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Rational Objective:

Each person will so understand what a good
Program Proposal is that they will have
written one which is free of ICA or personal

Existential

Aim: To be released to
from standing inside

think "progranmatically”

the shoes of a potential

donor - that is, released to a new kind of

Overview &
Proposal Selection

Program Objectives

Budget & Future Funding

jargon and precepts. thinking.
- COURSE OUTLINE
Session I Session 11 Session III Session IV Session V
Fri Eve - 2 hrs Sat AM - 3 hrs Sat Aft - 3 hrs Sat PM - 2 hrs Sun AM - 3 hrs
Problem Statement & Methods, Evaluation, Introduction Proposal Summary &

Evaluation

.Names & a fundraising
success story

.Introduction of course &
Purpose

.Layout Proposal Outline
and ground from stand-
point of donor, i.e.
“"What doesiithe donor
want to know here?"

.Personal Brainstorm of
possible proposals -
select one

.Share with group & creatq
teams

.Refresh outline with
explanation of language
used in each section &
weight given to each
section.

.Double check teams &
proposals

Problem Statement

.Hand out articTe by
Kiritz

.Read Problem Statement
section

.Discuss

.Teams write (30 min)
.Share, critique, discuss

Break
Program Objectives
~Read section together
.Discuss
.Read Guatemala Proposal

* Problem & Objectivies

.Teams write .
.Share,Critique, Discuss

.Read Methods section

.Discuss

.Read Guatemala Methods

.Teams write (30 min)

.Share, critique, discuss
Break

.Short course on Evalua-

tion, Budget, & Future

funding

.Hand out DED Budqget

.Teams work on all three

with focus on Budget

(45 min)

.Share, critique, discuss

.Read article on Intro-

duction

.Short course on ICA

.Teams have 20 min to

write Intro

.Each team read, critique
Break

.Hand out “Proposal
Checklist"

.Each team grade own
proposal

.Share scores and discuss
where more work is
needed

.Read article on Proposal
Summary

.Look at Checklist
.Discuss

(20 min)

.Each team write & type
& copy proposal summary
(90 min)

.Read each summary care-
fully & critique
(60 min)

.Congratulate, Evaluate,
Celebrate & Send out
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FROFOSAL WRITING FROCEDURES

15t Session: Friday evening — approxd 2 hours

Contexl: The intent of this workshop 1s that evervone has a chance to
wrrite a real funding proposal. Froposals are generally for raising of
wonesy and are presentad to corporations, churches., qovernment agencies,
tndividuals etc.

1. Introduction. Each persan tntroduced himself or nerselt with
rollowings

Planes

Huome  Cour e

Fegirdent Country or where working now

Lrary &Dout one Success 1n raising money or inkind materials.
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T et .
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zhLon context: W Mawse auch eqperlence represented here etc.
Outlined next +tour sessions by refereing to chart tor proposal writing
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With Methods, Evaluation Froces,ldther Funding and Budget
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e
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S. Asked each person to 1magine a realistic proposal or one that 13 facing
i, These wers listed and some sugqgested teams(usually two ko a team)

were designated with proposals of their choosing from the list -
choree between their own bwo!

o

usually a

shed to brood on these overnight.

quade usual ly tound 1n each section such as:
Frogram Obtechives Have language like: to inerease, to decreass, Lo
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M e s

. to develop,to nitiate, ta
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PROFDSAL WRITING CHART

PROPOSAL INTRODUCTION PROBLEM [FROGRAM OR PRO- METHODS EVALUATION OTHER BUDEET
SURMARY STATEMENT | JECT QBJECTIVES| PROCESS FUNDING
\equest ar Explains who is|Assessaent of |Explains WHAT PHOW to 1epleaen]Did 1t Work or |Other sources |How auch and
aver letter |making the need is going to the program or |how will we you will be for what
Ine sentence fofrequest be done how 1t will know it works |needing or to include
ach part of Explains rel toj work in the future [income as weil
roposal WHO WHY problea ar needrSteps as expenses
pecific Anticipated
requast Benefits
15% 20% 20% 20% 5% 5% 15%
History Delimit & [Realistic }Activities
Purpose rrow Ends Sequence product
Goals easonably Process
Product Staff Needs
Program & Ktatistical N Who will
Activities ocumenta- Changes & [Timeline do it?
Clients & | tion & DifferencesChart .
Anticipate riteria
Constity- Quotes from Patemeans
ents lients or |Outcome What data
xperts Process i11 you
A;‘é?\lgg”m rom Declare thauhy these [gather?
lients' Acca?s’hSh'StePS & ow gather
Endorser Niewpoint me not some ata?
ments & . o Who will [others question-
Quotes t benefit? [Strategies | SNaire
Qualifica- npu s interviews
3 ho is the |limeframe (procedures
tions  Foiont? reasonable | hat do
: o Specific & Disting- ith the
Clients = Measurable uish valuation
Drganiza'n r from what | ooy
hot the Anticipatedothers
ack of Benefits [have done Mhat reports
. Lour documents
brogram




2nd Sesslon - Saturdav Morning (Approx T hours?
1.Cankert: Reminded group of common format as indicated on chart and that
focus would he on first three sections{(exclusive of Intro). Also from the
standpoint of donur emphasis was given to importance donor places on each
section:

20% on Froblem Statement

20N on Frogram Objectives

=N% aon Methods

SY oon Budyet

135% un Introduction

S% on Other Funding

S oun Evaluation
I. Checked on team assianments and proposals they were 401ng -to wribe.
. lesued paper on Frogram Flanning and Froposzal Writing by Naorton J.

3. Discussion as to what this section s zalling tor. [t 13 really the
wWhy section. in writing best Lo narrow the focus of Froblemias upposed to
trying to cover the whole watertfront!. Uss hard data 1 f pogsible like
statisticsibut not whaole charts),guote conmutu by leaders, experts, etd.

b. Teams bevan to write bthe Froblem statment from perspective ot thelr
particular proposal. Appra. 20 Ming

7. Arvter writing came back together. Brier vetlection on the writing
SUCh as: Was 1t hard or easy? Where dad we experience difficulty? etc.

a. Two three teams were asked to read thelr statements. Agawn reflection
on the weitings with helpful critigue questions like: What struck you
about the statement? How wouid vouw 1mprove the statement? What was

wure Lesar

9 Firkeen einute break

19, A+bsr Lreak read Section [II 1n paper concerning Frogqram Objectives
{(agaln 1ndividuals reading aloud around the tatle) and some discussion of
mplications as well as questions.

11. & sample proposal was read (Buatamala proposal) and looked for some of
the marks of Frogram Objectives.

12, Fach tesin returned to the task of writing - this time on Frogram
Ubigecuives wabout IO minutes)

1%, Fead some o+ the paraaraphs aqain - [f a team had not read Froblem
Jtatement berors 1t was read now to set a context rfor Frogram Objectives
wirrlbirvig.

L. Feef lectioun on wrlting such as: What struck wou? Was connection made
petwes, Heobien Statenent and Froaram Objectives?

fonte V: The pownt wes emphasized how the prosaression or this chaert might
el ]l s ux B0 revise previouws statements and that this whole writing
2rErT e aer e o Mkl plannina process. ml=o, those of us who have been
Ve alieed i lhor b anop planning wmetnods sy [CAr mar tind some Gt our ideas
Lzl s Lade o, We oiten. 1N our normal woerkshop planning, get so

et @it corl ol Bl r v1S1on E=satements or other unrestad brainstorms. This

R R T R S A R Vi wretting begins to weuk some rzaliby nto Mt




For tavlc 'Po.nfs

Proposals written for foundations and those written

tor tederal grants will differ markedly in final form.
Foundations usually require a brief letter; federal agen-
ctes usually require you to complete an extensive array

of torms and possibly attach your own narrative.

We suggest the following format as a basic planning
tormat for all proposals. Thinking through the various
sections as we suggest will enable you to draw from the

content virtually all thateither a private or public fund-

ing source will ask from

you. Thinking through the

various components will PIOPOSEI
also enable you to develop Summary

a logical way to approach .
R P L your plans and programs. I Introduction
And hopefully this plan- II Problem
ning will make your pro- Statement
grams more effective.
WRI IN The proposal format or Assessment
I (; looks like this: of Need
I Program
By Norton J. Kiritz Objectives
Executive Director IV Methods
THE GRANTSMANSHIP CENTER® V Evaluation

| VI Future Funding
|VII Budget

| Copyright©1974, 1978

Proposal Summary

F'he summary is a very important part of a proposal

not just something you jot down as an afterthought.
There may be a bux for a summary on the first page of a
tederal grant application torm. In writing to a founda-
tion, the summary may be presented as a cover letter, or
the tirst paragraph ot a letter-type proposal. The sum-
mary 15 probably the first thing that a funding source
will read. It should be clear, concise and specitic. It
should describe who you are, the scope of your project,
and the projected cost.

Some funding sources may screen proposals as a First
step in grant-making. That s, they brietlv examine
cach proposal to see if 1t i consistent with their
priotities b it s trom an agency eligible to apply tor
their tunds, ete. As g turther step, the screeners may
draw up g summary of their own and these proposal
summuaries may be all that 15 reviewed in the next step
ot the process. [tas much better to spend the time to
draw up a summary of vour own that the tunding
source van use than to hope that the reviewer sees the
importance ob vour program in his briet inttial look at
vour proposal. S0 do a good job!

e Grantsmanship Center s a response to the critical need of nonprofit and public agencies for low-cost
Jtramung i program planning and resource development. The Center conducts workshops, employs
a research staff, maintains a library and publishes a magazine.



I
Introduction

This 1s the section of a proposal where you tell who
you are. Many proposals tell little or nothing about the
applicant organization and speak unly about the project
or program to be conducted. More often than not
proposals are funded on the basis of the reputation or
“connections” of the applicant organization or its key
personnel rather than on the basis of the program's
content alone. The Introduction is the section in which
you build your credibility as an organization which
should be supported.

Credibility

What gives an organization credibility in the eyes of
a funding source? Well, first of all, it depends on the
funding source. A traditional, rather conservative fund-
ing source will be more responsive to persons of
prominence on your Board of Directors, how long you
have been in existence. how many other funding
sources have been supporting you, and other similar
characteristics of your organization. An “avant garde”
funding source might be more interested in a Board of
‘tommunity persons” rather than of prominent
citizens and in organizations that are new rather than
established, etc.

Potential funding sources should be selected because
of their pussible interest in your type of organization or
vour type of program. You can use the introduction to
reintorce the connection you see between your interests
and those of the funding source.

What are some ut the things you can say about your
wiganization in an introductory section?

¢ How you got started.

* How long vou have been around.

® Anything unigue about the way you got started, or

the tact that you were the first thus-and-so
organization n the country, etc.

Some of your most significant accomplishments as
an organization or, it you are a new organization,
some ot the signiticant accomplishments of your
Board or statf in their previous roles.

Your urganizational guals — why you were started.

®* What support you have received from other
vrganizatons and prominent individuals (accom-
panied by some letters of endorsement which can be
in an appendix).

We strongly suggest that you start a “"credibility File”
which vou can use as a basis for the introductory sec-
tion of tuture propusals you write. In this tile you can
Keep copies of newspaper articles about your organiza-
tion, letters of support vou receive trom other agencies
and trom vour chients. Include statements made by key
tigures in vour tield or in the political arena that en-
dorse vour kind ot program even if they do not mention
your agency

2 B A NS S NG e

For example, by including a presidential com-
mission’s statement that the type of program which you
are proposing has the most potential of solving the
problems with which you deal, you can borrow
credibility from those who made the statement (if they
have any).

Remember, the credibility you establish in your in-
troduction may be more important than the rest of your
proposal. Build it! But here, as in all of your proposal,
be as brief and specific as you can. Avoid jargon and
keep it simple.

11

Problem
Statement
or Assessment

of Need

In the introduction you have told who you are. From
the introduction we should now know your areas of in-
terest — the field in which you are working. Now you
will zero in on the specific problem or problems that
you want to solve through the program you are propos-

ing.
Pitfalls

There are some common pitfalls which agencies face
when they try to define problems.

Sometimes an organization will paint a broad picture
of all the ills plaguing people in a part of the communi-
ty. Propusal writers do not narrow down to a specific
problem or problems that are solvable, and they leave
the funding scurce teeling that it will take a hundred
times the requested budget even to begin to deal with
the problems identified. This is overkill. It often comes
from the conviction of the applicant that it must draw a
picture of a needy community in all its dimensions in
order to convince the funding source that there are real-
ly problems there All that this does is to leave the fund-
ing source asking: " How can this agency possibly hope
to deal with all ot those problems.” Don't overkill.

Nagrow down your detinition of the problem you
want to deal with to something you can hope to ac-
complish within a reasonable amount of time and with
reasonable additional resources. .

Document the Problem
Document the problem, How do you know that o

problem really existst Don't just assume that
“everybody knows this s a problem. .. .” That may be
true, but it doesn t give a funding source any assurance
about your capabilities it vou fail to demonstrate vour
knowledge of the problem. You should use some key
statistics here. Dont fill your proposal with tables,
charts and graphs. Thev will probably turn  off the
reader. 1t vou must use extensive statistics, save them
for an appendin. but pull out the key figures tor your
problem statement. And know what the statistics say
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We saw one proposal where an agency presented
demographic (population statistics) pictures of two
communities, one in which the program was to be con-
ducted and another nearby community where there
would nut be a program. Every statistic (percentage un-
employment, ethnic breakdown, number of youth,
number of juvenile arrests, etc.) pointed to a vastly
greater problem in Community B than Community A
yet Community A was the propused site of the new
program. Any reviewer would seriously question the
program based on those accompanying statistics.

To summarize, you need to do the following:

e Make a logical connection between your
vrganization's background and the problems and
needs with which you propose to work.

* Support the existence of the problem by evidence.
Statistics, as mentioned above,are but one type of
support. You may also get advice from groups in
your community concerned about the problem,
from prospective clients, and from other
organizations working in your community and
protessionals in the field. .

® Define clearly the problems with which you intend
to work. Make sure that what you want to do is
wurkable — that it can be done within a reasonable
time. by you, and with a reasonable amount of
money.

III
Program Objectives

One ot your.concerns throughout your proposal
should be to develop a logical flow from one section to
another. Whereas you can use your introduction to set
the context tor your problem statement, you can
likewise use the problem statement to prepare the fund-
ing source tor your objectives

An objective 1s a specific. measurable outcome of
your program.

Clearly if you have deftined a prublem, then your
objectives should offer some relief of the problem. [f
the problem which you identify is a high incidence of
drug abuse by vouth in your community (sub-
stantiated, ot wourse), then an ubjective of your
program should be the reduction of the incidence of
drug abuse among youth in your community. If the
problem s unemployment, then an objective is the
reduction of unemplovment.

Distinguish between
Methods and Objectives

Une common problem in many proposals is a failure
o disunguish between means and ends — a Failure to
hstinguish between methods and objectives.

For example. many propusals read like this:

The purpuse ot this proposal is to es-
tablish a peer-group tutonnyg program for
potential drop-outs in the . ____area ot Lus
Angeles, or

“ask is

“The objective of this program is to
provide counseling and guidance services
for delinquent youth in

What's wrong with these objectives? They don't
speak about outcome! If [ support your project for a
year, or for two years, and come back at that time and
say, “l want to see what you have done—what you
have accomplished,” what can you tell me? The fact
that you have established a service, or conducted some
activities, doesn’t tell me whether you have
helped to solve the problem which you defined. I want
to know what you have accomplished. [ want to know
the outcome of your activities. | want to know whether
you have, through your tutoring program, reduced the
number of drop-outs with whom you have worked, or
whether the delinquent youth with whom you worked
got into less trouble over the past year. Knowing that
you worked at it is not enough!

Some organizations, trying to be as specific as they
can, pick a number out of the air as their measurable
objective. For example, an agency might say that their
vbjective is to “decrease unemployment amony adults
in the XYZ community by 10 percent.” The question I
where did they get that figure? Usually it is
made up because it sounds good. It sounds like a real
achievement. But it should be made of something more
substantial than that. Perhaps no program has ever
achieved that high a percentage. Perhaps similar
programs have resulted in a range of achievement of
from 2 too percent decrease in unemployment. In
that case, 5 percent would be very good. and 6 percent
would be as good as ever has been done. Ten percent is
just plain unrealistic. And it leads me to expect that you
don't really know the field very well.

It you are having difficulty in defining your ubjec-
tives, try projecting your agency a year or two into the
future. What_differenc u_hope tg_gee
butweeathan and now? What changes would have oc-
curred? These Changed dimensions mav be the objec-
tives of your program.

In additivn, | want to examine your objectives in a lit-
tle more detail. Maybe some programs create jobs for
people that are very temporary in nature, and they
reduce the unemployment problem in the short term,
but atter a year or two the problem will be back with us,
as bad. or worse. than ever. This gets into the question
of evaluation, which cleariy relates to the setting of
measurable objectives . for o good set of well-drawn
and realistic objectives becomes a set ot criteria for the

evaluation of the program and thus serves anuther
purpose.

1\Y
Methods

By now vou have told me who you are. the
problem(s) you want to work with, and your objec-
tives (which promise a solution to or reduction of the
problems), and now you are going to tell me how you
will bring about these results. You will describe the
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methods you will use — the activities you will conduct
to accomplish your objectives.

Research

The informed reviewer wants to know why you have
selected these methods. Why do you think they will
work? This requires you to know a good deal about
other programs of a similar nature. Who is working on
the problem in your community and elsewhere? What
methods have been tried in the past and are being tried
now and with what results? In other words, can you
substantiate your choice of methods?

