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This plan addresses the financial health and sustainability of POWR from 2009 to 2012. While it focuses primarily on internal organizational financial management, it also discusses how fundraising and development efforts serve to support member groups. Further, it attempts to outline a path forward where fundraising and development occurs in parallel with sound financial management, and that both of these ultimately support programmatic goals. This document provides information on several key elements of finances, including goals, history, revenue and expenses, fundraising, and grants development strategies. 
Financial Management Goals
Goal 1. Five Year Organizational Sustainability that Matches Program Goals
This goal addresses our need for stability and sustainability. By focusing on a sustainability defined by our program goals, this offers us the broad-based path forward by scaling our needs to our expected achievements. 
Goal 2. A Diversity of Funding Sources, with Maximized Unrestricted Funding
As with most organizations, a diversity of funding sources is the best way to mitigate against changes in the funding landscape. This diversity would focus on unrestricted funding to provide maximum flexibility and would include as funding sources foundation and state program grants, membership fees, private donations, federal grants, and merchandise sales.   
Goal 3. Maximized Leveraged Resources, including Partner efforts and Volunteers
Major nonprofit funders repeatedly emphasize the need for partnership efforts as a means for achieving better results through leveraged resources. 
Goal 4. A Focus on Top-Down Fundraising to Strategically Flow Resources to Local Groups 
The overarching funding model is a top-down approach, whereby PEC and POWR staff, in concert with board members seek funding that will support efforts at all levels. 5-10% of grant budget should be re-granted to grassroots organizations.
Financial processes
About POWR
POWR was incorporated on October 21, 1993 to be a statewide voice for rivers in Pennsylvania.  It operated for about one year with a volunteer board of directors and no staff.  The first Executive Director was hired on a part-time basis in 1994.  Within five years, there was a full time Executive Director and seven staff members. The Pennsylvania Organization for Watersheds & Rivers (POWR) is a tax-exempt, 501 (c) (3), nonprofit corporation with a mission to protect Pennsylvania's watersheds both through direct work and support of other organizations with similar missions.  The organization's geographic focus is statewide. 
POWR serves a constituency of over 400 watershed associations across the state of Pennsylvania.  Some of these organizations are well established, having incorporated many years ago.  They have stable foundations consisting of committed boards, active memberships and a well known position in their community. Other organizations are relatively new and unincorporated with somewhat uncertain futures.  The vast majority of the groups are between these two extremes; they are typically incorporated nonprofits, under 10 years old, run by a core of dedicated volunteers and in need of funding.   All the groups have an ongoing need to communicate their message and grow their membership because most depend heavily on members for dues, communication and volunteer work. POWR’s role is to provide capacity building services, leadership on rivers conservation and recreation, and an active voice in Harrisburg on key policy issues.
Relationship with PEC
In 2008, the Pennsylvania Environmental Council (PEC) and POWR joined together, designating POWR as a 509(a) supporting organization of PEC. This agreement offers much to both organizations including expanding the grassroots impact on conservation, as well as increasing organizational efficiencies. Further, it has stimulated an effort to reinvigorate POWR and more specifically identify a path forward to greater impact on the environment. Currently, POWR is staffed with leadership from PEC who serves as Executive Director, and supported by financial, accounting, and communications staff. 
Revenue and Expenses
The following section of the financial plan discusses some of the historical perspective of POWR’s finances, a general assessment of the current funding environment, and five-year projections for revenues and expenses. 
Historical Perspective
Revenues for POWR in recent years have been greatly reduced from highs in the late 1990s and early 2000s, when the annual budget approached $500,000. This corresponded with the launch of the Keystone Monitoring Network, which enjoyed significant foundation support. Unfortunately, more recently, funding has averaged closer to $80,000 annually, with the largest portion coming from a single DCNR grant for the PA Sojourn program. Additional revenues have come from the General Liability Insurance program and membership fees. No support currently comes from donations.
Current Funding Environment
There are a number of nonprofit organizations focusing on watershed issues in Pennsylvania, at local, regional, and state levels. However, we are the only organization that focuses on capacity building of all watershed organizations across the state. However, as our profile diminished over the prior few years, our funding decreased. And with decreased funding and staff, our fundraising efforts have stagnated. Indeed, this financial plan aims to break out of that situation.
However, globally donations and foundation support have decreased, and the competitive environment for this funding has grown far more intense. We must be exceptionally clear about the value we provide for donors and the significant positive impact of our programs in order to gain ground with foundations and individual donors. 
Revenues and Expenses
The table below provides the budgeted revenues and expenses for our 2009-2010 fiscal year.[footnoteRef:1]  Broad projections for the next three years are provided in concert with projections for expenses. A more in-depth discussion of specific strategies and targeted revenue sources is provided in the next section of this financial plan. [1:  POWR uses a July-June fiscal year system.] 

