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TODAY’S OBJECTIVES
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How Engine 1 differs from Engine 2

ENGINE 1:
Core Programs
and Services

Focuses on today’s clients

Refines and builds on current
capabilities

Involves repeatability,
continuous improvement,
and careful risk assessment

Source: The Bridgespan Group, adapted from Bain & Co.

\

ENGINE 2:
New Frontiers

Innovates for the clients
and capabilities of
tomorrow

Reflects new client needs,
actors, or economics

Involves experimentation,
aqgility, and creativity
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Flrm of the Future: Engine 1 and Engine 2

pmpany Insights

Watch on {3 YouTube
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https://www.youtube.com/watch?v=FRa0xoc0BVY
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How Engine 1 differs from Engine 2

ENGINE 1:
Core Programs
and Services

Focuses on today'’s clients

Refines and builds on current
capabilities

Involves repeatability,
continuous improvement,
and careful risk assessment

Source: The Bridgespan Group, adapted from Bain & Co.

A

ENGINE 2:
New Frontiers

Innovates for the clients
and capabilities of
tomorrow

Reflects new client needs,
actors, or economics

Involves experimentation,
aqgility, and creativity




Turn to a neighbor TURN AND TALK

at your table:

e Which engine concerns or
worries you the most at
your organization?

e Why?
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ENGINE 1 STRATEGIES



A FEW ENGINE 1 BUSINESS STRATEGIES
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REAL LIFE
EXAMPLE?




A FEW ENGINE 1 EMPLOYEE SUCCESS STRATEGIES

= «

o 7

= 7 ¢ aWa C @
&

- 5 i U G

P z

=< Make Intake Process Increase Retention and Implement Trauma- ‘e Add or Strengthen Standardize Employee / Alumni Engagement &

= More Efficient Attendance Informed Care / Design L% Economic Power Job Supports Supports
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g Add Credentials or Define Career Pathways Job Placement & o g Strengthen Employee Empower Participant
(& Certifications + Transitions™ Employer Partnerships™ Success Data Employee Voices




REAL LIFE
EXAMPLE?







SET YOUR FLIGHT
PATH!

“| NEED TO CAPITAL / FUNDS FOR MY
ENGINE1TO




WORKSHEET ACTIVITY

1. IDENTIFY AN ENGINE 1 STRATEGY THAT NEEDS FUEL
2.CIRCLE OR CHECK (/) THAT STRATEGY
3.TURN & TALK WITH A PARTNER

-WHAT DID YOU CHOOSE?
-WHY?

PICK YOUR ENGINE 1 QUICK BET

L thie shrateogy lowors hadow bo Tind one small, quick bed thal neods capiial or funds.

Tl Circlo of Check ONE sEralogy 1obal - the small, quich bet you sant capial f Tunds for. Arer feaey, o Cit R sl 1 S0l 1o S0eie movd T aRscuss Wil

o M

BUSINESS: currant customers = current buaineas linss

CUSTDOMER S

Reach Hane Semilar Casbomesrss vla markebing or sales, réeach mons o
wour cesbomar base.

= I Cichsmsn Retenlisee = tresgthion accoomt managemont,
SErvioe qualify, communicalisn, rasponshanass, and renesal
P05

PRODNMCT 2 I SERVICES

= Upsoll or Besdle Cenmenld Dffevings: Fackage existing services
= difterently, add premium serdce ters, or bundke complementary
survices diready within tha currenl bosinass ling.

y Product f Serdoes Vanalons: For eoample, o cale adding seaaonal

= drinks, a cleaning enterprise adding desp-chean options, or a
landscaping anlarpriss adding seasonal mainlsnanoe packages. Think
of an addifion does reol regeirs a major chasoe 1o core oparations

= Impnowe Dualily of Prodec f Services Teeak your products or
= sarvices to Belfer meet the nesds ard desires of your cestomers {e.g.
Taster dalivery or o miora luxury Tealing).

OPFERATION

Incpease Dy aliomal Capacily: 4c0d shifls, crews, sopersisors,
equipmend, production hours, delivery roubes, oF worksiabions Eo
Lary e more demand. OF, 3adress Bollenacks in your procastng.

Imgrives: Priciosy )5 Conliract Toeams Sdd minimu e order si2es, rafainer
comtracks, escalation clauses, rush fees, tiared pricicdg, oF bafber
pament eims.

Eatgarar: 1 — i, ivpeal, sy v Comoad B, [ty o, i Sy

EMPLOYEE SUCCESS: cument participants = curment pathways

INTAKE & RETENTICHN

Mok nlake Process Mooe EMcenl 3 etber 355655 readinass,
~ interesis, barriers, and 1t for bhe eaisting Dusiness line or tralning
pathweay.

Inirase Farlcasat Belonlnng and Aftesdancr Strengthen coathimg,
- expectalice-setling, alfendance sepports, scheduling praciices, and
arly - warming sy siams.

