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External Environment and Board Development

Petrozavodsk, Karelia, June 30 - July 3, 1996

AGENDA

30 June, Sunday (Day 1)

Arrival from the train station to the hotel
12:00 - Excursion to Kizhi. Warm Up activities
18:00 Dinner

1 July, Monday (Day 2) Scott Charlesworth

10:00 - 11:15 Personal Vision Development

11: 15 - 11 :45 Introduction to Organizational Vision / Mission

11 :45 - 12:00 Coffee break

12:00 - 12:30 Role and Benefits of Board of Directors

12:30 - 13:30 Board and Financial Management

13:30 - 14:30 Lunch

14:30 - 16:00 Clarifying Board and Staff Roles
- Case Study

16:00 - 16:30 Salient Board Member Characteristics

16:30 - 16:45 Coffee break

11 :00 - 11 :30 Break

13:00 - 14:00 Lunch

16:45 - 18:00 Board Member Selection
- Case Study

9:30 • 11 :00 Session 1
Understanding the External Environment. Brain storm, discussion.

Igor Donenko and Lena AlyoshinaJuly 2, Tuesday (Day 3)

11 :30 - 13:00 Session 2
Instrument: Analysis of the External Environment
Priorities Clarifying. (work in groups)

--
I
I
I
I
I

14:00 - 15:30 Session 3
NGOs in the External Environment - NGOs view of
the External Environment

World Learning, The External Environment and Board Development



15:30·16:00 - Break

16:00 - 17:30 Session 5
Important skills for leading negotiations

18:30 - Banquet

July 3, Wednesday (Day 4) Igor Donenko and Elena Alyoshina

9:30 - 11 :00 - Session 1
Specific Information for Different (EE) Partners
- General Information Letter (w/examples)
Approaching (EE) Different Partners
- small groups

11 :00 - 11 :30 - Break

11 :30 - 13:00 - Session 2
Partnership building

13:00 - 14:00 - Lunch

14:00 - 15:30 - Session 3
NGO's in the External Environment. Partnerships
- discussion and role play (four groups)
- Local Experts participation in role play

15:30 - 16:00 - Break

16:00 - 17:00 - Session 4
Press conference. Social partnership
Wrap Up, Evaluation and Closure

18:00 - Departure

World Learning, The External Environment and Board Development
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F. External Relations

In order to he effective, the organization has to manage relationships across its houndaries.
This is an aspect of the necessary interaction hetween the organization and its environment to
ensure that it is noting and responding appropriately to the social, political, ecological,
economic and other forces and events around it.

It is also essential strategically for the organization to build up collaborative and suppon
relationships. These relationships are based on the NGO becoming known within pertinent
communities and establishing an image and track record which reflect it and its
achievements. The organization has to make itself known as widely as possible outside the
range of its direct collaborators and present a competent public profile. These relationships
will enable it to strengthen and widen its impact through partnerships and collaboration with
the government and other agencies and NGOs active in the same sectors and geographic
areas. It also has to contribute to the maintenance of successful relationships with its donor
network.

The NGO's primary relationship is with the community or constituency that it serves,
whether as an advocate for or as a provider of services to or both, and with whom it must
maintain a partnership if it is to serve its purpose as an organization. As described above
this constituency needs to be involved in the planning and management of program activities.
The NGO will be more effective if it is known to be physically and emotionally part of, and
accessible to, this community or constituency. Especially if the constituency is a rural or
isolated one, the NGO needs to be open and accessible to that community and situated within
it.

The NGO will make contacts with and enhance its reputation with government agencies and
officials. Not only will the NGO want to be integrating its activities with the regional or
national plan for the sector but it will also want to be establishing working relationships with
those government officials who will be making decisions about the NGO as well as the
community/constituency it represents. The NGO community is another arena within which
the NGO will aim to establish collaborative relationships in order to promote project and
sectoral work coalitions and to participate in lobbying and advocacy networks. Some of
these collaborations might also take the form of contractual partnerships for the achievement
of projects/programs.

In addition to its ability to work with its constituency or the local community to whom it is
delivering services, with government bodies and with other NGOs, the organization must
demonstrate its capacity to access local resources. The NGO must also demonstrate its
autonomy and, particularly in relation to financial resources, its ability to be independent of
single donors and to ultimately be self-sustaining.

World Learning. Institutional Assessment Instrument. September 1995



Some of the information pertinent to the issue of external relations will be round in the
responses to questions in other sections of this questionnaire. Additional questions to be
asked in this section could include:

I. * To what extent is the NGO well known to the general public and to the particular
sector in which it serves?

2* Does it have a clear image and materials that describe its approach and achievements?

3. What use does the NGO make of mass media resources to disseminate information
about itself and its achievements?

4. * What is the state of the relationships between the NGO and its
constituency/community?

5.* Is the NGO situated in reasonable proximity to the constituency it serves?

6. * What does the NGO do to gather information on the view points and needs of its
community/ constituency?

7. * To what extent does the NGO know how to serve as an advocate for its community/
constituency?

8. * Does the NGO collaborate with other NGOs?

9. Does the NGO participate in lobbying processes?

10. Does the NGO establish national or international linkages with other NGOs?

11. Does the NGO attract interest for collaborative efforts with other sectors of the
community, both private and public?

12.* Does the NGO participate in government planning processes and structures?

13.* What is the state of its relationships with relevant sections of the government?

14. How effective is the NGO in accessing local financial, human and other resources?

15.* What is the state of relationships between the NGO and its donors?

World Learning - Institutional Assessment Instrument - September 1995
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HISTORY

MISSION

SCOPE

STAl'F

World Lcaming was founded in 1932 as The U.S. Experiment in International Living, a pioneer in people-to-people
exchange. It is one of the oldest private, nonprofit, international educational services organizations in the world, and
the oldest institution of its kind in the United States. For more than sixty years, it has sustained its founding concept
leaming tbe culture and language ofanotber country by /iving as a member ofone ofits families 
while it has also pioneered new initiatives in response to achanging world.

The scope and diversity of World Learning's programs have grown well beyond the institution's original homestay
exchanges, but its mission remains intact: to enable participants to develop tbe knowledge, skills, and
attitudes needed to contribute ejJectiveO' to intemational understattding andglobal development.

Today, World Learning's broad range of international expertise is represented by its three operating divisions: its
accredited college, the School for International Training; its traditional Citizen Exchange and Language Programs;
and its private voluntary organization activities administered by Projects in International Development and Training.
World Learning currently operates over 260 programs in 110 countries, providing direct program services to more than
265,000 participants.

World Learning's School for International Training was established in 1964 as an outgrowth of the institution's role in
providing the original language training and teaching materials for the U.S. Peace Corps. Today, the School offers a
bachelor's degree program in international studies, master's degree programs in intercultural management and the
teaching of languages, and academic study abroad programs in more than thirty-five countries.

Citizen Exchange and Language Programs is World Learning's cornerstone division, operating the institution's
Summer Abroad program which was pioneered in 1932. For sixty years, World Learning has been dedicated to asimple
approach known as the homestay, the best cross-cultural learning laboratory. Families and individuals of all ages from
allover the globe participate in World Learning's various exchange and language programs.

Building on its pioneering efforts in international educational exchange and training, World Learning applied its
expertise to institutions and individuals working in development. Through the llrojects in International Development
and Training division established in 1977, World Learning has become a prominent private voluntary organization
(PVO) dedicated to furthering world peace through economic and social development initiatives.

World Learning is one of more than twenty-five member organizations of the worldwide Federation of National
Representations of The Experiment in International Living, which was incorporated in Switzerland in 1954. The
Federation has held consultative status with the United Nations Educational, Scientific, and Cultural Organization
since 1958, with the United Nations Economic and Social Council since 1978, and with the Council of Europe since
1981. The United Nations recognized the Federation in 1989 as a Peace Messenger organization. The Federation is
composed of member organizations that are private, nonprofit, nonpolitical, and nondenominational.

World Learning employs more than 1,600 staff, of which about twenty percent are dispersed among its headquarters in
Brattleboro, Vermont, and its offices in San Francisco, California; Greenwich, Connecticut; Washington, D.C.;
Jacksonville, Florida; Bostun, Massachusetts; and London, England; and about eighty percent are dispersed among its
field offices around the world.
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• Master of Arts in Teacbing Program - Agraduate program that prepares language teachers committed to
professional development and service in their field. Participants concentrate in French, Spanish, or English to
Speakers of Other Languages.

• Master's Program in Intercultural Management - Agraduate program that provides competency-based,
professional-level training for intercultural managers. Participants concentrate in Sustainable Development,
International Education, or Training and Human Resource Development.

• Bachelor's Program in World Issues - Atwo-year, upper-division bachelor's program offering a degree in
international studies. Participants concentrate in at least one of these studies: Peace, Social and Economic
Development, and Environment.

• College SemesJer Abroad - Over fifty study abroad programs in more than thirty-five countries in every part of the
world for college and university students. .

• Summer Abroad - Programs for high school students that offer homestays, travel, language training, ecological
adventure, and community seIVice in Mrica, Asia, Australia, Europe, and Latin America.

• Elderhostel™ - International homestay and education programs for participants age 60 years and older, offered in
cooperation with ElderhOSlel, Inc.

• Homeslay/USA - Ahomestay program that welcomes international participants, age 13 to over 80, into U.S. homes
for several days, weeks, or months.

·lllternational High SCbool Program - Atraditional academic exchange program for 15- to I8-year-old students
from around the world to live with host families and attend high schools in the USA. Asimilar reciprocal progranl for
U.S. high school students is offered in several European and Latin American countries.

• AuPair Homestay - Ayearlong cultural exchange program that offers a practical solution to child care for U.S.
families and a cost-effective way to work and study in the United States for European au pairs. Asimilar reciprocal
program is offered for U.S. au pairs to live with host fanlilies in several European countries.

• 11lternatiollal Students of Englisb - An intensive English language training program for college-age and older
students, featuring small, four-week classes on U.S. campuses.

• Etecutive Englisb Programs - Intensive language and cross-cultural training for business and professional clients,
tailored to the global marketplace and custom-designed to meet the needs of the individual, small group, or entire
company.

• Development Management- Projecl~ that strengthen local institutional capacities, primarily in the nongovernmental
sector. These projects focus on democratic governance, participatory natural resources management, AIDS education
and prevention, nongovernmental organization (NGO) legal and social enabling environments, voluntary sector
social services, NGO strategic planning and management, and health and population. PIDT also provides a full range
of grant award and management services to NGOs, private voluntary organizations, and educational institutions.

• Human Resources Development - Projects that develop individual capacities. Activities include needs assessment,
training design, curriculum and materials development, job skills training, NGO leadership training, degree and
nondegree participant training, nonformal education, teacher/trainer training, and English as a Second Language.

World Learning, Kipling Road, P.O. Box 676, Brauleboro, Vernlont 05302-0676 USA
Tel (802) 257-7751 Fax (802) 258-3248

It is the poliC}' of World Learning 10 provide, in an affinnalive way. equal employment and educational opportunities for all peoons
regardless of race, color, religion. gender. sexual orientation. nalional orethnic origin. age. disability or handicap, or veteran's status.
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World Learning
Board Development and the External Environment

Bakuriani, Geogia, 12·16 March, 1996
Organizational Profile Statement

Dear participants,

Keeping in mind the intensive nature of the up-coming training, we ask you to complete this work
assignment before the beginning of the seminar. We believe it will focus your thoughts toward the
training and various important items to be discussed over the three days.

Please answer the following open questions focusing on your organization:

Mission:

Goal(s):

I Activities:

--
I
I
I History:

I
I
I

World Learning, The External Environment and Board Development
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World Lcarning
Workshop

Extcrnal Environmcnt. P:lrtncrship

Trainer: Igor DOllcnlw

1. Your non-government organization (NGO) ami information

What is your organization?

For a lawyer, you are an actor in legal framework, a legal entity that acts pursuant to certain
laws and holds a certain responsibility.

For an economist, you are a cost non-profit that obtains its revenues from gifts, grants, etc.,
that has a certain turnover and provides certain services.

For a journalist view, you are a non-standard phenomenon, a group ofenthusiasts who try to
solve social, not personal, problems.

For a businessman, you are an organization in permanent need of money.

For a government official, you are a strange organization that works in the same area as
government authorities.

The list of views, approaches, and assessments could be extended indefinitely, depending on
whether the assessment is positive or negative, on a person's education, available
information, job, personal experience, etc.

You will never write a general newsletter about your organization if you try to summarize
every possible view or approach. On the other hand, a newsletter is necessary, and it must
contain useful information for the reader.

It is important to follow a few recommendations when you have to sieve various information
about your organization and select things that could be useful for the introductory letter.

I) select specific infonnation only, Le. facts, figures, abstracts from the charter, by-laws
and reports, etc.;

2) make a special point that you are a non-government non-profit organization, and
indicate the area of your activities;

3) remember that you are writing a newsletter about your organization, not about the
people you are working with; therefore, your newsletter should contain as many
characteristics of your organization as possible.

Unfortunately, many leaders focus most of their time and efforts on the day-to-day work on
the social problem (their key charter activity), while the support activities remain outside
their attention. The support activities include:

written by Igor Donenko of the Human Soul Foundation for World
Learning Inc. seminar, External Environment
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- fuml-raising. (money, vlllllnlcer work, eljuipmcflt, free goods or services,
information) or one or several kinds;

- public opinion making, development urthe organizational authority and pre~;tigc,

propaganda of mercy and social responsibility;
- organization and management of the NGO's work process;
- organizational development, planning, and expansion of activities.

Besides, too little attention is given to the structural developmcnt of an NGO, i.e., thc basis
of its whole activity. New organizations would typically have a vcry simple structure:
General Meeting, the Board, Chair or President (Executive Director), accountant, and 2 or 3
staff members. As the magnitude of the organizational activity expands, the staff grows, and
various units, branches, or offices are developed.

The development requires a more complicated structure, and this is specific targeted work.
Unfortunately, we are much more accustomed to haphazard activities; we work with
sponsors, hire staff (doctors, psychologists, trainers, etc.), meet the media, look for
equipment and ways of earning money, and we it all at the same time. As a result, we are
constantly pressed for time, we accumulate assignments that are begun and left half-way,
negotiations are unfinished, payments are delayed, documents are badly drawn, and we are
lost in the daily routine. If an organization lacks tight viable structural elements that allow
the staff to act "automatically" and autonomously within their competence and
responsibilities, its effectiveness starts declining.

Each support activity mentioned above, as well as each main activity, should be based on a
certain structure. Therefore, the organization's staff is divided into administrative and
program employees. With regard to this, staffjob descriptions and volunteer assignments are
written, and a specific recruitment policy and employee development are maintained.

Certain information accumulates in the course ofeach activity, e.g., description of methods,
reference information, statistical data on work with clients, financial statements, press
cuttings, reports on the outcome of negotiations and partnership with other NOOs. While
writing a newsletter, it is necessary to be precise in selecting general, yet characteristic,
information.

A IlO/I-governme/lt orga/lizatio/l pai/lts its OW" portrait. People IIave tile riglrt "ot to k/low
aboJit your orga/lizatio/l Qlld activities.

One often has to face a situation when an organization operating for a few years has formed a
habit of using information materials prepared some time ago, and sending out newsletters
without due concern as to Who this information passed on to, and Why it goes out. This
approach is certainly simple and has other positive aspects, but it is important to take care
about updating and generally adjusting your out-going information regularly (at least once a
year).

Several reasons require this:

- current and short-term organizational objectives are made more specific and
adjusted (e.g., "prevention of impact of adverse negative outcome of the social and economic
instability on mentally disbalanced individuals and their families... " at the start. and "social
aid and rehabilitation programs for mentally disbalanced and their families" llillY.);

written by Igor Donenko of the Human Soul Foundation for World
Learning Inc. seminar, External Environment
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- targeted organizational activities are better retlected in a program and various
projects, i.e., they start to be based on specific approadles (principles) and structures (e.g.,
working groups, units or branches);

- definite results and achievements appear, and they are useful for the newsletter.

It is not necessary to argue today that public relations is an essential component in any
NGO's daily activities. However, very few organizations formulate special objectives in this
area and achieve good results.

Question: What is your organization's image with those who do not work in it on the
permanent basis? What is your image with other NGOs, your sponsors, government
authorities? The answer to these questions is very important.

It is essential to constantly focus on your organization's image, and to ensure that positive
information would be disseminated in your external environment. Sending out newsletters
and additional information materials is among the best way to do this.

OrgallizationalllewsleUer provides general information alUlforms a general image ofan
NGO.

The newsletter structure is commonly known, and I would like to add just a few details and
comments.

• Name of the organization and title of its key program (if you are a unit or office, name
the main branch and its headquarters).

3

-
I

•,
I
I
I
I
I

• History (the organization's status, place of registration, founders, history of development,
your partners, etc.).

• f.~ and o!ziectives (the public problem your organization is addressing, the
acuteness of this problem, and ways and means to solve it - briefly).

• Ss;.ove alactivity (the number of programs and projects, number of people involved in
them, the serviced area, number of regional units/branches, etc.).

• S1.rJ,cture and sta[f(the governing body, staff and its qualification, units and their tasks,
number of their volunteers and their participation, the key principle to guide your
employees).

• E.r..~ (a brief summary and results, specifics ofeach program as opposed to others)
the number of people involved and served by the programs, projections for
development).

• Address. phone numbers, people to be contacted (it is not recommended to give the bank
account numbers).

It's important! Try to provide the most necessary infonnation about yourself; avoid
generalizations and commonplace slogans, but express your unique spirit; show that your
work is effective, programs are targeted, and approach in addressing the social problem is
competent.

written by Igor Donenko of the Human Soul Foundation for World
Learning Inc. seminar, External Environment
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newsletter.

A success-driven organization should see at least a year ahead, It is advisable to sce future in
its quantitative aspects, i.e" the number of people or organizations you serve, the funds you
raise to secure your operations, the number of actions or events yOLl hold, the scope of your
activities, etc.

Unfortunately, many leaders ofNGOs that hi1ve evolved to the second phase of their
development still keep the habit of "stretching their hand out for alms"; and are uncertain in
communicating with their partner. This uncertainty and "looking upwards" prevents both
partners from being comfortable and holding business negotiations. One should remind

oneself about the following:

I) you are not asking a favor for yourself but come to represent a respected
organization that has an interesting proposal (it should be truly interesting for your
potential partner);

2) you should have a general idea about your would-be collaboration with the potential
partner (what you should do, and what you expect of him/her);

3) the potential partner should certainly form a good impression of your organization;
he or she must be assured that you can do what you are talking about;

4) it is necessary that the person whose support you seek should know about you and
the subject of the meeting before you meet.

While talking about the future ofyour organization, I realize it is a fairly hard task to define
it quantitatively, and life will keep adjusting your projections. However, it is very useful to
do this if you are seeking for a long-tenn collaboration. Thus, if you go to meet a sponsor not
about one gift but regular contribution, you will certainly have to tell him what should be the
outcome of your collaboration, how the results may influence the situation today, and who
else the results are important for.

Comparative characteristics go a long way to show your organizational potential in a
newsletter. For example, describe your organization two years ago, one year ago, today, one
year from now. The criterion to compare different periods could be chosen on your own
discretion; you can include the number of people served by your organization, or program
funds, or number of actions held each year, or the circulation of your publications, etc.

II. The idea of NGO's external environment. Actors (types and scopes) and processes
(specifics and speed)

Let us try to change a traditional approach to what is happening outside your organization.
We are used to looking at the outside world from the inside of our organization. However,
NGG leader's mentally, actions and general outlook would usually differ from those of the
people working in other sectors and in organizations of a different type.

NGG leaders in Russia have some typical delusions that are especially pronounced at the
initial stages of the organizational activity. These include the following: "we are a charity
organization that addresses social problems; therefore, everybody must help us;" "we are

written by Igor Donenko of the Human Soul Foundation for World
Learning Inc. seminar, External Environment
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gooJ kind people; therefore, the organization should operate well;" "we arc doing good
things, and it should be evaluated later, by other people."

At a later stage, when experience and success accumulate, these delusions are replaced by
more adequate principles that go a long way to facilitate work and improve the organization's
overall efficiency. These include: "we are an independent organization, and the results of our
work should attract potential partners;" "we are qualified professionals; therefore, the
organization must work well;" "we must be open for control and have precise criteria for the
results; then others will believe we are serving a good cause."

A more precise definition of the organizational potential and ambitions facilitates an NGO's
daily activity significantly. At the first session orthe workshop, we "looked at the
organization from the inside" and discussed its potential. Now, let us focus on our
expectations of the external environment. It is pleasant, of course, to be invited to a ministry
of city government, to meet a well-known international organization of high standing, or take
part in a prestigious event; yet, if this is followed by a feeling that you can work together and
be partners from now on, this feeling needs to be tested.

The following comparative criteria can be used for initial orientation and precise projections
of the organizational development:

a) the scope of your organization and your partner;
b) priorities of your and your partner's programs;
c) how long priorities are maintained;
d) your and your partner's potential of meeting commitments;
e) qualified staff and the time available for implementation of the partnership.

It is important to understand that the type of the partner and the scope of his organization and
activities are factors to determine the quality ofyour collaboration.

NGO external environment is very dynamic. Even in the third sector alone, many processes
develop simultaneollsly. New organizations emerge, new projects are introduced, new grant
makers corne to Russia, approaches to foreign aid and foreign NGOs' activities in Russia
change, operating organizations split or live through a period of internal conflicts, rental
payments and utilities companies' fees keep changing, the "sponsor market" situation
evolves, seasonal fluctuations of business activity are reported, etc.

Many third sector processes are related to the development of new laws on NGOs. The most
recent example is the requirement to have all NGOs re-registered within three months,
pursuant to the new law On Public Associations.

One should be aware ofthe fact that businesses, government authorities and the media are
also operating in their own internal environments guided by their own laws. Very often a
flow in relations happens not so much because you do not suit one another but because you
started a relationship in the wrong time.

Example. AS commercial bank agreed, tentatively, to support your organization, but kept
putting the final decision off. YOLI needed the money badly. You found it at some other place,
and you never gave another call to the bank. Later, you found out that the bank put off its
decision because you applied at the end of the report period or at the dividend time, and the
bank was jut too busy to take care of you.

written by Igor Donenko of the Human Soul Foundation for World
Learning Inc. seminar, External Environment
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Another example. It is cOlllmon knowleJge that electiun campaign dampens the inlerest or
sponsors, meJia, and government officials towards charity organizations. You shoulJ put
much more time and effort in getting the same results as in the "normal" times.

Moreover, any business activity reports fluctuations related to holidays, seasonal factors,
nation-wide events, such as disasters, ethnic conf1icts, emergencies, as well as amendments
in laws regulating your partners' activity. These and other processes in the NGO external
environment should be taken into account while planning a long-term collaboration with
partners.

III. Partnership and interested partners (an analytical survey)

Who operates in the NGO external environment? Who does your NGO need for
successful work? The social partnership philosophy: why do you need partners? Why
do partners need you?

Your clients who receive your organization's services certainly make an important support to
the NGO. How often do you use their help?

Your clients' families and friends are your organization's friends. Do they know your
organization well? How do you involve them in cooperation?

Community social safety net offices (or, education, health care, etc., depending on your area)
are your colleagues. Do they have information about you? Do they know who they should
direct to you and on what issues?

Community executive authorities (municipalities, prefectures, district administration) are in
charge of the given community. Do they understand that you are useful to the community and
are working for its benefit?

Community businesses (small and medium-sized) are your main sponsors. Do they realize
the difference between an alms to a street beggar and a gift to your organization? How much
ofyour attention do you pay to working with them and keeping them informed?

Community and city press (and other media) is your voice. Does your organizational life
have many interesting events and actions interesting for the media? Do you have the
materials their reader would take interest in?

City social safety net offices, etc.

You can gain support from the users of your services while applying to the local government
and government authorities. They arc the best "admen" because they speak on what they
know.

Their friends are your potential volunteers and useful information carriers. Moreover, they
are your protectors and defenders in non-criminal conflicts.

Specialists in your area, employed with govemment authorities. They are your staff reserve
and a source of statistical information~ you can direct those you cannot help to these people.

written by Igor Donenko of the Human Soul Foundation for World
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Local government have certain resources in the given community. '{ au can involve these
re50urces (office space, taxes to the local budget, technical services, etc.) to develop your
organization.

Businesses lead a difficult life. On the one hand, they suffer from tax burden, on the other
hand, they have to deal with the crim inal environment and racketeering. Money for a cause is
allocated either from the legal profit, or from the businesses' own pocket; therefore, it is
easier for a businessman to make a decision when he sees where his money goes to.

The press is different, and the publications are not always precise and tactful; yet, they are
news-hunters, and this can be used for your organization's benefit.

City governments have social programs but they develop and implement them in the
quietness of their offices. Yet, interest towards the social programs is typically higher at the
city level rather than at the community level. Therefore, participation in a city program
facilitates getting resources from the community.

A non-profit's effectiveness is judged by a few standards:

1. The number of people who benefit or get help from your organization.
2. The degree of alleviating these people's problem.
3. The number of people and organizations that want YOUR organization to deal with this
particular problem.

We are discussing just the third criterion and the ways to improve an NGO's effectiveness
through a successful work with the interested organizations.

Let us go back to the idea of NGO's external environment. The social problem which your
organization started to deal with has existed before you were founded - or probably, it
provoked your emergence. Other organizations interested in the solution of this problem exist
and reach their objectives independently of yourself. They can certainly become your
partners, but you have to work with them.

Your organization's real and potential partners. A study of interested parties

Let us talk about "turning" your potential partners into real ones.

What can be recognized as elements of real partnership?

- a verbal agreement on the joint activity;
- a signed protocol or agreement;
- joint actions and events held in collaboration;
- jointly implemented projects or programs;
- involvement another organization's staff member in the work of your organization;
- ajoint body (committee, council, working group), with the interested parties'
contribution;
- a new organization and delegation of certain functions and authority to it.

For yOll, the collaboration initiator, the development of a real partnership includes several
stages (phases):

written by Igor Donenko of the Human Soul Foundation for World
Learning Inc. seminar, Externai Environment



1. A study of interested parties. Selection and proposal.
II. Development and agreement on collaboration Inecll3llislllS.
Ill. Formulation of collaboration and partnership.
IV. Joint activities and monitoring of the results.

I would now give examples of how difficult and effort-consuming the process of "turning" is.

I. MSI joint venture, registered in a directory, received a letter from a charity organization
requesting to support the Mercy Kitchen program. In response to this letter, MSI was
committed to provide a monthly gift of Rub 200,000, and credited the first gift to the

charity's bank account. The charity sent a thank-you letter and used the money appropriately.