Table 1 provides a three year projection of revenue and expense trends for POWR based on broad assumptions and expectations for growth in programs and staff. We are generally optimistic about returning to a stronger financial position, given POWR’s niche among conservation organizations, good programs, its strong network of partners and member organizations, and our energy to revitalize our efforts. These pieces, when combined, form a strong organizational core that should provide the foundation for solid, step-wise growth.
Table 1. POWR FY2008 Projected Revenue and Expenses by Category.
	Revenues
	2009-2010
	2010-2011
	2011-2012

	Public Grants (EPA, DEP, DCNR)
	112,000
	125,000
	130,000

	Foundation Grants
	17,500
	75,000
	150,000

	Annual appeal contributions
	4,000
	4,250
	5,000

	Membership
	6,700
	7,000
	7,000

	Corporate sponsorship
	2,500
	3,000
	3,500

	Contracted services
	87,500
	87,500
	0

	Program revenue (Sojourn insurance, General Liability Insurance, merchandise sales)
	15,000
	25,000
	45,000

	Total
	$245,200
	326,750
	340,500

	
	
	
	







	Expenses
	2009-2010
	2010-2011
	2011-2012

	Salary and benefits
	58,600
	135,000
	210,000

	Supplies
	1,000
	2,000
	2,250

	Mini-grants
	59,500
	59,500
	55,000

	Contracted services
	54,000
	54,000
	0

	Publications
	11,000
	9,000
	9,000

	Rent
	3,000
	4,000
	4,600

	Travel
	4,600
	7,000
	8,000

	Insurance
	15,700
	16,000
	18,000

	Postage/Mailing
	3,550
	4,000
	4,000

	Telecommunications
	2,400
	2,500
	2,750

	Administrative fee (7%)
	15,000
	20,500
	22,400

	Total
	$228,350
	313,500
	336,000




Financial strategies
The primary purpose of this document is to outline both broad and specific strategies for financial management and funding development. This section discusses methods for reaching our programmatic goals through various funding approaches. It also evaluates and makes recommendations for strategies for various revenue categories, and addresses the management and implementation requirements for adopting each strategy. Finally, it identifies specific elements of these financial strategies.
Methods for reaching goals
The goals of POWR, outlined in both this document as well as our strategic plan, are the primary driver for selecting financial strategies. First, various methods for achieving these financial management and fundraising goals are explored.
Grants
Grant writing is a key element of any fundraising plan. To date, we have been successful over the years in obtaining grants, though that success slipped in recent years. This effort will need to continue on an ongoing basis, and starting in 2009, we will be benefiting from an experience volunteer to help us in this cause.  Typically, grant writing offers only about 30% success rate, and as such, we will work hard to target potential grant sources and foundations, and increase the number of applications in order to achieve our revenue goals in this category.
Events
POWR will work to consistently hold two events each year – a spring urban fundraising event and a fall field-based, “friend-raising” event. These events can serve to raise the profile of POWR, and strengthen our fundraising ability by demonstrating the quality of our work, and the impact of it on the environment.  As a complementary effort, press pieces published through a range of outlets are another key method for raising and maintaining our profile among various supporting organizations. Grassroots networking at member-sponsored events, conferences, and workshops is another method by which we can serve its own best interests by showcasing our abilities. Expected returns for events range widely, but we are targeting for 50% return on gross expenses.
Annual Appeal
As with many nonprofits, an annual appeal to individual donors will be a key component of our fundraising effort. It will take some time to build up a strong base of donors, though we have a large (4,000+) pool of contacts who may donate to us if asked. The appeal will be carried out in early November of each year starting in 2009, and it will be structured to include multiple levels of giving from $15 to $500. Additional contributions will be encouraged, targeted at $100 or more. Experts indicate that rates of return for direct mail start at $1 spent for $1 earned. Once donors have begun supporting an organization, that expense ratio drops considerably to $0.20 spent per $1 earned. This is much like the traditional business mantra that it is much cheaper to hold onto existing “customers” than to create new ones. Unfortunately, POWR is starting at the beginning with soliciting donations, but we are certainly optimistic about the possibilities. 
One aspect of donations that bears additional effort is the development of a menu of equivalents that donations will “buy.” For instance, a $50 donation would allow us to purchase water quality testing kits for a local school group. A $500 donation supports a one-day Sojourn or river clean up. $300 buys insurance for a watershed association, while $2,000 pays for a new instructional course.
Major Donors
Another key method for fundraising will be soliciting major donors for contributions. Courting these donors will take time and effort. A core challenge will be to develop our prospect list, while being sensitive to our member organizations and PEC.
Memberships
With only about 70 member organizations out of a pool of 400 watershed organizations across the state, we are optimistic about membership growth. Our membership period will run from July to June so as not to overlap with the annual appeal. Starting in 2010, organizational membership will rise from $30 to $75 in order to more realistically offset out member services. 
Sponsorships