One agency recently brought a proposal into class
that dealt with the provision of counseling services to
delinquent youth by professional social workers with
MSW degrees. Each of these two professional staff
members was to receive a salary in excess of $15,000
per year. The agency was concerned about the limited
number of MSW's they could hire within their budget
limitations.

A number of questions were raised about this.
program. One key question was this — why did you
decide that professional social workers with MSW
degrees and $15,000 salaries were necessary to the
success of vour program? Do you have any evidence
that similar programs have been effective elsewhere?
What other models exist that you could work with? 1s it
possible that para-professionals (non-degreed workers,
even ex-otfenders themselves) could do the job as well
as or perhaps better than the trained professionals
you want tu hire? Do you know of programs using
para-professionals in this capacity and have you as-
sessed the results of such programs? How can you
complain of lack of sufficient money to employ more
than these two highly-trained staff when you don’t
know if there is a less expensive, and perhaps more
successtul, model to follow.

The consideration of alternatives is an important
aspect ot describing your methodology. Showing that

you are &mjhaumuxhﬁo_tﬁméﬁw_*&mue of
ditterent models for solving the problems, and showin,

yuurreasons for_selecting the model that you have,
gives a funding source a feeling of security that you
know what you are doing, and adds greatly to your
credibility.

One planning technique which you might want to
use is this. Take a sheet of paper and divide it into
columns. The first column is the “problem’™ column,
the second is headed ' objectives, the third *“methods™
and the fourth “evaluation.” If you list all your ob-
jectives separately in the second column, you can then
identity the prublem that it relates to, the specific
methods in your program that deal with the objective,
and the criteria of success in reaching the vbjective as
well as the method of evaluation.

This helps you to see whether you are truly dealing
with all uf the problems you talked about. whether your
objectives relate to the problem(s)., whether you have a
method ot reaching each obijective. and whether you
have set up an evaluation mechanism 1o deal with your
enure program. This leads us into the next proposal
compunent — evaluation.

G 100 E A NANSIEE N TR N
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Evaluation

Evaluation of your program can serve two purposes
for your organization. Your program can be evaluated
in order to determine how effective it is in reaching the
objectives you have establis! — in_solving_the
problems you are dealing with. This concept of evalua-
tion is geared towards the results of your program.

Evaluation can also be used as a tool to provide infor-
mation necessary to make appropriate changes and ad-
justments in your program as it proceeds.

As we have stated, measurable objectives set the
stage for an effective evaluation. If you have difficulty
in determining what criteria to use in evaluating your
program, better take another look at your objectives.
They probably aren’t very specific.

Subjective and
Objective Evaluations

Also, be sure you understand the difference between
_subjective and gbjective_evaluations.

Subjective evaluations of programs are rarely
evaluations at all. They may tell you about how people
feel about a program, but seldom deal with the con-
crete results of a program. For example, we saw an ex-
ample of an evaluation of an educational program that
surveyed uopinions about program success held by
students, parents, teachers and administrators of the
program. This is a pretty "soft” evaluation, and doesn't
really give much evidence to support the tangible
results of such a program.

In addition, this particular evaluation solicited com-
ments from students when they completed the
program, failing to deal with over 50 percent of the
students who started but did not complete the program.
Clearly. those students who finished the program are
going to_react differently. as a group, from those who
didn’t complete the program. And we might, as an
agency, learn a great deal from those who didn't finish.
From the nature of this evaluation, one might suppose
that the educational institution involved was committed
to producing what they thought would look like a
good evaluation, but it wouldn’t pass muster with a
critical reviewer.

Subjectivity — introducing our own biases into an
evaluation — will often come in when we evaluate our
own programs. Particularly if we feel that continyed
funding depends on producing what looks like a
good evaluation.

One way of obtaining a moure objective evaluation,
and sometimes a more p sionally prepared evaiua-
tion, is to look to an outside organization to conduct an
evaluation for you. You might go to other non-protit
agencies, colleges and universities in your community
which will work with you in developing an evaluation
tor your program. Sometimes it is possible to get an
outside vrganization to develop an evaluation design
and proposal for evaluation that can be submitted to a
funding source. complete with its own budget, along




with your proposal. This not only can guarantee a more
objective evaluation, but can also add to the credibility
of your total application, since you have borrowed the
credibility of the evaluating institution.

It is essential to build your evaluation into your
proposal and to be prepared to implement your evalua-
tion at the same time that you start your program, or
before. If you want to determine change along some
dimension. then you have got to show where your
clients have come from. It is very difficult to start an
evaluation at or near the conclusion of a program, for
you usually don’t know the characteristics of the people
you are working with as they existed prior to being in
your program.

An Excellent
Program Evaluation

I'd like to give you an example of what | think was a
very fine program evaluation. [t took a lot of time and
resources to conduct, and it may look like a pretty big
project in and of itself. That is true. The agency that
conducted this evaluation had the resources to do it. But’
evaluations of this nature may have enough value in
and of themselves to be able to be funded quite sepa-
rately and distinctly from the programs to which they
are attached.

Some years ago the Los Angeles County Probation
Department operated what was called the Group
Cuidance Program. Group Guidance was a program
that employed “streetwise” Probation Officers as gang
workers, with the goal of orienting gangs away from
criminal behavior and into more productive activities.
Some agencies questioned the effectiveness of the
program and an evaluation design was created. (This is
not a particularly good practice in setting up
evaluations, in that evaluations set up to justify the
continued existence of a program, and conducted by the
agency itself, tend to be biased in favor of the agency.)

What is interesting is the evaluation design itself. It
was an attempt to gather information about the
presumed reduction in delinquent behavior among
gang members involved in the project, and to put this
data into an economic context which would justify the
cost of the program. This is the basic evaluation design.

Gangs were identified which had reputations of be-
ing violent, moderate and quiet. It was proposed that
the violent gangs got into far more trouble than the
other two, and that this would be reflected in their
court records — they would be arrested more often,
would be in jail and juvenile hall more often and for
longer periods of time, would spend more time at cor-
rectional facilities, etc. The Probation Department,
with access to court records, examined the records of
all members of these varied gangs. They identified all
contacts that a youth could have with one institution
or another and then went to each institution, confer-
red with their business department, and came away
with a cost figure, in dollars .and cents, that could be at-
tached to a particular entry on acourt record. In other
words, it cost X dollars tor a youth to spend the night
in Juvenile Hall and Y dollars tor 24 hours in a Proba-
tion Camp. Each gang member's record had a dollar
value attached to it

The result of this was the finding that the three kinds
of gangs in question did cost the community a varying
amount of money, with much higher costs being at-
tributed to the violent gang.

The agency had done a number of things in
designing  this evaluation. It had established a
measurable “index of delinquency’’ and it had created a
“dollar and cents”” measure which could demonstrate to
the funding source, the Board of Supervisors of the
County of Los Angeles, a possible saving which could
be realized were the records to show that the decrease in
cost for the gangs worked with in the program was
greater than the cost of conducting the program itself.
Pretty ingenious!

The project proceeded with the involvement of the
Group Guidance worker with the most violent gang,
the provision of some form of peripheral services to the
moderate gang by another agency and no “treatment”
at all for the quiet gang.

The evaluation was a log of further contacts by gang
members with social agencies, a determination of their
cost, and an examination of whether the cost of the
gang worker was paid for by the reduction in recorded
offenses on the part of gang members with whom he
worked.

VI
Future Funding

This is the last section of your proposal, but by no
means the least important. Increasingly, funding
sources® want to know how you will continue your
program when their grant runs out. This is irrelevant
for one-time only grant applications such as requests
for vehicles. equipment. etc. But if you are requesting
program money, if you are adding to your projects
through this proposal, then how will you keep it going
next year?

A promise to continue looking for alternate sources
of support is not sufficient. You must present a plan
that will assure the funding source, to the greatest ex-
tent possible, that you will be able to maintain this new
program after their grant has been completed. They
don’t want to adopt you — they don’t want you con-
tinually on their back for additional funds. Moreover, if
you are having problems keeping your current
operations supported, you will probably have much
more difficulty in maintaining a level of operation
which includes additional programs. The funding
source may be doing you no favor by supporting a new
project and putting you in the position of having to
raise even more money next year than you do now.

What is a good method to guarantee continued sup-
port for a project? One good way is to get a local in-
stitution or governmental agency to agree to continue ta
support your - program, should it demonstrate the
desired results. But get such a commitment in writing.
A plan to generate funds through the project itself —
such as fees for services that will build up over a year or
two, subscriptions to publications, etc.~is an excellent
plan. The best plan for future tunding is the plan that
does not require outside grant support.
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VII
Budget

As with proposals themselves, funding source re-
quirements for budgets differ, with foundations requir-
ing less extensive budgets than federal agencies. The
following budget design will satisfy most funding
sources that allow you to design your own budget and,
with minor changes that the sources will tell you about,
can be adapted to fit most federal agency requirements.
Our recommended budget contains two components —
the Ffirst is Personnel and the second is Non-Personnel.
You can expect that in most social service and related
programs, approximately 80 percent of the budget will
fall into the three components of the Personnel section.

I. PERSONNEL
A. Wages & Salaries

In this section you list all full and part-time staff in the
proposed program. We suggest the following layout:

(No ot
(No of mos.
persons {% tme wemployed
1n euch {Munthiy on 1n grant Total

posiion) (Title) salary)  project) pernod) Requestdd Donated

How does this look on a completed budget? Well, if
you are employing an Executive Director at a salary of
$1.000 a munth, workiny Full-time (100 percent) tor the
entire grant period (12 months) and you are askiny the
funding source to provide his salary, then it looks like
this:

Requested Donated

(1) Executive Director at
$1.000 per mo. (100% time) $ 12,000
x 12 mos.

You can hist all vi your statt this same way. It any of
vour statt are being paid out ot another source of funds
ttor example. a staft person assigned to your project by
a County agency) then you total up their salary and put
itin the " donated” column. This column might also be
called “non-lederal” share in the case of federal
programs, ur also “matching” or “in-kind"" contribu-
tion. Like this,

Requested Donated
(2) Counselors at $700 per mo.

(50% time) x 6 mos. 34200

Thus micans that, vou will have two halt-time
counselors on vour statt tor six months and their
salaries are besng pasd by somebody other than the tun-
Jding source vou are applying to. You still put their tull-
time salary 10 the budget 1$700 per month), take half of
it (thev are unlvy working 50 percent time), multiply the
$350 by the siv months they will be working on this
project (ving you $2,100). and multiply bv 2 (the
aumber o people employed i this capacity). This

[« O R LR TR

gives you a total of $4,200 ot donated counselor ser-
vices in this project.

What does the $1.000 per month figure for the salary
of the Executive Director represent?

It may represent his or her actual salary tor each
month of the year. However, particularly in a new
program, it may not. Our suggestion is that all
organizations develop a five-step salary schedule for
each job in the vrganization. The salary range for an
E':ecutive Director in the abuve agency may look like
this:
Step A

Step B Step C Step D Siep L
$900/ ma.

$050/mo. $1,000/mo. $1,050/imo. $1.100/mo.

If you have developed this kind of salary schedule
for each position, then you can place in the monthly
salary column of your budget the middle step of the
salary range for each position, place an asterisk next to
each quoted salary, and a note at the bottom of the
salary section telling the reader that all salaries are listed
at the middle step of the salary range for that position.
Then you can attach your salary schedule to the budget.
This method allows for a good deal of flexibility in fix-
ing salaries for individuals that are hired.

For example you may have somebody in mind for
the Executive Director’'s job who is presently earning
$825 per month, and who would be delighted to come
to work for you at the first step of the salary range for
Executive Director ($900 per month). On the other
hand, there may be an outstanding candidate for the job
who is presently earning $1,000 per month, and who
wouldn’t come to work for you for less than $1,050 per
month. Using salary range in this manner allows you to
employ cither person, at the appropriate salary, with
the assumption being that all persons’ salaries will
average out towards the middle of the salary range.

How do you determine what the salary range for an
Executive Director for your agency ought to be?

The tederal government requires that all uf your
salaries are comparable to the prevailing practices in
similar agencies in your community. To justify the
salaries you build into vour budget you must ubtain in-
formation trom other local agencies regarding the
salaries of persons with job descriptions, qualifications
and responsibilities similar to those of the jobs in your
agency. You might go to the local city and/or county
government, the school district, the United Way or
United Fund. vtc. By comparing the jobs in your agency
with the jobs at other local agencies, you plan a salary
tor each pusition, and you keep the “comparability
data  on hand. should you be asked by the funding
source to justity vour staff salaries.

B. Fringe Benefits

In this section vou list all the fringe benetits your
employees will be recerving, and the dollar cost ol these
benetus. Some tringe benefits are mandatory — but
these vary trom state to state. so you will have 10 deter-
sine what they are tor your agency in vour state. Man-
Jatory tringe benetits may include State Disability In-




surance, Unemployment Compensation, Retirement
Contributions. etc. Most nonprotit agencies may vote,
when they are started, not to participate in Social
Security. These fringe benetits are all based on o
percentage of salaries. For example. FICA, which is go-
ing up. has been based un 5.85 percent of the fitst $10.-
000 of each person s salary. Theretore, an entrv tor
FICA on your budget might look like this:

Requested Donated
FICA ct 5.85% x $87,000 $5,090

$87,000 is the total of all your salaries, up to $10,800
for any one person.

Some fringe benefits may be paid not on a percentage
ot salary, but with an absolute dollar amount for each
employee. For example:

Requested Donated

Health Insurance -+ $10 per mo.
x 8 employees x 12 mos. $3960

How do you determine what fringe benefits to
provide to employees in your agency?

If you already operate a variety of programs your
answer is simple. Employees in a new project receive
the same tringe benefits as those you already employ in
sume other activity. The federal government requires
this parity. and it is a good practice. If you are starting a
new agency. or haven't formulated a fringe benefit
policy vet, then you go to the same kinds of figures as
you did when establishing your salary schedule — you
provide in tringe benefits what is comparable to the
prevailing practice in similar agencies in your com-
munity.

C. Consultants & Contract Services

This is the third and final part of the Personnel sec-
tion of your budget. In this section you include paid
and unpaid consultants, volunteers and services for
which you contract. For example, your project may not
be large enough to warrant hiring a full-time
bookkeeper, and you may want to use a bookkeeping
service to keep up your books. An entry in your budget
will look like this:

Reguested Donated
Bookkeeping Service at $75 per
mo. x 12 mos.

You should be running your two totals columns — re-
quested and donated — through your entire proposal,
s0 you have a choice of where you put the total for this
service. If you are going to pay for it. it goes in the
“requested” column:

Requested Donated
Bookkeeping Service at 75 per

mo. x 12 mos. $900

If the services are being provided free by a friend of the
project then it goes in the “donated” column:

Requested Donated

Bookkeeping Service at $75 per
mo. x 12 mos. $900

It is important to develop as much donated services
and equipment as pussible. No tunding soutce likes w0
teel it is being ashed to carry the entire burden ot a pro-
ject. It the project really means something to vou and
o vour communuy, then you should have been able to
develop a substantial “matching” contribution in vour
budget. Other kinds of contract services that might be
included would be tor auditing, public relations et

In this section you can include all of your volunteer
assistance. How do you value a volunteer s time tor
budgetary purposes? Well, federal agencies mamntain
lists ot various types of jobs, and assign a value to each
hour ot volunteer time for each position. For example.
the time of a professional Social Worker may be valued
at $7.50 per hour, and would look like this in your
budget:

Roquested Donated
(1) Volunteer Social Worker
at $7.50per hr. x 4 hrs. per wk.
x 40 wks. $1,200

The figure which you get from a federal agency

“volunteer valuation list may be less than the actual

current hourly salary of the volunteer. In that case, you
may use the actual hourly salary, but be prepared to
substantiate that figure. Or, the volunteer mav have
worked as a paid consultant for $10 per hour. You
can use that figure if you can document it.

With all of your volunteers you are required to
deliver the promised volunteer services, just as if the
funding source was actually paying their salary, and
you will be asked to document the work performed by
volunteeis and keep records of their volunteer time
which may be audited in the case of a federal grant.

IIl. NON-PERSONNEL
A. Space Costs

In this section you list all of the facilities you will be
using. both those on which you pay rent and those
which are being donated for your use. Rent you pay, or
the valuation of donated facilities, must be comparable
to prevailing rents in the geographic area in which you
are located. In addition to the actual rent, you should
also include the cost of utilities, maintenance services
and renovations, if they are absolutely essential to your
program.

B. Rental, Lease or Purchase of Equipment

Here you list all of the equipment, donated or to be
purchased. that will be used in the proposed program.
This includes office equipment, typewriters, Xerox
machines, etc. Let discretion be your guide in this sec-
tion. Try to obtain as much donated equipment as you
can. It not only lowers the cost of the program, but it
shows the funding source that other people are in-
volved in trying to make the program happen.

C. Consumable Supplies

This means supplies such as paper clips, paper. pens,
pencils, etc. A reasonable figure to use is $75 per year
for each of your staff. If you have any unusual needs
for supplies — perhaps you are making a workroom
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avadable tor community persons — then put in a
separate bigure for that. For example:
Requasted Danated

18 staif x $75 per year $600
Supplies lor community work-
room x $30 per mo. x 12 mos. $360

D. Travel

Divide the section up intu local and out-of-town
travel. Don’t put in any big lump sums which will re-
yuire nterpretation or raise a question at the funding
source. Remember, on local mileage all of your staff
won't be Jdriving on the job, and not all who do will
drive the same amount. For example:

Out-of-town travel Hequested Donated

(1) Community Organizer to

NACD training program in
Detroit, July 5-8, $242
round-trip airfare plus

4 days per diem at $25

per day $342

Local travel
Exec. Director at 100 mi.per

x 12 mos. x 10¢ per mi. $120
{2} Communuy Organizers at
6500 mi. per mo. x 12 mos. x
10¢ per mi. $1,200

Out-of-town travel is a very vulnerable section of your
budget. Plan and justify as completely as you can.

