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MODULE 5 LEARNING OBJECTIVES

« Explore revenue diversification beyond EIR grant

« Explore development of a business plan with the
business model canvas




SUSTAINABILITY IS BUILT WITHIN OUR OVERALL
DEFINITION OF “SCALING UP”

Scale is multi-dimensionall. It requires:

Depth Deep and consequential change in classroom practice

Sustainability Lasting over time, particularly after the initial
implementation push

Spread Moving beyond practices and materials to underlying
beliefs, norms, and principles

Ownership Shifting from an external reform to the way
business is done

Source: Coburn, Cynthia E. (2003). Rethinking Scale: Moving beyond Numbers to Deep and Lasting Change. Educational Researcher. Vol 32, No. 6. p 4.



SO WHY ARE WE ZEROING IN ON FINANCIAL
SUSTAINABILITY TODAY?

“Give me six hours to chop down a "The road to education reform is
tree and | will spend the first four littered with good ideas, poorly
sharpening the axe.” executed.”

- Abraham Lincoln - Joel Klein

* Such a high percentage of startups and established business fail each
year because of not adjusting their business model with the market

e According to the book Scaling Up by Verne Harnish, only 6% of
companies will reach 1 million in sales, making it an exceptional
achievement but still attainable

* If you have a clear plan —and are always testing new pieces and
simplifying as possible — it increases your chances of success



COMMON THEMES IN LEADERSHIP AND
SUSTAINABILITY

“The best nonprofits are able to master
seven essential elements. As with a high-

performance engine, success depends on EN GIN E
each of these components functioning well

at the same time. I M PACT

Essentials of

Unfortunately, only 11% of nonprofits excel Strategic Leadership
in all seven areas. More than 80% of in the Nonprofit Sector
nonprofits struggle with one or more of

. . WILLIAM F. MEEHAN III
these elements, providing significant KIM STARKEY JONKER

opportunity to achieve more impact.” A bbby

Source: Essentials of Strategic Leadership PDF Summary, adapted from Engine of Impact



http://www.engineofimpact.org/wp-content/uploads/2018/05/EOI-Essentials-Overview-180517.jpg

https://www.youtube.com/watch?v=EzrsKJjyOAk&feature=youtu.be




THE SEVEN ELEMENTS

ENGINE OF IMPACT
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Source: Your Engine of Impact by William Meehan and Kim Starkey, November 2017.
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https://kingphilanthropies.org/impact-resources/articles/your-engine-of-impact-insight-and-courage/

THE SEVEN ELEMENTS, con’t

MISSION

Successful nonprofit organizations pursue a clear and
focused mission. No nonprofit can thrive if it loses sight of its core
purpose or if it falls prey to mission creep. Research shows that
more-focused companies outperform less-focused ones—a finding
that is highly applicable to the nonprofit sector.

@ STRATEGY

We define a nonprofit's strategy as a planned set
of actions that are designed to achieve its mission. The best
nonprofits develop and follow a rigorous, comprehensive strategy
that informs all of their program work. In doing so, they often draw
on the few strategic concepts that truly matter to nonprofits.

@ IMPACT EVALUATION

High-performing nonprofits conduct regular evaluations
(including randomized controlled trials when appropriate) to assess
results, and they rely on a feedback loop that enables data to
shape and reshape strategy.

@ INSIGHT AND COURAGE
The leaders of effective nonprofits excel at reckoning
with challenges and opportunities. The heart and soul of these

leaders—their ability to see things others don't and go where others

won't—are often an essential starting point for pursuing work of
enduring impact

ORGANIZATION AND TALENT

Sustaining a high-impact nonprofit requires that leaders
recruit the right people and place them on the right teams. Staff
members, however capable they may be, will succeed only within
a solid organizational structure.

@ FUNDING

Effective nonprofits generate adequate funding to meet
both program needs and operational needs. By targeting the right
donors in the right way, they are able to break the “starvation cycle”
that has long hampered many organizations.

