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Issue Identification

Engage  
community  
in analyzing 
community 
conditions 
developing  
a vision

CI What documents or data on 
community need currently exist?

Who are appropriate partners in 
establishing community need and 
assets? Agencies, donors, government, 
key leaders, foundations?

What further collaboration is needed?

How is participation that is reflective 
of the community ensured?

Is there a range of techniques used to 
ensure participation?  Formal?  Informal? 

Is the vision sufficiently shaped 
and owned by the community to 
insure moving vision to action?

What is the vision?

Community engagement 
and vision of Standards

• Who is interested?
• Who are the leaders?
• Where are the strong 

relationships?
• How to ensure representative 

community involvement

Resources

Knowledge Café, Standards of 
Excellence, Component I

Select key issue(s) 
for United Way 
involvement 

CI What is the process to select 
and prioritize issues?  

Who will lead this process?

Who else will be involved at which points?  
As appropriate for specific points, are 
you including direct service providers, 
people with expertise in the issue, 
potential community change partners, 
potential investors, community leaders, 
the population of concern, etc.?

What criteria will be used to drive 
prioritization decisions?

Do you have the information needed to apply 
the criteria to the issues being considered?

Does local research confirm the 
importance of issues being considered?

Who can be strategic partners in 
addressing various issues and are 
they likely to be willing to help?

What indications do you have that 
meaningful impact on an issue is possible?

Issue generation follows from the 
results of the visioning process.

Issue selection requires a series 
of decisions and choices.  The 
aim is to become increasingly 
targeted on meaningful issues [a] 
that are appropriate for United 
Way involvement and [b] that you 
can affect in a meaningful way.

Decisions are based on research 
and reflect input from various 
stakeholders including donors.

Resources

Getting Focused Power Points

Defining Decision Making Framework

Criteria for Local United Ways

First Steps

Focusing on Issues & 
Strategies for Results

Knowledge Café Standard 
2.1 Impact Strategies >>>

*

*  While most tasks will require cross functional input; we have identified a likely lead function in each task.  Lead assignments will  
vary by United Way.  The Go, No Go, Hold decisions should be made by a Executive team, with Board involvement as appropriate.   
CI = Community Impact; RD = Resource Development; M = Marketing; PDS = Product Development Specialist
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>>> continued
Select key issue(s) 
for United Way 
involvement 

CI How does an issue align with your United 
Way’s mission, vision, experience; with 
staff and volunteer interest; with what 
the public will accept as a topic for United 
Way involvement; and with work being 
done by others in the community?

What are the implications for your 
community of both action and non-action? 

Determine donor 
interest

RD
M
PDS

Are you conducting surveys or using recent 
surveys to determine donor interest?  Of 
whom? 

Are you looking at designation data to see how 
donors currently pledge?

Are donor interviews being done and the  
results evaluated? 

Who else is leading successful campaigns 
in a similar space and with similar target 
investors?  Are you reviewing their niche, 
approach and success in the market?  What are 
their strengths and weaknesses?   

Do you have knowledge of and relationships 
with the influencers in your community and are 
they included in your research?

Is there donor interest?

Need to substantiate donor interest.  
What might the tools be to gather 
research based information?  

Primary research
• executive interviews
• focus groups
• surveys

• real data collection

Secondary research
• Industry analysts
• Key publications and editors
• News, PR, Advertising
• Annual reports

What level of confidence do we 
have in the research? How much is 
data vs. intuition?  It is important 
to honestly assess the results.

Influencers can be very powerful.  
They thrive on a constant stream 
of data.  If you continuously keep 
lines of communication open, 
they may support your efforts. 

For instance, if your research 
indicates a high level of need but 
there is limited interest you may be 
able to increase interest through 
influencers – create demand 
through working the vision.
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Issue Identification >>> continued

Issue Identification EXEC Should we move forward to develop 
strategies?  On which issues?

Are the recommendations supported by 
research?

Have the right people been involved at the 
right points in the process?

Do they feel ownership and commitment to 
develop solutions?

• Is this a vision that will generate investment 
strategies that will lead to lasting change in 
community conditions?

• Is the vision sufficiently shaped and owned 
by the community to insure moving vision to 
action?

Do the recommended issues meet the criteria 
established for the decisions?

Are these significant community issues?

Is United Way involvement appropriate?

Are appropriate and needed partners available 
and willing?  How do we know? 

Is there a real potential for change? 

Is there solid indication that donors will help 
support strategies that address the issues?

Are there any reservations about the identified 
key issues?

