SHARING THE W

DEMONSTRATE,
EVALUATE,
DISSEMINATE.
REPEAT.

Want to get more for your
foundation's money? Learn how
you and your grantees can use
existing dissemination and
replication strategies.

[t makes sense to look for ways to
be more efficient with every grant-
making dollar in tough economic
times. Perhaps that explains why
there’s a renewed interest in pro-
moting replication of programs
that have been shown to work
well, and disseminating findings
from studies foundations sponsor
or conduct.

The emphasis is on renewed
because the idea of increasing the
impact of grantmaking dollars in
these ways is as old as philan-
thropy itself. Members of the
Communications Network in Phil-
anthropy have been “spreading the
word about spreading the word”
since the late 1970s. It’s ten years
now since the W.K. Kellogg Foun-
dation published Increasing the
Impact, a review of communica-

Continued on page 32,
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ALTH OF IDEAS

jations have an oppor-
uni to make the most out

I 'of their research on societies’
" problems by communicating

~ what they’ve learned.

ESSAY

Six years ago Congressman

Charles B. Rangel (D-NY) met
with a small group of foundation

ers based in New York

Deploring what he

 the “band-aid

ch,” he challenged

dations to go after the

Efa'cts that can illumi-

seial problems and

e the debate necessary

e e emphasized, however, that

generating new knowledge is not
enough, that knowledge must be
communicated to those who can
use it—to policymakers and the
public alike. Without such infor-
mation, political leaders face deci-
sions on issues they barely com-
end; special interest groups
forward, without understand-
the complexities: and the pub-
¢ watches, cautious and confused.
_- frted ont next page.

ILLUSTRATIONS BY NOAH DAN

Y MARGARET E.
"MAHONEY
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SHARING THE WEALTH OF

ESSRY
MAKE KNOWN WHAT You KNOW

Continued from prévious page.

Foundations, he pointed out, are free from the
political constraints that bind government and
can focus on getting objective data that will be
useful to all sides, not only documenting issues
but seeking solutions, weighing their worth, and
then telling what is effective and what is not,

In the pragmatic field of business, communi-
cating results is considered as important as
research and development. For every successful
new product, there is a carefully crafted strategy
for making the product known to a desired audi-
ence. In engineering and bioscience, results
emerging from the laboratory are routinely
shared through the media, professional meetings
and journals, and increasingly through new tech-
nologies.

Yet in fields such as education, health care,
and social welfare. work on how to achieve
effective reforms is not so routinely reported—
and when it is, the likelihood is that not all the
right audiences are reached. The problem seems
to be both that those who perform and those who
finance the work do not see clearly enough how
vital it is to be creative about disseminating what

is learned—beyond professional outlets and obvi-

ous interest aroups.

Beyond Fact Gathering
To spur discussion of unsolved problems. facts
must be generated that reveal the severity of the
problem and illustrate successful attempts to
address it. When a solution becomes available,
people—often a great many people—have to
be persuaded that the solution is in their best
interest.

Perhaps communication to the public could
be improved if foundations and their grantees
could agree on the following guiding principles:

Margaret E. Mahoney just stepped down as
president of the Commonwealth Fund in New
York City after 14 vears in the position. Cur-
rently she’s heading an initiative on child
development for the fund.
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IDEA:

« Knowledge must be moved out if debate is
to move forward.

* The audience needs 10 be broad to initiate
interest and discussion.

« Real communication depends on the audi-
ence both receiving information and having the
opportunity to exchange views.

» Information needs to be easily accessible in
formats and through outlets suitable to all audi-
ence segments.

» Communications technology can potentially
increase the ability to engage a variety of audi-
ences.

» Communications is not an art form restrict-
ed to specialists.

North Carolina storyteller Donald Davis tells
of how a sign, “communicating doors,” in a hotel
suite once triggered an analogy for a basic lesson
in communication. The occupants of both rooms
must choose to open their doors before people in
the rooms can communicate. Success in getting
both doors to open, and stay open. promotes suc-
cessful communication.