It then provided regular quarterly reports on the use of MSI's other monthly gifts, informed
the press about the sponsor support to the program, and published its annual report in the
press. Once a year, the joint venture receives an invitation to a party or presentation, or get a
small present made by a disabled persons who benefits from the charity.

1'''' 2. AS commercial bank known for its charity activity receives a letter from a charity
organization that describes the program for which it requests support. A meeting is arranged,
and the program is discussed. After the partners' potential and approaches are settled, a
partnership mechanism is defined; the charity sends the bank bills for covering the disabled
kitchen expenses, and lists of the disabled served by the kitchen, while the bank credits
money directly to the soup kitchen account, not, to the charity. Likewise, the bank receives
regular financial reports, invitations to presentations, and thank-you letters il.l1d certificate.

In the first case, the study was practically non-existent, the choice was made at random, and
the proposal was made in a standard way (I). No partnership mechanism (II) was required
because the settlement was already in place, and reports were sent regularly. The formulation
of partnership (III) was limited to an exchange ofwritten statements on commitments. The
joint activity and control (IV) took the simplest form.

In the second case, a study and information gathering about the bank's charity activities was
made (I). Moreover, the partnership mechanism was to be developed - i.e., request bills from
the soup kitchen, draw coupons (each for one free meal), make copies of the soup kitchen's
clients for the bank (II). The formulation of the partnership took the form of the bank's Board
decision to include the charity in he list of the bank's permanent partners (III). In addition to
the above actions, control and accounting included the need to produce tax inspection office's
certificates (IV) and constituent documents.

Every NGO now has a certain range of partners. New partners of the type described in Case I
can appear, but this may happen occasionally. Moreover, relations and mechanisms remain
simple because the gifts are small. One should not believe this will remain indefinitely. At
the same time, the Case n sponsor was chosen specially, and the arguments were very
thorough. It took a whole year of occasional gifts and reports before the sponsor decided to
become a permanent partner.

It is worth mentioning that preliminary work with a potential partner and developing him into
a real one needs money and sufficiently qualified staff.

What is the outcome of this collaboration? The solution of a simple problem of everyday
meals for 100 disables individuals. Every organization that has been operating longer than a

written by Igor Donenko of the Human Soul Foundation for World
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year would realize that the chance of finJing a partner ;s slim. Therefore, this work :;huulJ be
planned in advance, and done in the professional and persistcllt way,

Individuals, groups, organizations and institutions that suffer fl'om the adverse illlpact
of the unfavorable (e.g., social) environment

External environment where a social problem exists and NGOs operate is unfavorable and
uncomfortable. Remember who lives in this environment.

I. People suffering from social problems. They make life difficult for their families and
friends, add workload to specialists in medical and other institutions, come to the local
government offices, go shopping, write letters to newspapers, create an atmosphere of social
tension and discomfort, join demonstrations or escape active working and social life.

2. Families and friends of those named in Item 1. They spend a lot of time and effort to
support these people and deal with their problems. Besides, they also add work to special
government institutions, address local governments, etc. (see above). Moreover, sometimes
they set up NGOs themselves, and try to solve their problems through uniting in an .
organization.

3. Specialists and government institutions of health care, social and other profile have to use
budgetary financing, develop services to the population, and report to their superiors. They
must coordinate their activity with the community governments, work with the community,
and participate in the implementation of city or national programs.

4. Local governments have to respond somehow to the,'existing social program and try to
solve it at least to save themselves. In addition, they must develop local infrastructure and
secure business, social and political activity of the community. Low effectiveness, lack of
responsibility and embezzlement create many problems for them.

5. Business sector suffers from the shortage of qualified employees (items 1 and 2), as well
as from the weak local governments and law enforcement authorities. The government
monopoly on property and means of production, officials' corruption, low effectiveness of
business support programs and other factors make life all the more difficult for them.

6. Press has involuntarily focused mostly on political life, or on serving the businesses, and
lost coverage of the social sphere. At the same time, one can often hear, "it is enough of bad
news, write about something good." Furthermore, subscription and popularity help the press
to keep its independence and good salaries.

7. The city authorities want the people's respect and support. They are trying to carry out
various socially-oriented support and development programs, but these are often costly and
ineffective, they lack people to implement them, and there is little knowledge and experience
to lean on NGG support and act together.

Interested parties' problems: specific and development problems.

I. Specific problems are related to implementation of the chartered goals and objectives of
this particular organization. In an NGG, these could include the problems of providing
adequate aid to its clients, or problems of implementing a targeted program. In a business,
they could include production and sale problems, improvement of the quality of goods and

written by Igor Donenko of the Human Soul Foundation for World
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services, gctting ncw clients, competition, etc. For press and other media, the prublems
include reliable information ofa certain kind (operational, analytical, etc.) amI a precise

choice of the readership. In government institutiolls, the problem is to reach certain pre
established norms in the work with the population, insufficient work load (e.g., medical

institutions) or excessive work load (local social security offices).

As problems are specific, collaboration and partnership would be most productive between
organizations of the same type and area, such NGO and NGO, business and business, media
and media, e.g., Confidence Phone Association, a financial group or industrial corporation,
Kommersant Publishing House.

Partnership 1 is more effective for dealing with specific problems

2. Non-specific problems are related to the organization's wish to survive and develop despite
the unfavorable external environment. These problems are typically linked to the need to
protect and lobby the organization's rights and activities (e.g., the Guild of Realtors), or
develop and accumulate additional resources (funds, office space), recruit and hire qualified
specialists (e.g., Business College, Training Center for Bank Security), the need to carry out
intensive educational or advertising activity (e.g., the Social Infonnation Agency, Znak
[Sign] Advertising Agency).

Non-specific problems make it possible for organizations of different types and areas to find
common ground and interests. In this case, collaboration and joint activity allow to find moOre
effective ways and means of dealing with common problems, including the social ones.

Partnership 2 is for survival and development. Policies and strategies of
Partnership 2. Goals: to expand public influence, develop resources, improve
effectiveness of the work.

IV. NGO collaboration with various partners (training)

Defining the tasks of working with partners 1 and 2. To understand a partner, one should step
in his shoes. Offer something that would interest the partner.

Partnership 2:

- working with the media and expanding public influence;
- working with sponsors and resource development;
- working with successful NGOs and improvement of effectiveness.

Information sharing and communication with partners.

V. Targeted address and partnership practices (training).

Adequacy in contacts with different type partners (introductory information).
What in your organizational structure and activity could promote effective work with the
partners'? (independent work and discussion).

written by Igor Donenko of the Human Soul Foundation for World
Learning Inc. seminar, External Environment
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Forecasts of external environment processes and plan of the work with partners (general
discussion in the group)

Non-specific problems are rooted in inadequacy.

Effectiveness of working with partners: who can appraise it? The Board of Directors as a
body that secures your organizational development (general discussion in the group).

written by Igor Donenko of the Human Soul Foundation for World
Learning Inc. seminar, S,<ternal Environment
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StAke/wider Analysis

Identify all parties involved:

• Write down all persons, groups
and institutions affected by the
problem environment.

• Categorize them. e.g., interest
groups, individuals,
organizations. authorities. etc...

• Discuss whose interests and
views are to be given priority
when analyzing the problems.

• Specify g,ender.

StJkeholder Analysis

ITaka a closer look at I
some altha groups.

t
I
I
I

Select the most I
important groups.

Make a more detailed analysis of thesa
groups. e.g. in terms of: ~ ~

Problems:The main problems aHecling or
lacing the group. (economic.
ecological, cultural, etc.).

Interests: The main needs and intereslS as
seen from that group.

Potential: The slrengths and weaknesses of
the group.

Linkages: Main conllicts of inlerests, pallerns
of cooperation or dependency with
other groups.

Team Technologies, Inc.
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in woman begs for money al an underground walkway in

. There are few organized charities to help the needy.
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Only 1 percent came from il1lli

viduals.
The charity's projected budget'

for this' year is about $30(),OOO,

which includes pan of llumiln

Soul's first foreign grant 

$400,000 from the U.S. govern-

Inellt spread over two ycm-s.
While MI:.'Dohenko pruvicles iln- i, I ,

nual budget reports to corporate

sponsors, Mrs: Greshnova of'

World Learning says lIIany l~us'

sian charities that come to her fllr

help do not know what their bud, ~

get is. Few know anythin'g about'

raising funds.
Publicity is another pillblem.'

Mr. Donenko says Hl1ssian jOl1mill, :

ists who have written about his' ;,

charity demanded money to print :' \ "'

the names of his sponsors, saying' ': V)

rnentionillg them was advertising, ' :: ~0..

MallY Russian charities try' ;,~

starting commercial operations :: ,'.)

like manufacturing or distribution ,,~,

companies in an attempt to sup-,: :: "Ib"

port themselves. IvIr. Doncnko says "

he treated private psychiatric pa

tients, using the fees to, finance

Human Soul, but quit tlmt in 19<) l. "

At Human SOIlI, about a dozen

people- most ,diagnosed with

schizophrenia or ,manie-tlt'pres- :

sion - were in the office one n'

cent day doing ,clerical work.

studying English, fixing lunch, It '

treats about thre,e dozen people at

, anyone time. ,
"The idea here is rchabilitat ion

for everyone, which is very I

strange under tl\e Soviet mOllet," :

said Denis. a 24-year-ohl schizo- :

phrenic who first saw a flier for'

Human Soul in his doctor's office.' :

He'visits a few times a wee\< to

learn computer skills anti English.

,,"I hatlno friends or work," saill

Denis, n poet and aspiring joul'nal

is!. "This fOLlntlation is really help

ing. I had too much spare time."

"

By Julia Rubin
.o.sSDC'ATED PRESS
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Section 4

Board Development:
Governance

A Basic Look at Board of Directors
Responsibilities of NGO Boards

Concrete Samples
Board Passages: Three Key Stages

Governance is Governance
Budgeting and Financial Accountability

The Financial Responsibilities
of Nonprofit Boards
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A. Governance

NGO governance is the provision of legitimacy. leadership and direction to an organization.
Legitimacy is conferred hy the adherence of a sufficient body of people so that the NGO gets
the continuing encouragement and support it needs to achieve its purpose. Leadership. which
articulates and maintains the direction of an NGO. consists of management and a Board or
equivalent governing body. Management is responsible for the day-to-day operation of the
organization and for monitoring the external environment to sense changes that are occurring.
The Board or an equivalent governing body serves to provide overall policy direction to the
NGO and independent oversight of its management. It customarily performs fund-raising and
public relations functions and can bring additional professional and technical expertise to the
NGO by inviting legal, financial, marketing and other technical specialists to become
members. In addition to providing overall policy direction the Board ensures that effective
organizational planning takes place and monitors the functioning of the organization in
relation to that plan or the policy direction it has set. Leadership is also responsible, through
the management arm, for monitoring the status of the components or functional areas of the
organization and ensuring the necessary action is taken to maintain them in the preferred
state to achieve the mission and strategic plan of the NGO. In addition to having the skills
necessary to monitor and direct the organization, management ideally will share the values
that are the foundation of the organization's vision of its future.

Direction is primarily provided to an effective and potentially sustainable NGO through a
clear and mutually shared understanding of its objectives and why it exists. This
understanding can consist of such factors as:

• A visioll of the future which the NGO is attempting to create or effect;

• Definition of the purposes or missioll to which the NGO is committed and
which will be the means whereby it realizes the vision;

• Strategies for achieving the mission which are in alignment with the mission
and take the form of a set of realistic and clear program objectives.

NGOs in partiCUlar have often been founded by a (few) charismatic individual(s) with a
strong commitment to a cause or purpose and a definite set of ideas about how to serve that
cause. While this strength and commitment is essential for establishment and survival of the
NGO, the other staff and constituents of the NGO also need to share the understanding of,
and commitment to, the purpose of the organization in order to effectively serve it and
complement the work of the founder(s). Leadership is more effective if it is open to as wide
a variety of opinions and talents as possible in order to be effective and utilize all the talents
and enthusiasm of its staff and members, as well as to avoid insularity and stagnation. The
role of effective leadership is to manage the attention of employees by articulating a set of
intentions or a clear vision of the outcome, goal or direction of the NGO and by making

World Learning. Institutional Assessment Instrument. September 1995
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these ideas tangible or meaningful to cmployecs so that thcy can support them and design
their work to achieve them. Leaders are also more eflcctivc if they arc focused. constant
and consistent. so that they will be trusted and followcd.

Above all leadership fosters the involvement and participation of the NGO membership and
the community or constituents who are the people the NGO exists to serve. There has to be
a number of people who hold the institution's product in sufficiently high regard that they are
willing to continue to exchange other resources for that product. Whether an NGO is a
membership or service organization, truly sustainable organizations that serve the needs of a
community or constituency promote this willingness by incorporating approaches that NGO
members and constituents themselves can plan, manage and control, or that meet their needs
in ways they can understand and access most effectively. This constituency is involved in
determining the objectives and policies of the NGO and in carrying them out.
Developmentally this participation is the best method for ensuring the success and
sustainability of the NGO and its program.

World Learning - Institutional Assessment Instrument - September 1995
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Questions that can be posed or information that is required about governance are as follows:

1. *

2.

3.*

4.*

5.*

6.*

7.

8.

--

9.*

• 10.*

11.*

What is the stated purpose or mission of the NGO's?

How was the need identified that is being served by this purpose?

To what extent does the purpose Of the NGO reOect the real needs of the community/
constituency that it serves?

Who are the Board of Directors, or the individuals who make up the governing body?

Are they internal or external to the NGO?

What is their level of involvement in policy setting and planning, fund-raising and
conducting public relations for the NGO?

If there is no Board of Directors or similar governing body what independent body or
mechanism oversees the management of the NGO?

How representative of the community/constituency is the Board membership or
governing body and how does it integrate their contribution to the policy setting/
planning process?

What person or group constitutes top management?

What understanding does top management have of its role and responsibilities?

What skills and knowledge, necessary for the performance of its duties and
responsibilities, does top management lack? List the needs of each member of top
management separately.

.. __I

12.* To what extent do the people in the organization share the same understanding of the
purposes of the NGO?

13. To what extent do the people in the organization see it serving, in major ways,
purposes that are different from those stated?

I
•

14.

15.

16.

Is the purpose realizable given the economic, social, and political environment?

Do the strategies and program objectives of the NGO support the mission?

How does top management involve staff in setting direction for the NGO and
determining policies and procedures?

I
I
I

World Learning. Institutional Assessment Instrument. September 1995
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A BASIC LOOK AT BOARDS OF DIRECTORS: WHAT THEY DO, HOW TO
STRENGTHEN THEM, AND THE RELATIONSHIP BETWEEN BOARD AND STAFF

Scott Charlesworth

Introduction

In the most basic of terms, boards of directors serve two principle purposes. The first is to
hold the legal responsibility and final authority/liability for the organization which they
represent. While not true in all societies, this is certainly the case in the United States
where laws are such as to ensure that the ultimate legal and financial responsibility of a
private not-for-profit remain with representatives of the community, in this case the board,
rather than with paid employees.

The second principle purpose is to serve the interests of the organization before the
community so as to enable the successful achievement of the organizations goals and
priorities. This is accomplished through a variety of activities including active participation
in the organization's goal setting process, selection of a qualified chief executive officer,
mobilizing community resources to strengthen the organization and its programs, and
publicly representing the organization in such a way as to exemply the most positive
aspects or values of the organization.

The purpose of this guide is clarify basic concepts about boards of directors with a
particular focus on the development or strengthening of the board. This information is
directed toward individuals who are involved with developing or strengthening new non
governmental organizations (NGOs), particularly in areas of the world where the legal
framework may vary significantly from the American model -- in this case, the republics of
the former Soviet Union. As such, it is the second principle purpose stated above (how
boards can enable the successful achievement of an organizations goals and priorities)
which is most important to keep in mind when considering the information that follows.

It is my belief that there is not just one organizational model that should be applied to all
cases of NGO development and management (regardless of the social and political
context), but rather there do exist various "positive practices" from outside models that
can be adapted for constructive use in a given local situation. It should also be noted,
however, that some "positive practices" mentioned in this guide are often already taking
place locally, formally or informally. These practices should continue to be encouraged.

In conclusion, the development of boards of directors which are capable of working
effectively with an organization's staff, volunteers and the community at large, can go a
long way toward enhancing an organization's future success -- wherever the organization
may operate.

Source: The majority of the information that follows has been adapted from: "Successful
Board Leadership: The manual of proven practices", YMCA of Metropolitan Los Angeles,
1984.



1. Definitions

Below are definitions of some key terms related the work of boards of directors and non
profit organizations in the United States.( 1)

Board of Directors: The active and responsible governing body, serving without
compensation. holding regular meetings and with effective control. The chief volunteer
group of a nonprofit organization (PVO or NGO). The final authority.

Board of Managers: Similar to the Board of Directors, but without final organizational
authority. The volunteer governing body of a unit within the organization

Advisory Board: A small group of highly respected men and women who are considered
key opinion makers and influential citizens of the community.

Committee: A group of volunteers, duly appointed, to perform a specific task within a
given area.

Chair or President: The chief volunteer of the board of directors, the elected or appointed
leader.

Executive Director or Chief Executive Officer: The chief staff person of the organization.
The chief staff person reports directly to the chief volunteer (Chair or President) of the
Board of Directors.

Volunteer: A person who gives time, skills and energy to a social cause or activity without
financial compensation.

Staff: Paid (in most cases, but not all) individuals responsible and accountable for carrying
out the policies and programs of an organization.

Policy: The legislative action of a board or committee operating within the authority
granted by the organizational charter and by-laws. Policy is decided only by volunteers
(board and committee members), not by staff.

PVOs and NGOs: Private Voluntary Organizations and Non-governmental Organizations.
While they have some differences, both are non-government and non-commercial
organizations, developed for specific purposes (e.g. education, culture, social welfare)

Communitv: For the sake of this discussion, community refers to the service area where
an NGO or PVO operates or a specific population within a larger area (e.g.children with
disabilities).

2. What are the principle benefits of the Board of Directors?

Excluding the legal requirements of a PVO or NGO, the existence of an effective Board of
Directors offers a number of benefits to an organization. Some of these include:

Provides member participation and influence

Assures public acceptance and confidence through the community's
respect of the individual board members
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Assures effective management and sufficient resources to achieve the
organization's goals. Board members are a direct link to the community,
and the various sectors which make up the community

To give continuity to the work, regardless of changes in staffing, and
assures the purpose is implemented and achieved

Brings new ideas, a critical perspective, and skills to an organization

In seeking international funding support, the existence of a functioning
Board of Directors is often a requirement for soliciting such funds (2)

3. What are the principle functions of a Board of Directors?

In general terms, the Board of Directors has three principle roles: 1) Planning and policy
decisions; 2) Financial development and; 3) Monitoring the implementation of policy and
planning decisions to insure the achievement of established goals. Below are some more
specific functions:

Develop and approve long-range plans

Formulate and adopt policies and procedures

Hire and/or dismiss the executive director (American model)

Develop financial resources

Adopt and monitor and organization's operating budget and fiscal
procedures

Monitor the goals and objectives as adopted in the planning process

Form linkages or "social partnerships" with other community organizations,
government, and business

Represent and interpret the organization to the community (3)

4. Some characteristics of an effective Board of Directors

Has appropriate leadership and has confidence in that leadership

Has a clear and shared image of its goals and a commitment to them

Has sufficient members to carry out the essential tasks

Gives evidence of concern for the well being of its members, staff,
program participants and the community it serves

Operates on a time schedule

Evaluates results and processes periodically (4)



5) Important personal qualities for prospective board members

Enthusiasm about their organization and commitment to its purpose

Interest in people, their problems and potentials

Demonstrated interest in community service

Willingness to give time, effort and resources to the work of the
organization

Ability to command community respect and confidence

Special skills, knowledge and expertise that are needed by the
organization

Ability to represent the community (or relevant segments) and interpret
community needs and views

Ability to assess information and make important decisions

Courage to state one's views on important issues

Willingness to accept and support decisions democratically made

Unquestionable personal character

Held in high regard by peers in his or her profession or business; a
respected citizen

Ability to deal openly and directly with staff and other board members
when pleased or displeased about something (5)

6. Why some Boards of Directors fail

Even in the United States where a legal precedent exists which legitimizes the existence of
Boards of Directors, not all boards are successful. Below are some reasons why some fail:

Board members do not properly select new board members

Adequate policies are not put into writing and carried out consistently

The board tries to do things which are outside its scope (not focusing on
functions stated above)

Interference with functions of the staff

The board does not act as a team - within the board nor with the staff. In
such cases, individual egos needs take precedence over the needs of the
organization

The board does not maintain an open dialogue with the organizations
members and constituencies

The board and individual board members do not follow-through on
commitments made on behalf of the organization (6)

2.6
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7. Recruiting process for Board Members

First Step: Planning

Before beginning any good recruiting process an organization needs to know its priorities
and what/who it will need to achieve these. Such planning should make very clear the
values of the organization, the personal characteristics desired of a board member, the
top priorities of the organization's work, specific work to be done to achieve the stated
priorities, and the kind of skills required from board members and staff in order to be
successful.

If it is a new organization that has not gone through a strategic planning process, an
understanding of organizational principles and basic priorities can begin to clarify the
attributes needed of potential candidates for board membership.

Second Step: Evaluating the current board

It is essential to analyze the strengths and weakness of the present board in order to build
a stronger board. The criteria for such an evaluation should contain the elements outlined
in the planning phase.

Third Step: Identifying candidate for the board

With the knowledge of the organization's priorities and needs of the present board, it is
important to develop a list of prospective candidates.

Fourth Step: Recruitment

When approaching candidates its important to present the responsibilities, functions of a
board member and to make clear what is to be expected of the person if he or she is
elected to the Board of Directors.

Fifth Step: Election

When the persons contacted have expressed interest in serving on the board, the present
board then approves or disapproves their membership. During this time it is important to
keep in mind the list of personal characteristics which are desired for prospective new
board members (stated above)

Sixth Step: Orientation

Soon after the election, the board should conduct an orientation session for new
members. Such an orientation should cover the goals and objectives of the organization,
familiarize them with the program and staff, further define the roles and responsibilities of
each new member, and begin to build a spirit of team work and cooperation among board
member and staff. (7)

8. Board, Volunteer and Staff Relations

Coming together is a beginning;
Keeping together is progress;
Working together is success.

- Unknown (8)

2.1



In order to develop a true spirit of team work among board members, other volunteers
and staff, it is necessary to first clarify the separation of roles - and then to make working
together on common areas an ongoing priority.

Separation of the two roles

Board:

Staff:

Board:

Staff:

Board:

Staff:

Board:

Staff:

Board:

Staff:

Board:

Board:

Staff:

Makes the final decision on policy

Helps the board make informed decisions
Carries out the work authorized by the policy
Makes day-to-decisions on required work

Insures the financial support of the organizations work

Manages the fiscal affairs of the organization
Provided technical expertise in fund raising

Shares expertise in a variety of technical and leadership areas

Educated and has the professional skills needed by the organization

Knows the duties delegated to the staff

Directs the work of other staff assigned to him or her, defines the duties,
gives support

Available to staff for consultation on matters of concern

Consults with professionals in order to make wise decisions

Interprets the work of the organization to the community

Acts as a bridge between the board and the organization

Evaluates the work of the organization

Assists in the evaluation of the work of the organization (9)

2$
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Developing an effective team

The responsibility for developing an effective team rests equally with the Chair of the
Board of Directors and the Executive Director. Some of the important elements of this
building process include:

Both the board Chair and the Executive Director know that working
together is a common goal for their success

Both must appreciate the interdependency of their relationship

Both must be committed to a partnership. This leads to more effective
decisions and actions than working in isolation (10)

Working Together: Key to a vital organization

When trust and confidence exist among the Chair of the Board of Directors and the
Executive Director, significant tasks can be accomplished:

Identification of community and organizational needs

Clarity of an organization'~ goals and priorities

Creation of an environment for change

Development of financial resources and other forms of support

Leadership provided for the development of quality programs and services

Ability to keep focused on the long-term goals, even during times of stress
and confusion

Shared leadership at the top of the organization encourages leadership
development and increased commitment throughout all levels

Respect for the democratic process is maintained, even when there are
periodic disagreements among the Chair and Executive on a specific
matters. (11)



llIl..i.l Member, YMCA Board.

f!J.RPQ..~~

To serve 8S e voting Dember of the group with the euthority end
procsdures and reguletions for the conduct of the YMCA;
contributions end perticipate in the campsign etructure to
progrsms.

responsibility to dsvelop
to reise funds through

finance the orgsnization

pol icillS,
personsl
end ita

Three yeers (unless electsd to fill an unexpired tarm of shorter duration).

Regularly - Monthly board meetings (average of 10 annually];
Standing Co~mittae meetings (average of 6 annuelly);
Ad Hoc Committee .eetings (ae needed];
Special events (ae announced);

Occasionally - YMCA program avents (es board representative).

Boerd chair.

In writing to the boerd chair.

f:· _.lf~J.._!naWJJ.i.!i.

1. Unquestionable cheractar (the YMCA will Iccomplish its purpose when its leeders demonstrete the
purpose of the YMCA through their own lives).

2. An intarest in the prograDs and goals of the YMCA.
3. High standing among the men and women of his or ~er businesa or profa8sion.
4. A respected citizen in the community.
5. The breadth of understanding and a tolarsnca of the viewpoints of othera.
6. The willingness to state onela convictions -- and equally the willingness to eccept the majority

decisions when in conflict with one's own stand.
7. Desl openly snd directly with tha ataff Ind othar board mambers when pleaeed or displeesed •

.as~'WJiJlll.l.ll·L~.P_.E~l;lLQ.fJ1j"_iq,A...BP.1

1. Establieh policies for edministaring the programs snd 8ervicse which are in harmony with the
general purposes of the YMCA.

2. E~ploy the executive. (If s branch, serve ea coneultants in the executive a_ployment.) Elect
ather 8tafr Dembers upon no.inetion by executiva.

3. Secure funds for expenees through active participation in the annual Currsnt Support Campeign.
4. Monitor the financi~l affairs in a responaible baail in accordance with astablished poLicies.
5. Maintain the property of the YMCA in a reasonable stats of repair.

m~lf..l&:_,gyll~!i_O.f_~_~Q.!'IjpJ~jlsBJ.

1. Attendence st board .eetings (continuity of attendance snd psrticipation ss a policy.aker and
planner il tha Dost i.portant part of the Jab):
- Attand regularly end on tiee;
- BecoDa informed in advance on agends itama)
- Contribute knowladge end express points of vilw ba.ed an peraonal Ixperiance;
- Consider all points of vi.w, .aks positive auggestions and help _ake decilion8 reflecting all.

