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1. Max Foundation: who are we
A healthy start in life for children under five. Our aim is to give children under five a healthy start in
life and a better future. We remain true to the vision of our entrepreneurial founders, Steven and
Joke Le Poole: to effectively and sustainably reduce child mortality and improve child health. Max
Foundation was founded out of their desire to do good in honour of their son, Max Le Poole, who
died of a viral infection at eight months old.
Max Foundation has grown from a small initiative into a professional organisation with operations
in Bangladesh, Nepal, and Ethiopia, with a turnover of over €3 million per year (2019) and 35+ staff
members. Additionally, we have set up a separate social water enterprise which won the FMO
Finture Solutions award in 2019.
Max Foundation strives for efficiency - the maximum value for money spent. When it comes to
determining how we work and what we do, we ask ourselves: what is the most efficient and effective
way? The answer is smart and local solutions! As a business-minded NGO, our role is to support
local entrepreneurs and foster sustainable market models. We want to ensure our results last.
We envision a world where easily preventable diseases are no longer a cause for child mortality in
children under the age of five.
Max Foundation aims to fight child mortality by providing a healthy start in life for as many children
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as possible in the most effective and sustainable way.

Max Foundation plan 2019-2023

2. The challenges we are facing
Worldwide, approximately 149 million children under five are stunted (too short for their age), and
most are in South Asia or Sub-Saharan Africa. Over one-third of children are stunted in the
countries where we work (Bangladesh, Nepal, and Ethiopia), and in our programme areas the
numbers are even higher. Stunting is creating a ‘lost generation’ of children who are missing out
on their life potential. On average, stunted children perform worse at school and face a higher risk
of disease, unemployment, and poverty. This is unjust as stunting is preventable. Stunting is caused
by malnutrition, not only due to poor diet but also repeated infections from unsafe water and
exposure to faecal matter from humans and animals. However, it is not receiving nearly enough
attention – parents are not aware of the dangers, and governments often lack resources to tackle
this multi-faceted issue.
Only 2% of the rural population in Bangladesh has access to running water. This is what we aim to
change, using market-based approaches, because grant funds are not enough to reach everyone
in need and sustain those services. Delivering clean, reliable water to the home is the last mile of
service to ensure safe domestic use, not only for drinking but also for cooking, cleaning, and
bathing. This is essential for good hygiene and preventing stunting and diseases.

Our two focus areas are: 1) zero stunting and 2) building business
1) Zero stunting: We focus on stunting to ensure children under five receive a healthy start.
Healthy children come from healthy communities. We combine water, sanitation and hygiene
(WASH), nutrition, and essential care for mothers and children, to ensure healthy living
environments to reduce stunting and allow children to grow well. We have developed an innovative
‘Max Healthy Village’ approach to tackle stunting which we are currently scaling up, for example
by partnering with PLAN International in Ethiopia. This approach is receiving international
recognition through presenting at different platforms (such as World Water Week in Stockholm, a
WASH-Nutrition nexus workshop hosted by the Dutch Ministry of Foreign Affairs, and the UNC
Water and Health conference in North Carolina).
2) Building business: We believe that accelerating development should be done through market-
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based solutions, and local entrepreneurs are the key to economic development. Therefore, we always

have developed different business models on WASH and nutrition products and services for
entrepreneurs, with a priority on supporting female entrepreneurs.
As a spin-off of these activities we have set up a separate social enterprise. With it we aim to bring
affordable, safe water to rural households in Bangladesh through mini-grid piped water supply
systems. We set up the business after several pilots of water schemes in recent years, which are
already creating revenue. We aspire for it to be financially independent in the long term.

3. Where we are and where we aim to go
Our ambition is to reach zero stunting by 2030 in our focus countries, to have other organisations
adopt our Healthy Village approach, and for profitable business models to support this.

We have a long way to go, but we are convinced we can have a great impact based on the rapid
growth we have already seen. In 2016 we set the target of tripling our impact in ten years. However,
we expect to do it in five, reaching 3 million people by 2021. In 2019, we already reached 2 million
people. We are currently active in Bangladesh (since 2005), Nepal (since 2016), and we recently
started in Ethiopia (2019), introducing our unique integrated ‘Max Healthy Village’ approach that
combines WASH and nutrition to tackle stunting. In the next five years, we aim for focused growth
in these three countries to create further proof for scale-up to at least one additional country.
In the beginning we mainly focused on making a difference on the ground. Now we realise that
for real impact, we also have to make a change in the world – by scaling up and influencing others.
In our zero stunting pillar, this means not only proving the approach works, but also to work with
others to expand and mainstream our approach.
For building business, we’ve launched our social venture – called Max Social Enterprise – for a long
term and scalable solution bringing water into Bangladeshi homes and run by local entrepreneurs.
We have built 30 mini-grid piped schemes already that are providing safe water for domestic use
to 1.500 customers, through Max Foundation’s NGO programmes. We aim to transition over the
next five years to a financially independent Max Water Social Business, reaching sufficient scale to
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make it a reality (200+ schemes) and moving from grants to investment capital.
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4. What makes us unique?
Child health is a cause that resonates with everyone. Wanting children to grow up healthy appeals
to people and parents around the globe – whether Dutch, Bengali, or Ethiopian.

