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Workshop #2  It’s All In The Way We Build It!  

Nonprofit Structure Part I 
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 nonprofit organizations.  This workshop encourages 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:   
Present effective practices of nonprofit organizations.  To encourage       

                                         Youth Pods to consider themselves a well structured nonprofit.  

Workshop Purpose:     
Provide participants with an understanding of effective nonprofit   

                                         board structure.

Workshop Agenda: 
Icebreaker “It’s Hip to Be Square”
          
10 minutes



      Building Specs for Nonprofits                   
  5 minutes





The Nonprofit Sector Broken Down          
  5 minutes





Nail These Things Down for a Strong Board
  5 minutes





How to Build a Nonprofit


             15 minutes









 
          40 minutes

Workshop Materials:
(2) Leader Guides





(20) Participant Workbooks



  

(5)  Icebreaker “It’s Hip to Be Square” handout #1

(10) Icebreaker “It’s Hip to Be Square” handout #2

(10) Icebreaker “It’s Hip to Be Square” handout #3

(20) Icebreaker Prizes

Preparation Checklist:


· Review “It’s all in the way we build it! Nonprofit Structure- Part I” Leader’s guide.

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

· Practice presenting the workshop, noting time variations.
· Supply 5 pairs of scissors for the icebreaker.

· 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 visit www.boardsource.org  

Icebreaker  (10 minutes)

Divide the Pod into groups of 3-4 by counting them off by “5’s” (1–2-3-4-5-1-2-3…) going around the room.  Ask all the “ones” to form a group, all the “twos” to form a group and so forth.

You should have 5 groups of 3 to 4 members all sitting together at a table or in a circle on the floor.  Name a leader for each group.  

State: “The group leader is the person that has a birthday closest to today.”

Allow time (30 seconds) for the groups to locate their group leader. 

Instruct:  “Group leaders, it is your responsibility to observe your group as they work through this icebreaker.

Distribute icebreaker handouts to each group leader; making sure that there is enough for each member of their group. Two of the five groups should receive “It’s hip to be square” handout #2 and two groups should receive “It’s hip to be square” handout #3.  Only one group should receive the “It’s hip to be square” handout #1.  Every group should receive a pair of scissors for this exercise.
Instruct:  “Your assignment is to create a single square by making only two straight cuts and reassembling the pieces so that all the material is used in the final product.  That means no throwing pieces on the floor!”
Allow the groups 2 minutes to accomplish making a square.  Stop the groups after 2 minutes.  If a group is able to construct their square faster, ask them to sit quietly until the other groups are done or until time is up.  The groups should not exchange ideas.

After the 2-minute time allotment, ask all 5 groups to put their scissors down and ask for their attention.

Ask:  “Were you all able to complete a perfect square by making only 2 cuts in your original shape?”

Allow time for groups to reply.

Show the entire Pod the different handouts (#1, #2 and #3) that were distributed among them.  Of course, handout #1 probably made the process the easiest because it included the lines on which to cut the form to make a square.

Instruct:  “Group leaders, I now need you to lead your group through a discussion of the questions at the top of page one in your workbook.”
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Allow the groups 2 minutes to answer the questions.  

After 2 minutes ask the entire group for their answers to each question.

Ask:  “What hindered your progress?”

Expected answers:  Everyone was talking at once.  We didn’t have enough information. Etc.
Ask:  “What helped your progress?”  

Expected answers:  We listened to each other.  The group leader led us through a thought process.  We had all the information we needed to make the proper cuts. Etc.

Ask:  “How was building this square like building our Youth Pod?”

Expected answers:  We need to listen to one another.  We need to collect all the information before making decisions.  We need a leader.  Etc.

Transition:  “To be an effective member of a nonprofit and to make good decisions as a board member, it is important to know your mission, collect facts and have a good leader.  During this workshop and the next workshop, we will learn more about the nonprofit sector and the responsibilities of board members that lead those nonprofits.

Award each group that was able to complete the exercise successfully with a prize to each team member.  

Building specs for nonprofits  (5 minutes)

State:  “As funders, our Youth Pod works to support and enhance the work of nonprofit organizations.  As endowment builders, we work to build funds that will support our mission for generations to come.  We, ourselves, should be considered a “mini” nonprofit.  Let’s dig into the foundation for nonprofits.”                    

Instruct:  “Please fill in the blanks in your workbook at the bottom of page 1 as I give you some “specs” on nonprofit structure.”
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State:  “First, what are nonprofit organizations?  The nonprofit sector is the collective name used to describe institutes and organizations that are neither government nor business.  