2. Attend the Deatings of the Itanding com.itta. (Ind ad hac co••ittaes) to which appointsd.
3. Become I financill supportar of the YMCA It I -stretching" lsvel.
4. Assume l.sderlhip in the Currsnt Support C••paign.
~. Assume lsedership as asked (board ofricer, com.ittee cheir].
6. Represent the YMCA proudly and poeitively It om.unity events and with privete individuals.
7. B. informed about YMCA progrs.s and policiaa.
8. Bscome educated about the naeds of the community, young pecple, faailiee and the world.
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Who does what
in volunteer-staff relationships

YMCA Leadership is a partnership of volunteers and staff. Below are listed some
typical functions carried on in most YMCAs at one time or another. Identify in the
blanks those which are primarily:

-Staff function (volunteer or paid staff)
-Policy making volunteer function
-Shared function (both working together)

- mark with an "S"
- mark with a "V"
- mark with a "X"

_ 1. Makes committee reports to the board.

_ 2. Prepare preliminary budget.

3. Sat fees for activities.

4. Call on members for contributions.

_ 5. Write proposal for grant.

_ 6. Plan meeting agenda.

7. Train volunteer leaders.

_18. Send out meeting notice.

_19. Serve as committee chair.

_20. Recruit new board members.

_21. Call committee chair to urge
work.

_22. Take meeting notes.

_23. Call to urge meeting attendance.

_24. Prepare study for committee

I'
I
I
I
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_ 8. Prepare summer camp schedule. _25. Induct new board members.

_ 9. Conduct program activities. _26. Prepare organization's annual
report.

_10. Carry out long range plans. _27. Final legal authority.

_11. Evaluate programs. _28. Contribute to campaign.

_12. Recommends salaries for program staff. _29. Prepare newsreleases.

_13. Hire a summer camp director. _30. Speaks positively about the
YMCA in the community.

14. Hire Executive Director. _31. Hires program director.

_15. Directs the staff. _32. Fires a secretary.

16. Evaluates Executive Director. _33. Appoints committee members.

_17. Sees that expenses remain within the budget. _34. Develops Long range plan.
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RECOMMENDED ANSWERS FOR
·WHO DOES WHAT IN VOLUNTEER -STAFF RELATIONSHIPS"

While both staff and volunteers are involved in almost all activities, these answers are based on who
has the primary responsibility. All answers are based on the concept that:

- Identifying policy needs joint function (volunteer policy maker and staff)
- Formulating policy options joint function (volunteer policy maker and staff)
- Determining policy volunteer policv maker function
• Implementing policy staff function
• Monitoring policy joint function (volunteer policy maker and staff)

1. Y..
2. 2

3. 2

4. Y..
5. 2
6. 2
7. 2
8. 2

9. 2
10. 2

11. X
12. 2
13. 2
14. Y..
15. 2
16. Y..

17. 2

18. 2

19. Y..
20. X
21. Y..

22. 2
23. X

24. 2
25. 2

26. 2
27. Y..
28. X
29. 2
30. X
31. 2

32. 2
33. Y..
34. X

Staff provides input, but it is a volunteer policy maker function.
Preparing a preliminary budget is a staff function. Approving the budget - which is a
policy· is a volunteer function. •
Setting fees for individual events should be a staff function based on policy direction
established by volunteers.
Best a volunteer function. Not cost effective for staff, unless a significant gift.

Should always be a shared function.
A staff function (but may be volunteer or paid staff).
Schedule preparation is management. A final volunteer approval may be necessary,
however.
Again, staff, but volunteer staff or paid staff.
Once the plan is approved by the volunteers, it becomes a staff function to
implement.
One of the best examples of a sharing function.
Strictly staff (from the executive) with a volunteer approval.

Strictly a function of volunteer policy makers.

Appraisal for the corporate CEO comes from the volunteers (in the branch executive
situation, it is shared between volunteers and the branch and corporate office).
Managing fiscal affairs is strictly a staff function (as a part of management). (Budget
approval, fiscal policies and budget monitoring is a volunteer function).

Except in very unusual circumstances, a volunteer function.
Another example of a good shared function.
To continue the chain of command it is better accomplished by volunteers (board
chair).
Staff should handle this function (in fact, an office staff member would be best).
While shared, chain of command is important so the function Leans toward the
volunteer.

Tricky. Staff generally would "arrange for" the induction, but it has more impact when
conducted by a volunteer peer.

Volunteers- actually the total corporate board.
What else? We're all in this together!

Both, of course!
The employment is by staff, but as with the branch executive, appropriate volunteers
should have a consulting involvement.

Staff provides input, but it is a volunteer policy maker function.
All policy development (not approval) is a shared with staff and policy making
volunteers.
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RESPONSIBILITIES CW N.G.O. BOARDS

NalilH'tJl C~"ll."rIr}r Ntmprofil Boards

J. DETERJUNE Till:: ORGANIZATiON'S
/tUSS/ON AND PURPOSES

The board's fundamental responsibility is to satisfy itself that
everyone connected directly or indirectly with the organization
understands its reasons for existing-precisely what it strives to
accomplish. This usually takes the form of a written mission state
ment ranging from a paragraph to a full page. In addition to ensur
ing that the organization has a modem statement of what it is,
represents, and does, the board should peri~dicallyreview its ade
quacy, accuracy, and validity. Although the board may. not have
e:n:lusive domain over the process of revising or updating it-indeed
\t may have an obligation to consult with the organization's "share-
.olders" such as its members, volunteers, staff, clients served, or

national or state offices-it is the board's responsibility to adopt it.-
A widely distributed statement of mission and purposes should

articulate the organization's goals, means, and primary constituents
served. It should explain what makes the organization distinctive
and special and present a compelling reason for individuals, foun
dations, and corporations to support it financially.

An adequate statement of mission and purposes should serve as
a guide to organizational planning, board and staff decision-making,
volunteer initiatives, and setting priorities among competing de
mands for scarce resources. It sets the stage for developing fund
raising strategies and stmtcgic planning a.':i well as the board's many
other responsibilities.

2. SELECT THE EXECUTIVE

This responsibility undoubtedly has the greatest impact on the
organization's development and effectiveness. While this function
may also be shared with others who have U slake in the outcome,
the final decision is, and should be, the board's to make.

A carefully considered search process is essential, of course, but
a prerequisite of effective executive perfonnance is the board's recog
nition of its duty to provide the kind of working environment that
vill enable the top staff executive to succeed. Prior to a search

process, the board should review the organization's statement of mis
sion and purposes and ensure its adequaC'j; conduct an audit of the
organi1.3tion's major strengths and needs; establish -specific priori
ties for the next period of executive leade:ship; articulate the par-
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ticular characteristics, skills, and style it seeks in its new executive;

establish clear objectives and clarify expectations for at least the first

year of his or her service; provide an adequate compensation pack

age and other employment terms; and clarify its own functions as

distinct from those of the executive and staff, including the execu

tive's exclusive responsibility to select and supervise a management

team without board interference.

Finally. the' board should prepare a comprehensive job description

that includes a response to this fundamental question: Who is the

organization's "chief executive"? ls it the chief staff officer (by what

ever title), or is it the top elected volunteer officer (by whatever

title)? Or is it some vague and perilous combination of both?

3. SUPPORT THE EXECUTIVE AND

REVIEW HIS OR HER PERFOR./,lANCE

Nowhere else can the chief executive seek the kind of moral and

substantive support he or she consistently needs except from his or

her board. Although this responsibility is often manifested through

the board's top elected officer, it remains a board function. Some

boards have found it useful to assign this responsibility to its execu

tive committee. This helps, but the board as a whole should be satis-

fied that the chief executive: ..

• receives frequent and constructive feedback;

• is introduced to other community leaders and organizations;

• is invited to important social functions;

• is complimented for exceptional initiatives;

• is encouraged to take professional and personal leave for renewal;

• is assisted when members overstep prerogatives or misunderstand

their roles;

• feels that the board is aware of and sensitive to family situations

and needs; and

• feels that his or her performance is being assessed in relation to

the board's perfonnance.

With regard to informal and formal performance reviews, the board

and executive should agree on purposes and processes. This delicate

business is helped immeasurably if annual goals and objectives are

mutually discussed and agreed on; they become the primary criteria

r (

for review through informal and candid discussion.

It is the fonnal, periodical. and comprehensive review process that

can be especially challenging for everyone concerned. The board per·

forms this function best, as part of its responsibility to be suppor·

tive, when there is explicit agreement on these points:

• The primary purpose is to help the incumbent to perform more

effectively (ideally, to keep the process healthy and constructive,

compensation increase and contract renewal decisions should not

be the primary purpose for conducting the process).

• The incumbent should be consulted on the process of review well

before it is initiated.

• The board and executive accept the fact that their effectiveness is

interdependent; neither can be assessed completely independently.

Given the importance and delicacy of comprehensive executi\'('

performance assessment, and assuming it wiil be conducted by

standing board policy every five-or-so years, many boards and

executives have found it useful to secure mutually agrccd·upon

and qualified third-party services from outside the organization

Such an initiative brings professionalism, objectivity, and perspec

tive that almost always justifies the required financial investment.

An outside person acceptable to both executive and board can

assess both incumbent performance and any organizational 01

governance constraints and make recommendations helpfui to

everyone.

4. ENSURE EFFECTIVE ORGANIZATIONAL PL4NNING

The conventional wisdom among most students of directolOihip and

trusteeship is that boards should insist that comprehensive organiza

tional planning is done and done well. So far so good, but the per'

plexing questions for board and staff are: 1) who should do it; and

2) how can busy volunteer board members be meaningfully involved

in the process? Opinions differ on how these questions should be

answered. but there is wide unanimity on at least these principles:

• Board members must be involved extensively in the plannint

process if they and the board are to assume proper "ownership" o!

the plan and otherwise help to implement many of the plan's goal~
/'

and objectives including the acquisition of new resources. Theil,' ,
I ,
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role is essentially OIlC of asking good questions, expecting good

answers, and serving as resources in areas of persoualand profes

l;IUHnl·eXIH~l'ltse..SOm!! suggested "{lucslions-andisted below.... -.. -

• The boards cOlllmittee structure offers particularly helpful t1l'pur·

tunilies to engage board melllbel~ ill certain aren.c; to be auuressetl

in the plan. Functional areas not ol.J\'iulIsty tied to board stanu'

ing commiltees could be made part of executive cOInmiUee or full

board agendas.

• Tlu: hoard shoultl formall.>' and ent.husiastically approve the plan

following all extended period of consultatioll amI 0llPorl.lIllily for

revision. While sorlle long-mllgl~f(lrecn<;t~<;call IJf~ lHad~, it i~ 1'1 (I/).

n!>ly best Jlot to cover more than a l.hree-year Jleriod. AlllH~al

progrcss l'cports by the executive will kecl' thc slaff :lccoUlltaulc

and the board aware of progress on priurit.ies.

When there is }Jl'Ufessional slHff, the conduct and c{lordinll[\UII of

planning is best entrusted to it. We should not expect volulltcrr board

members to he full-timc authodties Oil progrc.unmatic, financial, amI

managerial issues, or to cOlllmit to more null longer meetings. The

l.lrganiiatiol\s execulive and stn.fC lHust share ut wa.';l as much en

th lISiaSIIl and oWllel"3hip as does the ullanl, :1I\d perhaps even "lUrE"

uecausc they bear the primary rcspunsilJility for implemellting it.

This is not at all to IlIi"Jmize the buard's vital involvement in t.hl'

planlling process, however. 13ecause board membelS are, lll' should

he, free of vested interest and are rcspullsilJlc for considering issues

anti rendering juugmcnLs for the organiz..."tion ns a whole, mH]

because they must ultimately assess the quality of the goals and

ohjecUv~sresulting fWIlI the process, t.hey should be involved exten

sively In it. muslruti\'~ of the' kinds of questiolls that board mem

bers should resolve are these:

1. Is I.he slUlemcnt of llIissilJII HlltJ Jlurposes in Heed ur allY finc

tuning or major ndjusllliellt?

2. Are the plan's underlying nssulupl.ions ahuut the ()r!~ani1.atilll1

and its extemnl environmclllcolllprehensive and plausible'l Are

any ulajQr factors mlssillg'l .

3. What are the cost-benefit ICltios for each of the organization's

current programs and services? Are any peripheral to the

organization's plimary purposes? Which should be retail\~d?

Which should be discontinued or modified?

,.,

iJ. How call the orglulization effectively reach more people in il.:- c:

programs and services! Which of the {ll'Oposcd initiatives hold ~

the-best amI most realistic promise in this rel~ard'! Are new pd';~

orities clear and the proposed means of paying for thew reaUs;':'

t.ic? Wh.kh can or should he self-supporLing and which should

lie operated "at a loss"?

(j. What arc the staffing implications of I'I'll}lOSCtllH'\V pl"Ql~mll\S

aud services? How will the organization pay flJr additiunal SI.;lrr

p()~i lions?

(I, Is it lime for a comprehensive review (.'( the (J ..g;U\i:~;lti(ll1·sgr.l\·l'l

nanct! slnu:lmc? Shuuld I.he board tondltd an n~~e5Slllelll 01

it'! O\\'Il rule, melllben:hi", otWlllizatio!l, HIIlI PeJ·fc.lrlllaJll'p a:

pmt of, ()f in advance uf, I.he }llalllling J"m:es5 il~ell'? 110\\

should this be done?

7. Louking at recent inl:ornc nml expendilure tr('JI(l$, how rcalis

lie nre prt~iectiuns?What. goal ~h()uld the organizatit.'l\ strive If

~\c.:hievc for financial rCSC1Vt!S (e.g. , atlcast one-half or its a/llHl;t

operatillg budget)'!

H. Is the organization ;lucquateJy starred to cOlldlll"l <11\ ;lll1hiliClll~

set uf fUlId-raisillg initiatives? An: the cx~cuti\'e'gand hO;lrrr~

roles dear on this score'?

PJanlling occurs at various levels \vithill all orgalliw.liull depl'ndill~

on il$ size and cumplexity, the altitudes of the eXccllt ive, Sl,l ff, nml

board cOllcerning Its relative importance, and many other circum

stalll:cs. Pl31uting canlJe "Qperational" (day-to-day), ':.,!lOlt-tcrm" (ad

hlJc to meet a specific priority), or "long-range" or "strategic" (com·

pl-ehclIsive and very forward louking), It is the uoanl that shottld insisl

1)11 the latter or it seldom gets done, but we shuuld remember tltal

<III planltin~ is more ~ut than science. And, it l<> the process of.COIl

dtlding n suhsl.:\I\(ive planuing effort., uf hrill~~illg \\Iuny p('ople [Il

l~cUlCr under good leadership, that is often as itnporlallt ~:, tIl('

lesultinr, J,lan Hsclf. DCl'enuinH all the spcdai circw1L',l.ancl's, mt-;siol\,

nllli purposes of the organization, lIlostIOltg-l<lllHC ur strategic pl:\II:i

will include some variation and comlJinalion of these demenls;

• Statement of mission and purposes

• Assumptions about the future (liJ~el,)' illlellJ:l.l aud c.xlcmn! circul\I

stallces)

• Current progtnms nnd srrvit:es
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• New programs and services

• Membership development and retention strategies (if appropriate)

• Staffing (current and projected)

• Board of ditectors (size; method of selection; committee structure;

other bylaw provisions)

• Financial projections (income and expenditures)

• Fund-raising strategies

• Public relations

• Appendices (current and proposed staff organization charts; fman

cial trends for preceding three to five years and projections for the

next three years; trend data on clients and constituents served; etc.)

5. ENSURE ADEQUATE RESOURCES

An organization is only as effective as it has resources to meet its

purposes. Providing adequate resources is first and foremost a board

responsibility, Many organizations confuse the executive role with

the board's responsibility on this score, particularly when the staff

includes a director of development or fund raiser.

It is perfectly appropriate to consider the top executive as the

"chief fund raiser," but the board detenmines what is really possi

ble to achieve. The perfonnance of the !ioard, executive, and direc

tor of development is intimately linked to the board's membership

and its ability to open doors, influence potentially large donors, and

otherwise monitor and guide fund-raising initiatives, Effective fund

raising is one measure of the board's capabilities, commitment, and

influence. Every board member should inventory his or her connec

tions with potentially helpful givers, and the board should accept

responsibility in this area.

Providing an annual gift by board members is increasingly ac

cepted, although sometimes reluctantly. Their personal and collec

tive example is very important, In addition to being able to report

100 percent participation to potential and past supporters, board

members are better fund raisers when they know they have done

their part. The amount of personal giving by board members is less

important than the extent of their participation.

Aggregate board member giving should be reported as a separate

category in fund-raising reports. The aggregate giving for the same

period of the preceding year should also be provided. The annual

/1_
<'

~
goal each year should be to exceed the preceding year's total,

The expectation of personal board member giving is a relatively ne\\

one for many boards and board members, and it has created a cCltair

awkwardness for everyone, especially the executive. It is important

to ensure, therefore, that only board members personally solicit on(

another and that we disp.el the myth that giving time to an organiza

tion is equivalent to giving money (both are important and everyom

is capable of giving someth.i7l!J), All prospective board member3 shouk

understand that an annual gift is one of the board's expectations

The board should periodically consider and approve a fund-raisin!

rationale and plan "a case statement." This is a written statemcn'

of need that extends in more detail what is presented in the organi

zation's statement of mission and purposes. Whether more tlnrcs

tricted funds or funds for a special project or program are bein~

sought, the organization needs to develop a current game plan. Th!

case should clearly answer the questions of \';hy tbe organizatiol

needs money and how it will be used. Harold J. Seymour, author 01

the classic Designfor Fund-Raising, recommends that the case fOl

fund raising should "aim high, provide perspectivp., arousc a senSI

of history and continuity, convey a feeling of importallce, relcYilllCl'

and urgency, and have whatever stuff is needed to warm the hean

and stir the mind,"

Finally, the board should guard against a natural tendency for i!

to behave as if its development or fund-raising conumttee alone beaI~

the responsibility for initiatives in this area. Again, fund raising i~

a full board function; the appropriate standing committee is simpl;,

the board's agent to help coordinate the work of the board's mem

bers, executive, and any fund-raising staff. Complacency should be

avoided. Indeed4 one of the committee's functions is to remind all

board members of their responsibilities.

6. MANAGE RESOURCES EFFECTIVELY

An important part of serving the public trust is protecting accumu·

lated assets and ensuring that current income is managed properly.

Because organizations are incorporated and granted tax-exempt sta·

tus by state and federal laws to fulfill a public need, the board's obli

gations go well beyond its organization's members, constituents, 01

clients.

.r .. ,
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Boards traditionally exercise this responsibility by helping Jo de

velop and approve the annual budget. lnde"ed, this annual rite is

probably one of the board's most significant policy decisions because

it sets in motion a host of programmatic, personnel, and other pri-

, orities. This responsibility should not be delegated to the board's

executive or finance committees.

The board can only monitor the budget's implementation if it has

clear, intelligible, accurate, and timely financial reports. All board

members should receive quarterly balance sheets with a consoli

dated accounting of all assets and current liabilities. These should

be prepared within 30 days of the end of each quarter by a capable

in-house accountant or an external service bureau. Monthly finance

reports should be provided the treasurer and members of the finan

cial or executive committeej in the absence of such committees, all

board members should receive them. Monthly reports should show

comparative figures for the same period in the preceding fiscal year

and, above all, they should be comprehensible to board members.

Board members should not shy away from suggesting improvements

in the formats and presentations of financial reports.

The board should insist on an annual audit by an independent '2er

tified public accountant or accounting firm. The audit function

should not be performed by a volunteer board member. It is also good

practice for an audit subcommittee of t~ board's finance commit

tee or a separate audit standing committee, if the board is of suffi

cient size to accommodate it, to meet with the auditor at least

subsequent to the audit process and before the audit is in final fonn.

Some boards of organizations with substantial budgets decide to

meet with the auditor before the audit process begins to request

specific instructions with regard to the auditor's "management let

ter" that is prepared for the board and executive, but separately from

the audit report. Finally, all board members should receive the audit

report prior to the meeting at which it is discussed.

7. DETERJfflNE AND MONITOR THE ORGANIZATION'S

P1WGRAMS AND SERVICES

The board's fundamental role begins with the question'ofwhether

current and proposed programs and services are consistent with the

organization's stated mission and purposes. Given limited resources

and unlimited demands on them, the board must decide among com

peting priorities. Financial and programmatic decisions should not

In
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be made independently.

What the organization does for its members, constituents, or clients

determines its significance as a social institution. let there is nearly

universal complaint by board members that their meeting agendas

are dominated by finance and fund-raising issues. Every board must

find a sensible division of labor among its members to ensure that

programs and services are demonstrably consistent with the organi-

:' zation's mission and purposes and are of high quality. This minimally

argues for an appropriately-named standing committee.

The board should have a good sense of its monitoring and over"

sight role by seeking a balance between the board's responsibility

to ensure quality, cost-effective programs and services, and the staff's

responsibility to creatively initiate and conduct them. It is in meet

ing this particular responsibility that board and staff roles often

become confused, particularly when board members also volunteer

extensively to conduct and manage programs. Candor, openness, and

explicit job descriptions go a long way toward negotiating an :1(:<:011\"

modation satisfactory to everyone.

. Here again, the board best performs its role by asking the right

questions and expecting good answers. These are illustrative:

1. Is it time to conduct a survey of constituents (or clients or melll

bers) to determine their satisfaction with programs and serv

ices? When was this last done, with what methodology and

what results? (Such a survey of users could also elicit sugges·

tions to improve existing programs and services and recommend

new ones.)

2. How can the board and staff monitor constituent satisfaction

with future programs and services in a consistent, cost

effective, and reliable manner'?

3. What do we know about who participates in or takes advan

tage of each of our major programs and services? Are partici·

pation trends in the right direction in terms of both numbcp.)

and categories of people ser/ed?

4. What proportion of the annual budget is devoted to programs

and services as distinct from personnel costs and other expen

ditures? Is the balance about right?

5. How should information acquired from ongoing monitoring of

the organization's programs and services be used to change its

policies or priorities?
"
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8. ENHANCE THE ORGANIZATION'S PUBliC WAGE

The board serves as a link between the organization's staff or volun

teers and its members, constituents, or clients. But government

leaders, the media, and current and potential funding sources call

for an ambitious and effective public relations program to ensure a

healthy public image for the organization. Clearly articulated

achievements, contributions to the public good, and explanations

for how gifts and grants and other revenue sources are allocated are

all part of the process. Written annual reports, timely and informa

tive press releases, consistent communication initiatives with com

munity and government leaders, and timely speeches by appropriate

board members to civic and community groups are important ele

ments of a comprehensive public relations strategy.

One of the most important decisions to be made by the executive

and the board's top elected leader is who should be the organization's

spokesperson. This decision is normally situational, but there are ad

vantages to having an especially articulate board chairperson or vol

unteer president who can serve this important function. Volunteer

leaders who convey their commitment and dedication through advo

cacy and a willingness, on behalf of their boards, to get out in front of

their executives and staffs on the thorny issues command more public

attention and respect because they do I1tlt receive remuneration.

Boards, however, should guard against the occasionally over

zealous board member who may take inappropriate and unilateral

initiatives without clearance. The board's elected leaders should

ensure that the board appropriately disciplines itself. No board mem

ber should represent himself or herself as speaking for the board or

organization unless specifically authorized to do so.

9. SERVE AS A COURT OF APPEAL

One of the marks of an effectively managed and governed organi

zation is its ability to avoid having its board adjudicate personnel

issues except in the rarest of circumstances. Solid personnel policies

and procedures, grievance protoco~ and especially clear understand

ing about the executive's responsibility for hiring, deveioping, and

releasing staff help to ensure proper decorum in this area. Neverthe

less, the time may come when the executive's judgment will be

challenged. The wise executive knows when to consult with the

\
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board and to ask for its judgment involving disputes not otherwise

manageable within the executive's prerogatives.

/0. ASSESS ITS OWN PERFORNA.!I,'CE

One of the most significant contributions of John W. Nason in his

.research and writing on trusteeship in the collegiate and philan

thropic sectors of society is his urging that boards conduct substan

tive reviews of their own perfonnance. This is the most contemporary

of board responsibilities, one that is being taken more seriously in

voluntary, not-for-profit organizations than in for-profit corpo\1ltion:i.

Every three to five years, the board and its executive shouid stand

back from their usual preoccupations and reOect on how the board

is meeting its responsibilities. This process should inclucle a look at

how its membership composition, member selection process, organi

zation or structure, and overall performance can be strengthened.

A candid and anonymous written survey of board member per

ceptions in advance of a workshop or retreat can pave the way for

consensus on priorities. A qualified third-party facilitator can bring

experience, objectivity, credibility, and per.spective along with S01l1('

innocence to the process. An overnight stay away [rom the organi

zation's boardroom combined with opportunities to socialize can

build camaraderie and trust among board member.:; and betwccn thc

board and the executive.

CONCLUSION

There are other board responsibilities, of cour.:;e. Students of trus

teeship and directorship have their favorite lists. Assuring col1tpli·

ance with local, state, and federal laws and regulations; questioning

unreasonable governmental intrusion; adhering to the highest ethical

and moral standards of organizational behavior; and selecting i~ own

successors are but a few that deserve mention. The list of suggested

resources at the end of this paper elaborates on some of these.

It is important and useful, however, to make a distinction between

board and board member responsibilities. Written job descriptions

for the board and for its members should help boards to strengthen

their sense of purpose, relations with their organization's executive

and staff, organization and structure, and overall perfonnance. This

paper concludes with an illustrative Statement of Individual Board



NGO Boards of Directors Responsibilities

1) Determine organizational goals

2) Designate coordinators

3) Support coordinators and assess task implementation

4) Provide effective organizational planning

5) Provide adequate resources

6) Effectively use resources

7) Define and control organizational programs and services

8) Improve public image

9) Act as Court of Appeal

10) Evaluate their own work

World Learning, The External Environment and Board Development
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5. Managing and Control Bodies

5.1. The Managing Bodies ofthe Association are:
General Meeting of Founders (Members) ofthe Association;
Board of Directors ofthe Association;
Executive Director of the Association.

5.2. The supreme Managing Body of the Association is the General Meeting of Founders
(Members) ofthe Association. The representation quote is one person from each Founder.

5.3. The General Meeting of Founders (Members) of the Association, being the supreme
Managing Body, is authorized to make decisions on all operational issuess .of the Association.
The General Meeting is convoked as need arises, at least once in three months. A special General
Meeting can be convoked if no less than 1/3 of Founders (Members) or no less than 2/3 of the
Board of the Association are present or on demand of the Auditing Commission (Auditor). The
President of the Board (President) shall inform the participants about the date, place and agenda
ofthe Meeting no later than seven days before the set date. The General Meeting is authorized to
make desicions ifno less than 2/3 ofthe total number of Founders (Members) of the Association
are present. Decisions made by the General Meeting are adopted if 2/3 of the present Founders
(Members) ofthe Association voted in their favour.