E. Telephones

Remember installation costs! Put in the number of
instruments you will need times the expected monthly
cost per instrument. Justify any extensive out-of-town
calling that you will have to do.

F. Other Costs

This catch-all category can include the following:
1. Postage
2. Fire, theft and liability insurance
3. Dues in professional associations paid by the
agency
Subscriptions
Publications, the cost of which may be broken up
into:
printing
typesetting
¢. addressing, if done by a service
d. mailing (separate and distinct from office
postage above)
6. Any other items that don't logically fit elsewhere

A NOTE about Indirect Costs

Some programs, particularly those conducted within
a large institution, such as a college or university, also
include an indirect cost figure. Indirect costs are paid to
the host institution in return for its rendering certain
services to the project. The host may manage the
bookkeeping and payroll, assume some responsibility

v s

S

Requested Donated

tor uverseeing the project, take care of maintenance and
utility costs. ete. The tirst time an institutivn conducts a
tederally tunded program it projects what these indirect
costs will be. Subsequently there is an audit by the
tederal government. and an indirect cost figure is fixed
which wiil hold tor the institution for all subsequent
federal grants until the time of the next audit.
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This article was originally published in The
Grantsmanship Center NEWS, a bimonthly publication of The
Grantsmanship Center.

Subscription Rates: $28 for one year (6 issues); $52 for two

years (12 issues); $72 for three years (18 issues).

Foreign Subscriptions: Add $10 per year for surface mail, $30

per year for airmail.

For additional information about our publications and train-
ms, please contact: The Granstmanship Center,

ing progra
1031 S. Grand Avenue, Los Angeles, CA 90015. Tel. (213)
7494721,

Reprinted from The Grantsmanship Center News ¢ 1031 S. Grand Ave., Los Angeles, Califoria 90015
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WOﬂéN'i OPPORTUNITY GIVING FUND PROPOSAL FORM

1. Pfojecc Title %emen and Childroen's Sducaticnal irojoct=- Conacaste

1 Guagemala

2. Project Address ICA 13 Cu'lc 15-63, dJann hone 29792 ~

3. Synod/overseas church or council of churches
to which project is relaced (See Criceriom #10).

4. Brief description of needs to be met, basic project objectives, and evaluationm
process. (Please limit descriptioun to this space.) :

iatemalan village 'women have traditicnally borne the daily weight of hard
5rk in the homes and fields, raise the childrcen, treated as second class
itizens to the man ("machismo") and arc generally illiterate and lacking in
1leable skills. Village children do not attend school until seven years of
re with no pre-school training in the most formative years, Most villages
ive only one primary school and cne twacher for three grades. There are no-
>oks. Conacaste is rare becuuse it has a pre-school and two' trained teachers.

e objectives of this project are: l)to train 10 preschool teachers from
nacaste; 2) to expand the proschcol from the present 50 childre bto 2001 -
~om two to five yaars of agao; 3) to train 30 village women in employcable
iills of sewing, tailoring, cocking, nutrition, accounting, litoracy and
wmily mardens; 4) to create a curriculum using the latest work in the

*ven intelligences, loft-right brain research and pyscho=physical. involve=~
e, .

.

1ese objectives will be met by a one week training in now methods for pre-

thool tcachers and two months of wook-end training; taking a census of all

e-school aged children and deciding with tho parents about the administra-
on and rules of the preschool program; renting available villagé houses

'r.. pre-scbool expansion and office space and buying all ‘necessary equipment
d supplies; organizing 50 women into skills groups and hiring appropriate

.i1ls trainers; employing two ICA staff to coordinate the project and

1simn the curriculums; and to hire a part-time accountant to oversee the
wokkeeping for the projoct. - e "

the end of every three months, a full scale evaluation of the project
11 be held with the toachers, trciners and ICa staff to evaluate the pro=-
‘ess of the project. These evaluations will he written up to be pulled
»gather at the end of the year for a document of learnings. This will

' most useful in replicating this project in othor marginal villages
‘* Central aAmerica. : .o - .

. Lt TR D LN L Y

5. Date project will begin Anvil 1, 1987 end_March 31, 1988

6. Funding questions:

A. Enclose a copy of the project budget.

B. Total cost of the project is $1Z,768.00 Amount requested from WOGF $_10,C

-QVER-
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[ ce DusoW bibuD euliddas s e fomelt dwd Lty peujuecis I wawunis Cutueslau oo
wibaa peuding ecbion Ly luwdot, uvuvy, pleane lndicate when you expect Lo Cfutieve
coea WOLd From cach pioup.

Amoutit Amount assured Date of
Fundiny Body: seguestlad to dace finul word
Conadian wmbaa=y T, 00 (SN o AlY neapesals to hn suhmirrned
werary Club T S VI
A3 PR Y |

A5 INDES (UsSAID)  F.5,Leiiaty

»
7. 3tate uhy you thiunk the Presbyterica Chuzch (U.S.A.), through Homen 8 Oppor-
tunity Giving, should fand this prolicct.
Mr. Lric Porrin, the UNL. rapres:ntaltive in Juatemala, cold us that,
bacause many Guat.malan wome-n have little or ng employablo shills thoy
4re unable to obt.in jertwu. The young wemen, in thoir economic dospair,
leave chousands o abanconcd children :to rcam the streets causing a
m.a,or asocial probloem Iin Gxn.ﬁwa-a. Shis projoect will traim viliago
women in neceded employablo ills within tho village to offset the .
necaessity to migrare to “ho ~i:y ~nd will teach the younger woaen
how to train and ense ZJor 2bildien :nd their important future in Guat.
7Ja. #ow d0 you plan to provide Ior fucure furding and support? Check the appro= '
ariate items: ComauniCy ornunxzaczons_:;_ individual coatribucions____ foua-
dacion grancs_X_ selfi-sustaining_ % incorporate into regular budget
Presbyterian Church_* _ ocher denominations___ Other (Explain)

« | T

. . 1

IR

8. To what extent have women in the sy .nod been involved in planning £ot or par;t-

cipation in the work of chis projecc: T e
» " .‘
Seze orra. Griszldi. Varouez c/o ZCa Date
(type or print) '
adcress 13 Calle 15-GR . Z4onn 1, dn-t=-1a Mpgtomaln Phone___29792 .

te.aclonship to Projecc__lyiv-eron rf. Can~c:.ste 1oreschool

Sagplalules

Please send 10 copies of this form co: Charlocte Hostetter
Interim Associate for Mission Participa:xon
Presbyterian Church (U.S.A.)
475 Riverside Drive., Room 1131
Wew York, New York 10113 o

Send une additional copy to Syacd.



Trd Seszion - Satwday Atternoon (Approx I hours)

i. U ing paper read from Methods Section (around table) and some
discugsion aml commentarv. For example, by Methods we also men “steps" or
strateq., Jr activities, or procedures., or Frocess., or the Means. Thig
paragraph needs to point out why the method chosen is better than perhaps
some al ternative methods(if there are such and there usually are).
Frocedural,, one way of writing this section 1s to brainstorm all the
thinas Eo be done and then order them 1n sequemnce.

Methoilz ssction usually also includes a time line and what staff needed.
AL Eha s pownt continued reading from Sample Froposal (Guatamala).
2. Teams began writing again on Methods for each particular proposal (30
Minutes:
T. Arterc cuoming together a general rerlection on Frocess such as was this
s@ction harder than athers or less difficult? Why? Suggested also that
this seckbion often prompts revision of other sections and perhaps the best
way ot writting a proposal apart +rom a teaching situwation like this is to
make seven columns and brainstorm under each heading and then begin to see
relationships before writing.
4. 3Sharing of writings on Methods and reflection as well as helpful
zritique.
3. 1S Minute Break.
0. Cane back after break and referred to paper again but little direct
veading. A rather general quick walk thru noting key points.
Toamentary was: Under Evaluation process generally only objective data 1s
nwceptable to a donar. Subjective data not euch value because based on
el ing or emction. In evaluation may &lso need to evaluate the
acess. The goals might have been all right but how to get there faultv.
fay also ue necessary to state who 1s dolna the evaluwation and in what

Ly Uther ang Future Funding roatse was made thal wost donors will not tund
an entire project but want to 1t wther funding 12 secure enouagh to insure
the project really happening.

Walled though a sample budget and 163 masor zections as well as
necessarv statement uf incone. Noted that Budaet relates closely to

Methods section. Just as evaluation helps claridy the oblectives so
Methoas take on reality whan we trv to put a cost figure on the activity.
7. Went pack 1nto teams to write at least une ar two sentcences on
sections on Evaluation Frocess and Other Funding and spend most of our
time on building a budget (again about 2O minutes but took more like 45:
8. Upon reqgrouping briefd reflection on cur sxperience in these sections
especially the budget and whether hard or easy etc and why.

F. Each team put up their budget figure with little comment or evaluation
as 1t was Lime to end atternoon session.

1O, Reminded that tonights session would deal with [ntroduction where we
try to Jescribe why the proposing organization s worthy of funding.



1 OCAL CAPACITY BUILDING
THROUGH STRATEGIC PLANNING
AND LEADERSHIP TRAINING

Saxn?h:isquéf

A Proaram of the Institute of Cultural Affairs

EXPENSES

PERSONNEL._SERVICES
Salaries
Fringe Benefits

Sub-Total

OPERATIONS
Postage
Auditinag

Legal
Publications
Space Costs
Equipment Rental

Equipment Repair/Main
Property Repair/Main

Subscriptions/Dues

Trainino Meeting Costs

Insurance
Utilities
Tel ephone

Automobile Allowance
Local Transportation
Materials & Supplies
Stationerv/Dffice Supplies

Sub-Total

GRAND TOTAL

INCOME

City of Chicago:DED

Proaram Revenue
Contributions

TOTAL

BUDGET: 1987

$ 69,075
—5.200

$ 78,275

$ 2,055
&85
685

3,424
10,273
3.0825
342
913
1.141
3.424
913
4,109
6.164
8.218
5,593
4,337

3,428
$ 58.725

=TS

133,080

$ S8.000
33.008
52.200

$133.000
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Fourth Session - Saturday evening (2 Hours?

t.Context: This session is about writing the Introduction. There are
various approaches. Some weite the Introduction first-even the Summary
sheet First and then one sentence far each of the other sections. Others
f1na writing the various sections first helpful -as we did in this
workshop and then write the Introduction and then finally the Summary.

The lntroduction introduces the organization aprlving for the grant — not
tlhe prorazFal itzelr. The 1ntroduction to the proposal 1s in the Froposal
SIuklmatr. .

[+ it ogue tng the organization that 1s applving for the grant what 1s
Sae depemnla Oh WNO 15 receLlvling the application. fas an ICA wea are many
thilngs and we Jdu many things. Mot all things. even our successful
proe.ta, are helptul or germaine to the current proposal ar of interest
to Fhe possitl!le donor. Some things ars not relevant.

Introduction section ot paps=tr then read (aloud: by workshop leader. After
resdlng paper furbher discussian as to ather things would be helpful 1in
the [ntroduction like eg. appeal (discreerly) to self—interest of donor.

Then & Swmary List of what 12 needed put on board:
Tatr oducs wha 1s doing proposal
Hisbor

Froarsmmes and Joals Gr the organization nak1ng request.

Firogr aanmes and activities ot requestling a9ency.

GCirbe pertinent accanke lishments

Endarsenents - perhaps one line jquote afd fuller statement or letters
in appendils.

Qua bl frocations

(MFORTAMT: INTRODUCTION IS NOT MERELY A YCUT &dD FASTE" JOB FROM ANNUAL
REFORTS OF THE ORGANIZATION. IT IS & TAILORED STATEMENT THAT WILL CREATE
REAL. [NTEREST OF THE DONOR AND CONSISTENT WITH THE FROFOSAL.

Z. Each tean spent 20 ainutes 1n writing an Introduction for their
propusal.

7. fAfter writing, each team read the first deaft or their [ntroduction
tal lowed By gensral commentsz and heltul cribtique.

4. Gave out check list to evaluate the propaosal.

4. Each teams individual evaluated own propusal according to check list.

7. Some discnssion shout best way to proceed TomMOrrow. Bottom line 1s Lo

wr b= the Frno s3al Drumhaer s, [+ Lime available miaht re-werite whole
o osal . Glame would like Ehe Froposal SDummers tvped and dirstrabutad L
Closingg SamE FOmoreiw, Time epen. bed o be ssatlable - R G RV v THY R



For Session 4

Checklist adopted with permission from the Grantsmanship Center.

Summary: Clearly and concisely summarize

the request.

e
8

2
°

(=]
.
w

. ldentifies the grant applicant

tv

. Includes ar least one sentence on credibility

. Includes ac least one sentence on problem

. Includes at least one sentence on objectives

. Includes at least one sentence on methods

[ BV I S RV

. Includes total cost, funds already obuined and

amount requested in this proposal

. Is brief

Comments

L

Introduction: Describe the applicant agency and
its qualifications for funding (credibility).
WEIGHTED AVERAGE 15%

X
ON

$-0

Clearly establishes who is applying for funds

. Describes applicant agency purposes and goals

. Describes applicant’s programs and activities

. Descrnibes applicant’s clients or constiwents

'
Wl |winNn

. Provides evidence of the apphicant’s

accomplishments

. Offers statistics in support of accomplishments

~d

. Ofters quotes/ endorsements in support of

accomplishments

. Supports qualitications in area of activity in

which funds are sought (¢.g., research, training)

. Leads logically to the problem statement

. Is as brief as possible

. Is free of jargon

Comments




II. Problem Statement or Needs
Assessment WEIGHTED AVERAGE 20%

KX
ON
¢-0

1. Relates to purposes and goals of applicant agency

2. Is of reasonable dimensions—not trying to solve
all the problems of the world

3. Is supported by statistical evidence

4. Is supported by statements from authorities

5. Is stated in terms of clienss’ needs and
problems—not the applicant’s

6. 1s developed with input from clients and
beneficiaries

7. Makes no unsupported assumptions

8. Is free of jargon

9. s as brief as possible

Comments

III. Program Objectives: Desuribe the outcomes
of the grant in measurable terms.
WEIGHTED AVERAGE 20%

KX
ON
S-0

1. At least one objective for each problem or need
committed to in problem statement

. Objectives are outcomes

. Objecuves are not methods

. Describes the population that will benefit

il I Bl Bt

. States the time by which objectives will be
accomplished

6. Objectives are measurable, if at all possible

Comments

IV. Methods: Describe the activities to be conducted
10 achieve the desired objectives.
WEIGHTED AVERAGE 20%

KX
ON
¢-0

1. Flows naturally from problems and objecuives

2. Clearly descnbes program acuvities

3. States reasons for the selection of activities

4. Descnibes sequence of activities

5. Descnbes staffing of program

6. Describes clients and client selection

~3

. Presents a reasonable scope of activiues that can be
condus ted within the time and resources of the program

Comments




V. Evaluation: Prescn a plan for determining the Comments
degree to which objectives are met and methods are
followed. WEIGHTED AVERAGE 5%

SX
ON
$-0

1. Presents a plan for evaluating accomplishment
uf objectives

2. Presents a plan for evaluating and modifying
methods over the course of the program

3. Tells who will be dving the evaluation and how they
were chosen

4. Clearly states criteria of success

5. Describes how data will be gathered

6. Explains any test instruments of questivnnaires to
be used

. Describes the process of data analysis

8. Destribes any evaluauon reports 10 be produced

VL. Future Funding: Describe a plan for Comments
continuation beyond the grant and/or the aval-
abiliey of vther tesources nevessary to implement
the grant. WEIGHTED AVERAGE 5%

KX
ON
¢-0

1. Presents a speatic plan t obain future funding if
program s to be conunued

. Describes huw maintenanee and future program
custs will be vbtuned

3. Descnibes how othier funds will be obtained, if
necessary to implement the grant

4. Has mimimal reliance on tuture grant support

5. Is accompansed by letters of commument, if
necessary




VIL Budget: Clearly delincate costs to be met by the Comments
California Community Foundation and those
provided by other funding sources.

WEIGHTED AVERAGE 15%

oX
ON
$-0

1. Tells the same stoty as the proposal narrative

2. Is deuailed in all aspeces

3. Project costs that will be incurred at the time of the
program, if different from the time of proposal writing

3. Conuins no unexplained amounts for miscellancous
or contingency

. Includes all items asked of the toundaton

. Includes all items paid for by other sources

. Includes all volunteers

wlo|w] &

. Deuils fringe benefits, scparate from salaries

o

. Includss all consultants

9. Separately details all non-personnel costs

10. Is sutficient to perform the wsks described in
the narrative

VII. Attachments: Are all there, are complete
and are legible.

Comments

QX
ON

1. List of board members

2. Financial statements

3. Finances are audited by a Certified Public
Accounant

4. Complete agency budget for the current year

5. Complete agency budget for the immediately
preceding year

6. A current annual report

Reviewed by: 3 Date: ‘
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' Program Planning
& Proposal Writing

Expanded Version

By Norton J. Kiritz

In language, clarity is everything.
—Confucius

Program Planning & Proposal Writing (PP&PW) is
designed to assist both grantmaking agencies and
applicants for funding. Its proposal format has been
adopted by many governmental agencies and private
foundations. Applicants have used PP&PW where the
funding source provides no specific guidelines for
proposal content. They have also used itasa guide toan
examination of their agencies’ overall planning.