@ BOARD GOVERNANCE

Nonprofit excellence ultimately requires an approach to
board governance that bolsters the practice of strategic leadership.
An effective board will draw on a range of engaged, curious, and
impact-driven members to guide fop-level decision-making.

Source: Essentials of Strategic Leadership PDF Summary, adapted from Engine of Impact
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IMPACT
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http://www.engineofimpact.org/wp-content/uploads/2018/05/EOI-Essentials-Overview-180517.jpg

TYPES OF REVENUE — EARNED & DONATIONS

“When a for-profit business finds a way to create value for a customer,
it has generally found its source of revenue; the customer pays for the
value. With rare exceptions, that is not true in the nonprofit sector.”

Go where the money is... Giving trends...

Corporations

$18
Bequests
$32 5% :
22 10% of doacrs
Foundations

$58 15% Upgraded Gifts 20% of ’1»,2;3?‘”
20% of donors MRS
N

Ty

Individuals o o
c - .

FIGURE 6 Charitable contributions in the United States by donor type,

2015 (in billions)
SOURCE: Giving USA 2016: The Annual Report on Philanthro{;y for the Year 20 Is
(Chicago: Giving USA Foundation, 2016), 27, 238. Data used with permission,

FIGURE 7 Giving trends (based on field experience)

soURCE: The Fund Raising School, Lilly Family School of Philanthrg :
sity, Developing Annual Sustainability Study Guide. Used with Penniss?z’ Indian, 1 .
o Unive,,

Source: Meehan, William and Kim Starkey Jonker. 2017. Engine of Impact. Stanford University Press.



WHAT DO THEY MEAN BY “RIGHT TO SCALE"?

15% 11%

Finding
the Fuel

(Organization .

and Talent, The Waterfall Promised Land
Funding, Board
Governance )
37%
10%
Scale Jail Small is Beautiful Field of Dreams
ek Building and Tuning Your Engine of Impact
’ (Mission, Strategy, Impact Evaluation, Insight and Courage)
Your or, ganization

Source: Based on survey of more than 3,000 people. Based on “Earning the Right to Scale.” By William F. Meehan Ill & Kim Starkey Jonker Mar.

30, 2018. Stanford Social Innovation Review.

Scale jail # strategic thinking &
management

Waterfall # impact model
Small is beautiful

Field of dreams # strategic
management, S, board
governance

Promised land = work diligently
to innovate and sustain



(10 minutes) Discuss in groups of 3-4: Map yoL
Discuss the readiness to scale matrix
Place your organization on the matrix (google slide)




THE STORY OF ANET

OUR VISION

Educational equity and excellence for every
student

OUR WORK

ANet helps school and district leaders support
great teaching that is grounded in standards,
data, and the practices of great educators.




ENABLING THE TEACHING & LEARNING CYCLE

School leadership teams receive job-embedded coaching that helps them implement
a high quality “teaching and learning cycle”

MFT}

from texts
* ™20 coaching sessions per year and standards

* Experienced ANet coach works Teaching
alongside the leadership team Adapt I
teaching & Lea 'Ni ng Teach

Cycle

& re-assess

 Three years to build capacity

Analyze

data and
student work




MAXIMIZE COACHING WITH TOOLS & RESOURCES

Our assessments, instructional resources, and professional learning tools maximize

our coaching

LEADERSHIP

Home =

Deep Dive into the NF Domain [Virtual Learning Module]

Interim data shows us that A2 and A3 are prime times when our 3rd through 5th graders struggle with
standards within the Numbers and Operations — Fractions (NF) domain. This new VL medule, adapted from
our Core Session, gives teachers and leaders a great resource that brings together some of our best thinking
(between TLCD and the A-Team) on these major cluster standards.