For a foundation, getting the audience
to open the door can be as impor-
tant as opening its own, Found-
ation staff should be aware
of the possibilities inherent
in new communications
techniques, think cre-
atively about how to




use them, and
encourage
grantees to
do the same.
Here, most
of us are
barely
scratching the
surface. Un-
derstanding par-
ticular audiences
is essential—and that
means gauging their level
of knowledge and addressing
the preconceptions they bring to an issue.
Responsible communication also requires that
foundations ensure the integrity of what goes out.
The Commonwealth Fund in
New York City does this through
an internal svstem of monitoring
erants and through external eval-
uations of the work it supports.
Grants monitoring has evolved
into a crucial element in the man-
agement of Commonwealth-sup-
ported projects. and is seen as an
opportunity to follow work in
progress. consider further sup-
port, and identify strategies for
communicating results.
Increasingly. the Common-
wealth Fund is also aware of a need 1o share pro-
gram outcomes with other foundations. Peer-to-
peer exchange makes grantmaking more effective.
Foundations could share in some of the fol-

lowing ways:

= Learning from one another what does and
doesn’t work best.

* Sharing knowledge about talent and capaci-
ty, particularly in geographic or program areas
that are new to a foundation.

* Providing information on and inviting par-
ticipation in the development of new projects.

* Collaborating in the development of new
and expensive information networks in areas of
mutbial interest.

Successful interaction discourages the “not
invented here” syndrome that restricts the ability
of foundations to work together in making posi-
tive and measurable contributions to society. It
can lead to creative collaborations and improve

When a solution
becomes available,
people~—often a
great many peo-
ple—have to be
persuaded that the
solfution is in their
best interest.

the possibilities for effecting the transfer of
knowledge. In today’s world, it is no longer just
a laudable goal. but a necessary one. to work
together and share what we learn. with the hope
of speeding up the innovation so badly needed
worldwide. This idea was expressed well in the
headline of a recent New York Times article
about a multinational company perceiving its
need for ties with other companies: “The 1dea of
the one-man band is tired: it is ime to strike
alliances.”

Maintaining foundations™ tradition of further-
ing positive change is becoming more difficult.
Society seems more complex. the problems more
difficult 1o decipher. Financial restraints mean
government is no longer as active an agent in
change as it once was, These facts argue for the
need to think afresh—and generate
persuasive evidence to propose
solutions to societal problems.

Foundations must learn 1o
navigate the information highway
if they are to make the most of
their resources and realize their
potential for advancing the com-
mon good. Advertising our wares
is not the point. It is a matier of
better fulfilling our public role by
providing information that may
help guide decisions that advance
the well-being of our country.

The message from Charles Rangel rang clear
six years ago. It still rings clear today. Founda-
tions have a special vantage point and a special
role—although that role is not universally well
understood. As foundations become more skillful
at communicating with the public. with policy-
makers. and with one another. their usefulness to
society will be more widely appreciated. =

Essay is a featire open to anvone whose ideas,
propoesals or opinions, no matter how controver-
stal, are bused on a reasonable knowledge of the
philanthropic/nonprofit sector and may, in the
Judgment of the editors. generate thought and
debate that can lead to construciive action. The
ideas expressed in Essay do not necessarily
reflect the views of the editors or the Council on
Foundarions.
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SHARING THE WEALTH OF

DEMONSTRATE, EVALUATE, DISSEMINATE. REPEAT.

Continued from page 28

tion approaches. yet the book’s main point—"if a
funded activity helps people in one community,
why not share it with others facing similar prob-
lems?"—still holds up today. As Victoria Weis-
feld and Frank Karel of the Robert Wood John-
son Foundation wrote at the beginning of their
chapter: “A foundation-supported program
whose lessons are never detailed and communi-
cated, whose successes are never duplicated.

Thomas E. Backer, Ph.D., is president of the
Human Interaction Research Institute in Los
Angeles. Steve L. Koon is dissemination special-
ist at the Ewing M. Kauffman Foundation in
Kansas City, Missouri.
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whose failures are never published as a caution-
ary tale—is this program'’s impact as equivocal as
the unwitnessed crashing of the philosopher’s
tree?”

What's clearly changed since those words
were written is the expectation that the federal
government will pick up successful model pro-
grams and roll out large-scale replication. Some
foundations are now playing leading roles in
funding the replication of programs they’ve test-
ed themselves, such as the Edna McConnell
Clark Foundation (supporting the Homebuilders
family preservation program), the Pew Charitable
Trusts and others (funding the STEP program
for disadvantaged youth). Federal support for
information dissemination also has decreased, so
foundations wanting to spread the word about
useful results from grantmaking have to take
leadership roles here, too.

In the 1990s, though, it’s more realistic to
expect that collaborative funding from a number
of sources will be needed—and that, in turn, calls
for more and better efforts to share information.
(See “Make Known What You Know.,” p. 29.) It
also calls for creative and strategic approaches to
dissemination and replication: sometimes blend-
ing foundation communication, public policy and
evaluation activities.