A proposal should reflect the thoughtful planning of
an applicant seeking funds from a grantmaking agency
with which to increase or improve its services to its
constituency. Too often, though, this is not the case.
Why? Perhaps because the funding source does not
know what questions to ask of the agency. Perhaps
because there is little time allowed or taken for the
process. Or perhaps because the agency does not know
how to plan for the most effective use of its resources.

As a proposal format, PP&PW will help you meet the
requirements of most funding sources. As an organiza-
tional planning instrument, it will help you to identify
deficiencies in your agency's planning. Organizations
that provide sufficient time and support to the program
planning and proposal writing process can derive many
benefits beyond the funds awarded. These can include:

* improved record-keeping systems

e enhanced credibility

® clarity of goals

e the development of tangible objectives

e increased knowledge in the program area

e better program evaluations

e better financial management

Norton J. Kiritz is the president of The Grantsmanship
Center.

The components of PP&PW are:

Summary

Introduction

Problem State-
ment or Needs
Assessment

Objectives

Methods

Evaluation

Future or
Other Necessary
Funding

clearly and concisely sum-
marizes the request

describes the agency's
qualifications or “credibil-
ity”

documents the needs to be
met or problems to be
solved by the proposed
funding

establishes the benefits of
the funding in measur-
able terms

describes the activities to
be employed to achieve the
desired results

presents a plan for deter-
mining the degree to which
objectives are met and
methods are followed

describes a plan for con-
tinuation bevond the grant
period and/or the avail-
ability of other resources
necessary to implement
the grant

clearly delineates costs to
be met by the funding
source and those to be
provided by the applicant
or other parties

Copyright ©1980 The Grantsmanship Center
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Who Should Write A Proposal?

There are not quite as many answers as there are
applicants for funding, but far too many to list here.
There are a few full-time “grantspersons” around, some
“directors of development,” some “planning directors,”
“federal aid specialists™ and the like, but most proposals
are developed by staff who wear another hat (or two or
three). The relationship of proposal writing to planning
argues strongly for the access of the proposal writer to
organizational decision-makers. Proposal writing
should not be done off in a corner, remote from
management. Nor should it be removed from the
perspective of the intended beneficiaries of the grant.
Whether an individual or a team effort. the developers
of a proposal should act as facilitators, bringing
together the needs of beneficiaries, applicant
organization and funding source in one coherent and
logical plan. To perform this task well requires an
organizational commitment that can be a first step to
using grantsmanship for maximum benefit.

Proposals and Funding

The most obvious use of proposals is to secure
outside funding. But it is necessary to understand the
funding source with which you are dealing to determine
the importance of the proposal in a given situation.
Usually the less sophisticated the funding source, the
less important is the proposal. Smaller. unstaffed
foundations rarely fund on the basis of unsolicited
proposals received in the mail; with them, personal
contact and organizational credibility are essential.
Even with more sophisticated foundations and
corporations. most grants are also made to
organizations with which there has been prior
contact—some meeting, or referral. Even here,
unsolicited proposals are bucking the odds.

-y o
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Though funding sources of lesser sophistication may
gamble on your credibility, the sophisticated. no matter
how you get their attention, fund only after seeing a
coherent plan. It is then that the quality of your
proposal becomes an important consideration.

With many governmental funding sources, there is
little opportunity for discussion or negotiation prior to
submitting a proposal. Here a powerful proposal
becomes even more critical to funding. To sum up:
don’t assume that an outstanding proposal is the key to
funding. Its importance depends on the funding source.
But, no matter to whom you're talking, it’s always best
to have a solid plan on which to base any discussion of
funding.

Using This Format

PP&PW is not the answer to all of your problems. It
is not a magic formula. It is just an orderly way of
organizing your thinking in regard to a program or
activity that you plan. Use the format to develop your
plans. Then draw from the plan what is needed for any
specific grant application.

For Foundations:

When applying to a foundation or corporation, you
will almost always be asked for a brief letter telling who
you are, describing your plan, and specifying the
amount of funding you seek. Use this format to
structure that letter. The letter is a proposal. Limit your
self to about three pages of narrative (delete the
component headings). Be sure that the letter addresses
any specific questions asked by the foundation. This
letter would usually be signed by the chief executive
officer, executive director or president of your
organization and would be accompanied by a “cover
letter” signed by the chairperson of your organization’s
board of directors. In addition, the foundation will

Lo
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usually request: a copy of your total annual budget for
the past year or two; an audited financial statement;
your IRS Letter of Determination (if you are a
nonprofit agency); perhaps a few letters of support; and
an annual (or comparable) report, if you have one.

For Government Funding Sources:

While few foundations or corporations have grant
application forms, government agencies have them in
ample supply. Follow their instructions. Although the
PP&PW format is consistent with those of most
government agencies, it should not be substituted for
those instructions that such an agency provides. If you
don't understand the instructions, ask for clarification.
At the same time ask the agency if it uses a score sheet
and, if it does, request a copy. Many government -
agencies use score sheets and attach points on a
weighted basis to different components of a proposal.
Having their score sheet in front of you can put a
different perspective on the development of your
proposal.

Some Basic Principles

of Proposal Writing :
1. The Proposal should be Neat, Clean and Easy to
Read!

There should be no typographical errors in your final
copy. Send an original, with copies only if the funding
source requests them. Don’t send more than one copy
unless you're asked. Break up the copy; nobody wants
to look at a proposal that starts at the top of one page
and goes on interminably, unbroken by paragraphs or
some other breathing space.

Don't use extravagant proposal packaging. Spiral
bindings were made to be cut apart, and expensive
covers suggest that you waste money. If you employ a
very unusual format, perhaps to attract attention, you
risk focusing too much attention on the form of your
proposal, instead of its content. If you depart from the
norm, you had better do it well. One applicant sent out
1,000 proposals, printed in question-and-answer
format with questions in blue and answers in red, and

" received not asingle response. Most recipients probably
thought that the letter was intended for the Bicentennial
Commission.

2. Write Your Proposal in English

Proposal writing is not an opportunity to
demonstrate your mastery of bureaucratese. Even when
your funding source employs jargon in its guidelines.
use it only if you feel you must, and define your terms.
Each of five panelists reviewing applications in “career
education™ may have his or her own understanding of
what it is; tell them what you think it is.

To test the clarity of your writing, have friends or
family read your proposal. Some of your best
comments will come from people unfamiliar with your
field. not operating on the same assumptions as you.
and unfamiliar with your jargon. Merely passing a
proposal around youragency has limitations. Staff may
think they know what you mean, or may be less than
critical because of your role (or theirs).

3. Make It Brief

What is the proper length for a proposal? Just long
enough for you to clearly communicate your message,
but not long enough to produce a stupor. A ten-page
proposal can leave readers hungering for more; a two-
page proposal can still put them to sleep.
4. Be Positive

Get yourself “up™ for the proposal-writing
experience. Remember that you are offering the
funding source an opportunity to participate in an
important, useful activity. Writing for grant support is
not like writing home from college for money. You
don't have to apologize. You're an applicant, not a
supplicant! Don't beg! Remember that the funding
source gets its credibility from funding winners, not
losers. Few grant-making agencies want to provide you
with your last grant on the road to oblivion.

Don't call attention to your mistakes. The funding
source will learn about them soon enough, hopefully in

- discussion where you can give more information. Don't

say something like:

We are sure that you are aware of the sudden

departure of our fiscal officer some three years ago,

and the subsequent investigations of this agency by
the General Accounting Office. We have made
great strides since that time, have replaced several
members of our board of directors, and have
employed a former top GSA official to oversee our
fiscal matters.

S. Avoid Unsupported Assumptions

The astute reader finds any number of unsupported
assumptions in most grant applications. These fall into
a variety of categories:
© The funding source is told nothing about the applicant
agency because the grant seeker is sure that the funding
source knows all about them.
® The national scope of a problem is described, but
there is no documentation of its existence in the
community served by the grant seeker.
¢ A causal relationship between events is presumed, but
no evidence of cause and effect is presented.

The assumptions that find their way into proposals
are limitless. Sometimes the applicant leads into an
assumption by saying “we believe.” Supporting
“beliefs" with evidence and documentationis acheck on
logic. produces a more coherent proposal, and
demonstrates your expertise to the funding source.
Present enough evidence to support your position, and
no more. Don't overkill! Pages of tables, charts and
graphs will probably not be read, and too often fail to
support the thesis of the proposal writer. Cite sources of
data in the body of the proposal and avoid footnotes.
Don't develop a doctoral dissertation.

The Cover Letter

Proposals to foundations and corporations are
usually accompanied by a cover letter. This is a letter
signed by the chairperson of the board of directors of a
nonprofit agency, or individual in high authority in a
governmental applicant agency. Its purpose is primarily
to assure the funding source that the proposal is
endorsed by the board. which is the only authority that
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can bind the applicant. The board of directors may have
given this authority to the executive director of the
agency, but it is still a good idea to have the cover letter
come f{rom the desk of the board chairperson, on the
letterhead of the applicant agency.

-The cover letter should briefly describe the content of
the proposal; it should not be used in place of the
proposal summary. This is because the cover letter may
be detached from the proposal, which would then be
reviewed unaccompanied by a summary. This can have
unfortunate consequences.

The cover letter is also the place to commit to
following up on the proposal, e.g.:

“We would welcome the opportunity to meet with

® Don’t boldly proclaim your sophisticated furding
source research, such as “knowing of your interest in the
problems of the elderly.” This could be seen as a
patronizing, intimidating or “show-off* approach, If
the funding source is interested in a particular program
area, the fact that your proposal has focused on that
area speaks for itself.
® Don't tell the readers that they should fund your
proposal, such as: “We know that you will find this
proposal to be of the greatest significance,” or “surely it
is obvious to you that ... .”

® Conversely, don't get on your knees, and sign off the

cover letter “with a wing and a prayer” or “supplicat-
ingly yours.”
you and to provide further informationon...” or

“I and Ms. Blank of our staff will be in New. York
City during the early part of next month and would
like to meet with you at your convenience.”

A cover letter may seem like a simp

® Address your letter to a specific person at the funding
source, Make sure you know who the right person s, get
the spelling of his/her name right, make sure he/she is
still alive, and never send the proposal “To whom it may

le proposition, but

there are a few things to look out for: ‘

concern” or “Gentlepersons.”

tmaker
Covert Gran .
h’!,"t:é Beneficent Foundation

urity Avenué |
gleg\‘;sscynary, New York 1l

rantmaker: « fam o
Dear Mr.‘G my visit with YoU last w?:f e
Follgw:::)\g‘ the Aggressive Agency 2
reques !

incerely
. ssive Agency SInse
Agency for an art " «d of Advisors of th\e ﬁﬁi‘ifme request for this
The Trustees ?ﬁu?dﬁion will act favorably
r
hope that you

Slokun Shos

{ 5100,00(:‘&%:;;;;“
in the
toward the renovation of space !
Foundation

ded addlll()ﬂ toa l\al\OI\a\ h‘s‘ot 1C la“d“‘atk.

A good cover letter can be as simple as this:

arding this formal

Sincerely,

Sharleen Shareperson
hairperson,
c!:BOau'd of Trustees
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~ The Proposal Summary

The summary appears at the beginning of the

proposal, but don't prepare it until you have completed

the proposal. In foundation proposals, the summary
should be the first paragraph in the proposal—not in
the cover letter. In government formats, there is oftena
space on the cover sheet where you are asked to placea
summary or abstract. A clear, concise summary should

include the following:

e identification of the applicant and a phrase or two

about the applicant’s credibility

e the reason for the grant request: issue, problem or

need to be met
o the objectives to be achieved through this funding

® the kinds of activities to be conducted to accomplish

these objectives

o the total cost of the project, funds already committed,

and amount asked for in this proposal.

The Importance of The Summary

1. It may be required by the funding source. and we

know we are supposed to follow instructions.

2. It may be all that is read when applications are
screened at the funding source door. An initial decision
on agreement with funding source priorities may be
made through a perfunctory proposal review. A clear,
concise summary is a great help to the reviewer who
might otherwise have to plow through your proposal to
find out what it is that you are after.

3. It will probably be the first thing read and, as such, is
an opportunity to interest the reader in what is to
follow. For this reason, it isas important to devote your
writing skill to the summary as to any other component
of your proposal.

4. Tt should frame your proposal, putting what follows
into a context. It is difficult to review a proposal when
one is wondering what the point is. A good summary
provides this context in a paragraph or two, makingthe
review process a less laborious task.

5. It's good practice in expressing your ideas with
clarity and brevity—a skill that is useful in all your
proposal writing as well as in developing fund-raising
letters. brochures and reports.

A Not-So-Good Example:

e —

A Good Example:

Summary:

The long-range goal of this proposed program is to
help students develop into adults who think
creatively and independently, learn by observation,
work together in inquiring teams. develop judge-
ment and decision-making abilities and, most
importantly, adults who can conceive of more
satisfactory alternatives to social problems than
passive acceptance or militant violence. In short,
this program’s aim is to help students to grow into
adults who actively practice and participate in
democratic citizenship.

Not only does this summary leave out just about all of
the basics. it is also an exericse in the use of rhetoric. I'm
not sure | know what they're really going to do, but
think 1 want to salute it.

I

mmary:

The City Association for Retarded Children
(CARC) currently operates 22 programs for 300
retarded children in This City, in addition to
programs for 200 adolescents and adults. Over the
past year these services have been extended to the
Other City area, with the financial assistance of the
State Department of Health,/ More than 75 A
additional severely retarded children from the This
City area have been identified by Qualified Agency
as needing the intensive rehabilitation training and
therapy offered by CARC/Appropriate treatment
can increase the level of Tunctioning for many of
these youngsters to the point that they can attend
normal Department of Education classes and
develop to their maximum potential. The
alternative is abandonment to expensive care in
custodial institutions. Both the State Departments
of Health and of Education have recognized that
rehabilitative services are most effective at an early
age.

This proposal would expand the services of
CARC to more fully meet the needs of retarded
children in This City. Fi

The total cost of this program is $110.000. Of
this. $45.000 has already been committed by local
corporations and foundations. This request is for
the balance needed of $65.000.

This isn't a bad summary. All the elementsare included.

THE GRANTSMANSHIP CENTER NEWS
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Another Good Example:

Summary: .
Brown Memorjal Hospital, located jn the barrio
- section of C ity, has planned 4’community

health education and screening program to be
brought directly to residents of the area as a means
PO of reducing the rate of communicable and chronic
diseas rograms will be conducted at local parish
halls, schools, Head Start centers, and other
community facilities, in close cooperation with
more than 25 local community organizations.
Two bi-lingual outreach workers with
community involvement experience will work with

[3 The program is budgeted at $141,435 for a 12-

individuals and organizations to promote
participation by the Spanish-speaking residents of
the area. These community-based workers will also
resolve obstacles to attendance, such as the need for
child care. They will conduct follow-up by
contacting the participants to determine whether
the information gained through the program is
being applied to their daily lives.

month period{~Of this total, $63,380 is requested
and $78,055 will be donated by the medical center.

This summary pretty much puts it all together.

A final word of caution: don't say too much. If your
summary approaches the size of a modest proposal, the
reader may read no more. Limit your summary to
several paragraphs, half a page at most.

Checklist for Proposal Summary

O Belongs at the beginning of the proposal
O Identifies the grant applicant

0O Includes at least one sentence on credibility
O Includes at least one sentence on problem
O Includes at least one sentence on objectives
0O Includes at least one sentence on methods

0 Includes total cost, funds already obtained, amount
requested in this proposal

[ Should be brief
{0 Should be clear
O Should be interesting
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“Where shall I begin?” he asked.
“Begin at the beginning,’
“and stop when you get to the end.”

Lewis Carroll, Alice in Wonderland

* the King said,

I. The Introduction

The proposal introduction is the section in which you
describe your agency's qualifications as anapplicant for
funding. In a proposal for private funding, to a
foundation or corporation, the introduction should be
extensive—perhaps even half the length of your
proposal. That is because your qualifications, or
“credibility,” may have more to do with your being
funded than anything else. In a government proposal,
you will seldom be asked foran “introduction.” Instead,
you may be asked for a “*description of the applicant™ or
“background of the applicant.” This is the same as our
proposal introduction.

What's in a Name;
or, Credibility and the Eye
of the Beholder

The credibility of many organizations is carried, for
better or worse, by the name of the organization alone.
Almost everybody has an image of the Red Cross, the
“Y " “The Boys' Club.” Some may see the organization
in a very positive light; others may not. To one reviewer,
the organization is fiscally secure, well-managed and
performing needed community services, while another
reviewer's perception is of antiquated programs failing
to meet contemporary community needs.

A first step towards developing credibility is
understanding whether you already have an image (or
images), determining what that image may be in the
eyes of any specific funding source, and reinforcing a
positive image or defusing a negative one in your
proposal.

If the name ol your orgamization isn’t particularly
well known, that may be an asset or a liability. The
agency calling itself the “Blank Handicapped Club”
wondered why it was frequently thought of as a
drinking group. A change of name to the “Blank
Handicapped Center” more accurately communicated
the serious nature of the agency. Does “The Foundation
for the Study of Man and His Relationship to the
Universe” sound overly grandiose to you, or merely
sexist? This is not an argument for conformity—onlya
caution that you understand the image thatis projected

by your organization or name and work with it.

‘Credibility on Your Letterhead?

