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Foreword

oooe

THE ENVIRONMENT IN WHICH RESOURCES ARE MOBILISED is increasingly competitive.
By now, there are numerous development actors but only limited funds of international donors.
Therefore, the viability or survival of organisations is inevitably linked to their ability to adapt to
changing donor trends and fo the willingness to explore alternative sources of funding. Due fo
these developments resource mobilisation has become a more challenging exercise, demanding

a diverse mix of knowledge and skills.

Many non-profits still depend on a very limited number of donors. They find themselves wondering
where next year's budget is going to come from and how to sustain their programmes in the
long run. In order fo create financial sustainability, they have to equip themselves with the tools,

techniques and strategies to diversify their funding sources.

This practical guide provides partner organisations of HORIZONT3000 and its member
organisations with information and tools for resource mobilisation. Specifically, it answers the
most common questions about resource mobilisation:

®  What is resource mobilisation?

®  What are options for resource mobilisation, traditional and non-raditional?

*  Why is a strategy for resource mobilisation necessary?

®  How do you write a resource mobilisation strategy?

® How do you analyse resource mobilisation efforts2

®  What are important aspects for implementing a resource mobilisation strategy?

®  What role does communication play in resource mobilisation?

This guide is designed for partner organisations of HORIZONT3000 and its member organisations
in East Africa. It supports and promotes new and creative thinking on resource mobilisation for

organisations and can be used by organisations with different levels of skills and experience.
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How to Use
this Guide
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This guide is divided info five main sections:
1. Infroduction to Resource Mobilisation
Organisational Analysis
Resource Mobilisation Categories
Resource Mobilisation Strategy Development

Communication Strategies

Allowing the user to access information according fo their specific inferests, each section provides

practical tips and reference tools to assist implementation. All tools are included in the appendix

and are individually available for download on our KNOWHOW3000 Website.

KNOWHOW3000
Resource Mobilisation Guide

N



https://ta.knowhow3000.org/resource-mobilisation/

About the Authors

Photo Credit: https://www.pexels.com/@danielthomas-3059881

Beate Faru kuoye studied Psychology and holds a Master’s degree in Risk, Crisis and Disasfer
Management. Additionally, she is a certified counsellor with special focus on resilience and trauma-
sensifive counselling. She worked for over 15 years for an infernational NGO as expert in resource
mobilisation and communication. Through project implementation in cooperation with international
stakeholders she consolidated her experience in project management, monitoring and evaluation,

organisational development and human resource management.

Agnes K&chl studied communication science and cultural and social anthropology in Vienna
and has been working in the communication industry for about 8 years. As an account and
project manager, she supported national and infernational organisations and companies from a
wide range of sectors. In this confext, she increasingly focused on the topic of digitalization and

technological trends. The social sector and development cooperation have interested her since her

youth. She worked for NGOs in Austria and abroad.

Lisa Nixdorf is a Social Enterprise and Business Development expert with a Magister Artium
in African Studies and Economics. She has more than 10 years’ experience in social enferprise
development in East Africa. She has been working with infernational development organisations as
well as the private sector before joining HORIZONT3000 as a Flying Technical Advisor for Social

Enterprise Development and Resource Mobilisation.

Editor: Annika Witte works as Flying Technical Advisor in Knowledge Management and is
based in Uganda. She is a social anthropologist by profession and has worked several years as

researcher and lecturer at a German university.

HORIZONT3000 East Africa

W


https://www.pexels.com/@daniel-thomas-3059881

KNOWHOW3000
Resource Mobilisation Guide

=

Table of Content

Foreword 1
How to Use this Guide 2
About the Authors 3
Table of Content 4
1. Introduction to Resource Mobilisation 6
The Importance of Resource Mobilisation 6
Why You Should Diversify Your Funding Sources 7
The Resource Mobilisation Cycle 8
Donor Cultivation Cycle 10
Elements of Resource Mobilisation 12
2. Organisational Analysis 17
Financial Analysis 17
Organisational Environment 22
Peer Organisation/Resource Partner Analysis 23
Strategies for Resource Mobilisation 24
3. Resource Mobilisation Categories 26
Crants 26
Individual Giving 34
Crowdfunding 38
Corporate Giving 39
Sales of Goods and Services 41




4. Resource Mobilisation Strategy Development

Goal Development - The Ideal Picture Process
Resource Mobilisation Strategies Decision Making

Writing a Resource Mobilisation Strategy

. Communication Strategy

Identifying and Investigating Target Audiences
Developing Key Messages

Selection of Communication Channels
Activity Planning

Draft a Budget

Monitoring and Evaluation

. Outlook

. Toolbox

Tool 1: Business Model Canvas

Tool 2: Communication Strategy Template

Tool 3: Create the Ideal Picture

Tool 4: Elevator Pitch

Tool 5: Creating Donor Personas

Tool 6: Resource Mobilisation Strategy Template

Tool 7: Partners and Beneficiaries Analysis for Social Enterprise Development
Tool 8: Resource Pariner Identification and Monitoring
Tool @: Resource Mobilisation Strafegies Review

Tool 10: Resource Mobilisation Strategies Planning

Tool 11: Resource Mobilisation Strategies Ranking

45
45
46
48

49

53
56
57
59
60

61

62
63
64
(Y4
68
69
73
76
/8
/79
82
84

HORIZONT3000 East Africa

O



Introduction to
Resource Mobilisation

RESOURCE MOBILISATION IS described as an organisation’s efforts o atfract resources.
Mobilising resources is a crucial component of project delivery and impact - it ensures that
projects can be implemented and an organisation can achieve its vision. Instead of “fundraising”,
the ferm “resource mobilisation” has gained popularity. “Resource” not only refers to financial
funds, buf can also include fechnical assistance / cooperation, human resources, physical goods

and free services and facilities.

Resource mobilisation includes building and managing relationships with resource providers
(donors) through communication as well as building and managing sfaff skills and knowledge

and developing organisational capacity for resource management.

The Importance of Resource Mobilisation

For organisations, structured and efficient resource mobilisation ensures the
continuation of your organisation’s service provision to beneficiaries. It not only
supports organisational sustainability but also allows for improvement and scale-up of

programmes, services and products.

If done properly, resource mobilisation will allow you fo...
® mobilise new or additional resources;
e diversify your funding sources;
e build or expand parinerships and relationships;
® increase communications;
*  build organisational capacity;

e properly monitor and evaluate your resource mobilisation service.

KNOWHOW3000
Resource Mobilisation Guide
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Introduction to Resource Mobilisation

Why You Should Diversify Your Funding Sources

Rather than focusing all your energy towards soliciting large amounts from big
funders, it is recommended that you focus on creating a diverse mix of funding
sources, including individual donors, corporations and infernational organisations.
You can determine your own, unique “funding mix". This will help you spread the risk
when a funder falls short or ends the engagement. It is also easier fo start out with

smaller funds from a donor.

They might be ready to increase their confribution once they have gained trust. Support may
come in the form of large or small gifts, can be unrestricted, can be onetime donations, or
can lead to longferm funding. There is also value in professionalising existing earned income
activities fo the point where they can significantly impact an organisation’s financial viability.
However, you need to keep in mind that it takes resources (time, skills, money) to allocate and

manage resources.

There are different sources of funding such as grants, gifts [e.g., from individuals or corporates)
and earned income from the sales of goods and services. The characteristics of each are found

in the table below:

Grants Usually restricted, project based, Governments, foundations,
time-bound, short to-medium-term multilateral and bilateral
funding agreements

Individual Unrestricted, can lead to Individual gifts

Giving endowments, medium to long-ferm through fundraising /
funding, inkind donations, volunteers crowdfunding campaigns,

Corporate Unrestricted, can lead to donations from corporates

Giving endowments, medium fo long-term
funding

Sales of Goods  Unrestricted, short to long-ferm Sale of products, fee for

and Services funding, for-profit operation, needing service, interest income

different management skills

Source: Venture for Fundraising (2010). Resource mobilisation.
Online at https: //www.idrc.ca/sites/default/files /sp/Documents%20EN/Donor-Partnership-guide. pdf,
accessed 7/ 10/2020.
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The Resource Mobilisation Cycle

Every project or activity your organisation plans requires resources. Resource
mobilisation can be broken down to three main phases: Planning Phase, Action
Phase and Reflection Phase. These phases are closely intertwined with your normal

project cycle.

WORK
PROGRAMMING
g e

Programme’s

. Resource
Needs Analysis )
A Programme Requirements for
& Organisation’s
! Framework Programme
Comparative

Deli
Advantage every

PLAN

A. RM Strategy
& Action Plan

REFLECT MOBILIZING
C. RM Monitoring RESOURCES

& Evaluation

ACT
B. RM
Implementation

Source: FAO (2012). A guide fo resource mobilisation.
Online at http://www.fao.org/3/i269%9¢/i2699e00.pdf, accessed 7/ 10/2020.



http://www.fao.org/3/i2699e/i2699e00.pdf

Planning Phase

The planning phase starts with a situation
analysis of your organisafion and the
external resource environment. This helps
you to discover what resource mobilisation
opportunities may exist and how best to
approach  potfential resource partners.  As
a next step you can analyse the resource
requirements of the programme or project
and develop a plan on how to engage the
likely resource partners. Finally, develop a
resource  mobilisation strategy and  action
plan describing how particular  resource
partners will be fargeted and for which

resources.

Reflection Phase

Last but not least, the resource mobilisation

effort, including strategy and action plan,

is monitored and evaluated. For this, it is
important to develop sound monitoring and
evaluating indicators as part of strategy
development. Plan for a reflection phase and
use the opportunity fo reflect on and learn

from your experiences.

When systematically reflected successes and
failures can yield valuable lessons leamt
that will help you improve on your efforts
in the next cycle (for more information, see

the KNOWHOW3000 website https://

knowhow3000.0rg/en/km/experience-

capitalisation-process.

Introduction to Resource Mobilisation

Action Phase

The implementation process depends on
the resource mobilisation  strategies you
developed in the planning phase (grants,
gifts, or goods and services). You may
have identified various channels and farget
audiences and different strategies will be
applied fo effectively mobilise resources
from them. Rank the strafegies according to
highest expected return on investment, quick
wins, and prioritise your implementation

actions accordingly.
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Donor Cultivation Cycle

Resource mobilisation is effective when you connect with your resource pariners and
build relationships centred on shared values, trust and loyalty. The donor cultivation
cycle shows a fivestep process to cultivate resource partners: Identification,

Qualification, Cultivation, Solicitation and Stewardship:

/Q\

IDENTIFICATION
ID Potential

Donors/Leaders /

QUALIFICATION

Determine if the individual
or organisation is a
viable prospect

*
l

ple] (o] ]
CULTIVATION

[
@ CYCLE
\

K\

STEWARDSHIP e CULTIVATION

Move the prospect
towards soliciation

the donor on the use and
impact of their gift

SOLICITATION

Ask for a gift of a specific
amount to a specific initiative

Source: Newman Consulfing (2017). The Five Phases of the Donor Cultivation Cycle.

Online at https://newmanconsulting.ca/2017 /09 /the-5-phasesofthe-donor-cultivation-cycle/, accessed

7/10/2020.

The first step in the cycle is to identify donors by compiling a list of former, current and prospective
resource pariners. You can start this exercise by looking into your current and prior resource
partner lists. It is important fo note that identifying resource partners is an ongoing process. It
requires continuous updating of the details of potential resource pariners, also called prospects.
In the second step of qualification, you can map your resource partners’ interests (thematic and
geographical) and verify if the resource partner is an acceptable source. Prospect research
can be conducted through website and publications by and about the resource partner and

screening for organisations previously funded by the resource partner.
g 9 P Y Y P
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The cultivation phase can take between six to twelve months. The goal of this step is to find out
your resource partner’s passion, mofivation and goals for philanthropy and then offer the donor a
variety of engagement opportunities. This sfep involves seizing every opportunity to build strong
relationships with decision makers by establishing and maintaining open and regular dialogue

with pariners to build mutual trust and respect.

