
From Start to Sustainability:
The Program Design and Implementation Process

This outline is our recommended process of starting, growing, and sustaining your program. Following
this process can help you to be more efficient, and avoid big changes and struggles later on. In
addition, this process contains best recommended practices. We recommend you follow this process in
the order it is listed. Cultivate’s program will help you build your understanding and skills for each of
these steps in a much deeper context.

1. Evaluate your leadership capacity.
● Determine why you personally want to or should do this work.
● Evaluate your financial capacity to do this work.
● Evaluate how much time you have to do this work.
● Evaluate your skills to do this work.

2. Create a Board of Directors or leadership team to support you and work with you.

3. Meet with the community.
● Communicate your intended plans.
● Conduct a Community Assessment to thoroughly understand the community you want to serve.
● Identify the community’s needs and assets.

4. Think about what the work should be.
● Conduct a Problem and Solution Analysis on a chosen core problem.
● Identify potential interventions (programs) for your work.
● Research potential collaborators, competitors, and opportunities.

5. Research potential collaborators, competitors, and opportunities.

6. Design a potential program idea. Create a program summary that tells others the basic components
of your work.

7. Propose the idea to the community and get them involved.

8. Design a more detailed program business plan. Involve your leadership team and community in the
business plan creation.

9. Register your program with your government, if necessary. If not legally required, don't register until
after launching and evaluating the pilot program.
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10. Based on your country’s laws, create organizational policies, bylaws, and other necessary
documents.

11. Prepare what is necessary for your organization's operations. Create documents, processes, etc.
which will be necessary to start your program and begin working with your clients (such as
partnership agreements, volunteer or staff training, client forms, etc).

12. Create a simple evaluation plan for your program.

13. Create a communications plan:
● Social media
● Electronic newsletters
● Annual report
● Goal: To start building a list of potential clients, donors, volunteers, and other supporters.
● Can you realistically follow it?

14. Prepare communications tools:
● Organizational email
● Social media accounts
● Electronic mass emails account (i.e. MailChimp)
● Basic website
● Simple one-page digital program brochure

15. Prepare to fundraise.
● Establish a bank account for the organization. Determine how you will receive donations (fiscal

sponsorship, or your own system for electronic and cash donations).
● Apply for fiscal sponsorship if needed.
● Create a donor stewardship plan you can realistically follow.
● Create a simple database to track donor and supporter contact information.
● Create templates in your email for donor communications.

16. Prepare to manage income.
● Purchase a financial management database or create your own.
● Determine the processes for how you will receive income, track income and expenses, and

ensure your financial accounts are safe and accurate.

17. Create a fundraising plan.
● Create an income budget.
● Research what is possible and realistic for you to fundraise.
● Identify multiple sources of income (individual donors, grants, program fees, etc.).
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18. Start fundraising.

19. Reach your minimum budget necessary to start the pilot program. As donations are made, follow
your donor stewardship plan to maintain relationships with donors.

20. Launch pilot program.

21. Gather data and impact stories from the pilot program. Share on social media and newsletters.

22. Continue fundraising to save 2-3 months of costs for your pilot program. Don't grow the program or
launch a new program until you have this saved.

23. Evaluate the pilot program. Is the program achieving your intended results and focused on your
mission? Make necessary changes.

24. Design a program based on the pilot.
● Create a plan for how to grow the program or launch new programs.
● Evaluate your potential for fundraising for the new program.
● Update your business plan.
● Create a new program budget and fundraising plan.

25. Fundraise for the growth of the program or new programs while continuing to run the pilot program.

26. Launch the new program and implement your plans.

27. Ongoing process:
● Evaluate often the program’s effectiveness, make changes as necessary.
● Involve the community in the program, conduct community meetings and assessments, and

redesign your program as needed.
● Follow your plans for communications, program evaluation, and running the organization. Make

changes as necessary.
Recognize that nothing ever goes as planned! Do your best, serve your community with
integrity, and be flexible enough to make changes as needed.
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