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Transition to Community Impact

Chenango County United Way

Norwich, NY

This document aims to record the Chenango United Way’s transformation from a fundraising-based organization to a community impact focus. That is, a focus on forging partnerships and maximizing resources in order to create sustained change for the betterment of the local community.  Moreover, this document can be used as a tool or guideline for other small United Ways making the transformation to a community impact system. 

Background

A Climate Ripe for Change

A variety of factors served as catalyst for change in the Chenango United Way (CUW) system.  Donations were dwindling in the late nineties as a result of a depressed economy in the Upstate NY region.  Additionally, a national increase in competition in the non-profit sector contributed to a declining trend in fundraising. A United Way of America (UWA) survey conducted in 2002 indicated that while many people recognized the UW symbol and name, donors did not have a clear understanding of the UW value proposition or mission.  Most supporters were unaware of how UW dollars were being used and how they were influencing the community.  Moreover, donors were no longer satisfied with general promises or anecdotal results; it was clear a more formal and accurate system to record and report results back to the contributors was necessary.  

In addition to the need for more transparency in how donor dollars were creating change, member agencies needed to be held more accountable. (Member agencies were the organizations that consistently received UW funding on an annual basis).  While their missions were certainly beneficial and necessary, many were not tracking precisely how UW dollars were being used.  Under the member agency system, non-profit organizations applied for membership and subsequently received UW allocations, with some fluctuation year to year depending on their proposal. This system fostered a sense of entitlement in that member agencies expected financial support regardless of the how the funds actually influenced the community. The amount of funds allocated in previous years was often used as a reference point for current year funding by both member agencies and the CUW Allocation Committee.  In short, UW funds were being distributed based on membership rather than how specific programs were impacting the community at-large, and the relationship between member agencies and CUW revolved solely around obtaining funds rather than a partnership to address issues collaboratively. 

This combination of deteriorating donor confidence in charitable organization delivery and a need for increased member agency accountability prompted a reevaluation of the UW system at the national level. 
A New Business Model

The Community Impact evolution began at the national level with the United Way of America in 2003. This model focuses on building collaborations with community agencies in order to address specific needs of local communities.  While campaign dollars are important, they are not the only resource that UW seeks to utilize.  The CI business model aims to leverage all of the resources of a community including talent, relationships, volunteers, and technology in order to improve the lives of the community population.  UW does this by supporting programs which produce measurable outcomes and by investing in strategies for addressing the root causes of the critical need areas.  Three central components make up the fundamentals of the Community Impact theory:

· Success is no longer measured solely on fundraising amounts or the number of direct services, but rather on the program outcomes that address the both the symptoms and root causes of top priority issues in the community.  

· A focus on accountability throughout the system. Firstly by requiring community partners to track and report the measured outcomes of their programs, and secondly by reporting results back to United Way’s customers… the donors.   

· Utilizing local UW’s role as a neutral facilitator to begin collaborations around community issues of highest importance.

The United Way Community Impact Mission
Improving lives by mobilizing communities to create lasting changes in community conditions. 

	Mobilizing Communities 

(
(Utilizing people, time talent, relationships, expertise, technology, and
financial resources of businesses  and employees)
	Create lasting changes in community conditions 

(
Support Services for Individuals and Families

(                              
	(of community populations)

Improve Lives

(of program clients)




What does the Community Impact mean for the UW system? An important element in adopting the new CI approach is embracing the business model: UW should be viewed as a business where its customers are its donors, and the product is positive, measurable impact in the community.  Our contributors fund UW in order to directly impact the community and facilitate long-term change; the delivery of this change is essential for both UW’s and the community’s success. 
Purpose:  The emphasis on Community Impact creates a system which will:  
· Identify and address root causes of community needs 

· Identify and add value to priority areas

· Create more efficient and effective allocation system

· Encourage Collaboration

· Create measurable change with in a community 

· Build accountability with donors

Identifying the Needs of Chenango County

2004 was a pivotal year for internal growth surrounding community impact at CUW. The CI concept was introduced to the CUW Board at the August 2004 Board Retreat, which was facilitated by a representative from UWNYS.  The Eight Essential Attributes were integrated into subsequent 2004 and 2005 board meetings as a means of Board development and internal alignment surrounding the organization’s CI transition.  Additionally, the Community Impact Committee was formed in order to more closely attend to and oversee the transformation. 