“Nonprofit organizations receive an exemption under the IRS code, section 501 

(c ) to perform charitable work, often using volunteers and voluntary action to enhance the social fabric of our country.”

“Second, nonprofits are dedicated to a specific mission, rather than making money for their owners or investors.”

 “Every organization needs to define its fundamental purpose, philosophy and values. The mission statement clarifies the reason for the organization’s existence.  It helps to verify that the organization is on the right track and making the right decisions.  A powerful mission statement attracts donors, volunteers and community involvement.”

“Next, although it is called a nonprofit, organizations can charge fees and can generate revenue that exceeds its expenses.  Nonprofits can make a profit.”

“It may sound like an oxymoron, but is acceptable and even desirable for a nonprofit to make a profit.  The nonprofit sector uses the terms surplus or net revenue rather than profit.  To survive unpredictable times of change, most nonprofits need a reserve fund, and the easiest way to build such a fund is to operate at an annual surplus, generating net revenue which can then be added to the reserve.”  

“The next nonprofit specs tells about the size of the sector.  In the United States it is vast and diverse and touches all of our lives.  It includes more than a million organizations that spend more than $500 billion each year.”

“About six percent of all organizations in the U.S. are nonprofits and 11 million or one in every 15 Americans works for a nonprofit.” 

Ask: “Who knows a friend, relative or neighbor that works for a nonprofit group?”

Ask each volunteer to share the organization where this person works.

State:  “The reason why I ask where these people are employed or volunteer is because there are several types of nonprofits.  Let’s discuss the break down.  Please turn to page 2 in your workbook.”  

The nonprofit sector broken down (5 minutes)
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“Charities are the nonprofit groups that hold 501 ( c ) (3) status from the Internal Revenue Service.  Charities are often thought of as providing free care or services to the needy but that is a small part of the work that hospitals, museums, orchestras, private schools, public television and radio stations and many other organizations accomplish.”  To be considered a public charity. An organization must be able to show broad public support, rather than funding from an individual source.   Gifts made to these organizations can be deducted from an individual’s or businesses’ taxable income.

“Foundations are established by individuals, families, businesses and communities to support causes and programs that benefit society.  Foundations, also 501 (c ) (3) nonprofits, are the most complex components of the nonprofit sector because there are many types and federal legislation for each.”  

Ask:  “Who can remember the three main types of foundations from last month?”

Answer is community, corporate and family/ private.

Review:   Your assignment from last month’s workshop was to educate others about the different types of foundations and especially the work of your local community foundation.  Remember gifts made to community foundations are tax-deductible.

State:  “Nonprofits such as the National Rifle Association or the National Organization for Women are known as social welfare organizations and hold a 501 ( c) (4) status.  This means that these organizations are not tax exempt and because of this they have more leeway to participate in advocacy, lobbying and political campaign activities.”

State:  “The last break down of the nonprofit sector is professional and trade associations.  Chambers of commerce, business leagues and other organizations that promote the business or professional interests of a community are known as 501 ( c) (6) organizations.  Although contributions to these organizations are not tax-exempt, membership dues may be deductible as business expenses. 

Wrap up:  “The idea of the nonprofit sector may be abstract and difficult to understand but the sector’s role in our society is tangible and easily recognized. Nonprofits are free of the bureaucracy of government and business so that they can create and spread new ideas, deliver social services and protect our environment, values and heritage.

Transition: “ No matter what kind of nonprofit you are involved with the secret to any organization’s success is a strong Board of Directors.”

[image: image12.wmf]State:  “The following items should be nailed down to make a Board or Youth Pod successful.  Please list them at the bottom of page 2 in your workbook.”
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State:  “The first thing to nail down is a written job description for individual board members.  What is their role, their responsibilities and how will they be accountable for carrying out the mission of the organization?”

“Second, develop an annual schedule of meetings.  The schedule should be determined a year in advance.  Members can post these meeting dates on their calendars or planners to avoid conflicts.”

“Next, circulate clear and thorough information materials, including an agenda, to all members at least one week prior to the meeting.  It’s helpful for grantmaking organizations such as foundations or Youth Pod to send out grant requests, in advance, so members can ask questions, do research and maybe even a site visit before the group discusses the grants.”

“An important issue to nail down is complete and accurate minutes of each and every meeting.  These documents create the organization’s history.  Minutes should be a record of who was in attendance, who said what, what motions were made, what was decided and what actions will be taken. ”

“It should be a priority to keep meetings brief and well focused.  Make sure that every board member has an opportunity to contribute to the meeting.  

“And our last nail.  Create a system of checks and balances. As a group, know who’s getting their work accomplished and who isn’t.  Acknowledge members’ accomplishments and contributions, then celebrate them.  Also hold members accountable for failing to take action on projects and assignments they did not follow through on.”