5.4. The terms of reference ofthe General Meeting cover the following issues:
(a) introducing amendments and additions to the Charter and Constituent Agreement of the
Association;
(b) electing the Board and the President ofthe Association;
(c) terminating or reorganizing the Association, designating the Liquidating Commission,
approving the liquidating balance;
(d) accepting and expelling Founders (Members) ofthe Association;
(e) creating and liquidating enterprises, affiliations, departments and representations;
(f) approving annual operational reports including the operation of affiliations and
representations, approving reports of the Auditing Commission (Auditor), the procedure of
income distribution and damage recovery.

5.5. The Board of the Association manages the Association between General Meetings of the
Founders (Members) of the Association. The members of the Board are leaders of the Founders
(Members) of the Association. The Board is elected for the period of five years and consists of
fivc persons. The President ofthe Association presides at the Meetings ofthe Board.

5.6. The terms of reference of the Board cover all the operational issues, except the issues
covered by the terms of reference of the General Meeting of the Founders (Members) of the
Association.
TIle Board also approves of the candidacy of the Chief Accountant of the Association and makes
decision on securing an agreement with the person in question;
determines operational guidelines for the Association;
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elaborates operational and funding plans;
accepts and approves internal regulations as well as the budget ofthe Association;
sets the amounts of entrance, periodic and special fees for the Founders (Members) of the
Association and the payment procedure;
determines the procedure securing funds and amounts;
and settles other issues, covered by the terms of reference ofthe Board.
The Board and the Executive Body of the Association is headed by the President who performs
the duties of the President ofthe Board.

5.7. The sessions of the Board are held as need arises, at least once a month. The Board is
considered competent ifno less than 2/3 ofthe Members ofthe Board are present.
Decisions are adopted by 2/3 ofthe Members ofthe Board attending the Meeting.
The voting procedure is defined by the Board.

5.8. The current operation of the Association is governed by the President of the Association;
who is elected for the period of one year by open vote.
The President is authorized to solve all the problems referred to the operation of the Association,
except for the issues covered by the tenns of reference of the General Meeting of the Founders
(Members) ofthe Association and the Board ofthe Association.

5.9. The Executive Body of the Association is the Executive Director who is designated by the
Board of the Association. If necessary, a contract is signed between the Executive Director and
the President, representing the Board. The Executive Director accepts all liabilities of managing
the day-to-day operation ofthe Association.

5.10. The President and the Executive Director have equal authority and independently solve all
the operational issues, except for those referred to the General Meeting and the Board of the
Association.

5.11. The President presents reports to the General Meeting of the Founders (Members) of the
Association at least once in three months. The Executive Director reports to the Board of the
Association.

5.12. The Board presents reports to the General Meeting of the Founders (Members) of the
Association at least once a year.

5. 13. The President has the right to tenninate his/her perfonnance upon notifYing the Board in
writing no later than one month before the date of actual termination. In this case the Board
convokes the General Meeting which elects a new president.

5.l4.The Auditing Commission (Auditor) controls the activity of the Board, the President and the
Executive Director. The Auditing Commission is elected by the General Meeting of the Founders
(Members) ofthe Association for a period of one year.
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5.15. The Auditing Commission (Auditor) performs at least one annual audit and reports on the
annual operation of the Board. The Auditing Commission (Auditor) annually reports its findings
to the General Meeting of Founders (Members) of the Association.

5. 16. The Auditing Commission (Auditor) have the right to request any accounting, financial or
other documentation from the Founders (Members) and employees of the Association, as well as
personal verbal or written explanation on the operation ofthe Association.

5.17. In case of misuse or threat to the interests of Founders (Members) of the Association the
Auditing Commission (Auditor) is authorized to require the convocation of an extraordinary
General Meeting of the Founders (Members) of the Association.

5.18. The Board, the President and the Auditing Commission (Auditor), which does not deserve
credit of the Founders (Members) ofthe Association, can be at any time reelected by the General
Members ofthe Founders (Members) ofthe Association.
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EnaCted
December 6, 1993

Immigration and Refugee Services of A..71erica

CONSTITUTION .~.ND BYLAWS

ARTICLE I

The name of the Corporation shall be Immigration and Refugee Services of
America.

ARTICLE n

Purposes and Goals

Section 1. The Immigration and Refugee Services of America ("IRSA") is a
national, not-for-profit, nonsectarian organization concerned with people in migration, either
forced or voluntary, and the issues faced by individuals or groups as a result of their migration.
It engages in activities that have as their purpose the promotion of fair and humane public policy
and appropriate services for this population. IRSA carries out its mandate both in cooperation
with its member agencies and through the direct operation of national and international program
and activities. The goals of (lRSA) shall include the following:

(1) To assist the foreign-born and non-English speakers, especially
immigrants, refugees and their descendants, in their adjustment to
the United States, to further their knowledge and appreciation of
our nation's heritage and values, and to facilitate their becoming
fully participating citizens.

(2) To promote social policies and develop programs which,take into
consideration linguistic and cultural differences within our society.

(3) To develop mutual understanding and appreciation among ethnic
groups and assist them in achieving fuller participation in our
society.

(4) To contribute to the understanding of cultural pluralism and foster
awareness and involvement among the general population in the
issues relating to cultural diversity. including an awareness of the
opportunities which cur diversity of population gives the United
States in promoting a sense of world community.



(5) To work for migration, immigration and naturalization policies
which are equitable, humanitarian and nondiscriminatory.

(6) To monitor the assistance and protection needs of refugees and
imernaliy displaced people worldwide and to advocate for
appropriate responses to those needs on the part of the public and
policymakers.

(7) To engage in international programs that further the purposes of
the organization.

Section 2. As an organization with member agencies. IRSA shall endeavor
to provide services which will strengthen its member agencies, to serve as a national office for
them, to assist in establishing new agencies in communities where they are needed, and to serve
as a means through which it and its member agencies can, by collective action, achieve their
purposes as a national program. In fulfillment of these objectives, IRSA shall:

l~
'l;;# (1) Make available to its member agencies, through field visits,

counsel and other means, services which will help them to meet
the needs of their communities more effectively and to fulfill the
purposes of the national program.

(2) Assist its member agencies in their dealings with the Federal
government and other national and international bodies.

(3) Serve as a clear1ng house for materials and activities which can be
of assistance to member agencies.

(4) Serve as a resource for information and technical assistance in
approaching governmental and nongoverrunental sources of funding
of programs for member agencies.

(5) Assist in creating favorable public opinion for the local and
national programs.

(6) Maintain liaison with national and international organizations.

(7) Assist in fostering the development of cooperation, understanding
and goodwill among ethnic and racial groups.

(8) Undertake activities of national scope 111 consultation and
cooperation with irs member agencies.

(9) Extend membership to existing agencies which meet the criteria for
membership.
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(10) In conformity with IRSA's objectives, assist in the initiation and
development of services in communities not now being fully
served.

(11) Formulate goals and standards for programs and practices for
IRSA and its member agencies.

(2) Develop programs which will enable IRSA independently or in
cooperation with member agencies to carryon the purposes of the
organization.

Section 3. In furtherance of its objectives, IRSA may work with and provide
assistance to other agencies and organizations interested in work with immigrants, intergroup
relations, or intercultural programs, regardless of whether such agencies and organizations
qualify for membership.

ARTICLE ill

Membership

T-v"es of Membership. IRSA shall have two kinds of members: individual
members' (ref. f\.rtlcle- VI) with voting rights and member agencies without voting rights (ref.
article IV). .

ARTICLE IV

Member Agencies

Section 1. Member Agencies. Member agencies shall be those non-profit
agencies and organizations which have purposes and functions in accord with those of IRSA and
which have been elected as member agencies by vote of the Board of Directors of IRSA. Such
membership may be terminated by the Board of Directors by a two-thirds vote of those present
at any meeting of the Board, provided that such proposed action has been included in the written
notice of the meeting and that prior to the meeting the E:)ecutive Committee of IRSA shall have
held a hearing, upon thirty days' notice to the member agency in question, at which the member
agency has been given an opportunity to state iL'i case. The Board of Directors shall, in
consultation with the Professional Council, develop criteria for member agency membership, and
develop an equitable schedule for the payment of dues. The BO;ifd shall have power to make
exceptions with respect to the amount of dues to be paid and proposals for such exceptions shall
be brought to the Board for consideration.

Section 2. The Professional Council. The Chief Operating Officers of the
member agencies (or membership entities) and the Executive Director of IRSA shaH constitute
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the Professional Council which shall annually elect a Standing Committee. The Professional
Council shall meet annually with IRSA senior staff generally on the day preceding the Annual
Convention. This meeting shall be chaired by the Chair of the Standing Committee or his/her
designee. The following shall be addressed at the meeting or in connection with it:

(1) a report by IRSA of its program, finances and budget;

(2) a report by IRSA of its program priorities for the next year with
reaction:

(3) recommendations offered by the Professional Council;

(4) and the establishment of the Standing Committee agenda for the
next year.

Section 3. Standing Committee. The Standing Committee shall consist of five
Chief Executive Officers of member agencies or membership entities elected by the Professional
Council and the Executive Director of IRSA. There may be no substitute for the elected
member. The role of the Standing Committee is: assistance with the furtherance of agreed upon
national program priorities; study and analysis of issues determined by the Professional Council;
the provision of .advice on issues as requested by IRSA; and the reflection of a member agency
perspective on the various components of the IRSA program.

Section 4. Election of Standing Committee, and Its Officers. The Professional
Council shall elect the five members of the Standing Committee. In a separate election the
Standing Committee shall elect a Chair and Vice-Chair of the Committee. The Chair and Vice
Chair shall be members ex-officio of the Board' of Directors of IRSA. Standing Committee
members shall serve for a term of two years. All Committee members are eligible for reelection
to an additional two-year term if nominated.

The Professional Council shall elect a Nominating Committee Chair for the next
year's Standing Committee. The Chair shall select three other members, one from each region
as members of the Nominating Committee.

The Nominating Committee of the Standing Committee shall endeavor to develop
a slate of nominees that takes agency geography and siz~ and professional skills and experience
into consideration. An individual may be nominated to the Standing Committee only after a
period of two years in the network as a CEO provided that his/her agency is a member in good
standing of IRSA. Nominees must state a willingness to regularly attend meetings of the
Standing Committee.

Section 5. Standing Committee Meetings. There shall generally be three
meetings of the Standing Committee each year, one of which shall take place when possible in
a city in which a member agency is located. The dates of Standing Committee meetings shall
be set by the Chair. One meeting of the Standing Committee each year shall take place in
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connection with a meeting of the IRSA Board of Directors. Standing Committee members shall
be invited to participate in a ponion of the Board meeting as appropriate.

ARTICLE V

Individual Members

Section 1. Meetings of Members. There shall be an Annual Meeting of
individual members for the conduct of corporate business, to be held il the last six months of
the year. Special Meetings of individual members may be called at any time by the Chair or
the' President or the Board of Directors. The Annual and Special Meetings of individual
members shall be held at the time and place set forth in the notice of meeting.

Section 2. Individual Members. The individual members of IRSA shall be the
persons serving then as Directors of IRSA. All persons elected or who otherwise qualify as
Directors shall thereupon become individual members. No one shall continue to be an individual
member of IRSA after ceasing to be a Director. Individual members shall elect the Directors
of IRSA, other than any ex officio Director, and shall vote on such other business as may come
before the membership.

Section 3. Ouorum and Vote of Individual Memben. Except as otherwise
expressly required by applicable law or these Bylaws, one-third of t .e individual members,
present in person, shall constitute a quorum for the transaction of all bu:) iness at meetings of the
members, and the act of the majority of the individual members present at any meeting shall the
be the act of the members.

ARTICLE VI

Board of Directors

Section 1. Directors. Alternate Directors and Term of Office. The affairs of
IRSA shall be managed by a Board of Directors (the "Board"). The Board shall consist of such
number not less than eighteen nor more than thirty-six Directors as shall be fixed by resolution
of the Board. The Board shall be composed of Directors .elected by the individual members, for
each of whom one alternate Director may be elected as provided herein, the Chair and Vice
Chair of the Standing Comminee of the Professional Council, who shall be members g officio
of the Board while acting as such Chair and Vice-Chair. Current or former employees of IRSA
are not eligible for Board membership until two years subsequent to the date of their last receipt
of compensation from IRSA. The Board (except for its g officio members) shall be divided
into three classes as nearly equal numerically as may be, with their respective terms of office
expiring at successive Annual Meetings of the individual members of IRSA and upon the election
and qualification of successors. At each Annual Meeting of the individual members of IRSA,
or at any adjournment thereof, successors to the class of Directors whose term then expire~ sJ'talI
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be elected for a term of three years and until the election and qualification of their successors.
At each such Annual Meeting, if the individual members vote to do so, one alternate Director
may be elected by the individual members for each of anyone or more of the Directors elected
by the individual members. Each alternate Director shall be assigned to the same class as the
Director for which such person is the alternate. In the absence from a meeting of a Director for
whom an alternate has been elected, and only in such absence, the alternate may, upon written
notice to the Secretary, attend such meeting and exercise therein the rights, powers and
privileges of the absent Director. When so exercising the rights, powers and privileges of the
absent Director, such alternate Director shall be subject in all respects to the provisions of law
and of this Constitution and Bylaws governing Directors. No alternate Director shall by virtue
of serving as an alternate Director, or exercising the rights, powers and privileges of an absent
Director, be, or exercise the rights, powers or privileges of, a member of IRSA. Any Director
or alternate Director may resign by a notice in writing to the Chair of the Board, the President
or the Secretary.

Section 2. Vacancies. Any vacancy created by the death, resignation or
incapacity to act of any Director before the expiration of such Director's term, or by the creation
of one or more new directorships, may be filled at any meeting of the individual members by
vote of the individual members. Any vacancy arising between such meetings may be filled by
vote of a majority of the Directors then in office. A Director elected to fill a vacancy shall be
elected to complete the unexpired term an.d until the election and qualification of a successor.

Section 3. Meetings of the Board. The Board of Directors shall meet at least
three times each year, including an Annual Meeting of Directors following the Annual Meeting
of individual members. Meetings of the Board may be called at any time by the Chair of the
Board, President of the Board, or any five Directors, by notice signed by the person or persons
calling the meeting. Meetings of the Board shall be at a time and place to fixed by the Board,
or if not so fixed, then by the Chair of the Board or the President. Presidents and Executive
Directors of member agencies may attend the Board's meetings, except when the Board meets
in executive session.

Section 4. Quorum and Vote of Directors. A quorum for the transaction of
business at meetings of the Board shall be the following number of Directors present in person:

(a) Six Directors if the Board has fewer than twenty-six members;

(b) Seven Directors if the Board has twenty-six to thirty-five members; and

(c) Eight Directors if the Board has thirty-six members.

Except as otherwise expressly required by applicable law or these Bylaws, the act of a
majority of the Directors present at any meeting shall be the act of the Board. In the absence
of a quorum those present at the time and place set for a meeting of the Board may cake an
adjournment from time to time, without further notice, until a quorum shall be present.



Section 5. Action by Unanimous Consent. Any action required or permitted to
be taken by the Board or any committee thereof may be taken without a meeting if all the
members of the Board or the committee consent in writing to the adoption of a resolution
authorizing the action. The resolution and the written consents thereto by the members of the
Board or the committee shall be filed with th,:: minutes of the proceedings of the Board or of
such committee.

Section 6. Participation by Telephone. Anyone or more members of the Board
or any ~ommittee thereof may participate in a meeting of the Board or the committee by means
of conference telephone or similar communications equipment allowing all persons participating
in the meeting to hear each other at the same time. Participation by such means shall constitute
presence in person at the meeting.

Section 7. Annual Report of the Board. At the Annual Meeting of the individual
members the Board shall, pursuant to applicable law, present a repon, verified by the President
and Treasurer or by a majority of the Directors, or certified by an independent public or
certified accountant or a firm of such accountants selected by the Board, showing:

(a) The assets and liabilities, including trust funds, of IRSA as of the
end of the fiscal year preceding the date of such meeting;

(b) The principal changes in the assets and liabilities, including trust
funds, of IRSA during such fiscal year;

(c) The revenues or receipts of IRSA, both restricted and unrestricted
purposes, during such fiscal year;

(d) The expenses or disbursements of IRSA, for both general and
restricted to particular purposes, during such fiscal year; and

(e) The number of individual members and member ~gencies of IRSA
as of the date of report, together with a statement of increase or
decrease in such number during such fiscal year, and a statement
of the place where the names and places of residence (or principal
office) of members may be found.

Such reports shall be filed with the records of IRSA and either an abstract or a
copy thereof entered in the minutes of the proceedings of Annual Meeting of members.

ARTICLE vn

Committees of the Board of Directors

Section 1. Executive Committee. There shall be an Executive Committee which
shall consist of officers and such other Board members as the Board may elect annually. Not
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less than five nor more than eleven members of the Board shall serve on the Executive
Committee. The Executive Committee shali set the remuneration of the Executive Director.
Between meetings of the Board, the Executive Committee shaH have and may exercise all of the
powers of the Board. However, the Executive Committee shall not have authority to:

(1) fill vacancies in the Board or in any committee;

(1) fix compensation of the Directors for serving on the Board or on
any committee;

(3) amend or repeal the Bylaws or adopt new Bylaws; or

(4) amend or repeal any resolution of the Board which by its terms
shall not be so amendable or repealable.

Any action taken by the Executive Committee between meetings of the Board shall
be reported to the Board at its next meeting.

Section 2. Nominating Committee of the Board. The Board of Directors shall
appoint a Nominating Committee consisting of the Chair of the Board and three other Directors.
The Nominating Committee may invite other Directors to suggest candidates for the Board. No
one other than the Chair of the Board shall'serve on the Nominating Committee for more than
two consecutive years. The Nominating Committee shall present names of candidates for
election to the Board to the Annual Meeting of individual members and shall nominate a slate
of officers for election by the Board at its Annual Meeting. The Nominating Committee shall
invite member agencies to submit names of candidates for election to the Board.~ The report of
the Nominating Committee with its nominations for members of the Board shall be sent to all
individual members at least four weeks before the Annual Meeting of members. Additional
nominations may not be made at the Annual Meeting. In case there are more nominations than
places to be filled, elections shall be by ballot. The ballot shall specify the :source of each
nomination.

Section 3. Audit Committee. The Board of Directors shall appoint an Audit
Committee consisting of the President, the Treasurer. and two other Directors. The Audit
Committee shall recommend an auditor for IRSA to be appointed by the Board, shall define the
scope of the audit to be performed, and shall review tbe annual financial statements of IRSA
prior to their submission to the Board. The Audit Committee may examine and consider such
other matters relating to the financial affairs of IRSA as the Committee deems desirable.

Section 4. Other Committees. The Board of Directors, by resolution adopted by
a majority of the entire Board, may designate and appoint other committees, each consisting of
three or more Directors with the advice and consent of the Board. The Board may also by
resolution create such special committees as it may deem desirable. The members of each
special committee, who need not be Directors, shall be appointed by the President with the
advice and consent of the Board. Each committee created pursuant to this section shall have
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such authority as may be delegated to it by the Board in the resolution creating the committee.
Ad hoc committees without independent authority may be appointed by the President.

ARTICLE Vill

Officers

Section 1. Officers. At its Annual Meeting, or at any adjournment L'1ereof, the
Board of Directors shall elect the following officers: a Chair of u'1e Board or a President, one
or more Vice Presidents. a Secretary and a Treasurer. Any such office not filled at the Annual
Meeting or adjournment thereof, or a vacancy in any office, may be filled by the Board at any
meeting. The Board may by resolution elect and define the duties of such other officers as it
may from time to time determine. The Chair of the Board, President and Treasurer must be
Directors. The same person may be elected to more than one office, except that the office of the
President and Secretary shall not be held by the same person. All officers shall hold office for
a one-year term or until their respective successors shall have been elected and shall have
qual ified. Any officer may be removed at any time for or without cause by the vote of the
Board. Any officer may resign at any time by delivering a written resignation to the President
or the Secretary of IRSA. Officers shall receive such salaries or other compensation as may
be authorized by the Board. .

Section 1. Chair of the Board. The Chair of the Board shall preside at meetings
of the Board, shall be a member ex-officio of all comminees and shall have other duties as may
be prescribed by the Board.

Section 3. President of the Board. The President of the Board shall be the Chief
Executive Officer of the Corporation, shall exercise the powers normally associated with the
Office of President and shall have general supervision over the business of IRSA and over its
several officers, subject. however, to the control of the Board. Except as otherwise hereinafter
provided by these Bylaws, or by resolution adopted at any meeting of the Board, the President
shall have power to sign for IRSA all deeds and other agreements and formal instruments, and
shall be a member ~ officio of all committees. The President shall serve as chief liaison
between the Board and the Executive Director of IRSA. In the absence or disability of the
President, the Vice President, or, if there be more than Qne Vice President, the Vice Presidents
in order of seniority shall discharge the President's functions in whole or in part, as the Board
may specify.

Section 4. Secretary. The Secretary shall cause true minutes to be taken and kept
of all meetings of the Board and of committees of IRSA, shall have custody of the corporate
seal, and shall have the authority to affix the same to any instrument requiring it, and when so
affixed, to attest it. The Secretary shall notify Directors and alternate Directors, if any. of their
election; shall, under the general direction of the President, prepare and present the business to
be acted upon at meetings of the Board and of committees; shall distribute the minutes of each
Board meeting to the Presidents and Executive Directors of member agencies; shall in general

53

\



perform all duties incident to the office of Secretary; and shall perform such other duties as may
be assigned by the Board or the President. In the absence or disability of the Secretary, any
Assistant Secretary shall have the powers and perform the duties of the Secretary.

Section 5. Treasurer. The Treasurer shall in general perform all the duties
incident to the office of Treasurer; the Treasurer shall have oversight of the funds and securities
of IRSA, shall have oversight of the disbursements of its money. and the maintenance of full and
accurate accounts of receipts and disbursements in books belonging to IRSA; shall ex.hibit such
books of accounts and records at the IRSA office to any of the Directors at any time upon
request and shall cause the rendering of a detailed statement of the financial affairs of IRSA to
the Directors as often as they shall require it; shall cause the deposit of the funds of IRSA in
such banks or trust companies as may from time to time be designated by the Board, and shall
cause the deposit of any securities of the agency with such banks or trust companies or in such
vault or vaults as may from time to time be designated by the Board. The withdrawal of such
funds or securities shall be made only on the signature or signatures of such one or more of the
Directors, officers or employees of IRSA as may be designated from time to time by the Board
for such purpose. The Treasurer shall perform such other duties as from time to time may be
assigned by the Board. The Treasurer, if required to do so by the Board, shall give a bond for
the faithful discharge of the Treasurer's duties in such sum, and with such sureties, as the Board
shall require. The expense of any such bond shall be paid by IRSA. In the absence or disability
of the Treasurer, any Assistant Treasurer shall have the powers and perform the duties of the
Treasurer. .

ARTICLE IX

Executive Director

Without prejudice to the complete authority of the Board of Directors to manage
the affairs and property of IRSA, the Board shall employ an Executive Director, who shall serve
at its pleasure. The Executive Director shall be the Chief Operating Officer of the Corporation
and shall have general executive and administrative responsibility for the work of IRSA and for
carrying out the policies and programs of the Board. Except as otherwise provided by resolution
adopted at any meeting of the Board or the Executive Committee, the Executive Director shall
have authority to sign agreements and other formal documents on behalf of IRSA.

ARTICLE X

Annual Convention

An Annual Convention. open to all the members of IRSA, and designed not only
to forward the broad purposes of IRSA, but to serve the interests and needs of its member
agencies and other organizations engaged in work with immigrants, shall be arranged by the
Board of Directors.
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ARTICLE XI

Notice

Section 1. Notice. Notice of all meetings of the Board of Directors shall be
given to each Director and each alternate Director, if any, by mail, postage prepaid, at least
seven days before the meeting, or by telegraph, telephone or fax, charges prepaid, at least five
days before the meeting. Notice of all meetings of members shall be given by mail, postage
prepaid, to each individual member and member agency not less than ten nor more than fifty
days before the meeting. Notice of all meetings of members and Directors shall state the time,
place and purposes of the meeting.

Section 2. Waiver of Notice. Whenever any notice is required to be given by
applicable law or under the provisions of the Certificate of Incorporation or Bylaws of IRSA,
a waiver thereof, in writing, signed by the person or persons entitled to said notice, whether
before or after the time stated therein, shall be deemed equivalent to the required notice.

ARTICLE XU

Fiscal Year

The fiscal year of IRSA shall be the calendar year October 1 to September 30.

ARTICLE xm

Indemnification

To the extent permitted by applicable law, IRSA shall indemnify any person
made, or threatened to be made, a party to any action or proceeding, whether civil or criminal,
by reason of the fact that such person or such person's testator or intestate is or was a Director,
member or officer of IRSA, or serves or served in a similar capacity another corporation,
partnership, joint venture, trust or other enterprise at the request of the Board of Directors of
IRSA, against judgements, fines, amounts paid in settlement and reasonable expenses, including
attorneys' fees, for which such person may be or become liable as a result of such action or
proceeding and to the extent not covered by such p'erson's own insurance. The indemnification
hereby granted shall be in addition to and not in limitation of any other privilege or power which
IRSA may lawfully exercise with respect to indemnification or reimbursement of its Directors,
"members or officers. The term "person" as used in this article shall include the executor,
,administrator or other personal representative of a Director or officer.
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ARTICLE XIV

Amendments.

These Bylaws may be amended or repealed at any meeting of the Board of
Directors or of the members, provided that written notice of the proposed amendment or repeal
has been sent to each Director or member in accordance with the notice provisions set forth in
these Bylaws.
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Board Pass8axi:: Three Key Stases in a NWrofit Board's Life Cycle
& c

By Karl Mathiasen, III

Number 7 in a series of publications of the National Center for NonProfit Boards

1.1. Meeting New Challenges: Evolution of the NonProfit Board

Boards of directors continue to be perplexing if essential parts of nonprofit organizations.
Boards, after all, are required by law. One cannot start a corporation, profit-making or
nonprofit, without an incorporating board. But the role of nonprofit boards is often
unclear and their purposes elusive....

A Board must change and evolve as the organization changes and grows. The roles,
functions, and membership need to be altered to meet the new challenges the nonprofit
organization itself confronts....

Just as nonprofits pass through identifiable organizational stages, so do nonprofit boards.
Three very different and quite distinct types of boards gradually and often quite belatedly
develop as nonprofit organizations grow and change. The first of these is the organizing
board, the second is the governing board, and the third is the institutional board.
Undoubtedly after typical nonprofit boards as well as various permutations of these three
exist, but these seem to represent three models that appear and reappear in the nonprofit
world.