It quickly became apparent that in order to focus campaign funding and other resources in the most efficient and effective manner, CUW needed to identify, understand and define the highest priority needs of the community.  Thus, the first step in adopting the CI focus was to research and assess the state of the Chenango County and to create a strategic vision for attending to the identified needs.  

Initially, CUW attempted to compile a needs assessment by utilizing the member agencies as sources of data.  However, agencies often were championing for their own program needs and, as a result, were unable to maintain a larger perspective and contribute effectively.  A board member suggested utilizing Colgate University’s Upstate Institute (Hamilton, NY) as an objective third party for analyzing and compiling data from the area into a needs assessment report.  The Upstate Institute is an organization that seeks to create linkages between Colgate University and the regional community to engage students, faculty, staff and residents in research and a reciprocal transfer of knowledge that will enhance the economic, social and cultural capacity of the area.   Colgate accepted the endeavor and the project began in the fall of 2004 with the goal of utilizing and organizing the mass of data that already existed within the community into a comprehensive report outlining the areas of most critical and emerging need in Chenango County.  

Importantly, the compiled data came from previously collected research from sources including, US Census 2000, data from the New York State Department of Labor, and interviews with local leaders.  This range of sources eliminated the opportunity for any party to contribute subjective or skewed data that would give unwarranted support to a certain cause above others.  Moreover, with Colgate University serving as an unbiased third party in assessing and compiling the data, the onus was taken off CUW in that there would be no opportunity for the community to perceive the needs assessment as driven by CUW to reflect the previously existing member agencies and service areas. 
The Community Needs Assessment Report was completed and approved by the CUW Board of Directors in June, 2005.  The report identified four areas of critical need within Chenango County.  Vision statements were created for each community impact focus area

· Poverty Issues of Housing & Hunger


Vision: To ensure that all members of our community have the basic life necessities of    food and shelter, so that they may be empowered to strive toward self-sufficiency. In 2008, the focus on this area was divided into two subcategories of: Meeting Basic Needs and Promoting Financial Stability and Self Sufficiency.
· Aging of the Population

Vision: To ensure that our community’s senior citizens are nurtured, supported and valued within the community.  
· Opportunities for Children and Youth

Vision: To enable all youth to develop their full mental, social, physical and emotional potential through positive relationships and a supportive community. 
· Access to Healthcare

Vision: To ensure that all members of the community have access to quality, affordable healthcare. 

Focus Areas for the United Way of America


In 2008, the United Way of America announced their 10-year national goals in the priority impact areas of education, income and health. Titled The Goals for the Common Good, the national focus on education revolves around improving the areas of Quality Child Care, School Readiness and Academic Completion. The focus on income has the goal of financial stability through maximizing income, building savings and gaining assets. The focus on health targets childhood obesity, health insurance coverage, healthcare quality, childhood immunizations, substance abuse, family violence, oral health or other healthcare concerns voiced by their community.

The goals that the United Way of America determined as priorities have much in common with the goals the Chenango United Way had already assessed. In order to continue alignment with UWA, particularly in the area of Income, CUW split the focus area of Poverty Issues of Housing and Hunger into two sub-categories: Meeting Basic Needs and Promoting Financial Stability and Self-Sufficiency to ensure proper attention is given to the goal of reaching and maintaining self-sufficiency for people in Chenango County.
Actualizing the Community Impact Vision
Transitional Plan

The Community Impact Committee entertained a variety of plans for implementing the CI vision into CUW’s organizational structure in 2005. The CI Committee brainstormed and proposed a number of options, ranging from a 1 year to a 5 year process.  In the end, CUW decided the longer plans were only extending the discomfort of change and decided to implement a 2 year / 2 step transitional plan.  Under this plan, only existing member agencies were able to apply for funding for the 2006 allocations year.  In the second year, however, the application process would be opened to any non-profit organization in Chenango County. This fully open, competitive process continues to be the standard to present.
Introducing Community Impact to Member Agencies

The community impact concept was first introduced to member agencies at the January, 2005 Member Agencies Meeting.  Over the next two meetings (March and June 2005) the member agencies were exposed to the community impact concept on a more detailed level, emphasizing how the transition would be affecting them.  Importantly, member agencies were given opportunities to express concerns, ask questions, and provide input regarding the transition and their relationships with CUW.  The most prevalent concern seemed to be that member agencies wanted to be assured they would have a say in how the community impact model was realized at CUW. 

