7, STRATEGY LAB PHASE 2026 FREE RESOURCE
Ny COLLECTIVE EDITION

A FUNDER BEHAVIORAL INTELLIGENCE SYSTEM™

Nonprofit
Fundi
(risis.

PLAYBOOK ON RESPONSE & STRATEGY

Funder Response Intelligence Guide™

Nine funder behavioral modes. Forty-five years of documented pattern.

Specific advance signals for reading what is coming before it arrives.




e DEDICATION

To the City of Neighborhoods and Brother Love. Remaining true to
its roots in the name of progress. Where community resilience
never falters and where people remain loyal. A city that continues
to feel like home decades and hundreds of miles away.

This playbook is my token of affection — my contribution to help
strengthen and rebuild a place that is so much more than a bypass

city.

— Ebony
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e FRONT MATTER -+ HOW TO USE

How to read

This playbook is an intelligence tool, not a reporting summary. It is designed to be read before
your next funder conversation, before your next board retreat, before your next grant cycle — not
after the damage arrives.

The Funder Behavior Matrix in Section 02 is the analytical core. Nine behavioral modes describe
how funders respond under specific external conditions. Each mode has a behavioral driver — the
psychology and sociology underneath the decision — and a set of advance signals you can read
before the mode fully activates. The Indicator Dashboard in Section 04 gives you those signals in
scannable form.

The current moment analysis in Section 03 applies the matrix directly to conditions as of 2026. If
you read nothing else, read Section 03. It tells you what is happening, why it is happening, and
what is likely to come next based on 45 years of documented funder behavior patterns.

Section 04 gives you strategy — not aspirational guidance, but specific organizational postures for
navigating each mode, building positioning before the rebuild cycle begins, and maintaining
organizational identity under pressure to abandon it.

e A NOTE ON AUDIENCE

This playbook was written from your vantage point,
not the funder's.

It was written for the executive director with one and a half staff members trying to make sense
of why their funder went quiet. The advancement director who has been told to adjust language
without being told why. The board member who needs to understand what the sector is actually
navigating before making budget decisions.
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e SECTION 01 - THE ARGUMENT

C

Why this document exists.

"There was no suitable precedent to
guide the philanthropic response."

Ford Foundation commissioned report, August 2002. Written about 9/11. Could have been written about every

major disruption since.

In 2002, a report commissioned by the Ford Foundation documented the philanthropic response to
9/11. It opened with a sentence that has never been answered. That sentence is now twenty-three
years old. In the two decades since it was written, the sector has navigated the 2008 recession, the
2020 racial reckoning and its retraction, a global pandemic, and the most aggressive federal
defunding of civil society infrastructure since the Reagan era. In each case, nonprofit leaders have
been forced to improvise under fire — reading funder behavior reactively, absorbing the damage of
decisions they didn't see coming and couldn't have predicted from the guidance available to them.



SECTION 81 - THE ARGUMENT CONTINUED

e CONTINUED

That guidance has been written from the

The documents available to nonprofit leaders — sector reports, consultant briefings, funder-facing
analyses — describe funder behavior in the passive voice, as though no one is making decisions.
Philanthropy "responded" to the moment. Funding "shifted." Organizations "faced challenges." The
careful, diplomatic language of these documents protects the relationships of the people who
wrote them. It does not protect the organizations absorbing the consequences.

This playbook names what funders actually do when conditions get difficult, explains the
sociology and psychology driving those decisions, and gives executive directors and advancement
staff the intelligence to read what is coming before it arrives. It is written for the organizations, not
the money:.

What makes this framework

Most fundraising guidance is retrospective. It tells you what happened and suggests you do more
of what worked for organizations better positioned than yours. This playbook is predictive. It
identifies patterns across 45 years of documented funder behavior and builds a systematic tool for
reading those patterns in advance.

The analytical foundation is the applied social sciences — sociology, psychology, anthropology,
political science, behavioral economics, human geography, and communications working
together. This matters because funder behavior is not random. It follows identifiable cycles driven
by loss aversion, reputational management, institutional peer pressure, economic anxiety, and
political risk calculation. Those drivers are legible if you know what to look for.

The result is a Funder Behavior Matrix — nine named modes, each with a behavioral driver,
triggering conditions, advance signals, and documented consequences for organizations with
limited infrastructure. The matrix does not tell you whether any individual funder will act well or
badly. It tells you what funder types historically do under specific conditions, and what that means
for your organization before you feel it in your bank account.



SECTION 82 - THE FUNDER BEHAVIOR MATRIX NINE MODES - FOUR FIELDS EACH

The Funder Behavior

Nine modes. Not permanent states — funders move
between them as conditions change. What matters for
your strategy is recognizing which mode is active,
what triggered it, and how long it typically persists
before transitioning.

Funders are not a single actor. A private foundation does not behave the same way as a corporate
giving program under pressure. A community foundation does not respond to political hostility
the same way a government agency does. What they share is this: under specific external
conditions, each funder type enters identifiable behavioral modes that produce predictable

consequences for grantees.

e CURRENT CONDITION - 2026

The Convergence condition is active.

As of 2026, the majority of major funder types are operating simultaneously in Fortress,
Silence, Capture, or Redirection modes. Section 03 documents this Convergence condition and
its implications. The nine modes below are presented as the analytical foundation for
understanding that analysis.




RESOURCES

FUNDER BEHAVIOR MATRIX

Fortress

Loss aversion made operational. Funders minimize threat

to institutional standing rather than optimizing for

impact.

Loss aversion. Funders are not optimizing for
impact under pressure — they are minimizing
perceived threat to institutional standing,
endowment value, board relationships, and
peer reputation within philanthropy. Loss
aversion research shows potential losses
weighted approximately twice as heavily as
equivalent gains. Funders in Fortress mode are
not asking what we can protect. They are
asking what we cannot afford to lose.

Fortress mode consolidates resources toward
established organizations with mainstream
issue areas and existing funder relationships.
Organizations doing structurally necessary but
narratively complex work — racial equity,
immigration, criminal justice, reproductive
health — are defunded not because the work is
less important but because the story is harder
to defend in a hostile room. The organizations
most likely to be cut are those with the least
reserve runway to absorb the cut.

- TYPICALLY FOLLOWS -

Simultaneous economic and political pressure.
When both conditions are present —
contracting endowments and hostile
regulatory environment — Fortress activates
across private foundation, corporate, and
community foundation funder types at the
same time. This is the Convergence condition
operating in 2025-2026.

Private foundations contract toward
established grantees and increase reporting
requirements. Corporate funders strip DEI
language and realign giving with compliance
priorities. Community foundations go quiet.
Government agencies terminate contracts with
minimal notice.

TYPICALLY PRECEDES -
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FUNDER BEHAVIOR MATRIX

Capture

Risk transfer. Funders oftload political and reputational

exposure onto grantees by controlling what grantees say

publicly.

Risk transfer. Funders offload their political
and reputational exposure onto grantees by
controlling what grantees say publicly. The
Muzzle Effect made operational. When legal
and compliance departments begin
coordinating philanthropic giving decisions,
Capture has moved from informal pressure to
formal institutional mechanism.

