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Effort focuses on ‘new reality’

United Way locally
launches an initiative
aimed at sustainability
By NATE DOUGMERTY

Since the days of ‘Georgc Eastman,

Rochester has been known as a charitable

community, supporting an array of non-
profit groups from human services to the
arts. But the city’s population has shrunk,
Jobs are gone and state coffers no longer

provide reliable income for these groups, £
said Peter Carpino, president of the United

Way of Greater Rochester Inc.

The broad support of the past is no lon-
ger sustainable, he said, and the sooner
non-profit leaders understand that, the bet-
ter will be their chance of adapting to it.

To help non-profit groups face this new
reality and give them tools for sharing ser-
vices and arranging consolidations, United
Way has established the Non-Profit Sus-
tainability Initiative. The group includes
12 sponsors across the non-profit realm
that will meet with other non-profit boards
and managers and help them gain access to
resources such as quality control special-
ists from the for-profit world.

The impetus for the consortium was the”

economic downturn and its effect on non-
profits locally, Carpino said. Over the last
four years, annual giving to the United
Way has dropped $7.5 millién and the state
also has cut its contributions to non-profit
organizations. In addition, foundation as-
sets fell to $533 billion from $682 billion
between 2007 and 2008.

Combined with a drop in 1nd1v1dual

locally, United Way president Peter Carpino says.

giving to groups, these factors have cre-
ated what Carpino calls a perfect storm
for non-profits.

For years United Way has assxstcd agen-
cies looking to consolidate services or merge,
establishing the Synergy Fund in 2008 to
support these discussions and to help defray
legal and operational costs involved. Since
the fund’s inception, more than $350,000
has been committed to projects.

Over the course of disgussions this year -

with Colin Garwood, executive director
of LDA Life and Learning Services and
president of the Council of Agency Ex-
ecutives, Carpino and the United Way be-
gan to shape a broad effort to improve the
effectiveness of non-profit organizations
dealing with diminished resources.

Garwood said that sinCe its formation near-
ly 12 years ago, the members of the Council

of Agency Executives—which represents the-
leadership of the majority of human service. .

providers in the area—have talked about the
need to do more with Iess. That is more im-
portant now than at any other time during his
30 years in human services, he said.

“We understand there’s diminishing re-
sources and that it’s tougher and tougher to
lead agencies, the regulatory requirements
are increasing and the audit expectations
are strong,” Garwood said. “We’ve got to
start sharing: best practices and be as ef-
fective as we can be.”

Council members discussed what would
be needed to sustain the initiative—chiefly
more awareness among non-profit leaders

for non-profits

of the need for greater cfﬁc1ency

“There are varying degrees of under-
standing of what the current reality is,”
Carpino said. “There was a notion of how

- do we create community dxaloguc and
: greatﬁr awareness among agencies.”

" The-push to educate non-profit leaders

e comesatatxme ofexpectcdtumover, Car-

- pino-said, citing a 2006 study showing that

- within five'years nearly three-quarters of

.| all non»pmﬁt execunves were expected
~ toretire. -

" The expected turnover makes it critical

| that groups become more willing to- talk

;about sharing financial services or running
| joint programs, said Maria Cristalli, the chicf
 strategy and quality officer for the Hillside
- Family of Agencies and a board member of
| the Greater Rochester Quality Council.

The impetus for the consortium was the oconomlc downturn and its oﬂ‘act on non-proﬂts‘

" “The next generation of leaders will
hopefully be taking over at the same time
the five-year mark hits for this initiative,”

_she said. “The ability for them to see stra-

tegically and have those competencies
built into the organization, to think about
partnerships and acquisitions, will be very
important as leadership teams evolve over
the next couple of years.”

.The consortium also will revive a pro-
gram of the quality council that connect-
ed local business leaders with non-prof-
it organizations to promote quality im-
provements. And the consortium will seek
funders to support the sustainability.ini--
tiatives, simplifying their processes and
demands to make reducing administrative
costs easier, Carpino said, .

The task at hand

Thc consortlum s members represent
Continued on next page



. “the thought leaders” of the sector local-

; ’ fnnders‘
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gamzauons and are what Carpmo ealls,

ly. Their participation gzves the initiative .
broader support than if the United Way
were working on its own, he said. o
“This level of involvement shows how
1mportant the work is,” he said.
~ Consortium members include the Roch- |
24 ester Business Alliance Inc., Center for
- Governmental Research lnc SUNY

= College at Brockport and Rochester Ar- .

ea Community Foundation. Members are &,
divided into groups working on differ-
ent parts of the effort: community aware- -
ness, training and development, process -

~ improvement, technical assistance and

requirements. ;
2 Mmbmareukedtoaﬂmdatleuttwo ~
: meeungsamonthtoumxpmgreu and |
offer advice on how to advance the initia-
- tive. United Way has committed to five
" years of funding for it, Carpmo said.
The United Way’s portion of funding will
come from the already established $350,000
Synergy Fund, and Carpino said he is seekmg
other sources of funding as well. He is also |
wodung on a system to evaluate the success -
of the initiative, looking beyond the uumber
of mergers or shared service projects to ex- |
- amine the full impact on the community.