At the June 2005 Member Agency Meeting, CUW shared much of the more concrete information regarding the community impact transformation. Firstly, the agencies were presented with the Needs Assessment results including the four identified focus areas. 

Secondly, CUW rolled out the new concept and title of “Community Partners,” to the then-called “member agencies”.  There is much significance attached to this new title.   The new Community Partners are no longer considered members, which eliminates the sense of entitlement to funding.  CUW funding would now be awarded annually based solely on the warrant of the proposed program; funding in a given year does not imply funding at any level in subsequent years. Moreover, the title brings with it an increase in accountability being demanded of the community partners.  As no organization is guaranteed funding, each and every Community Partner is now responsible for measuring and collecting data regarding the outcomes of their program.  These outcomes are assessed by CUW in order to determine the success of the program and will eventually influence the program’s funding.   

Importantly, Community Partners no longer are able to apply for funds to support the overall functions of their entire organization.  Rather, community partners must request funds for a specific program with outcomes in one of the four focus areas so that CUW can report back to the community exactly where their dollars are going and what impact they are having. Beginning
in the 2009 allocations year organizations will only be able to submit for one RFP per program. Beginning January 2009, for the future allocations years, CUW will be considering limiting the number of programs that can be funded per year, most likely to between 3-5 programs. 
Another change resulting from the transition for organizations from being a Member Agency to being a Community Partner is the abolition of the blackout policy. The blackout policy required any organization receiving UW funds to suspend their own campaigning during UW’s campaign period (September 1st to December 1st).  With the transformation to Community Partner status, organizations are not guaranteed funding and, therefore, were not required to suspend fundraising beginning with the 2007 allocations year. CUW has not observed a change in fundraising potential as a result and the abolition of the blackout policy has been completed successfully. 
Allocations System
The new Request for Proposal (RFP), which replaced the previously used Application for Funding, was introduced at the June, 2005 Member Agency Meeting.  The RFP consists of five parts with varying weight, each of which are evaluated by a Volunteer Review Panel comprised of Board members and community representatives to determine funding: Each person sitting on the Review Panel assesses and scores each RFP individually based on the Scoring Rubric. Then, the Review Panel convenes and completes an Allocations Recommendation Sheet, which reflects the group’s consensus of the RFP score.  Finally, the CI committee reviews and approves the recommendations and submits all RFP’s for final Board approval. The RFP’s are evaluated based on the following categories: 
· Organizational History  (5 points)

· Program Description/Alignment with Community Impact, Program Outcomes Chart (45 points)

· Organizational Capacity (10 points)

· Collaboration & Partnerships (25 points)

· Budget (15 points)

            TOTALING 100 points 

For the 2009 allocations year, an increase of 5 points was added to the Collaboration & Partnerships section (previously 20 points) and reduced 5 points from the Organizational Capacity section (previously 15 points) to reflect the increasing importance of collaborations between the non-profits and any other available resources in the community. 

Notably, the program description, alignment with the CI mission, and outcome measurements are worth a significant 45 points, reflecting the emphasis on funding specific programs with measurable impact on the community, rather than overall agency support. A majority of allocable dollars are to be earmarked for impact area funding, while a small portion of funding can be utilized for discretionary funding for programs that do not specifically address impact areas but are still important to the Chenango community. The discretionary funding percentage has decrease throughout this transition and for 2008 only constituted 2% of total allocable funds. 
A budget column has been added to the RFP application for the 2009 allocation year to record specifically how a program’s dollars will be used. This was added to increase applicants’ accountability and to ensure that they are not applying for dollars that they do not need. 