Double Erasure: organizational identity
stripped through language pressure at the exact
moment institutional history is being revised.
SLC distinguishes Capture Coding (active
adaptation, native voice still accessible) from
Capture Coded (the adaptation has become
structural; the organization has been
switched). Capture Coding is survivable.
Capture Coded requires identity
reconstruction.

« CO-0CCURS WITH -

Political vulnerability and regulatory threat to
funder tax status. Executive Order 14173
(January 2025) targeting foundations with
$500M+ assets accelerated Capture across the
foundation sector. ABFE/Candid research
documented its application to Black-led
organizations: more than half of Black-led
nonprofit leaders received direct or subtle
messages to modify race-explicit language.

Private foundations apply Capture through
program officer relationship pressure.
Corporate funders apply it through explicit
language guidelines and compliance review.
Conference Board 2025: 68% of corporate
citizenship leaders report nonprofit partners
have already adjusted language to reduce
scrutiny. Harvard Law/Conference Board 2026:
37% adopting "neutral and inclusive"
messaging — Capture at institutional scale.
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FUNDER BEHAVIOR MATRIX

0O Performance.

Visible public action — announcements, pledges, new

program names — without proportional resource

movement.

BEHAVIORAL DRIVER

Social legitimacy management. Funders need
to be seen as responsive to a crisis moment
without taking on the structural risk of deep
commitment. Performance mode produces
visible public action — announcements,
pledges, new program names — without
proportional resource movement.

CONSEQUENCE FOR UNDER-RESOURCED ORGS

Organizations restructure programs around
anticipated funding that does not arrive in full.
The pledge-disbursement gap is Performance
mode's most damaging feature. The 18-24
month window between peak commitment and
visible retraction is consistent across prior
cycles. When equity language appears in
mainstream corporate annual reports, the
cycle has peaked and the retraction is already
building.

« TYPICALLY FOLLOWS - CALIBRATION

TRIGGERING CONDITIONS

Reputational threat following a high-visibility
crisis. The 2020 racial reckoning surge is the
defining modern example: an estimated $340
billion in nominal pledges, with only $1.5
billion trackable to Black-led organizations by
mid-2021.

FUNDER-TYPE VARIATION

Corporate funders lead Performance mode —
highest visibility pledges, lowest disbursement
rates. Private foundations follow with program
rebrands. Community foundations issue
statements.

TYPICALLY PRECEDES - REVISION =
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FUNDER BEHAVIOR MATRIX

1 Calibration.

The deliberate pause between recognizing a changed
environment and deciding how to respond. The window of

maximum leverage.

BEHAVIORAL DRIVER

Institutional peer pressure and risk
calculation. Before committing to a position,
funders read what peer organizations are
doing, consult legal counsel, monitor political
signals, and wait for clarity. Calibration is the
deliberate pause between recognizing a
changed environment and deciding how to
respond to it. The drive is peer watching —
sector positioning before commitment.

CONSEQUENCE FOR UNDER-RESOURCED ORGS

Calibration is the window where organizational
positioning still influences funder decisions.
Once funders move out of Calibration into
Fortress or Silence, the window closes.
Organizations that reach funders during
Calibration with clear, structurally grounded
positioning are better placed for the
subsequent cycle. Organizations that wait for
explicit signals have already missed the
window.

« TYPICALLY PRECEDES - EVERY OTHER MODE

TRIGGERING CONDITIONS

Any significant external disruption — political,
economic, or reputational. Calibration
precedes every other mode. The 2025 FSG
Leading Through Uncertainty guidance,
published in March 2025, is a documented
artifact of Calibration mode at sector scale:
funders asking their consultants how to
position before committing.

FUNDER-TYPE VARIATION

Large private foundations calibrate over weeks
through peer networks and board consultation.
Corporate funders calibrate faster — days to
two weeks — driven by legal and compliance
review. Community foundations calibrate
based on local donor sentiment.

WINDOW CLOSES WHEN PEER SIGNAL IS OBSERVED -
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FUNDER BEHAVIOR MATRIX

()5 Redirection. ™

Institutional agenda advancement under cover of crisis
response. Resources move — but toward funder-defined

priorities.

BEHAVIORAL DRIVER

Agenda advancement under cover of crisis
response. Resources move — but toward
funder-defined priorities rather than structural
need. Redirection is distinct from Fortress
because it is expansive rather than contracting.
It is distinct from Performance because money
actually moves.

CONSEQUENCE FOR UNDER-RESOURCED ORGS

Issue Laundering: structurally racialized
problems get defunded at the identity level and
refunded at the symptom level. Corporate
philanthropy is currently pivoting away from
racial equity and toward food security,
affordability, housing, and digital inclusion —
reframing as universal need what is in fact
disproportionately borne by communities of
color. The organizations with deepest
accountability to those communities are least
likely to benefit from Redirection funding
because they do not speak the new neutral
language.

« TYPICALLY FOLLOWS - CALIBRATION, FORTRESS

TRIGGERING CONDITIONS

Moments when crisis conditions provide
political or reputational cover for shifting issue
priorities. Post-9/11 security pivot. STEM
displacement of humanities funding in the
2010s. The current corporate shift from racial
equity to food security, affordability, and
housing.

FUNDER-TYPE VARIATION

Corporate funders lead Redirection.
Conference Board 2025: 27% of corporate
citizenship leaders are actively shifting away
from socially and politically sensitive issues,
with the pivot explicitly driven by DEI scrutiny
(55%) and compliance pressure (60%).

OFTEN CO-OCCURS WITH - CAPTURE -
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00 Silence.

FUNDER BEHAVIOR MATRIX

Risk calculation producing institutional absence. Not

passive — a deliberate institutional choice with real

consequences.

BEHAVIORAL DRIVER

Institutional absence as risk calculation. Any
public position — in support of grantees or in
opposition to external pressure — carries
exposure. Silence calculates as the lowest-risk
posture. It is not passive. It is a deliberate
institutional choice with real consequences for
organizations that needed public funder
support to maintain credibility with their own
communities and boards.

CONSEQUENCE FOR UNDER-RESOURCED ORGS

Organizations that built their public
positioning on funder alignment lose their
external legitimacy anchor when funders go
silent. Staff and community members watching
for funder signals as an indicator of sector
stability receive a confirmation of vulnerability
instead. Silence amplifies the psychological
condition CEP 2025 documented: nearly 90% of
nonprofit leaders reporting burnout concern,
unchanged from 2024.

« TYPICALLY FOLLOWS - FORTRESS, CALIBRATION

TRATEEY LA [ LE TTV

TRIGGERING CONDITIONS

Political uncertainty combined with legal
threat. NCRP's Hiding in Plain Sight analysis
(July 2025) found 73% of major foundations
were completely silent amid attacks on
marginalized groups — collectively responsible
for 60% of $25 billion in annual giving. One in
twelve actively removed DEI language from
their own websites.

