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In 2005, SV2 awarded Fresh Lifelines for Youth (FLY) a STRENGTH grant for
$150,000, to be distributed over three years. FLY works to reduce juvenile crime and
incarceration through legal education, mentoring, and peer leadership programs that help
disadvantaged and at-risk youth make responsible decisions and resist peer pressure.

Grant Objectives

FLY outlined four grant objectives for strengthening its organizational capacity through
its SV2 grant. First, it would create a Development Director position, taking over
responsibilities that formerly had fallen almost entirely to the executive director. Second,
it would increase its annual budget by 38% over three years. Third, it would increase the
number of clients it served by 75% over three years. Finally, it would expand its flagship
legal education program into a second county, San Mateo. FLY has successfully
increased its development efforts under its new staff member, surpassed its budget and
service targets, and expanded its programming into San Mateo County.

Development and Donor Outreach

FLY consulted with fundraising experts to craft a comprehensive job description for its
new development position and hired Kelly Neal as the Director of Community Resources
in June 2005. Neal oversaw fundraising from individual donors, corporations, and
community groups, freeing the executive director to focus on board development,
government and foundation fundraising, and strategic planning. With Neal’s help, FLY
analyzed its donor base and fundraising strategy and concluded that increasing the
number and retention rate of individual donors was a top priority for fiscal year 2005-
2006. Strategies for meeting this goal included improving donor stewardship, increasing
donor volunteer opportunities, and enhancing the annual fundraiser event.

FLY has improved donor stewardship by increasing the quality and frequency of donor
communications. Jenna Boitano, the current Director of Community Resources, dedicates
significant time to individual donor meetings, which was not feasible when the Executive
Director managed fundraising. In addition, Boitano has created separate communication
materials for major donors. Improved stewardship engages donors more closely with the
organization’s work, increasing the likelihood that they will continue contributing to
FLY. FLY has also implemented a database and formalized its policies for tracking donor
data. With these tools, Boitano is able to analyze trends and ensure that FLY stays on
track with its annual development goals.
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Boitano has also expanded opportunities for donors to engage in volunteer work.
Opportunities include both program-related work, such as mentoring youth, and
organization-related work, such as serving on an advisory committee to the Board of
Directors. FLY has begun hosting monthly informational meetings for prospective
volunteers, with additional sessions in January to accommodate the influx of donors who
wish to get involved after FLY’s annual fundraiser.

The centerpiece of FLY’s individual donor outreach is the annual fundraiser in
December, which brings in a significant portion of FLY’s annual revenue from individual
donors. Previously, coordination of this event fell almost entirely to the Executive
Director. With the creation of the development position, the annual fundraiser has grown
considerably. At the FY 2006-07 event, FLY raised $198,000—638% of what it raised in
2003-2004 prior to the SV2 grant. In 2007-08, it surpassed that amount by raising a total
of $255,950.

Y1 FY04/05 Y2 FY05/06 | Y3 FY06/07 | FY 07/08
individual donors | 222 341 359 178
Retention rate 41% 56% 53% 50%
fﬁgigﬁalsz gof;fm $125,000 $138,000 $166.000 | 550 000
individals: actunl | 3158600 8216000 8261000 | 35, o5
zr?rtlilal f;ilgfeﬂserat $107,000 $175,000 | $198,000 | ¢,55 95

With these efforts, FLY has successfully strengthened its individual donor base, both in
terms of dollar amount raised and donor retention rates. They have increased the number
of individual donors by 62% and their retention rates by 8% over the three-year period.
Boitano noted that although FLY’s donor retention rate dipped slightly in the grant’s
third year, existing donors increased their gifts. FLY surpassed its goals for the amount
raised from individual donors each year of its grant, bringing in 130% more in their third
year than they did in 2003-2004 prior to receiving the SV2 grant. FLY’s donors were
invaluable in helping the organization seek in-kind donations for the construction and
furnishing of its office expansion project.

After successfully expanding its individual donor base, FLY shifted its focus to
increasing corporate contributions. In the final year of the grant, FLY worked with a
donor who has volunteered to help analyze and revise the organization’s strategy for
soliciting corporate donations and formally revised the community group fundraising
plan.
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FLY’s grant objectives for the final year of the grant included implementing its revised
plans for corporate and community groups fundraising, conducting a formal evaluation of
the Director of Community Services position, and producing a donor development plan.
The donor development plan analyzed the feasibility of a major donor campaign, planned
giving, and endowment efforts, and has achieved significant progress since its debut.