Transition:  “Now that we have a strong board, we want to work on a successful organization.  Remember that a nonprofit is only as good as the members of the board who govern the organization.  Great board members promote the mission and success of the whole organization not their individual agenda, power or prestige.  As Pod members, we should consider what’s good for the entire Pod, celebrate the Pod’s success and follow our mission to create positive community change.”

State:  “Let’s now look at the tools that effective nonprofit organizations need to have in their toolbox.”

Instruct:  “Please turn to page three of your workbook as we discuss and check-off our tool list.”
















State:  “The first thing needed by any organization is a purpose.  Every organization should have a written statement that expresses its reason for being.” 

Ask:  “How does this apply to our Pod?” 

Response should be “it’s our mission statement.”  

State:  “Mission statement should be inserted into the center column in your workbook.”
Ask: “ Does our Pod have a mission statement?  What is our mission?  Does it state why we exist?  Could we make our mission statement any better?”  

Instruct:  “Place a check mark in the last column of your table if you believe we have a great mission to guide our Pod.  Leave the column blank if you think we could improve our mission.”

Ask for a show of hands demonstrating how many Pod members believe the group has a great mission statement and how many left the column blank.  If more members left the column empty than checked it, you may want to schedule a time to review and revise your mission statement.  

State: “ Nonprofits would then need to form a board of directors.  This group is responsible for planning and fundraising to keep the mission of the organization perpetuated.  These board members should bring a sufficient range of expertise to the table with them.  In other words, we should have a diverse membership.”  

Ask:  “How does this apply to our Pod?”  

Response should be “we are all part of the board of directors for our Youth Pod.”

Instruct:  “In the middle column we should write we are the board of directors for our Pod.”

Ask: “ Do we have diverse membership in our Youth Pod?  What groups would need to be represented for your Pod to be well rounded?  Does our Pod recruit new members in the best way possible?  Do we plan well?  Do we fundraise or work to build our endowment well?  Could we do any of these things better?”  

Instruct:  “Place a check mark in last column if you think we have an effective board.  Leave the column blank if you think we could improve our board membership.”

Ask for a show of hands demonstrating how many Pod members believe that the group has effective membership and how many left the column blank.  If more members left the column empty than checked it, you may want to schedule a time to review and revise roles and responsibilities plus new member selection.
State:  “Next an organization should draft their by-laws.  By-laws are the operating rules of the organization.  This directly applies to our Pod.  We have by-laws in place.  Do you know our by-laws?  When was the last time we reviewed our by-laws?  Do they still make sense for our group?”

Instruct:  “In the center column, we should write review and update our by-laws.”

Instruct:  “Place a check mark in the last column if you believe that our by-laws are updated and pertinent, leave the column blank if you don’t know about the Pod’s by-laws or you think they should be updated.”

Ask for a show of hands demonstrating how many Pod members believe that the group’s by-laws are fine the way they are and how many left the column blank.  If more members left the column empty than checked it, you may want to schedule a time to review and revise the Pods by-laws.

State:  “The next tool for a successful nonprofit is a strategic plan.  This plan is actually a process the helps express the vision for the group.  The strategic plan outlines the steps needed to accomplish the organization’s goal.  A strategic plan and a mission statement together should assist in grantmaking decisions.”  

Ask:  “How does a strategic plan apply to our Pod?”  

Response could be “we need to know what we’re going to do “strategically” to accomplish our mission for the next one to three years.”   

Note:  All Pods started thinking and planning strategically during the Spring 2002 Youth Pod retreat.  All were asked to submit their plans with their funding request to the Dekko Foundation.

Instruct:  “In the center column, please write: we need a plan to help us achieve our mission for the next three years.”

Instruct:  “Place a check mark in the third column if we are confident the group has an achievable strategic plan in place.  If you are certain that the group has developed the steps to reach the long-term outcomes we want to make in our community.  If you’re not sure that your Pod has a strategic plan or you don’t understand the plan, leave this column blank.”

Ask for a show of hands demonstrating how many Pod members are happy with the existing strategic plan and how many left the column blank.  If more members left the column empty than checked it, you may want to schedule a time to either develop a strategic plan or revise the plan to better serve the group.

State:  “All nonprofit organizations work with a budget, which is essentially a financial strategic plan.  The Board has a responsibility to develop a budget and build up resources to maintain the organization.”

Ask:  “How does this apply to our Pod?”

Response could be “we should know how we’re going to spend our funds and build our endowment.” 