FUNDER-TYPE VARIATION

Private foundations go silent institutionally
while maintaining private grantee
relationships. Community foundations issue
carefully worded statements that avoid naming
the conditions producing the crisis. Corporate
funders redirect public communications
toward neutral business priorities.

OFTEN PRECEDES :+ REVISION -
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FUNDER BEHAVIOR MATRIX

=

Accountability avoidance through active rewriting of
institutional history. Not absence — narrative

management.

BEHAVIORAL DRIVER

Accountability avoidance through active
rewriting of institutional history. Revision is
not absence — it is narrative management.
Funders revise their prior commitments,
decisions, and relationships to serve current
positioning. In a Death of Truth environment,
Revision mode operates at lower cost than in
prior eras because the shared factual
infrastructure needed to document the rewrite
is itself under attack.

CONSEQUENCE FOR UNDER-RESOURCED ORGS

Organizations lose the external record they
would need to hold funders accountable to
prior commitments. When a funder describes
abandonment as "strategic reallocation" and
removes the program language that
documented the prior commitment, the
organization has no institutional validator to
contradict the revision. Parallel
documentation — maintaining the
organization's own timestamped record of
funder commitments and communications — is
the structural response.

« TYPICALLY FOLLOWS - PERFORMANCE, SILENCE

TRIGGERING CONDITIONS

Post-Performance retraction combined with
institutional self-protection. Revision follows
Performance when the disbursement gap
becomes visible and funders need to manage
accountability. ProPublica documented more
than 1,000 nonprofits removing DEI language
from IRS Form 990 mission statements in 2025
— half of which received no government
funding, indicating self-censorship beyond
federal compliance pressure.

FUNDER-TYPE VARIATION

Revision operates differently by funder type:
foundations quietly remove program language
and rebrand initiatives; corporate funders
attribute retreats to mergers and strategic
pivots; community foundations cite "evolving
community needs."

COUNTER WITH - PARALLEL DOCUMENTATION =
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FUNDER BEHAVIOR MATRIX

08 Restoration.

Symbolic closure following a period of visible institutional

failure. Two forms: Performative and Structural.

BEHAVIORAL DRIVER

Symbolic closure following visible institutional
failure. Performative Restoration announces
programs, creates new application processes,
publishes values statements — symbolic
overcorrection that does not change grant
terms. Structural Restoration changes terms:
unrestricted funding, longer grant periods,
reduced reporting, direct relationship repair
with abandoned organizations. The emerging
standard is "many-year" grants — 5 to 10 year
commitments — that allow nonprofits to
increase compensation, formalize HR systems,
and plan at a scale that annual renewal cycles
structurally prevent.

CONSEQUENCE FOR UNDER-RESOURCED ORGS

Recovery Displacement: restoration resources
flow to organizations that survived the crisis
intact rather than those most damaged by it.
The organizations most in need of the
restoration are least positioned to access it
because they have less infrastructure, less
visible leadership, and less legibility in the
neutral language Restoration-mode funders
expect. Positioning for the rebuild period

requires beginning now, before funders signal

readmess

TRIGGERING CONDITIONS

Post-crisis stabilization. Based on historical
cycle timing, the next Restoration cycle is
likely to emerge between 2027 and 2028.
Advance signal: CHANGE Philanthropy's 2025
Level Up Pledge — 35+ foundations committed
to increasing grantmaking budgets by 20%+ or
delivering 8%+ endowment payout rates for at
least two fiscal years — is the first documented
Structural Restoration signal in the current
cycle.

FUNDER-TYPE VARIATION

Performative Restoration is led by large private
foundations and corporate funders with public
profile to repair. Structural Restoration — rare
but documented — comes from individual
major donors operating outside institutional
peer pressure and from foundations with
explicit accountability mechanisms.
MacKenzie Scott's giving model is the clearest
modern example.

WINDOW - 2027-2028 -
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FUNDER BEHAVIOR MATRIX

09 Expansion. ©

Values alignment unconstrained by institutional peer

pressure. The exception, not the cycle.

BEHAVIORAL DRIVER

Counter-cyclical conviction. Values alignment
unconstrained by institutional peer pressure.
Expansion is the exception, not the cycle.
Individual major donors acting outside
institutional accountability structures —
without board oversight, without compliance
review, without peer pressure from the
philanthropy establishment — can make
genuinely counter-cyclical funding decisions
that no institutional funder can match.

CONSEQUENCE FOR UNDER-RESOURCED ORGS

Expansion has historically reached
organizations already known to the donor or
identifiable through trusted intermediaries.
Under-resourced organizations with limited
national visibility are the least likely
beneficiaries of Expansion even when their
work is most aligned with the donor's stated
priorities. Visibility infrastructure — not grant-
writing skill — is what positions organizations
to receive Expansion funding.

- EXCEPTION TO THE CYCLE

TRIGGERING CONDITIONS

Individual major donor conviction combined
with structural independence from the
philanthropy peer network. Expansion can
coexist with Fortress or Silence across the
broader sector because it operates through a
different decision-making architecture entirely.

FUNDER-TYPE VARIATION

MacKenzie Scott (2020-2025): $26.3 billion
distributed to 1,600+ organizations through
unrestricted giving with no application
process. Median grant $8 million versus
industry median $100,000. CEP research: 93%
of recipients reported significantly
strengthened mission capacity. Foundation
Source 2026 survey: 93% of high-net-worth
donors plan to maintain or increase giving in
2026. The individual donor infrastructure is the
one funder type not in Convergence.

COUNTER-CYCLICAL - INDIVIDUAL DONORS =
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e THE CURRENT MOMENT

SECTION B3 CONVERGENCE

Convergence.

All four major funder types are contracting or
redirecting simultaneously. There is no counter-
cyclical funder available. This is the Convergence
condition.

Every prior disruption in the 45-year record produced a counter-cyclical funder. Reagan's cuts
generated corporate philanthropy expansion and private foundation program growth. The 2008
recession saw large foundations like Gates and Buffett increase giving even as endowments
contracted. Post-9/11 foundation silence was offset by unprecedented corporate and individual
giving. In each case, at least one funder type was moving against the dominant contraction
pattern.

e THE CONVERGENCE CONDITION

2025-2026 is different.

All four major funder types are contracting or redirecting simultaneously. There is no counter-
cyclical funder available. This is the condition for which no prior era prepared organizations.




SECTION B3 CONVERGEMNCE

WHAT THE DATA SHOWS

What the data shows.

0/
/0

of corporate philanthropy leaders say federal DEI
scrutiny has affected their corporate giving
strategies.

CONFERENCE BOARD CORPORATE CITIZENSHIP

SURVEY 2825 N=82

0/
/0

of major foundations were completely silent
amid attacks on marginalized groups —
collectively responsible for 60% of $25 billion in
annual giving.

NCRP HIDING IN PLAIN SIGHT JULY 2825

5 = 45%

of Russell 3000 companies disclosing board
racial/ethnic data — a 40-point collapse in one
year. The disclosure blackout is Revision mode at
governance level.

