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Workshop #3  The Inspection

Nonprofit Structure Part II 
Leader’s Guide

This leader’s guide is designed to assist a Youth Pod member in facilitating an interactive workshop that will provide the other Pod members with an understanding of the lifecycles that nonprofit organizations go through.  This workshop will encourage Pods to emulate the practices of successful nonprofits.  As you use this guide, watch for special text styles such as: 

· Regular text with “quotation marks” provides you with dialogue.  

· Italicized text will give you direction.  

· Underlined text shows section titles.  

· Bold print denotes a word that participants will need to fill in the blanks in their workbooks.   Expected responses to questions are given in your leader’s guide.  Please volunteer these responses if no one in the group provides similar answers.  

· The leader’s guide will illustrate the workbook area(s) where this information should be recorded.

Workshop Objective:   
To review nonprofit structure and present the lifecycle stages of nonprofit organizations.  

Workshop Purpose:       To provide a tool for Pods to evaluate themselves as a        

                                         nonprofit organization.

Workshop Agenda: 
Review of Nonprofit Structure

10 minutes
Nonprofit Lifecycles

         

 3 minutes





Lifecycles At a Glance


 7 minutes





Carrying the Load



 7 minutes




Surveying Your Pod (wrap-up)         
15 minutes
`









42 minutes
Workshop Materials:
(2) Leader Guides





(20) Participant Workbooks





(20) Index Cards


      (20) Opener Prizes

Preparation Checklist:


· Review “The Inspection: How We Measure Up, Nonprofit Structure Part II” Leader’ guide.

· Make notes in the leader’s guide to personalize the workshop.

· Practice presenting the workshop, noting time variations.
· Review your notes from the last workshop “It’s All In the Way We Build It, Nonprofit Structure Part I.”
· Make extra copies of the workbook, if needed.
· Bring a timer or watch to the workshop for timed exercises.
· Prizes for distribution included in your workshop materials.
If you would like to research more information on the topics presented please refer to “Nonprofit Lifecycles, stage-based wisdom for nonprofit capacity” by Susan Kenny Stevens.

Opener:  (10 minutes)

State:  “We learned about nonprofit structure during our last workshop.  The topics included: Building specs for nonprofits, the nonprofit sector broken down and how to build a nonprofit.  We are going to continue to build on that information so before we get started, let’s make sure we all remember the blue print from last time’s workshop.”

State:  “We had asked you to return with your It’s All In the Way We Construct It, Nonprofit Structure Part I workbook from our last workshop.  Please get those workbooks, with your notes, out.”

Distribute an index card to each Pod member.

Instruct:   “Please take two minutes to review your notes from our last workshop.  From the knowledge you gained last time, I would like you to come up with a question about nonprofit structure.  For example,  I remember talking about the nonprofit specs and what organizations the profit sector represents.  My question could be ‘The nonprofit sector represents organizations that are neither_________ nor ___________________. “  The answer to my question would be ‘organizations that are neither government nor business.’  So take a look at your notes, come up with a question, list that question at the top of your index card.  At the bottom of your card, please record the answer to your question.”

Restate:  “ You have two minutes to come up with your question and answer.  Someone else will be reading your question so please write legibly.  Be creative!  We don’t want everyone asking the same question.” 

Allow two minutes for each student to develop a question and answer.  Call time after two minutes.  Collect the members’ index cards.  Shuffle the cards and then redistribute them so that members don’t get their own card back.  Ask a Pod member to stand up, read the question on their card to the rest of the group.  Allow time for the group to answer each question using their notes if needed.  If the group doesn’t come up with the answer in a reasonable amount of time, ask the standing Pod member to give out the answer at the bottom of the card.  Repeat this until every Pod member has an opportunity to read his/ her question.

After every Pod member has had an opportunity to read and have their question answered, give them a tape measure (opening prize) as a thank-you for their participation.  

State:  “We will learn how we measure up later in the workshop.”

Transition:  “Now that we know why we have nonprofit organization and what components a nonprofit needs to be successful, let’s talk about the lifecycles of nonprofits.”

Instruct:  “Please turn your workbook to page one.”

[image: image5.wmf][image: image6.wmf]
[image: image7.wmf]
[image: image8.wmf]
[image: image9.wmf][image: image10.wmf][image: image11.wmf]

State:  “Each nonprofit organization develops through seven stages of operation.  Please label these stages as I give them to you in order.  We will just label the stages at this time.  We’ll discuss them in more detail in just a moment.”

Instruct:  “We are going to start at the left side of the lifecycle structure.  The first stage of a nonprofit is the idea. Please label the far left purple column idea. The next stage is start-up.  Label the second stage start-up.  The third stage of a nonprofit is growth.  Label column number three growth.  Next comes the maturity stage of a nonprofit.  Please label the center largest column maturity.  As you can see the first four stages of a nonprofit illustrate positive development.  The next three are what really make or break a nonprofit.  The next stage you can label decline.  Then hopefully the nonprofit will experience turnaround.  Please label the next column turnaround.  The last stage of the nonprofit lifestyle cycle is terminal.  Please label the last column terminal.”

State:  “Please understand that not all organizations go through all stages, nor is the movement always in order if they do move from one stage to another.  Some organizations move from start-up to terminal. Others, despite thirty years of business, never leave the start up stage.  The most productive nonprofits travel through these stages slowly and strategically.  Starting with an idea, then starting up, growing to maturity, reaching turnaround and hopefully returning to growth.” 

State:  “Now let’s discuss each stage in a little more detail.  You can jot down notes at the bottom of page four in your workbook as I review these stages.”