Zero Stunting
We are all about impact to reduce stunting, which is a global problem – and not just for the people
affected. Research shows that every euro invested in reducing stunting is estimated to generate 18
euros in economic returns. Allowing children to reach their full potential will also spur economic
development. WASH and nutrition are just means to an end. For the greatest impact, we aim for
our work to be the most effective and sustainable possible, and we are continuously adapting
based on evidence of what works.

Building Business
We believe that development through market-based models
and supporting local entrepreneurship is key for sustainable
results. That’s why we have set up a social venture “Max
Water Social Business” (registered in the Netherlands and
Bangladesh, and linked to Max Foundation). More and more

Building Business
Act quickly on new ideas, and
use business thinking and
principles

NGOs are exploring business ventures with a social as well as
an economic return. Max Foundation is one of the frontrunners with our social venture, Max Social
Enterprise. We’ve piloted this water business for the past few years, and now we would like to take
it to the next level.

Innovation
One example of a recent innovation is Max Payment-by-Results (MaxPbR). We no longer monitor
and pay implementation partners for activities (such as
training health extension workers), but on results: improved

Innovation

child health (reduced stunting, measured through height for

Continuously innovate, learn

age). This is a radical shift for us, our partners, and the sector.

and make evidence-based

We are excited about the possibilities to measure what works,

adaptations to increase

what doesn’t, and how we can adapt our programmes to

effectiveness
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maximise our impact.
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Effectiveness
We focus a lot on creating demand and changing behaviour. We work on getting households and
communities themselves to invest in improving their lives, because it is more cost-effective with
longer-lasting impact. In our programmes we have seen that for every euro we invest in sanitation,
local people invest six. This multiplies the impact of donor contributions several times over, but
most importantly means that we are changing people’s
minds. They see the value in having an improved latrine, or
safe piped water in the home, and are willing to pay for it.

Always look for the most costeffective way to reach impact
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This means they are much more likely to use it.

Effectiveness
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5. Our interventions
Our programmes combine the components of WASH education, nutrition, and sexual reproductive
health and rights (SRHR) to reduce the occurrence of diarrhoea and other water- and faecal-borne
diseases and stunting. We want to contribute to a healthier start in life for children under five, to
prevent as many child deaths as possible.

Safe water, improved sanitation and hygiene (WASH)
Inadequate and unsafe water supply, limited access to sanitation facilities, and poor hygiene are
major contributing factors to the spread of diseases. It turns out that providing quality water is not
as simple as it may seem. Challenges include ownership, water source sustainability, safe water
protection, and collected water management. One way to protect the water supply from infection
is to install deep water tube wells, which can be accessed by the entire community. We also install
piped water supply systems in urban and rural areas. These systems allow for safe transport and
storage of water, delivering it directly to households in need.
Research shows that open defecation is detrimental to community health. Latrines are therefore a
crucial improvement that is generally welcomed in households. In Max Foundation’s target areas,
most latrines are purchased by families themselves. We involve local governments in supplying
subsidy to the poorest households. We also encourage separate latrines for boys and girls at
schools, provide sanitation education, and advocate for investment in sanitation hardware.
Without hygiene education, the installation of wells and latrines has a limited impact. Thus, we
always start by informing villagers of the importance of personal hygiene and teaching handwashing practices, particularly after toilet use and before and after food preparation. These
education programmes aim to reach all areas of their lives – from communities to schools – and
promote long-term behavioural change.

WASH + Nutrition
Many of the deaths related to infectious diseases concern children who are stunted. Where stunting
does not lead to death, it is associated with long-lasting cognitive and physical damage, including

demonstrations of homestead gardening to increase food security, and teach them how to cook
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intellectual impairment and increased risk of cardiovascular disease. In addition to focusing on

healthy meals for their family. Furthermore, we provide communities with growth monitoring charts
to monitor the progress of their children’s physical development. After the growth monitoring and
promotion sessions, mothers discuss best practices for child growth in groups. These sessions allow
them to compare their children’s growth and learn from their peers to trigger behavioural change.

