term location must be addressed by the board in 2004. Self-insurance is the only option since the value of the insured asset is relatively small, making traditional insurance vehicles unavailable. The current tool storage shed site in Mattapan is only guaranteed through 2005, the duration of the lease of the site by the partner charity, the Boston Natural Areas Network
.

Transportation

Reduced reliance on the Executive Director’s personal vehicle is forecasted by 2005. In addition, removing the vehicle requirement from volunteer project manager responsibilities will enhance the recruitment of more project managers. The organization must research the full cost of short-term rental of utility vehicles for the projects requiring tools, bulk materials and supplies.

PMD will research and solicit U-Haul, Ryder, and like local companies for in-kind truck usage donations in 2005.

5. Cultivate volunteer participation and donations

Overall, 20% of all PMD volunteers have contributed to PMD, many as repeat contributors. For this group, the following activities should be continued or initiated:

· Project managers will continue to encourage voluntary donations at each project and use contribution envelopes at each presentation.

· PMD Board members will encourage voluntary donations by giving short, scripted presentations at the beginning and end of projects in which they participate.

· Volunteers will be encouraged to contribute funds to offset the cost of project materials.

Measuring Success

Volunteer engagement is a key factor in evaluating the efficacy of the general program. As part of the volunteer trends, tracked over twenty-four month periods, will be the percentage of PMD volunteers that become PMD donors. With the development of the database capabilities, this measure can be combined with the more sophisticated engagement measures in the component analysis for total volunteer engagement (i.e., donations by volunteer profile, by project participation, etc.).

6. Develop and launch a marketing plan

A board committee for Marketing and Communication will develop and launch a marketing plan to promote Responsible Volunteerism, particularly among donors, prospective donors, and prospective corporate partners. Vehicles for these audiences will include a Corporate Partnership Program brochure for prospective partners, the next generation of the PMD web site, a newsletter for donor cultivation, funder forums, positive media relations, etc.

Financial Requirements for Strategic Initiatives

With the successful adoption and completion of its full growth plan, PMD’s total operating budget will grow from $76,595 in fiscal year 2003 to $121,088 in fiscal year 2006, representing a compounded annual growth rate of 17%.

The program service costs per volunteer hour will decrease with the introduction of the less costly Administrative Assistant. The focus on developing corporate partnership will also reduce program costs per volunteer hour since these projects require 20 to 50% less staff time.

The revenue base including individual support, corporate donations and foundation support, will grow. In order to sustain its initiatives, PMD will have to raise $121,088 in 2006 by increasing board involvement, hiring a part-time administrative assistant, hiring a part-time development associate, developing a major donor program, expanding its corporate partnership program, organizing two fundraising events annually, and by slightly increasing corporate donations and foundation grants.

Measuring Success

The success of each initiative has its own measure and will affect the financial condition of the whole. The organization development initiatives have timelines and projected resource requirements that must be met prior to implementation. The effectiveness of efforts to meet the requirements can be gauged by the available funding at each milestone of the plan.

The effectiveness of the plan projections and the annual PMD budget process will be measured monthly and reported quarterly with respect to actual expenses compared to the budget. Since expenses and funding are cyclical, the cash flows over the fiscal period will also be tracked. The cash flow requirements for any period can affect the progress of the strategic initiatives.

The determination and tracking of overhead (development and administrative expenses as a portion of total revenues) will be crucial. The strategic initiatives focus less expensive resources on program support with the intent that Executive Director's time is freed to support corporate partnership development and fundraising. It is critical that this shift in resources does not adversely increase the overhead percentage.

The financial success of this plan depends on high board engagement.

Appendix

Financials

Ideal Scenario

Base Scenario

� Independent Sector, Giving and Volunteering Study, 2001


� Sue Shellenbarger, “Drafted Volunteers: Employees Face Pressure to Work on Company Charities”, The Wall Street Journal, November, 20, 2003, p. D1.


� Cone Communications/Roper Report, 2000


� Jane Poppendieck, Sweet Charity? Emergency Food and the End of Entitlement, 1999


� Robert D. Putnam, Bowling Along: The Collapse and Revival of American Community, 2001


� Feasibility Study Conducted for People Making a Difference, Sultan Associates, 1999


� The blending of volunteerism with work time instead of requiring additional time makes corporate volunteerism more attractive to employees who balance a myriad of other responsibilities when they are not at work.


� Not weekends and weeknights when PMD’s traditional individual service projects have taken place. Charity staffs typically work additional/over-time hours to be present for PMD’s traditional projects.


� We have found that it is preferable to identify a volunteer group and then develop a project for the group rather than the converse, to develop a project and then attempt to find a volunteer group that is interested and available to carry it out.


� Urban Institute and National Council on Aging.


� Informal


� In 2003, budgeted time was 80:15:5 and actual was 79:16:5, program: fundraising: administration. �Prior to 2004 programmatic corporate partnership time was not separately tracked.


� 4,700 individuals recorded as of 10/03.


�However, no viable in-kind donation leads have resulted from strategically advertising on-line with Idealist.org and VolunteerMatch.org during the past two years.


�The tool storage shed is located on the site of the Boston Natural Areas Network’s City Native’s greenhouse and nursery along the Neponset River.
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