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Running an organization is a never-ending series of

meetings, initiatives, meetings, fundraising, meet-

ings, assessments and, oh yeah, meetings. Some-

times it’s a vicious cycle.

Leading managers know that there comes a time when

strategy, planning and assessment must be initiated and

completed. There are few better times than when the cal-

endar flips to a new year. It’s OK to gander at the puppy

picture on the calendar for a minute or two. There’s also

one on the calendar’s next page. At some point, though,

you need to get back to work.

The first 100 days is the first benchmark of a newly-elected

President of the United States. A nonprofit manager might

not get that much leeway. The first 30 days of the year might

not be as critical as a three-month review because programs

are in place for a growing concern. But, it is a chance to as-

sess mission and the potential for new opportunities.

The NonProfit Times turned to some of the sector’s top

managers for insights into how they plot the next 12

months.

It’s A New Year.
Now What?

Brian A. Gallagher

It’s About Vision, People
And Mission

At the beginning of every New
Year I have a tendency to think
about two broad areas: Strategy

(and its execution) and people.
In leading a nonprofit organization,

or in my view a corporation or govern-
ment, it’s clear that you have to have
the articulation of vision and mission
right. I think getting vision and mis-
sion right is pretty straightforward, al-
beit fatal when you’re wrong. 

But living your mission, by creating
value and performing as an organiza-
tion, comes down to developing a pow-
erful strategy and driving its execution
by getting the right people in the right
jobs and properly supporting them.

A great strategy should be concrete,
focused, differentiating, and well un-
derstood. I find that the “well under-
stood” thing is the most difficult. If you
think about it, implementing a strategy
is managing human behavior at scale.

Let’s say your mission is a trip to
Chicago. Your strategy is: “How are we
going to get to Chicago?” Going to
Chicago is pretty easy to understand.
But there are lots of ways to get there.
Once the journey starts, “stuff happens”
and people start making adjustments.
Pretty soon you’ve got some folks on
planes, some on trains, and some in au-
tomobiles. They’re all headed to
Chicago but getting there in very differ-
ent ways at very different speeds.

The need is to get our journey
mapped out and clear about how we’re
going to make the trip together. To do

that, I like to start every year with a full
review of our strategy. It begins with a re-
view of where we’ve been, the mission,
and a restatement of our strategy and a
reminder of why we chose that mission
and strategy. I then think about the peo-
ple we have in leadership positions. I do
the classic Jim Collins review of “right
people on the bus in the right seats.”

It’s important to note that I do this
strategy and people review in an ongo-
ing fashion on my own. But at the end
of each year leading to the calendar we
do this review as a management team
and board. We also do the strategy as-
sessment in concentric circles reach-
ing out from the organization to make
sure that we have understanding and
ownership of our strategy as widely as
possible. Getting the right people in
the right seats is fundamentally mine
to manage, but the execution of strat-
egy has to be done as widely possible.

Your vision and mission statements
should last 10 years or more. Your goals
should be stated in three- to five-year in-
crements. But your strategy should be
reviewed and adjusted every year and
tweaked throughout any year as neces-
sary. Experience has taught me that
starting the year this way allows our or-
ganization to stay committed to our
long-term purpose in the world, while
being as agile and adaptive as possible.

Brian A. Gallagher is president and

chief executive officer of United Way

Worldwide in Alexandria, Va.
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Rebecca W. Rimel

Refining Focus And Learning
From Experience

T he flip of the calendar’s page to a new
year provides an opportunity to em-
brace change in our personal and pro-

fessional lives. For me, that means a few
resolutions, including a technology “upgrade”--
from becoming a fluent user of our just-com-
pleted in-house Pew collaboration site, Franklin,
to conversing more on our internal messaging
tool, Chatter. I’m looking forward to being the
“latest model” in 2014.

Our professional resolutions at Pew are to
continue considering new and ongoing projects,
following the facts, and asking ourselves what
campaigns will best serve the public interest in
the new year. Two that will be critically important
in coming days are international ocean conser-
vation and food safety. Both achieved many sig-
nificant milestones recently, and we anticipate
even broader successes in the months ahead.  