POWR has several key assets that make it attractive for sponsorship opportunities. In particular, the PA Sojourn program could be well-leveraged to bring in sponsorships. With 12+ multi-day paddling trips, capturing the attention of over 1,000 experienced paddlers and up to 5,000 other participants, the Sojourns are ripe for a productive partnership with corporate sponsors. Through t-shirts, bottles, outdoor gear and giveaways, we will craft a targeted program to create sensible partnerships that create value for both the corporate interests and POWR. Specifically, we can offer the following:
1. Title sponsor (one statewide, 12 sojourn specific)
2. T-shirt logo placements and/or donation of t-shirts
3. Nalgene or Vessel  bottles as giveaways
4. Kayaks, canoes, and paddles contest
5. Poster and brochure placement
6. Website visibility
7. VIP meetings and/or reception with elected officials
8. Discounted sales for paddlers
9. Booths and displays at opening/closing ceremonies
We can provide ala cart or packaged sponsorships. We can communicate the nature of our audiences clearly, after our surveys have determined that paddlers spend on average $300 per event, are 40 YOA and older, typically white, suburban and affluent. Most are experienced, and many are attracted to the green lifestyle. We enjoy good earned media and press at both local and state level.  We expect to contract with a consultant in the first year (2010) to initiate our sponsorship program and expected costs might be in the range of $0.20 per $1 raised, so a significant investment will likely be required. 
Revenue Sources
This section discusses specific revenue sources targeted over the next five years. Some are stable sources, essential to our operations. Others represent exploration and experimentation to find a niche for POWR, and a way to develop both a strong network of supporters, and find financial sustainability. The following is our target diversity for revenue.
Figure 1. Desired revenue distribution by category


Foundation Grants (33%)
Foundation grants have been one of the most important revenue sources for POWR over the years. These grants from sources such as the William Penn Foundation, Heinz Endowments, Mellon Foundation, WREN, and others have served to provide basic, fundamental funding for the our efforts at all levels.  We will work to expand this group of supporters by seeking grants from regional and national philanthropies. Strategies for accessing foundation funding include sending newsletters and mailings to prospective foundations, scheduling informational meetings, and submitting letters of interest whenever possible. A complete list of foundation opportunities is included as an appendix.
Fee for Service and Sales (2%)
For a number of years, we have been offering a general liability insurance program to our member organizations. Recently, we added an umbrella policy as well. Through the insurance firm Millers Mutual, we offer an annual coverage program with the following key aspects:
· Annual aggregate limit of $6,000,000
· Personal & Advertising Injury: $1,000,000
· Employee Benefits: $1,000,000
· Excess (Umbrella) Liability Policy: $4,000,000
· Damage to Rented Property: $100,000
· Aggregate Annual: $6,000,000
Organizations with 200 or fewer members pay a flat rate of $325 annually. The rate includes (a) per member coverage fee, (b) an umbrella coverage premium, (c) a general policy insurance fee, and (c) POWR membership fee. If a organization has more than 200 members, there is an additional charge of $0.52 per person.
We offer a limited amount of merchandise for sale through Café Press, an online distributer of branded merchandise.
Membership (4%)
One source of funding for POWR’s operations is support from its members. Moving forward, member fees will be categorized into four groups: Individual, Organizational, and Business. To date, organizational and individual memberships have been distinguished clearly. Starting in 2010, we will introduce an individual membership fee of $30, and an organizational membership fee of $75. The third category of membership is business members. POWR has much to offer businesses through a membership program. Its high visibility across the region, its access to rural, suburban and urban populations, and its strong connections to key decision-makers at all levels of government make it an attractive avenue for businesses. This program would be launched by seeking contributions (e.g., $500 to $2000 or more) from medium to large businesses with environmentally friendly practices across the state.
Individual Donations (33%)
Soliciting donations is a challenging, though often rewarding process of engagement, relationship cultivation, and reciprocal partnership. It is an art form, and there both successful and ineffective individuals and organizations when it comes to donations. In recent years, POWR has had no donations greater than $250. This must change if we are to survive financially over the long term. If we are to meet our goals of organizational sustainability and revenue diversity, we must engage the 4,000 people we reach through our programming, primarily the Sojourns. In 2010, we will launch a targeted major donor campaign, in concert with an annual appeal campaign to greatly increase the proportion of our funding that comes from private donations. It is critical to provide value to individuals making donations, and we aim to do this through demonstration of our member services, events, and other items. Luckily, we have some good information to begin the process of screening our contact lists, including location, events participated in, and age. We will need to do considerable work on donor capacity and other factors. We will need to begin inviting contacts to events, and reaching them through multiple avenues (annual report, e-newsletter, advocacy alerts). Finally, we will need to fully engage the POWR board to ensure success. 
Table 2. Strategies for approaching donor classes
	