The kind of information that’s ripe for dis-
semination in many cases is found in grant
reports or studies that are read only by a handful
of people before being shelved. To counter that
tendency, the Ford Foundation, for example, pub-
lishes a quarterly newsletter that describes results
from funded programs in a half dozen articles in
each issue. Its 25,000 readers include grantees,
foundations, government libraries, press, staff,
consultants and individuals around the world.
The W.K. Kellogg Foundation regularly offers
funding to grantees for the purpose of dissemi-
nating project results themselves.

Meanwhile, interest continues to grow: a
national conference in September 1993 on repli-
cation strategies for foundations, funded by the
Charles Stewart Mott and David and Lucile
Packard foundations and convened by the Cali-
fornia Association of Nonprofits, brought togeth-
er 75 funders, academics and nonprofit leaders in
Washington, D.C. That same year Pew and other
foundations sponsored the creation of Replication
and Program Services, a nonprofit agency that

IDEAS



offers technical assistance on replication. There is
international activity as well—the Soros Founda-
tions are promoting replication of the American
Head Start program in Eastern Europe.

The stories of three foundations and how they
carry out their commitment to disseminating
findings strategically to those who can make
good use of them illustrate ways to move from
concept to action, These approaches are based in
behavioral and management sciences research
and are aimed at working through the usual resis-
tances and anxieties felt by potential adopters.

Setting Up A Dissemination Function

The Ewing M. Kauffman Foundation of Kansas
City focuses on youth development and entrepre-
neurial leadership. It is an operating foundation,
but it is moving toward more emphasis on grant-
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What Do You Mean By That
The words dissemination and replication
mean different things to different people.

For example, the terms “technology transfer”
and “knowledge utilization™ are often used
interchangably with dissemination. To scien-
tists, replication means to reproduce or
duplicate precisely—to clone. When referring
to nonprofit programs, though, those words
are not synonymous, as it's understood that
model programs will be adapted to fit new
environments. How much adaptation should
be encouraged is controversial, since too
much alteration might reduce a program'’s
effectiveness.

For the purpose of this article, dissemi-
nation is used to mean systematic efforts
to promote wider spread of information about
innovations—not just programs, but research
findings or new technologies as well. The
aim is not to get the information out, but to
get innovations used. This may require tech-
nical assistance as well to overcome psycho-
logical or financial barriers to change. And
replication, as used here, refers to strategies
by which successful programs are trans-
ferred from their original settings into
new ones.

making. Over the last three years, the foundation
has explored methods for promoting dissemina-
tion of programs it developed as well as methods
for including dissemination and utilization activi-
ties in its grantmaking program.

Exploration took the form of a strategic plan-
ning study on dissemination and utilization, with
the goal of determining whether these methods
could contribute to the foundation's mission to
research and identify the unfulfilled needs of
society and develop, implement and/or fund
breakthrough solutions that have a lasting impact.
A staff task force organized this effort, conclud-
ing with two “think-tank” style conferences on
the subject.

The task force’s report to the foundation’s
board of directors led to some policy decisions.
A dissemination specialist was recruited from
within the foundation to head up the new pro-
gram, housed within Kauffman’s communica-
tions office. The foundation has identified dis-
semination as one of its five “basic tools of the
trade,” along with demonstration, evaluation,
advocacy and capacity building. And recently
the foundation hired a full-time public affairs
associate. who will concentrate on building
bridges between national leaders interested in
public policy on youth development and entre-
preneurial education.

Build it In at the Beginning

Only three years old, the Mitsubishi Electric
America Foundation is a small corporate founda-
tion that funds innovative service programs for
young people with disabilities. The foundation’s
use of dissemination begins in the grant applica-
tion guidelines, which describe its importance to
potential grantees. Technical assistance on dis-
semination is offered to applicants, and plans for
it are given careful consideration by foundation
staff and board members during proposal review.
Supplemental dissemination grants may be
offered to spread the word on worthwhile innova-
tions coming from completed projects. For exam-
ple, Mitsubishi awarded a grant to Partners for
Youth with Disabilities in Boston for a program
to help youth develop social and vocational skills
through mentorships with adults with similar dis-
abilities. This was followed by a grant to assist in
replicating the program at other sites. Another
grant awarded to the Special Education Technol-
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Coming to the
Table Around
Going to Scale
Since fall 1993 a small
working group has been
studying the “right size"
for a nonprofit enter-
prise that has demon-
strated success in
meeting its goals.