Activities in this phase could be: resource pariner meetfings, development of advocacy tools,
writing proposals, concept notes, developing other communication tools, delivering presentations
fo resource pariners, and fostering individual confacts.The solicitation phase is the phase where
you actually ask for a donation by the resource partner, negotiate to reach an agreement on joint
inferests, agree on the conditions of the partnership, including procedures on use of resources,

and develop and formulate a legal agreement.

Last but not least, the stewardship phase sefs the foundation for an ongoing cooperation with
your resource partner. After a received donation, it is your responsibility fo not only manage the
channeling of funds, but also monitoring and reporting. This includes an acknowledgement of
your partner’s confribution and a detailed report on how the funds were being used. Make sure to
put sufficient effort into this sfep through consistent and sound communication. A communications

plan and quality communication materials are important here.
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Elements of Resource Mobilisation

Resource mobilisation is a management process that involves identifying people

who share the same values as your organisation, and taking steps to manage that

relationship. This definition depicts resource mobilisation as a threefold process,

involving Organisational Management and Development, Communicating and

Prospecting as well as Relationship Building.

I

Relationship
Building

Py

Communicating
and Prospecting

Organisational
Management
and Development

Source: Venture for Fundraising (2010). Resource Mobilisation.

Online at https:

www.idrc.ca/sites/default/files /sp/Documents%20EN/Donor-Partnership-guide . pdf,

accessed 7/ 10/2020.

Organisational Management
and Development

Organisational management and

development involve  establishing  and
strengthening your organisation. Ultimately,
also the resource mobilisation process will
benefit from this. This involves identifying your
organisation’s vision, mission, and goals,
and putting in place internal systems and
processes that enable resource mobilisation

efforts.

They include identifying the roles of board
and staff in the process as well as effectively
and efficiently managing human, material,
and  financial resources.  Creating and
implementing a strategic plan that addresses
proper stewardship and use of existing funds
is as important as continually seeking out

diversified sources of future funding.
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Keep in mind that resource mobilisation is a
means fowards fulfilling your organisation’s
vision and mission It requires involvement and

commitment from the whole organisation.

It is a longterm process that requires the
institutionalisation of resource mobilisation
strafegies, policies and budget to meet
its objectives. The last point is particularly
important because your organisation will

need money in order to raise money.

Last but not least, the responsibility for resource
mobilisation is not only held by your resource
mobilisation unit, but also the director and

board of your organisation.

Communicating and
Prospecting

While organisational  management  and
development set the foundation for successful
resource mobilisation, communicating and
prospecting ensure its longterm sustainability
through acquiring new resource pariners and
mainfaining a stable resource pariner base.

As  previously  menfioned,  resource
mobilisation is to a large extent connecting to
resource partners in a relatable manner and
exploring shared values and interests. This
also includes identifying the right resource
partners and to approach them with tools

and messages that meet their interest.

Your organisation should keep in mind
that financial support is a direct result of a

relationship built between people.

Introduction to Resource Mobilisation

Relationship Building

Once you have identified potfential resource
pariners, the objective is to get closer to them
and to get to know them better. The closer the
relationship gefs, the higher your chances of
receiving higher levels of support which might
go beyond financial support to increased
inferest and active involvement.  This in
turn will help you fo expand your network
and relationships. Only organisations that
succeed in building the most individual and
sustainable relationships with their resource
partners  will be successful in  resource

mobilisation.

This is a great opportunity for smaller
organisations, which usually have a more
personal relationship with their donors. Of
course, this requires the dedication of your
board members, management, staff and

volunteers.

The key elements of relationship building are
consistent communication, strong connection

fo your cause and trust building.

Awareness and trust can only be built through
sustainable communication. Experience has
shown that dialogue is more successful than
monologue. For resource mobilisation fo be
successful, your organisation must succeed in
building a frust relationship with your resource

pariners through dialogue.

HORIZONT3000 East Africa
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In this confext, internationally renowned
fundraising consultant Ken Bumett (1992)

speaks of “relationship fundraising”:

(44

Relationship fundraising is an approach

to the marketing of a cause which
centers not around raising money but on
developing to its full potential the unique
and special relationship that exists
between a charity and its supporters.
Whatever strategies and  techniques
are employed to boost funds, the
overriding consideration in relationship
fundraising is to care for and develop
that special bond and not to do anything
that might damage or jeopardize it. In
relationship fundraising every activity
of the organisation is therefore geared
towards making donors feel important,
valved and considered. In this way
relationship  fundraising will ensure
more funds per donor in the long
term.” (Burnett, K. 1992. Relationship
Fundraising - A Donor Based Approach
to the Business of Money Raising. White
Lion Publishing: London, p.59.)

Another important aspect of relationship
building is to connect all resource mobilisation
efforts to the cause, the why of your work.
Your cause influences your target audience,
you would like to choose partners who are
also passionate about what you want to
change and who will support your work with
all their heart. Therefore, it is important to
collect information on the inferest and areas

of funding of donor potentials.

Then, filter them in your analysis according fo
their interest in the why of your organisation.
Your cause and impact influence the stories
you fell about your work and the way you
interact with the donors. Following the type
of organisation that you are, be it advocacy
or service delivery, or humanitarian, your

communication strategy and angle may differ.

As a consequence, the messages in your
donor care, inferactions and in the asks, are
framed to reflect your why and in turn the
inferests of your audience. The organisational
focus and affitude define not only what you
ask for, but also how you ask. They will be
unique to your organisation and help you
build a relationship with an audience with a
specific inferest in your areas of work and the

contribution you make to a greater change.
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Story
Telling

Data
Collection
& Analysis

Relationship

Building

THE
WHY

Donor Asking

Magic/Care Properly

Source: Craig linfon & Paul Stein [20106). Donors for Life: a practioner's guide to relationship fundraising.
Online at http: //blogs. plymouth.ac.uk/criticalfundraising /wp-content /uploads/sites /37 /2016 /02
DFL-Craigs-<chart..png, accessed 7,/10,/2020.

last but not least, relationship building is trust building. Trust can be built through active
collaboration, mutual satisfaction, open communication, effective liaison and keeping in mind

the long-term perspective.
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g@% Interested Individuals,
Foundcﬁons, Corporofes,...

The Donor Pyramid

Relationship building aims to build a longterm
relationship between your organisation and
its resource partners. The better and longer the
relationship, the greater the resource pariner’s
confidence in ‘their’ organisation; the greater
the willingness to take on more (financial)
responsibility for the organisation step by
step. This gradual process of relationship
fundraising can be illustrated using the model
of the donor pyramid (Urselmann, M. 2019:
Fundraising: Professionelle Mittelbeschaffung
for gemeinwohlorientierte  Organisationen.
Springer: Cologne, p. 102). At the bottom

of the pyramid are inferested individuals

Maijor
Donors

Regular
Donors

@ New / First Time
273 Donors

Planned
Giving

and organisations. Those can be individuals
who subscribed to your mailing list, or have

voiced any other form of interest.

An entry-level strategy like a special event or
a mail campaign are ideal fo bind individuals
fo your organisation and raise their interest
further. The key is fo provide resource partners
with successive giving opportunities  that
may increase their commitment and inferest
in the organisation so that they move to the
next level. It is important to note that not all

resource partners move fo the next level.

The donor pyramid should encourage you to consider which strafegies are appropriate for

each level. The principle applies that you only get what you ask for. Ideally, there is a separate

marketing concept for each level of the donor pyramid. It specifies in detail how fo communicate

with a donor af the respective level and what specific offers should be made to him fo climb the

next higher level.




2.

Organisational
Analysis

BEFORE STARTING fo think and decide on the best possible resource mobilisation for your

organisation, it is good fo fake sfock of where you stand at this point and which infernal and

external factors influence your organisation’s efforts to raise more funds. This includes a financial

analysis, an analysis of the internal and external environment, a peer analysis as well as a review

of different resource mobilisation strategies that have been used by your organisation so far.

Financial Analysis

To determine the overall health of your organisation, you need fo understand
its financial statements and financial health. This can seem intimidating, but it is
worth understanding your organisation’s financial flows. Financial statements of an
organisation are found in its annual accounts prepared at the end of every financial

year.

Annual accounts for organisations typically include four sections:

Balan

Balance Sheet (or statement of financial position);
Statement of Financial Performance;
Statement of Changes in Equity (or Statement of Changes in Fund Balances);

Statement of Cash Flows.

ce Sheet and Statement of Financial Performance are particularly relevant for analysing

your organisation’s financial health and resource mobilisation efforts.
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Liabilities are amounts owed by your organisation such as taxes and rent payments, but also
repayable loans. There are various indicators evolving from the balance sheet that can help you

assess your organisation’s financial health:

Current Ratio Current assets Indicates an organisation’s ability
+ fo pay obligations in the next
Current Liabilities 12 months and availability of

sufficient cash flow.

Debt ratio Total liabilities Shows how much the organisation
= is relying on external funding (for

Total unrestricted net assets example loans).


mailto:https://www.pexels.com/@rodnae-prod

Organisational Analysis

The Statement of Financial Performance displays revenue and expenditures over the course of
the financial year. It indicates whether your organisation has generated a surplus or deficit in the
reporting period. Revenue is hereby divided info main cafegories according fo source of funding,
in the example it is grants and other income. The second column of the sheet indicates “Note”.
Notes are attached to the annual accounts and show a detailed breakdown of the numbers and

the sources of funding:

Statement of Financial Performance, 2019, Sample Organisation:

Kenya Shilling Kenya Shilling
INCOME
Grants 3 2,131,888 12,000
Other Income 4 100,000 5,000
2,231,888 17,000
EXPENDITURE
Administration Cost ba 1,000,000 1,000,000
Human Resource 6b 280,000 280,000
1,280,000 1,280,000
(Deficit) /Surplus for the year 051,888 (1,263,000
Deferred tax 15,000
Balance brought forward (313,112) (1,263,000

As mentioned, the statement of financial performance is also where more information on different
sources of funding can be found. Usually, sources of funding are listed in the notes according to

the donor:

HORIZONT3000 East Africa
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Example for “Grants”, Soample Organisation (Note 3):

Kenya Shilling Kenya Shilling
Aga Khan Foundation 2,000,000 12,000
Foundation for Peace 130,000
Foundation for All 220,000,000
TOTAL 222,130,000 12,000

Example for “Other Income”, Sample Organisation (Note 4):

Kenya Shilling Kenya Shilling
Interest — Aga Khan Foundation 100,000 50,000
Interest — Foundation for Peace 5,000
Donations 2,000,000 150,000
Catering services 250,000
Beadwork sales - 1,000,000
Global Giving Campaigns 5,000,000
TOTAL 7,305,000 1,200,000

In case your performance sheet has very broad categories with a high revenue such as donations,

KNOWHOW3000
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Organisational Analysis

Some financial indicators can help you assess the financial sustainability and the resource
mobilisation capacity of your organisation. While most of these indicators are rather technical,

they are really good tools for comparing your resource mobilisation efforts over the years.

Calculation Interpretation

Reliance Ratio

Reliance on
government

funding

Earned income

ratio

Self-sufficiency

ratio

Fundraising

efficiency

Largest type of

income

Total income

Total Gov. grants

+ confracts

Total income

Total earned

income

Total income

Total earned

income

Total expenses

Contributed

income

Fundraising

expenses

Shows how reliant the organisation is

on their main type of income. May raise
awareness for risks associated with the

level of reliance. May lay the foundation for

income diversification.

Creates awareness on risks associated with
reliance, as government funding is offen tied
fo specific conditions. Especially relevant

in vulnerable policy and govermnance
environments, where government funding

can change abruptly.

This is relevant for organisations with sources
of income other than grants and donations,
particularly ‘social enferprises’. It is a good
indicator for an organisation’s financial

independence.

The proportion of operating expenses that
are covered by earned income from sources
other than grants and donations. A ratio
higher than 1 shows that the organisation

is able o cover their expenses with their

earned income.

The average amount of confributions raised

by each currency unit spent on fundraising.