	Low Capacity (less than $1,000)
	Moderate Capacity ($1,000 to $10,000)
	High Capacity ($10,000+)

	Non-givers
	Direct Mail
	Personalized solicitation
	Personal approach by volunteer or staff

	Small givers
	Personalized solicitation
	Personal approach by volunteer or staff
	Customized strategy involving CEO/board leadership

	Mid-range givers
	Personalized solicitation to upgrade
	Personalized approach by volunteer or staff
	Customized strategy involving CEO/board leadership

	Large givers
	Further research and evaluation
	Customized strategy involving CEO/board leadership
	Champion donor strategies & involvement of CEO/board leadership


 
Corporate donations (5%)
There is great potential here, and yet remains largely untapped, often by many environmental organizations. POWR could benefit from targeted relationship-building meetings with some of the corporations listed below. As described in the previous section on Sponsorships, we will be pursuing corporate support primarily for the PA Sojourns program, but will also look to cultivate supporters for general operations as well. 
PA-based companies will be the first group solicited, but national and international companies with a strong PA or regional presence will be engaged as well. To achieve our target funding support, we will send letters and make phone calls to establish an initial line of communication, and subsequently follow up with in-person meetings where possible. Most corporations support nonprofits through their marketing and product advancement budgets, and consequently, our approach will be through those offices, rather than “community outreach” offices, which focus more on volunteers and partnerships. 
We are interested in using a consultant to assist us in this work as we have limited staff expertise in the field of corporate support. A highly qualified and experienced consultant could aid us greatly, and fees could be paid out of donations received.  
Table 3. Corporate sponsorship opportunities
	Corporate Donations Group
	Fortune 500 companies
	Other companies

	Major manufacturers
	Air Products & Chemicals (PA), Rite Aid (PA), Hershey (PA), Hatfield Meats (PA)
	Aveda, Kodak, 7th Gen, Toyota, Subaru, Rosenberg foods (PA)

	Outdoor recreation
	
	Cabella’s, LL Bean, EMS, REI, Eddie Bauer, Precision Kayaks, Old Town Canoes, Kelty, North Face, Gore-Tex, Nalgene, Vessel bottles

	Food Manufacturer
	Nestle, Hershey
	Kashi Foods, Cliff Bar, Horizon Organics, 360 Organics

	Water companies
	Aqua America (PA)
	North Wales Water Authority

	Energy companies
	Gamesa (PA), Excelon (PA), PPL (PA)
	BP, Inc.

	Building sector
	Crown Holdings (PA), Turner (NY/PA)
	Deluca (PA)

	Financial sector 
	Vanguard (PA)
	TD Bank

	Corporate Services
	IBM (NY)
	Law firms

	Health Care / Pharma
	AmerisourceBergen (PA), Merck (PA), Wyeth (PA), McNeil (PA)
	

	Communications
	Comcast (PA), Unisys (PA)
	Blackberry, Verizon


In-kind donations of services, materials, and volunteer labor is another key element of support for our activities. POWR’s member organizations and their resources are vital for being responsive to threats to water quality.  
Public grants (23%)
Currently, POWR benefits greatly from state grants from DCNR and in the past, DEP. In addition to state grants, there are a number of federal grant opportunities from the US Fish and Wildlife Service, the Environmental Protection Agency, and others. We hope to expand our use of these grants, despite the fact that at the state level, grant funding has been severely cut. In particular, we will seek Environmental Education grants from both DEP and EPA, and funding from PFBC for our Sojourn program. 