Nonprofit organizations often feel that good paper
and handsome letterheads and brochures are frills,
diverting funds that should be used for service to
people. Embossed stationery and spiral-bound four-
color annual reports may fall in that category, but well
prepared stationery and brochures do not.

Listing the members of your board of directors (with
their organizational affiliations) on your letterhead
may help to establish your credibility. The people who
are associated with you tell something about who you
are., For example, The Grantsmanship Center was
virtually unknown when it was incorporated in June of
1972. Participants in the first training program
volunteered to become the founding board of directors.
Diverse agencies were represented, to provide input to
the Center from the various kinds of organizations that
might take part in the Grantsmanship Training
Program. All board membersalong with their titlesand
agencies were listed on our letterhead.
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While that letterhead was not used to solicit grant
support, it did solicit participation in the Grantsman-
ship Training Program. Letters frequently resulted in
inquiries about the training program being directed to
board members, to their organizations'and to affiliated
organizations. Participants often stated that the
identification of board members was a factor in their
decision to énroll in the training program.

All of your board members may be relatively
unknown, and their affiliations may not add substan-
tially to your credibility. This is particularly true with
community organizations committed to community or
client control of policy. If that is the case with your
agency, consider expanding your board to include
representatives from other agencies, business, the law,
accounting, etc. This would strengthen the potential
impact of the board, develop more credibility required
by grantors, and still allow for community control.

What to Put in Your Introduction

To stimulate your thinking, rather than present a
rigid formula, here are some of the items that might be
included within an introduction:
® when, how and why the organization was started
® a statement of purpose, goals, and philosophy
* significant events in your history
® prior and current activities
© accomplishments and impact
® size and characteristics of your constituency or
clieatele
® assistance asked of you and given to other organiza-
tions
® referring agencies (if you provide direct services)
® your funding sources and their positive comments on
your work
® the results of internal or external evaluations of your
programs
® quotes from letters of support from clients, other
agencies, experts in the ficld, public figures
® invitations you've received to provide testimony on
legislation
¢ important agency publications
® and more that you will think of

How to Gather this Information

One suggestion: take a sheet of paper and put at the
top a definition of credibility and a statement of its
importance in obtaining funding for your agency.
Distribute a copy to each person on your staff (present
and past), to board members, advisory committee
members, clients close to the agency and funding
sources with whom you have had a good relationship.
Ask each person to fill in the most important (or
interesting) accomplishments and events in the agency's
history. From this raw material, build your initial
credibility statement.

How to Keep Current

Another suggestion: call a staff meeting. Discuss the
issue of credibility and attempt to identify the peoplein
youragency who receive credibility-related information
in the course of their work. For example, The Grants-
manship Center reccives many orders for copies of
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reprints of articles. Notes are often jotted down by the
buyer on an order form—notes that would be filed away
with the orders were we not conscious of the need to
collect credibility statements. An order for a single
reprint said:
“'m from a small town in New Hampshire,
working for the mayor. Last week City Hall
burned to the ground and, what's worse, my only
copy of PP&PW went with it. Please send another
copy immediately—I can't manage without it.”
During the same week, we received an order for 2,000
copies of PP&PW from the Women's Bureau, U.S.
Department of Labor. By keeping a separate list of all
orders of over 25 copies of a reprint, we can show the
diversity, in size and area of interest, of our audience,
and can produce a credibility statement that is
enjoyable to read. Developing credibility depends in
part on your agency's ability to keep good records.

The Concept of Balance

Balance is an important concept to the proposal
writer. The quote from the New Hampshire grants-
person had some human interest, while statistics like the
order for 2,000 copies show a large government
agency's respect for the publication and adds credibility
on a grander scale. Balance can mean balancing
statistics and quotes in your proposal. Statistics alone
are dry, and quotes alone may not suggest the broader
scope of your activities. Balance can also mean showing
the support of clients as well as of noted experts in the
field. Being attuned to this concept can make your
proposal better-documented and more enjoyable to
read.

Making the Introduction Readable

The introduction begins your proposal. It's your
chance to turn the reader on—or off. A typical turn-off
begins with the inception of the organization and
drones on through years of organizational history,
laboriously bringing us up to the present time. Avoid
that. Find a good opening line. Maybe a strong quote
from a recent evaluation. Perhaps a powerful
supportive statement from a client. Something to entice
the reader.

Some other suggestions:
¢ Don't enmesh the reader in the intricacies of your
organizational structure. He or she may never find a
way out.
¢ Don’t dwell interminably on your philosophy, lest you
be seen as all thought and no action.
® Don't list every grant you've ever received; the funding
source may think you're more interested in getting
grants than in helping people.
® Don't forget to put in some data.
¢ Don't forget to put in some quotes.

Focus on Your Credibility
for This Funding

As you develop any specific proposal introduction,
make sure that you focus on your credibility in the area
in which you seek support. If you are a multi-purpose
drug abuse agency seeking funds to train the staff of
other agencies, provide evidence of your capacity to



train. If you wish to conduct research, give some reason
for the reviewer to believe you are capable of
conducting a research activity. If you are asking for
support for a-specific purpose rather than for operating
support, keep that in mind as you develop your
introduction, and build a case for your ability to
accomplish your intended purpose.

If Another Organization

is to be Involved

If some of the work you propose is to be conducted by
an organization other than your own, provide evidence
of the credibility of that organization. Obviously, you
should be wary of linking up with anyone whose
credibility falls far short of your own. In some cases, the
credibility of a reputable subcontractor may enhance
your own credibility. When you involve another
organization in your plan, make sure that you attacha
letter from the organization guaranteeing its role in the
program.

Letters of Support and Endorsement

Supporting letters can enhance the credibility of your

proposal. Limit the number you attach, and make sure
they are truly supportive. The best letters reflect a
knowledge of the work of the applicant, an appreciation
of the program being endorsed, and a commitment to
be of some assistance should the proposal be funded.

Support letters should not be an obvious response to
a solicitation for a support letter, should be written to
your agency director and not “to whom it may
concern,” and should be positive and supportive. Too
often such letters beat around the bush so much that
they raise questions about your credibility, rather than
supporting it.

Powerful quotes should be drawn from such endorse-
ments and introduced into the body of the proposal.
Don't simply say, “This program has received wide
support from community leaders, see attached.” Put in
a good quote and then say “see attached.” Make sure
you select those support letters that are most
appropriate.

Here is an interesting letter we found attached to a

- proposal. You decide on its value.

March 2, 1976
To Whom It May Concern

program.

of its value.

Respectfully submitted,

Board of County Commissioners

State of Frustration
County of Concern

Re: Children’s Project, District 9, Frustration

The Concern County Commissioners are approving this applcation for
funding with concern and reservation, Too many of these projects turn out
to be nothing more than a handful of liberals using the misfortunes of a few
disadvantaged in our society to create a job for themselves with little
resultant good to the deserving citizen. The salaries being proposed
immediately remove the project from any charitable category.

However, since we are not that well acquainted with the people who have
initiated this proposal, we do not want to prejudge them. Their stated
qualifications do indicate that they are capable of carrying out a successful

As local elected officials, vitally interested in the expenditure of all public
funds in our area, we will expect to be kept informed of the activities carried
out under this project, and we will definitely be making our own assessment




Some Examples:
Here is an example of an introduction that is long on
philosophy (and otherwise short):

Introduction: .

South Hometown Love 'Em Up (SHLEP) is a
nonprofit delinquency prevention and diversion
program which addresses itself to the problem of
pre-delinquent children between the ages of 7-14.
The core component of our program is a one-to-one
matched volunteer advocate who acts as a warm,
supportive friend to the child over the nine-month
to one-year period. In this relationship the child
finds help in identifying, facing and dealing with

personal problems and fulfilling a basic human
need for positive feelings of self-worth. The child is
also provided with supportive services and
community advisory agencies as may be needed.

SHLEP responds to youth as people rather than
as problems, believing that, though troubled at the
moment, they are healthy growing individuals who,
if given a positive environment, will find their best
interests coinciding with the best interests of
society.

This introduction omits all of the essential ingredients and provides only a well-

an idea about what is done.

. Here is an introduction long on rhetoric (and
otherwise long):

meaning agency perspective and

Introduction:

In spite of a decade of educational innovations,
little headway has been made in creating a signifi-
cant alternative to the traditional system of public
education—a system which we believe to be ineffec-

tive in an era of rapid social change, one that is
groaning under the weight of heavy social burdens
while lamenting its own inertia for making
integrated efforts towards systematic self-renewal.

That sentence, the first of a seven-page introduction, is typical not only of the introduction, but of the entire
proposal. Brevity is a virtue; extensive rhetoric does little more than support the paper industry. “We believes” are

inappropriate. Provide sufficient evidence so that the reader will believe.

Here is a good example:

Introduction:

Symphony News, the bimonthly publication of
the American Symphony Orchestra League, calls
the Mellifluous Symphony “the fastest growing
symphony in the country.” Strong evidence of this
is a 600 percent increase in season subscribers from
120 to 723 over the past |8 months. Over its 45 years
of community service, the symphony has grown
from a community orchestra to a regional
symphony of high critical acclaim. Geoffrey
Goodwill of the Los Angeles Times recently
described Mellifluous as “a virtuoso orchestra.”

The commitment to excellence of the Symphony
Association is evidenced by such featured artists as
Andre Watts, Marilyn Horne, Seiji Ozawa, Eugene

Ormandy and Van Cliburn.

Fourteen consecutive “sold out™ performances,
spanning two seasons, is one example of the strong
community support for the symphony, and the
ability of the symphony to create programs of
broad interest. Financial support has also grown,
from both public and private donors, including the
County Music Commission, Blank Oil Company,
The Zap Corporation and the Goodthoughts
Foundation. These financial commitments have
enabled the symphony, the most active cultural
organization in the region, to expand its

performance series to include classical, pop and
children’s concerts, opera and ballet.
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Here is another:

Introduction:

The Call-Med program, a public health library
accessible by telephone. has disseminated over
100,000 health messages to a grateful public during
its first |1 months of operation. The goal of Call-
Med is to increase the capacity of the patient to care
for himself, and to enhance effective and
appropriate use of physicians and other health care
professionals.

With initial funding from the San Sebastian
County Medical Society, The State Regional Medi-
cal Program and the State Medical Association,
this program has been transplanted to two major
urban areas, is pending adoption in several other
areas, and will provide between three and five
million health messages to the American public
during 1973.

The Call-Med program addresses a weakness in
the system of American health education. The
average American often lacks the ability to cope
with minor medical problems without medical
assistance, lacks the knowledge of how to live witha
chronic illness or how to react in an emergency
situation. This places an undue burden upon all
elements of the health care delivery system, and
particularly on the physician. Dr. No, Medical
Society Chairman, said recently, “Call-Med is the
greatest idea to come along since Blue Cross.”

Call-Med is a library of tape recorded health
information accessible to anyone through the
public telephone system. [ts use is as simple as
dialing a number for information or weather or the
correct time of day. The young person concerned

about venerecal disease, the mother concerned
about an infestation of body lice in her family, the
middle-aged person concerned about cancer or
diabetes, the person who finds himself in immediate
need of first-aid information—each can obtain
relevant health information easily, instantly,
anonymously and at no cost.

On April 1, 1972, this program was made avail-
able to the residents of the Santana-Sunnyside-
Mountain City greater metropolitan area—a
population of 400,000. During the first eight
months of operation, a total of 35,785 health
messages were requested and played. In November
of 1972, brochures describing the program were
placed in the waiting rooms of approximately 25
percent of the doctors’ offices in the area. During
the 100-day period following the distribution of
brochures, over 57,000 messages were requested
and played. During this same 100-day period, over
400 letters were received in the Call-Med office
expressing gratitude for the new service. Twenty-
one of these were from physicians in the area.

The strong response to the Call-Med program
has resulted in its adoption by the Santana State
Medical Association, the Oak Hills Health Center
and the entire State University system. The
program is presently being considered for adoption
in Canon Beach, El Grande, Meadow County and
Los Amigos, California. With large populations of
Spanish-speaking persons in these areas, Call-Med
has been receiving more and more requests for Call-
Med tapes in Spanish.

Perhaps a bit lengthy, this introduction is well written

community and the response from the public lend
and interesting. The strong support of the medical

credibility to the program.
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Transition

A well-prepared proposal moves logically from one
thought to the next, from one section to the next. You
have made the case for your credibility in the
introduction, narrowing to a focus on your credibility
for the task at hand. Now you are ready to move into the
specific situation, problem, need or concern with which
your proposal deals. In the Call-Med introduction, the
last sentence leads into a proposal for funds to translate

content and prepare tapes in Spanish.

Annual Reports

Periodic reports on your agency, produced each year
or every few years, are a valuable adjunct to your
proposal introduction. The proposal should be brief. A
periodic report can go into greater detail. Enclosed with
your proposal, it can add to your credibility.

credibility
are sought

O Is interesting
O Is free of jargon
O Is brief

Checklist for Proposal Introduction

O Clearly establishes who is applying for funds

O Describes applicant agency purpose and goals

O Describes agency programs

0 Describes clients or constituents

U Provides evidence of accomplishment

O Offers statistics to support credibility

O Offers statements and/or endorsements to support

0 Supports credibility in program area in which funds

U Leads logically to problem statement

THE GRANTSMANSHIP CENTER NEWS
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“You should say what you mean,”
the March Hare went on.

“I do,” Alice hastily replied;
“at least—at least I mean what |
say—that’s the same thing, you
know.”

“Not the same thing a bit!” said the
Hatter. “Why, youmight just as well

say that ‘[ see what I eat’ is the same &

thing as ‘I eat what I see!’”

Lewis Carroll, Alice in Wonderland

II. The Problem Statement
or Needs Assessment

The problem statement, or needs assessment, is the
most critical part of your plan. It represents the reason
behind the proposal. A “needs assessment” generally
focuses on the conditions in the lives of your clients or
constituents that you wish to change. A “problem
statement” looks at that particular situation, relates it
to similar situations that exist in other communities,
and shows the broader implications of your program.
Whether your orientation is to the needs of specific
clients, to broader social implications, or both, this
section of your proposal has certain basic requirements:
I. Itshould be clearly related to the purposes and goals
of your organization.

2. [tshould be supported by evidence drawn from your
experience, from statistics provided by authoritative
sources and/or from the testimony of persons and
organizations known to be knowledgeable about the
situation,

3. It should be of reasonable dimensions—a concern
that you can realistically do something about over the
course of a grant.

4, Itshould be stated in terms of clients or constituents,
rather than the needs or problems of your organization.

Needs Assessments
and Problem Statements

Proposals that focus on “needs™ usually describe
those of a particular group of individuals or organiza-
tions at a particular time in a particular place. This is
fine. but it does limit your funding options to those who
are either concerned with those needs as they exist in
that place. care about the community in general, or like

your agency specifically.

Another approach presents your situation as but one
instance of a “problem” that is found in other places,
and presents your program as potentially beneficial to
people beyond the bounds of your own community.
Adopting this model widens your potential funding to
more sources, as it implies a greater social benefit. This
approach requires more research on your part, more
rigorous proposal development, and is not always an
option. Let's look at a situation where the options exist.

Example:

Agency A has studied the problem of dyslexia in
children. Dyslexia is a learning disability that
causes children to reverse words and letters as they
learn to read. This leads to poor school
performance, emotional trauma, and even the
mistaken classification of such children as mentally
retarded. Some of these children are placed in
special classrooms for the mentally retarded,
causing an array of other complications.

The agency has worked with these children for
some vears. They have developed an effective “one-
to-one” tutoring program which has virtually
eliminated the dvslexia and greatly reduced the
accompanying problems. Remedial programs
offered elsewhere are conducted by highly-trained
professionals who provide their services at a
sizeable fee. Agency A. on the other hand, has

trained a large number of elderly volunteers in its
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specialized techniques. This has produced great
satisfaction for the volunteers and has also enabled
the agency to work with children from a wide range
of economic backgrounds. Most of their clients
could not afford the fees usually charged for
professional tutoring,

Now Agency A wishes to expand its services, for
it receives far more requests for tutoring than it can
handle. Many of these requests come from families
of limited means who have heard about the
program’s success. At this point, the agency must
take into consideration the following:

I. A needs approach, while providing some
background on the problem of dyslexia, would
focus on the additional dyslexic children from low-

and moderate-income families in the community
served by the agency. Documentation wouid be
sought (remember that the problem/ needs
statement  should be documented) on the
prevalence of dyslexia in the community. The
agency could present information about its waiting
list, its sources of referral, the problems that
acompany dyslexia, including the failure to
diagnose and treat the problem. Since the agency
has a well-documented track record, the issue isthe
extension of its approach to a larger group of
clients. The objectives in the proposal would be the
elimination of symptoms, improved school perfor-
mance and reduced emotional problems in this
larger group of clients. Grant support might come
from those funding local educational programs,
those who see the mental health benefits, grantors
who have an interest in the community itself and
those who have heard of the agency’s reputation.

2. A problem approach would look more closely at
dyslexia as a learning disability problem that
extends beyond the bounds of the community. The
techniques of the agency would be examined for
their implications on a scale broader than their
value to children in the local community. These are
some of the issues the agency could examine and the
questions that might be asked:

A. Are there other programs like ours
elsewhere—programs that have demonstrated
success with dyslexic children and that are low in
cost?

B. Who besides ourselves has expressed concern
with this problem, which we believe affects and goes
untreated in a very large number of schoolchildren?

C. Who besides our clients might benefit by
what we have learned? Other educators? Other
mental health professionals? Other remedial
programs?

D. Might our program’s use of trained elderly
volunteers as staff be of interest to agencies serving
the elderly?

E. Would our use of the elderly be of more value
if they could receive some salary from their work—
if they became not volunteers, but
paraprofessionals?