In this VL module, users will get a holistic view of the progression across grades, then build their knowledge
of the standards within their own grade level. Most importantly, users will deepen their knowledge by
working through math items tied to the NF domain. This module can be incorporated at the beginning, or as
part of a coaching or data meeting. It's designed to add lift to coaching by elevating schools’ base
knowledge. Here is a short trailer with more information on this module.

“It is super exciting that you have created this module! ... Overall, the module does a great job of
explaining the progressions and providing concrete examples of problems that students should be
seeing at different grade levels. It is super helpful that you are presenting these ideas in the context of
the progressions so that teachers can really see how the work of their grade fits into the larger context.
I love how you have the teachers do math problems throughout the module.” — Marni Greenstein,
Student Achievement Partners

MATERIALS

@ Deep Dive inthe NF Domain

Deep Dive into the NF Domain Trailer (VL Module)
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SYSTEM-LEVEL WORK TO SUPPORT LEADERS

Our system-level work builds the conditions for success by helping leaders set their
strategy and manage execution

Three approaches: .
Quality

* Assessment strategy InStI"UCtlon

* Instructional materials implementation

* Professional Learning focus [Communication,Collaboration,(ulture]

. Standards- Meaningful
A.r.s.r.g:str:glrfts Aligned Professional < or;
Materials Learning  /KE@P PN

* System coherence



RCT TAKEAWAYS

ANet’s RCT showed that ANet partners with the right basic conditions in place
achieve six months of additional learning over two years

Top RCT Takeaways*

* Data alone is not enough - schools Results of ANet’s RCT
that just did more analysis went PR e R

backward.
Control schools 6 MONTHS OF
EXTRA LEARNING

* Teachers matter most, but the rest of
us can give them a tailwind.

 Schools deserve differentiation the
same way students do



SUPPORTING 800 SCHOOLS AND 300K STUDENTS

Partners include charter and district schools, low performing and high performing
partners, urban and rural settings, and large and small systems




WHERE WE WERE IN 2017
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FINDING YOUR FUEL
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Funding, Board Governance)
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BUILDING AND TUNING YOUR ENGINE OF IMPACT

(Mission, Strategy, Impact Evaluation, Insight and Courage)

Source: Based on survey of more than 3,000 people. Based on “Earning the Right to Scale.” By William F. Meehan Ill & Kim Starkey Jonker Mar.

30, 2018. Stanford Social Innovation Review.
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Field of dreams

Promised land -

Clear mission
Well-defined strategy and
program model

Ongoing impact evaluation
with regular learning

Org design not completely
right for consistent impact

Funding - 80% earned
revenue but not strate



WHERE WE WERE TODAY
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BUILDING AND TUNING YOUR ENGINE OF IMPACT

(Mission, Strategy, Impact Evaluation, Insight and Courage)

Source: Based on survey of more than 3,000 people. Based on “Earning the Right to Scale.” By William F. Meehan Ill & Kim Starkey Jonker Mar.

30, 2018. Stanford Social Innovation Review.

Operating context has changed
o COVID/Virtual instruction
O Educator vacancies
O More complex funding requirements
O More specialized skills needed

Research base has changed
o Foundational Literacy
O ldentity and self-efficacy

o Elements of effective P



IF YOU WERE A FOR-PROFIT, WHERE MIGHT YOU
EXCEL OR IMPROVE?

D SO

1. Switching costs. 2. Recurring Revenues. 3. Earning vs. 4. Game-changing
Spending. Cost Structure.

How easy or difficult is Is every sale a new effort Are you earning Is your cost structure

it for customers to or will it result in quasi- revenues before substantially different

switch to another guaranteed follow-up you are incurring and better than those of

company? revenues and purchases? costs? your competitors?

5. Others Who Do 6. Scalability. 7. Protection from
the Work. Competition.

How much does your How easily can you grow How much is your

business model get without facing roadblocks business model

customers or third parties to (e.g. infrastructure, protecting you from your

create value for you for free? customer support, hiring)? competition?