There are, however some caveats. The board- maturing process that I describe is not an
inevitability. Organizations may develop differently, or their boards may stop at one
stage or another. For example, organizations that remain unstaffed may experience few if
any of the changes described below. Groups that operate in an alternative mode-
collectives, for example--may also maintain a dynamic that is different and follow another
path. Other boards may reach the governing stage and remain there quite happily. Still
others may proceed to the institutional stage, but, lacking a clear sense of their purpose,
return to the governing stage. Indeed because not all organizations desire or need
institutional boards, achieving that final stage is not always necessary.

If the organization must serve a growing community, its board tends to become very
large and may no longer be able to function like a governing board.Reshaping it is
essential and in most cases, an institutional board is the result.

Regrettably the transition from one type of board to the next, and particularly from the
first-stage organizing board to the second- stage governing board, can be unclear,
painful, frustrating and laborious. If a board is to negotiate these transitions successfully,
the organizational leaders must have a basic understanding of what is going on
and of the changes that need to be made.

Leaders also need to take the time and be willing to address the issues that accompany
the transition. That is why the transition may be delayed; it is hard for the organizational
leadership to grasp what kind of change is needed and then to find the time to make the
reforms....

When these leaders do understand that fundamental changes are underway and that the



board needs help so that it can develop, most leaders try to move the board from an
informal to a much more formal institutional fundraising board. They would like to skip
the difficult governing-board stage where power and authority are shared, probably for
the first time, between board and staff. Unfortunately, one cannot successfully skip
this stage.

l'he governing board model appears to be a necessary and often a prolonged, step
towards the more formal institutional stage. It is at the governing board stage that board
staff distinctions become clearer and the board develops a sense of itself and its role.

Yet many nonprofit leaders find themselves frustrated when the board does not move
quickly form one kind of board to the institutional board and carry out the fund- raising
tasks that the leadership wants. If changing boards can be so painful, why bother with it?
i believe that developing and clarifying the board's role is essential because the board of
directors' involvement, commitment, sense of partnership, and strength make the critical
difference in an organization's ability to continue and to grow. Strong boards that infuse
membership with new blood on a regular basis are the constants and can provide the
stability needed in organizational life. Moreover, only boards are capable of selecting new
leadership, holding the organization accountable, and serving as the principal guardian of
the nonprofit organization's welfare.

I trust that these brief descriptions of nonprofit board types will enable readers and
organizational leaders to deal with some of the perplexities and frustrations that confront
all of us as we try to make boards more e~ective.

2 The First Stage: An organizing Board of Volunteers.

The essential point is that organizing boards tend to take one of two forms: following
boards or leading/controlling boards. Following boards are selected by a leader who
wants a supportive board. They are usually small, often because the leader who invites
the members to join does not really need or want a large board, one which might be
unified and step out of its supportive role. These boards tend to be composed of those
people the leader knows well and trusts and who have similar interests. Board meetings
and relationships tend to be informal with members there to advise and to encourage.

Following boards normally share a strong commitment to the organization's purpose and
probably more importantly, to the vision of its leader. Following boards are generally
not task- oriented. Rather they join to support a leader who is deeply committed to
achieving the organization's purpose. As a consequence of the strong role of the leader,
following boards usually do not develop as intense a sense of ownership of the
organization as the boards described below and do not usually playa significant role in
fund-raising.

Leading boards may be ",mall at the beginning and usually quite homogeneous and made
up of like-minded individuals who are explicitly wiling to do the tasks, however mundane,
needed to get the organization up and running. This type of board creates an organization
and assume a strong and active leadership role.

As task-oriented boards, they quickly develop a strong sense of the organization: "We got
it started, made it work successfully at the beginning and it is ours to do with as we see
fit." Unlike following boards, leading boards generally playa major role in raising funds.
which increases their sense of ownership of the organization.

Even when the organization grows, leading boards may wait some time before hiring any
staff, both because the board members are attached to their volunteer work and because
they are quite reluctant to share power and authority that has been theirs alone. This
hesitation often delays hiring long after a staff is clearly needed.
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When a staff person is finally hired, it is clear from the outset that this person is not
the leader but an employee, someone who is expected to follow the board's lead and
implement its mandates.

Inevitably the staff faces a difficult situation, particularly as board members often serve as
volunteer staff members, thus both working for and supervising the executive. New staff
leaders, even if they are willing to work hard, may have to wait for some time before they
are trusted and can become effective executive directors. As long as founders remain on
the board, progress toward significant staff leadership is usually difficult nd frustrating.

The Transition to a volunteer Governing Board

Despite the dramatic differences between these two types of boards, all organizing boards
tend to be small, quite homogeneous, rather informal in operational style, and very
committed to the purpose of the organization. But as the organization continues to grow,
the organizing board itself begins to experience strains. Sometimes thee strains are
brought to a head by a crisis--often a financial crisis or a struggle between staff and
board leadership.

Leading boards, simply cannot cope with all the tasks and assignments that are expected
of a significantly enlarged organization, and the board begins to look more to the staff to
get the work done. Staff increasingly resents the leading board's interference, particularly
individual board member's direct involvement in the organization's day-to-day work.
Denied the role that it had played before, t~e board struggles to define what its new role
should be.

The following board, on the other hand, finds itself being asked to do more than it ever
bargained for or agreed to do. Instead of simply being cheerleaders, board members are
now expected by the staff leader to become active fund-raisers, financial managers,
planners, and committee chairs. The leader realizes that he or she needs help in
managing and that the board can be and really must be useful if the organization is to
continue to prosper and grown. The leader presents these new expectations to the board
that simply does not want to change its role or its relationship to the leader. A process of
serious renegotiation begins, often generating considerable tension and some mutual
exasperation as the transition to a new board phase begins.

The transition from a following or a leading organizing board to a governing board is
difficult for both board and staff. Usually the transition does not begin until organizing
members begin to leave for one reason or another and new members join the board. new
board members--who bring different experiences and new expectations--seem essential to
this transition, which is one reason why an organization's bylaws should fix terms of
office and limit the number of consecutive terms for board members.

Whatever the impetus, both board types see the need for change and the need to act
"more like boards." for newer board members it seems that the old dynamic will never
change, yet for most original board members the change can be unsettling because they
do not understand what their new board roles or behaviors really are meant to be.

Older board members see the new people as different; women instead of all men,
minorities, business people instead of community people, wealthy people rather than
those of modest income. New people too wonder "are we tokens?" "What are we
supposed to do with these strange people who don't really want to let us in to the real
working of the organization?"

The Middle Stage: The volunteer Governing Board

What emergent vision is the organizing board trying to create? What perhaps most
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characterizes the governing board is _for leading boards) the shift from staff-like tasks or
a shift from cheerleading (for following boards) to governance of the organization. the
board, accepts responsibility for helping to plan and execute the organization's work, for
oversight of its finances, and, in general, for accountability for it s organizational integrity.

Between the board and the staff, a new and more balanced sharing of power and
authority begins. The board chair and the executive director emerge as the principal
leaders. As governing boards tend to be larger and more diversified, more board work is
concentrated n committees and task forces and less work is done by the board acting as
a committee of the whole. The board also accepts responsibility for ensuring that the
organization has the resources it needs to operate.

Boards at this middle stage generally become larger, although the growth may be gradual.
While most small boards come to realize that governing an organization requires more
people to help carry out the board's responsibilities, the search for new members is often
unfocused. Instead of carefully targeting the search for new members, too often there are
rushed efforts to find "good people" or the "right names."

If the board recruitment and selection process is reasonably and thoroughly planned, the
board becomes more diverse in order to ensure outreach beyond the homogeneous
community that spawned it. Like-minded, similarly motivated, and-usually--socially unified
boards consciously seek others who represent and relate to other groups and
communities and who bring to the board's deliberations new and different points of view.
Increasing the board's size and diversity c~n be difficult steps for boards to undertake and
accept.

Committees become essential to effective board functioning. A planning committee takes
on this work. Financial management becomes a principal focus for board activity. Finally,
a development committee is formed to enable the board to play an increasingly significant
fund-raising role, by developing policies, strategies, and schedules and participating
personally in fundraising.

The staff leader finds that the transition to a governing board that really works--requires
a substantial amount of his or her time.

If staff and board leadership is strong, however, the board may develop a strong, new
workable dynamic within three years--but probably not much before. When organizational
leaders decide that the board must change, they can become very frustrated when that
change is so gradual--yet that seems to be the pattern.

It can be enormously helpful if, at this juncture, the board chair takes seriously the
task of board development and begins to establish clear guidelines for the board. In
addition, it helps a lot if founders agree to depart and if experienced board members who
are accustomed to and expect different dynamics, are added to the board.

The Transition to the Institutional Board

The "governing board dynamic" takes hold and the board itself becomes more self-aware.
This self-awareness is important because it can help the board understand that additional
subsequent transitions may be needed.

But why must another transition be necessary? If the organization is successful and
continues to grow, the board's important increases and the demands made of it increase.
Raising funds from individuals often becomes the most important component 0 a mature
organization's resource generation. This development in turn often means that the
board's size must increase so that there are enough board member to do the fund-raising.
Other reasons for adding to the board include the need to increase the board's
representation from other communities and groups or to provide the broadened public
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oversight and visibility that the expanded organization now needs.

Although some members may resist the idea of altering the board's role and adding new
dimensions, the transition from a governing board to an institutional and fund-raising
board appears to be less painful and traumatic than the initial transition from an
organizing board to a governing board. First, the board understand both the needs of the
organization and its own particular responsibilities and it often provides much of the
impetus for change. Second, the recognition of the need for a major shift in the board's
role is more mutual. Unlike the earlier transition from an organizing board, the board is
not being asked to reorient its work completely and therefore the pain may not be so
pronounced.

The Mature Stage: The Institutional and Fund-Raising Board

What are the characteristics of the institutional board? Mature boards are usually very
large and while diverse, generally include more people who have the capacity to give or
have access to funders and donors. This board gradually becomes more prestigious and
more attractive to movers and shakers within the community. The board clearly accepts
the role of fund-raising and often delegates governance of the institution to an executive
or a management committee.

mature-stage boards often increase significantly in size to ensure that the added tasks-
particularly fund-raising--can be undertaken. Major charitable, community service and
arts organizations may have boars as large as 100, but a more typical board size
would be thirty-five to sixty members. As the board focuses increasingly on fund-raising,
it may also create auxiliaries such as friends or patrons or establish "advisory" committees
to increase the organization's fund-raising outreach without having to expand the board
even further.

In addition, organizations that seek large boards have by now established a pattern of
growth and have demonstrated their staying power. People tend to see these
organizations as important community institutions, ones worth supporting. Finally, a
certain prestige begins to be associated with board membership as the organization
develops an aura of success and stability.

Once a board reaches a membership of thirty--perhaps even twenty-five--its capacity truly
to govern an institution is limited simply because the board has become unwieldy and
hard to manage. .. ..At this point most institutional boards delegate responsibility for
governance to a smaller group of twelve to fifteen members who are often called the
executive committee. it then reports fully to the board as needed and appropriate.

mature boards clearly enjoy a relationship with the nonprofit organization different from
that of the two earlier, less mature boards. Institutional boards normally have achieved
greater recognition as important entities within their organizations: they have goals,
targets. and expectations and they must reach their goals just like the staff and the
executive. These boards function more independently and develop new and quite
different relationships with the staff.

fund-raising probably has now become a major, if not the principal, focus of the board's
activity.

Some Questions and Reservations

The three boards discussed above are typical of those that permeate nonprofit life, but
they are not universal There may be significant exceptions.

First. organizing boards that are also strong leading boards and that already effectively
raise funds for their organizations may go through a different board stage. They may be
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able to move to something like the institutional and fund-raising board stage without
assuming all of the characteristics of a volunteer governing board.

The second exception to the three stage board model includes advocacy and public
interest organizations--which are constantly seeking changes in society--that may not be
able to develop the third stage, institutional, fund- raising boards just described. It may
be that the controversial nature of their work may not be attractive to large givers who will
be willing to raise funds and support the organization's cause. Many cause-oriented
groups have, despite their controversial nature, become well-recognized institutions in
our society, and have proved capable of attracting board members and donors from one
part or another of the political spectrum.

Third, it is not a foregone conclusion that boards of all nonprofit organizations need to
achieve the third institutional board stage, There is even considerable resistance to both
the idea that the progression described is inevitable and to the naming of these boards
as "institutional boards." Both the concept of inevitability and the name apparently
strike sparks because many public interest, cause-oriented organizations resist the idea
of becoming institutions; they often equate institutions with bureaucracy--sluggish,
hierarchical, unresponsive and inflexible, Surely there are exceptions., but organizations
that stay around will tend to develop larger boards and act much like "institutional board,"
like it or not.

Conclusions

What does all of this mean? If there are th'ree rather typical nonprofit board stages,
as I suggest, what does that mean for nonprofit leaders and their organizations?

*Change as a Requisite

I believe that it enables leaders simply to understand that boards do and must change as
an organization grows. It is very easy to become frustrated and discouraged unless one
can see that the changes needed must be appropriate to the board's stage, and that
these changes are difficult, requiring considerable time and effort.

*Board Roles

There is also a perplexing lack of clarity about what boards "ought to do," even when one
can identify the organizational life cycle and the board's stage of growth. Why? Because
boards are always evolving; as they age they discard and add roles and functions, and
they may find it difficult to establish just the right relationship between boards and staff.
Nevertheless, the three-stage process should help to clarify what generally can and cannot
be done at any point in an organization's life.

*The Art of the (Institutional) Board
The large third-stage, institutional boards, seem so ideal but they present serious
challenges to leaders of non-profits. The work of any board must convey the sense of a
useful purpose. It is a difficult task for any leader to ensure that board members are
usefully and vitally involved with the organization's welfare.

* Changing Memberships: The Key to a Board's Health

Finally, all of the above reemphasizes the importance attached to orderly rotation of
board members. By laws should specify the length of terms and the consecutive number
of terms a board member can serve. There are also losses in this process because
boards lose the fine, dedicated people who started the organization and who carry its
institutional memory. Change is essential. Only with fresh blood and a constant source of
new energy can boards move reasonably easily through the phases necessary for the
organization's growth and development.
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A roIJow-Up Interview with Ken Dayton

Governance is Governance

t·

~
--~

Yo<. h;lVe sitid lhal lhe ((!sponsibilit\, (or

I:!0vernitnce of an OIg;l/l;7.a!ion rc~lS

wil" the board and ,lie re1pomihilily for

manAgement resls wilh rhe CE.O or ex

eculive director-lIle full· lime, paid ex·

eculi\'e. Would you e.,,,li1in wllilt roo

mea" by "governance7"

D:\YTON: First of all, governance is

not managemenl. Second, govern"nee

is r~ollnizing the respc1l1sibilily Ihal, as

:l bo,lId member, }'OU have tll proleel the

long-r<lnge future of your orJ;ilniza!ion

<100 See 10 it chill il fulfills Us olJiill~lions

to irs conslituencies, however defined.

I\nd by governance I me;!n IltaC as a

board member you h~\'e to 54?e lu illll<it
che organizalion is well managed, rather

theln managing il yourself.

How do }'oucompa~ Ihe resronsibili.

cies of it corporette direclor wilh lhose 01
a non profil tlUsleel

DAYTON: 1\ truslee of a llot-for'!Jlofit

org<l"izalion has ,m obligation to be iI

....,olunleer in addilion to governing, but

olhoerwiselhe re~pon~ibilily of. a tru~tee

and the r(!spon~ibility o( a tlireclor are

absolutelv identical. In both cases the

individual is selecled as a Ill/ardian of

the con~liluencies Ihal are affecled by

ch<li"orgiullzaiion,"and Ihe ie~j;on~ilJility

of the board in either case is 10 protect

the lonR-rC'lnge future oi the organlzfllion

and the long.range interests of all its

constiluencies. In bolh ca~l:~ Ihey go

about {ul{iIIinl< those le~ponsibililies in

allllo~t Ihe S<lrtle way-by lIeeinr, to it
that Ihe bl'ard Qf directors or the boaTlI

of I",stees is enabled to fulfill ils rewon

sibilit;es to the OIg..mizLltion.

And tile CfO is "it! enabler all(l Illl!

manager not ius! Qf tile org;miZ;:l/ion but

a/so of tIle voardl

DAYTON: ExaCII}:

Whitl are some of lile rhings a el:.O cfln

do 10 e"i1b~ ,1 board?

DAYTON: I think numoer olle is 10

mal:e cerlain Ihilt Ihe hOMU "nrJer~';lml~

whal its resplln~ihililie~ are. Then, hl'W

ever ollen the bllil/d meets o\'er the
courlle (l{ a )'em; the CEO mml 111"I:e

certain that he or she has enabled the
b01lrd to fulfill "II those l(~sponsibililies.

U the board has Cl responsibility. as I

maint"in it does. to re\';ew redor
mance, then Ule CEO must give illl rc·
port of performi\nce and must let it

question, chanenb'(>, criticize. or praise

Ihat performance. If its responsibilit}1 is

to npprovl!.i1 .Iong·range slral{'g}~ the

CEO ha~ to present the plan and then let

the board Olal<e it its own. Again, Ie-t il

Question, challenge, criticlze, amend,

and finillly approve the plan. In every

single case; If the board is to do its job,

the ceo must enable it 10 do so.
I think every boilrd should annui\lIy

look at its role <lnd its relfltiunship wilh
nlanagement, ana disclJ~s with m,mar,e

ment the degree to which the board

'-ieels'idl~sbeen enabled to'fuiliH Its reo

~1'lQn!'-ihilitles. Several thingo; c..m hap
I~n with ~lIch a review. ror example, If
the CEO hasn't done an <ldl?qUilte job of
reviewing perlormance or allocating
capllill or whatever, then che boono has
an opportunity to sa}~ "V\'e wish }'Ou'd

do more of th.,t for us:'

The role of the board is to
institutionalize lhe
concept, the genius [hat
creatctl [the organization]

Also, when such il review occurs, the

ltOilrd tends to look at itself as it would
not otherwise "nd $.;\y. "Hey. you gave

liS thai 0PJlortunil'( bUI we r('ally missed

it" A review h('lpS to perfect the meth

ods and sy~tems by which the hoard op

erales <Iud 'uI/ills ils re~ponsibilities.

lhe third thing <I review tritU;ers is "

r.reatly imprQved relalionship betw~en

the r.o\o'ernor~ :md the managers, be
tween the ll(lilrd and the CEO. I think
thaI the most important dynilmic in any
(lrg;mization is just such a relationship.

lhe review process gels it all on a very

ui~cussibre basis of "How can \ve do a

betler job togetherl" That's the secret of

running an il1$lilUlion.

HO\1l cJoes a CEO see 10 ir Ihil' '1;5 or Iler

organizillion lias a good board7 ..

[)AY1DN: I think It'~ c1ear~' a shared
responsibility. lhe chairman of the

board has a major fE!$ponsibilit}'IO build

a good lJoilrd. But I thillk thlll any CEO .

who lea\'es the building of the oo;ulf en·

tirely to the board Itselr will probahly

find thilt the board becomes weakened
over time. I think that you have to work
hard on the composilion of your board.

-·rre\~iously. I was talking abOlI\

W<lr in which you use the OO:.rd ;..
h",lp train, educate. and ilMJl~ it. I.

the way In which you constilute a Lo~.

is equalfy important. I helievt! st/Otlf
thaI you haVe to go about it in a thougl
ful, well-organized way.

lhe worst way to fmci board memlK'

is to S"y at a boord JTJe1!ting, "My gosl

we're short or trustees. Does Clfl}'!xJ,1

know anyone who would like 10 con.
on the board l" And someone ll:;;Y
"Well, , know old Joe Of' Suzj' and he'
sh4! would be Just wOnOerftii."l1lat's th

kind of casual, buddy-boy. old-scho!
system that results In a reI3\1"'E!1y (Ofl'

placent, compatible, <lnd ingro,,","
boord.

\""1Ial is ((If! alll!rn<!!ivei

DJ'YTON: I think tlJe only way to g.

about it is to build a model board. It

say, "WIl<lt kind of a board do we rcall}
~cl for this organizalionl" 1113t gOl!'

into how many eXt:!cutives you want

what kind o{ executIves ;"OU want. wha

other kind of talent. you want, <lm] \\ih"

kind o{ belIanee you 'Nant regilrding 3ne

sex, or ethnic background. If you knO\'

what you would like your bOflllJ to loci
like, then yoo know whal kinds of dircc

. t(1rs or trust~s you ne-ed to seek 0\1'

'bu should al\'VlJ)'S be building. Icv.'3I(J

the (uture composition of the board.

...- .. ----_ ... -_._-------_.
How does a CEO begin achieving
good balance on Ilis or her hoardi

DAYTON: Each organization has 10 S

down andde<;icfuwhftH:hflrflcterislks

neeUs Its board members 10 ha~. :r yo

say, ""'''Ie just want balance"-ro m<lr
lema Ie and so InClny minority and ~

many of Chis or that-men you end II

with a constructed, patched-cogeth<



YOII havl! said lilal b(l:1rUs ,,/wars /(mo /0

tilt managemenl voids. "'''ri'

OAY1DN: Over TOf1!J 4!xperience I've

round thaI (or any void t!lat mall;'Jgf?lT1el1t

leaves there will always be some board

member' who-either knows htNi'lo ,jO

thitt job, make that det:ision, or perform

it better Ihan manag~ment does. Or

Ihere \'Yill be a board rrianber who has

" particular, speciali.ted expetlise and

interest in :I p:trticular subject. J once

saw a corporation In which the CEO

and the-top financial otficerdisagreed

:Iboul how 10 go af>out doing some fl.

nancing uncil one Qt thll! dIrectors, who

had e,,<perlisf! in thrll area, stepped in

and lold them how to do it.

It can work exactly I~ same way wilh

nonprofits. I!managc~nt is floundering -.

or nasn't covered cert.1in bases, you'll

find somebody on tne ooilrd who is ~n

elfpert ill Ihat f~ld ••..-ho'll len manage

ment how :0 tic it. That person is very

c;llmble of laking OVl!r Ihe mana~menl

of 111<.\ function. To me lhe trick, if }'Ou'te

the CEO, is to make sure you don't leaVl!

<lny managf!meot voW$. Every lime Ihe

board gives yOIl troubre ~boul SOOle~

Ihing iI's prob:Jhly ~at:se you h.wen'i ...

figured out how to ha~le that respon

sibility. So when your board &h.'t!s you

trouble, the problem usually is with

managemenl, not til<! board.

Iloullnilies. Aflei' g~ thaI under

sli'lnding, .l boardme~ .hen provides

sever..1 Yl?<lrs of ideas, input, and pm

dur.livity.
But aller a certain period of lime, the

or~anizalion would hI! beller 0(( wilh

r,e~h, new illeas. I even more' strongly'

belie\'e in rotalion (or the ch.,irman. In

nonprolils, it', i",porlant that a board.

never be dominalell by anyone persol1

or C\'t!ll by a slJlall clique.

the dt.lirmaJl ought fo Jove

the organization more than

anyone else docs

Wilat qualilies $/1<lufrJ a CEO rook for in

'he cll<t;rman 01 tile board!

DAYTON: Ilhink the chairman ought

10 love Ihe organization more Ihan any

fJ'le elSe! does. Too many take the chair

",an~hip bec.luse it's (heir turn or Ire

C;lU~ Ihey like the pleslige, ralher Ih'ln

because they're delermined to make the

Ofp'anizalion even beucr.

Ilhinle Ihe chairman should have two

imporlant qualific.,lions_ First,the ch~it

m;m olJRhl 10 be a good p;utoer to the

CEO. lhe chairman should ~pend time

trying to hell' Ihat penon do his or hcr

joh well. The chairman, as the alternate

spokesman of lhe organization, should

try' to build the CEO and baSK in the HUlY do!!s a CEO Jc'!t'p we boord ((om __ .

·;~iie~i;Jgi~ry'---
··· .._. ------------ca](;ng'~:er;esponsibl1ii[esihiiptopir

7y-

~cond, Ihe chairman should have the helong 10 managem~rJf~ . .. __ .... ..

competence to handl~ the job of head-

il181heboard. The board ne1!tls,heCEO DAYTON: I'm all (or going to lhi!,.

. -"-10' tome-up·wilh,prcsrams; .klea5r-r@Co--.- board .anr.Ls:Jyjng~~
~Ilk9.yout-

ommendations, and so forth. but then thoughts about this problem that we

thl! chairm:rn must make cerlalf1 thai haven't been' al;le 10 solve:' But once

managp.ment has built an agenda Ihat you get the board's idea on lila: subjecl,

will help lhe boald understand Ihe sit- you should say, "We'lf OJme bade. 10 y"u

vation and ruUiII its responsibilities. next month with a f'e(;ommendation~'

when your board gives you

trouble, the problem

usually is with
management, not (he board

OO_)'f)u...lhink boarU-rtlentbers. should.

have a set term 01 $f!f\';cei

Accomplishing these gOOlls is flot h;m.1

10 00. You'~ just go' 10 work :It il. Now

if you're Irying 10 hire :l CEO, you'rp.

plOb.lbry using <1 search lirm, geltilllt a/l

J:incfs of input (rom lhe lie'f', and l<lki'l!t

;l(lion 10 find Ihe be~c cro you can. SQ

why don't org:lnizafions use the Silfl1e

care anti thouJ;hl, Ihe Silme degree of

professionali~m in selecling trustees as

Ihey do in selecting p.xe1:utivesl

Trustees ar(! ultimately responsible ror

an organil:ltion's welfare. CEOs come

and go, but the org.,nizalion and Ihe

board go on anti on. No one should be

asked to acc~pt a board posilion unless

you cue confidenl tfl.1t he or she can and

will fulfill all the responsibilities of a

trustee.

BEST AVAILABLE COpy

. ~
I

. ~:l~~e then I"eyean £l.. \'er 'their po,r· :

lieular pmt oflhe opera lion and e:<e,cise

Iheir O'\YrJ pe' hobby), OJ fulure orienlll-

tif'" (l want people on ,he board who

<lrc looking ahead). anti last-and so

oflen I Ihlnk particularly In nonpro(ils

lit's a foctorl no one thinks :lbout-the

willingness to commit time anti energy.

DAYTON: fm a strong believer in ro

tallon. in bringing in a steady How or
.ffi!wplmpl@;newtalents,'and new idea,;" ._-.,

I tt.ink t!Vf!fy director or trustee has a

cerlain bel/-shaped curve o( conlribu-

tion to make. II usually la~es a year or

1\\'0 '0 realJy understand an organiza-

tion and its needs, problems, and op-

ho:trd Ihal probably won't \Vorl: very

well. Diversity should be the go~I, not

representalion.