) Implemenl Tramma-bnlsrmesd Case f Deslgie Train sepersisors in
brauma-infenmed managem&nl, coathing, feedback, conflict
resolistice, and balancing productom with participant S opmicnl.

™ Slundardice Empheyes Suppats Craate clear skill maps, fraining
= chacklists, competency mikestones, and supervisor tools for curmend
rihes.

¢y A i ShrosngEhen Ecossmic Possy Praclices |mprose ransportation
T supporis, benedits navigation, childcare refenrals, lagal aid relarrals,
food sepports, unifsoms, tools, @mergency assistance, ebo..

¢y Adumini Esgagemend & Supports: Frosice retention coathing
= reempkyment help, advancemant check-ins, amd alumnd commeniy
tor parlicipants lsaving the corman program

CAREFER PATHWAY 3

~ il Croslesnliale Offor cortifications thak direcily improve success s
- tha exisking sork pakthway, such as OSHA, SarySake, forkEtt, Magger,
cusbomer servics, food kandlar, or digital skills.

= Ml o o Caneer Palliveays + Teansilions: Build steps from
~ Eralnes to cres member, lead seckar, tralner, assistant supervisor, or
paimanent employee.

= ity Placi-masnt B Emgpbliyer Parinershigs: 5 1rang then employer
- pairinarships, mock mbeirdes s, job malching, refarancs processes, and
wanm handots 1o amployers already conmeclad bo e smlerpirse.

CONTINUDW S IMPROVEMENT

¢ Emipwe Partcipent Emphyes Yoime Uz surveys, lsbening
T s@Ssions, exil intersiews, and participant advisory groups to retine 1he
current modsl

™ Stresdyihen Employes Success Dalze Track enrcliment, ratention, skill
B gains, Wages, placamand, job retention, advancement, and pairticipant
safistaction fo refirs Eho currant program.

WHRITE "OUR EET

I need caprtal / funds foe mmy Lngine 1 io

o led sl ey




FUELING YOUR ENGINE



YOU MUST KNOW THE FUEL TYPE
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MYTHS AND MISCONCEPTIONS ABOUT PHILANTHROPIC CAPITAL

| should go after ALL philanthropic money because it’s “free” money

All funders care about the same things and | should use the same pitch
for everyone



GRANTS AND CROWD-FUNDED DONATIONS ARE TWO TYPES OF
PHILANTHROPIC IMPACT CAPITAL

Grant

Crowd-Funded Donations

Description:

Gift of cash that can come restricted (required milestones and
deliverables) or unrestricted (general purpose gift) that doesn't
need to be repaid.

Raising contributions from a large number of individual people
through events, platforms, or outreach

Also Known As:

Donation, Gift, Bequest, Aid

Individual Donations, Individual Gifts

How Common:

Very Common

Very Common

How Easy To Get:

Mid

Easy

Operational Burden:

Mid
e High application process burden
e Caninclude strict reporting requirements

Mid
e Time to raise can vary greatly
e Have many people to keep engaged and nurtured

Financial Burden:

Don’t repay

Don’t repay




MYTHS AND MISCONCEPTIONS ABOUT DEBT
oo

Myth: Debt is always bad
Myth: Debt should be paid down as fast as possible
Myth: Debt should come from a big reputable bank

Myth: Equity is always better than debt



SOME TYPES OF DEBT IMPACT CAPITAL INCLUDE...
I

Recoverable Grant Bridge Loan Term Loan Line of Credit (LOC)
Description: Loan that will either be paid back or A short-term loan to cover a cost while | A long-term loan (5+ years) to cover A flexible loan that allows borrowers to
written off by a certain date (e.q. PPP waiting for incoming revenue. costs and be repaid over a fixed-period. |access funds up to a set limit, repay,
Loan) and reuse as needed.
Also Known Repayable grant; forgivable loan Interim or gap financing Fixed-term loan Credit Line, Revolving Credit
As:
How Common: |[Less Common Common Very Common Common
How Easy To |Difficult Mid Mid Mid
Get:
Operational High Mid Mid Mid
Burden: e Long process with negotiations and e Must show ability to pay cash back e Must show ability to pay cash back e Must show ability to pay cash back
legal hurdles e Low post-funding burden aslongas | e Low post-funding burden aslongas | e Low post-funding burden as long as
o Might have reporting requirements payments are met payments are met payments are met
Financial Repay with interest, or write off as grant |Repay with interest Repay with interest Repay with interest

Burden:




EQUITY HAS ITS OWN SET OF PROS AND CONS

Equity
Description: Capital invested in exchange for ownership shares of the company
Also Known As: Shares; securities;
How Common: Common
How Easy To Get: Difficult
Operational Burden: High

o Must pass legal hurdles to ensure ownership distribution is clear and
agreed upon

Financial Burden: Investors earn return at an exit event (selling their ownership)

Not applicable to nonprofit organizations




CAPITALTYPE MATCH TABLE: PHILANTHROPIC + FLEXIBLE CAPITAL Table 10 2

Use these when the Engine 1 bet is impact-heavy, easy to explain, or promising but too uncertain for conventional repayment.