Source: Propel Nonprofits (2000): Analyzing Financial Information using Ratios.

Online at https: //www.propelnonprofits.org/resources/analyzingfinancial-information-using-ratios

accessed 11,/6,/2020.
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Organisational Environment

As part of planning for resource mobilisation, the external and internal environment of

your organisation needs to be analysed in-depth. PESTLE and SWOT analysis can be
used for this.PESTLE Analysis is a tool to track your organisation’s working environment

and analyse how different factors influence your organisation.

PESTLE stands for P for Political, E for Economic, S for Social, T for Technological, L for legal and
E for Environmental. A PESTLE Analysis is best done in a team workshop, where a corresponding
set of questions is asked for each element of PESTLE. When conducting a PESTLE Analysis, the
following questions need fo be answered and discussed in-depth:

e Political Environment: What is the political situation and how can it affect use

e Economic Environment: What are the prevalent economic factorse

e Social Environment: What are social dynamics and cultural factors influencing us@

e Technological Environment: What is the technological environment we are operating in?

®  Which technological innovations are likely to pop up and affect us2

[0
O
3 e legal Environment: What are current legislations that affect us2 Will there be any
5 f ble changes?
o8 oreseeable changes
§:—§ e Environmental Concerns: What are the environmental concerns that affect use
28
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Organisational Analysis

The SWOT Analysis is an excellent tool to analyse strengths, weaknesses, opportunities and

threats to your organisation by visualizing each aspect in quadrants:

OPPORTUNITIES

Whare are so far unused
markets or opportunities2
What are unique selling points
that you haven't utilized?

THREATS

Which internal or external
factors could negatvely
influence your organisation2

When conducting a SWOT analysis, it is important to record and document different perspectives
and opinions of staff, board members and other stakeholders and discuss them openly in @

workshop. This will create a deeper understanding for your organisation.

HORIZONT3000 East Africa
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Peer Organisation/Resource Partner Analysis

Knowing what other organisations do will help your team build better strategies. By
looking at other organisations, you can identify opportunities in the market that are
currently underserved. Learning from others, you get further insights and inspiration to

inform your own decisions on resource mobilisation methods and messaging.

In a peer organisation analysis, you create an overview about other organisations which work
in the same secfor, have a similar size or which you think you can learn from. Collect information
about them from their website and other documents or by talking fo them. This is also a great
opportunity to involve the whole team, as it will give you more eyes on the ground, and should

be followed by a group discussion to defermine inferesting strategies to follow up on.

Relevant information includes the peer organisations’:
®  Annual organisational budget: What is the annual budget the organisation spendse
®  Main Resource Mobilisation Strategies: VWhat are the main strategies the organisation
gefs income from?
e Promotion Channels: From which audiences does the organisation generate their income?
* Funding request messages: How do they falk fo their donors@ Which aspects of their work

do they promote?

Collect the information about the peer organisations and analyse according to the following
questions:
e \What are the strengths and weaknesses of the peer organisation?
*  What works for peer organisations? Could we also apply it
®  What does not work for peer organisations? We don't have fo try it. Or, could we tweak
it so that it could work?
*  What resource mobilisation strategies and channels are less used by peer organisations?
Why? Could they be an opportunity for us?
® What makes our organisation different from competitors2 What do we do differently in

our strategies and communication to sfand out2

Tool 8: Resource Partner Identification and Monitoring

KNOWHOW3000
Resource Mobilisation Guide
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Strategies for Resource Mobilisation

Last but not least, an organisational analysis needs to include strategies for resource
mobilisation that have been used by your organisation. Often, organisations don't
recognize their resource mobilisation efforts as strategies, as they have been pursued
randomly and without clear focus. By structuring and discussing different efforts, you
will be able to defect a pattern in your resource mobilisation and take a first step

fowards planning for resource mobilisation.

In a joint workshop, you and your team can go through each of the categories for resource
mobilisation and analyse their application in-depth. The workshop should include all members
of staff, from junior to senior management. For each category, the following questions should be
asked by a moderator:

* Have you used this strategy®

e How exactly have you used it2

* How do you usually plan for ite

e How was it implemented?

*  Who works on this2

*  Were you successful2

*  What went well2

*  What was challenging?

® How could you improve your resource mobilisation in this category?

Tool 9 Resource Mobilisation Strategies Review.
This tool supports the information collection about the different strategies, how you have

used them and how you evaluate their impact.

HORIZONT3000 East Africa
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Resource Mobilisation
Categories

IN THE ORGANISATIONAL RESOURCE MOBILISATION STRATEGY document, decisions will
be laid out about the sources to seek funding from, the resources to be invested and how much
the organisation seeks to gain from the different segments. To secure funding from diverse sources
successfully, varying forms of engagement will have to be applied. In the following, you will get

to know four common sources of funds in more detail:

e Grants

e Individual giving

*  Corporate fundraising and
o

Eamed income from sales of goods and services

Crant fundraising refers to funds generated from grant funders, such as official
development bodies, foundations or other sources. Grant fundraising can be highly
effective when the organisation has the capacity and resources fo develop high-evel,
winning proposals. Most grants fund specific project activities and related management
and M&E tasks over a certain period of time, while organisational grants or grant
elements also support organisational development and capacity building. However,
due fo the project funding nature, it is not common to get organisational core funding

through a grant.

Many times, a grant funding process is divided in a concept and a full proposal stage. When an
organisafion’s proposition put forward in the concept has been approved, a full project proposal

has to be developed and will again be assessed.

(0]
B
=]
O
- If the proposal has been accepted for funding, project setup clarification and negotiation
[@3Ne]
3= meetings with the donor will be held to finalize the logframe, budget and other documents
§§ guiding the implementation and Monitoring, Evaluation and Learning (MEL) of the project.
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PRE PROPOSAL OPPORTUNITY PRE WRITING

DRAFTING REVIEW RECOVERY FINALIZING

§

SUBMISSION AWARD PROJECT FOLLOWUP
MANAGEMENT

Source: Spear, T. (2013), 7stages of a business proposal life cycle.
Online at https://blog.quoteroller.com/7-stages-business-proposalifecy-cle/ , accessed 7/10,/2020.

There are a number of sfeps fo follow fo secure project grants and usually several months pass
from the development of a concept until the project is implemented and the donor relationship

cultivated with timely and highlevel reporting. The image above shows the steps involved in

HORIZONT3000 East Africa
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Pre-Proposal Stage

During the preproposal  stage,  your
organisation looks out for funding opportunities
by reviewing upcoming calls and engaging
with potential resource partners. Donors may put
out calls for proposals where any organisation
meeting the requirements can apply and solicit
proposals formally on their website and other
channels. Other funders might want to know
the organisations they are supporting first
and only accept proposals upon invitation.
With those, it is particularly important to work
on establishing a relationship to receive the

opportunity to submit a grant in the future.

Organisations may also decide to send an
unsolicited proposal when they see good
chances to interest donors with their proposal.
Other than that, existing grants may be
confinued beyond the fimespan originally
planned, renewed after the project duration or
supplemental funds may be granfed because
the circumstances warrant the need. A potential
donor monitoring calendar can help you to
keep an overview of the organisational strategy
with different donors, grant  opportunities
recurring annually and other deadlines and
fo plan for proposal development and other

donor engagement activities.

Tool 8: Resource Partner Identification
and Monitoring

Furthermore, it is imporfant to have your
organisational documentation ready:

registration  cerfificate,  financiol  and
organisafional audit reports of the past 3
years, short bios of key sfaff, capability
statement where you summarize recently
completed and ongoing projects and explain
your implementation capacities, reports where
you have documented the success of your
approaches and learnings, and information

on the districts or regions of implementation

fo support the problem you will be addressing
with your work. Having this information ready
will ease the development of your concept
or project proposal and also the provision
of the supporting documents required for the

application submission.

Opportunity

When a funding call has come up, it is
important fo examine thoroughly whether it
suits the organisational goals, cause and
activities as well as to understand whether your
organisation fulfils the award requirements
of the grant. Reflect on the donor's funding
interest and  priorities  whether they match
with your organisation’s mission, vision and
programmatic activities. Funding criferia may
also include how long your organisation has
been operational and regional or national
funding restrictions. Other factors to consider
are how much funding can be requested in
relation to the organisational budget and
fo note the deadlines and process for the
application (concept and full proposal stage or

just pre-proposal submission).

Consider whether the project will be best
implemented in a partership, building on
relationships with other organisations. Signing
a memorandum of understanding  (MOU)
when forming a consortium helps to ascertain
commitment, roles and responsibilities of the
parties during the project development and

implementation.

Most  donors  make  themselves  available
fo answer questions in a session or until a
certain date before the deadline. Use such
opportunities to get any clarifications you
may need fo come up with a strong project

proposition.



Pre-Writing

Before you sfart the actual proposal writing,
as a first step develop the proposition you
want to get funded. Plan enough time fo
collect information and plan the project
before you commence with the write-up. Also
ensure availability of management and the
finance team for input and consultation on
the proposed project as well as for budget
development and approval.

As a first step, gather information on the
problem you want to address in the community
by consulting stakeholders, anyone affected
by or with an interest in the challenge, to help
you develop a clear, concise understanding

of the problem or situation.

Resource Mobilisation Categories

They will also be the best sources to inform
you which solutions will work best to address
the problem and to create an effective

intervention.

In addition to the voices of stakeholders,
strong data and information from research,
government statistics and experts, as specific
fo your infervention as possible, will help you
strengthen the case for support. Make sure
fo set time aside for desk review and data
collection from experts, government bodies
or other accepted sources of information
which provide insight info your problem and

response.

A MIND MAP OF
CAUSES AND EFFECTS

Y

~(/x

PRIMARY

TR \

What are the drivers
that are leading to the
identified issues.

Central Question: WHY?

Identify the gap/main
problem your project
CORE is addressing.
PROBLEM \
ROOT
CAUSES

Source: Oliver, E. [n.d.). Lef's explore. Hop info the roots of a plant.

Online at: hitp://letsplant.yolasite.com/, accessed 7/10/2020. Changes made by authors.
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Based on a sound understanding of the
situation, define the core problem your
intervention will address. A problem tree is
a helpful exercise to create a mind map of
causes and effects of an issue since it helps
fo identify the gap and problem that will
be tackled. Focusing on the core problem,
investigate the roof causes of the issue as well
as the impact and effects on the future project

participants.

With the team in your organisation, discuss
how the intervention will aim to solve the root
causes of the problem through the activities
to be undertaken. Formulate the longterm
change you want so see in the community
in your project goal and defermine the best,
creative path of how you plan fo get there.
In an infervention logic (logframe, theory

of change, efc.] lay out the project godl,

Writing: Drafting, Review,
Recovery and Finalization

As a next step, the actual proposal
writing can start. The concept or
proposal is usually drafted by a team or
an assigned person who takes lead on
the process. It will then be reviewed and
the organisational feedback infegrated
before the document is finalized and
ready for submission. Plan well ahead
for this process and allow enough time

for multiple drafts and review by others.

outcomes, outputs and activities. The outputs
reflect the results of the project’s activities and
the outcomel(s) talks about the change which
will be achieved in the community through

the intervention.

Ensure that the projected oufcomes are
realistic and confribute to the achievement
of your project goal. Setting goals too high
and failing to meet them, will make the donor
question the organisation’s capability, while
underestimating what can be achieved may

make the project appear costineffective.

Also think how you will make the effects of
your work measurable and when you plan
fo achieve them so you can come up with
milestones. Once the activities have been
agreed upon, you can start to work on the
budget.

Photo Credit: htips: //www.pexels.com/@ketutsubiyanto
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Drafting: The actual proposal writing can
be done by one person or be split between
the team, however ensure that one person
coordinates the members and compiles the
final document. Read the grant call carefully
and follow the instructions for the writeup on
the different sections. Answer all questions
and remember to KISS — keep it smart and

simple!

These are the sections required in most

proposals:

Project Summary - Introduction: Write a
captivating infroduction fo interest the reader

into your project.