GO/NO GO

Opportunity here for an initial 
reality check.  It this a real 
issue(s) actually reflecting the 
community’s interest?  Who really 
cares about the needs and vision?

Pick a limited number of issues 
and address comprehensively.  
The aim is to select pressing 
issues, not to decide which is  
the most pressing.  Trying to  
rank order choices leads to 
dissension at a time when you 
need collaboration.



United Way 
Product Development Process

“Strategy is; a style of 
thinking, a conscious and 
deliberate process, an 
intensive implementation 
system, the science of 
insuring future success.”

– Pete Johnson
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Strategy Development 

Establish target  
outcome – specific 
results sought for 
defined population

CI What does local research say about which 
aspects of the identified issue are most 
problematic in your community?

What does local research say about which 
population segments are most affected by  
those elements?

Will those population segments be ‘sympathetic’ 
for resource development efforts? 

Do they include a meaningful number  
of people?

Is it reasonable to think that you can affect 
this number of people?

What result do you hope to achieve for  
these populations?

Are the results meaningful for and acceptable 
to these populations?

Will achieving these results for these 
populations have a significant impact on the 
identified issue?     

What other initiatives are addressing similar 
issues for this target population? 

Are there any opportunities to collaborate 
with existing initiatives that may have a solid 
strategy but need additional resources? 

How is the defined population involved in 
creating change that will impact them?

Clear and specific target outcomes 
are needed to define the target 
populations for the next phase 
of product development. 

Multiple target outcomes 
may be required to address 
an identified issue

Resources

Outcome Focused Planning materials

Course: Community Initiatives: Building 
Strategies, Measuring Results

Determine obstacles 
that keep population 
from achieving 
intended result

CI What does research tell you about why the 
population isn’t achieving the result already?  

Does local research confirm national findings  
or does it suggest that different dynamics  
are at work?

How will you engage members of the population 
of concern to learn their perspectives?

Before developing solutions, it’s 
essential to know what the real 
problem is.  A 75% solution to the 
right problem is better than a 100% 
solution to the wrong problem.

Base decisions on facts, not 
assumptions and stereotypes.

Consider obstacles posed by both 
population characteristics, such 

>>>
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Determine obstacles 
that keep population 
from achieving 
intended result

CI as needed skills, and underlying 
community issues.  Your strategies 
will emphasize the latter to 
help address the former.

Resources

Course: Community Initiatives: Building 
Strategies, Measuring Results

Course: Connecting Program Outcome 
Measurement to Community Impact

Identify  
research-based 
impact strategies

CI
RD

What other local, state, and/or national efforts 
already are focused on the issue, population, 
and/or community obstacles you are trying to 
address?  What is the potential for learning  
from their efforts?  For collaboration?

Are there research-based ideas for how change 
can occur?

Are there any approaches to creating change  
that have been effective elsewhere? If so:

• Have they addressed the same obstacles  
you are trying to eliminate?

• Does research indicate that these 
approaches would be effective in your 
setting?

• Does research indicate that these 
approaches would be effective with your 
target population?

What alternative approaches do you identify  
for achieving the target outcome?  Are members  
of your target population being asked for ideas 
and reactions?

What ways can community assets be mobilized 
to help:  neighborhood associations, labor 
unions, voluntary and faith-based groups, or 
businesses?

How can the specific expertise and experience 
of partners be leveraged?

In addition to the partnership that has done the 
work thus far, who else should have input into  
this decision?

What is the manageable collection of strategies/
approaches that will create a meaningful impact  
on the issue being addressed?

Do these include enough strategies that  
might be products to offer the promise of  

Be sure you are considering 
approaches that deal with the 
obstacles you have identified.

This isn’t only about which 
programs to fund to provide direct 
services to population members.  
Focus on changing conditions 
in the community so that fewer 
people need direct services.

Select the fewest strategies/
approaches that will produce the 
biggest results and have the best 
chance of bring resourced adequately 
and implemented successfully.

Resources

Course: Community Initiatives: Building 
Strategies, Measuring Results

Knowledge Café for info on issue areas

How are you surfacing potential underlying 
obstacles, such as public policies, 
organizational practices, use of resources, 
access issues, etc.?
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Assess partner 
competencies and 
competition

PDS
CI

Strategy Development >>> continued

>>> continued
Identify  
research-based 
impact strategies

CI
RD

Do entities already exist which can best address 
specific elements of the potential strategies?

Are partners needed to deliver?  Desired?  Why?

Are the proposed partners strategic partners* or 
delivery partners *?