Instruct:  “We’ll start at the beginning; idea.  This is the stage where there is no formal organization, just an idea to address a societal, programmatic or cultural gap in the community.”

“Stage two is the start-up or the beginning stage of the organization.  A passion 

drives the mission and the operation of the nonprofit but little or no government, management, resources or systems are in place.”

“The third stage called growth, is when people understand the mission and use the programs the organization offers.  At this stage there is a higher demand than the current structure and resources can handle.”  

Maturity is the stage of operation in which the organization is well-established, operating smoothly and a has a community reputation for providing consistently desirable and high quality services.”

“It’s possible that the organization could fall into decline, this is the stage where the nonprofit no longer provides relevant services to the marketplace, decisions are no longer innovative but more ‘this is the way we have always done it.’  Declining enrollment in programs causes the organization to have insufficient operating income to cover expenses.”

“Hopefully the nonprofit will then enter the turnaround stage. This is when the board and staff take decisive action to reverse prior actions.  They realize their mistakes and assess the community. Then they re-establish services and programs that are innovative and well attended.”``

“At any time in the lifecycle an organization may become terminal which is the final stage.  This is when the organization has neither the will, purpose nor the energy to exist.”

Ask:  “What needs to be in place for a nonprofit organization to not enter the terminal stage but rather stay in the growth, maturity and turnaround stages?”

Answer may include: The right people (staff and board), resources, a mission that demonstrates passion, good services and programs that are wanted and needed by the community.  You may have to offer these answers if the group doesn’t volunteer them.

Carrying the Load  (5 minutes)

Explain:  “Several things must be present in equal amounts to carry the load of an effective nonprofit.  Turn to page five in your workbook where we will label the components that need to be in place to keep the organization in balance.”


Instruct:  “To hold up the organization you need four aligned wheels.  Please label the first of the four wheels on your dump truck as management.  This would be the staff of the nonprofit.  We may consider the adults who support our Youth Pod as the management of our nonprofit.”

“Label your second tire governance.  This part of the organization would be the board of directors.  For our Pod it includes all of us students.”

“Label the third tire resources.  The financial resources need to be in place to support the load of the organization.  Our Youth Pod needs to request funds and work to build our endowment so that we have resources to operate and make grants.”

Please label the last tire as systems.  This refers to the policies and procedures that are in place and are supporting the organization’s daily operations.  Systems for our Youth Pod would be communications with grantees, funders and potential donors. Relationships with partners like the community foundation and schools are important Pod systems.  We would also consider financial systems, new member recruitment, meeting arrangements as systems.  

Ask:  “What other administrative systems need to be in place to make our Pod successful?” 

Answers may include:  meeting facilitation, recording Pod history, setting up and maintaining a website. etc.

Ask:  “Why is it important to have management, governance, resources and systems in alignment?  What are they supporting for the organization?  What is the bed of the truck?”  

Allow time for members to respond.

Instruct:  “Please label the bed of your dump truck as the programs.  Remember that the programs and services that the nonprofits offer help them to fulfill their mission.” 

Ask:  “What are our Youth Pod programs?” 

Answers should include:  grantmaking, service projects and this curriculum.  All of these help us better understand our roles as philanthropists and creating change within our community.

Ask:  “Now what is the load that the dump truck is carrying?  In other words, why do all nonprofit organizations exist?”

Answer should be: to carry out their mission and vision.  

Instruct:  “Please label the mountain in the bed of the truck mission/ vision.”

State:  “The mission/ vision describes the reason for creating the organization.  The tires and bed of an organization’s truck need to be effective and efficient to carry the load of the organization’s mission.”

Ask:  “What happens if you get a flat tire, meaning that either your management, governance, resources or systems are out of alignment or not properly supporting the load?”



Answer should be:  The programs and mission will not be supported.  The organization would enter the turnaround or terminal stage.  

Ask:  “Has there been a time when our Youth Pod had a flat tire?  Does our organization currently have a flat tire or maybe even a couple of flats?”

Look for shaking or nodding heads.  Ask for volunteers to give examples.

Surveying Your Pod  (15 minutes)

Instruct:  “Please turn to page 6 in your workbook.”

State:  “I need you to break up into groups of 3 or 4 and assign a group leader.  The group leader is the person in your group with the smallest hands.”  

Allow time for members to form their groups and measure hands to locate the group leader.

Instruct:  “Group leader, I need you to work with your group to analyze our Pod’s current position in the nonprofit lifecycle.  Using the diagram on page 6 of your workbook, lead your group in a discussion about where each component is in the lifecycle.  For example, the first component is programs.  Where are we with our programs, at the idea stage, growth or terminal?  Continue to discuss each component and put a dot or checkmark in the stage where your group feels that our Pod is currently.’

“When your group is done with its analysis, make a recommendation of the three things that our Pod should be working on to ensure that we have no flat tires and we are supporting our load or mission.  Record those recommendations at the bottom of page 6.”


“Please spend 7 minutes in your group surveying our Youth Pod.  Go head and start now.”

After 7 or so minutes, ask the group to come back together and discuss each group’s analysis.  Where did each rank the Pod?  

Assign a Pod member to record the 3 recommendations of each group on a flipchart or piece of paper.

Ask:  “What 3 things did each group recommend that we focus our attention?"  

Pod member records answers.

Work to narrow the responses down to the top 3, the most commonly expressed issues.

Schedule time at an upcoming meeting to discuss these 3 issues in more detail.  How will you put air in the Pod’s flat tires?  

State:  “That is the end of today’s workshop.  Good job!”
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What happens if we have a flat tire?
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Life Cycle Stage
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Our focus should be on these three items.  
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