F. Do we have the capability to move in the
direction of the broader implications of our
program? Do we want to? Could our skills or our
interests stretch this far?
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Answering these questions leads Agency A toa point
of decision. Moving in the direction of meeting the
needs of a greater number of children in the community
leads to a service program. Moving in the direction of
problem-solving, with implications that go bevond
these children. leads toward research and demonstra-
tion. The two can be combined. but only if the agency
has the desire and capability to do so. The problem
approach requires more rigor, more research. more
data. and will cost more. It has the potential of being of
greater benefit and of appealing to a broader array of
funding sources.
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Circular Reasoning

Ordinarily you should avoid saying that the problem
is the lack of the method you are suggesting
example: ’

“The problem in this community is that it has no
youth center.”
or:

“The need in this community is for a youth center.”

These frequently submitted problem or needs

statements lead to rather circular proposals:
I. The need is for a youth center

2. The objective is to create (or construct) a youth

center
3. The method is a plan for building a youth center

4. The evaluation question is “is there now a youth

center or is there not?

Nowhere in this discussion are youth mentioned. We
don’t even know if there are any youth in the
community, or which of their needs might be met by a
youth center, which is only a means to an end. Only if
we can show that our “means,” “method” or
“approach™ is close to infallible are we justified in
saying that the problem is the “lack of our method.” In

some cases this is possible. Here is an example:

Examples of Problem/Needs
Statements

. For

A hospital is noted for its treatment of cancer
patients. [t utilizes the three primary modes of
treatment: surgery, chemotherapy and radiation
therapy. Radiation therapy is a very time-
consuming process, for the linear accelerator that is
used for treatment must be programmed so that the
cancerous tissue is very accurately pin-pointed.
Programming takes more time than treatment,
requires the use of highly paid staff, and must be
done on the treatment equipment, utilizing a great
deal of time that could otherwise be devoted to
therapy. This backs up the patients and greatly
increases the hours of overtime in the hospital. Is
there a way to reduce costs, reduce non-treatment
time on the equipment, and thus enhance the
therapeutic value of the hospital?

Yes! There is a new piece of equipment being
marketed that is a simulation device. Program-
ming can be accomplished on this machine, and the
linear accelerator used in treatment can be freed for
treatment alone. The simulator does not require a
physicist, as does the accelerator, so the operator
cost is reduced. We conclude that we need a
simulator!

Here you can build in the problem/need and the
solution. The simulator works every time you use it. It
will reduce costs, reduce staff overtime and increase the
number of patients who can be treated per unit of time.
Remember. oniy when you have a proven method can

you say, “Our problem is the lack of this method.”

Problem Statement/Needs Assessment:

The National Institute of Mental Health, using
the latest census data, has provided information for
the Bi-County Mental Health Board which states
that over 3,000 elderly in our area are at risk with
the vast majority of these individuals living alone
and on fixed incomes.

Statistics currently available from our out-
patient clinic indicate that less than one percent of
the elderly population is utilizing our services.
However, a letter from Dr. Random Sample,
County Commissioner of Health and Chief of Staff
of County Hospital, states that there are many
elderly who are living a lonely, depressing existence
and who would benefit from contact with the
mental health system. He states, “Many of these
people visit their family doctors merely for social
interaction.” He further adds that many times he
has been forced to recommend either hospitaliza-
tion or placement in a nursing home for these
individuals because they are no longer able to
function alone.

Dr. Sample's observations coincide with recent
scientific research (Einstein, 1977) which states:

It has been documenied through mental health
literature that groups in our society who are
devalued or who lack control over their lives are
particularly prone to depression and other
emotional problems.

Priscilla Pontiac, Executive Director of Meals on
Wheels, states:

Many elderly sit and rock or lie in bed day after
day, with the highlight of their existence a hot meal
delivered to them to eat alone. (See appendix B)

Fred Footsore, a rural mail carrier, described his
findings from occasional meetings with olderadults
at their mail boxes. Senior citizens shared with him
that they seldom receive phore calls, visits or,
ironically, letters.

Let’s critique this alleged problem statement in a
systematic way, asking some specific questions:

1. Who are the people or agencies with whom the
applicant is concerned?

That’s not clear at all. Three thousand elderly are
mentioned as being “at risk,” but no definition of “at
risk™ is given. It is said that “less than one percent of the
elderly population is utilizing our services.™ If there are
300.000 elderly in the area, then the agency could
theoretically be serving every so-called “at risk™ senior.
The statistics are inadequate in defining the population.
With what segment of the elderly population is the
applicant concerned?

2. What is the problem or need that the agency will
focus on?

This also is not clear. Perhaps it is seniors who are
“living a lonely, depressing existence,” or maybe those
who have been recommended for institutionalization
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because they “are no longer able to function alone.” Is it
the undefined “at risk” elderly?

3. Is the problem of reasonable dimensions?
Something that can be changed for the better over the
period of a grant? .

There is not enough data to know.

4. In what direction does the problem statement seem
to lead?

One implication is that the applicant believes that too
few of the elderly visit the out-patient clinic, and that
more should do so. But is it merely for “social inter-
action” as they are alleged to be doing with family
physicians? We don’t know. We have no clearstatement
of their mental health problems, and we assume that it is
such problems that would require mental health
services. We don't know why more of the elderly are not
visiting the mental health clinic, if indeed there is any
reason for them to dosso. Isit too far for them to go,oris
transportation unavailable or too costly? Perhaps the
clinic has a poor reputation among the elderly. Also,
what percentage of the non-elderly population utilizes
the clinic? Perhaps one percent is the clinic’s pene-
tration into the entire community. Is that good or bad?
What is the percentage of service to different agegroups
in other mental health clinics?

This is where we are stuck. We don't understand the
point of the problem statement. If we were to guess
what is coming next, as we should be able to do from a
well-prepared statement, we might assume an objective
such as: “7o reduce the loneliness and depression of a
number of the elderly in Bi-County,” or “to reduce their
riskiness.”

S. Does this statement appear to be concerned with the
needs of clients or with the needs of the applicant?
This is an important question. Too often, proposals
appear to describe a problem or need ina community or
client population, when in fact they are really concerned
with issues internal to the applicant organization. A
well-prepared statement requires input from those who
will benefit. Otherwise, the problem/need statement is
at best the perception of the outsider. At worst, it may
be presumptuous and self-serving. In this instance, it is
possible that the mental health agency was told that it
didn't serve enough of the elderly—perhaps by some
outside funding source, perhaps by some group of
advocates for the elderly who wished to change the
policies and/or programs of the clinic. There is no
evidence that the elderly or agencies dealing with the
elderly (other than Ms. Pontiac's) were involved in the
development of the proposal. ’

It is essential to begin your planning process by
defining and understanding the problem you wish to
address. Problem definition sets your proposaltrain on
its track. If you wish to end up in Chicago, it would be
most uncomfortable to end up in Seattle. Here is an
example of how important it is to understand the
problem.
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A drug rehabilitation facility is doing a good job
in treating addicts in its residential treatment
center. Over the past five years it has gathered
follow-up data which strongly indicates that those
graduates employed shortly after discharge, in jobs
with reasonable salarics, stayed free of drugs for
longer periods of time than those who remained
unemployed.

At the same time, the drug center staff considered
this: Each of two aircraft manufacturing
companies, both located within fifty miles of the
facility, had a training program for aircraft
mechanics as well as job opportunities, at good
salaries, for trained mechanics. Over the past five
years a number of drug center graduates had
applied for training or employment at these two
companies, but none had been accepted. Since
training and jobs were available at these companies,
the drug center went a step further and surveyed its
residents to see just how interested they were in the
aircraft mechanic’s trade. They found high interest
on the part of their residents.

Based on this information, the drug center
developed a proposal for an introductory aircraft-
mechanics training program to be conducted at the
drug treatment facility. The training program
would be established in a large building at the
center, and would be complete with jet engines,
scaffolds, tools, equipment and instructors, They
spent a great deal of time planning every detail of
the training program. There was just one catch.
They assumed that the pre-trained drug center
graduates would more easily gain entry to the two
aircraft manufacturing companies. They had no
logical basis for this assumption. They had not
gathered enough information to really understand
the nature of the problem with which they were
dealing. “What if,” as one critic asked, “the
attitudes of these employers were totally opposed to
the hiring of ex-addicts? All your training would be
wasted if the attitudes of the prospective employers
were unchanged.”

“Why haven't you talked to the employers?”
asked another. “If they could be convinced to
accept a few of your graduates on an experimental
basis, and it worked out, then you wouldn't need a
training program at all.”

This may seem obvious, but it was not to the drug
program staff. What had happened? Often an
organization gets so involved in its proposed program,
its approach, its methodology, that it fails to logically
think through the problem that it is trying to solve.
Creating the project becomes all-important. The means
becomes the end.

This agency was prepared to leap right into a training
program because it saw potential jobs for its graduates.
It assumed that if its graduates had some background
appropriate to the jobs, or trainee positions, they would
be hired more readily.
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However: past applicants from the drug facility were
never accepted for employment or training at these two
companies. Why? Was it lack of skill? Employer
attitude? Other factors? The answers to these questions
could determine the direction of the project. If lack of
skills was the reason applicants were turned down, then
perhaps skills training was the answer. But if the
employers’ attitudes were the issue, then skills training
was not the answer. An effort directed at changing
attitudes might increase the chances for employment
and training without the necessity for an expensive
training program. Too often an applicant’s thinking
focuses on an approach, an innovative program, a set of
activities, and the resulting proposal is merely an
attempt to justify the methodology. Only out of an
adequate investigation of the problem can you develop
a program and an agency that accomplishes objectives
as contrasted with one that just conducts activities.

Here is a problem statement which is on the right
track:

Problem Statement/Needs Assessment:

According to the statistics of the U.S. Forest
Service, the number of people using wilderness
areas has increased by 10 percent each year since
1968. The impact of this dramatic rise can be seen in
almost every backcountry region of the U.S. In the
Wind River Range of central Wyoming, the 800
students that the Outdoor School annually takes
into the range used to make up 40 percent of the
total man-hours of usage in the range. Today, the
same number of students accounts for less than one
percent of the total usage. The scars of campfires,
latrines, broken branches used for firewood, and
refuse are common sights in this once pristine area.
To eliminate impact is impossible, but to minimize
this damage and shorten the regeneration time of
damaged wilderness is a goal that can be
accomplished.

A 1972 doctoral dissertation by Ed Cology,
currently professor of environmental studies at the
University of Colorado. Boulder, pointed out that
“the techniques which The Outdoor School
developed have reduced the impact of individual
campers on the wilderness by 40 to 60 percent.”
Over a three-year period. Dr. Cology studied the
initial impact and gradual regeneration of over 100
temporary campsites (one to three days of impact)
of Outdoor School expeditions. Dr. Cology
concluded that the techniques which are
continually being developed by the Outdoor School
can be a valuable resource for today's wilderness
user.

Another statistic which tragically substantiates
the rise in wilderness use. and the lack of skill in
coping with the wilderness, is the increase in
backcountry deaths over the past five years. The
Bureau of Land Management reports that
accidents resulting in death have risen by 250
percent., from 710 to 1780. during that time. Many
of these deaths. the Bureau reported, could have
been prevented by an awareness of basic safety
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precautions.

Existing educational institutions have attempted
asolution by expanding course offerings to include
wilderness training. But their curriculae are less
than adequate. Over 50 colleges, adult education
centers and youth groups have ‘contacted The
Outdoor School over the past six months seeking
assistance in the development and implementation
of a wilderness curriculum. Typical of their requests
is this from Dr. John Quandry, Headmaster of The
Perplexed School;

We are about 10 start a wilderness skills unit

within the context of our environmental

awareness curriculum. | was dismayed by the
lack of curriculum materials available Sfrom
traditional sources. I hope that you will be able
to help us to adapt the materials and
information which you use so effectively in

your own program. .
Similarly, a public school teacher in Tulsa,
Oklahoma, who is a graduate of the school's
Outdoor Educator’s Course, wrote:

They really don't have a set curriculum

Ppackage for the program and are rel, lying on me

10 use the skills I learned with you to provide

the day-to-day subject matter. | was

wondering, in this regard, whether you have
developed any teaching aids.

The 50 institutions requesting assistance from
The Outdoor School are spread across a four-state
area of heavy wilderness use. Dr. Forbush, the
regional director of the Environmental Protection
Agency, states: “Of all the wilderness areas in the
country, this area suffers from the heaviest
degradation. Accidental loss of life is six times the
national average for such areas.”

By assisting the 50 cooperating institutions to
develop wilderness training skills similar to its own,
The Outdoor School seeks to reduce this impact on
the environment and to reduce the loss of life
caused by campers’ lack of skills.

The last statement summarizes the proposal
objectives, which would be spelled out more explicitly
in a following section on program objectives. This is an
interesting and logical problem statement from which
the objectives directly flow. It is easy to read, not filled
with jargon, delineates two clear problems, mixes
statistics and authorities in presenting its data and, in
addition, supports the credibility of the applicant by
presenting requests for the applicant’s expertise. Allin
all, a good job.

Documenting

the Problem Statement

It is important to differentiate between a situation of
national scope and the situation as it exists in your
community. That drug abuse is a national problem can
be supported with statistics and expert testimony. To
locate this documentation, contact those federal
agencies that deal with drug abuse. Reports and pub-
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lications are usually available in abundance. A little-
used source of good documentation is the published
record of hearings before congressional committees
that are held to gather evidence in support or in
opposition to proposed legislation. It would be valuable
for you to have copies of all hearings published for
proposed and enacted legislation in your field of
activity over the past several years,

National statistics may not necessarily apply to your
community, but this information may provide some
parameters, useful for comparison. It can also suggest
certain constant aspects of the problem to look at. For
example, if your agency’s concern is teenage pregnancy,
a review of the literature might suggest these considera-
tions: higher mortality rate among teenage mothers and
among their infants; higher incidence of birth defects;
high incidence of pregnant teenagers dropping out of
school, having no skills, going on welfare, etc.

The incidence of educational, health and other
problems varies widely from community to community,
and you must present evidence that a problem does
indeed exist in your own community (rather than saying
“based on national statistics, we estimate that the
degree of problem x in our community is . . ."). This
requires you to look for local sources of
documentation. You may be unable to locate statistics
to support your contention. In the absence of, or in
addition to local statistics, you might try a sinmiple local
survey:

Example:

Your neighborhood organization is quite
concerned about the increase in drug abuse in the
local high school. Nobody keeps statistics on this
problem. You might begin your documentation by
identifying those agencies and persons likely to
know about this problem in the school and
surrounding neighborhood. This list might include
the principal, vice-principal, school nurse, PTA,
student government, local health clinic, local police
station, a neighborhood parents’ group, and other
social service agencies serving the neighborhood.
You could then prepare a brief letter. describing
who you are and telling of your concern about the
problem and your desire to take action. You might
conclude with an invitation to attend a meeting set
for the near future. Then you could add a brief
qQuestionnaire, asking: -

l. Is there agreement that a problem or need exists?
2. Does the respondent have any evidence of the
extent of the problem?

3. Does the respondent know of any other local
organizations concerned about the situation or
planning any action to deal with it?

Just a few questions will suffice. Information can be
gathered. meetings can be held, relationships
established. and the process can be discussed in the
problem statement. This is an effective way of
documenting a local situation.



Checklist for Problem Statement

O Relates to purposes and goals of organization
O Is of reasonable dimensions

O Is supported by statistical evidence

O Is supported by statements from authorities
O Is stated in terms of clients or beneficiaries

O Is developed with input from clients and beneficia-
ries

O Is not the “lack of a method™ (unless the method is
infallible)

O Doesn’t make assumptions

O Doesn't use jargon

O Is interesting to read
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In every enterprise consider where
you would come out.

Publius' Syrus

III. Program Objectives

Program objectives are “outcomes” of your activities,
not to be confused with the activities themselves. The
difference between methods and objectives is the
difference between means and ends.

Too often, grant seekers confuse means and ends.
Distinguishing between them is of critical importance in
planning programs and writing proposals. The means
are your methods. The ends are your objectives.
Objectives are problem-related outcomes of your
program,

If you begin your statements with words like these,
you are sure to be talking about methods, and not
objectives:

To provide . . .
To establish . . .
To create . . .

If you use words like these, you are more likely
talking about objectives:
To increase . . .

To decrease . . .
To reduce . . .

Program objectives that are measurable become the
cniteria by which you judge the effectiveness of your
program. To be really useful, program objectives
should:

1. Tell who,

2. Is going to be doing whar

3. When

4, How much

5. How we will measure it.

Here is an example of an objective that is well-defined:

At the conclusion of the five-day workshop, at
least 20 to 25 participants will demonstrate a
pre/post test gain of at least 25 percent on the
Evaluator’s Competency Test, covering the areas of
(1) introductory statistical terminology, (2) measur-
able objectives, and (3) educational program
evaluation concepts,
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That objective (for an educational program) tells us that
the applicant is committed to communicating certain
information to a group of learners, and that the learners
will have acquired new information over the course of
the five-day workshop. Note that there is no mention of
how this information will be used. This would requirea
‘separate objective, which might be the following:

By the end of the first program year, at least 15 of
the 25 participants, each representing a different
local educational agency, will increase their
district’s commitment to evaluation in the
following ways: in at least 15 of these districts the
average number of specially-funded programs that
are evaluated will be increased by 25 percent, from
an average of four programs in 10 to an average of
five programs in 10. In addition, the average
financial support for evaluation will be increased
from $500 per program to $1,500 per program over
the same period.