Are all potential partners identified?  By whom?  
Using what criteria?  

What consideration is being given to the 
specialized skills that are needed? 

Do partners reflect the diversity of the target 
population?

What responsibility will each partner assume? 

What control will they have? 

What potential resources can they bring?

Are there barriers to engaging these partners?

Are any of the identified partners competitors/ 
or resources?  

Does their position as competitors impact 
decisions about the product or the ability  
to fundraise?

Are there known gaps in partner capabilities? 

If no partners are known you 
might decide not to pursue this 
strategy; that information would 
help in the final decision.

Strategic Partners vs. 
Delivery Partners – 

*Strategic partners are involved in 
shaping the vision, identifying key  
issues, influencing investors, etc. 

*Delivery partners have responsibil-
ity for working with United Way to 
provide elements of the strategy.

Partners can be competitors.  If a 
competitor is already doing the work, 
is there a need for you to do it?  If 
they are raising the money, should 
that lead to a ‘No Go’?  They may 
have visibility that would hinder 
United Way’s ability to succeed, but 
if others are in for the short run, 
the Community may welcome UW 
to pick up and maintain the effort. 

Bottom line is the importance 
of being open to options.

Resources

Course: Community Initiatives: Building 
Strategies, Measuring Results

Knowledge Café Standard 
2.2 Partner Engagement

>>>

sufficient resourcing?

Will the proposed effort make sense to outsiders 
who have to believe that it can work?

When relevant, do you know how your effort  
can be sustained for the long term?  Can it be  
taken to scale?  

Are strategies framed as solutions to  
community issues? 
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Determine  
United Way’s 
distinctive 
competency  
and role

CEO
BOARD
PDS

What are your United Way’s unique abilities to 
deliver value to the marketplace? 

What limitations are there to your UW’s 
distinctive competency or capabilities that 
would cause concerns for this strategy? What is 
the concern?

What other roles/support would UW lend to 
the effort? Would UW accept responsibility for 
planning? Resource development? Volunteer 
support? Communications?  

How are the potential roles aligned with your 
UW’s competencies and mission? 

What commitments to the identified impact 
strategies should UW make?  

UW must be sure that impact 
strategies, tactics and action 
steps are consistent with mission, 
resources, and interest.

Determining the specific role for  
UW is critical.

Important to be able to articulate 
your UW’s distinctive competence.  
Potential UW Competencies:

Community convener
Project leadership
Project management
Volunteer recruitment
Resource development
Marketing
Public policy
Research
Funder
211 or I&R
Fiscal conduit

Define measures  
of progress and 
results

CI
RD
M

In addition to the target outcome, which 
elements of your strategy are most important  
to track to be able to show progress on  
your strategy?

Which elements are most important to track 
to give early indications that something isn’t 
going right and to identify needs for mid-course 
corrections?

What are the indicators of progress for each 
element you want to track?

Who can provide or where can you get data  
on each indicator?

At what points in time will you need the  
various data items to meet your review and 
reporting needs?

What are the long terms goals?  Over what  
time frame? 

What are the short-term goals?  First year 
milestones?

What specific outcomes will you measure?  

Do other stakeholders/partners expect the  
same outcomes?  

When will data on goals and outcomes  
be collected?

Who will measure and analyze the data?  

When and how will they be reported/
communicated? To whom? 

You do not need to measure every 
element of your strategy.  Focus on 
those that will give you information 
with strategic communication 
and management value.

Don’t assume that your United 
Way will have to gather all of the 
needed data.  Partners in the 
effort will be collecting much of 
the data as a result of their roles.

Do include planning for measurement 
as part of planning your strategy. 

Short-term measures are important 
to ensure that momentum continues 
and to be able to fundraise.

Resources 

Program Outcome Measurement 
Course and Materials to learn how 
to frame things as outcomes

Knowledge Café Standard 2.5 Measure, 
Evaluate and Communicate

Strategy Development >>> continued
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Strategy 
Development

EXEC Are these the right strategies to effect change?

What role should United Way play in each 
strategy?

Does the underlying theory of change  
make sense?

Does the evidence convince us that the  
strategy will be effective in this setting and  
with this population?

Is the scope of the strategy sufficient to create a 
meaningful amount of change for a meaningful 
number of people?

Are there adequate indications that the 
strategy:

• Is acceptable to members of the population  
of concern?

• Will have buy-in from stakeholders and  
the public?

• Can be resourced – financially and otherwise?

Are enough of the right other players in the 
community engaged and are there others in 
the community who can complement partners’ 
competencies and help you deliver? 