This January, I look forward to updates from
my colleagues on meeting our targets for our
Global Ocean Legacy program, which since
2006 has established marine reserves that en-
compass more than 1.5 million square kilome-
ters. We are optimistic that 2014 will be a
banner year for forming new marine parks, par-
ticularly in the area of Easter Island and the
neighboring Pitcairn Islands, to accomplish at
sea what the National Park System has
achieved on land. Such habitats are irreplace-
able, and without permanent protection, we risk
losing some of our most precious resources. 

Already, representatives of Easter Island and
the Chilean government have voiced their public
support for the campaign, which will also help
curb illegal fishing, a threat that decimates en-
dangered populations and accounts for one-fifth
of all marine fish caught globally. 

Our first 30 days will also focus on Pew’s
support of the U.S. Food and Drug Administration
efforts to prevent food borne illnesses under the
FDA Food Safety Modernization Act, which was
passed by Congress and signed by the President
in 2011. In particular, we will be working to as-
sure adoption of new rules that require that im-

ported food meet the same high standards of
safety as food produced domestically. These
projects, and many others, will hopefully fully
achieve their goals in 2014, in large part due to
Pew's collaboration with visionary leaders will-
ing to put the public good ahead of politics, party
affiliation, or personal attention and accolades. 

As we begin another year, we will refine our
focus, learn from our experience, assess our per-
formance, and enhance our partnerships with
other organizations and individuals to ensure that
we meet their expectations, and nurture and grow
these collaborations. Our success is dependent on
the thoughtful execution of our strategy, the disci-
pline of our approach, the commitment of our
staff, and the generosity and guidance of our
more than 100 philanthropic partners.

The year 2014 will begin for Pew as it does for
most organizations, with a review of our institu-
tional goals, programs, resource requirements,
and contingency planning for the days ahead.
Today’s volatile financial markets are another im-
portant factor in our forecasting, requiring us to
continually recalibrate the demands on our re-
sources and review the opportunity cost of our
strategic decisions. Our planning will need to as-
sess how we support continued growth, while
maintaining our commitment to service and our
cultural values as we expand geographically and
programmatically.  

In recent years Pew has changed our gover-
nance structure, expanded our program priori-
ties, and experienced significant growth. But
what we have not changed are the values that
guide our work and mission. Our founders were
committed to serving the public interest by pro-
viding information and encouraging collabora-
tion. In this upcoming 66th year since our
founding, all of us at Pew consider it a privilege
to serve and anticipate a bright future -- built on
an inspiring past.

Rebecca W. Rimel is president and chief execu-
tive officer of the Pew Charitable Trusts in
Philadelphia, Pa.

Angel A. Aloma

From “Mine” To “Ours,”
A New Fundraising Vision

The nonprofit organization that is
not donor-centric will not survive
for long in this century. Common

sense tells us that a house divided against
itself similarly will not stand. Darn silos.
Yet it is a problem that most large chari-
ties that have multiple fundraising de-
partments experience and have great
difficulty controlling and resolving.

The reception to my plan to overcome
silos at Food For The Poor in 2014 has
been better than I had expected. Of
course, departments that would gain
from the plan were more enthusiastic
than those that would lose -- at least ini-
tially -- some of their income. I realized
that this was not negativity, but fear of los-
ing budget and credibility as fundraisers.

I tried to make everyone involved see
that, in the end, the entire organization
would be financially healthier and that
this would be good for us, for our
donors (who benefit emotionally, psy-
chologically and spiritually through their
giving) and for our mission of serving
the poor.

It is a reasonable generalization to say
that fundraisers appear to be possessive
of their donors. Yet, reason would dictate
that for donors to feel like kings/queens,
they should have the freedom to
decide/dictate to what interests and
through which channels they feel most
comfortable giving. Research also teaches
our sector that the most profitable donor
to an organization is the one who donates
through multiple channels.