Capital Type Engine 1 strategies best suited for this capital Why it fits

Grants Best fit: employee success strategies where impact is clear but direct revenue payback is weak.
Examples: improve intake/matching; standardize work-based training; retention/attendance;
economic power practices; add credentials; career pathways/transitions; job placement and
employer partnerships; participant employee voice; employee success data.

Flexible general operating grants can also fund low-payback business improvements. Examples:
customer retention systems, pricing/contract term support, and quality/process improvements
tied to mission/jobs.

Crowd-Funded Donations Best fit: concrete, human-centered participant employee needs. Examples: transportation,
childcare referrals/supports, food supports, uniforms, tools, emergency assistance, credential
fees, retention supports, and small visible supports connected to participant success.

Recoverable Grant Best fit: riskier quick bets with a route to positive cash flow or funder-defined milestones.
Examples: reach more similar customers; product/service variations; upsell or bundle offerings;
improve customer retention; improve pricing/contract terms; improve quality; or measurable
outcomes.

No repayment. Strong when the work is proven, high-impact, and the
business model does not yet cover the full business cost.

Watch for restricted uses, milestones, deliverables, and reporting burden.

No repayment. Works when the impact is easy for an average person to
understand and feel connected to. Less ideal for complex back-office
improvements or large ongoing operating gaps because many donors must
be engaged.

Softer than conventional debt: may be repaid or written off as a grant. Good
when the bet is promising but too uncertain for a term loan or lone of credit.

Prompt for use: “l need capital / funds for my Engine 1 to .” Then use this table to ask which capital type is best matched to that specific use of funds.

Session tool only. Confirm eligibility, restrictions, legal structure, reporting burden, timing, and repayment risk before pursuing a specific opportunity.



CAPITALTYPE MATCH TABLE: DEBT + EQUITY CAPITAL

Use these when repayment, receivables, asset value, or investor-return logic is credible enough to justify repayable or ownership capital.

Capital type Engine 1 strategies best suited for this capital Why it fits

Bridge Loan Best fit: immediate cash needs while waiting for committed money. Examples: staffing, Short-term timing tool. Use when incoming revenue or funding is
Debt payroll, inventory, or delivery costs for signed contracts; reimbursable grants/contracts. guaranteed or highly reliable but arrives after costs are incurred.
Term Loan Best fit: cash-flow-positive Engine 1 capacity Examples: equipment, vehicles, facility Repay over a fixed period. Good for durable assets or proven growth
Debt improvements, production tools, durable technology systems, proven product/service costs when current or predictable cash flow can support debt service.

variations, and quality upgrades that increase revenue or margin.

Line of Credit (LOC) Best fit: recurring working-capital needs. Examples: slow-paying customers, seasonal Flexible revolving debt for cash-flow timing. Best for a cash-flow-
Debt demand, payroll/supplies for larger contracts, inventory for product variations.. positive business with clients that may take a while to pay; not for
permanent losses.

Equity Best fit: LLC/for-profit Engine 1 business growth. Examples: strengthen operational No fixed repayment schedule, but investors receive ownership and
Ownership capacity; reach more similar customers; product/service variations; quality or systems need plausible return or exit. Not applicable to nonprofit organizations
upgrades that build enterprise value and can support investor return. Less suited to and requires legal/ownership clarity.

standalone mission supports.

Prompt for use: “l need capital / funds for my Engine 1 to .” Then use this table to ask which capital type is best matched to that specific use of funds.

L ]
Session tool only. Confirm eligibility, restrictions, legal structure, reporting burden, timing, and repayment risk before pursuing a specific opportunity. re defl ne



FUEL TYPE ACTIVITY

\

/
N~
¢l Using the Capital Type Match table, identify what type of fuel (capital) would be best for your
_ @ ~ Engine 1strategy.
/ >
Ask yourself: "l need capital for my Engine 1to " Then match that need to the right
capital type.

£ Share with your group: What capital type did you choose and why? What makes it the best fit for

% your specific Engine 1 strategy?



FIND THE FUEL




HOW TO USE (SCREENSHARE)

XLS

Excel Database
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W TO ACCESS TOOLS






WALK THE TALK

1. (Do) Utilize one of the tools to identify real funders
and capital opportunities to support your engine’s
growth

2. (Discuss) Share with 2-3 people in your group. What

did you find and was it a strong or weak match?

3. (Generate Luck) Let’s support each other! Are there

any resources or connections you’d like to share with ‘
your peers? Share only what you’re comfortable with.
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ADDITIONAL RESOURCES



ADDITIONAL RESOURCES




TODAY’S OBJECTIVES




Ry s Exit Ticket
iide  Please let us know how we did!
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