Is the time right for this strategy?   

Where are the weak links?  Can they be 
strengthened or worked around?

Is there enough reason to move forward despite 
any hesitancy or incomplete information?

Can all UW critical functions align around  
this suggested impact strategy?  Have they all  
had input?  

Are there clear indicators that target  
populations will be ‘sympathetic’ for resource 
development efforts?

Are the goals appropriate and the proposed 
outcomes indicative of the desired  
community change? 

Who is the competition for the funding 
resources for any related services? 

Are the goals realistic and achievable?    

Should UW make this commitment? 

This is a key ‘Go’ ‘No Go’ decision.  

It determines if strategy 
implementation and product 
definition should occur.  Once 
these efforts begin, it is becomes 
more difficult to stop.   Every effort 
should be undertaken to make a 
good decision at this point

Regardless of how carefully a 
strategy has been developed, 
adaptations will be needed along 
the way.  Expect this and view it as 
a fact, not a failing.

‘Evidence’ in this context

Data points that support the 
decision or statements that 
demonstrate the truths of the 
situation.

• Examples

• Success stories

• Research results

GO/NO GO

Strategy Development >>> continued



“Achievement is largely the 
product of steadily raising 
one’s levels of aspiration 
and expectation.”

– Jack Nicklaus
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Product Definition

Identify 
potential  
products

PDS
RD

What is the process you will use to identify and 
prioritize potential products?

What criteria will be used to finalize product 
decisions? 

Is this an Impact Strategy with potential to be a 
product(s)? Can it be marketed and sold?

Is there built in competition – others offering  
the same strategy? 

Will the product concept be received with 
skepticism or confidence by the funders? 

 

Criteria for making good business 
decisions that are appropriate for  
UW to include:

• Will it generate revenue? 
• Are the costs predictable?
• Is it a cost effective solution, 

relative to other opportunities? 
• Can we actually deliver 

the product?
• Will additional resources 

be required?
• Do we want to commit 

those resources?
• Will it enhance our reputation? 
• Is there perceived value 

for everyone involved?
• Is it a fit for our United Way?

Resources

Framing Impact Strategies 
as Products PPT: 

• Principles in product development 

• Characteristics of a UW Product

• What is Not a United Way product

• Elements of a good product

Scope donor 
potential

RD What investors, specifically individual donors 
or organizations or segments of donors, will be 
potential targets for this product?

Do you have reliable data on investor 
preferences and habits to allow you to 
predict potential investor interest with some 
confidence?

What have they funded in the past and why? 

What have they refused to fund?  

What, if anything, will compete with this product 
for the same funds?  

Can this product attract new donors? 

Will these target donors take a long time to 
develop?  Can the product wait? 

Map your needs with the target 
donor markets and analyze which 
market segments to proactively 
pursue.  Ensure that the size of the 
targeted segments is large enough 
to support the current and future 
funding needs of the product. 

Segments can be defined 
in an array of ways.

Target donor populations may be:

• Demographic segments 
–women leaders, African 
American, single parents, 
Gen Y, post baby boomers 

>>>
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Scope donor 
potential

RD What factors may/will influence donor 
decisions? Examples include business outlook, 
complexity of community change required, 
availability of government or corporate funds, 
funding cycle or preferences of foundations, or 
individual commitment to these issues.

• Do you expect any of those situations to impact 
your ability to sell this product?

• Do you think there is sufficient potential  
donor market?

• Psychographic segments 
– interest in children or aging

• Buying power – major givers 
and leadership givers

• Corporate segments by industry, 
size, business interest or location

• Foundations – private or corporate

• Government – federal, 
state and local

Thinking about existing 
potential donors:

Ideally you don’t want to encourage 
investors to move dollars from one 
project to another or to change 
undesignated gifts to designated.  
It is not advisable to sell a special/
new project to a donor that is giving 
an undesignated gift. A new product 
might be used to save an existing gift 
that is at risk, to bring in new dollars, 
or to upgrade an existing donor. 

Bottom line: important to know 
your donors and potential donors 
well enough to recognize if they 
are in one of these categories.

Define and 
document:

• Functions   
What it does and 
why it is needed

• Features   
What it includes 
and why that makes 
it different from 
other solutions

• Benefits   
Why it matters to 
the investor

CI
RD
M

Are you defining the features, functions and 
benefits of the product from the perspective of 
the customer/investor?  

Can you articulate what the product really does, 
how people use it and what criteria the investor 
will use to make an investment decision? 

Can you explain all features of the product? 