Preliminary Outcomes and Organizational Capacity

FLY opened its first site in Santa Clara in 1998. When the organization received its SV2
grant in 2005, it was operating 8 sites in Santa Clara County, and one of its major grant
objectives was to expand into San Mateo County. In 2005, FLY opened its first program
in San Mateo County at the San Francisco 49ers Academy (East Palo Alto), providing
both its flagship legal education program and the Leadership Training Program. While
they had originally planned to open only the legal education program, they were able to
add the leadership program with the support of a major donor who was interested in
expanding intensive case management in San Mateo County. FLY has since opened
additional sites in San Mateo County and Santa Clara County and now operates a total of
16 sites.

FLY has experienced strong growth along all metrics of organizational capacity. Over
the three-year grant period, they have tripled their staff size and increased their budget
180%, far exceeding the original goal of a 38% increase. They have doubled the number
of sites they operate—from 8 in 03/04 to 16 today— and serve three times the number of
clients they reached previously, exceeding their target of a 75% increase.

Y1 Y2 Y3

FY 2004/05 | FY 2005/06 | FY 2006/07 | FY 2007/08
Budget $706,903 $944,828 $1.5M $1.7M
Clients 2000 2500 3000+ 3000+

FLY was mindful about preserving the sustainability of its expansion and chose to slow
its growth slightly for FY 2007-08. In contrast with FY 2006-07’s 60% budget growth,
FLY more conservatively expanded its 07/08 budget by only 13% to 1.7 M. This enabled
FLY to focus on developing its infrastructure before going through another major growth
phase. Targeted goals included developing the volunteer base, the capacity to train those
volunteers, and staff capacity to work intensively with disadvantaged youth.

The addition of a development staff position has made a significant impact on FLY’s
organizational structure. Boitano noted that “creation of this position has been a huge
shift for us — it has freed up the Executive Director to focus on strategy.” The Executive
Director is now able to direct her energy towards cultivating major donors, advocating for
FLY with external stakeholders, increasing political visibility, developing the board of
directors and the advisory board, and conducting strategic planning for FLY's next
growth phase.
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SV2 Involvement

FLY has also benefited from SV2 Partner involvement in expanding its organizational
capacity. When asked about the impact of Partner participation, Boitano stated, “I can’t
imagine where we would be without them.” Four Partners completed projects with FLY,
with coordination from SV2 Partner Nelson Cheng. Paul Work mentored Aila Malik,
Director of Law Programs, who stepped into the role of Acting Executive Director while
Gannon was on maternity sabbatical. Partner Lynn Christensen created a media
communications plan and training session to prepare FLY staff to consistently convey
their mission and services. FLY continues to train staff using Christensen’s materials,
and Boitano stated that it has made a significant difference in their external
communications. Partner Chris Vargas worked with FLY to create an advisory board, so
that now each board committee has external advisors who provide additional expertise.
FLY continues to add donors who are interested in contributing their knowledge to its
advisory board. FLY’s organization’s positive experiences with Partner projects illustrate
the benefits of donor engagement when needs are clearly understood and projects are
well defined.

The fourth Partner project addressed the issue of founder dependency. Partner Jim Rutter
worked with FLY in 2005 to develop a strategy to institutionalize the knowledge
internalized by FLY founder Christa Gannon. Boitano feels that this groundwork
prepared the Board of Directors to consider and ultimately embrace Gannon’s proposal
for her maternity sabbatical. FLY hired an outside consultant to develop a detailed plan
for handing over responsibilities during her absence, and Gannon was able to take a 10-
month maternity sabbatical with confidence that the organization would continue to
strengthen and expand in her absence. Christa has returned to FLY and reports that the
plan enabled a smooth transition into and out of her sabbatical, allowing the FLY mission
and objectives to remain at the forefront of staff members’ focus.

Future Avenues

FLY’s organizational development through its SV2 grant underscores the importance of
devoting resources to fundraising and donor development. By adding a staff member
focused on development, FLY not only strengthened its donor base but also refocused the
energy of its Executive Director on strategy and leadership. It is now well positioned to
pursue growth opportunities and opportunities for greater impact in the years to come.