CONFERENCE BOARD

0OARD COMPOSITION REPORT

m

0/
/0

of corporate citizenship leaders report their
nonprofit partners have already adjusted
language to reduce political or legal scrutiny.

CONFERENCE BOARD CORPORATE CITIZENSHIP

2825

0/
/0

of corporate citizenship leaders are adopting
"neutral and inclusive" messaging — the
institutional-scale expression of Capture mode.

HARVARD LAW FORUM / CONFERENCE BOARD 2824

—

$188M

pledged by 14 Minnesota companies after George
Floyd's murder; $188M (34%) fulfilled by 2021.
Many replaced DEI language with "belonging."

RACKET MN 2025



SECTION 83 - CONVERGENCE

0/
/0

of nonprofit workers considering or actively
seeking new jobs — unchanged across three
consecutive years.

SISR 2826 LONGITUDINAL RETENTION DATA

WHAT THE DATA SHOWS - CONTINUED

0/
/0

of nonprofit leaders report some level of concern

about their own burnout — unchanged from 2024,
indicating structural condition rather than crisis

response.

CEP STATE OF NONPROFITS 2825 N=585
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Why the 73% silence is
structural, not

m

STRUCTURAL ANALYSIS

The 73% foundation silence figure is not ideological opposition. It is preference falsification — a
documented social science mechanism in which individuals and institutions conceal their actual
positions to avoid professional or reputational penalty. Program officers who privately support
equity work remain silent because the cost of visible dissent inside their institutions exceeds the
cost of silence to them personally. The silence is produced by internal institutional dynamics, not

by sector-wide consensus against equity.

Preference falsification has a structural implication that changes the strategic response:
organizations are not facing a wall of opposition. They are facing institutions full of people
performing compliance with a position many of them do not hold. This distinction is what the
Architecture of Consent framework (2026) establishes as a precondition for tipping point dynamics
— when the cost of dissent drops below the cost of continued concealment, cascade reversal can
happen quickly and non-linearly. The 73% silence is a fragile equilibrium, not a permanent
condition.

The post-2020 corporate response was characterized by MIT Sloan (2023) as "a reaction to a horrific
event rather than a response to systemic racism." Companies deployed resources to mitigate
reputational risk under the guise of benevolence. That distinction — between reactive
philanthropy and structural response — is the difference between Performance mode and
Restoration mode. Understanding which one an organization is receiving changes every strategic

decision that follows.

The government-private

The relationship between government and private funding is not two separate tracks. It is a
system, and that system is currently producing conditions that no prior era prepared

organizations for.

The Substitution Dynamic is the founding condition of this system: when government withdraws,
private philanthropy is expected to substitute. But as every era in the record confirms, private
philanthropy cannot substitute at scale. The 2% of GDP ceiling on charitable giving holds
regardless of need. What actually happens is triage — private funders pick winners from among
the organizations government abandoned, and the rest collapse.



SECTION B3 - CONVERGENCE GOVERNMENT-PRIVATE TENSION - CONTINUED

DOGE is running the Substitution Dynamic at unprecedented velocity. Federal contract
terminations reached nearly 16,000 grants by mid-2025, totaling approximately $49 billion. The
Urban Institute found one in three nonprofit service providers experienced government funding
disruption in the first four to six months of 2025. The organizations most exposed are those serving
communities where the government-to-philanthropy responsibility transfer has already happened
over decades — and who have no buffer to absorb another transfer.

But private funders are not counter-cycling. The political and legal threats facing foundations —
including EO 14173 targeting foundations with $500M+ assets — have pushed private funders into
the same Fortress and Silence modes that government withdrawal would normally trigger private
funders to move out of. The political insulation that was supposed to make private funding a hedge
against government contraction is collapsing.

A new policy variable is entering the corporate funder calculus in 2026: a 1% charitable deduction
floor, under which only aggregate corporate charitable contributions above 1% of taxable income
qualify for a tax deduction. Approximately 14% of corporate citizenship leaders expect this to have

significant impact on their giving budgets.

Issue

The Conference Board data documents the current corporate philanthropy pivot: away from racial
equality, environmental justice, and gender equity; toward food security, affordability, housing,

and digital inclusion. This shift is being described as moving toward universal need. It is not.

Food insecurity is not racially neutral. Housing instability is not racially neutral. Digital exclusion
is not racially neutral. Affordability pressure is not racially neutral. Every issue area corporate
philanthropy is pivoting toward disproportionately impacts Black, Indigenous, and communities
of color at rates that are direct descendants of the same structural racism that DEI funding was
designed to address.

Issue Laundering is the process by which structurally racialized problems get defunded at the
identity level and refunded at the symptom level. The cause is erased. The symptom gets funded.
The communities bear the consequence. This is not a new pattern. It has run through every era —
Reagan-era civil rights — human services; 1990s racial justice — community development; post-
2020 Black Lives Matter — workforce development. The corporate pivot of 2025 is the same cycle at

higher velocity, documented in real time.
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The trust

The 2026 Edelman Trust Barometer documented something the sector had not had quantified
before: seven in ten people globally report unwillingness or hesitance to trust someone with
different values, backgrounds, or information sources. Edelman calls this insularity. It has specific
consequences for fundraising that no messaging strategy can solve at the surface level.

The heartstring model of donor engagement assumed a captive audience with emotional
accessibility — the right story, told well, to a receptive public. That model was already failing
because of information saturation and compassion fatigue. The Edelman data explains why it is
failing at a deeper structural level: trust has contracted into proximity. People trust their
neighbors, their coworkers, their employers. They do not trust institutions, including nonprofit
institutions, outside their immediate circle.

For the first time in the 26-year history of the Edelman Trust Barometer, business is viewed as
more ethical than NGOs. Business's ethics score rose four points in 2025 while NGOs fell two. This
comparative legitimacy shift explains why corporate funders are restructuring philanthropy as a
compliance and brand management function rather than an independent social investment — they

no longer need the credibility signal that nonprofit partnership provided.

A 2026 meta-analysis of over 74,000 participants published in Nature Communications confirmed
the mechanism: while charitable giving correlates with how effective a donor believes an
organization to be, providing actual cost-effectiveness data rarely causes donors to choose the
more effective option. Funder behavior is not driven by data. It is driven by cognitive bias
operating through emotional architecture — identifiable victim bias, confirmation bias, empathy
plateau, and in-group affect. The organizations SLC serves are being assessed through cognitive
filters that systematically disadvantage Black-led and under-resourced organizations regardless of
performance. The evidence was never the variable. It was the cover story.

What survives the insularity condition is not better storytelling. It is relational infrastructure.
Organizations with deep trust embedded in specific communities — built through years of
accountable presence, not communications campaigns — retain donor loyalty when institutional
trust collapses. This is the only fundraising model that is structurally adapted to the current
environment.
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The individual donor
infrastructure is

Giving USA's 2025 report found U.S. charitable donations in 2024 rose to $592.5 billion
— areal increase of 3.3% over 2023. Individual giving rose 5%, corporate giving rose
6%, while inflation-adjusted foundation giving declined 0.5%. The trust collapse is
concentrated in institutional funders, not individual donors. Organizations that can
build direct individual donor relationships now are building the one counter-cyclical
revenue pathway available.