Background and Problem Statement:
Referring to the problem tree, provide
a detailed analysis of the issue you are
addressing with your intervention. Start with
a clear and concise statement of the problem
and follow with an explanation of the cause

and longterm effects.

Use information from the desk review and
stakeholders to explain the situation with
defailed, local data. Provide facts and use
data to substantiate the argument on the
specific pre-project situation in the farget
region through information on demographics,
socioeconomic sfatus, climatic conditions,
political, social confext, efc. relevant to the
problem. Avoid general information which
the donor may already know, but focus on
the disricts or region of implementation. Ifit is
a follow-up project, describe your learnings
from previous phases and why the project is

still needed.

Resource Mobilisation Categories

Justification: Explain how your project is the
best answer to the problem and how it will
effectively provide a solution. Indicate how
the intervention is not a standalone activity
and fits to donor strategies, national, local,
or organisational goals and other relevant
programmes or international laws, multilateral
and bilateral agreements or goals, such as
the Sustainable Development Goals (SDGs.
Here you can also highlight linkages to other
community-based, civil society organisations,

or private sector activities.

The Project description shows the changes
the project wants to help achieve and present
the causal hypothesis and pathway of the
project including the project fifle, goal, the
outcome(s) and a summary of the intended
results and implementation strategies. Explain
how the project elements are interlinked and
feed into each other and towards the project

goal.

If required, also provide a logframe or theory

of change to lay out your rationale.

Target Group: Explain who will be the target
participants in the project and how you have
consulted them during the project design to
ensure the activities will address their needs

and promote a change in their lives.

Provide an overview of the direct beneficiaries
who will be personally involved in your
project activities and benefit directly, e.g.,
people trained. List also the number of indirect
beneficiaries who will be fargeted. They
benefit as a result of improvements made fo
the direct beneficiaries or are the audience
of awarenessTaising activities  delivered
through media or through outreaches by

direct beneficiaries.

HORIZONT3000 East Africa
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Networking and Partnerships: Demonstrate
how engagements with other organisations
or partners will create synergies fo strengthen
the project through information sharing, @
common knowledge base, joint advocacy or
complementary activities, shared resources
and leaming opportunities.

Monitoring and Evaluation: In  this
section, describe how you will monitor the
project performance with regard fo the aim
during implementation. Activities like rapid
assessment, baseline studies at the beginning
of the project as well as ongoing monitoring
exercises throughout the project period are
included here. They are carried out with the
aim to have information from the project sfart
to show the change achieved, to detect and
measure any unplanned effects, positive or
negative, and fo be able fo react to issues
in order to achieve results and improve the

project performance.

Additionally, point out whether and when
you have planned an evaluation fo assess
the project performance systematically. An
evaluation will be carried out af a specific
moment during the project period (mid/
end) focusing on expecfed and achieved
accomplishments and the relevance, impact,
effectiveness, efficiency and sustainability of

interventions.

The Sustainability Plan explains how the
posifive effects of the project are expected fo
be sustained even affer the project period. The
donors are interested whether any activities
are expected fo be continved and project
outcomes sustained even affer the grant has
expired. Acfivities fo promote sustainability
include: Community involvement, working

with existing local  groups, community

sensitisation fo promote the issue through
advocacy and the involvement of local
agencies and government fo promote local

ownership and policy changes.

Value for Money: Best value for money
is defined as the most advantageous
combination of cost, quality and sustainability.
Angles from which fo assess your project
proposition include  economic  value,
efficiency, effectiveness and equitability:
® The economic value shows that the
procurement of inputs will be at the least
cost for the relevant level of quality to

ensure the project.

* To explain the efficiency of the project,
show that you are “Doing Things Right”
and point out the value of the project
results in relafion fo the fofal cost of inputs

you will require to achieve them.

e Effectiveness refers to “Doing the Right
Things” to achieve the level of results
required. To understand the effectiveness
of your project, explain how it will
accomplish high-quality output and reach

the objectives with the input planned.

* Equitability aims to ensure that benefits
are distributed fairly, therefore it is
important fo point out how the project will

reach the most vulnerable beneficiaries.

Review: Give the relevant team members
enough fime to review the draft proposal and
fo give you feedback on how fo improve
the writeup to ensure it clearly explains
your plans, speaks fo the call and offers an

engaging solution fo the problem.



Recovery: When the feedback has
been received, infegrate it and clean up the
document. Allow enough time for the revision

fo address comments comprehensively.

Finalisation: After the integrafion
of edits, proofread the document for ifs
logic and to ascertain that all its elements
complement and speak to each other. Make
sure all donor requirements are covered and
conduct a language, spelling and format
check to bring the proposal to the highest

standard when submitting.

Submission

Make sure you are aware of the exact
submission deadline and timing, including
time differences if you are submitling to
an infernational donor. Also, check out the
submission format and channel and prepare
to hand in well in time to mitigate potential

fechnical glitches.

Ensure you have all supporting documents
required by the donor ready for uploading,
e.g. budget, logframe or theory of change,
audits, registration, or the wire transfer form.
Once the document has been submitted, the
waiting begins to hear back from the donor
whether the concept has made it to the full
proposal stage or whether the proposal has

been approved.

Resource Mobilisation Categories

Award

After the award has been celebrated, there
will be an exchange between grant giver and
grantee fo fine tune the project documents,
logframe, and  budget. Additionally, the
organisational  policies and  governance
structures will usually be reviewed to ensure
that they fulfil donor requirements. As @
next step a contract explaining the legal
framework of the project will be drawn up

and signed.

Project Management

Once the project has sfarted, it follows the
management cycle of activity implementation,
moniforing and  learning  activities  and

reporting about what has been achieved.

Follow-up

Acquaint yourself with the donor reporting
guidelines and the reporting times, both
financial and octivity based. Plan  well
in advance to put fogether the required

information and submit in fime.

In case you encounter severe issues
concerning the implementation of activities
or other problems, which require changes to
the project, communicate to the donor even
out of the reporting times, so they understand

your situation.

HORIZONT3000 East Africa
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Individual Giving

Individual giving is an imporfant source of income for organisations of all sizes.

Contributions from individuals can be made monetarily, in kind or by volunteering

in your organisation with their time, knowledge or social recognition to carrying the

cause forward in society. Donations can be made once or on a regular basis (through

memberships, sponsorships, payroll giving efc.). Some individuals may even leave a

legacy in their will.

Asking for Donations

There are a number of strafegies and
communication channels which you can
use fo raise funds from individuals. Some
organisations use a range of methods fo

raise funds from individuals, while others

just focus on one or two. I's a good idea to
consider the time and money you will spend
on each method versus the income generated

to check how effective it is.
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Potential ways fo raise funds from individuals

include:

Fundraising events are usually high level
social events, such as galas, dinners,
concerfs, auctions, sporfs events, etc.
Funds are raised through ficket sales
and other confributions. The events also
provide a platform to share information

about your organization and its activities.

Fundraising challenges raise  funds
through events where supporters are
invited fo carry out an attention catching
activity, such as running a marathon,
dowsing oneself with a bucket of ice
water efc. which will draw interest
from the media, but also from potential

sponsors and the general public.

Donor appreciation events are great
for culfivating your relationships  with
donors. Attendance is free and you
can share your achievements and plans
with donors, express gratitude and offer
suggestions on how donors can establish
and sftrengthen connections with other

supporters.

Through collections you can get many
small, oneoff confributions and you
can raise awareness for your cause. A
common example are donation boxes in

supermarkets and malls.

Local and community fundraising:
Raising support from local communities
for activities in their neighbourhood is
another strategy fo increase awareness
for issues, but also to gef donations. The
aim is fo bring the cause and people

together and potentially also work with

Resource Mobilisation Categories

volunteers to amplify the local involvement
for your organisation’s acfivities, for
example by inviting community members

on a parficular day fo your organization.

® Sponsorships are recurring donations
for certain activities, e.g. upkeep of
children, families or student scholarship.
They are very effective as the payment
frequency and income can be planned
for. Effective sharing of progress through
donor updates on the utilization of funds
is required to promote a continued strong

relationship with the donors.

Cold, Warm and
Lapsed Audiences

When fundraising from individuals, balance
your fime, energy and budget between
communicating with the different audience
types of warm, lapsed and cold donors and

confacts.

* ‘Warm’ audiences are people who
have donated to your organisation
within the last 2-3 years. They are crucial
fo your organisation’s operations. Don't
only share fundraisers asking for help.
Keep them interested and engaged by
sending them ‘Thank You' letters and
showing them what you do e.g., with
newsletters. Your aim is to build a long-
lasting relationship with them. People
give more and longer when you have

built a relationship with them.

HORIZONT3000 East Africa
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® A ‘lapsed’ donor has donated to your
organisation more than 2-3 years ago.
The lapsed audience includes people
who no longer wish fo give, cannot
afford to give or who simply forgot to
communicate a change of address. Try
fo reconnect with them and convince

them to give fo your cause again.

* A ’cold’ audience has never donated to
your organisation. Inspire them to back
your cause through ‘donor recruitment’
activities. Your donor recruitment activities
should be tailored towards those people
who are most likely to be inferested in
your work. Check the demographics of
your ‘warm’ donors. This will provide you
with valuable insight who is your target
including their age, gender, location
and preferred media channels. Address
your activities to people with similar
characteristics to heighten your chance

of success.

An organisation’s ‘warm confacts' are people
who have opted info communication with
your organisation, but have never donated.
These could be newsletter subscribers,
Facebook page likers, Instagram and Twitter
followers, service users or event atfendees.
An Individual Giving fundraiser has a far
better chance of receiving a donation from
these people, than from people with no

connection whatsoever to the charity.

Communication Channels for
Individual Giving

You can use the following marketing channels
fo generate donations irrespective of the
audience type:
e Direct Mail
e Facetoface (e.g., at events or at
social places like malls
®  Doorto-Door (Approaching people in
their homes)
e Telephone, including mobile money
e Digital: Sharing information by Email
(fry using a professional mailing
program like Mailchimp), your website
or on Social Media [(facebook,
instagram,  tikiok, pinterest, twitter,
youtube...] where you aim to build an
online community and approach them

with crowdfunding initiafives.

Additionally, there are some special ways of
how you can get the attention of the ‘cold’
audience:

® Press Advertising

e Press Inserts

®  Door drops (unaddressed printed item

delivered to the door)
e Third Party Websites
® Face to face — in a public place or

door to door

No matter what channel, always be mindful
of the existing regulations with regards to

marketing and data protection.
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Crowdfunding

Crowdfunding is a fundraising method that lets individuals raise money for projects,

expenses, or events by reaching out to others. Fundraisers set up online crowdfunding

pages and promote those pages through their communication channels (e.g. social

media, website, email).

Crowdfunding allows you fo raise money quickly and relatively cost effectively. VWhen promoted

widely via social media, email, and word of mouth a crowdfunding campaign has the potential

fo reach a vast audience. Moreover, crowdfunding campaigns can not only raise money, but

they also raise awareness

Creating a Crowdfunding Campaign

Preparation and Launch:

Strong crowdfunding campaigns have a
very clear message. It is best to use short
slogans and sentences and appealing
images. Be mindful that both slogans and
images comply with your communication

strategy and ethics.

Develop a strong financial goal for your
campaign - it should be achievable but
ambitious. It helps to break down the
campaign goal in the number of donors
you need fo achieve this goal. This
will help you determine if your goal is

realistic.

Communicate your goal clearly o your
audience - what will happen with their
donation? How many beneficiaries will

be supported?

When

platform, you should first and foremost

choosing o  crowdfunding
consider your farget donor - where
are they based and what are their
demographicse Encourage your existing
supporters and well-wishers to share the
messages and communication pieces o
reach a bigger audience and increase

the potential donors reached.
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*  Make sure you have enough content for
your campaign, fo publish photos and
stories very regularly and fo keep the

donors engaged.