If ),ou have a ooard that Is ~lefy com

p"~e<f of CEOs of rhe to majQr corpo

r:'llIems I,,· }'Uur -community. }'l')U don't

nave a very diverse board. If }"OU have a

board tholl'S an male, you don't have a

'W!ry di...erse board. I don', think there's

any sel number of male and female

board members )11)11 nav'! 1o have, bUI if

you look al .he tremendous input

~Y<.'n1encan make, antllhe point of view,

the background, Ihe e:'lPf!rience, and the

~uccess they bring, you would conclude

lllal you cerl~inly ooo't W3n' an :I1/,",,,Ie

board. Going nfler diversity :md ~Pl!"Ciric

kinds or input will solve the balance

problem.

I\re Ilrert.? any allrer (omhlerJlionsl

IT" DAYTON: The other thing )'OtJ ne~d

~ 10 think out cleafly is what c.har<1cteris

I;CS )I1)U want 011 a board. When Iwas a

<.EO. we listed lhe qualilies Ihat .....e

woere looking for in individual direclors.

Each director ullln't ha\'I! 10 n;we all of

tho~e qui'llilies, but tile bOlltd in 101,,1

needs 10 haYe all of those various char

ac!eristiu.
There ate 11 neces~<l'y cha,acteris

lics: inregrily, wisdom, independence, "

valid business or proCessional knowl

edge and experienc'! Ihat could bear on

- ·our-O'\Yfl·1>robl~rm-
and·den/:)erations.-a

Irade record f)( accomplishment wilh ex

cel/.eot o'ganizalions, an understanding

and a general acceplance of our philos

ophy (which "pplies equally to nonpro(·

-..ilsandCOrpo;alions), ilnmQijiiinlJ miniJ~·· .

a willingness to speak one's mind, the

ability 10 challenge and stimulate man

agement (a lot of J}1!ople on boards don't

wanl mlloagement 10 be beller-they're

;::" perfec~y comfortable wilh a hack be--

'~
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al("(' i,. It shouldn't mill:p. :my <li((erence

whether the person who starled it is

I',e,e or refires or is hil b~' a COlr. P;1I( o(

Ihe (milrd's re~pon~ib
iliIY is 10 see 10 il

tl"11 dIe (ltlure of (he inslilUlilm is pm

lected. This means you must have back

up!t, ~'()U mml h;lYe successors, you

tnu~t have pef,ple in Ir;lining, }'OU mllst

howe the institutional cllpacily 10 c:srry

,In. A CEO who <::s01'101 ve\'erO!J ;t sue

<:e5'SOr team lhal will do tJP.ller lhan he

or shl! is doing has no business being .1

CEO.

\\'11.11 if d CEO lVould like to illmfve rh~

Imimi in mOle cJecision~.
but finds lbal

tUMId fflf:mber$ ate refllCtaflt to be ac

fin"

Then the ball is b~k in )'OUf CQlllt. ;md

the !JO,1rc is pul b~k infQ lis posilion 01

j:t'Jvefuing ,alher 1/1.,n maooging. It's a

mailer nlbenefiting (rom Ill'! hQ,ml's 4;'~.

pertise and connections whilE-maintain

ing Ihe respOnsibility and enolrol nec·

essary 10 ~eep )'QU in lhe dlio,er's seat.

\....b.l( happem if the ooartl ilt5ists an in

/(~Ifering?

DAYTON: Anytime you've gfJf it

bo~rd lhat is, lri eW!l1ce, rnan;t"ing th~

institution, Ir1t~ eta is mefe!y ,1 figure

head and lhe organiZ3,ioo i~ inevilably

herlued (or t1Ouble. ACEO shQuld never

S;}Y. "\¥ell, the reason 'his L1iled was that

so-and·so on lite ooMa did tll;!t.1 knew

;H the time il wasn'l righI, but ""'''0 am I

to say anything?" In my opini!)", ;) per·

son WM Mys Ihat is 3 very weak e~ec·

uth"t!.

n1.1kc certain th.ll the

board undersramls what its

responsihi Ii lies are

How about the nmme of rflJI prabff!m.

where !he CEO is a lJf!uon lJf gleilt vi·

sion ~ho domimltPs the Qfg;tnization's

bo:Jt<J J.w:J sfaff, but is 001 ~ fertibly ef.

(l!({ivf! rmmgeri

VAY10N: nos who hav!! that tYlle

01 !lo.ml have no one 1o blame butlhel11.

sehes. Now, ~'ou m;lY !l.l\'f! w;llked into

tiM' ~ihl;JliOJ1
. 6ut nl) onl! ~houl,1 :leCl'pl

" (£0 position unless he or she ha~ p,ol

,1 ~oocl boarl1 or knows how 1o builJ i1

good bo.mJ, alld has a Chllirm;Jn who i~

willill~ 10 work to build olle.

. I t"·ink· Ihill' {OO .m:lny' tEOs iri lhe
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Budgeting and

Financial Accountability

By THEIR VERY NATURE, voluntary associations operate with public support and
therefore have a responsibility to spend their money judiciously and to report on
their expenditure to the public.

In a speech entitIed" Responsibility of the Board Member of Volur.tary Health
Agencies," Marion Folsom, former Secretary of the U.S. Department of Health,
Education and Welfare, said:

It is definitely the responsibility of the individual lay Board Members
to insist that their agencies cooperate in this program. The businessman
can be especially helpful here. He should be sure that his agency is
determining the cost of each of its services and is giving complete in
formation to the public.

An organization that handles more than $5,000 should have an audit. and
therefore is bound by the accounting practices spelled out in the various audit
guides published by the American Institute of Certified Public Accountants. For
example. there is an audit guide for health and welfare organizations. This guide
is a companion piece to the Standards of Accounting and Financial Reporting for
Voluntary Health and Welfare Organizations. published by and available from the
National Assembly, National Health Council, and United Way of America. Ac-
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cording to the Standards foreword: "Adoption and use of the standards presented
in this publication will enable voluntary heal th and welfare organizations to report
their income and expenditures uniformly and in terms the contributing public
can understand." The other audit guides likely to be of interest to various readers
are: Audits of Colleges and Universities; Hospital Audit Guide (2nd Edition); and
Audit ofCertain Nonprofit Organizations Including Statement ofPosition 78-10.

Even if your organization is not required to have an audit, you should consult
an auditor to determine what requirements or practices are necessary to protect
yourself, the organization, and the public.

In this chapter it will be assumed that your operation is sufficiently large to
be audited and that there is probably a need to delineate the separate roles of the
board and staff.

The standards are obviously important and provide substantial benefits for
individual agencies and the voluntary field in general. The standards are appro
priately designed to provide effective and uniform reporting to the public. How
ever, they do not provide the basic information needed to effectively manage an
agency. Thus, the system must be supplemented if a manager is to have the
information needed to control and manage the agency and if the board is to be
able to follow financial developments.

For example, the standards will provide the organization and the public with
information about the organization's proportional expenditures in certain fixed
functional categories such as community services, public health education. and
fundraising. But the manager and board will need to know more specifically how
the money is being spent within the agency for specific program and development
activities. Within profeSSional education and training, for example. they'll need
to know what has been spent for nurses' seminars, traineeships, consecutive case
conferences, and so forth. The "line" items (salaries, rent, professional fees, and
so forth) required in the standards are necessarily broad so as to apply to many
different organizations, and in that regard, too. they have to be supplemented.

Budgeting in voluntary agencies is always a frustrating process for financial
and business people because it's difficult to move back the timetable so that a
realistic budget will be at hand well before the beginning of the fiscal year. The
income of an agency is often so uncertain that it's difficult to forecast before the
end of one fiscal year and the beginning of another. Ideally, the closest one can
come to an intelligent timetable is to have a budget prepared two or three months
before the next fiscal year. Earlier projections are, of course. possible and often
necessary for grant applications, United Way presentations, and other purposes.
but generally a firm budget isn't in focus until very close to the beginning of the
fiscal year.

Without getting into an exhaustive review of budget-making, it might be
useful to comment briefly on the process of developing income and expense pro
jections. Usually, leaders of voluntary operations are so close to the cause and so
overwhelmed with how much needs to be done that they will overestimate income
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Budgeting and Financial Accow1tability

and underestimate expenses. The hardheaded realism of the treasurer and the
finance committee is essential as an offsetting influence.

Income projections should be based on a practical and objective analysis of
current sources of income, including a source-by-source and gift-by-gift review.
This not only makes for practical budgeting but also provides sensible preparation
for the degree of work necessary to renew gifts and grants and find new money.
It's essential not to project substantial new income, or at least not to count on it,
to cover fixed expenses. The usual approach for nonprofit agencies is to hope so
desperately for new income that it's counted in the budget; then, when it doesn't
materialize, the agency ends up with a deficit or horrendous cutback. The wiser
approach is to have an opportunity for budget revision during the year to allow
additions according to new income produced.

If you have a staff, expense projections are usually developed by the staff
director. Here the incoming president should be carefully consulted and, ofcourse,
the treasurer and finance committee will be closely involved.

It is important that the finance committee never be allowed the authority'to
make decisions that rightfully belong to the executive committee or the board of
directors. Many finance committees, in their efforts to cut or control expenditures,
will make decisions about what activities should stay or go, which is beyond their
authority. They should say to the president, staff, and board that the appraisal of
income projections will not sustain the expenses budgeted. Then, if the board
agrees with the finance committee's figures, it is up to the board and staff to decide
where the cuts will have to be made.

The budget should be prepared early enough so that the full board of direc
tors, or at least the executive committee, can be involved in its review and approval
before the beginning of the fiscal year.

The format for the budget should include at least the following:

• a narrative summary of the year ending and the year ahead

• a five-year review of income and expenses

• a comparison of working fund activities and balances for the closing
and prior years

• a proposed budget including, for each line item, the prior year's bud
get, the prior year's actual expenditures and income, and the rec
ommended allocation for the coming year.

You will note that a narrative summary is recommended. I worked with one
treasurer for six years and we had a perfect relationship, except once a year we
would have our annual set-to over whether I would be allowed to do a narrative
summary. This clashed with his banker's approach, but I knew the narrative was
the only way that many board members would really grasp what the budget
picture was all about.
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The first item in the budgets I prepared for the American Heart Association
and Mental Health Association was an estimated dollar value of the volunteer
time contributed. It helped put the other budget items, particularly staff salaries,
into perspective. My goal was to constantly increase the ratio of contributed time
to staff salaries and other expenses. Although there are few comparisons available,
I feel that a 5 to 1 ratio represents effective use of volunteers in relation to staff
time. Obviously, this applies more to cause-oriented membership associations
than to direct service organizations, but the exercise helps all nonprofit agencies
to think hard about volunteer utilization.

It's important to put a good deal of information into the budget, including
the detailed breakdown of the various line items. For instance, within the line
item of employee costs, it is important for the board members to know the relative
costs of basic medical, major medical, retirement, social security, unemployment
insurance, and any other benefits that might be provided. Most board members
won't want to get into that much detail, but at least it's there. ..

Budgeting dollars is only part o.f the necessary budgeting process. Budgeting
staff time is perhaps even more important. Just as dollar resources have to be
carefully directed toward the priorities determined by the board, so, too, must
staff time. This sounds much more complicated than it really is. It's simply a
matter of identifying the number of staff weeks that are available for actual work
and matching these to the ongoing activities and special projects. If time sheets
are coordinated with this, it's easy for a staff person to indicate the specific ac
tivities and projects to which time was devoted during the day. At the end of a
month or quarter or year, it's possible to see if the staff time was actually spent
in the patterns and on the priorities intended. This is an important way to help
board and committee members to better grasp the current level of commitments.
Otherwise, in the absence of this kind of specific information, boards and com
mittees are almost too ready to add new projects or to assume that what they
decided was priority is reflected by allocation of resources.

In addition to the board's own time, dollars and staff time are the two basic
resources available to the board. They must be carefully measured and metered
if they are to be directed in ways consistent with the agency's predetermined
goals.

An organization should produce a monthly income and expense statement,
balance sheet, and budget status report. These should go to the board of directors
and to the executive committee in advance of their meetings. Copies should also
be sent monthly to the finance committee.

The audit should also go the board with ample opportunity for discussion.
At least some members of the board should fulfill the functions of an audit com
mittee. Some organizations have a separate audit committee and others combine
this with the work of the finance or executive committee.

The accounting firm of Price Waterhouse has an excellent publication called
"The Audit Committee: The Board of Trustees of Nonprofit Organizations and the
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Independent Accountant." The functions of the committee responsible for the audit
are described as follows:

(1) Review of the financial statements with the independent accountants
prior to recommending approval by the Board. The purpose of such a
review is to determine that the independent accountants are satisfied
with the disclosure and content of the financial statements and to obtain
sufficient information from the auditors to facilitate analysis of the
financial statements submitted to the entire board of trustees.

(2) Appraisal of the effectiveness of the audit effort. This includes a
discussion of the overall approach to and scope of the examination, with
particular attention focused on those areas where either the committee
or the independent accountants believe special emphasis is desirable
or necessary. The responsibility for determination of the scope of au
diting necessary for the formation of an opinion on the financial state
ments resides with the independent accountants, and that decision must
be left to them. For this reason, the committee should not ask for nor
be given detailed audit programs.

(3) Determination through discussions with the independent accoun
tants that no restrictions were placed by management on the scope of
the examination or on its implementation. It is often appropriate for
management representatives to allow the committee to meet alone at
some point with the independent accountants. This is not intended in
any sense to reflect adversely on the integrity of management; instead,
it provides an additional margin of security in that there will be an
opportunity for a complete interchange, without the inhibitions or re
strictions that might exist if members of the management team were
present. It also establishes for the record that the independent accoun
tants were presented a chance to discuss with the committee any topics
they might choose.

(4) Inquiry into the effectiveness of the organization's management of
financial and accounting functions, through discussions with the in
dependent accountants and appropriate officers of the organization.
Particular attention should be paid to the adequacy of internal controls
over contributions and other sensitive areas.

(5) Review of reports prepared by the independent accountants dis
cussing weaknesses in internal control, organizational structure and
operations and containing recommendations to improve such weak
nesses. There should be careful consideration of the action taken by
management on the independent accountant's suggestions.
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(6) Recommendations of the appointment of independent accountants
for the ensuing year. The actual appointment of the accountants should
remain the responsibility of the full board, Management, through its
day-to-day dealings with the independent accountants, normally is in
the best position to evaluate the services provided, and its input to the
committee should be given careful consideration when nominations for
independent accountants are being considered, On the other hand, the
committee should be certain that management's recommendations are
objective and not designed to serve its own self-interest.*

One of the problems for both boards and staff is the need for several different
kinds of financial statements: for example, (1) those required in the standards, (2)
those developed for management purposes, and (3) additional state,ments in a
format required by governmental bodies, the United Way, or others.

I reconcile the requirements for different financial reports by starting with
the system and information I need to manage the agency. I make sure that this
is not incompatible with the standards and that my year-end reports can be easily
recast into the format required by the standards. Similarly, the records can be
recast to provide special information required by the finance committee, govern
mental agencies, foundations, and others. But the basic point is the need for a
system which is conducive to sound day-to-day management.

In an understandable preoccupation with meeting the required accounting
standards, too many agencies are trying to operate with the information that
comes out of that system, and it just isn't adequate.

Operating and reserve funds that are available for short-term investment
should be invested in savings accounts, certificates of deposit, treasury bills, and
certain categories of commercial paper. They should not be invested in common
stocks. This includes all funds needed for operations or considered ready reserves.

When common stocks are received as current contributions and are consid
ered part of operating funds or ready reserves, they should be sold at time of
receipt. If the organization is fortunate enough to have endowment funds, these
funds should be managed by a major financial institution selected by the finance
committee and approved by the board of directors. The investment policy should
be established by the board. This can include a "combined income" or "total
return" plan whereby the association, in consultation with the financial institu
tion, establishes a fixed income that will be drawn from both income and principal.
This allows for investment of some substantial part of the fund in common stocks
as a hedge against inflation. The finance committee should do an annual review
of the fund, and members of the finance committee should be readily available
to consider special advice from the financial institution.

• Reprinted from "The Audit Commillee" with permission from Price Waterhouse.
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In thirty years of nonprofit agency administration, I have had some pretty
rude awakenings and learned some pretty sad lessons. Let me summarize these
lessons from the school of financial hard knocks. The lessons and the consequences
apply to both board and staff.

• Budget realistically. It's too easy to get carried away with unduly
optimistic income projections and unrealistic expectations. The re
sulting deficits and the horror of the budget cutbacks-particularly
those which involve personnel-gradually teach the lesson that it's
better to face reality and disappointment during the budgeting pro
cess than later.

• Get regular monthly reports and study them carefully. These reports
should include at the very least the income and expense statement,
balance sheet, and budget status report. A situation can change rap
idly, and unless caught early it is not reversible.

• Be sure that the reports are acc~rate. This may seem obvious, but I
have lived with and through situations where, because of switchovers
in accounting systems or problems of personnel in the accounting
area, or just a plain poor accounting staff, reports have not been
reliable. It's easy to assume that the staff director has a close enough
view ofthe organization that the reports are not far out of kilter. Don't
believe it! If there is any indication that the reports are not accurate,
get that situation straightened out fast.

• Insist on understanding the financial picture and the reports. It's
better to look silly than not to pursue a part of the financial picture
or report which you don't quite understand. It's not sufficient that
the executive committee understands it or the treasurer or the ac
countant. The board members are ultimately responsible, and you
have to understand it. Staff and board should be sure that the books
are organized in such a way that they help the staff director manage.
It's easy to assume that by meeting the accounting standards or by
supplying the finance committee with what it wants, there are enough
financial reports and information necessary to manage the agency.
Do it in such a way that the figures can easily be recast to satisfy the
other requirements. Equally important is the need to be certain that
the reports are in a form that the trustees can understand and that
the trustees feel free to ask questions.

• Establish a close working relationship with the auditor. For the staff,
day-to-day access to the auditor is essential. Provide a realistic sum
in the budget over and above the cost of the audit so that the staff
director can feel free to consult regularly with the auditor on many
financial management considerations.

,
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It's probably not practical for the board to work with the auditor,
but the finance committee certainly should. If there is no finance
committee then the auditors should meet annually with the executive
committee or board. It has always been my practice that at least part
of that annual session of the finance committee and auditors is con
ducted in an executive session (without staff present). That bothers
some executive directors and even some finance committee heads, but
in a nonprofit organization it's too easy for the trustees to get far
removed from understanding the financial side of the enterprise. It's
important that at least those trustees who serve on the finance com
mittee have an opportunity to learn firsthand that there are no barriers
to getting the frank opinion of the auditors about the financial state
ments, internal controls, and the degree of cooperation givc;n to the
auditors.

• Involve the auditor in establishing, or at least approving, your internal
systems, including controls. It's not enough to assume that the au
ditors are satisfied with your systems and controls simply because
they provide you with a clean audit. They may be assuming too much,
and, because it is essential that this area be properly organized, it is
wise to involve them in setting up the system or at least regularly
examining it in detail. Although these functions are usually delegated
to staff, the board must be certain that they are fully and regularly
carried ou1.

• Make the most of the interest and knowledge of the treasurer and
chairperson of the finance committee. They can help tremendously in
interpreting agency operations and finances to the board of directors.
They will be useful in handling short-term investments or helping line
up bank loans during low cash flow. But, most of all, you will need
their hardnosed, pragmatic, conservative fiscal judgment. They often
provide unwelcome advice, but for that very reason it's important to
have it immediately at hand.

• Involve the key volunteer leaders in the development of the budget.
The budgeting function is often seen as an internal staff responsibility,
but the person who will be serving as president when that budget is
in effect can feel thwarted if he or she doesn't understand the budget
and hasn't had an opportunity to see that it reflects priorities as the
president and board perceive them.

• Recognize how easily the budget can thwart or contradict the board's
decisions on priorities. The board can go through an elaborate process
of determining new priorities. and yet if the budget follows the same

14-
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old pattern, the resources of dollars and staff are not likely to be
converted to the new pattern of priorities.

• Provide for some cushion in the budget. I know from experience how
important it is. It's so hard to cut a proposed budget back to fit realistic
projections of income that I am almost never able to build in a 10 or
even 5 percent cushion. On the other hand, I know that it is not possible
to anticipate fifteen months in advance what emergencies will occur
in the following fiscal year. Abudget should have a contingency factor
of 5 to 10 percent to be allocated, in small amounts, by the executive
committee or board of directors for the unanticipated needs that arise
during the year.

• Provide for some basic reserves. Nonprofit agencies should have re
serves equal to at least one half of one year's operating expenses,
though not greater than one year's operating expenses. This provides
funds during low cash flow, a cushion against the almost inevitable
occasional deficit, and some breathing room for emergencies. All this,
of course, is in addition to fulfilling the basic purpose of a reserve
to help the agency survive a truly catastrophic period.

• Don't switch accounting systems until you are really on top of your
information. There is always a temptation to help solve a current
accounting problem by moving to a new system. My experience has
been that you had better be very certain that you are getting accurate
information from your current system before you start major adjust
ments. For example, I've seen a number of agencies run into terrible
difficulty during a transition to computer operations. It's essential to
be getting accurate information from your current system before and
until the new system is functioning fully. It happens too often that
board members who come from sophisticated operations will want
to modernize the operations sooner than the staff is ready. They'll
graciously offer to have their own organizations provide some of the
equipment or computer time and people who don't know very much
about the operation will come in on a volunteer basis. I've even seen
organizations switch over to an available software package largely
because it is available and seemed to work for someone else without
adequate consideration of whether it really fit. I had one board mem
ber send me to a week's training school which turned out to deal
almost exclusively with large mainframe computers and other equip
ment utterly beyond our needs and finances.

• Realize that voluntary agencies are never going to get rich. Your
people will sometimes wonder when that day will come when the
agency won't be living hand-to-mouth or be facing an imminent fi
nancial crisis. I don't mean to unduly discourage you, but I don't think
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that the really effective voluntary agency dealing with a major public
problem is ever going to be comfortable. The needs and pressures to
do even more will always outweigh income. At least I know it's a way
of life and I'm not periodically disappointed that the tables haven't
yet been turned .

• Remember that deficits are hell!

This chapter has not attempted to describe the sophisticated procedures
appropriate for many organizations. They can be found in Accounting Guide and
Budgeting Guide, published by the United Way of America. Many voluntary or·
ganizations are as elaborate and sophisticated as most businesses in their ap
proach to financial planning, management of cash, decentralized budgeting, profit
centers, and computerization of data that can provide trustees and staff with every
possible analysis of financial operations and trends.

My purpose here is to try to provide you as a trustee with an understanding
of the basic functions you must fulfill. However large or small the operation and
however much sophisticated equipment is available to you, it still comes down
to "What am I accountable for?" And at the top of the list is stewardship.

I
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INTRODUCTION
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I ndividuals who join the board of a nonprofit organization may
think of their responsibilities in terms of how much money they
should give or what committees they will serve on. They may not

realize that a board member's responsibilities encompass far more.
Board members are responsible for the corporate survival, financial
viability, and program success of the organization. Most important for
purposes of this booklet, they have a fiduciary responsibility.

The concept of fiduciary responsibility-a trust held for the greater
community-goes back before modern times. Throughout history,
from ancient Athens to the American frontier, individuals in the
community have been selected to protect the common good-to make
and enforce laws, spend public funds, or care for the sick. Today's
board members, as custodians of something of value to the
community, have a similar role.

Board members must understand the issues important to financial
integrity and solvency, safeguards and procedures to protect the
organization, and signs of financial trouble. Armed with this
knowledge, board members will be able to protect and enhance the
nonprofit organization's capacity to serve the communiry.
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1. FINANCIAL QUESTIONS
BOARD MEMBERS

SHOULD ASK

Z.o .. W 4 ~. ,..,.." '~C::',:t ::;..::::t:::----

};..

l nonprofit board members share certain financial concerns that

involve the basic healrh and welfare of the organization. An

effective board member should raise the questions listed below

at least annually:

A. Do WE HAVE A SOUND FINANCIAL PLAN?

--'~

Many nonprofits try to do too much. A sound strategic plan linked

with a realistic financial plan will ensure that the organization is using

its resources effectively. As part of the planning process, the board

should work with the staff to identifY the organization's mission,

develop a strategic plan to fulfill that mission, and identify and select

programs to achieve strategic goals and objectives.

The planning process should include:

• An evaluation of existing and potential financial resources;

• An examination of internal and external environmental forces

affecting the organization and its funding;

• A review of the cost and effectiveness of existing programs; and

• An examination of alrernatives and their financial implications.

Once the board has determined programs, time lines, and basic

costs, those responsible for implementing the programs should be

assigned the task of developing the budgets needed to get the job done.

Budgets should cover at least one year, and preferably two or more.

The benefits of mulri-year budgeting easily offset the time required to

implement it. Given the great importance of this process. sufficient

time and training should be provided to see that the job is done right.

Many nonprofits allow three to six months to develop their budget.

This process should not be hurried-too much is at stake.
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If the organization's expenses are rising or falling ar the same pace as its
revenue, then the expenses are said to be "in line." Problems generally
arise when expenses are rising more quickly than revenue; if the
organization is not already running at a deficit (and consuming its
reserves) then at some point in the future, it will be.

Similarly, certain items of expense are directly relared to certain
sources of income. For instance, it is important to ensure that
nuhlicarion ("1(nense is not nrnnin!' f.1r ah('ad of puhlicHin!1 revenue.

will not necessarily make a current crisis worse because they are paid
off over a long period of time. Also, certain funds held by nonprofits
are restricted in how they may be used and will not be available in a
crisis unrelated to their restricted purpose.

Reserves might best be defined as those unrestricted assets that are
reasonably liquid, minus those liabilities that must be paid off fairly
soon. Therefore, a more conservative definition of reserves would be
the organization's current assets (minus inventory) less irs current
liabilities.

Nonprofit organizations can build their reserves only by running at
a surplus. An organization with accumulated reserves will have funds
available ro invest in equipment and property, apply to program
expenses, and protect rhe organization during periods when revenue
falls below expenses. Net income builds a surplus, sometimes quickly
from such events as a major fund-raising campaign, bur usually slowly
over time.

The level of reserves that is appropriate varies from organization to
organization. Most experts agree that if one year's operaring expenses
are "in reserve," the organization is in a strong financial position. Most
organizations, however, are not able to achieve this level. Each
organization should rake into account its own circumstances,
considering cash flow, capital requirements, etc., and set a reasonable
reserve level. The organization should build to this level over five to
ten years by funding reserves as a line item in the budget.

Naturally, organizations that have resrrictions on the use of certain
funds, such as an endowment fund that allows use of only the income
and not the principal, would require more substantial reserves to be
able to continue functioning effectively.

D. ARE OUR MAJOR EXPENSES IN LINE?

c. ARE OUR RESERVES SATISFACTORY?
Nonprofit organizations should monitor their financial strength to be
certain that they can continue to perform their important services
whatever problems the organization faces or whatever happens to the
economy as a whole. One gauge of financial strength is the level of
reserves of the organization.