CUW recognizes that there are organizations that do not have the resources or the size to warrant participation in the RFP process. An amount of $3,000 has been allocated for Mini Grants to be divided between these organizations, namely food pantries and soup kitchens. A letter is sent during the Mid-Year (May-June) to recognized food providers to inform them of these Mini Grants to solicit their participation. In order to receive funds they must send a 1) A signed program outline including needs and numbers served 2) A copy of their 501(c)3 federal non-profit verification. 
Technical Assistance

In order to aid Community Partners in adjusting to the new allocation system, technical assistance was offered to aid member agencies in constructing their RFP.  

Group meetings involve a detailed overview of the entire RFP process and were mandatory for all Community Partners (three dates were available in September).  

Optional one-on-one technical assistance with a trained CUW representative was available throughout the entire application period of September 15th to November 1st 2005.  This served as a conduit for addressing specific questions and concerns of each community partner as well as for receiving feedback. 

Both were incredibly important in making community partners more comfortable with and prepared for the transition to CI.  Not surprisingly, CUW saw a higher quality of RFP’s from those community partners who utilized the technical assistance, especially the one-on-one sessions. 
For the 2006 allocations year, programs could apply for an Outcome Measurements Support Grant that would provide funds for the purchase of supplies that would enable Community Partners to better measure the outcomes of their programs. Only two programs applied for funding, mainly to support the purchase of software. It was then viewed by CUW as an unnecessary program and not aligned with their focus areas so the program was not continued for the 2007 allocations year 

Reporting Back to the Community

For the 2006 allocations year, Community Partners were required to provide a 6 Month Report to assess the programs progress and outcomes to date.
For the 2007 allocations year, the 6 Month Report was replaced with a Mid-Year Site Visit. For 2007 and 2008, a CUW intern has attended Mid-Year Site Visits at all the funded programs. In addition, various members of the Board and Community Representatives attend the visits, which comprise of a tour and an informational meeting. Each program must provide the following information: 
· Activities:  What the program does to fulfill its mission.

· Outputs:  The direct products of program activities stated in real numbers and show the volume of the work accomplished. 

· Community Impact: The difficult to measure characteristics or changes that will be a result of an achievement; the significance of the outputs to Chenango County.

· Indicators/Milestones: A critical action that programs must take to ensure that they are on course for achieving a certain outcome; a key point at which a program can monitor the client’s progress.  

· Measured Outcomes: Report of data collected, expressed in both a number and a percentage

· Mid-Year Program Budget: Report of budget’s progress, how much and in what areas CUW money has been spent up to the mid-year point. 
The programs are each given a score between 0-15 based on their Mid-Year Site Visit, which is included in the following years RFP in the category of “Program Description/Alignment with Community Impact, Program Outcomes Chart.” 
The results of the Mid-Year Site Visit are compared to and combined with the programs End of Year Community Impact Report to determine overall impact of the program in Chenango County. Once collected, the information from the programs will be combined into an all-encompassing Community Impact Report which will be distributed to the community prior to campaign.  This report will reflect a crucial Community Impact fundamental, that is: UW is accountable to its donors.  It is CUW’s responsibility to report back to the community exactly where their dollars are going and how they are impacting the community to create change.  Moreover, the Community Impact Report will be used as a marketing tool to promote CUW’s product of measurable impact in the local community.
Collaborations: A Key Component of CI

With the implementation of community impact, United Way should come to be viewed as a partner for creating change, where only one of the resources is financial.  UW should not be seen simply as a funding source, but rather should be utilized for its unique and valuable range of resources which encompass the breadth of the community.  Community Partners can use UW’s rapport with local businesses, government, schools, and county officials as well as with other community partners as a way to join forces in creating change. 