Are the product features documented- details 
thoroughly captured in a definitions document 
or specification sheet? 

Are you testing the product features with any 
potential investors?

Can you clearly define a single, overarching 
benefit for each potential market segment?  

Have you thought about the features and 
functions from the perspective of the potential 
investor “task motives” and “personal motives” 
as defined in Consultative Selling? 

Important to push the envelope 
here to test all assumptions and 
expectations of the product.  The 
benefit should be clear, simple, 
concise and repeatable. It is the 
value story and investors make 
decisions based on perceived 
value and in the context of their 
personal and task motives.

Task motives: Consultative Selling 
describes as those business 
focused reasons for buying: ROI, 
decreased costs, increased quality 
or output, decreased effort.

Personal motives:  Consultative 
Selling describes as human drivers 
of decisions: greater control, 
approval, recognition, respect.

Product Definition >>> continued
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>>> continued
Define and 
document:

• Functions
• Features
• Benefits

CI
RD
M

Which investor motives would this product 
satisfy?

Are you confident that there is a strong  
value story?

Is this a product that you will customize?   
When and to whom?

Will it offer options for levels of investment?

Resources

Consultative Selling Course

Sell sheet sample

Framing Impact Strategies 
as Products, ppt

Determine how to 
deliver strategy/
product:

• Create
• Fund

• Partner

CI Can you describe the potential options to 
deliver the product?

What do you determine to be the most effective 
way to deliver the product?  

If the preference is to create, why is that the  
better option? 

Does UW have the capability to absorb that  
work or will it require resources?  

Are the resource needs built into the  
cost analysis? 

If the recommendation is to fund it, how does  
that impact the cost and pricing?  

If you need a partner, what is the process for 
identifying possible partners and eventually 
selecting one? 

How can you ensure that your partners will  
do quality work?

What will be gained or lost by choosing each  
of the options? 

Are the resource needs considered for  
each option? 

What is the long range view of this product?  
How will it be sustained?  

Is there a need for an exit strategy for UW  
or a partner?

Does the choice of any options impact the  
ability to sustain the product?

Product Definition >>> continued

>>>
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Recommend naming 
and co-branding 
opportunities 

M Will this product have a distinct name? 

Is research (among consumers, experts or 
potential partners) required? 

Is the proposed naming consistent with the 
national UW naming point of view and brand 
architecture guidelines (no new logos) which are 
part of the membership requirement?

What considerations will there be for funding 
thresholds for recognition sponsorships with  
co-marketing – for a national or local sponsor? 

Are any considerations for co-branding  
consistent with national sponsorship/ 
partnership guidelines? 

The name is a miniature form of 
positioning. Ideally, the positioning 
should be considered before 
finalizing a name. The positioning 
should be clear enough that it 
leads to appropriate naming.

It is not necessary and not advisable 
to have a separate name for 
each product.  What is critical is 
that the product is linked in the 
public’s mind with United Way.

UW needs to always protect and 
enhance its brand.  The adaptation of 
names by investors or partners can 
dilute the UW brand.  No promises 
should be made to potential 
investors without involvement of 
the UW brand and naming owner. 
Similarly, think carefully about 
offering a co-brand if it benefits 
only the funder. Some organizations 
have given away naming rights 
cheaply.  Important to remember 
that you can NEVER take it back. 

Resources 

UW Brand Management Website

UWA Brand Management Team

UW Naming Guidelines

UW Brand Architecture (and 
visualization) Guidelines

Corporate partnership guidelines

Estimate cost  
and price

CI
FIN
RD

Are you determining fixed and variable costs  
to develop, deliver, partner, market, sell, 
measure, report? 

Do you have a cost model template, perhaps one 
used for grant proposals?  

Are there costs for customization – for funding 
part of the product, or in one location, adding 
features, short term investing, making changes?  

What is the pricing recommendation?

Is the pricing recommendation based on any 
known market pricing?

If you are going to have products, 
you will need to know the cost to 
deliver and the price to market.  
Cost is formulaic: fixed costs and 
variable costs.  Once established 
they can be generated from a model.  

Pricing is less tangible.  
It depends on: 

• Perceived value to the investor 
– cost vs. benefit.  The greater the 
benefit, the more perceived value.

Product Definition >>> continued
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>>> continued
Estimate cost  
and price

CI
FIN
RD

Does the price reflect the relative value to the 
investor?  The cost to the investor vs. the benefit 
to the investor?  

Is there a rationale for premium pricing due to 
any factors: recognized distinctive competency, 
uniqueness of offering, visibility for the 
investor?  