Reserves can be defined in different ways. The simplest definition is
assets (or things of value) the organization owns, minus the
organization's. liabilities (or debts). The remainder is the fund balance,
or reserve.

There are problems with this approach. Reserves are needed when a
financial crisis occurs. Inventory and fixed assets, such as furniture,
equipment, or huildings, while useful, usually cannot help avert a

B. Do W'E HAVE ENOUGH CASH?
The availability of sufficient cash is critical to any nonprofit
operation-cash is the fuel on which the economic engine runs.
Typically, a nonprofit organization will hold sufficient cash in a
checking account to pay salaries and expenses for one month. If there is
not sufficient cash in the bank, the availability of certificates of deposit
or other investments that can readily be converted into cash can allay-,

concerns. Some organizations maintain a line of credit or other
borrowing ability to assure that they have enough cash available.

If an organization is short of cash, it should project the amount of
cash that should be on hand at the start of each future period, how
much will be received or spent during that period, and what will
remain at the end of the period. Cash-flow projections are usually done
on a monthly basis, although some organizations will project weekly or
even daily if they are truly cash poor.

Many organizations use computerized financial spreadsheets to
maintain 12 months of cash-flow projections on an ongoing basis.
Because most nonprofit organizations' cash-flow patterns are similar
from one year ro the next, studying cash-flow histoty can also help
financial managers to estimate the current year's cash flow more
accurately_

Cash-flow projections also enable the organization to plan for the
purchase of new equipment and other essentials.
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THE FINANCIAL RESPONSIBILITiES OF NONPROFIT BOARDS

E. ARE WE MEETING OUR BUDGET?

Also, because salaries are usually one of the largest expense areas for

nonprofit organizations, special attention must be paid to keep them

in line. A useful comparison can be obtained by dividing total salary

by total income for both current and historically comparable periods.

The idea is that the ratio of salary to income should either improve

(get lower) between periods, or stay in a range appropriate to the

organization.

This question goes to the heart of the difference between for-profit and
nonprofit organizations. A for-profIt's financial success is measured by

how much profit it earns-the more the better. The same cannot be

said for a nonprofit organization.
Although a nonprofit does need to build and maintain its reserves,

toO great a surplus may imply that it could have provided more

services or products for the good of the communiry, or that it needed

[0 raise less revenue. Neither conclusion is good for the image of the

organization.

Nonprofit organizations measure their success not only by the good
they do for the community, bur also by how well they managed to .

meet (or "make") their budgets. Fulfilling the mission is the bottom

line; balancing the budget makes it possible. Board members should be

aware that making either more or less than the amount budgeted can

resulr from a variery of circumstances. For example, if the

organization makes more than was budgeted, it is possible that it spent

too little on programs, or that it padded the budget with extra expenses

just to be on the safe side. It can also mean, of course, that the
organization was more successful than anticipated in enlisting grants or
other revenue.

Similarly, making less than was budgeted can occur for a variety of

reasons. The organization might have taken on unanticipated tasks, or

allowed expenses to go our of line. Both the income and the expenses
that were budgeted need to be compared to actual income and

expenses for the full story to be told.

If a nonprofit organization does not have a budget, then it is
exceedingly difficult to determine whether it is being managed
effectively (alrhough some would conclude that the lack of a budget
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even-running at a very small gain or loss-is not enough.
Performance should also be projected, both to create a goal for

volunteers and employees and to create a measuring device for success'
or failure.

Many nonprofit organizations exist at the whim and the will of the

public they serve. If they behave in a fashion that seems wasteful or

inappropriate, the public can turn against them. Sources of funding dry
up and the organization can be hurt or put Out of business.

What exacerbates this situation is that nonprofits operate in a fish
bowl. Their activities are open to the scrutiny of volunteers, members,

and the public. The federal government, through the Internal

Revenue Service, requires that the nonprofit make its annual reporting
document (Form 990) available for inspection or duplication to

anyone who requests it. Thus, it is critical that a nonprofit not only

appear to be acting appropriately, but that it actually is acting
appropriately.

The appearance of propriery extends not only to fulfilling the
organization's exempt purpose, but also to how efficiently it is

perceived to be achieving its ends. Each organization must look to

others in its field to determine that its operating and fund-raising COStS
are reasonable in comparison. Although there are no true nationwide

or industry-wide standards, each entity can be compared to its peers.

R ARE OUR EXPENDITURES APPROPRIATE?

G. ARE WE INSURED APPROPRIATELYAGAINST
RISKS?

Even with the greatest vigilance on the part of board and staff,

problems may arise that threaten the financial health of the

organization. Board members should make sure that the organization is
managing its risks, either by insurance or other means, to ensure its

continued existence. The organization's assets should be insured, and

everyone involved with cash and securities should be bonded. If being

open for business is critical to the organization, business interruption

insurance can provide income lost if-the organization is forced to close
for a time.
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OMB A-I33 requires that outside auditors review and repon on

whether the funds provided were spent for the precise purpose

intended, and were spent in a fashion appropriate to all federal

guidelines. It also requires that the outside auditor report on the

effectiveness of the system of internal controls in ensuring compliance

with federal rules and grant terms. Every nonprofit receiving federal

funds is now subject to this increased scrutiny. Organizations that

have not correctly complied tend to appear in newspaper headlines
locally or nationally, depending on the gravity of their errors.

Public exposure is not the only unpleasant result of failure in this

regard. The federal government has many penalties it can bring to
bear, the harshest being a suspension of funding or a demand tor the
return of grants.

~

.•1.......

Organizations that receive funding from the federal government,

foundations, individual donors, or other entities must usually follow

specific rules and guidelines or face suspension or retraction of funding.

The board is ultimately responsible for ensuring that this income is

managed properly.

Recipients of private grants or contributions: Frequently, donors
provide funding for a restricted purpose, such as research in a specific

area, a particular project, or a specific prize. These restricted funds

must be spent for their designated purpose. Nothing is more certain to
damage a nonprofit organization's ability to attract funds than for it to

be found using restricted funds for non-restricted purposes.

An organization that receives restricted gifts must account for thll

funds carefully so that it can prove their use for the purpose intended.
Nonprofit organizations have developed a system, called fund

accounting, to address the need for accountability to donors and
funders and to ensure that funds are spent for their designated

purpose. Organizations using fund accounting classify assets into funds
that are to be used for a specific purpose. Each fund has a complete set

of accounts and constitutes a separate accounting entity, allowing the
organization to report accurately to the board and to funders on the
status of restriered funds.

Recipients of federal funding: Strier rules apply to recipients of
federal funds. Any organization receiving either direct or indirect

economic benefits in excess of $25,000 is required to conduct a special
audit of its handling of those funds. This is called an A-133 audit
because it was communicated to the public in the Office of

Management and Budget's Circular A-133. The requirements for A
133 audiTS vaty, based on the number and amount of federal awards
received.

The National Center for Nonprofit Boards has produced several

publications dealing with risk management that are available as a

packet entitled The Board Member's Guide to Legal, Liability, and

Ill5urance Issues.

H. ARE W'E MEETING THE GUIDELINES AND
REQUIREMENTS SET BY OUR FUNDERSf

THE FINANCIAL RESPONSIBILITIES OF NONPROFIT BOARDS
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II. SYSTEMS THAT PROTECT
NONPROFIT ORGANIZATIONS

- __E:ld::!!·.£i~.~.... r<::,·::t==·---
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A. INTERNAL CONTROLS

Internal controls are those processes and procedures that protect the

assets of an organization and promote its efficient operation. For

internal controls to succeed, they must address both concerns

simultaneously. For example, a process to pay bills that is very efficient

but occasionally pays invoices that should not be paid sacrifices roo

much in protection of assets (cash, in this case) to achieve an otherwise

valuable efficiency. A good balance is at the heart of a good system of

internal controls.

Certain syste'ms should be in place to protect every nonprofit

. organization. Management is responsible for making sure that

the organization implements and maintains these systems, but

the board should assure itself that management is following board

policies.

The most difficult internal problems to identifY are those that occur

due to accretion, or gradual accumulation, rather than through gross

mismanagement or malfeasance. As an organization grows, se~mingly

insignificant erroneous activities or behaviors tend to develop

incrementally. When these activities first arise, they are too small to be

important. The impact of these errors can grow with the organization,

however, resulting in a major problem when the matter finally comes

to light.
The job of a diligent board member is to make sure not only that

management reviews established accounting procedures, but that the

board also regularly takes a fresh look at ongoing routines.

All of these systems taken together provide protection, allowing for

the safe and efficient operation of the organization.
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disbursement, then a copy of each check (both valid and void) could

be sent to a designated officer along with the canceled invoice that

caused the check to be created. This after-rhe-fact review is far bener
than no review at all.

Nonprofits of every size work hard to develop whatever assets rhey

have. Good internal controls will ensure that rhese hard-won assers are
not lost or consumed inefficiently.

I .. _ _
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B. ACCOUNTING POLICIES AND PROCEDURES

Every nonprofit should have wrinen policies and procedures governing
how it does business. The reason for wrinen procedures is clear:
wrinen procedures are easier to follow, especially over time. Two
specific documents are mosr important to have in place:

Accounting manual. This document contains the guidelines for
maintaining good internal controls. Each srep in the fiscal process
should be analyzed and the best, most appropriate procedure for
handling that step should be described in writing.

The resulting document can indicate which staff are responsible for
which steps in the process, and even who is to subsritute in case of

absence. An accounting manual, prepared or reviewed by professionals
and kept up-to-dare, is an essential tool for a nonprofit organization.

Investment policies. The most critical asser of mosr nonprofit
organizations-afrer its board, leadership, and staff-is cash.

Organizations should have procedures for safeguarding cash, for

ensuring its liquidity, and for keeping ir productively employed at all
times. These procedures combine to form the cash management

element of the organization's investment policy. A good investment
policy will:

• Delineate a specific philosophy of investment management and
establish parameters for investment risk and return;

• Assist the designated investment manager and protect his or her

position by setting up practical guidelines and clear performance
objectives; and

• Establish a process for reviewing invesrment objectives and
strategies and reviewing the manager's performance.

Some policies, especially those for organizations with smaller

)

1/

Protection of assets is fundamental to the well-being ofa nonprofit

organization. The board, with the help of its staff, must create internal

controls that will protect those assets most subject to waste or theft.

The key to good internal controls is segregation of duties. This

concept requires the organization to separate incompatible elements of
certain transactions. For instance, whoever is approving invoices to be

paid should not be preparing the checks to pay the invoices, and

whoever is preparing the checks should not be signing or maili~g the

checks. Separating these functions makes it much more unlikely that

an organization will pay an inappropriate invoice.
Similarly, the person who receives cash should not be the person

who records that receipt in the books of account. By controlling both

sides of that activiry, an individual could misappropriate the cash and

cover up that fact in the financial records.
Board members of nonprofit organizations should insist on effective

internal controls. Good controls can be achieved by a procedure as

simple as requiring rwo signarures on a check, or can be as complicated
as requiring ar least five different staff to be involved in preparing a

disbursement.
Board members should ask if there is an up-to-date accounting

manual detailing correct procedures. If the board has any doubt about

the internal controls, ir should address questions to the organization's

auditors. If the auditors are not reasonably sarisfied with the state of
the controls, then the board should consider an internal control study.

Such a study involves a thorough review of the controls, and results in

a wrinen report delineating any shortcomings.

Good controls require the segregation of duties, and that requires at
least rwo or three (and preferably more) staff members. It is much

more difficult to achieve or maintain good internal controls in a small
organization. Board members of these organizations must, therefore,

work hard to gain as much protection as possible for their assets.
Techniques and services are available to help small organizations.

Cash receipts can be best protected by directing that all receipts be
sent, not to the organization, but to its bank. This "lock box" process,

while it can be somewhat costly, provides excellent control over
receipts.

Small organizations can gain enhanced control over disbursements
1 n' l. ._. .." " ... , .. : L .1, .
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FDIC-insured bank accounts with balances under the $100,000 limit

and short-term U.S. Treasuries." Policies for organizations with larger

reserves might exclude certain high-risk investments, or state what

proportion of the reserves may be in stocks (equities), rather than in

bonds (debt instruments).

c. BOARD COMMITTEES RESPONSIBLE FOR
FINANCIAL OVERSIGHT

The entire board of a nonprofit is legally responsible for the

organization's financial success. For routine governa'nce, however,

many boards delegate certain financial duties to designated committees,

which report regularly to the full board.
Some boards assign one committee (usually called the finance

committee) to oversee financial operations. This role could include

regular, in-depth review of the organization's financial activity;

oversight of the budgeting process; and operation or review of other

activities such as fund raising, employment practices, the audit, and

investment performance.

In larger organizations with more volunteers, additional committees

might be responsible for specific areas. These additional committees
could include a budget committee, a personnel committee, and an

audit committee.

An audit committee can be useful for a number of reasons. Its

primary function is to accept and review reports provided by external

auditors, and to select the audit firm that will provide the subsequent

year's audit. The audit committee can also serve as a neutral third

party to review conflicts between the auditors and management. If
such conflicts arise, it is critical that the auditors have an opportunity

to express their concerns in a private session with a duly designated
audit committee.

Financial committees of the board must exercise the same care as

the full board itself ro refrain from micro-managing the organization.
Simply put, the board hires management to manage; the board's role is

to oversee. Attempts by the board actually to manage the organization
waste staff time and result in substantial inefficiencies. Even where

embezzlement or mismanagement has required the board to take a

stronger role in managing the organization, the board should work

hard to put good managcmeut in place quickly and remove itself from

D. EXTERNALAUDITS

The key role of the external auditor is to attest to the accuracy of the
organization's financial statements, although it may also embrace

consultation on internal controls, investment policies, or related

subjects. The principal purpose of an external audit is to keep the board

and other key constituent groups apprised of the organization's
financial position. Secondary purposes include meeting government
regulations and qualifYing for loans or grants.

To effectively perform this function, the auditor must be absolutely

independent of management and must, by the rules of the profession,
avoid financial inducements and resist pressure of any kind from

management to alter their opinion. When auditors have failed to

maintain their independence, lawsuits have followed.

A good audit firm will work with management while maintaining
an independent, critical eye. The firm should provide, in addition to

an opinion on the financial statements, a written report (the,

"management letter" or "letter of reportable conditions") highlighting
any major weaknesses in internal controls and other significant
operational deficiencies.

A truly professional audit firm will maintain its perspective and
independence year after year. If the board is satisfied with the
auditors' competence, independence, and perspective, it need nor

replace them. The auditor's in-depth understanding of the nonprofit's

operation, gained during years of auditing the organization, can be

exceedingly valuable, but this insight is only valuable so long as it is
accompanied by an appropriately high level of ethics and
responsibility.

If an organization is too small to afford the expense of an annual
external audit, alternative solutions are available.

o Some small nonprofits have an audit performed every two years.

This provides the assurance that only an audit can provide, while
nearly halving the cost.

o Another alternative, which provides considerably less assurance, is a
"review" provided by an external auditing firm. A review is rnuch

less thorough than an audit, but it does ensure that the financial

statements have been prepared on an acceptable basis and that this
year's numbers make sense given prior years' performance. \X!hile
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this service has been available for a number of years and tends to
cost half the price of an audit, its inability to provide substantial
assurance has made it less popular with nonprofit boards.

• An organization with financially astute volunteers may ask those
volunteers [Q undertake a "members' audit." Two or more
members visit the organization and test its fiscal activities and
records. For example, they might test the appropriateness of some
of the checks written, looking at the invoice that required payment
and how the payment was entered in the books of account.

Additional member audit procedures might include an
investigation of how receipts are being processed, whether key assets
actually exist, or if the payroll records are in good order.

The key to success in a members' audit is that no area or
activity be sacrosanct. It is essential that the members undertaking
this effort be free to look where they please and that they be creative
in their investigations. Some organizations that use member audits
have an external auditor accompany the volunteers to aid or guide
their efforts.
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III. UNDERSTANDING THE
FINANCIAL CONDITION
---....E!=1:e:.,:..~:::"~...c:':::::':::z:.g=?I1••_--

Board members must understand the financial condition of their
organization in order to serve and protect it. Financial insight
is essential [Q making wise decisions on the vast majority of

board matters.
Numerous documents are available to those who are not fully

versed in reading and understanding financial repons. For example,
the National Center for Nonprofit Boards has published a booklet
entitled Understanding Nonprofit Financial Statements: A PrimerfOr
Board Members, which explains the basic language of finance, how to
read a financial statement, and how to work with the numbers to gain
insight into the organization's financial condition.

Unfortunately, even those skilled at reading financial statements
may have difficulty in understanding information offered by nonprofit
organizations. Accounting for these entities is somewhat different
from that for profit-making ventures, and confusion can result. If a
board member is not satisfied with his or her understanding of the
financial statements and explanations provided, the member should
insist that the organization provide better information.

Better information can take a variety of forms. For example,
because no one can absorb all the details in a financial report,
communicating less (but more meaningful) information is sometimes
better than simply providing detailed information with no explanation.
The staff might write a narrative describing the highlights of the
reporting period to accompany the financial report. Chans and graphs
can point out the most important trends or relationships. Finally,
because board members must have the details as well, reportS should be
standardized so that the board can quickly access the details and
compare items with previous reports.
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• A statement of changes in fund balance: This statement is
occasionally combined \vith the statement of revenue and expenses.

It reflects the beginning fund balance plus the current period's net

gain or loss, and may include other adjustments to reach the ending
fund balance.

• A statement of cash flows: This statement is prepared in a format
that focuses on where cash came from and how it was used. (This

statement should not be confused with the cash-flow statement

discussed earlier, which is a tool for managing cash.)

In addition to the statements listed above, every group of audited

financial statements must be accompanied by certain required footnotes

that help the reader understand the organization's financial situation;

board members should read these footnotes carefully. The notes

highlight significant accounting policies, major acquisitions or changes
in operations, pension requirements, lawsuits, and other significant

information, and provide details on significant matters.

On occasion, an organization will want more detailed information

than is required in the basic audited report. In these situations, the
auditors will attach to the notes a separate opinion, followed by

additional statements or supplemental schedules. This opinion will

indicate the level of assurance the auditors are providing on these

statements. Readers should be aware that the level of assurance may

not be the same as for the basic audited statements.

There is sometimes confusion about what is being purchased when

an audit is performed. An audit is the process by which certified public
accountants are able to form an opinion as to whether the

organization's financial statements fairly reflect its financial position,

the results of its operations, and its cash flow. It is a lengthy and

thorough study of the organization's financial records and procedures

that looks not only at the numbers themselves, but also at whether

appropriate accounting principles were used, and, if so, whether they

were consistently applied.

An audit does not guarantee that the financial statements are

perfectly accurate because it is concerned only with material or

significant amounts, nor does it ensure the competence, wisdom, or

honesty of management.
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Each hoard member is responsible for gaining a sufficient level of

comforr and understanding of tk· numbers. If any issue, large or

small, is not clear, the board should seek clarification. A diligent board

member will ask as many questions as are needed to lay to rest any

doubt or uncertainty.

A. DOCUMENTS THE BOARD SHOULD RECEJYE

There is no single standard for all nonprofits regarding which financial

statements the board should receive. The area of greatest diversity is

found in the internally prepared financial statements.

1. INTERNALLY PREPARED FINANCIAL STATEMENTS

Most nonprofit organizations prepare financial reports on a monthly

basis. This information is certainly needed for management, but may

not be necessary for the board to review. Many boards find quarterly

internal financial statements to be sufficient.
In organizations with satisfactory reserves, a finance committee

might analyze the monthly or quarterly reports, while the full board
reviews only the annual internally prepared statement and the external

audit. Boards with no finance committee should consider reviewing'

the organization's financial statements at least quarterly.

2. AUDITED FINANCIAL STATEMENTS

Much more consistency among boards exists on the matter of
reviewing externally prepared financial statements; the board should

always review year-end audited financial statements.

These year-end statements should include:

• A balance sheet: This statement shows the assets and liabilities of

the organization at a given point in time, in this case at year-end.

Whenever possible, this statement (and the statement of revenue

and expenses described below) should include comparative figures
from the previous year, as long as there has been no change in year

end or the chart of accounts.

• A statement of revenue and expenses: This statement shows
revenue and expenses for a specified period of time, in this case one

year, and whether there was a net gain or loss.
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Various opinions may resulr from an audit. Most organizations
rccei\'e "clean" (or unqualified) opinions, but some do' not. Listed

below are the different types of opinions and why they might be

received.

• An unqualified (clean) opinion, the highest level of assurance the
auditor can provide, is used when the auditor is satisfied with the

financial statements, The three paragraphs of a typical clean
opinion are provided as Appendix B. "

This type of opinion sometimes includes a fourth paragraph

drawing the reader's attention to a particular matter. This fourth

paragraph follows the opinion paragraph of a clean opinion. It
does not reduce the level of assurance the auditor is expressing, but
it simply refers to the full disclosure of the matter in question in the

footnotes at the end of the financial statements. Examples include:

opinions based, in part, on the work of another auditor, or
emphasis of a matter such as the unknown outcome of a lawsuit.

• A qualified opinion is provided when the auditor expresses
reservations on a specific issue. Qualified opinions frequently resulr

when the organization is following accounting principles that are

not generally accepted, according to the American Institute of

Certified Public Accountants. A qualified opinion should
encourage board members to ask questions directly to the auditors.

An adverse opinion is a negative opinion and is used when the

financial statements are misleading and management will not

correct them. These are exceedingly rare and should alert the board
that strong corrective action is required.

• A disclaimed opinion indicates that the auditor is unable to form
an opinion. It often arises because of a lack of independence, or

due to a scope limitation, meaning that the auditor has been unable

to gather enough information to form an opinion, e.g., cannot rely
on the beginning inventory count because no audit was conducted

at the end of the previous year. This eype of opinion can also resulr
when the organization's internal controls are unsatisfactory. When

a board receives a disclaimed opinion, it should promptly
investigate the cause for the disclaimer.

j - ... I~
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In addition to providing an opinion on the financial statements,
auditors are generally required to rrm'ide a Managemt:1lt Letter,

sometimes called a Letter of Reponable Conditions, This letter should
always be distributed to the board because it provides the auditor's

observations on any significant deficiencies they may have discovered

in the internal control structure of the organization. In addition, this
letter may mention other matters that the auditors believe are of

sufficient import to require the attention of management. If no

reponable conditions are discovered, no written communication is
required.

3. OTHER IMPORTANT FINANCIAL REPORTS

In addition to the audited financial statements and the management
letter, other financial repons may be required of a nonprofit

organization by the federal government or by state governments,

grantors, donors, or affiliated organizations. The most imponqnt of

these is the IRS Form 990, which provides information to the federal

government about how the organization raised its revenue and for what
purpose and in what fashion it incurred its expenses. In addition, the
Form 990 requires that a beginning and ending balance sheet be

provided. For charitable, educational, or scientific organizations,
additional information must be provided on Schedule A.

Board members should consider reviewing the Form 990 before it is
filed, because this document communicates to the IRS how the

organization is fulfilling its tax-exempt purpose. In addition, the IRS

requires nonprofit organizations to make the Form 990 available for
inspection or duplication to anyone requesting access to it. Thus,
accurate and effective communication is essential.

Board members should consider reviewing the repons that resulr

from the OMB A-133 audit, which is required for organizations

receiving more than $25,000 in federal support. In a series of as many
as nine separate repons, the auditor is required to attest to the fact that
there is "reasonable assurance that the organization or institution is

managing federal awards in compliance with applicable laws and

regulations," and that the organization is safeguarding the federal
funds.
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Private inurement: Any board member who is benefiting

financially from the nonprofit organization may pose a substantial

threat to the organization's survival. When the IRS audits a nonprofit

organization, it invariably attempts to ferret out incidents of private

inurement. If it finds any appreciable amount, it can revoke the
entity's tax-exempt status. The only individuals who should be

gaining financially from a nonprofit organization are those who are

employed by the organization (and that benefit should be only in the

form of reasonable salary and benefits). All others who receive benefit

should do so as a result of the organization's fulfillment of its exempt
purpose.

Unplanned auditor turnover: Board members should be curious

about an unplanned auditor change, which often signals a substantial
disagreement berween management and the auditing firm. The board,
either directly or through its finance or audit committee, should

investigate any unplanned auditor turnover. Any investigation should

include a dialogue with the auditors during which managemein is not
present.

Board micro-management: One of the most serious problems a

nonprofit can face is too much detailed operational management by

the board. A board that is involved in many small-dollar decisions is
creating enormous inefficiencies. Good board members will monitor

the board's involvement in management and suggest appropriate
corrections.

Certain occurrences portend trouble. Board members should be alert to

the following signs of organizational distress.

Critical income sources declining: Every nonprofit organization

relies on certain major sources of income. A membership organization

may rely on dues, meeting income, education, or publications as its

key sources; a charitable organization's revenue may come entirely

from contributions. These critical sources should be tracked carefully.

Any significant decline in these key sources is a sure sign of trouble.

Certain expenditures increasing: Certain expenses should be

watched more closely than others in nonprofit organizations. The most

important of these is salary and benefits, because these represent a
major portion of the organization's expenditures. Nonprofit

organizations use benefits as an incentive somewhat more frequently

than do for-profits, and tracking these expenses as a percentage of total
expenses can be very illuminating.

One expense that tends to indicate problems is the miscellaneous
expense account. If this item increases, hidden costs or less-than

adequate bookkeeping may be the cause. In either case, an inquiry is
warranted. Another expense to watch is consultants' fees. If this

expense goes up noticeably, it may reflect activity that could be better
brought in house. In addition, a rise in consulting costs can signal an
undisclosed major issue.

B. SIGNS OF FINANCIAL DISTRESS

These reports are sent directly to the cognizant government agency,

usually the agency that is providing the bulk of the funding. If an

organization fails to meet government standards, then the grant

making agency may cut off or demand refunds of awards. Thus,

attention to these repofts is strongly recommended.
Whether other required year-end reports are reviewed by board

members is largely a matter of their significance to the organization.

Whenever a report involves the potential of substantially increaSed or

reduced funding, board review is advisable. Reviewing insignificant

reports draws time and attention away from other matters, however,

and board members should focus their attention where it will do the

most good.
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A functioning nonprofit organization provides services or

products of such great importance that the community

dedicates time and money to help it achieve its purpose. Board
members are custodians, not only of the organization's assets and

liabilities, but also of the accumulated effortS of those who preceded

them in founding and expanding the entity they now serve. Board
members hold in trust the economic engine that is the nonprofit's

ability to continue to serve the community. Protecting and enhancing

this capacity is the true financial responsibility of board members of
nonprofit organizations.
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APPENDIX A
Ten Key Financial Questions
Board Members ShouldAsk

1. Have we run a gain or loss?

2. Are our key sources of income rising or falling?

3. Are our key expenses, especially salary and benefits, under

control?