It came together
under the leadership of
Rockefeller Foundation
President Peter Gold-
mark and Outward
Bound President Allen
Grossman, concentrat-
ing on foundations’
need to identify which
programs should be
supported for “scaling
up,” and nonprofits’
need to know when it is
prudent to participate in
such efforts.

Replication, market-
ing. dissemination, qual-
ity control, research and
development, manage-
ment and leadership all
play a role in this process.

Members of the
working group now
serve as advisors to a
two-year project support-
ed by several founda-
tions, quartered at The
Philanthropic Initiative in
Boston (Bill Ryan, pro-
ject director, 617/ 722-
0303). This project will
study similar activities in
the private sector, such
as franchising, and will
develop a set of case
studies.



ogy Resource Center at Boston's Emmanuel Col-
lege includes dissemination of the project’s re-
sults through a national computer bulletin board.
Mitsubishi Executive Director Rayna Ayl-
ward considers her experience an example of
what can be done even with limited grantmaking
(about $500,000 per year) and a small staff of
just two people. Says Aylward, “We were some-
what apprehensive that grantees would groan
about the extra effort involved in the dissemina-
tion requirement. But the feedback we've
received—and more important, the interconnect-
ing that is taking place among some of the orga-
nizations—has been hugely encouraging.”

Promoting Best Practices

The Better Homes Fund is a six-year-old public
charity concerned with services to homeless fam-
ilies and children. It was created by the editor of
Better Homes and Gardens, and Harvard psychi-
atrist Ellen Bassuk, who is now the fund’s presi-
dent. The foundation combines $1 million in

annual grantmaking to homeless service pro-
grams with research, evaluation and technical
assistance activities. It has created a range of
approaches both to fundraising and to dissemina-
tion of service applications and madel programs.

The fund designs and develops training prod-
ucts that incorporate the best of what is known
about services for homeless families. Then, 10
promote replication of service programs that have
the most potential for impact, it markets these
products nationwide. For example, the fund
offers to service providers a 15-module multime-
dia technical assistance package. with a supple-
mental manual on program design.

The fund makes good use of its relationship
with Better Homes and Gardens, which has a
world circulation of 8 million and a readership of
more than 34 million. Regular magazine articles
describe and illustrate the fund’s latest efforts,
and ask for contributions (the fund is not a corpo-
rate foundation and does not receive financial
support from the magazine). =

RESOURCES

Several nonprofit
organizations, such
as Replication and
Program Services in
Philadelphia
(215/568-0399),
Innovation Network
in Washington, D.C.
(202/7280727),
and the Human
Interaction Research
Institute in Los
Angeles (310/479-
3028) offer dissemi-
nation and replica-
tion technical assis-
tance to govern-
ment, nonprofits
and foundations.
Below is a sampling
of publications on
the topic.

Toward Lasting
Impact: Dissemina-
tion and Utilization
Strategies for Philan-

thropy, by Thomas E.
Backer. Ewing M.
Kauffman Founda-
tion, Kansas City. To
be published Sum-
mer 1995. An over-
view for foundation
staff, based on the
latest behavioral sci-
ence research, of
approaches to dis-
semination and uti-
lization.

Building from
Strength: Replica-
tion as a Strategy
for Expanding Social
Programs That Work.
Replication and Pro-
gram Services,
Philadelphia. 1993.
A detailed review of
eight programs,

with research on
what makes for suc-
cessful replication.
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One finding: a cham-
pion is essential.

Effective Strategies
for Increasing Social
Program Replica-
tion/Adaptation,
National Association
of Social Workers,
Washington, D.C.
1993: A review of
the literature and
summary of a NASW
“Strengthening Fami-
lies Through Interna-
tional Innovations
Transfer” seminar.

“Knowledge Utiliza-
tion Activities of
Foundations Sup-
porting Health
Research and
Demonstrations,” by
Thomas E. Backer
and Julie Shaper-
man, Human Interac-

tion Research Insti-
tute, Los Angeles.
1993. Article

in Knowledge:
Creation, Diffusion,
Utilization, Vol. 14(2),
pages 59-67. Reports
on a study of dis-
semination activities
of ten foundations.

Replication: Sowing
Seeds of Hope,
Charles Stewart
Mott Foundation,
Fint, Michigan.
1990. A special sec-
tion of the founda-
tion's 1990 annual
report identifies con-
ditions conducive 10
replication, and
reviews four varia-
tions: cookie-cutter,
adaptive, concept
dissemination and
networking.