What is the unit of service?  Is there a  
minimum investment?  

What is the public relations potential for UW? 
Should it affect price?

If you are approaching foundations, what size 
grants do they typically give?  Can you fit the 
pricing into their model by adjusting the unit of 
service or making some other adjustment to the 
size of the grant request?  

• High visibility for the investor 
may command a higher price.

• Competitive analysis – what 
is the market-based price? 
(Comparable products)

• Is there a visibility opportunity 
for UW?  A high level of PR 
value may impact the pricing 
structure.  High value to UW 
may be a rationale for a lower 
price or level of investment. 

Think about the size of the 
investment required. It may not 
make sense to create a very 
small unit of service, especially 
if there is a threshold of funds 
needed to move a project forward.  
Fundraisers need guidelines 
about what to sell, with any 
limitations on the size of the sale.

Assess ability  
to deliver,  
market, sell

CI
RD
M

Are there barriers to successful delivery of this 
product?  What are the challenges?  

Are there any dependencies – partners, 
volunteers, resources needed, and conflicts?

Are there tricky timing considerations related 
to campaign, allocations or other competing 
events which would compromise marketing or 
selling of the product?  

What volunteer activities – group or individual 
– are required/expected?  

What are the responsibilities of community 
players? 

Is resource development involved and 
committed to selling?

Can we sell enough components of the  
strategy so we can resource the rest of it in 
some other way?

A new product puts a strain on any 
organization.  It requires resources 
of time, money and executive level 
attention.  A product that doesn’t get 
the needed allocation of resources 
and focus is more likely to fail. 

Successful initiatives result from 
good planning and full disclosure of 
issues, weaknesses and strengths. 

Product Definition >>> continued

>>>
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Product Definition EXEC Which impact strategies, or their components, 
should be “sold” as products?

Will we implement certain strategies without 
developing them as products?  Which ones?

Are the costs clearly articulated and  
fully understood?

Is the pricing model substantiated and 
consistent with UW expectations?

Is the cost appropriate for the likely  
community change?

Are the parameters of the product  
clearly defined?  

Are the product Features, Functions and 
Benefits comprehensive and consistent with  
the vision and the identified key issues?

Are there decisions about the product that 
remain undefined? 

Can this product be delivered as described?

Are there adequate UW Staff/Volunteers with 
correct skill sets to achieve these objectives?

Are the resource needs articulated  
and achievable?

Is this still a fit for UW’s distinctive competency?

Is there sufficient evidence of a potential  
donor market?

Will these strategies inspire investors?

Is the executive review group enthusiastic  
about this product?

Who will manage the ‘overall project?’

This is really the last chance to 
stop this product development.  
From here the work is really 
focused on doing the work in  
the Plan.  

Reviewers should require that all 
open questions be answered. 

GO/NO GO

Product Definition >>> continued
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Product Plan

Identify Content 
Expert

CI Who will be the CI or content lead?

What specific responsibilities will he/she have 
with this specific product?

What is the time commitment?  

It is the responsibility of CI lead is to 
act as a liaison between functions.  

CI lead may be accountable for 
approving collateral, ensuring that 
the right data is collected, managing 
the implementation, making 
sales calls, organizing the review 
process and reporting results.

While the United Way may designate 
a lead for each function, it is 
important to call out the CI role. 
While some of these activities may 
be new to CI, the effectiveness of 
the CI lead will impact the results. 

Create positioning 
statement

M Do you have a positioning statement?

Is the positioning statement in writing and  
supported by background information, 
including rationale and content, that will 
provide information for building collateral? 

Do you have positioning statements for each 
type of funder segment? Are unique positioning 
statements required?

Are the benefits compelling, from the  
donor’s perspective? 

Do the benefits differentiate the product  
and UW? How? 

Is the positioning statement consistent with the 
vision and the issues as they were identified?

Has the positioning been tested with resource 
development?  With any prospects?

A positioning statement is a one 
or two sentence statement that 
conveys the distinct value of 
your product to your customers. 
It is the basis for creation of all 
communications by using consistent 
messages related to the product.

Good positioning requires knowledge 
of the market.  CI and RD provide 
input, but it is a marketing function.

>>>
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Finalize cost and 
pricing model

FIN
RD
CI

Are the cost components confirmed? 

What are the fixed costs?

What are the variable costs?

Can the product be priced to cover costs?  Will 
anyone fund it at that level?

What are the final units of service for which you 
are setting prices?

Is there a minimum investment? Are there 
exceptions expected? 