N "rhetruemeum'eumllwebubleto

. look at those or that have gone

‘ ﬂuoughthaamdseenftherehubeeneoﬂ
© savings, an improvement in service deliv-
ery, onfﬂxerehasbeenarealorpercewed

impact on the community,” he said.

The United Way is. developmg a Web-
based method for organizations to- share
success stones and talk mth other ‘
providers.. .. : :

“It’s incumbent npon us to reoogmze
that we’re not going to get everything right
the first time,” Carpino said. “There will be -
bumps in the road. It’s a leaming process,
but I think now we can agree that we have |
the collective will to make this work.

“Some people will still throw up their
hands at the slightest bump and say it'sa
barrier as to why this won’t work. While I
respect the opinions, it’s time to move be-
yond the simple excuses and say, ‘Are we
making fomard movement or not?” *

: ly, then we cut ounelves short," he sauL
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Selllne thc ideg

Ifthe goal is 1 make shared service dls-
cussions among non-profit agencies the
norm rather than the exception, Carpmo
sees the consortium as the chief initiator of
the conversations. He has met with boards
to talk about the initiative, its goals and
the | tenets of sustainability.

But he acknowledges that the idea is-
still new to many people and that some
board members negatively associate the:
idea of shared services with a more drutlc '
outcome—inergers. :

In his presentations, Carpino explains
that the initiative is not an attempt to force
mergers or to apply a cook:e-cutter ap> .
proach ta consolidations. ~

“Bvery orgamzatmn s circumstances vull
be different,” he said. “There is really a-
sense that this mu’tatop—down approach but -
 that it has to come from the organizations
 themselves. It’s the notion of providing -
agencies with the tools and resources they "
need so wherever they are in the. pmcess
they can begin to make some progress.”

He has developed his approach with thele*
help of a Stanford Social Innavation Review
article in which David La Piana, a non-prof-
it consultant, says helping the non-profit
sector thrive will take 3. large arsenal of -
tools; 'v;th mergers as only one’ opm)n. La:
 Piana uses a “partnership matrix” to outline
hﬂ‘erent levels of integration. oy,

Carpmo saud groups in this area should : ;

: work on sunpn. eollabonuou bei‘ore movmg

Qn to projects such as JOI.III programming.
“If folks see this as only being about

mergers, as opposed to helpmg organiza- :

‘tions in their quest to do business different--

Even as Carpmo warns boards away?f
from the idea that the initiative is about

~ mergers and nothing more, however, ke is -
" quick to note that the United Way has had -
~success in helping organizations an'ange

Pamershlpe during the past few years.
- Last year it facilitated three mergers, -

' mcludmg one between AIDS Rochester

and AIDS Community Health Services.
The United Way is working with 11 more
organizations on projects that could resul
in five mergers, he said.

The United Way helped four legal services -
organizations to co-locate in what is now -
the Hon. Michael A. Telesca Center for
Justice downtown. That produced admin-
istrative cost savmgs because of shared
services. -



~ “You have four agencies doing sometlmg

‘as mnplcuahmngaoommonmpu n:
area and a common receptionist,” Carpino -,

 said. “That’s huge. I think as organizations |
begin to hear this, hopefully the boards will
see and think about mybe conaohdatmg
thmr own financial operations.” :

.. Doug Sauer, CEO of the A!bany ased
New York Council of Non-Profits, said
‘openly discussing service consolidation -

~would have been taboo a decade ago, but

. the recession has made it a hot topic. He |
‘traveled to Binghamton last week to talk |

* with officials from 80 non-profits about -
~ ways to build their capacity and maintain |

. their core programs as funding declines.

 “When we did this 10 years ago, you

saw maybe three or four people come and .
, they wanted to hide so people didn’t know
.they were there,” said Sauer, whose orga- -
nization is part of the consortium. “Now

_people are more receptive. They want to
talk about these ideas andbnngthem back
to their boards.”

- As large organizations such as the Gtrl;fj
,Scouts and YMCA consolidate several -
smaller local branches, that builds mo-
mentum behind the idea mdbrmgs it more
into the mainstream, he said. ;

“If some groups and board members e
main hesitant about shared semces, Sauer
said, thatlshealthy hs I

“It’s a bit like the datmg anaiogy, he
said. “You may like this person, but do you.
~want to make a commitment, change your
‘name and start sharing a credit card? There’s
always hesitancy, and there should be.

. “Some of these processes are very fe- ;
gally involved and include the attorney |
general and court approval. They need to -
make sure it’s best for the comntuency
andfortheeommumty Lo |

Asmoxenon—proﬁtleadasfaceupm the i
new reality, Carpmo said, the discussions: E
that the initiative is intended to foster wﬂ};

16 longer need prompting. -

. “Like it or pot, the conclusion we came
to is that this community no longer has the
‘capacity to support all the things it has in
the past,” Carpino said. “If we can get that
realization over the course of five years
and seize it as an opportunity, I think we i
will all be stronger as a result.” e
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