WASH + Sexual Reproductive Health
We educate people on reproductive health issues and provide them with educational messages on
early marriage, childbirth registration, and family planning. Max Foundation has made major
progress in providing women access to clean water and sanitation through the development of
women-only bathing chambers. These comfortable facilities offer privacy and encourage women
to use soap, thereby reducing infections, improving menstrual hygiene, and limiting other
reproductive health problems significantly. To support women during and after pregnancy, Max
Foundation trains community health workers in pregnancy, childbirth, maternal health, and child
health. The health workers learn how to recognise danger signs during pregnancy, and when to
refer women to health facilities for antenatal and postnatal care. We equip these health workers
with kits containing basic resources for a hygienic delivery. We also educate mothers on the
importance of breastfeeding.
The entire Max Foundation approach promotes the empowerment of women and girls by
providing them with knowledge and tools to express their voices. Furthermore, linking with micro-
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finance and livelihood elements are included to strengthen their income.
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Our Theory of Change
Theory of Change is essentially a comprehensive description of how and why a desired change is
expected to happen in a given context. It defines long-term goals and then mapped backwards to
identify the necessary preconditions.

Development
Objective

Provide a healthy start in life for children U5 in most effective and sustainable way

2.

Impact

Key
Outcome areas

1. Reduced stunting and underweight of children U5
Reduced water- and fecal-borne diseases of children U5
3. Sustainable social businesses

Improving Child Health

Building Businesses
Approaches creating long term sustainable solutions

Intervention topic areas
Strategic
pillars

WASH
Water, sanitation
& hygiene

WASH-SRH
Safe motherhood

Effectiveness
Cross pillar
catalysers

Use of most effective interventions
and support systems

Stakeholders

Community

WASH-Nutrition
Nutrition

Local
Entrepreneurship

Social investment model

Innovation

Sustainability

Continuously improve methods and
products based on
lessons learned

Migrate ownership to local
stakeholders groups

Government

Entrepreneurs

.

Worldwide, ~ 160M children U5 are stunted: it is estimated as the underlying cause of 45% of all deaths in children U5.
One-third of people worldwide lack access to improved sanitation, and 80% do not follow proper hygiene habits such as handwashin g.
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Problem
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6. Ambition
We have developed the following aims for the next 5 years 2019-2023

•

Advocate and create more urgency around just how big of a problem stunting is in the world,
to reach scale and maximise our impact. Stunting affects over one third of all children in
areas where we work. Parents, communities, NGOs, private sector, and government all have
a role to play, and we want to help give the world a wake-up call. Getting others on board
as partners or by adopting our approach is the only way to achieve scale. However,
reaching out is not always covered in programmes. We aim to mainstream our Healthy
Village approach as a nation-wide and government supported programme, at least in
Bangladesh, Nepal, and Ethiopia, to help reach zero stunting by 2030, and to move in that
direction in at least two additional countries

•

Support innovative entrepreneurial models that are not business-as-usual, such as our spinoff social venture, Max Social Enterprise. The Sustainable Development Goals will not be
achieved by grants alone. We need market-based and financially viable models to reach
the millions who lack water, sanitation, and access to sufficient and nutritious food. We aim
to keep innovating and encourage others to do so too. We, our partners, and local
entrepreneurs have lots more great ideas and we want to be even more intentional about
supporting innovation, and adopting business-driven models to tackle development issues.

•

Get proof of our results and then shout about them – to document our results (good and
bad) from our innovative approaches, using credible partners like KIT Royal Tropical institute
to verify the data, to be able to share what we’ve learned and learn from others in regional
and international platforms and fora, to continuously do what we do better and more
effectively. Despite a lot of good research done on causes of stunting, there are a lot of
unknowns on how to most effectively address it. We want to contribute to the knowledge,
and make what we do (our approach) visible, so that together with others we can give
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children under five a healthy start in life, in the most effective and sustainable way.
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Analysis of Max Foundation
If we want to reach these four ambitious goals, we have to take a closer look at our organisation
to see if we are equipped to do so. What are our strengths and weaknesses? What threats and
opportunities do we face?
Strengths

Weaknesses

✓ Good track record of effective, sustainable ✓ Low visibility of our effective, sustainable
and innovative programmes

and innovative programmes

✓ Strong in developing innovative, business- ✓ Low visibility among new potential donors
minded programmes
✓ Good reputation among current donors

✓ Not active enough in existing alliances and
networking groups

✓ Entrepreneurial and flexible organisation
Opportunities

Threats

✓ Expansion to other countries

✓ Not active in many countries

✓ Huge potential for new donors within

✓ Strong competition within defined target

defined target groups
✓ Advanced knowledge and experience

groups
✓ Not enough organisational capacity

of our local team in Bangladesh
✓ New age of philanthropy welcomes
new ways of thinking
Our strengths are extremely important as a strong base to build on for the future. By investing in
the growth of our programme, fundraising, and communication teams, we can work on our
organisation’s visibility and activities and develop our network. Furthermore, we need to invest in
the expansion and efficiency of our team in Bangladesh and Ethiopia to keep up with the growth
of our programmes.The Max Foundation’s business-driven approach, combined with its extensive
knowledge and experience, fits in perfectly with current trends. More and more donors are seeking
maximum value for their money, which is exactly what Max Foundation is able to provide. This gives
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us the opportunity to distinguish ourselves from others.
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7. Organisation
Staff
Max Foundation is a dynamic and fast-growing organisation. We have a head office in the
Netherlands (Amsterdam) and two country offices, one in Bangladesh (Dhaka) and one in
Ethiopia (Addis Abeba). In Bangladesh we also have two branch offices in the South of
Bangladesh. The country office are responsible for the quality and control of the implementation
of the programs. The programs in Nepal are managed by the country office in Bangladesh.