Listening to a keynote address during
a Direct Marketing Association Non-
profit Federation conference in Washing-
ton, D.C., I heard the speaker say, “If you
don’t dream big, you will never achieve
the impossible.” These words inspired
me to try and do just that by formulating
a plan to break down the fundraising
silos in our organization. I knew it
wouldn’t be easy. One of the first words
a toddler learns is “mine” and they say it
with determination. It is a long, difficult
journey from “mine” to “ours.” 

After writing non-stop on the back of
typed pages I found on the table during
the presentation, I ended up with 19
principles, later revised to 22, that
would help guide us through this
process. My first step was to get buy-in
from the Executive Committee (CEO,
CFO, COO and myself). That done, I
knew I had to procure buy-in from all
the directors involved in fundraising --
including service departments and, even
beyond that, from all their staff.

The new fundraising vision, however,
involved much more than just sharing
donors and credits. It also encouraged
total collaboration with all departments.
Information Systems was asked to bring

new ideas from the commercial world
that may be adapted to our sector. Cre-
ative Services was asked to come up with
new ideas to challenge the present con-
trols and the fundraisers were asked to
test these ideas. Projects was asked to
keep close check on the timing of proj-
ects where the donors were given spe-
cific deadlines.

Fundraisers were encouraged to
budget for the equipment and staff that
they needed to best fulfill and surpass
our goals; to find ways to dramatically
increase our acquisition efforts; to push
monthly giving in all areas; to attend ed-
ucational conferences and consult with
the experts; and to convert or banish all
“energy vampires” -- those whose nega-
tivity drain others of their enthusiasm
and passion, described by author Jon
Gordon in The Energy Bus. 

This vision requires a long journey,
and we still have a far way to travel. But
we will do it, for our donors’ sake… for
the poor’s sake.

Angel A. Aloma is executive director of

Food For The Poor in Coconut Creek, Fla.
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guide our work
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‘‘This vision
requires a long
journey, and we
still have a far
way to travel.

•December 1 2013 NPT_Layout 1  11/18/13  4:28 PM  Page 14



ways felt a little differently and this year we are
embracing it. We’re shifting from a model of al-
truism -- giving for the sake of doing good -- to a
model of mutualism, giving that benefits every-
one involved. The corporations that we partner
with generously donate their goods to us be-
cause they want to serve the communities
where their employees live and work, but the
programs we provide for them and the solutions
we create can and will also benefit their bottom
line and employee morale. 

So the first 30 days of 2014 will be chaotic
and busy and wonderful, which, although not
very different from the normal chaos and won-
derfulness, will certainly be exciting. We hope
you'll follow our progress and join our new portal
as we continue our mission to get the right
goods to the right people at the right time.

Cindy Hallberlin is president and chief executive
officer of Good360 in Alexandria, Va.
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Rev. Larry Snyder

Reducing Poverty In America
By Creating Opportunity 

The ever-growing complexity of
running one of the nation’s
largest networks of faith-based

service providers requires new strategies
to make the most out of every day. 

In the past couple years, the organi-
zation I lead, Catholic Charities USA, has
seen the creation of new legal structures
to efficiently and properly carry out our
business, be it a health insurance trust
or a building management corporation,
and there are more such developments
on the way. Each of these business lines
requires their own set of skills and car-
ries their own responsibilities, and effec-
tively managing them requires a
broad-based understanding of manage-
ment best practices. 

In addressing our own organization’s
increasing complexity, we looked at our
peer organizations and saw that many of
them utilized a chief operating officer
(COO) with experience leading initia-
tives to improve quality and efficiency in
our daily work. In studying the best
management practices in the nonprofit

world, we decided having a COO direct
office management and manage liability
was the most effective corporate struc-
ture, and so I've decided to move in that
direction.

Additionally, with our expanding ef-
forts in branding and social media, it
made sense to consolidate all of our ex-
ternal-facing communications to report
to one position. The newly-created exec-
utive vice president of social policy and
external affairs position is in charge of
assuring that our government affairs
work, fundraising, and communications
work all speak with a unified voice. 