ONE COUNTER-CYCLICAL SIG
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PLAYBOOK POSTURES
e SECTION 04 - THE ADVANCEMENT PLAYBOOK

The advancement

Strategy without intelligence is reactive. The purpose
of understanding the behavioral modes is not
academic. It is operational.

This section translates the matrix into specific organizational postures, indicator signals, and strategic
choices for navigating Convergence conditions and positioning before the next cycle.



SECTION B4

THE ADVANCEMENT PLAYBOOK

INDICATOR DASHBOARD

Indicator dashboard.

Advance signals — observable before funder decisions arrive at your organization. Read by

urgency tier; act on what is already happening before responding to what might.

@ ACT NOW

ACT NOW

Funder language shifts from
"racial equity" to "community
development" or
"underserved populations" in
RFPs.

ACT NOW

Funder goes 6+ weeks without
communication during a
period of sector disruption.

ACT NOW

Legal/compliance teams
begin reviewing grant
applications or program
descriptions.

ACT NOW
Foundation removes DEI,
racial equity, or justice
language from public website.

ACT NOW

Peer organizations announce
sudden program cuts or staff
reductions.

BB 12-18 MONTHS

MONITOR

Capture - Redirection

Mugzzle Effect entering
formal mechanism phase.

Silence

Not neutral — active choice
with accountability
implications.

Capture

Moving from informal to
institutional. Corporate
funders specifically.

Revision

Accountahility architecture
being dismantled.

Fortress - Convergence
Sector-wide signal, not
individual organizational
failure.

Begin parallel documentation protocol.
Maintain internal language while preparing
grant applications in funder dialect. Do not
allow the two to collapse.

Do not pursue. Document. Reach peer
consultants and intermediaries who may have
funder access. Prepare for reduced renewal
prohability.

Accelerate relationship with program officers
who existed before compliance architecture.
Understand the legal constraint they are
operating under hefore positioning.

Document what existed hefore. Timestamp
your own funder commitments
independently. Do not assume current grants
renew at current terms.

Do not wait for your own signal. Contact major
funders proactively to assess renewal timeline.
Reduce runway exposure now, not when the
cut arrives.
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STRATEGY LAB COLLECTIV

12-18 MONTHS

Conservative think-tank
publishes specific defunding
proposals (e.g., Heritage
Foundation blueprint).

12-18 MONTHS

S&P 500 drops more than 15%
over a 60-day window.

12-18 MONTHS

Equity language appears in
mainstream corporate annual
reports and earnings calls.

MONITOR

New funder pledges large
public commitment to your
issue area.

THE ADVANCEMENT PLAYBOOK INDICATOR DASHBOARD - CONTINUED

Fortress - Redirection Treat as operational intelligence, not
theoretical threat. Begin contingency planning

immediately. Identify exposed funding

Modes will follow within
12-18 months if
adminisiration changes. streams.

Fortress Use the lag window. Accelerate grant renewals
and multi-year asks before endowment-driven

Foundation endowment . _
contraction activates.

contraction in 12-18 months
for endowment-dependent
funders.

Performance Do not expand programs based on current
corporate commitment levels. The 18-24

Mode has peaked. ) .
month retraction cycle begins now.

Retraction is already

building.
Performance - Welcome the commitment. Do not restructure
Calibration programs around it until tracking

disbursement at the 12-month mark. If less
than 20% has moved, treat the pledge as
aspirational.

Distinguish by
dishbursement rate at 12
months.

o
20

m
]
=]
-
=

NFC PLAYBOOK - PHASE 1 - 2826
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ECTION 64 - THE ADVANCEMENT PLAYBOOK NAVIGATING FORTRESS MODE

Navigating mode.

Fortress is the current dominant mode for private foundations and the transition mode for
corporate funders completing their DEI retreat. Here is what works and what does not.

What does not work: applying harder, applying to more funders, or making the case for your
program's impact more compellingly. Fortress mode is driven by institutional risk management,
not impact assessment. A better grant application does not change the compliance architecture
above the program officer who receives it.

What works: reaching the decision layer above the program officer before the application cycle.
Foundation board members and executive directors are in Calibration mode while their programs
are executing Fortress. They are reading what their peers are doing. Being present in the peer
conversation — through published thought leadership, through relationships with trusted
intermediaries, through sector convenings — influences Calibration mode decisions that program
officers cannot override.

Consolidate your funder relationships toward those with the longest institutional history with
your organization. In Fortress mode, established relationships survive longer than new ones.

Invest in deepening three relationships rather than prospecting for ten.
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Navigating mode.

Capture mode requires the most careful organizational strategy because it involves a direct
conflict between your survival and your identity. SLC names two distinct conditions Capture
produces, and the strategy is different for each.

Capture Coding is the active process. The organization is deliberately adapting its language and
framing under funder pressure. The anchor point — the native organizational voice — is still
accessible. The switching is strategic, survival-driven, and the organization retains awareness that
it is doing it. Code-switching is not a dysfunction. It is a survival technology. The question is

whether the organization still controls the switch.

Capture Coded is the completed condition. The adaptation has become structural. The
organization is no longer actively switching — it has been switched. The funder dialect is the
default register. The original voice is not strategically suppressed. It is genuinely inaccessible or
only partially recoverable without active intervention. This is the Compliance Echo archetype as a
structural identity condition rather than a tactical posture.

The parallel documentation protocol applies specifically to organizations in Capture Coding
conditions: maintain two versions of your organizational voice simultaneously. The grant
application speaks the funder's dialect — neutral language, universal framing, compliant
terminology. The organization's internal documentation, community communications, and board
materials maintain the native language. This is not dishonesty. It is strategic code-switching with
full organizational awareness of what is happening and why. Name it explicitly in your board
conversations.

If your organization is Capture Coded — if the funder dialect has become the default register and
the original voice is no longer clearly accessible — the parallel documentation protocol is
insufficient. The intervention is identity reconstruction: returning to founding documents, to
community relationships, to the organizational memory held by long-tenure staff or board
members or the communities themselves. This work cannot be done during a funding crisis. It
requires stability and deliberate investment.
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Document every language request. When a funder asks you to modify framing, note the date, the
specific request, and the medium in which it was made. This is not paranoia. It is the
organizational evidence you will need if the relationship changes and you need to demonstrate
that adjustments were funder-directed rather than organizational drift.

e THE LINE YOU CANNOT CROSS

Adjusting the grant application is not adjusting the
community voice.

There is a difference between adjusting language in a grant application and adjusting the
language in which you communicate with your community. The Compliance Echo archetype —
where funder conditions have shaped messaging so thoroughly that the organization can no
longer distinguish its own voice — does not happen overnight. It happens one accommodation at
a time. The parallel documentation protocol exists to prevent the internal voice from following
the external one.