Existing Collaborations

Earned Income Tax Credit (E.I.T.C): The Chenango United Way has partnered with GHS Federal Credit Union, Chenango Farm Bureau, Manpower, Morrisville State College, Cornell Cooperative Extension, Opportunities for Chenango, Colgate University, AARP-Tax Aid, and the IRS to develop a comprehensive approach to an EITC Publicity Campaign to encourage more low-income families to file the EITC tax return and obtain their refund. In addition to the organization and facilitation of meetings, CUW is participating in grant writing for the 2008 tax year.
Chenango Partner Round Table Discussions: In an effort to encourage better collaboration among the non-profit organizations and eventually businesses in Chenango County, the Chenango United Way has continually attempted to facilitate Round Table discussions that are open to anyone in the community that wanted to work together to face challenges in the county. Beginning June 2008, the focus shifted from discussing the United Way and funding issues toward impact that can be made in the community. For 2008, the focus of the Community Partner Round Table discussions has been on the rising cost of fuel and the subsequent effect this will have on our low income families and fixed income seniors. Continued meetings have been scheduled and the discussions appear likely to progress into the future. 
Annual Day of Caring: A tradition for many United Ways across America, CUW held its first annual Day of Caring in September 2007. This program matches volunteers with organizations to help them finish work that could not otherwise be done without the help of the community. In the first year, only non-profit organizations were eligible to submit project requests; but in 2008 a wider variety of groups were eligible to submit requests such as the school districts. Examples of projects include volunteering for a blood drive, washing low-income housing, painting buildings and building gardens. 
These collaborations emphasize the CUW’s goal of using their “time and talent” as well as their funds to benefit the community and encourage working together among all the organizations in Chenango County. 
Future Direction
Increased Collaboration: CUW would like to increase the collaborations between the non-profit organizations in the community, and would also like to include more businesses and government organizations. Also, determining when it is beneficial to collaborate is an important process because CUW does not want to force collaborations just for the sake of the RFP process. CUW would also like to continue in the direction of focusing ownership of the goals and needs of the community back to the community and not have them seen as owned by the United Way which will result from collaboration among all organizations in Chenango County. 
Creation of Collaboration Policy: A clear set of policies or guidelines outlining CUW’s 

involvement in collaborations must be established.  This is incredibly important in maintaining consistency and justifying decisions regarding involvement, support, and providing of resources in the future.  
Regionalization: There is not a single United Way that serves the neighboring county, Madison County, and there are a number of Community Chests nearby. Importantly, the organizations in surrounding areas are not able to participate in the payroll deduction program because of a lack of United Way. Regionalizing into the surrounding areas would enable more organizations to participate in a unified campaign, leading to more funds for area non-profits. Much of Central New York is similar in terms of geography, economy and needs, so the Needs Assessment and the Community Impact model could immediately benefit these areas without having to individually take these steps. 
Community Partner Relations: Many of the organizations struggled with the sense of loss of entitlement that resulted from the change from Member Agencies to Community Partners. Because the Community Impact Model is still a relatively new concept, continued participation in the process and understanding of fund allocations should decrease the concerns faced by participating programs. 
Exploration of Multi-Year Funding: CUW may eventually implement the option of multi-

year funding where a Community Partner can apply for program funding for multiple years through one RFP.  While there will be certain provisions, this assured amount of funding will allow for better planning, potentially additional grants, and ultimately an increased impact in the community
Transitional Timeline 

September 2003         CUW’s Community Needs assessment process initiated 

January 2004

Colgate University begins compilation and analysis of needs 

assessment data

May 2004

CUW Board Retreat- Internal alignment regarding implementing 

UWA’s Community Impact approach. 

September 2004         Agency Meeting:  CI Introduction

March 2005                Agency Meeting:  Collaboration surrounding CI

June 2005                   CUW Board official approval of CI transformation

June 2005   
 
Agency Meeting:  Needs Assessment Roll-out and Funding 

Process Changes Overviewed (RFP)

July-August 2005       CUW training of board members and volunteers for technical 

assistance.

September 2005         Community Roll Out: Kick-Off Event, Campaign Materials and 

Website Updated to reflect community impact.  

September 2005         Mandatory RFP Group Technical Assistance held (three sessions)

September 15 2005    Official RFP’s available

November 15 2005    RFP’s due

March 2006                Outcome Measurement Training  

January 2007

Abolition of the Black-out period

June 2007

Implementation of the Mid-Year Site Visit

September 2007 
First Annual Day of Caring

January 2008 
United Way of America announced its focus areas in Health, Education and Income

June 2008 
Establishment of the Chenango Partner Roundtable Discussions to address need areas in Chenango County with all area organizations
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