Be aware that crowdfunding platforms charge
a commission fee that is deducted from the
donations. Therefore, some organisations
prefer to set up individual crowdfunding
campaigns on their own websites, using their
own payment options. Some plafform options
are:

e Global Giving (www.globalgiving.org)

- atiractive for donors from Northern
America because of tax exemption

cerfificates:

e GoFundMe (www.gofundme.org)

popular in Europe but only accessible for

organisations with a partner in Europe;

* M-Changa (www.mchanga.co.kel
specifically designed for the Kenyan

market, with MPesa payment options

Resource Mobilisation Categories

Promote: The most important part of @
campaign is the promotion. Success can
only be made when you get the word out
via social media, email, and even word of
mouth and if your audience helps you share
it. You can creafe a social media campaign
to support your crowdfunding campaign,
featuring for example 5 to 7 social media
posts a week and two emails. Keep in mind
that content needs fo be relevant so that your

audience remains interested.

Collect: Once the donations sfart
coming in, you get fo collect what you've
earned. Some platforms give you the funds
immediately, while others wait until your
campaign is over. Also, don't forget to thank
your donors and use this as an opportunity
for getting them more engaged in your

organisation.

Corporate Giving

Corporate fundraising is gathering of financial support from businesses and commercial

companies. Along with grant funding, earned income and individual fundraising,

corporate fundraising is one of the main strategies employed by organisations to fund

their work.

Corporate philanthropy programmes bring a win-win situation for both the companies and the

NGOs, since they allow the companies (large and small] to make investments in the social

good, which reflects positively on the image of the business, while organisations can profit from

the support they gef. Some of these programmes are driven by employee giving and match

funding: the more employees contribute to philanthropic organisations, the more their company

will donate.
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Many companies create corporate giving programmes as a way to give back to their local
communities, fo increase employee engagement and fo foster meaningful partnerships with

organisations.

Corporate philanthropy goes beyond simply asking donors for contributions and relies on building
a partnership between the company and the organisation. The cooperation with companies can
bring many benefits such as funding from marketing or community budgets, good PR, brand
awareness, expertise and gifts in kind. However, fo avoid friction the partnership requires good
preparation and relationship building to be on the same page regarding the expectations of both
parties in ferms of funding inferest, engagement and reporting. There are many different forms of

corporate parinerships, such as:

* Payroll giving - employees commit fo giving o certain amount of their salary fo an

organization, this is offen fopped up or matched by the employer
e Donations and gifts in kind

* Employee involvement and volunteering - companies offen have a range of unique skills

and choose fo support charities by offering time rather than giving cash.

It is important to regard the relationship as a joint endeavour that needs fo be beneficial for both
parties. The terms have fo be negotiated at the beginning of the partnership and organisations
should not just accept the proposal put forward by the company. It is important fo be aware that
the value of a partnership for the company, such as positive publicity, may far outweigh the direct

cost the company incurs.
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Sales of Goods and Services

Sales of goods and services are increasingly popular among organisations as a means

of creating income. There are two ways fo mobilise resources through sales of goods

and services — by commercializing existing programmes or acfivities or by creating

new income generating activities. The process of developing a strategy for selling

goods and services includes the following: Ideation, business model development, and

business plan development.

Ideation

The first phase of a social enterprise
development is  called ‘ideation’, the
development of broad business ideas.
To identify which business idea ‘fits' the
organisation, the organisational strengths,
core compefencies and assefs can be
summarized and discussed in a joint
workshop with all team members (ideation

workshop.

Starting a business based on the organisation’s
core competencies and assets reduces costs
of esfablishing and running a business where
crifical knowledge and skills need to be
acquired. Growing from existing strongholds

drastically increases your rafe of success.

Consider the following key questions:

®  What is your organisation’s core area of
expertise?

*  Which skills and expertise are available
in these core areas?

*  What is really going well, what makes
your organisation stand oufe

*  What assets does your organisation have
(including network, human resources,

physical assets) to build on?

Alternatively, ideation can also start the other
way around from analysis of beneficiaries
and partners, looking at what they value
in your organisation and which additional

needs they have.

See Tool 7: Partners and Beneficiaries Analysis for Social Business
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Having collected the organisational strengths, the next part of the ideation workshop is a

brainstorming session. The brainstorming can be structured with the help of "What If-quesfions

applied fo either fransforming existing activities into revenue generating activities or fo develop

new, inferesting revenue generating activities.

(44

"What-If questions help us think outside
the box and challenge existing, old
(Osterwalder,
Alexander, Yves Pigneur, Tim Clark, and

patterns and models
Alan Smith. Business Model Generation:

A Handbook for Visionaries, Game
Changers, and Challengers. 2010, MLA
(7th ed., p.140).

Examples are: "What if we start charging our

beneficiaries for our services”, “what if we

start offering our services fo third parties”, to
more detailed: “What if we start renfing out
our equipment”. Ideas are individually written
on postits and discussed in the plenum.
Discussion continues until 3 to 5 exciting

business ideas have been found.


https://pixabay.com/users/stux-12364/

Business Model Development

Once the business ideas, which the team is
passionate to go for, have been esfablished,
your team can proceed with a workshop for

business model development.

Tool 1: Business Model Canvas

(BMC) is a tool where the business model
is divided info nine building blocks that are
filed jointly in an interactive process. The
ideal business model is flexible and can
be modified and adapted as you progress
in your planning. It is best to keep it visible
on a flipchart. At the heart of the Business
Model Canvas are cusfomer segments. For
a business venture to be profitable, it is
indispensable to satisfy customer needs and
hence the first guiding question is: Who are

your customers and what are their needs?

You can use Tool 5: Creating Donor
Personas fo design model customers who
would be interested in your product or
service with as much detail as possible. The
next step is to define your business’ value
proposition describing the specific aspects
of the proposition and to explain how they
add valuve for the customer: “Why would
the customer buy from you and not someone

else?”.

The third step is fo identify channels to
communicate the identified value proposition
fo the potential customers. Ideally, the direct
and indirect channels that your business uses
will be applied. The fourth step is to identify
the desired relationship which your business
wants to esfablish with each customer
segment. In the fifth step, revenue streams
are identified representing the earnings

yielded from every customer. This includes

Resource Mobilisation Categories

onetime transactions through sales as well as
recurrent transactions in the form of lending,
subscription, usage fee or licensing. The
sixth step describes key physical, intellectual,
financial, or human resources needed to
make the business model work. Then, the key
business activities and most important actions
needed to make the business succeed,
are recorded before we describe the key
partnerships and networks your business
must have in order to make the business
model work. They range from suppliers fo

competitors to the government.

Last but not least, the ninth building block and
last step is your business' cost structure where
the most important operational costs are
described. More information on the BMC
can be found in Osterwalder et. al. (2010).
Developing a business model will give you
more indication whether your business might
be feasible or not. It is the first step before

venturing info developing a business plan.

During business development it is important
fo get as many different views and advice
as possible. However, it needs to be
considered how fo get input from experts
without giving away the essence of your
business idea so that it is not taken off your
hands. Only discussing elements of the
business model with selected experts to get
a better idea if your assumptions are correct
(e.g., on customer needs, opero’riono| costs,
parinerships) is a way fo do the consultations.
The expert confacts will also help you when it

comes fo business plan development.
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Business Plan Development

A business plan is a step-by-step guide to
establishing your business and it is important
fo remain as proctical as possible. A good
starting point is to use the BMC and work
info more depth in each of the building
blocks. Same as the BMC, a business plan
should be a living document that needs to be
adapted again and again as your planning

and implementation progresses.

The process of developing a business plan
can be sfructured by assembling a core team
and developing a roadmap to business plan

development in a kick-off workshop.

In order o do this, each building block is
examined and evaluated for uncerfainties.
All open questions are written down and
researched by members of the team within

an agreed time frame.

This will result in comprehensive cusfomer
and market as well as environmental
analysis. All information gathered will inform
product development, a defailed operational
analysis ("how to make it work”), and
informed financial modelling. Once more, it
is important to get expert opinions throughout

the process.
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Resource Mobilisation
Strategy Development

A RESOURCE MOBILISATION STRATEGY provides an essential roadmap and spells out how

resources are fo be leveraged to meet your organisation’s resource needs. You need a resource

mobilisation strategy fo...

* Have a planned and upfront pipeline of resources;

e Plan beforehand where resources are needed and assess appropriate possibilities for
raising them;

e Coordinate how you contact resource partners and build a long-lasting relationship with
them:

® Ensure coherent and clear messages to resource partners;

*  Ensure that your staff's role in resource mobilisation is maximized and their confributions as
effective and efficient as possible;

* Have enough time to apply for interesting grant opportunities;

* Increase your impact through ensuring consistent programme delivery.

Goal Development - The Ideal Picture

In a team process, develop a common picture on the ideal resource mobilisation
approaches for your organisation. In the resource mobilisation strategy, you lay out the
different approaches and strategies you will apply to reach your resource mobilisation

goals in the various areas and using different communication channels.

You can do this by creating a bestcase scenario for sustainable, aftractive funding, based on
the organisational and peer analysis conducted earlier. To look beyond current and established
ways of funding, come up with a picture of pofential income sources, amountfs, fiming, funding

purpose and resource partner groups.

Tool 3: Create the Ideal Picture
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Stakeholder Engagement
for Ideas and Validation

To meet the inferests of your resource pariners
and to learn about potential new pathways
of resource mobilisation, it is recommended
fo engoge key stakeholders at an early
stage and to collect their views and inputs
on the most promising resource mobilisation

strategies.

The findings inform the planned way forward
and help to make oppropriate strategic
decisions. The stakeholder views are critical
fo help you understand the confext of the
planned actions better. Consultations also
enhance ownership and support throughout
the organisation for the pathway developed.
A short workshop with a limited number

of participants  representing programme,

field offices, finance, management, board
and potentially resource partners, has the
following goals:

e Orient the stokeholders on the goal of

the resource mobilisation strategy;

e Share the findings of the organisational
analysis and the resource mobilisation

strafegy ideas developed so far;

e Collect more information about resource
mobilisation options and ideas how

people feel about them,;

® Refine the resource mobilisation strategy
with insights on audiences, messages,

activities and communication channels.

Resource Mobilisation Strategies Decision Making

When you have collected the information from inside your organisation as well as the

views and input from external stakeholders, the time has come to take decisions on the

resource mobilisation strategies to be implemented in the long- and shortterm. As a

basis for decision-making, rate and rank the strategies identified according to expected

benefit, costs, time until revenue, longferm sustainability and risks.

Tool 11: Resource Mobilisation Strategies Ranking

Having gained an overview of the resource mobilisation strategies and their priorities for the

organisation, you have the basis for decisions on how much fo invest in gefting funds from the

different sources.

While diversification of funding sources helps o keep your organisation’s funding base stable,

the amount of time and resources available to engage in different sources has to be considered

as well as the expected income gained within the timeframe that the funds are needed.



Resource Mobilisation Strategy Development

Once you have selected the strategies your organisation wanfs to engage in, it is fime fo sef

godls for each source on what you want to achieve and which resources you need fo reach the

targets.

For each strategy, set the following goals:

Expected income and the number of resource partners you will target;

Acquisition channels [e.g., number of proposals written, donor calls, donor meetings, event,
social media campaigns, etc);

Communication and Cultivation channels on which you will interact with the resource
partners, which information you will share and how frequently you will be in touch with them:;
Human resources required to fulfil the goal;

Cost for the implementation of the strategy (Media House fees, Airing costs, printing, spot
production, efc);

Timeline for the implementation of the resource mobilisation actions: By when do you expect

fo see the income results?

Tool 10: Resource Mobilisation Strategies Planning

When the income goals and expected investments for the different sources have been sef, the

fofal of expected funds generated from these sources can be calculated and also the resources

which will be needed to achieve this. Considering different investment and success expectations

for the individual strategies, you can project varying resource mobilisation scenarios, giving your

organisation prioritisation and budgeting options.