Positioning for the

The rebuild cycle is coming. Based on the historical pattern, it will emerge between 2027 and 2028
as political conditions stabilize and funders begin Restoration mode. The organizations positioned
before funders signal readiness will access Restoration resources that Recovery Displacement will

deny to organizations still in survival mode when the cycle begins.
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Three things position you for the rebuild before it arrives.

FIRST

Maintain your structural argument.

The organizations that survived Capture mode with their identity intact — that kept the racial
language, maintained the structural analysis, documented their community accountahility — will be
the organizations doing the most important work in the rebuild period. They will also be the most
narratively illegible to Restoration-mode funders unless they have built relationships with
intermediaries who can translate structural work into funder-accessible language without stripping
the structural argument.

SECOND

Build community trust infrastructure now.

Not when you need it for fundraising. The Edelman insularity data confirms that the post-storm donor
environment will be structurally different from what preceded it. The heartstring model will not
perform. Relational infrastructure — the kind built through years of accountable community presence
— is what functions in an insular trust environment. Build it now, when it is not being demanded by a
campaign.

THIRD

Document your organizational history with specificity.

Timestamp everything. Record when language was present and when it was removed. Record what
commitments funders made and when they modified them. Record what your organization did when
conditions were hostile. The rebuild cycle will involve funders writing a new institutional history of
who stood firm and who did not. Your documentation is your counter-narrative.
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e SECTION 05 - LANGUAGE PATTERNS

What tunders

And what it means. Reading the language before the
decision arrives. Every behavioral mode produces a
predictable language pattern. The words funders use are
not arbitrary — they are behavioral signals, often more
honest than the funder intends them to be.

The gap between what funders say and what they do is where the most important intelligence
lives. The following language patterns are organized by mode. For each: what you will typically
hear, what that language actually signals, what you should do in response, and what you should
not do. Read these against the communications you are currently receiving. The mode is in the
language.

e A NOTE ON LANGUAGE PATTERNS

These patterns reflect documented institutional communication across corporate, foundation,
and government funders. They are not universal — individual program officers may
communicate differently from their institution's mode. When an individual's language conflicts
with the institutional pattern, that conflict is itself a diagnostic signal. Read both.
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- protecting assets

"We are taking time to reassess our
strategic priorities."

"Our current capacity doesn't allow us to
take on new relationships at this time."

"We're focused on deepening existing
partnerships."

"We remain committed to our mission and
will share more when we have clarity."

Maintain the relationship through low-cost
touchpoints — a brief update, a program
impact note.

Hold cadence; let the relationship survive at
minimal contact.

Treat program officer warmth as personal, not
institutional.

MINIMIZING NEW COMMITMENTS

MODE 01
LOSS AVERSION

WHAT IT SIGNALS

The institution is not moving. Access is closed.
Silence is not an opening — it is the answer. The
"deepening existing partnerships" language
specifically signals that new organizations are
not being considered regardless of merit.

Do not build budget projections around a
funder in Fortress mode.

Do not escalate outreach.
Do not submit a proposal or ask for a meeting.

Do not interpret a meeting as a signal —
Fortress mode funders will take meetings
without changing their position.
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THE MUZZLE EFFECT MADE EXPLICIT

- risk transfer through language MODE 02

control

"We want to make sure the framing of your
work is accessible to a broader audience."

"Have you considered how this might land
with more conservative funders?"

"We'd love to see this positioned around
community outcomes rather than racial
equity."

"Our legal team has flagged some language
in your proposal.”

"Could you describe your work without
using that terminology?"

Name the request explicitly in your internal
documentation.

Activate the parallel documentation protocol
— maintain your native organizational
register internally while managing external
language strategically.

Assess whether this relationship is Capture

Coding survivable or Capture Coded terminal.

RISK TRANSFER

WHAT IT SIGNALS

Modify your language or lose the relationship.
This is the Muzzle Effect made explicit. The
funder is offloading their political and
reputational exposure onto your organization.
Compliance with this request initiates the
Capture Coding condition.

Do not allow language modification to go
unnamed.

Do not comply reflexively — assess the specific
language being requested and what your
organization loses by adopting it.

Named, strategic adaptation is Capture Coding.
Unnamed, reflexive adaptation is Capture Coded.
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Performance - commitment

without follow-through

WHAT YOU WILL HEAR

"We are deeply committed to equity and
our grantees."

"We stand with our partners during this
time."

"Now more than ever we believe in this
work."

"We have pledged $X million toward racial
justice."

"Our new fund will center Black-led
organizations."

DO

¢ Ask for the disbursement timeline
immediately.

¢ Ask for the accountability structure.

¢ Ask who is responsible for tracking progress
toward the pledge.

¢ Document every commitment in writing.

Public pledges are liabilities for funders precisely

because they create accountability exposure — use

that.

PERFORMANCE

PUBLIC STATEMENT, PRIVATE INACTION

MODE 03
LEGITIMACY MANAGEMENT

WHAT IT SIGNALS

Performance mode language is specifically
designed to satisfy accountability expectations
without creating binding commitments. The
2020 pledge data confirms: 97% of $49.5 billion
pledged went unaccounted for. 0.5%
disbursement rate in year one. Watch what
moves, not what is said.

DON'T

¢ Do not build organizational strategy around
Performance mode pledges.

¢ Do not communicate the pledge to your board
as confirmed funding.

¢ Do not conflate the warmth of the language
with the probability of disbursement.
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Callbl‘atlon - assessing before committing

PATTERN B4

WHAT YOU WILL HEAR

DO

<

"We're in a listening phase right now."

"We want to understand the landscape
before making commitments."

"We're having conversations across the
sector."

"We'd love to learn more about the work."

"Timing isn't right, but stay in touch.”

Be specific about what you need and why the
timing matters.

Name other funders who are engaged.

Provide evidence of peer funder interest —
Calibration mode responds to social proof.

Request a meeting.

This is the mode where relationships convert.

CALIBRATION

THE WINDOW OF MAXIMUM LEVERAGE

MODE 04
PEER WATCHING

WHAT IT SIGNALS

The funder has not decided. They are watching

what peer funders do. Social proof is
determining their next move. This is the
window of maximum strategic leverage — the

decision is being made while you are talking to

them.

DON'T

o

O

O

Do not mistake listening for commitment.

Do not reveal desperation — Calibration mode
funders read urgency as a risk signal.

Do not wait passively.

The window closes when the funder observes

enough social proof to move in either direction.
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Sllence - disengagement without

declaration

WHAT YOU WILL HEAR

Unreturned emails. Delayed responses.
"We'll be in touch.”

"We're not accepting unsolicited proposals
right now."

"Our team is at capacity."

Warm responses that produce no forward
movement. Website language updates that
quietly remove equity commitments.

DO

¢ Remove this funder from active pipeline
planning.

¢ Maintain minimal relationship contact.

¢ Document the silence pattern with dates —
you are building evidence for accountability
conversations if the funder later claims
continued commitment.

¢ Redirect energy toward funders in Calibration
or Restoration mode.