Contrast the above with the following educational
objectives drawn from proposals:

“To prepare children to develop a positive self-
concept.”

“To teach each individual the importance of self-
expression.™

“To prepare children to enter any type of classroom
situation.”

“To expose children to their own culture.”

“To teach the meaning of respect for people, places
and things."

“To teach children the ability to make their own
decisions.™
Do these meet the criteria for objectives? No. thev do
not. These statements are vague descriptions of
methodology, mixed with “goals” statements. Goals are
long-range benefits that you may be seeking; there you
have some freedom to use imprecise and flowery terms.
Such terms have no place in your objectives, however.



How would you ever determine whether you had
accomplished them?

Since objectives and problem statements are so
closely related, we will examine both in the following
examples. .

Example:

Problem Statement/Needs Assessment;

Twenty-five percent (40,825) of the area's
160,000 population is estimated to be below the
poverty level. Families in the area suffer from lack
of adequate nutritional meals, due to limited
income from which to purchase food.

There are many complex and interrelated
reasons for nutritional problems. Inadequate
income is a major cause of poor nutritional status.
Other factors include lack of knowledge; complica-
tions of disease; sedentary life styles; mental and
emotional factors; social isolation; lack of food
preparation and storage facilities; consumer
confusion and misinformation; overabundance of
foods of low nutritional value and high cost.

Adequate food and sound nutrition are essential
to good health. Not only are they crucial for human
survival and key factors in the prevention and
recovery from illness, but they are prerequisites for
improving the quality of life of the low-income
citizen.

Objectives:

The objective of this program is to improve the
opportunities of low-income persons to gain access
to participation in federal and non-federal food and
nutrition programs by employing a nutritionist and
staff who will conduct training sessions for
outreach staff and monitor federal food and
nutrition programs in the area.

The objective of “improving the opportunities™ is not
measurable. It also hedges about whether more
individuals will actually participate in these food
programs as a result of the planned program. All that
follows the “by . . ." is method. Because the problem
statement specifically talks of nutritional problems (but
fails to provide any evidence of these problems), we
would hope to find at least one objective that projected
an improved diet for the program’s beneficiaries. The
applicant has not examined the problem in any detail.
Rather. the applicant has a program in mind, and has
set down in the problem statement the proposed
program activities. You can be sure that “lack of
knowledge” (who lacks knowledge about what?) will
lead to an educational component; “lack of food and
preparation facilities” is setting us up for the providing
of such facilities (whatever they are and whatever their
purpose). The problem statement is inadequately
defined. assuring our inability to state specific
objectives and raising serious questions regarding the
potential benefit that might come from this program.

Let’s take a look at another proposal that works
better, from need to objective:

Problem Statement/Needs Assessment:

Washington and Hancock Counties, Maine, lie
in the most northeastern corner of the United
States. The arca has a population of slightly over
70,000. of which more than 85 percent live in rural
areas. In almost all categories of employment,
health services, and income, the area is disadvan-
taged compared to state and federal figures. The
Maine Department of Manpower has cited
unemployment ranging up to 29 percent over the
past several years, during which time the national
average never exceeded 8 percent.

Incomes in the area are extremely low. One-third
of all families have incomes under $5,000 annually.
74 percent have incomes under $10.000. Within the
state of Maine, which has the lowest per capita
income in the U.S., Washington County has the
greatest percentage of families below the poverty
level. Of the employed labor force of 32,000, more
than 30 percent work in seasonal jobs (¢.g. cutting
pulp, lobstering or clamming) and are paid the
minimum wage.

At this same time, there are several underutifized
natural resources in the area, including shellfish,
low-grade hardwood and peat moss. Department
of Interior surveys in 1977 revealed that there were
more than 200 million tons of peat moss in the area.
The market price of Maine peat moss is currently
$50 per ton. Currently, only 5,000 tons of peat are
mined each year in Maine, while the U.S. annually
imports as much as one million tons of similar
quality at comparable prices (see U.S. Bureau of
Mines, 1976 Annual Report).

Peat moss production is an industry involving a
number of activities, including mining or
harvesting, drying, grading, packaging and
shipping. End products include peat pots and filters
for septic systems and industrial use. A 1977 U.S.
Economic Development Administration Report
(see attached) established the strong market
potential of peat and peat products. But traditional
economic development strategies, such as
community industrial parks and plant relocation,
have not been successful in stimulating industry to
locate in the area. Maine's location in the extreme
northeastern section of the U.S., and the
anticipated high transportation costs of products
and raw materials, are cited as one significant
reason (1977 State of Maine Labor Department
report). Peat, however, costs less to transport from
Maine to major U.S. cities than it does to transport
from the maritime provinces of Canada, the source
of most imported peat.

Critical to this issue is the unrealized economic
value of raw peat moss. At the bog, the value of
Maine peat is 2 1/2¢ per pound. A supermarket in
Washington, D.C. sells peat as a soil conditioner in
three-pound bags for S1.79, or 59¢ per pound. The
total cost of harvesting, drying, grading, packaging
and shipping raw peat allows not only a substantial
profit for the entrepreneur., but promises the
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emplovment on a more regular basis of persons
with a wide range of skills. The development of the
peat moss industry in this area of Maine is the

subject of this proposal.
Objectives:

This proposed program has two primary
objectives. First, to increase employment in the
peat moss industry in Hancock and Washington
Counties from the current (1977) 150 workers to
500 workers by October of 1980, This increase will
come from local workers who are presently
unemployed or seasonally unemployed with annual
incomes of under $5,000. Second, to increase the
annual peat production in these counties from the
current 5.000 tons to 500,000 tons by October 1980,

thus generating $25,000.000 in new revenue for the
area,

This is an interesting, documented and logical
movement from problem statement to measurable
objectives.

Process Objectives

Some people call the objectives we have been
considering “‘behavorial objectives™ others call them
“performance objectives,” “program objectives™ or
“outcome objectives.” Fine lines of distinction may be
drawn between the four, but all describe the results of a
program. They are quite different from “process
objectives,” which refer to the completion of tasks you
were to accomplish over the course of the program or
grant. Forexample: “to complete the recruitment of 100
eligible participants by the end of the first 60 days of the
grant period.” That is a process objective. It is useful.
We will speak about it some more in the section on
methodology. Do not confuse this with an outcome
objective. There is no guarantee that the recruitment of
your participants will relate to any benefits they may
obtain from your services. Outcome objectives relate to
benefits. “To conduct 24 one-day training sessions, each
with [0 trainees, covering the area of blah, blah and
blah, over the first six months” is a process objective.
“To counsel 300 young people by the end of the 12-
month program” is a process objective.




How much change?

A proposal from a drug rehabilitation center claimed
that 89 percent of its clients were cured, and that a grant
could produce similar results in° a comparable
population. Reviewers were skeptical of this claim; they
viewed it as evidence of the naiveté of the applicant. An
examination revealed that the claim was based on a
small number of program clients, for all clients who had
not completed a full year at the center were dropped
from the statistics, and classified as “untreated.” A

realistic estimate of benefit should be based on the
experience of your agency and your knowledge of the
success of similar programs. If a specific percentage
gain can only be guessed at, you may commit to a
“statistically significant” change—that is, onec that
statistically could not have occurred as a result of
chance. Look to a person inside or outside your agency
with some statistical background to assist you in
determining statistical significance.

gram :

possible.

Checklist for Objectives

O Describes problem-related outcomes of your pro-

O Does not describe your methods

O Defines the population served

O States the time when the objectives will be met

0O Describes the objectives in numerical terms, if at all
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Though this be madness,
yet there is method in it.

Shakespeare, Hamlet

IV. Methods

When needs and problems have been described, and
objectives stated, the next step is to spell out the
methods by which you propose to achieve those
objectives. The terms “methods.” “methodology,”
“activities,” “procedures” or “strategies” may be used,
but this portion of the proposal describes the steps to be
taken to achieve the desired results.

Just as objectives should flow naturally from the
problem statement, so should methods follow from the
objectives. The basic requirements of the methods
section are clarity and justification. The methods
should be understandable, and should be accompanied
by an explanation of the rationale underlying your
choice of them. In other words, why do you think they'll
work? Ordinarily, this justification consists of a
description of the applicant’s past work and/or the
presentation of evidence drawn from the work of others
in the field.

Length of Methods Section

Proposal writers tend to write at great length about
their “innovative™ approaches while failing to provide
adequate problem statements and objectives. But one
really can be too brief:

Methods:

Our program involves touring three productions
and workshops to a minimum of 50 schools,
community cultural centers and public sites. Qur
target audience is approximately 20.000 vouth.

Here is an example of a more explicit description
from a similar proposal:
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Methods:

The age group involved in the theater's education
program will be from 12to 18 years—the juniorand
senior high school level. A cross section of 79
schools in the Gotham City Unified School District
will be reached. These schools represent a range of
ethnic and economic areas in the city, and will be
selected with the assistance of school district
personnel (see enclosed letter from the Superinten-
dent’s office).

Two plays will be presented to each student body
within a five-month period. One of these five
months will be used for rehearsal and for final
arrangements on booking of the shows. The subject
matter of the plays will relate to the literature being
studied in English classrooms in these schools. The
eight high school English teachers on our Advisory
Committee have held three meetings with theater
staff to discuss material. Their recommendations to
date are contained in the attached report.

As has been discussed with the teacher/advisors,
presentations (consisting of a cast of four and one
narrator) will focus on high points and important
moments in the subject matter, emphasizing main
characters and their relationships within the story.
Students will then be involved in a discussion of the
material, and of the presentation. with the actors.

Programs utilizing a theatrical presentation in
the schools have been given to primary and
secondary age students in Gotham City by Twelith
Night Repertory Company. Performances dealt
with minority culture and origins and also with the
problem of drug abuse. While no information was




sought on the impact of these presentations, 90
percent of the schools requested an additional
program or wished the same program to be
repeated again. )

A program similar to the theater’s has been
presented in England for five years. Initiated in
1974 to augment normal learning techniques, this
program has had remarkable success. A 1978

survey conducted by the London Council on
Education stated. “students involved in this project
increased their grades by an average of 10 to 20
percent” compared to students in similar classes
who did not see the performances. In addition,
school attendance increased, both for performance
days and also for classes to which the performances
were related.

The latter description not only provides a clearer picture of what will happen in the program, but also discusses

the rationale behind this theatrical experience for school children.

The following is an example of a very extensive
proposal. where much description of methodology
should be provided (the description is excerpted here,
for the sake of brevity).

Methods:

Bayshore’s Title I program is designed to
improve the reading achievement of educationally
disadvantaged children. All components of the
program—teacher training, parental involvement,
and auxiliary services—aim towards this goal. This
proposal is limited to the teacher training
component. It introduces the idea of using skills
specialists, or specially trained teachers to assist
classroom teachers and aides in diagnosing student
strengths and weaknesses and in devising
supplementary materials. The plan described here
covers the areas of staff selection, staff training and
participant selection.

Selecting the Staff

Bayshore's Title [ program will employ 25 skills
specialists, 15 reading specialists, 10 math
specialists and 33 instructional aides, in addition to
the district's administrative staff. The reading and
math specialists must be certified teachers. In
addition, they must be knowledgeable about
techniques for individualized instruction and be
able to organize workshops, establish classroom
learning stations, and work easily with teachers,
aides and students. The 33 instructional aides must
have a basic knowledge of the techniques of individ-
ualized instruction and know how to prepare class-
room materials, how to work with individuals and
small groups of students, and how to assist in
reading and math instruction. Most aides will have
worked in Bayshore's compensatory education
program for 5 years or more.

Training the Staff

To make the reading system a success, Bayshore
will first train the skills specialists and aides; they in
turn will organize in-service workshops at their
respective schools to acquaint classroom teachers
with the program. to heip them establish learning
stations. and to illustrate ways of creating supple-
mentary learning materials that correspond with
the program’s reading objectives.

The intensive training of the skills specialists and

" aides will occur throughout the 1972-73 school

year. Following is the calendar of activities from
August 1972 through June 1973:

August 1972

® Program orientation in-service workshop: Title |
principals, skills specialists, and staff

o District Parent Advisory Board meeting

o Inservice for Title [ instructional aides conducted
by skills specialists and office staff

September 1972

® General session Title I instructional aides: Title |
focus for 1972-73 and calendar of monthly in-
service

o Title I skills specialists and staff: Title | priorities
and program for 1972-73

o Title [ Parent Workshop: guidelines, program,
and parent involvement for 1972-73

e District Parent Advisory Committee

® Instructional aides: role in implementation of the
program and individualization of instruction
techniques

e Title I skills specialists: facilitating program
implementation and research design

October 1972

etc.

In 1973, skills specialists will attend a summer
school that offers four different types of learning
situations. Group workshops, which the specialists
attend together. cover such topics as scheduling
students in learning centers. new methods for
teaching basic skills, and teaching writing skills.
The curriculum consultant will hold one-to-one
conferences with each specialist, emphasizing the
importance of adapting a classroom management
system to a teacher’s own style of teaching and
needs. In addition, the specialists will teach summer
school classes, incorporating the ideas they gather
in workshops and conversations with the
curriculum consultant. A major part of the summer
training will be the development of “treasure kits.”
The specialists make the materials for their own
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kits, which will be used in conjunction with the
learning stations at their respective schools. The
kits contain games, worksheets, and other materials
and are color-coded to correspand to program
objectives and make filing easier.

The in-service training of skills specialists and
aides will continue during the 1973-74 school vear.
They will visit schools and classrooms. continue in-
service training in individualized instruction,
develop models of instruction, and continue
developing and screening new learning materials
for Title I students.

The skills specialists will plan inservice training
programs for classroom teachers at their respective
schools at least once a month,
Selecting Participants

The schools receiving Title | funds in Bayshore
will be selected according to the percentage of
children from families receiving Aid to Families
with Dependent Children (AFDC). The
participating schools will have 16 to 37 percent of
their student population from AFDC families;
schools with less than 16 percent of AFDC cases
will not be eligible for Title | services,

Within the 10 participating schools, Title |
students will be selected on the basis of standard-
ized test scores, Any student who scores a /ear or
more below grade level is considered educationally
disadvantaged. In 197]-72, the enrollment in each
participating school and the number of Title |
students were as follows:

Total No. of eligible

School enrollment Title I students
71 343 150
#2 492 170
#3 326 210
H4 522 266
#5 588 170

Total No. of eligible

School enrollment Title I students
76 122 35
"7 323 110
#8 475 190
%9 859 326
#10 269 50

Classroom teachers, assisted by both district and
Title [ skills specialists, will test and place all
students on a reading skills continuum, using
existing criterion reference tests. In Title [ schools,
there will be a skills specialist (either district or Title
I salaried) for each grade level: other schools may
have one skills specialist for every two or three
grades, depending on a school's size, The skills
specialists will divide their time among all teachers
at their grade level: beginning in 1973-74 each skills
specialist will be assigned to one classroom teacher
for most of the day. However, they will also work
with the other teachers in the creation of learning
centers and the development of new materials,

The skills specialists, both district and Title I, will
concentrate their attention on the lowest achieving
students in each classroom.

Rationale

An individualized learning structure has the
advantage over more traditional reading programs
in that lessons are tailored to each student's
fundamental needs. Individualized instruction
takes the student at the level of his accomplishment
and builds on already known skills to learn new
ikills. Bayshore's efforts to date have demonstrated
che potential of this program. Of 410 students who
participated in a pilot program last year, 307, or 75
percent, advanced by more than two grade levels
over a period of 9 months.

addresses key elements th

This methods section

methods sections. These are:

is quite thorough. It also
at should be included in most

1. Selection of staff
2. Staff training
3. Selection of participants

A
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Time Charts

To provide a clear picture of program activities, some
applicants include in their proposal a time chart
describing program activities in a. more organized
fashion: )

+ 12 mo

g ggggezeggit
- ©® m N M T o ~® oS O
' I T T

I. Recruit new staff o=

2. Pre-program training -

3. Meet with referral agencies mh-

4. Prepare client recruitment materials -

S. Finalize intake criteria - .

6. Finalize training curriculum ——

7. Recruit initial 50 clients -l -

8. Finalize client pre-test " -

9. Administer pre-test to 50 -l

10. Conduct first workshop .-

11. Etcetera

Setting forth tasks or activities in this fashion can be
an aid to program planning. Without such a plan,
certain necessary steps might be overicoked.

Checklist for Methods

O Flows naturally from problems and objectives
O Clearly describes program activities

O States reasons for selection of activities

0O Describes sequence of activities
O Describes staffing of program
O Describes clients and client selection

O Presents a reasonable scope of activities that can be
accomplished within the time allotted for program and
within the resources of the applicant
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Most funding sources will require that your proposal
contain an evaluation section. Think of the evaluation
as having two components. One evaluates the resuits of
your program. This is a “product evaluation™
(sometimes called “outcome evaluation,” “program
evaluation,” “impact evaluation™ or “summative eval-
uation™). A successful product evaluation uses
procedures that determine:

I. The extent to which the program has achieved its
stated objectives.

2. The extent to which the accomplishment of
objectives can be attributed to the program.

The second component examines the conduct of the
program. This is a process evaluation. Process
evaluation utilizes procedures that determine:

I. Whether the program has been conducted in a man-
ner consistent with the plan.

2. The relationship of different program activities to
the effectiveness of the program.

Why Evaluation is Important

Some of the many reasons for including an
evaluation design in your proposal, other than the
obvious reason of its being required by the funding
source. are:
I. The funding source’s acceptance of your evaluation
plan reduces the chance of its conducting its own
evaluation of your program in ways for which you are
not prepared.
2. Designing a product evaluation forces you to
examine the clarity of your objectives, the ease with
which they can be measured. and the possibility of their
being achieved. For this reason, you need to consider
the concept of program evaluation at the beginning of
and throughout the program planning process.
3. Process evaluation may allow you to achieve
economies in the conduct of your programs, as you
examine the costs and benefits of its different aspects.
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' { \ But the principal failing occurred in the sailin A
Q\ And the Bellman, perplexed and distressed,
Said he had hoped, at least,

when the wind blew due East,
That the ship would not travel due West!