Adapted from Amarsy, Nabila. “Why Some Business Models Are Better Than Others.” Strategyzer. April 07, 2015.



https://www.strategyzer.com/blog/posts/2015/4/7/why-are-some-business-models-better-than-others

1. Switching Costs

o—+—r————{ANet|

Mothing holds my customers My customers are locked
back from leaving me in for several years

10

2. Rrecurring Revenues

0 . . a " ’ Net ' . " 10

100% of my sales 10 of my sales lead to
are transactional autornatically recurring revenues

£y
(&

IF WE WERE A FOR-PROFIT, (&) T
o

=]

4, Game-changing Cost Structure

BUSINESS MODEL EXCEL
OR HAVE OPPORTUNITY

0 - NEt . . . . " ‘ . 10

My cOST slTuciure S at least 30% My cost structure is at least
higher than my competton 0% lower than rry competTors

5. Others Who Do the Work

0 — NEt‘ . . . : . ‘ 10

| incur costs for all the value &ll the value created in my business modesl
created in my business mods ig created for fres by external parties
O IMPROVE?
°
0 . . Net . . M M ¥ 10
Growing my business model requires My business model has
substantial resources and effort virtually no limits to growth

7. Protection from Competition

0 . . . . = Net . ' 10

My business model has no moats, and My business model provides substantial
I'm wulnerable to competition. moats that are hard to overcoms




Business Model Canvas

Key Partners Key Activities

Who are vour key partners? Which key activities do our
Who are your key suppliers? value propositions reguire?
VWhich key resources are we Our distribution channels?
acquiring from our key partners? JCustomer relationships?
Which key activities do our key JRevenue streams?

partners perform?

Key Resources

What key resources do our
value propositions regquire?
Our distribution channels?
Customer relationships?

Revenue streams?

Value Proposition Customer Relationships |Customer Segments

Which type of relationship does JFor whom are we creating
each of our customer segments Jvalue?

VWhat value do we deliver to our
customers?

Which of our cusotomer's expect us to establish and Who are our most important
problems are we helping to maintain with them? customers?
zohe? Which ones have we

establizshed?

What bundles of preducts and
services are we offering to each
customer segment? Channels
Which customer needs are we
satisfying?

How are they integrated with the

Through which channels do our
customers want to be reached?
How are we reaching them
now?

How are our channels
integrated?

Which ones work best?

Cost Structure

VWhat are the most important costs inherent in our business model?
Which key resources are the most expensive?
Which key actvities are the most expensive?

Revenue Streams

For what value are our customer really willing to pay?

For what do they currenthy pay?

How are they currently paying?

How much would they prefer to pay?

How much does each revenue stream contributing to overall revenues?

https://strategyzer com/canvas/business-model-canvas

‘fou can download this file as encel file at: Devised by Alexander Osterwalder



Key Partners

{k%f
e School leaders
« District and CMO leaders *
e Teachers
e Students

» Thought leaders and
expert practitioners

Value Propositions TT""I;

Key Activities ﬁg}i
Coaching to help school | -
and district leaders
support great teaching
» Instructional tools
(including assessments
and data) .

To district leaders: we
help achieve an aligned
academic strategy across
materials, assessments
and instruction

To school leaders: we
help save time and
support great teaching

« To teachers: we help
create “tailwinds” for you

Key Resources

» Diversity

« Talent and
knowldege across
content, change
management, technology,
operations

» Local roots

Net

Customer RelationshiQ

District leaders (a lot of
them)

School leaders

State leadership
Teachers

Channels

Word of mouth
Relationships and
promoters

Digital channels
Knowledge sharing

Customer Segments

“Sweet Spot” E_
districts and CMOs

Large districts

Small districts/CMOs
Individual schools

Also segment
geographically and by
performance level
Foundations

Cost Structure

» Large fixed cost to develop assessments and technology platform

» Coaching costs scale with number of school partnerships .