THE ABSENCE OF LANGUAGE IS THE SIGNAL

MODE 06
INSTITUTIONAL ABSENCE

WHAT IT SIGNALS

The relationship is cooling or has already
cooled. Silence mode is how institutions
disengage without creating a documented
record of the decision. The NCRP found 73% of
major foundations went completely silent
during the 2023-2026 period — not opposed, not
engaged. Silent.

DON'T
¢ Do not interpret silence as ambiguity.
¢ Do not escalate outreach.

¢ Do not tell your board the relationship is
active when the pattern shows silence.

Silence mode is a decision — it simply hasn't been
communicated to you directly.
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PATTERN 86

ReVISIOH - rewriting institutional

history

WHAT YOU WILL HEAR

"We've always believed in your work and
that hasn't changed."

"We're refining our approach to better serve
our mission."

"This isn't a reflection of the quality of your
work."

"We're evolving our strategy toward
systems change."

"We're moving toward capacity building
rather than direct service."

DO

< Ask directly what the change means for your
current or anticipated funding relationship.

¢ Get the answer in writing.
¢ Begin contingency planning immediately.

Revision mode language is the formal notification
— do not wait for another.

WARMTH
HONESTY

IS INVERSELY PROPORTIONAL TO

MODE 07
ACCOUNTABILITY AVOIDANCE

WHAT IT SIGNALS

The relationship is ending or the funding is
being redirected. The warmth of Revision
mode language is inversely proportional to its
honesty. The phrase "this isn't a reflection of
the quality of your work" is the clearest signal
that the relationship is over. If it were not over,
this sentence would not be necessary.

DON'T

¢ Do not be reassured by the warmth of the
language.

¢ Do not accept "refining our strategy" as a
complete explanation.

¢ Do not communicate false certainty to your
board about a funding relationship that is
showing Revision mode signals.
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865 - PATTERN 87 - RESTORATION PERFORMATIVE VS. STRUCTURAL

ReStOI‘atIOIl - the critical distinction MODE 088

DO

PERFORMATIVE RESTORATION - WHAT
YOU WILL HEAR

"We recognize we could have done
more."

"We're recommitting to this work."

"Our new initiative will center Black-
led organizations.”

"We've heard the feedback and we're
responding.”

Ask: what specifically changed internally?

Ask for the disbursement timeline.

Ask who is accountable for tracking progress.

Ask whether the funding is unrestricted and
multi-year.

The answers distinguish Structural from

Performative Restoration in every case.

STRATEEY LAB COLLECTIVY

NFLC

SYMBOLIC CLOSURE

STRUCTURAL RESTORATION - WHAT YOU
WILL HEAR

"We've changed our internal process
for how we make funding decisions."

"We're offering multi-year unrestricted
support.”

"We want to hear directly from you
about what your organization needs."

"Here is our disbursement timeline and
accountability structure.”

DON'T

¢ Do not treat a Restoration announcement as
confirmed funding.

¢ Do not assume language alone marks the
structural shift.

The 2020 cycle produced the largest Performative
Restoration in documented philanthropic history
— $49.5 billion pledged, 97% unaccounted for.
Restoration language without a disbursement
mechanism is Performance mode wearing
Restoration language.
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e SECTION 06 - WHAT HAPPENS NEXT

What happens

NCeXuL

The Convergence ends. It does not resolve on its
own — it transitions. The cycle that follows is not
Restoration in the form most organizations are
imagining. Reading it correctly is the difference
between catching the next window and missing it
entirely.

Every documented funder cycle of the last forty-five years has produced the same sequence after a
period of sustained retraction: a quiet-money phase precedes the visible rebuild by twelve to
eighteen months. Organizations that wait for the visible signal have already missed the

relationships that determine who receives Restoration funding when it arrives.

This section names what comes next, when it arrives, and what positioning looks like in the
window before the rebuild is publicly legible. It also names the decoupling effect — the structural
reason the next cycle will not look like 2021. The retraction is being absorbed differently by
different funder types, and the re-engagement will be staggered, not synchronized.
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The quiet money phase.

Restoration cycles do not announce themselves. The first funder movements after a sustained
retraction are private — major donor commitments routed through trusted intermediaries, multi-
year unrestricted grants made without press release, board-directed reallocations toward
organizations the funder already knows. This is the quiet-money phase, and it operates twelve to
eighteen months before the visible Restoration cycle that follows.

The quiet-money phase rewards existing relationship density. Organizations with established
intermediary relationships — community foundations they have known for a decade, donor
advisors who have tracked their work, peer EDs at larger orgs who can name them in a room —
receive the first capital. Organizations operating without intermediary infrastructure receive
nothing during the quiet phase and re-enter the field at the visible-Restoration stage, when the

most strategically valuable funding has already been allocated.

The strategic implication is direct: relationship infrastructure built during the Convergence is
what positions your organization for the quiet-money phase. There is no shortcut. The
organizations receiving Restoration funding between 2027 and 2028 are building the receiving

infrastructure now.

e FINDING - THE DECOUPLING EFFECT

The next cycle will not be synchronized.

The 2020 cycle produced synchronized peer behavior — when one major foundation made a
high-visibility pledge, peer institutions followed within weeks. The 2026 Convergence has
broken that synchronization. Corporate funders are decoupling from foundation peer
pressure, foundation peer pressure is decoupling from community-foundation behavior, and
individual major donors are operating entirely outside the institutional peer network. The
implication for grantees: re-engagement will arrive in staggered waves, not a coordinated surge.
Your funder-type strategy needs to match the wave that fits your organization's profile.
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WHAT HAPPENS NEXT

RE-ENGAGEMENT SEQUENCE - P1-P2

The re-engagement sequence.

Four phases. They run consecutively, not in parallel. Skipping a
phase forfeits the leverage of the next. The sequence begins now
— during the Convergence — and runs through the first quarters

of the visible Restoration cycle.

Pl

P2

Position.

READ THE FIELD AS IT
ACTUALLY IS

Present.

APPEAR IN THE CHANNELS
RESTORATION-MODE FUNDERS
WATCH

Map the funders most likely to enter
Restoration first by funder-type. Track
Calibration-mode signals across your
existing portfolio — the FSG-style "listening
phase" language, peer-network
conversations, intermediary outreach.
Document your organization's behavior
during the Convergence with the specificity
required for the rebuild conversation: what
you maintained, what you adapted, what
you did not compromise.

Sector convenings, peer-network panels,
intermediary-hosted briefings, published
analysis under your organization's name.
Restoration-mode funders source new
relationships through peer signaling, not
through cold proposals. Visible-but-
strategic presence in the channels where
Calibration-mode peers are watching is
what converts to first-wave Restoration
relationships. Quiet competence is read as
availability.
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RE-ENGAGEMENT SEQUENCE - P3-P4

The re-engagement sequence,

continued.

Phases three and four convert the positioning built in PI-PZ into

Restoration commitments. The window for P4 closes when the

visible-Restoration cycle peaks and Capture mode begins

reasserting from the next administration cycle.

Pg Persist.

HOLD THE STRUCTURAL
G o ARGUMENT WHILE PEERS
e RETREAT

P 4 Press.