2008 Financial Planning Activities
Financial Goals for 2009-2010
· Raise $75,000 in new grants
· Secure DCNR Sojourn grant - ACCOMPLISHED
· Corporate sponsorships valued at $25,000
· Gain $2,500 in donations from annual appeal
· Increase number of organizational members from 50 to 150
· Increase number of individual members from 0 to 60
Priority Activities for 2009-2010
· Update mailing list and carry out first ever annual appeal to POWR contacts (Dec 2009)
· Revise collateral materials including membership brochure, General Liability Insurance brochure, and Sojourn brochure - ACCOMPLISHED
· Contract with corporate sponsorship consultant; focus on 2010 Sojourns (Jan 2010)
· Solicit new General Liability Insurance program clients (Feb-March 2010)
· Solicit new organizational members (Feb 2010, May 2010)
· Meet with or contact 15 private foundations to introduce POWR (ongoing)
1. Philadelphia Foundation – ACCOMPLISHED
2. William Penn Foundation – ACCOMPLISHED
3. Cora Brooks Foundation – ACCOMPLISHED
4. Roy Hunt Fund
5. Norcross Wildlife Foundation - ACCOMPLISHED
6. Foundation for PA Watersheds – ACCOMPLISHED
7. Heinz Endowments
8. R K Mellon Foundation
9. Wallace Foundation
10. Ittleson Foundation
11. Tremaine Foundation
12. Campbell Foundation
13. Alfred P Sloan Foundation
14. George Martin Foundation - ACCOMPLISHED
15. Water Resources Education Network – ACCOMPLISHED
Recent Grants (2009-2010)
· Foundation for PA Watersheds ($2,000) - SECURED
· Foundation for PA Watersheds ($10,000) - SECURED
· Norcross Wildlife Foundation ($2,500) - SECURED
· PA DCNR ($125,000) – SECURED
· PA DEP ($7,500) – PENDING
· US EPA ($25,000) – PENDING
· George and Miriam Martin Foundation ($1,000) - SECURED
· Cora Brooks ($10,000) - PENDING
· PA Fish and Boat Commission ($5,000)
· Philadelphia Foundation ($20,000)
Additional Foundation and Public Grant Opportunities

	Foundation
	POWR Project
	Amount

	Abelard Foundation
	Operations and member support
	

	Alfred P Sloan Foundation
	Watershed Learning Center
	

	Campbell Foundation
	Watershed awareness campaign
	$15,000

	Claniel Foundation
	Operations and member support
	

	Colcom Foundation
	
	

	Cora Brooks Foundation
	Operations and member support
	$10,000

	Foundation for PA Watersheds
	River Conservation Plan assessment
	$10,000

	George Martin Foundation
	River Conservation Plan assessment
	$5,000

	Heinz Endowments
	
	

	Ittleson Foundation
	
	

	Lattner Foundation
	Watershed Learning Center
	

	McCune Foundation
	
	

	Merck Family Foundation
	
	

	Norcross Wildlife Foundation
	Laptop computer
	$4,000

	PA DEP
	
	$7,500

	PA DCNR
	PA Sojourns
	$125,000

	Philadelphia Foundation
	Marketing and branding
	$20,000

	Richard K Mellon Foundation
	
	

	Roy Hunt Fund
	Watershed Learning Center
	

	Tiffany Foundation
	Watershed awareness campaign
	

	Town Creek
	Operations and member support
	

	Tremaine Foundation
	
	

	US EPA Environmental Education
	Watershed Learning Center
	$25,000

	Wallace Foundation
	Watershed Learning Center
	

	William Penn Foundation
	Keystone Monitoring Network / WLC
	

	WREN
	Watershed Learning Center
	$5,000




Revenue Sources	
Foundations	Membership	Donations	Fee for service	Sponsorships	Public grants	0.35000000000000031	0.05	0.35000000000000031	2.0000000000000011E-2	0.05	0.25	12 | Page