These plans and estimates give your organisation a solid foundation to base sirategic resource

mobilisation decisions on. When you have taken these decisions, you can develop an action

work plan for the different sources as well as a monitoring plan. Monitoring helps to ensure

resource mobilisation activities per source and expected income are on frack or to check whether

changes in approach are required to ensure funding targets can be met.
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Writing a Resource Mobilisation Strategy

The writing process for a resource mobilisation strategy can already start once
you commence the ideal picture process. Collecting and analysing all necessary
organisational information and ensuring it is up to date will help you take well informed
strategic decisions. The process will be eased by appointing responsible writing
champions early on who fake notes throughout the process and compile a first draft
of their respective section. Appointing a coordinator can ensure that timelines are kept

and drafts are submitted in an even quality.

There are many ways of writing a resource mobilization strategy, but the following key aspects

can provide a framework for your plans.

e Keep it simple. The best resource mobilization strategies are simple and clear.

® Keepitup todafe. To be successful, your strategy should be reviewed and adapted regularly
rather than stowed away in the office drawer never to be looked af again.

e Track your progress. Sefting fargets and developing an annual calendar of activities is key

fo helping track and assess progress.
A template can be found in the tools:

Tool 6: Resource Mobilisation Strategy Template

Key Elements of a Resource Mobilisation Strategy are:
e |nfroduction:
e Mission, Vision, Values for resource mobilisation:
*  Analysis of your resource mobilisation hisfory
e Organisational Analysis
®  Analysis of the annual budget and budget forecast to determine which amount of
funding is already in place;
®  Analysis of your case for support;
e External analysis (PESTLE);
*  Analysis of organisational capacity (SWOT);

® Review of resource mobilisation sfrategies;

(0]
B
3 e Coals, Objectives and key outputs for resource mobilisation;
s e Fundraising investment budget;
O
= *  Monitoring Framework;
= *  Annual Action Plan.
8
2
o
&
8



5.

Communication
Strategy

A COMMUNICATION STRATEGY is about how to make your cause known and how fo build
strong relationships with your resource partners. You can only procure resources from people
(private individuals, foundations, corporates, etc.] who know and trust the organisation and share

an inferest in the cause the organisation works for.

Awareness and frust are built through sustainable, appealing communication. Resource
mobilisation is successful when a relationship with each partner and donor is built and they feel
appreciated individually. Relationships can only be built and maintained through engagement
and dialogue (see Chapter 1, Donor Cultivation Cycle and Donor Pyramid). Timely, informative

and appealing communications are prerequisites for strong resource mobilisation.

Communication is an infegral part of the work organisations do and amplifying your vision
and mission effectively is an important element confributing to resource mobilisation. The aim
is fo inspire the audience, insfil a sense of urgency about the need get the work done, and to
harmonise the efforts of external and infernal stakeholders through increased understanding of the
strategic direction the organisation has. A number of communication tools (from printed material
to online channels| can help convey the organisation’s, programmatic and project goals as well

as the impact in a concise and effective manner.

This chapter emphasizes the importance of developing a communication strategy for your resource
mobilisation efforts focused on its target audiencel(s), key messages and media channels.

Tool 2: Communication Strategy Template

A communication strategy is fundamental to achieving the organisation’s overall mission, follows
the organisation’s overall strategy and is also supposed to cover the same timeframe. It should

include the following basic elements:

e Situation Analysis: How are you communicating nowe What are the channels used2 How

many people do you reache What works well2 What are the challenges?
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Objectives: What do you want to accomplish from your communications activities2 The
communication objectfives contribute fo the achievement of the overall objectives of the
organisation and should therefore reflect what and how they add on the objectfives and
promote them. State them in a manner that is specific, measurable, achievable, realistic and

timebound.

Target Audience(s): Identify the main audiences with whom you need to communicate to
achieve your objectives, both internal and external. Also nofe which parts of your organisation
and activities the different audiences might be inferested in. The aim is to identify which
audiences are most imporfant for you to communicate with, with which information and
using which channel. Also, don't forget your infernal audiences — staff, board members etc.

Since internal communications is a crucial part of any communications strategy.

Key Messages: Strategic targefing and consisfency to one’s key message plays an important
role in developing an effective communication strategy. The key is fo break down the
organisational objectives info messages relevant for each of the audiences. Develop short
and easily understandable key messages which are targeted to the points of inferests of the

different audiences and which link back to your key organisational objectives and values.

Tools and Channels: For each audience identify the most appropriate channels through which
messages will be delivered, either print, broadcast, the internet (web, email), direct mail,
conference, workshop, efc. for each audience, there will probably be several appropriate

communications channels.


mailto:https://unsplash.com/@solomac

Communication Strategy

Activity Planning: As a next step link audiences, messages and channels info a communication
plan. Detail your communication activities and in your communications plan explain how

you will sequence strategies and tactics during implementation.

Monitoring and Evaluation: Explain what success of the communication strategy looks like
and how you will know when objectives have been met. Detfail how you will monitor the
progress of your communication efforts and evaluate it affer the implementation. Indicate
also the tools you will use. Possible measures are the number of hits on the website or callers
during a radio talkshow. Other measures are how offen your key messages were mentioned
in medio and whether there has been a shift in the attitude of your stakeholder group? The
situation analysis can include the baseline information which you will need to ascertain and

document the evolvement of the communication strategy.

Identifying and Investigating Target Audiences

The key to effective communication is to understand the audience, including what
their needs are, how they prefer to receive messages and what their information and

communication habits are (including media consumption, frequency, channels).

Your primary audience is hereby the audience that receives communication from you directly and

is the most important audience for your message. They can be identified by analysing whose

support you need in order to reach your goals. Content and style have to be developed around

the needs of this audience. Your secondary audience on the other hand includes anyone who

may indirectly receive a copy of the communication. Be mindful to be very precise in defining your

audience. The more audiences you have with different needs, the weaker the message becomes.

Providing appealing and effective communication to the target audiences will ulimately help you

fo build trust between your organisation and your resource partners.

Effective communication aims to achieve the following:

Disseminate the impact your organisation makes and the scope of your interventions

Relevant target groups, be it pariners, service providers or beneficiaries, can be informed

about your activities and learn about the benefits or your work.

Manage the expectations of your audience and encourage the participation of your followers
in activities also on social media through giving feedback, promoting your messages or

engaging in a dialogue.

Reduce rumours or negative communications when the organisation is confronted with

reputation issues and promote good standing through transparent and honest messaging
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You can clearly define your target audience by using the donor persona tool. Creating a donor
persona means giving a defailed description of a person from your farget audience. Imagine
your best potential supporter and note down the characteristics of this person. It does not have
fo be a real person — a donor persona can be entirely fictional. Working with donor personas
allows you to always check whether your messages are affractive to your main audience i.e.

whether they safisfy their needs and wants.

Tool 5: Creating Donor Personas

When investigating your target audience, remember to always put your audience in the centre.
Listen to your audience and research them well. Ask your audience what they are interested in
and do not rely solely on assumptions. It is best to include different perspectives here, through
interviews for example. Other means of research can include focus group discussions, expert
interviews or secondary sources like websites and publications. You should also always work in

a feam to define your target audience, as this allows for different perspectives to be included.
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Communication Strategy

Developing Key Messages

Key messages are direct and concise sentences conveying the main points of information
you want your audience(s) to hear, understand and remember. They articulate what you
do, why you do it, what value you bring to stakeholders and how you stand out among
other organisations. Key messages clarify meaning and provide the takeaway headline
of the issue you want to communicate. They are the foundation of an organisation’s
branding and marketing efforts and should be reflected in all written and spoken

communications.

A key message is not a short summary of your organisation’s vision and mission. It aims to give
your audience quick answers why your message is relevant to them and makes them want o
know more about the organisation and what you do. Additionally, a key message can influence
how your audience feels about your organisation and your cause. Carefully, consider what

emotions you want to create with your messages.

Your organisation’s various communication efforts should all be anchored in your key messages.
All your inferactions, whether with your external or infernal stakeholders, and communication
materials like brochures, websites, annual reports, press releases, newsletters, posters, efc.

should, therefore, consistently convey your key messages.

Having a key message doesn't mean you would be saying the same exact words over and over
again - though that isn't always such a bad idea. You can use variations and minor deviations,
of course, to address the various types of audiences your organisation targets and varying
circumstances. Having a key message simply means making a commitment to consistently
communicate the most important message to your most important external, as well as internal,

audiences.

Forum for Women in Democracy (FOWODE|, an organisation promoting gender equality in

Uganda, uses the following visual and key message.

Shapina'the Future

Source: https://www.fowode.org
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More than just informing your audience, you can also use your key message as a call
fo action. Think about what action you would want your audience to take. Should it be
a change in attitude towards your organisation or actually giving a donation? Mention

this action and make it easy for your audience to follow your call.

Key messages help you to...

Prioritize and define information
Ensure consisfency, confinuity and accuracy
Measure and track success

Stay focused when speaking with the media or target audiences

Designing Your Key Messages

When crafting your key messages, ask yourself:

What do you want your farget audiences to know about you?

What questions do people ask staff (during field visits or meetfings?)

What do people need fo understand for your organisation / programme to succeed?
What would you want to know about the organisation / programme if you lived in the

community / if you were a donor@

In a project working towards reducing genderbased violence, FOWQODE applied one key

message and two calls to action to mobilise citizens to take action:
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Communication Strategy

Effective key messages are...

Concise: They are clear, short and to the point. Don't use many words when one is
enough!

Simple: Good key messages are easy to understand. Avoid jargon and acronyms.
Remember to KISS — Keep It Short and Simple!

Focused: One key message — one ideal If you have more than one idea, create separate
key messages for each point you want to make or audience you wanf to address.
Solution focused: They show what positive change you want to achieve.

Tailored: They speak to the target audience. Adjust the language and information to meet
the needs and style of your target audience.

Consistent: Same audience — same key message. While you can have different key
messages tailored for different audiences, you should not mix them up.

Memorable: They grab attention and are easy to remember, repeat and stay in the minds
and hearts of the audience. Try it out on your team and see what messages stick best.
Relevant: Make a conscious decision as fo what are your most important messages that
you need fo communicate and your audience needs to know.

Compelling: They call the audience to action. Write in a way that stimulates your audience
fo join your cause and act in your organisation’s favour. Use active voice, not passive.
Credible: The message inspires trust in your organisation, is taken from experience and

illustrates your capability to deliver the desired results.

You can also embed your key messages in an elevator pitch. An elevator pitch is a very
brief explanation that infroduces your organisation, describes what it does and makes a
compelling point as to why it is important. You can find guidance on how to develop an

elevator pitch in our Tool 4: Elevator Pitch

Forum For Women In Democracy
SHAPING THE FUTURE

Example of an elevator pitch:

Forum for Women in Democracy is a feminist organisation that champions just

governance, which gives women voice, power and resources. We are part of a

history that paved the way for centring women in the public space. Over the last 25

years, we have nurtured more than 25,000 women leaders to influence legislative

processes and pioneered gender responsive budgeting in Uganda. We envision @

future where more women and men equally participate in and benefit from decision-

making processes.
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Brand Your
Communication

Next to key messages, it is also
important  to  create  an  overall

professional and memorable image

of your organisation. The way and the

consistency with which you use logos,
colours, typefaces and images shows
your audience the professionalism
of your works. In short, your outside
representation  fogether ~ with  your
key messages can help create your
organisation’s brand. A clear branding
will make it easy for your audience
fo relate your communication fo your

organisation.

Photo Credit: Kane Reinholdisen (https: //unsplash.com/@kanereinholdisen)

Selection of Communication Channels

Communication tools and channels are how you get the word out about your

organisation. Which ones you choose depends on your target audience and resources
(tfime and money) available fo you to ensure the receptivity and appropriateness of the

messages for the farget audience.