CONVERT THE CYCLE WINDOW

BEFORE IT CLOSES

P3 is where organizations lose the cycle they
have already positioned for. As Restoration-
mode funders begin testing peer reception
of structural-justice language, organizations
under pressure to soften it are most at risk
of forfeiting their P4 leverage. Translation is
acceptable; abandonment is not. The
Restoration funders writing the next wave
of commitments are explicitly looking for
organizations that held their analysis
through the Convergence. Capture-Coded
organizations are no longer legible to them.

P4 is the close. Restoration commitments
arrive — multi-year, unrestricted,
mechanism-attached. The organizations
positioned through P1-P3 are now the
trusted intermediaries' first
recommendations. Press the commitment.
Get the disbursement timeline in writing.
Get the accountability structure named.
Treat Restoration funding as a window, not
arecovery — the next Convergence is twelve
to forty-eight months out depending on the
political cycle, and the infrastructure built
with P4 capital is what carries the
organization through it.
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SECTION 86 - WHAT HAPPENS NEXT THE POSITIONING IMPERATIVE

Position before
arrives

The single most consequential decision your organization will make in the next twenty-four
months is not which funders to pursue. It is whether to begin positioning for the Restoration
window now — when conditions still feel like Fortress and Silence — or to wait for the visible
signal that the cycle has turned.

That is Recovery Displacement, and it is the most documented pattern across every prior funder
cycle of the last forty-five years. The organizations that survive the Convergence intact but
undocumented, with their structural argument preserved but unbroadcast, with their community
trust deepened but unlegible to Restoration-mode intermediaries — those organizations re-enter
the field at the visible-Restoration stage and find the most strategic funding already allocated. The
work to position is unglamorous: peer conversations, intermediary briefings, sector convenings,
published analysis, documented organizational behavior during the Convergence. It is what
determines the next cycle.
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WHAT HAPPENS

NEXT

WHAT THIS MEANS RIGHT NOW

What this means for your
organization right now.

Triage by horizon. Not every action belongs to every quarter. Match

the action to the window where it produces the most leverage — and

resist the urge to attempt every column simultaneously.

THIS WEEK

NEXT 906 DAYS

Document.

Catalog every funder language
request received in the last 18
months — date, request,
medium.

Inventory your three deepest
funder relationships and assess
their current mode.

Identify which board members
are positioned to read peer-
funder Calibration signals.

Confirm parallel-documentation
protocol is active for every
Capture-Coding relationship.

Pull your organizational
language from 2019 to compare
against the current public
register.

Position.

Initiate one sector convening
conversation or panel
commitment for 2026-27.

Reconnect with two
intermediaries — community
foundation, donor advisor, peer
ED — outside active fundraising
context.

Publish one piece of
organizational analysis under
your name in a channel
Restoration funders read.

Map your funder portfolio
against the nine modes. Mark the
Calibration-mode entrants.

Lock multi-year operating
reserves to the floor required to
refuse Capture-coded conditions.

THROUGH 20827

Persist.

Hold the structural argument in
every Calibration-mode
conversation that opens.

Track peer-funder pledge
announcements for Performative
vs. Structural Restoration
markers.

Build relational density with the
intermediaries who source first-
wave Restoration referrals.

Refuse any Capture request that
requires the organization to lose
access to its native register.

Prepare disbursement-timeline
language. The window for asking
is short.
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Strategy Lab

Collective.

An applied social-sciences research practice that
translates documented funder behavior into operational
intelligence for the organizations absorbing its
consequences.

SLC was founded to close the gap between the analytical frameworks available to philanthropy and the
analytical frameworks available to the organizations philanthropy funds. The asymmetry is structural:
foundations have research staff, consultants, peer networks, and sector convenings. Under-resourced
nonprofits have grant deadlines and program execution.

The Nonprofit Funder Cycle Playbook is the first publication from SLC's Phase 1 release. It applies
sociology, psychology, anthropology, political science, behavioral economics, human geography, and
communications to forty-five years of documented funder behavior — and translates the pattern into a
tool executive directors and advancement staff can use in the conversations they are already having.

SLC operates as research for the organizations, not the money. Every framework, every diagnostic,
every classification is built from the perspective of the organizations absorbing funder decisions. The
analytical neutrality of sector reporting is not available to us. We are not neutral. We are accurate.

FOUNDED FOUNDER PRACTICE

2025 - Decatur, GA Ebony Carter Applied social sciences
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e SLC CREDO

THE METHODOLOGICAL FOUNDATION

History as
instruction.

SLC reads forty-five years of documented
funder behavior not as a sequence of events
but as a curriculum. Each cycle teaches the
same lesson in a slightly different vocabulary:
institutions do not change unless the cost of
not changing exceeds the cost of changing.
The post-2020 Performance cycle is the most
recent example. The post-9/11 security pivot.
The 1980s defunding of community-based
research. The dismantling of the War on
Poverty's grassroots infrastructure. Each
cycle's mechanism is documented. The lesson
is consistent.

The organizations that survive these cycles
intact are not the organizations that out-
fundraise the contraction. They are the
organizations that read the contraction
correctly and positioned for the cycle that
followed it. Reading is a learnable skill. This
playbook is the curriculum.

The framework underneath this work — the
ECOSystem / BIOSystem architecture
documented in SLC's research library — treats
philanthropy as a living system with
identifiable currents, recurring conditions,
observable indicators, and named
consequences. Funder behavior is not a series
of individual choices made by individual
people. It is the operational expression of an
institutional system responding to
environmental conditions. The behavior is
legible if you have the framework.

— For the organizations that did not
get to write the analysis themselves.
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e TWO PLAYBOOKS - BOTH GATED

What comes next in
the series.

Phase I is what you have just read — the Funder Behavior Matrix,
the nine modes, the indicator dashboard, the advancement
playbook. Phase 2 and Phase 5 go deeper. Both are paid resources
that route through the principal. Each one is its own draw.

PHASE 02 - PAID

45 years across The Calibration
nine modes. window, mapped.

"The stability was the anomaly. Case-by-case timelines and quantified
Funding volatility is not a disruption — Costs.

it is the sector."

Five categories of institutional response,
Eight documented eras (1980-2026), three z ignal Recalibration Index with
pre-1980 anchors, the Mode Activation strategic implication per signal, and three
Summary with the advance signals theoretical mechanisms. Documented
diagnostic column, and per-era survival precedents across IBM, Penn, and Costco.

analysis.

REQUEST ACCESS -

Both phases route through the principal. Both are answered. - research@strategylabcollective.co
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The Nonprofit Funder Cycle
Playbook.

Phase 1 - 2026 Edition. Set in Fraunces display, Source Serif 4 text, Inter Tight
sans, and JetBrains Mono for runners and metadata. Composed in HTML and
printed-to-PDF for archival.

Research, writing, and framework architecture by Ebony Carter for Strategy
Lab Collective. Cover and interior design by SLC. All citations and source
material documented in the SLC research library.

For Philadelphia.
For the organizations that did the work and did not get to
write the analysis.
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