Tools for Tough Times

Four Step Process: 

Step #1:  Complete a financial analysis for each program.

Step # 2:  Assess each program’s fit with the agency’s mission and proportion of the budget that is covered by secured revenue.

Step #3:  For those programs with both “high budget coverage and high mission fit” – the ‘keepers’ – brainstorm about what must happen to further ensure their stability and growth. 

Step #4:  For those programs without “high budget coverage and high mission fit”,  engage in further analysis.  Answer the MacMillan Matrix questions to assess the program’s attractiveness, competitive position and amount of alternative coverage.  Plot results, reflect on the results and engage in planning around critical issues.

I. Financial Analysis

A tool to determine possible categories to reduce spending and adjust program
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II.  Mission/Budget Fit

A tool to analyze each project, service or product produced by an organization
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III. MacMillan Matrix Questions
	PROGRAM ATTRACTIVENESS
	 RESULT

	How attractive is the program to the agency?

 

Internal:   
►Is it ‘easy’ to deliver, e.g., getting clients in is not a problem, there is client engagement in the service?
►Does it use existing staff skills?  Is it easy to recruit appropriate staff when turnover does occur?
►Can the activities be shared with other programs?

►Is it easy for us to get the other non-financial resources we need to operate the program?

External: 
►Does it have stable support from funders, volunteers which cover its core costs?

►Do we have enough clients?  Is there more demand that we could meet? 
►Are public/private funders investing in this area?

IF THE ANSWER IS NO TO ANY OF THE QUESTIONS, THEN THE RESULT IS ‘LOW’
	 

	COMPETITIVE POSITION 
	 

	Are we the best at delivering the program?

 

►Do we have superior organizational and technical skills to deliver the program?

►Is our quality of service superior to those of our competitors?

►Do we have a cost advantage over other agencies?

►Do we have a track record with funders, stakeholders and in terms of our cost effectiveness and program quality?

IF THE ANSWER IS NO TO ANY OF THE QUESTIONS, THEN THE RESULT IS ‘LOW’. 
	 

	ALTERNATIVE COVERAGE
	 

	Do other agencies do the same thing?

 

►If our agency disappeared, would clients be relatively easily helped by other organizations?  Would they be covered?

 IF THE ANSWER IS NO TO THE QUESTION, THEN THE RESULT IS ‘LOW’. 
	 


SOURCE:  I.C. MacMillan, Competitive Strategies for Not-for-Profit Agencies, Advances in Strategic Management, 1983.

IV.  PLOTTING Your RESULTS for MacMillan Matrix
1) High Program Attractiveness

High Alternative Coverage and

Strong Competitive Position = 
AGGRESSIVE COMPETITION

2) High Program Attractiveness

Low Alternative Coverage and

Strong Competitive Position = 

AGGRESSIVE GROWTH

3) High Program Attractiveness

High Alternative Coverage and

Weak Competitive Position = 

AGGRESSIVE DIVESTMENT

4) High Program Attractiveness

Low Alternative Coverage and

Weak Competitive Position = 

BUILD STRENGTH OR GET OUT

5) Low Program Attractiveness

High Alternative Coverage and

Strong Competitive Position = 

BUILD UP THE BEST COMPETITOR

6) Low Program Attractiveness

Low Alternative Coverage and

Strong Competitive Position = 

SOUL OF THE AGENCY (Can You Afford to Keep?)

7) Low Program Attractiveness

High Alternative Coverage and

Weak Competitive Position = 

ORDERLY DIVESTMENT
8) Low Program Attractiveness

Low Alternative Coverage and

Weak Competitive Position = 

LOOK FOR ‘FOREIGN AID’ OR A JOINT VENTURE
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