Decide which communication channels will best reach your audience. However, it is
offen effective to use a variety of channels, since all channels have their advantages
and limitations. There are four broad categories of channels:
® Interpersonal [e.g. door to door, phone calls, one-on-one or focus group
discussions)
e Community-based (e.g. events in villages, outreaches, interfaces, talk shows on
local radio)
*  Mass media [e.g. newspapers, TV, national radio, magazines)

e Digital and social media [e.g. website, facebook, twitter, linkedin)

Resource Mobilisation Guide

KNOWHOW3000

Qr
(@)


https://unsplash.com/@kanereinholdtsen

Communication Strategy

Your confext, objectives and target audience will determine what communication channels are
most suitable. Through research on your target audience, you will get to know about their diverse
requirements and preferences. Since you won't be able to reach all of them through one media
channel or retain their attention with one type of content, consider the most effective channels
when you create your media channel strategy and apply the most ideal channel when you are

targeting different audiences.

Ideally, prioritize two fo four key channels and combine oral and written channels. Here are

some criteria that can help you identify the right channel for your target audience:

® The channel needs to maich the target audience’s preferences, level of familiarity and
access opfions;

e The channel is trusted by the target group;

® The channel encourages an adequate level of participation of the farget audience;

e The channel is active and widely accepted (ideally even popular) in the geographical

area;

® The cost of acquiring and using the channel is appropriate according to your budget.

Activity Planning

Under activity planning you develop a work plan. In the work plan you detail how you
will apply and sequence the strategies and tactics, using the different communication
channels selected to most effectively promofe your message. In general, most
organisations rely on a sirategic mix of facefoface engagements, community evenfs,
press and media relations, and some social media engagements for most effective
advocacy and message amplification. Typically, several approaches will be used,

either in a phased manner or concurrently.

Examples of approaches include:
e face to Face, Door to Door
e Community outreaches, interfaces and other events in villages
e Advertising in newspapers and magazines
e Direct mail, email
e Social media campaigns (twitter, facebook, instagram)
® Radio or TV Talkshows
® Press conferences

e TV orradio spots
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When drafting this part of your communications plan, be realistic to stay within the budget
available and the sfaff capacities to deliver, particularly if you do not have experienced
communications professionals implementing the activities. At times, you may have to outsource

tasks if the skill is not available within your organisation.

Consider the full communication strategy’s time frame and break down what needs fo be done
fo achieve the objectives. Decide on the major steps for every year and also what can be
realistically done within one year. In your yearly communication plan focus your energy on
activities and goals which you can achieve. When clear processes and a solid information flow
for sustained communications have been established and some experience gained, you will be

better positioned to take on additional channels or factics in the future.

The communication plan details the implementation of your communication strategy. It states who

is responsible, what activities are planned for when and how much budget will be needed.
Who will take the lead for each activity?

Think about who is responsible for:
*  Managing the communication plan and sustaining the approach
® Developing communication materials
e Sharing messages with communities and gathering feedback
e Communicating with other stakeholders (e.g. government depariments, local and
international organisations)

® Reviewing whether the communication approach is effective.

Internal workflow:
e Who is on your communication team?
*  What are their rolese
*  How offen will you meet?

®  What is your process of gefting the work done?

You may need fo use a variety of acfivities in order fo roll out your communication plan. The

activities might be onetime, periodic or ongoing.

When the overall strafegies have been selected, the team can oufline the activities that will
be implemented per year fo achieve the objectives. Activities should be specific and relate
fo each strategy. Some examples may include: developing a concept for a radio falk show
series, implementing the radio talk show series, developing radio or TV spots and planning the
airing schedule, working with a group of project participants to develop a music, dance and
drama activity for community outreaches, planning on the number and location of community
engagement, conducting a cerfain number of community discussion groups, designing and

producing a radio serial drama, developing an app or designing or revamping the website.



Communication Strategy
See Tool 2: Communication Strategy Template: 6. Activity Planning

Use the communications plan template to strategize your communication efforts. This will help you
fo prepare in fime for events or campaigns and to ensure to collect information in time for it fo be
ready when you need it. Consider the order in which different people will need to be informed to
provide materials, input or make themselves available for activities. For example, staff may need
fo be trained so that they can inform others or change stories need to be collected to be ready
for the newsletter. Offen, programmes need fo inform community leaders and other community

groups before implementing a project with the wider community.

Draft a budget

When drafting a budget for your communications activities, you can follow the same

process as when you budget for other activities. Your budget will influence what
strafegies you can pursue in your communication plan, especially if you want fo involve
mass media such as national TV. Keep in mind though that not all communication has
fo be expensive. There are many inexpensive ways of communicating such as sharing
information af community meetings, creafing posters and distributing them through

friends, members and ambassadors.

Cost all the activities and ensure they fit info your budget frame. Consider which costs are actually

under project and programme costs.

Ask yourself the following questions:
*  What is your budget?
e How much money is available?2 How much do you expect your plan will cost2
e Can cosfs be integrated into programme budgets as the programme budgets are
developed?
e How much do you expect your plan will cost?

e Are the selected communication strategies the most effective for our audience and purpose?

HORIZONT3000 East Africa

Qr
©



KNOWHOW3000
Resource Mobilisation Guide

@)
(=)

Monitoring and Evaluation

What does success look like and how will you know when the communication
objectives have been mete Review your communication strafegy during and after its
implementation. Look for ways to improve. Did people receive your message? How
did they respond?

Make sure to have tools in place to evaluate the effectiveness of the various elements of your
communications. The review can be either a stand-alone activity or one part of an overall
programme review. Before you implement your communication plan, you should decide with
your team how and when fo review it. This reminds staff that it's important fo learn and improve

over fime.

Measuring effective organisational communication is offen not a common practice. Nonetheless,
if your organisation is like most CSOs or NGOs, every resource is valuable — including your
time and donor funding, so it is important to think about how you will measure the success of

your efforts. One way to do it might be to define how you will measure your success (indicators).

e Creafe criferia cafalogue for measurement (indicators)

e Constantly monitor and frack your results in order to understand whether you are any
closer to achieving your goals.

®  What methods will you use to decide whether each communication approach is effective?

*  Who will be responsible for developing the review criteria and making the review happen?

® There are different methods you can use to review your communication approach and
make sure it is effective.

e Observe [field visits, reports, communication materials, meetfings, programmes in action...)

e Tak tfo sfaff (e.g., during meetings, in informal interviews, field visit or focus-group
discussions)

e Talk to target audiences (asking them for feedback during meetings, informal interviews,

staff visits, focus-group discussions and surveys)



®
Outlook

THIS PRACTICAL GUIDE provides pariner organisations of HORIZONT3000 and its member
organisations with information and tools for resource mobilisation. The guide is meant to answer
the most common questions about resource mobilisation and give your organisation guidance

on the development of a resource mobilisation strategy to take your organisation info the future.

HORIZONT3000 offers a variety of services to organisations. One such service is
KNOWHOWS3000 which is our knowledge management programme and supports our partner
organisations in their organisational development. Among the commonly used tools and methods
of capacity building are trainings, consultancies, Communities of Practice, exchange visits and
experience capitalisation. Also, this manual is fully financed through the KNOWHOW3000

programme.

Another popular serice is our fechnical assistance programme for organisations in our partner
counfries. Technical assistance is failor made fo the needs of an organisation and can also

include topics around resource mobilisation.

Our services range from full time technical support to fargefed, short term assignments. If you
would like to know more about our services in the area of resource mobilisation or need further

support developing your own resource mobilisation strategy, do not hesitate to reach out fo us:

office@horizont3000.0rg.

HORIZONT3000 East Africa
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Tool 2: Communication Strategy Template

This is a template of a communication strategy. It contains the structure and main
elements of a sound communication strategy. You can use it and fill it in fo create a draft
of your own strategy. Each section contains some guiding questions to help you draft

the document. You can delete these once you have answered them through your text.

1. Situation Analysis:

This section summarizes sfrategies you have applied so far in your communications and reviews

the context and effectiveness of previous activities in their context. Draft a text by answering the

following questions:

What are important political, economic, social, technological, legal and environmental
aspects of the context you are working in?

What are the strengths, weaknesses, threats and opportunities of the confexte

What have you communicated?

Who has been addressed by your current communication?

What does your audience know about you?

When did you communicate and with what frequency?

Which channels did you use for communication?@

Why have you chosen to communicate in this way?

What have you achieved with this communication approach so fare

2. Goals and Objectives:

Under the Goal and Objectives section, clearly define what you aim to achieve as a result of

your communication activities.

What are your key targefse Name clear, specific, and measurable objectives.

How will your communications influence the achievement of your key targefs?

3. Target Audience:

In this section you describe your target audience, i.e. your most important partners as defined in

a stakeholder analysis.

Who are your main pariners according to your stakeholder analysise

Do you have more than one type of target audience?

What level of awareness and knowledge does your farget audience have about your
cause?

What is your target audience inferested in?

What opinion does your farget audience have with regards to the cause you are
addressing®

What barriers does your target audience meet with regards fo your cause?

What motivates your farget audience?



Toolbox

®  What communication channels does your farget audience prefere
*  What media habits does your target audience have?

*  How will you communicate to potential other audiences?

Target Audience Preferred Channels Other Opportunities

Current Resource Partners Online (website, social medial) Reports
Direct: email, phone call Networking events
Meetings in person
Print material (flyers, brochures)

Radio, TV

Potential Resource Partners Online (website, social medial) Networking events

Reports

4. Key Message:

In this section, you describe the key messages you have developed for each target audience.

5. Channels Communication Channels
In this section, you point out your communication strategies and tactics. You name the formats and
channels you want to use for communicating with your target audiences. Give reasons why you
have selected these channels and formats.

* How easy is it for your farget audience fo access the chosen communication channel or

media®

e How well liked is the chosen media by your target audience?

* How expensive is it to use this communication channel2

e How easy is if for your target audience to give feedback or participate?

* How are your strategies connected to other on-going activities and major events in your

country?

6. Activity Planning

Here you can detail your implementation plan and the budget needed to fulfil it.
®  What communication channels does your target audience prefer?
®  What media habits does your target audience have?

e How will you communicate to potential other audiences?

Workplan:
Create a roadmap for the planning period including key dates, event or activity, required

implementation steps, responsibility.

HORIZONT3000 East Africa
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Activity Planning Template:

Strategic Activities Responsible Preferred Comment

Approach Channels

Social Media Creafe lydia End of Name of Account:
Facebook October organization xy
Account 2020

Social Media 3 posts Mike Jan - Report on ongoing
per December activies, include
week on 2021 a call to action
facebook or question which
and twitter engage the audience

tag the resource

partners per project

Budget:

Here you can use a table to demonstrate your budget plan.

How much budget is available for the communication plan?

How much do you expect each strategy to cost?

What return on your investment are you expecting (i.e. how many people do you plan to reach
over what period of time and how often)2

How much money do you still need fo raise for the plan to become effective?

7. Monitoring and Evaluation:

In this final section, you describe how you want to monitor and evaluate the progress and success

of your communication activities.

How will you measure whether you are reaching your farget audience?

How will you measure the change or the actions from your audience to realize your impacte
How are you going to evaluate your success, what performance indicators and evaluating
measures will you use?

What will indicate that you have achieved your objectives?

Where will you record the cost-benefitratio of your activitiese

How will you record your experience with the different communication channelse

How are you planning fo collect feedback from your target audience?

How and when are you planning fo reflect on your communication strategy?



Photo Credit: Nappy (https://www.pexels.com/@nappy)

Tool 3: Create the Ideal Picture

The Ideal Picture is best created in a brainstorming meetfing with members of your

organisation. Bring together a team of 5-10 people from various levels of the organisation,

including but not limited to management, board, programme, communication.

Assign one person fo facilitate the group process. S/he can sfill participate in discussions, but

would have the additional tasks to introduce the following sfeps:

Step 1:
Brainstorm together as a group on the following question and collect all ideas on a flipchart:

How could the organisafion creafe income?

Step 2:
Individually, work on an ideal picture and collect it on a flipchart. Work on the following questions:
* |f the organisation could speak, how would she want the resource mobilisation to be?

*  What strategies would be applied and which channels used?

Consider answering these topics per strategy:
® How much do we want to raise?
* From which resource partner(s)2
e Over what timeframe?
® For which purpose?

Present the individual ideal pictures to the group.