» Diversification of offerings to meet partner needs (especially in large
districts) drives management costs

» Overhead and infrastructure

www.businessmodelgeneration.com

Revenue Streams

* Fees from partners (sometimes includes state funding)
Foundation grants

=

N

s @D 0@ @




WHEN OPERATING CONTEXT AND RESEARCH
BASE CHANGE, YOU HAVE TO CHANGE TOO

Strategic Thinking Strategic Management
* Mission * Organization and talent
e Strategy e Funding

e [Impact Evaluation e Board governance

e Insight and Courage




(15 minutes) Discuss in groups of 3-4: ANe
What resonated from the ANet example — one takeaway
What’s one question the “for-profit” model raises for you about you
(posted in chat)?







https://www.youtube.com/watch?v=QoA0zMTLP5s&feature=youtu.be




BUSINESS MODEL CANVAS

Feasibility
Can we
deliver it?

o

Viability )

What is it worth?




Business Model Canvas

Key Partners Key Activities

Who are vour key partners? Which key activities do our
Who are your key suppliers? value propositions reguire?
VWhich key resources are we Our distribution channels?
acquiring from our key partners? JCustomer relationships?
Which key activities do our key JRevenue streams?

partners perform?

Key Resources

What key resources do our
value propositions regquire?
Our distribution channels?
Customer relationships?

Revenue streams?

Value Proposition Customer Relationships |Customer Segments

Which type of relationship does JFor whom are we creating
each of our customer segments Jvalue?

VWhat value do we deliver to our
customers?

Which of our cusotomer's expect us to establish and Who are our most important
problems are we helping to maintain with them? customers?
zohe? Which ones have we

establizshed?

What bundles of preducts and
services are we offering to each
customer segment? Channels
Which customer needs are we
satisfying?

How are they integrated with the

Through which channels do our
customers want to be reached?
How are we reaching them
now?

How are our channels
integrated?

Which ones work best?

Cost Structure

VWhat are the most important costs inherent in our business model?
Which key resources are the most expensive?
Which key actvities are the most expensive?

Revenue Streams

For what value are our customer really willing to pay?

For what do they currenthy pay?

How are they currently paying?

How much would they prefer to pay?

How much does each revenue stream contributing to overall revenues?

https://strategyzer com/canvas/business-model-canvas

‘fou can download this file as encel file at: Devised by Alexander Osterwalder



Mo

%w}& - Business Model Canvas

Keys Partners CP Key Activities ‘D Value Propositions ﬁ Customer Relationship . Customer Segments ='.-
In-store product sales Social media
SEC and ACC
High level of customer
Drive-through service, streamlined Customer service
menu, quality product,
and clever advertising
West Coast farms
Key Resources Channels
Operators actively
. ; M Operators
involved in monitoring Website ;
Brand customers' experience (Franchisees)
Barn Raised Chicken
Farms
Supplier network Stores
(Restaurants)
Real estate
Cost Structure ‘> Revenue Streams 6
, Administration and , , Royalties and License
Salaries Operations Marketing Salaries Secn Meal Sales Rent Fees




(15 minutes) Discuss in groups of 3-4: Bus
Pick either value proposition OR revenue stream se
Discuss approach and strategy with colleagues, sharing ideas



RELEVANT RESOURCES FOR TODAY’S SESSION

e U.S. Department of Education EIR Program — EIR@ed.gov

e Links to the EIR Grantee Tips for Recruitment and Readiness, rubrics, EIR/i3
papers and any additional resources referenced in the workshop can be found in
the EIR grantee Resource Library at: https://anlar.knack.com/eir-tathome/

O UserName: eirta@anlar.com
O Password: resources4EIR

e EIR Sustainability and Scaling Community of Practice (CoP)
and other CoPs- EIRTA@anlar.com



mailto:EIR@ed.gov
https://anlar.knack.com/eir-ta#home/
mailto:EIRTA@anlar.com
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THANK YOU!
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