Was pricing tested with investors/donors?

Are there any other market, PR, relationship 
or political considerations that impact pricing 
recommendations?

Resources 

TBD: A model pro-forma tool to plan and 
track the expenses and revenues.  

Set fundraising goals 
and incorporate into 
multi year resource 
development plan

RD What are “sales” or fundraising goals for this 
specific product? 

What are the short term – 1-year goals? 

What are the long-term goals?  Multi-year goals? 

What is the initial key target market?  Is there a 
secondary target market?

Do the goals “match” the amount of resources 
needed to deliver product?

Setting sales goals may be the 
best indicator of the advisability 
of any product. If Fundraising is 
hesitant to set goals, it should 
be considered a red flag in terms 
of buy-in for the product. 

Create  
marketing plan

M What are the components of the marketing  
plan for this product? 

Are they specific and measurable?

Who owns the action items? Who owns the  
overall plan?

Is there a written plan document? 

What is the launch plan? Is it dependent  
upon funding?  

What are the ‘after launch’ marketing plans?

Will either phase have a media component?

How will this plan ensure that this product 
supports the UW Brand?

The marketing plan will include 
everything needed for sales support 
as well as advertising, awareness 
building and media ‘stories’.  

Brand management strategy is 
intrinsic to the marketing plan.

Product Plan >>> continued
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>>> continued
Create  
marketing plan

M How do you consider the other partners in the 
marketing plan if you are working in a coalition? 

Will there be a launch event?

Who will make the sales calls?  When? What do 
they need to have to be successful?

Propose sales  
launch date 
and product  
implementation 
schedule

CI
RD
M

What is the proposed launch date for sales?

What is the proposed launch date  
for implementation? 

Are you planning to implement any aspect of  
the  product before obtaining funds?

Will you have self-funded pilots of the product?

If you need funds before starting implementation, 
when can you start fundraising?

How much confidence do you have to begin  
to implement even without all of the funds  
in place? 

What challenges are expected? 

Are there any dependencies that you need  
to manage to ensure that the pieces come  
together for both the start of sales and  
product implementation?

Are there appropriate operational goals 
established? Are they measurable?

Launch is the sales launch.  

If you need to have the funding 
before ‘product’ is implemented, 
that needs to be clear to sales. 
They must set reasonable 
expectations on timing of results.

If you intend to sell the product 
before implementation is complete, 
it is important to know when funding 
can be utilized.  Is it immediate?  

Bottom line, the relationship 
between the beginning of sales 
and planned implementation 
needs to be transparent. 

Optional goals are internal 
measures management will track.  
They may include standards for 
timely delivery, quality of service, 
and budget compliance.

Product Plan >>> continued

>>>
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Product Plan EXEC Is the product planning complete and on 
schedule for a successful sales launch?

Is the timing of the implementation of the 
product understood and agreed upon?

 Will the product development timeline be 
able to fulfill/ live up to the sales launch and 
marketing plan timelines?

Are all aspects of the plan tangible and  
fully developed?    

Have all operational needs been considered?  

Has a cost/benefit analysis been provided –  
is it realistic? 

Is the pricing consistent with expectations?  
Does it pass a ‘reasonableness’ test?   

Do the sales goals support the product vision?   
Are they attainable with recommended 
resources? 

Is the positioning statement supported by 
a written document that will facilitate the 
development of sales/marketing tools?

Are the benefits clearly articulated by donor  
type or segment? 

Is there a comprehensive marketing plan 
supported by resources? 

Are there any expected barriers to sales launch 
according to the timeline?

What does successfully meeting the timelines 
depend upon?  Are there known areas that  
may interfere?  

Only a serious, unexpected  
problem would take this to a  
‘No Go’.  The question should 
be, is it ready to Go or is it 
necessary to Hold?  

Every aspect of the input for the 
sales launch decision should be 
evaluated against expectations.  

Benchmark should be, is the  
market ready for the  product 
and is the product ready for  
the market?

Decisions may be made that a 
product is market-ready even  
without every loose end tied  
up but that should be a 
calculated decision.  

The details about the planned  
selling and implementation 
dates should be clear in the 
decision to Go or Hold.  

GO/HOLD

Product Plan >>> continued
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Product Sales

Create collateral  
and sales tools

M What tools are needed to support the sales 
process? Do they need to be customized to 
investor segments and are they?

Is there any customized collateral needed?  

Will there be any challenges to create  
the collateral?

Is any specific communication material  
needed to announce the launch?

Will there be a press release? 

Who will create the press release?