Step 3:
Collect all suggestions on a flipchart .Write up all imagined resource mobilisation strategies
and channels; Discuss the elements suggested in the group using results from organisational and

environmental analysis to review the potential strategies.
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Tool 4: Elevator Pitch

What would you tell a pofential resource partner about your organisation if you met
them in an elevator An elevator pitch is a very brief explanation that intfroduces your
organisation, describes what it does and makes a compelling point as to why it is
important. I's a great way to start a discussion with anybody about your organisation.

Keep in mind that the more you say, the less the other person might remember!

Tips for Your Elevator Pitch

®  Your elevator pitch should work like a callto-action.

* Have an impact! Make people want to know more about your purpose and organisation.
e Consider ending with an open question that invites the other person to have a conversation.
® Be prepared and provide your audience with a take away [business card, brochure, or

arficle about your organisation. ..

Challenges

Make your pitch lasts only 3060 seconds. It should be no longer than what it takes to

ride up an elevator. Less is more!

e Practice your pitch: Say your pitch out loud and maybe even record yourself on your
phone. Are you on time? Are you sounding like a robote Or are you rushing through the
statement like a night bus? If it doesn’t sound natural and smooth yet, make adjustments

and then try it out again.

® leave the jargon behind! Your audience might not be an expert in your field and will be
able to follow you better if you use simple and clear language. Avoid technical terms and

acronyms.

* Avoid information overkilll People can only process a limited amount of information at
a fime. If you give out foo much information at once, you risk overwhelming the other
person. Keep in mind that the pitch is only meant fo raise inferest in your cause and make

the person come back for more details.

®  On the other hand don't be too vague. At the end of your pitch, the other person should

have a clear understanding of what you do, why it is important and what sets you apart.



Toolbox

Tool 5: Creating Donor Personas

A markefing persona is not a real person, but an invenfed in-depth description of the
model representative of your farget audience. The idea behind is to reflect on your
target audience as if they were a real person. Marketing personas are a great reminder
fo prioritize your target audience’s needs and build your marketing and communication
strafegy on them. In the case of resource partners, marketing personas are also called
"donor personas”. Donor personas summarize your resource partner’s motivation to

support your cause, allowing you to design targefed strategies fo engage them.

You can be very creatfive here, giving your persona names, demographic defails, interests,
and behavioural fraits. You can even add a picture. Since different groups of people may
support your organisation’s cause for different reasons, you might need to create more than one
marketfing persona, for instance onetime donors, recurring donors, and large gift donors. You

can also include volunteers and networks like your family and friends.

When creating a donor persona, it is best to always include or talk to your target audience
directly, in this case your current and potential resource partners. Do not rely solely on your
own or your organisation’s beliefs and assumptions. You can for instance inferview three fo five
resource partners. You can start by simply asking them the question “VWhat inspires you to support
a cause or organization?” and continue digging deeper by asking for the reasons behind. To
ensure that your resource pariners participate in the inferview, make it clear that the inferview is
not an appeal for donations but for research purposes. Also make it as easy as possible for them

fo participate, allowing them fo pick time and date and means of communication.

In addition fo that, you can also explore different ways to gather information; be it written
documents, expert inferviews or stakeholder consultations. You can explore your resource
pariners websites and publications for this. After successful inferviews, the process of developing
the actual donor personas should ideally be done in a workshop that includes as many ‘experts’
on the target audience as possible. This can be people who have worked with or lived with

your target audience.
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As a feam, you can sit and fry to identify common fraits and patterns in the interviewees. Patterns

identified can be filled in a donor persona template like this one:

Background

Occupation
Education

Interests

Demographics

Gender

Age

Income
Household size,
Nationality and
residency,
Llanguage,
Religion,

Urban or rural,

General Communication Goal Challenges to
identifiers channels Success
Manners Physical meefing ~ Primary goal  Primary
Overall Online meeting Secondary Secondary
characteristics Email goal

Values Social media

Attitudes and

Opinions

www.classy.org/blog/how-to-develop-donor-personasforyournonprofit

Source: Adapted from_hitps:
accessed 24 March 2021.

Having gained a deeper understanding on your donor persona, you can discuss the following

questions with your team:

What are your persona’s wants and needs?

How do you help solving your persona’s challenges?

How can you help your personnel reaching their goals?

Which communication channels will help you reach your persona?
Which language will appeal to them?

What are buzzwords that appeal to them?

At the end of this process, you will have developed clear guidelines for your donor communication

and marketing that will increase your success rate in engaging and motivating resource pariners.


 https://www.classy.org/blog/how-to-develop-donor-personas-for-your-nonprofit/
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Try to imagine an actual person that is among your target audience:

What sort of home does s/he live in2
Where2 Who else lives here?
Who are the neighbors?2

What does s/he think, feel or do that might
make it easier to practice the new behavior?

What does a typical day in (@
his/her life look like?

What is his/her marital statuse
Does s/he have children?

Who are his/her best friends2 (@

What does s/he do for a living?
How do friends and co-workers

describe him/her?

How do traditional gender roles ®
influence her or his life2 What
gender issues have a major impact
on his/her behavior related to the
issue of concern?

Source: The Compass (2019): How to do Audience Analysis.

o O e

O

O—0O—OQ=—0O—0

What are his/her goals?

What does s/he hope to
accomplish in the next five or ten
years?

Has s/he been able to save money?
What will s/he spend it on2

@  What does s/he value

most in life?

Where does s/he go in her spare
time and what does s/he do there?

@  Why doesn't s/he practice
the desired behavior?

What are his/her biggest worries
in life and how does s/he deal
with them?

® What do his/her friends and
family think or feel or do that
might make it easier for him/her
to practice the new behavior?

https: / /www.thecompassforsbe.org/how-to-quides/how-do-audience-analysis, accessed 07,/10,/2020.
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Donor Persona Example

Michael R.
CEO of Foodmill Bread Factory, Kampala

PERSONAL PROFILE

Michael R. is a 50vyearold man, working
as the CEO of the successful Foodmill Bread
Factory in Kampala. He is originally from Guly,
where he grew up in a low-income household
of ten. He received a scholarship fo pursue a
prestigious MBA which gave him entrance to
the world of business and management. His
career progressed quickly and he was recently
named the most successful CEO in Kampala.

He is results driven and hard working. He

doesn't have a family as he states he is too

Photo Credit: Ono Kosuki (hitps://www.pexels.com/@onokosuki)

busy.

Because of his background, charity and giving back is very important fo him. He would like to
be more involved in charity but hasn't found a way to do so, as his work schedule is too fight.
He thinks that weekly bread donations to your charity might be a good idea, but is worried that
the donations will take up too much administrative effort and the donations might not reach the

beneficiaries. He feels overwhelmed and thus has never donated.

Questions Your Donor Persona

What are your persona’s wants and e Wanis to support
needs®e * Emotional connection
*  Minimum involvement

*  Accountability; wants to be informed

How can you help your persona e Offer easy channel for donating

reaching their goalse ® Clear communication on donations

Which language will appeal to them@ o Clear impact statements
®  Quotes from beneficiaries

e  Short sentences

Which communication channels will e Telephone
help you reach your persona® * Email

What are buzzwords that appeal to *  Empowerment
them? e Education


mailto:https://www.pexels.com/@ono-kosuki
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Tool 6: Resource Mobilisation Strategy Template

Below is the skeleton structure of a standard resource mobilisation strategy. You can
use this as a femplate and have the questions guide you in writing a first draft. You can

delete these questions later and you can adapt the template fo your needs.

CONTENT

1. INTRODUCTION
2. MISSION, VISION AND VALUES FOR RESOURCE MOBILISATION

3. ANALYSIS OF YOUR RESOURCE MOBILISATION HISTORY
What resource mobilisation strategies have you followed up fo this point and how successful

were they? Include events you ran, crowdfunding campaigns, grants or partnerships.

4. ORGANISATIONAL ANALYSIS
e Financial analysis:
e Annual accounts

e Current status: Where are you now? VWho are your current supporterse

e Organisational environment:
® Analysis of the case for support
®  Andlysis of the resource mobilisation climate (PESTLE)
® Analysis of the organisational capacity (SWOT] to help you fo understand what's

realistic and achievable.

®  Andlysis of potential income streams

5. GOALS & OBJECTIVES & KEY OUTPUTS
In this section, describe what resource mobilisation activities you want to deliver. How much do
we want fo raise over the next five years, for what purpose, through which channels, from which
target group? Analyse by answering the following questions:
*  Where are we now?
®  What is the goal?
e How much do we want to raise?
*  From which sources?
e Over what timeframe?

® For which purpose?

HORIZONT3000 East Africa
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e How are we going to get there?
*  What activities do we need to reach these aims®
e What are the resources available?
®  How much time do we have fo raise the money?

®  What does it enfail? [e.g. Donor database, reporting, communication)
®  What constraints do we need to consider? [e.g. rules and regulations)

Also consider how this might change over the next few years. VWhat do you need to put in place

fo make sure your organisation can respond fo changing circumstances and new opportunities?

6. INVESTMENT BUDGET
Describe what resource are needed to generate your farget income.
®  How much can you afford fo spend for resource mobilisation?
*  What type of resource mobilisation gives you the return on investment you want to see?

*  How long will it take you fo reach the goale

7. MONITORING FRAMEWORK
Lay out here what methods you will use to decide whether each resource mobilisation approach
is effective. Who will be responsible for developing the review criteria and making the review

happen?

8. ANNUAL ACTION PLAN

Create a timeline including responsibilities for a specific work periods so that you can regularly

check whether things are on the right frack.


https://www.pexels.com/photo/wood-man-hands-people-8553866/
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Toolbox

For each strategy, set the following goals:

Number of resource pariners you will target

Acquisition channels [e.g. number of proposals written, calls, meefings, event, social

media campaigns, efc)

Communication and Cultivation channels on which you will interact with the resource
partners, which information you will share and how frequently you will be in touch with
them

Human resources required to fulfill the goal

Timeline for the implementation of the resource mobilisation actions and state by when

you expect fo see the income results

Cost for the implementation of the strategy (Media House, Airing costs, printing, spot

production, efc)
Expected income from this source

In the TOTAL summarize the resources needed and get an estimate of the return on

investment you expect to make when implementing these strategies
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Toolbox

Rate the strategies per category and then rank them
according to the total sum per strategy:

Benefit: Rate the income you generate with this sirategy on a scale of 10— 1, give 10
fo a strategy which does not give you any income or very low and 1 to the one giving

you the highest income you imagine.

Costs: Rafe how much it will cost you to generate the desired income with this strategy
on a scale of O = 10. Rate at O if there are no costs involved and 10 if it requires a

very high amount of capital expense.

Staff Time: Rate how much time you and the team will need to invest to generate
the desired income with this strategy on a scale of O = 10. Rate at O if no staff time
is needed and you will gef the resources anyway and 10 if it requires intensive staff

involvement, including potential hiring new sfaff, etc.

SUSfGinGbiliry: Rafe for how long this strategy will give your organisation income
on a scale of O = 10. Rate at O if you expect the effect of the strategy fo last for > 10
years, 1 it it lasts for 8 = @ years, 2 if 7 - 8 years, 3 it 6 =7 years, 4 if 5- 6 years, 5
it 4-5 vyears, 6if >3-4 years, 7 if 2 - 3 years, 8 if 1 =2 years, 9 if &6 months to 1
year, rate 10 if O to 6 months of expected funding.

Risks — Constraints: Rate on a scale of O — 10 how likely it is that you will find issues
when implementing this strategy. O means you see no risks and it will be very easy to
get the money you expect to from this strafegy, rate 5 when there is a good likelihood
that you will achieve raising the funds, however there are some constraints and risks
aftached, which you will have to mitigate. Rate this category at 10 when there are
major constraints and risks involved and it is rather unlikely that you will be able to get

over them fo successfully secure the planned resources.

Calculate the sum of all categories per sirategy and rank the strategies according
fo the fotal. The lowest value is the most favoured strategy, which implemented, might

bring you the greatest benefit.
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