Instruct:  “In the middle column please record, our Pod must have a plan for the allocation of its grantmaking fund, administrative fund and our endowment building goals.”

Instruct:  “Once again, let’s move to the third column.  Please place a check mark in this column if you believe the group has a solid plan for expenditures and endowment building over the next year.  If you’re not sure that there’s a plan in place or you don’t understand the plan, leave this column blank.”

Ask for a show of hands demonstrating how many Pod members are aware of the Pod’s budget and endowment building plans and how many left the column blank.  If more members left the column empty than checked it, you may want to schedule a time to discuss the allocation of the group’s resources and the continuing growth of their endowment for their group’s longevity.

State:  “Next we should discuss the establishment of record keeping for an organization’s official records.  Board meeting minutes, financial records and any other official records must be preserved for the life of the organization.”

Ask:  “How does this apply to our Pod?”

Response should be “we should have a method of ensuring that
 good records are kept to pass to future Pod members. “ 

Instruct:  “In the middle column, we must have records of every meeting with meeting minutes, every grant funded, grantee information and receipts of administrative funds spent.   A system must be in place to pass these records on from year to year.”

Instruct:  “Now, place a check mark in the third column if you believe that we have an effective system of record keeping.  Do you know who keeps these records?  How many years of history do we currently have?  How many should we have?  If you are not comfortable with the current record keeping for the Pod, please leave the third column blank.”

Ask for a show of hands demonstrating how many Pod members believe that the group has effective record keeping practices and how many left the column blank.  If more members left the column empty than checked it, you may want to schedule a time to establish more comprehensive records.  It might be helpful to consult a representative from the local community foundation for the “best practices” of keeping records.

State:  “Last but not least, our final tool for a strong nonprofit is to meet the requirements of state, county and municipal charitable laws.”  

Ask:  “This is a little more abstract, but how does this apply to our Pod?”

Responses will hopefully include that the Pod needs to know state, county and municipal laws.

State:  “I’m going to fill in the gap on this “tool” for you.  Please record in the second column, our Pod should stay in close contact with our local community foundation’s Board and the Dekko Foundation to ensure that we are staying within moral, ethical and legal guidelines.”

State:  “In the third column place a check mark if you believe that your Pod does a great job of communicating with the foundations that support your philanthropic work.  If you think you could communicate more effectively, leave this column blank.”

Review how many of the above categories need to be given more time.  Schedule these topics into an upcoming Pod agenda to discuss how the Pod can operate as a successful nonprofit organization.

Conclude:  “We will need to incorporate a discussion of these issues in an upcoming meeting agenda to ensure that all of us are well informed and involved in acquiring each of the nonprofit tools for our Pod.”

State: “Rather than spending time today to review the information that we learned, we will spend our next workshop learning more about nonprofit organizations by looking into the stages or “lifecycle” that groups typically encounter while trying to keep their businesses well constructed.”

Instruct:  “You will need the information from today to use during the next workshop so please place it in your Pod binder or another safe place and return with this workbook ready to learn more next time.”

Thanks!

Glossary

Diverse membership:  of various kinds; of a different kind, form, characteristic, etc.  (page 12)

Endowment:  the principal amount of gifts and bequests that are accepted to a requirement that the principal be maintained intact and invested to create a sources of income for a foundation or nonprofit organization.  (page 5)

Funders:  individuals or organizations to make monetary contributions to support another organization’s operation.  (Page 5)

Internal Revenue Service (IRS):  a division of the US Department of Treasurythat collects internal revenue, including income taxes, excise taxes and the regulation of  foundations and their activities.  (page 7)

Leeway:  a degree of freedom of action or thought.  (page 8)

Oxymoron:  figure of speech that uses seeming contradictions, such as cruel kindness.  (page 6)

Sector:  a distinct part, especially of society, or of a nation’s economy. (page 5)
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The non-profit sector broken down…





Nail these


things down to form 


a strong Board!





  The non-profit sector is the collective name used to describe


          institutions and organizations that are neither ____________ nor


          ____________.





 Nonprofits are dedicated to a specific  ____________. 





  Although it is called a nonprofit, organizations 


______ charge fees and _____  generate revenue that 


exceed its expenses.  Nonprofits can make a  __________.   





  The nonprofit sector is vast and diverse and


           touches all of our lives.  It includes more than 


           __________ organizations that spend more than


           _________________ each year.


           


  About ___% of all U.S. organizations are nonprofit


          with one in ______ Americans are employed by a


          nonprofit.
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How was building this square like building our Youth Pod?








It’s hip to be square!





Determine the purpose of the organization.
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Establish record keeping for the organizations official records.

















Meet the requirements of state, county and municipal charitable laws.
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