Creating these two executive-level po-
sitions means I’ve been able to take my
hands off the reins of some aspects of the
organization. That has in turn freed up
more time to represent our network on a
national level and devote more time to
strategic thinking and leadership.

Building a successful nonprofit re-
quires thinking about the long-term
challenges and opportunities, and that
sort of deliberate planning for the future
is something that can easily be pushed
aside by the crises of the moment. Hand-
ing off the daily responsibilities might
take some getting used to, but from
what we’ve seen, it’s the most effective
way to manage a growing organization.

One of the most important things I’ll
be doing this year as CEO is engaging
our stakeholders in a conversation about
the 50th anniversary of the War on
Poverty. There is no doubt that the cur-
rent safety net performs a critical service
for millions in our society today. That is
a commitment we must keep.

But we need to move away from the
idea of a top-down centralized structure
far from the realities of those in poverty
and towards policies and programs that
allow ideas to come from the innovative
approaches already being undertaken
across the country. 

In forums, speeches, discussions, and
panels, I hope to participate in and lead
a conversation across America about
truly being a nation in which everyone
has the opportunity to achieve their full
potential. That’s hard to do when con-
sumed with the day-to-day responsibility
of running a business. 

While we can’t create more time in a
day, specializing tasks and allocating re-
sponsibility to the appropriate person-
nel makes it possible to accomplish
more with the limited time we are given.
If you can find the time, I encourage you
to join me in the conversation about cre-
ating opportunity for all by following
@EndPoverty on Twitter. 

Rev. Larry Snyder is president of

Catholic Charities USA in Alexandra, Va.

‘‘One of the most
important things
I’ll be doing this
year as CEO is
engaging our
stakeholders in
a conversation
about the 50th
anniversary of the
War on Poverty. 

‘‘On day one of
the New Year, we
will start testing
our new online
portal ...

Cindy Hallberlin

Changing The Business
Model For More Inclusion

N ew Year’s resolutions are often about
improving yourself -- reading more, de-
stressing your life. They are about re-

inventions, new starts, and exciting possibilities.
Good360 certainly is not a stranger to rein-

venting and new starts. During just the past five
years we’ve changed our name, created an on-
line donation catalog, welcomed Carly Fiorina as
our board chair and increased our membership
to more than 37,000 nonprofits.

The year 2014 is looking to be no different.
During the first 30 days of the year, we will be
hitting the ground running by testing a new on-
line donation marketplace and embracing a new
philosophy. 

On day one of the New Year, we will start
testing our new online portal, which will take the
process of donating goods to a whole new level.
With a grant from the Knight Foundation, we are
pulling together all the members of the Good360
circle -- corporations, nonprofits and individuals
-- in a meaningful philanthropic exchange. This
web site will go live to the public on Feb. 1.

That first month will be a blast, but it will be
hectic. We will be testing this new technology
and training all our partners on how to use it. We
will be talking to a lot of people and turning to
our early adopters to become ambassadors for
the new portal.

The implementation of this new technology
affects every single area of our business, so I will
be forming cross-functional teams from all areas
including logistics, business development, non-
profit relations and marketing to make sure
things run smoothly and efficiently.

We will be introducing Wish Lists, which like
Kickstarter or Global Giving, will allow individuals
to become a meaningful part of our business
model. 

This is huge for us. People clearly have al-
ways been at the heart of everything we do.
Wish Lists will allow people to contribute toward
tangible gifts that will help the communities they
live in. Imagine that a nonprofit working with

homeless veterans needs a truckload of mat-
tresses for their programs. Though the mat-
tresses are generously donated and can be
worth between $80,000 and $300,000, the cost
of shipping these items may be up to $7,000 --
which could be a huge chunk of the nonprofit’s
budget. However, if the organization creates a
Wish List on our site and sends it to their sup-
porters, people can contribute cash directly to
that shipment, ensuring that those mattresses
get to the veterans that need them.

Good360 has never been your traditional
nonprofit. As the bridge between large corpora-
tions and neighborhood charities, we have al-
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