Lewis Carroll, Hunting of the Snark

V. Evaluation

4. Process evaluation allows for the redirection of vour
efforts, as you determine which elements of your
methodology have or do not have the desired results.
5. Evaluation can provide administrators with data on
which to base program decisions.

6. Evaluation can provide staff with data to reinforce
their efforts or to recommend new directions in which
to move.

7. Evaluation can be used by policy makers as a tool in
directing the agency into productive channels.

8. Evaluation, when it shows evidence of the strengths
of your programs, can provide motivation to clients and
potential clients of the organization.

9. Evidence of the evaluation of prior efforts reassures
current and future funding sources of the diligence and
sincerity of the applicant.

10. Evaluative data is a powerful instrument for an
agency’s public relations program.

1. Evaluations can help others in your field to
anticipate problems in implementing similar programs
and provide yardsticks against which they may measure
their success.

Who Should Conduct

the Evaluation

Should the evaluation be performed by staff, or
should it be conducted by some outside firm or
individual consultant? Involving an objective
“outsider” with no vested interest in vour program's
success may improve both the planning and the
evaluation of vour program. It can also add to the
credibility of vour application. One danger is that the
evaluator may be compromised by trving to please the
client in  hopes of obtaining future contracts.
Evaluation by an insider. who may know more about
the real issues in the program, may suffer from an
awareness of the potential effect of an evaluation on the
performance of staff. and the reputation of the agencv.
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These are some considerations you might take into
account if you have the freedom to choose between an
evaluation done within the organization or by outside
evaluators: ’ -

If done outside ’ .
1. What will it cost?

2. Will the evaluator agree to forego a fee if the project
is not funded?

3. Will the evaluator assist in the design of the
program? An experienced evaluator might avoid a
program already set in concrete.

4. Does the evaluator have a reputation that will
enhance the credibility of the application?

5. Will the evaluator be likely to align himself or
herself, for better or worse, with the management who is
paying the bill or with the staff whose work is being
assessed?

If done inside

1. What will it cost?

2. Is anyone on staff competent in the area of
evaluation?

3. Will their responsibilities for evaluation detract
from staff’s ability to perform other required duties?

4. Will the evaluation threaten staff and reduce the
accuracy of the evaluation?

Your decision will depend on your resources and
your philosophy. Whichever way you choose to go, the
critical issue is the development of valid information
that can benefit the organization and its clients.

Cautions:

Proposal writers frequently ignore the evaluation
section or dismiss it offhandedly, such as:

1. Some nebulous process is mentioned:
“Evaluation will be afforded by (1) weekly
conference of the multidisciplinary team; (2)
maintenance of comprehensive records and explicit
documentation.”

2. Some expert will take care of it all:

“To assure the success of this project, Dr. Jones of
the University of Croatia will be employed to design
an evaluation of the program.”

3. Brevity is carried to an absurd degree:

“The evaluation consists of the ongoing review of
the data derived from the survey and examination
obtained at the initial interview so that both client
and program needs can be determined.”

Evaluation is Logical

If the purpose of your program is well defined., if its
objectives have been stated with clarity, then certain
questions must be asked in its evaluation. If the purpose
of your program is to train the unemploved and place
them in jobs. you would need to ask such questions as
these in your evaluation:

1. What percentage of the trainees were placed in
unsubsidized employment after the completion of
training?

2. How many of the employees who were placed in
jobs retained those jobs for a specified time period
after placement?

3. What was the range and average of earnings of
those placed in jobs?

4. To what extent did the program, as
implemented, resemble the program as planned?
5. Were there aspects of the program that were
more related to program success than others?

Similarly, if the objective of a program is an
improvement in the reading level of certain school-
children, you will need to gather data to establish any
change in reading level that occurs during and after the
program. The gathering of information prior to the
program is an important reason for the development of
an evaluation plan as part of a proposal. If change is to
occur, you must know where the client is at the onset of
the program so that you have a base of comparison with
client performance at the conclusion of the program.

Designing the Evaluation

This is a sequence of useful steps you may wish to
consider in developing the evaluation component of a
proposal:

1. Clarify program objectives

Product evaluation requires objectives that are clear
and measurable. If an evaluation expert is to be
involved in the process, use this person to re-examine
the objectives stated in your proposal, and consider the
rewriting of objectives to insure that a product
evaluation can be performed.

2. Determine the potential audience for the evaluation
People inside and outside your agency may have a
variety of different questions that they want answered.
For example, your agency may be questioned about its
services to low-income clients. Several board members,
a local politician, and a funding source might feel that
your program does not serve the poor as well as it does
the middle class. In such a situation, you would have to
pay special attention to gathering data that describes
the demography of your clientele, and to examining
services and benefits to clients with different income
levels. Specific evaluation questions can thus come
from a consideration of who will be looking at your
evaluation.

3. Will you conduct a process evaluation, a product
evaluation, or both?

The funding source for any particular grant application
may specify product or process evaluation as a
requirement, or may use other terminology. Be sure you
are clear as 1o what is wanted. It isa good idea to include
both types of evaluation in your proposal. Distinguish
beteen the two and show how they relate, one to the
other.

4. Who will conduct the evaluation?

The basic consideration here is that of “in-house™ or
“out-of-house™ evaluation. Financial constraints may
limit your ability to employ outside persons. There are
other considerations. To what extent will the funding
source evaluate the program? Will you be able to utilize
the funding source evaluations to your benefit, or

THE GRANTSMANSHIP CENTER NEWS



should your evaluation view the funding source efforts
as likely to require more depth on your part? Will
program staff participate as evaluators? This may be
very effective. On the other hand, it may consume more
time than can be allowed program staff, may call for
- different expertise than they have, or'may produce bias
in reporting due to inherent self-interest. Staff of the
agency other than those involved in the program may be
used, as could outside consultants working indepen-
dently or with agency staff.
5. Should the evaluation include an analysis of cost-
benefit or cost-effectiveness?
Cost benefir analysis is an attempt to relate the costs of a
program with its social benefits. Cost effectiveness
assumes that of two programs which have
approximately the same social benefits, the one that
costs less is more cost-effective. With increasing
concern about the dollars speat for social programs, an
analysis of costs and benefits, where possible, would be
appropriate. For example, a community alternative to
imprisonment for youthful offenders was- initially
denied funding. A rewritten proposal focused on the
fact that while the agency's recidivism rate was
comparable to that of a state institution, the cost per
offender was one-fourth what the state institution was
spending. The project was funded and the funding
source reviewer commented that the cost comparisons
were a primary factor in the project’s having been
approved.
6. How will evaluation data be collected?
Your selection of a data collection mechanism will

depend on the nature of your program, the state of the
art of evaluation in your field, the degree of rigor you
wish to achieve, and your resources. Some of the many
ways of gathering your evaluation data are: pre- and
post-testing on standardized instruments that are
accepted in your field; interview procedures; client, staff
and evaluator observations; and examination of
statistics  describing your population (drawn from
agencies who regularly gather such statistics).

7. How will the evaluation data be analyzed?

If data is to be analyzed statistically, the techniques to
be applied must be considered in planning the
evaluation. Different statistical techniques require
different methods of data collection. A simple question-
naire can be so poorly designed as to make the transfer
of information a laborious, if not impossible, task.
Open-ended interviews, to be encoded for purposes of
comparison, may require months of analysis merely to
establish the criteria for coding. If the appropriate data
is not collected in the appropriate way, analysis may be
useless.

8. How will the evaluative information be reported?
What does the funding source ask for? How and when
will evaluation information be fed back tostaff in order
to allow for program change and improvement? Should
the actual report be prepared in more than one version,
for presentation to the several audiences that may be
interested?

—__\%

Example:

Evaluation:

A local fire department plans to expand its fire
prevention program. The objective is to “reduce
losses to persons and property by reducing the
number of fires in the community.” More specifi-
cally, the department wishes to reduce the number
of preventable fires by increasing the frequency of
fire department inspections of residences and
businesses. In the past, there has been no satisfac-
tory method of separating the impact of some
major fire prevention programs, such as pre-fire
inspections, from the effects of other factors. It has
been hard to determine whether increased resources
devoted to inspection would indeed reduce the rate
of fires. The procedure that will be introduced in
this program is the collection of data on the
percentage and rate of fires deemed relatively
preventable by inspection.

As the department plans its evaluation process. it
considers “the number of fires that are relatively
preventable by inspection, per 1,000 occupancies,
or 1.000 residences.” Changes in this rate, over
time, may indicate the impact of their inspections: a
decrease would presumably demonstrate their

value. The program's benefits might also be
demonstrated by the number of fires deemed
preventable by inspection and a reduction in the
number of fires in homes and businesses that have
been inspected, compared to those that were not
inspected.

The department is also concerned about process,
For example, the ability to identify “relatively
preventable fires® depends on the firecause
categories used and the reliability of inspectors in
identifying and recording those causes. Identifying
“preventable” fires would be easier if fire-cause
categories were defined with that purpose in mind.
For example, rather than reporting only that a
mechanical defect caused a fire, as s typically done,
it would be useful to know whether the defect was
one that could be seen or otherwise easily detected
during an inspection.

In this way, the department fashions both its
product and process evaluation. The department
then produces a chart listing the aspects of the
problem to be examined, the specific measures to be
employed. and the means to be used in gathering
data:
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Objective

Data -
to be Gathered

Specific Measure

Data Collection
Procedure

Reducing the number
of fires

Reported fire incidence
rate

Number of reported fires
per 1,000 population,
total and by type of
residential occupancy

Evaluator obtains data
generally available from
department records

Reported building fire
incidence rate

Number of building fires
per 1,000 occupancy
types (e.g., single-family
dwellings, duplexes,
apartments, mobile
homes, small stores) and
by fire size

Number of occupancies
by type may be
estimated from planning
department data (for
residences) or from
pre-fire inspection
records for
commercial/industrial
occupancies; fire size
estimated by fire officer
at scene

Reported plus
unreported building
fire incidence rate

Number of unreported
plus reported building
fires per 1,000
households (or
businesses), by type of
occupancy

Evaluator surveys a
representative sample
of citizens and fire
incident reports; reasons
for underreporting
would also be solicited

Preventability of fires

Percentage and rate of
fires that are relatively
preventable by inspection
or education

Intended for internal fire
department analysis
based on judgements

as to the relative
preventability of
various types of fires

Pre-fire inspection
effectiveness

Rate of fires in inspected
vs. uninspected (or
frequently inspected vs.

Data obtained by linking
fire incident reports to
fire inspection files

infrequently inspected)
occupancies, by type of
occupancy and risk class

Goal Attainment Scaling

One evaluation approach that has gained favor witha
large number of organizations is called Goal Attain-
ment Scaling. The process was originated by Dr.
Thomas J. Kiresuk at the Hennipin County Mental
Health Service in Minneapolis. Over a period of four
years, Kiresuk sought a measurement device that would
determine the effectiveness of the center and that would
meet these qualifications:
I. Satisfy standards of psychological measurement
2. Be relevant to therapists
3. Be useful in research
4. Meet administrative needs
5. Be capable of numerical manipulation
6. Be comprehensible to patients and consumer repre-
sentatives

Finding that he could not identify or devise fixed
standards of mental health to apply to all patients and

therapists, Kirusek turned to staff and patients and in

effect said:
You tell us what you are trving to do and we will
help you measure progress towards that event or
entity, whatever it is. Use anyone’s standards or
tests, make up new ones if you like. Pick outcome
events so that they will be indicators of the essential
quality you are after, even if you can't state exactly
what the quality is. Tailor these dimensions and
outcomes for each program or individual. If they
are truly unique to that patient, you may never use
themn again. If common dimensions and outcomes
start to occur for particular kinds of patients or
settings, group them. You can combine commonly
used scales or dimensions with used-only-once
scales. If vou think vou know best. and have the
power to enforce your judgement, just write down
your standards, as indicated above, and you will
find out how well these standards have been met.t

t Thomas J. Kiresuk, “Goal Attainment Scaling at a County
Mental Health Service™ ( Evaluation, Monograph 1, 1973, pp.
12-18).
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Initiated in this clinical setting, Goal Attainment
Scaling was transferred to other types of programs. Its
illustration here is not a recommendation for its
universal adoption, but rather to show one of many
evaluation techniques that could be used by the
program evaluator sincerely committed to ferreting out
the benefits of programs too often thought to be beyond
the pale of evaluation.

The GAS process resulted in:
1. A set of dimensions devised for or by the individual
2. A system to assign weight among the dimensions
3. A set of expected outcomes
4. A follow-up scoring of these outcomes
5. A score summarizing the outcome across all the
dimensions

The chart illustrates a sample FAS follow-up guide.
Five scale headings were chosen asimportant concerns.
The titles were chosen to heip the follow-up worker
understand the nature of the dimensions on which the
patient was being assessed. Qutcome levels were then
selected for some scales with the patient’s involvement:
others were selected by the clinician alone. The
expected level with treatment on the first scale was

tailor-made for this patient, and indicated that some
practical steps would be taken by the patient, but that
they would be taken with some ambivalence. The range
of outcomes on either side of this expected outcome
were also tailor-made, and within the capability of this
patient. The reasoning behind the outcome selection
went as follows: given this patient’s background,
environment, abilities and liabilities and hopes for the
future—and given the capabilities of our treatment staff
to treat such cases, as well as the current state of
knowledge—what can we expect her to be doing, to be
like, at the time of followup?

Because the scales were weighted relative to one
another, any set of values could be used. The check
marks indicated the clinician's estimate of the level at
intake. The asterisks indicated the scoring by the
follow-up worker. Using a statistical formula derived
by one of the developers of GAS produced a score
which summarized the outcome for this patient.
Comparing the intake with the follow-up score
provided a difference score, or estimate of change
during treatment.

used

provements

Checklist for Evaluation

0 Covers product and process

O Tells who will be performing evaluation and how
evaluators will be selected

O Defines evaluation criteria
O Describes data gathering methods
U Explains any test instruments or questionnaires to be

O Describes the process of data analysis
0 Shows how evaluation will be used for program im-

U Describes evaluation reports to be produced
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Level at Intake: Level at Intake: 29.4
Level at Follow-up: * Goal Attainment Score

(Level at Follow-up): 62.2
Goal Attainment Change
Sample Clinical Guide: Crisis Intervention Center Score: . +323
PROGRAM EVALUATION PROIJECT
GOAL ATTAINMENT FOLLOW-UP GUIDEf}
Check whether or not SCALE HEADINGS AND SCALE WEIGHTS
the scale has beenfyes X No __  Yes — No X_ Yes — No _X_ Yes X No Yes X_No __

mutually negotiated
between patient and
CIC interviewer.

SCALE |: Education

SCALE 2: Suicide

SCALE 3: Manipulalion! SCALE 4: Drug Abuse [ SCALE 5: Dependency

on CIC

SCALE
ATTAINMENT
LEVELS (wi=20) (w2=30) (w3=25) (wd=30) (w5=10)

a. Patient has made no attempt | Paticnt has committed Patient makes rounds of | Patient rcports addiction to Patient has contacted CIC by
most unfavorable to enroll in high school. suicide. ity service agencies |“hard tics™  (hesoi fephone or in person at least
treatment demanding medication, and | morphine). seven times since his first visit.
outcome -2 refuses other forms of . !

" treatment.
thought likely D) O

b. Patient has enrolled in high ] Patient has gcled on at least Patient no longer visits CIC| Patient has used “hard nar- | Patient has contacted CIC5-6
less than school. but at time of follow- | one suicidal impulse since her | with demands for medication | cotics,” but is not addicted, | times since intake.
expected up has dropped out. first contact with the CIC, but | but continues  with other Jand/or uscs hallucinogens

pecte has not ded ity agencics and still | (1.SD, Pot) more than four
success N 0 refuses other forms of|times a month. O 0

with treatment

treatment.

C.
expected level

Paticnt has enrolled, and is in
school at follow-up, but is
ding class sporadically

Paticat reports she has had at

S

Patient no longer allempts to
ipul for drugs at

least four sui p
since her first contact with the

community service agencics,

Paticnt has not used “hard | Paticnt has contacted CIC 3-4
narcotics” dusing follow-up | times since intake.
period, and uses hallucino-

of Y (misses an average of more | CIC but has not acted on any | but will not accept another | gens between 1-4 times a

treatment lhal_l a third of her classes | of them. form of treatment. month.

success during a week) .
d. Patient has enrolled, is in Paticnt accepts non-medica- [Patient uses hallucinogens

more than school at follow-up, and is tion treatment at some Iess than once a month.

expected | attending classes consistently, community agency.

X +n but has no vocational . *
success gouls. *

with treatment

€.
best
anticipated
success

with treatment

(+2)

Patiens has enrolled, i3 in
school at follow-up, is attend-
ing classes consistently, and
hus some vocational goal.

Paticnt reports she has had no
suicidal impulses since her
first contact with the CIC.

Patient accepts non-medica-
tion treatment, and by own
report shows signs of
improvement.

At time of follow-up patientis | Patient has not contacted
not using any illegal drugs. | CIC since intake.
L J

1 Ibid.
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