Board
Board Max Foundation is governed through a board/ management model. Within this model, the
Board consists of volunteer members who steer the organisation through a director. This person is
appointed by the Board and the role and responsibilities are specified in the Management Statute.
The Board members function as supervisors and have the final responsibility for the organisation’s
operations. The Max Foundation Board works closely with the director and operations team and
they meet every six to eight weeks.
The Max Foundation Board consists of at least three members, who are appointed by the other
Board members. Members are appointed for three years with the option to extend with another
three years. The Board decides on the chairman to be appointed. The constitution of the Board is
specified in the organisation’s articles of association.

Remuneration policy
Max Foundation strives for high efficiency and return on investments. Therefore, we aim to limit
overhead cost. For instance, our housing cost at the World Trade Center in Amsterdam, is a
generous sponsoring of CBRE Global Investors.
The fee paid to the director is well below the guidelines of the VFI (Vereniging Fondsenwervende
Instellingen) and therefore complies with the organisation’s guide for the remuneration of directors

The functions of the employees have been compared and valued on the basis of the ‘Function
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and Board members of charities.
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scales, developed by the sector association ‘ Goede Doelen Nederland’ in collaboration with
the "Human Capital Group".
No remuneration is offered to board members and no loans, advances or guarantees are given,
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except for an allowance for actual travel costs.

8. Acquisition of funds
Method of acquisition of funds
Fundraising of Max foundation will focus on the target groups: institutional donors, private and
corporate foundations and major donors. We intend to reach the three target groups by focusing
on tailor-made customer/donor journeys and developing long-term and effective relationships
with our current and potential new donors.
Institutional donors: With their multi-annual programmes and significant funding, institutional
donors offer great opportunities in terms of scale. Our research shows that many institutional
donors are eager for a system change and interested in highly sustainable initiatives. They aim to
influence the global development agenda and develop strategic plans. In addition to tender
processes, they often have budgets that they allocate according to their strategy, therefore
relationship-building and pitching new ideas are important elements in this part of the fundraising
process. Our successful experiences with institutional donors have taught us that relationships start
long before the grant is received and rarely end upon completion.
Private and corporate foundations: Stichting Max Foundation already has successful, longstanding
relationships with several private foundations. We are very grateful for their commitment to the
Max Foundation and will continue to work hard to maintain this trust. In addition, corporate
foundations are also seen as valuable sources of funding and opportunities for fruitful partnerships.
Their business-minded approach and interest in sustainable, high-quality programmes really
resonates with us at the Max Foundation. In short, our fundraising strategy combines targeted
efforts directed toward both private and corporate foundations.
Major private donors: Private donors are essential to staying connected to society and keeping
members of the public engaged with Max Foundation’s message. However, experience has shown
that small private donors do not represent an efficient fundraising target group for Max Foundation.
Although individual small donations are greatly appreciated, they rarely offer a sufficient return on
investment compared to the targeting efforts. Therefore, when it comes to private donors, Max
Foundation has adopted a strategy to focus primarily on major givers. We’ve found that our
personal story, innovate methods, and exciting outcomes strike a chord with individuals looking to
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make a big difference.
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Asset management
To ensure transparency, good governance and accountability, we have established a finance policy
to explain the accounting and administrative regulations to Max Foundation’s head office. The
finance policy contributes to our reliability, accountability, completeness, transparency and up-todate accounting.
All yearly income and expenses are accounted for and described in the financial annual report
which is audited by an external audit firm.
As a matter of policy, Max Foundation holds no shares or other liquid or illiquid investments (e.g.
real estate). All funds are held in the Max Foundation bank accounts.
Max has no profit aim and is very cost aware and able to stay within project/general budget. These
benefits enhance our ability to raise funds with donors, as they substantiate our return on
investment claim, and are entirely re-invested in programs.
The income of Max Foundation is spent in accordance with the objective of the foundation. Since
donations can vary considerably from year to year Max Foundation believes it is necessary to put
aside a part of the general reserve into a continuity reserve in order to ensure the continuity of
the organisation when income is less than expected. Donations without a specific objective are
recorded in the allocation reserve; this reserve will be spent to cover funding gaps on current
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projects and future projects relating to the Max Foundation goals.
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