What materials will the media need?  

Sales tools and supportive 
documentation need to 
be carefully planned and 
training needs evaluated.  

Usually need these tools:

• sell sheets,
• success stories

Resources

Consultative Selling Course

 

Deliver training  CI
M

What training is needed for staff? for volunteers? 
for partners?

Who will provide training? When?

What is the format?

Is there a role for a content expert or a sales expert 
in the training process?  

Produce donor 
communication, 
reports,  
touch points

M Has Marketing completed a donor 
communication plan?

What is included in the plan?

What is frequency of each communication?

Who is responsible for content?

Who is responsible for distributing the 
communication? How will it be distributed?

Is any special packaging required? 

How will the communication plan treat the  
UW brand?

Have you included other touch points, such as 
program tours, speakers at events, volunteer 
opportunities?

The importance of this step will vary 
according to the resources of the 
UW involved.  Those with a robust 
marketing team should be engaged 
along the way and developing tested 
strategies for the communications. 

There may be more support needed 
by community impact staff for 
UW’s with fewer resources.

>>>
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Product Sales EXEC Can we proceed to selling the product?

Does the internal and external communication 
plan maximize UW branding?

Is the product ready to launch for sales? 

Is the product implementation on schedule? 

Is the sales plan complete and ready  
to implement? 

Have targeted fundraising strategies  
been finalized?

Have you incorporated appropriate feedback 
from the donor and prospect test calls?

What is the final timeline to begin sales? 

This step should be about  
readiness and timing. Are we  
ready to start selling?

Except in the case of a real failure  
to complete the first stages 
adequately, this should not be a 
choice of Go/No Go. 

This is about “when”, not “if”.

GO/HOLD

Product Sales >>> continued

Begin to “test”  
the sales and 
marketing plans

Identify Board members, supportive donors and 
prospects in target market to test how you are 
“selling” the product: 

• Are they compelled by the need? Confident in 
the solution?

• See it as a good place for United Way? 
Positively influenced by the partners? Inspired 
by the goal? Interested in the communication 
plan? Find the marketing materials useful?

• Do they think it could lead to increased gifts? 
to new gifts?

Would they participate in any PR around the 
formal “launch”?
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Evaluation

Measure progress 
and results for 
defined population 
and community 

CI Are you reviewing data on progress and  
results of your impact strategies?  How often? 
With whom?

Are you meeting the defined milestones? Can 
you tell what’s working well and what’s not?

Who is making recommendations about needed 
mid-course corrections? And to whom?

Who is receiving what information about 
periodic progress reviews and in what form?

Are you adjusting your measurement and 
product evaluation plans based on learning?

Should you be adjusting your strategy?

Monitoring and improvement 
of progress on a strategy is 
the responsibility of the entire 
partnership, not only the United Way.

Progress should be celebrated.  
Problem identification 
should be viewed as a sign of 
accountability, learning, and 
opportunity for improvement.

Measure 
effectiveness of:

Resource 
Development plan 

Operational plan 

 

 
RD 

FIN
CEO

Are the sales plan goals being met? Is there win-
loss data that includes customer feedback? 

What would make the sales results more 
positive? 

What was the feedback when the product  
did not ‘sell’? 

Was additional support needed for the  
sales plan?

Are the operational goals being achieved? 

If not, what are the challenges? 

Should any product, sales, PR or partnership 
changes be made going forward? 

Evaluation should always be done 
with the expectation of the need 
for some mid- course correction, 
in any or all aspects of the product 
design, delivery or sales.  

All impacted functional areas and 
appropriate partners should be 
involved in the evaluation – both 
to hear the success stories as 
well as to help identify gaps, 
challenges and areas to reconsider.  

At least at the time of launch the 
evaluation process should be 
defined, including the timeline 
and the designated owner to 
coordinate the data collection 
and review meetings. 

Depending on the situation, 
some products might have a 
planned, systematic review, 
perhaps quarterly. 

>>>
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Review/Mid-course 
correction

EXEC Is the evaluation yielding data useful for 
monitoring progress, communicating results, 
and early problem identification?

After implementation: What revisions/
midcourse corrections are indicated?

Does the plan contain the necessary elements 
(see “Define measures of progress and results” 
under “Strategy Development”)

Are responsibilities for analysis, use, and 
reporting of the findings clear?

Who has authority to implement mid-course 
corrections for various elements of the strategy?

This is your opportunity to be 
a learning organization, using 
information about past efforts 
to improve future performance 
across the entire organization.  

GO/NO GO

Evaluation >>> continued
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