4. Do we have sufficient reserves?

5. Is our cash flow projected to be adequate?

6. Where are we compared with budget?

7. Is our financial plan consistent with our strategic plan?

8. Is our staff satisfied and productive?

9. Are we filing on a timely basis all the reporting documents

we are supposed to be filing?

10. Are we fulfilling our tax-exempt purpose as granted by the

IRS?

NATIONAL CENTER FOR NONPRUFIT BOARDS

APPENDIXB

Exa1nple Ofan Auditor's Opinion

Following is an example ofan unqualified 01' "clean" auditor sopinion
as recommended by the American Institute ofCertified Public
Accountants:

Independent Auditor's Report

Board of Directors
XYZ Nonprofit Organization, Inc.

City, State

We have audited the accompanying balance sheets of the XYZ
Nonprofit Organization, Inc. (the Organization) as of December 31,

19X2 and 19X 1, and the related statements of revenue and

expenses, changes in fund balances, and cash flows for the years then

ended. These financial statements are the responsibility of the

Organization's management. Our responsibility is to express an

opinion on these financial statements based on our audits.

We conducted our audits in accordance with generally accepted
auditing standards. Those standards require that we plan and

perform the audit to obtain reasonable assurance about whether the

financial statements are free of material misstatement. An audit

includes examining, on a test basis, evidence supporting the

amounts and disclosures in the financial statements. An audit also

includes assessing the accounting principles used and significant

estimates made by management, as well as evaluating the overall

financial statement presentation. We believe that our audits provide
a reasonable basis for our opinion.

In our opinion, the financial statements referred to above present
fairly, in all material respects, the financial position of the XYZ

Nonprofit Organization, Inc. as of December 31, I9X1 and 19X 1,

and the results of its operations and its cash flows for the years then

ended, in conformity with generally accepted accounting principles.

Auditing Firm Name
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Tax and Inforntation Filing Calendar
for Nonprofit Organizations

Table 1: Federal Filings

Tax and Infornlation Filing Calendar
for Nonprofit Organizations
Table 2: Typical State Filings

940/940EZ" ]/31
941 4/30,7/31, 10/31, 1/31

W·3/W·2 ]/31
1099MISC 1/31
10991NT I!31
1099 Series 1/31
1096 2/28
990/990EZ 5/1 5
(List) 9/30 for upcoming year
990·T 5/15

ASAP after formation
3X 4/15,7/15, 10/15, 10/

12/3, 1/31
1120POL 3/1 5

5500C/R 7/31
5500 7/31

5500ClR 7/31

5500ClR 7/31
5500 7/31

, Based on tax and plan years ending December 31
501 (cl(31 orl'aniwions may he exempt

I ~
t.

·
I
i,
~

I•
I..
~

~
f

f
I

•
f

f
,

k.....
\

Due Date'

3/1 5
5115

4115, 7/15, 10/1 1,
10/22,12/3,1131
3/]5

ASAP after formation
ASAP afler formation
ASAP after formation

4/30,7/31, 10/31. 1/31
20th of month ilaries)
1/31
7/31
20th of month
II/I
4!l5
5/1 5

Filing

These tables have been provided as a general overview of
federal and statefinancial reporting requirements. This

infOrmation is subject to changes in federal and state
regulations. State regulations vary widel)'. Organizations and

board members needing assistance with filings should hire
nrofessional attornel'S 171lrll7r('nlf11tf1llfl

A. Initial Formation:
I. Combined Registration Application
2. Application for Exemption
3. Charitable Solicitation Registration'"

B. Payroll Forms and Returns
I. Unemploymelll Tax
2. Payment of Taxes Withheld
3. Annual Reconciliation and Report of Withholding

C. Personal Property Tax....
D. Sales and Use Tax....
E. Repon of Unclaimed Property
F. Annual Corporate Repon
G. Copy of Federal Form 990
H. Corporate Income Tax Return:

(If organization receives unrelated business income)
I. Charitable Solicitation Annual Repon'"
J. Political Action Committee

I. State Election ReportS (Eleclion Year)

2. Corporate Income Tax (on Interest Income)

, Based on tax and plan years ending December 31
501 (c)(3) organizations may be exempt

,.. 501 (c)(3) only
501(c)(3) may apply for exemption

ASAP after formarion
ASAP after formation

ASAP after formarion

Due Date*FormFiling

A. Initial Fmmation:
I. Application for Employer

Identification Number SS4
2. Application for Recognition of Exemption

a. 50I(c)(.J) 1023
b. Other tban (c)(3l 1024

B. Payroll Forms and Returns
I. Unemplo)'melll Tax
2. Social Security and Withbolding Tax

C. Information Returns
I. Wages and Tax Statements
2. Miscellaneous Income Statements
3. Interest Income Statements
4. Other Income
5. 1099 Transmillal

D. Exempt Organization Returns
I. Group Exemption Update

E. Exempt Organization Business Tax
F. Political Action Committee

I. FEC Initial Registration
2. FEC Filings (Election Year)

22,
3. Interest Income

G. Employee Benefit Plans
I. Pension, 401 (k)

Under 100 participants
100 or more participants

2, Health, Group Life. Disabiliry,
or Dependent Care - 100 or more
participants

3. Group Legal Services or
Educational Assistance
Under 100 participants
100 or more part,icipanrs
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SUGGESTED RESOURCES
Butler, James c., editor. Board Members and Risk: A Primer on

Protection ftom Liability, Washington, DC: National Cenrer for
Nonprofit Boards, 1992, 16 pages,

This introduction to risk managemenr includes an overview of the
options available to protect board members from liabiliry, a
discussion of directors and officers insurance, and answers ro"
common questions.

Dalsimer, John Paul. Understanding Nonprofit Financial Statements: A
Pri1l1erfOr Board Members. Washington, DC: National Cenrer for
Nonprofit Boards, 1991, 24 pages.

This booklet helps the individual board member to understand the
concepts, forms, and terminology needed to be effective in carrying
out their financial responsibilities. Sample documents are
explained in detail to assist anyone needing to become more
comfortable with financial statemenrs, from the bookkeeper to the
treasurer, to the board itself.

Drucker, Peter J. Managing the Nonprofit Organization: Principles and
Practices. New York, NY: Harper Collins, 1990, 235 pages.

Board members looking for practical suggestions by Drucker and
experts in the field in identifYing and resolving the challenges
facing nonprofits will find this book of particular use. This book
provides valuable insight into the philosophy and operational
strategy of nonprofit organizations.

Gelarr, James P. Managing Nonprofit Organizations in the 21st
Century. Phoenix, AZ: The Oryx Press, 1992, 256 pages.

Numerous checklists and detailed examples make this book
exceptionally valuable for board members. This book provides a
thorough and detailed review of all aspects of properly managing
the nonprofit of today and tomorrow.

Ingram, Richard T. Ten Basic Responsibilities ofNonprofit Boards.
Washington, DC: National Center for Nonprofit Boards, 1988,
22 pages.

This booklet outlines in simple terminology what is required of
the nonprofit board as a whole, as well as of individual members.

NATIONAL CENTER FOR NONPROFIT BOARDS

Leifer, Jacqueline Covey and Michael B. Glomb. The Legal Obligations
ofNonprofit Boards: A Guidebook for Board Members. Washington,
DC: National Center for Nonprofit Boards, 1992, 58 pages.

This guide explains, in lay terms, what is necessary for the new
board member to understand in the way of state, federal, and
corporate laws. It stresses the board member's duties and liabilities
and the necessary precautions one must take for the organization
as well as for the individual member.

Tremper, Charles, and George Babcock. The Nonprofit Board's Role ill
Reducing Risk: More Than Buying Insurance. Washington, DC:
National Center for Nonprofit Boards, 1990,20 pages.

This booklet guides the nonprofit through the risks intrinsic with
all nonprofit organizations. It outlines the various types of
insurance that nonprofits must have in areas such as properiy
damage, personal injury and employee grievances.
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ADMINISTRATIVE APPROACH TO CONFLICTS
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NEGOTIATIONS HELP TO OPTIMIZE THE SITUATION

If you start a negotiation process, remember that even the most advanced negotiation methods
cannot settle the conflict of objective needs of development and the public shell where it
unfolds. If this shell hinders the development process, it should be changed or destroyed 
whether with your participation or without it. On the other hand, a well-organized procedure
is capable of smoothing the negotiation conflict and minimizing inevitable economic, social,
political and moral damage. It can emphasize the advantages, too. So, OPTIMIZATION OF
A SITUATION should be treated as the main goal ofnegotiations.

What is the idea behind the optimization?
TO CHANGE DISSONANCES TO CONSONANCES!
Conflict is a dissonance, an antonym to conflict is harmony. This equally refers to language
and real life. Dissonances make the music interesting and dramatic, they are meaningful if the
composer can tum the dissonance into a delicate sound. Their progressive function is
reflected by the transition to consonances. A permanent conflict will lose its dramatic interest
and become a regular noise or chaos. Conflict moving to settlement is meaningful. The same
is true for sports and games: a long game without any result becomes unbearable. (by
Boulding K. Conflict and Defense: a General Theory. NY.:Harper, 1962.)

STRATEGIC APPROACHES TO NEGOTIATIONS

1) Moral or legal. This approach is characterized by the desire of both parties to settle the
conflict by means of legal or moral regulations. The result depends on whether the parties
have agreed on these regulations. If they are accepted by everyone, the problem boils down to
how they can be used. If there is a disagreement on the rules ofthe game, they are rejected as
inapplicable by one or all the parties. Then they should be imposed on the parties.
2) Obligatory or realistic. It is also called bargaining. Negotiations reflect the parties' urge for
domination. There is a certain constraint over those who obey. This approach does not result
in long-term stability. However, those who choose it, do not think otherwise: they believe not
in peace but in armistice, i.e. a temporary settlement ofa conflict.
3) Problem solving. Theoretically, this approach is very good, but it is extremely difficult for
use in practice. It is also called idealistic. It is used only when all the parties - irrespective of
their position, cruelty or humanity, strengths and weaknessess - establish a relationship which
corresponds to their individual ideas. They base it on assumption that they are all losers and
will win after problems are solved. There is neither obvious nor concealed obeyance, and
this makes the situation self-supporting. Similarly, the rest ofthe problems are solved.



DO'S AND DO NOT'S OF PROBLEM SOLVING

Do: first define the problem in the terms of goals

Do not: start with talking on possible solutions

Do: concentrate your attention on the problem

Do not: discuss personal qualities ofthe other party

Do: create the atmosphere of trust and positive attitude to each other

Do not: demonstrate irritation or express direct or indirect threats

Do: establish the exchange of information

Do not: use information blockade

VARIOUS TACTICAL WAYS OF NEGOTIATING
PROS AND CONS

POWER
Pro
The conflict is settled temporarily.

Con
The reason is not eliminated and the threat of aggravation remains. Besides, the weaker party
may not obey and passively resist the oppression. In this case an extremely dangerous
"double" or "blocked" conflict takes place.

COMPROMISE
Pro
When you compromise and get rid of some of your goals and values, you can acquire
something else. The ability to compromise often helps to settle the conflict.

Con
Each party can consider itself deprived of its fair share. Compromise is a patchwork where
everyone can recognize their patches and is not consoled by the fact that the opponent is not
satisfied either. With time conceded goals and values will appeal to you and aggravate the
conflict.
Using compomises at an early stage of an argument about an important issue, can prevent
from diagnosing the problem and reduce the process of search of alternatives. The
compromise can mean agreement only for the sake of avoiding quarrels. Such a compromise
means satisfaction with what is available. It does not imply persistent search of the logic of
the situation.

INTEGRATIVE
Pro
Each party forgets about its previous goals and values and finds new and mutually
acceptable goals. In this case the integrity may not be perceived and each opponent will
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believe that integrative achievement is its own merit. However, a new scale of goals and
values is set up and this leads to objective conflict settlement.

Con
This is the most difficult approach

NEGOTIATION STYLE DEPENDS ON AUTHORITY, RESOURCES AND DEGREE
OF INTEREST IN END RESULTS

COMPETITION
This style is acceptable if your personal or group will and resources are strong enough and
you are convinced of the advantages of the decisiion that you suggest, if your have enough
authority, if you are aware ofthe necessity of quick reaction and if you have nothing to lose.
The competition style leads to domination or elimination ofone ofthe parties. Competition is
based on the principle: You have to lose to let me win.

EVASION
You can choose this approach if the problem is not so important for you, and you do not want
or cannot waste your efforts on its decision. Or if you feel you are not right or do not have
enough resources or power. Or if you need a delay.
This style is a reaction which is expressed ~y ignoring or denying the conflict.

ADAPTATION
It is similar to the previous approach, but there is also an important difference: when you
choose evasion you do not do anything to satisfy the interests of your opponents, when you
choose adaptation, you sacrifice your interests in exchange for a good attitude to you. The
formula is: I must lose to let you win.
This style can be treated as an armistice. After that you will have to start fighting for the
result you are interested in.

CONCESSIONS
"Each of us must lose something to let us both win". This style is suitable for the situations
when both you and your opponent have enough power and resources, and your interests are
incompatible. Or when you are satisfied with a temporary agreement or short-term profit.

COOPERATION
It is fully compatible with problem solving. This is a form of conflict settlement when
satisfying parties' interests is more important than the decision itself. It implies that the
interests of one of the parties will not be satisfied, if the interests of the other party are not
satisfied either. The formula is: We both must win.

SYNTHESIS OF APPROACHES
SUMMARY AND CONCLUSIONS

METHOD

I
APPROACH

NORMATIVE: POWER, ADAPTATION,

STYLE:

CONCESSIONS:

COMPROMISE: ADAPTATION: CONCESSIONS:



REALISTIC: POWER: COMPETITION: EVASION:

COMPROMISE: ADAPTATION: CONCESSIONS:

IDEALISTIC (problem solving): INTEGRATION COOPERATION

This structure shows that same methods (power or compromise) can be used in the
framework of different approaches - both normative and realistic. However, their essence is
not similar: in the first case one of the parties admits "lawful"oppression; while compromise
is also determined by a moral or legal norm. In the second case power is treated as simple
pressure for profit and compromise is a result ofphysical inability to continue fighting.
The same is true for the style: adaptation and concessions result from the necessity
recognized by the parties or they may be a reaction to partial or full loss. In case of power
approach this reaction is a step following an failed attempt to compete or refrain from
fighting.
As far as problem solving - integration - cooperation line, it is the most clearcut in the above
structure and is the most difficult in practice.

INFORMATION AND ENERGETIC ANTAGONISM: TWO MAIN STAGES OF
ANY NEGOTIATIONS

According to the theory of games any conflict (and negotiations are a form of settling a
conflict) is divided into two stages. The first one is fighting for leadership, the second one,
when the roles are distributed, one party performs persecution, the other is trying to evade.
The basis of the first stage is information antagonism, when each party tries to receive the
most compete information and deprived the other of such an opportunity.

If one of the parties succeeded in this, it starts the stage of energetic antogonism. It has better
prerequisites for obtaining the "persecutor" status. If you have complete information you can
minimize energetic efforts for settling the conflict. The better the information that you got,
the less energy is spent for antagonism and the more energy is channeled for solving the main
task. In other words, the goal of information anatagonism is to diagnose your own position
and the position of your opponent and then - choose your style.

Those who are in charge of information can influence the collective consciousness and
manage the behaviour ofvarious entities.

WHICH INFORMATION IS REQUIRED FOR EFFECTIVE MONITORING OF
THE CONFLICT DURING NEGOTIATIONS?

1. The source of the conflict, i.e. subjective or objective emotions of the parties, the ways of
fighting, events in the framework ofthe conflict, antagonism of opinions or confrontation.

2. The story of a conflict is the background against it developed, aggravation of the conflict,
crises and landmarks in its development.

3. The parties (personalities, groups or large communities). They determine the social
complexity level.

100
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4. Position and attitudes of the parties - fonnal and infonnal, relations and roles, personal
attitudes and so on.

5. TIle initial attitude to the conflict - if they would like to settle the conflict themselves, what
their hopes, expectations and tenns are.
(Broda!. Nine steps down, or quarrels - conflicts - wars. Conflict diagnosing. Znanie - sila.
1991. #11)

After you received the basic infonnation on the object, participants, background, reasons, the
level oftension at the initial stage, etc., scrutinize each component.
For example, analysing such an important aspect as "participants of negotiations", find
resources to support them (material, military - inside - and political, ideological, and so on 
outside); consider the level of claims and available resources, as well as accepted social
regulations. You will get a "tree of the conflict", which allows you to find a model of
behaviour for the negotiations.

ESTIMATING WIN-OR-LOSE PROBABILITY IN OPEN CONFLICT

Q. Wright, an American politologist, who dealt with international conflicts, suggested the
following fonnulas for the estimate:

: X = (Nx + Fy ) - (Cx + Wx) + (Px - Py ) - (Vx - Vy ) :

: Y = (Ny + Fx) -(Cy + Wy ) +(Py - Px) - (Vy - Vx) :

where X and Y - participants, N - national interests (subjectively), F - military forces, C 
cost of conflict, W - world public opinion in favour of peaceful settlement (by polls, mass
media analysis, etc.), P - potential forces, including material factors, V - vulnerability to
military actions.The magnitudes were estimated against a 100-score scale. The "=" sign
shows party's readiness to expand or limit the conflict, absolute value reflects the degree of
readiness. Below are calculations for the World War II:

: (70 + 20) - (40 + 30) - (20 - 70) - (50 - 10) = -70
: (70 + 20) - (50 + 10) - (70 - 20) - (10 - 50) =+120

The first line is for Hitler coalition, the second line is for anti-Hitler coalition. (Drobot G. A.,
Quincey Wright on conflicts and stability in international relations. Social and political
sciences. 1991. #7)
You can see that Wright used the indexes from absolute ones (C, P) to probability (V), as
well as those which are not estimated by c1earcut quantitative methods (W) and even
subjective ones (N). However, the final estimate in the majority of cases (Q. Wright analyzed
45 international conflicts) was almost close to real.
Adapting the above fonnulas to concrete situations one can receive useful reference points
for detennining tactics of negotiating .

WHICH INFORMATION MAY HINDER NEGOTIATIONS PROGRESS

*
*

incorrect or inaccurate infonnation, or desinfonnation
obsolete infonnation

10-{
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*

incomplete information
complex, not 100 per cent clear information
doubtful information (eh.1Jerience and reputation ofthe source)
contradictory information
unpleasant information
excessive information

CONTINUE INFORMING EVEN IF YOUR OPPONENT IS AGGRESSIVE

Important:
* foresee opponent's objections before they appear and provide a grounded answer to
them

*
*
*
to

use facts to show how your proposals can satisfY the interests of the other party
do not intimidate, do not use pressure; this may increase antagonism
present convincing information which will persuade your opponent that you are able

stick to your proposals
* demonstrate that blind alleys do more harm to your opponent
* prove that certain moments that your opponent finds valuable are not really so
important for his interests
* help your opponents to keep up ap'pearances and accept your proposal as if it were
their own

INFORMATION TREATMENT OF OPPONENTS BEFORE NEGOTIATIONS

21. Forming the flow of information. You must provide a maximum of information to your
opponent and do it regularly, completely and in due time. This refers to insignificant events,
too.

22. Manipulating information. When the task is basically solved, you can start creating
limited information flows, which work for a concrete goal. "Civilized manipulation" does not
mean fraud (which may seriously aggravate the conflict), it implies "providing partial truth"
or creating a chain oftruthful messages that would stimulate clear and absolute associations.

23. Prioritizing. If your information is trustworthy, you should go further. The trust is not
enough, it sould be taken care of. You must choose the most influential consumers, which
would receive exclusive information. Then you should start transition to information
exchange, which may grow into information cooperation.

24. Choosing a slogan. The most successful information structure is not secured against
failures if the contents of provided information is not taken care of. The choice of the main
line formulated as a brief slogan or thesis play the key role here. Otherwise the information
treatment will inevitably lose its efficiency.

25. Optimal forms. The acceptable contents should have a successful frame which is adequate
to the educational, cultural, national or religious level ofthe consumer.

102.
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RALLYING YOUR NEGOTIATION TEAM

1. Let your group experience a general success
2. Strengthen mutual trust between the members and the leader
3.. Stimulate 'affiliation' feeling
4. Membership should give joy and correspond to the idea of prestige.
5. Support the belief that your goals are feasible

DESTROYING YOUR OPPONENT'S TEAM

I. Demonstrate that its activity does not have a future.
2. Demostrate that they cannot achieve their goals
3. Stimulate mistrust between the members and the leader
4. Support "dissidents", encourage turncoats, especially leaders-deserters
5. Link the 'affiliation' feeling with dissatisfaction, weariness and decline
(Zigert v: Lang L. Leadership without conflicts. Economika, 1990.)
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Sample of government relations activities
of World Learning in the United States

GOVERNMENT RELATIONS COORDINATORjWORLD LEARNING

Location: Washington, DC

General Description: The Coordinator will be in regular contact with World
Learning's senior staff concerning governmental issues, problems and
opportunities of importance to their respective missions, markets and
of operation. The Coordinator will represent World Learning's programs,
issues and interests to governme!1tal bodies and other appropriate entities
and develop contacts, reputation and influence among a significant range
of appropriate key officials and organizations.

$PECIFIC RESPONSIBILITIES

1 . MONITORING AND TRACKING

I

F.;;.';
':'~.

•

•

•

•

•

Monitor the status, content and prospects of proposed federal
legislation and legislative d~velopments, as they may affect foreign
assistance, international education and development programs,
international cultural exchange programs and related issues.
Monitor legislative, regulatory and administrative proceedings that may
have an impact on World Monitor Learning programs or the countries
and regions where those programs are conducted.
Monitor the issues, concerns and attitudes of key legislators and
officials who may support or oppose various aspects of World
Learning's mission and activities.
Track critical issues, events, problems and/or plans of interest
to Wor;ld Learning's senior management.
Develop an in-house legislative and executive branch information
resource collection (directories and data base) to facilitate World
Learning's governmental relations activities.

2. ANALYSIS AND REPORTING

• Provide timely and accurate analysis of proposed and existing
legislation or legislative developments of interest to World Learning's
senior staff to include both substantive and procedural provisions and
activities.

• Prepare weekly reports for senior staff that track and update all
relevant legislation, and legislative, administrative and regulatory
develooments; alert senior management when urgent action is needed.

Wodd Learning Tb E
' external Environment and Board D I• eve opment
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• Develop brief periodic analysis of the current governmental environment
relative to World Learning issues, including key Congressional and
Executive officials, offices and committees.

3. REPRESENTATION AND ADVOCACY

• Draft letters, testimony, statements, comments and similar materials
for senior staff to present to legislative and executive bodies.

• Represent and/or accompany World Learning senior staff at hearings,
government agency meetings, conferences, and meetings of other
NGO's and similar groups.

• Recommend and develop advocacy approaches on issues specific to
World Learning's activities.

4. COORDINATION AND LIAISON

• Work closely with the senior staff to help identify and develop
appropriate information, advocacy and legislative strategies.

• Identity and develop professional relationships with key personnel
in areas of interest to World Learning.

• Maintain continual liaison with appropriate Congressional staff members
of both political parties to include committees, sub-committees, task
forces or personnel staffs. _

• Coordinate with other organizations, association, and World Learning
offices regarding relevant legislative developments; perform similar
liaison activities related to regulatory and administrative matters.

• Maintain liaison as necessary with appropriate federal agencies
inclUding the Department of State, the Department of Education,
USAID and USIA.

World Learning The External E .
, nVlTOnment and Board Development

.(()~



I
I
I
I
-

I

I
I
I
I
•

I

World Learning

Section 6

The External Environment:
Advocacy and Coalition Building

"So You Want to .Make a Difference"
Concrete Samples
Coalition Building

Community Assessment
A Framework for Citizen Participation

World Learning, The External Environment and Board Development
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So You Want to
Make A Difference

Advoc=q- Is The Key

By
Nancy Amidei

OMB Watch
1731 Connecticut Avenue, N.W.

Washington, D.C. 20009
(202) 234-8494

PrirtteQ on reeyc:led p.;!per
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W
:lcome to advocacy. If you have

. ever spoken up on behalf of some
one you cared about, then you have

been an advocate. It's that simple.

There is a mystique surrounding ad
vocacy- that you have to be an expert 00your
issue, or an expert in the way the process
works. Not so. It is true that some kinds' of
advocacy require considerable knowledge
and expertise, but advO<::aC)' is like anything
else: begir.ners aren't expected to know as
much as professionals, and the more you do it
the easier it gets.

Even lobbying a legislator can be easy. All
you have to do is develop a clear, simple
message (a problem to cali attention to. some
useful personal experience, a proposal that
you'd like to see enacted or rejected), and
deliver it. That's it. Ifyou can do that, you can
be apolicy advocate.

This manual is designed to give you some
of the details you wm need along the way, and
ways to find mare sophisticated help and in
formation as they are needed.

So You Want to Malee a Differ~nc~ was
vmtten with three goals in mind:

• To help citizens feel more confident
about getting involved in policy ad
vocacy;

• To equip local leaders with some tools
so they can teach others about policy
advocacy;

So You Want to Make a DiEerence
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• To stimulate involvement in
democratic decision-making and pro
vide information about key resources.

Throughout, the examples provided will
show the importance ofgetting involved, and
how ordinary people can make a difference.

Efforts like the "molar majority cam
paign," for example, are at the heart of what
public policy advocacy is all abollt. The word
"advocacy" sometimes conjures up visions of
mass demonstrations and public protests.. or
well-paid lobbyists in expensive suits. Buta lot
of advocacy is just a matter of seeing a need
and finding a 'W"3y to address it. It means
literally "to plead the cause of another"
which most of us do all the time on behalf of
our neighbors, our f.mrilies, our friends.
Policy advocacy-is the next logical step. It just
carries that "pleadi:og" into the political
arena, and does it onbehalf ofpeople we may
not know personally. It is a practical way to
translate basic values like respect for hUlIl:l.D.
dignity or concern for troubled children into
policies and laws.

Everywhere it is possible to find good
people eager to get involved in working for
healthier communities and a better future.
but unsure how to go about it. Everywhere
there are people who know they should be
more involved, but can't think bow to find the
time in already busy lives.

2
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So You. Want to Ma.l<e a Dilierencc

• A churchgroup oradultSunday school
class;

• A study committee within 3. civic or
ganization or social agency board;

• Agroup ofneighbors concerned about
a problem (like the volunteers at a
neighborhood center or food bank);

lrulividuals will find many useful ideas in
the material that follows. It gi.ves roncrete
e.:.amples; offers useful advice; and provides
valuable basic information about how public
policies get made.

However worJdng in groups makes ad·
vocacy easier. more enjoyable, and often
more effecdve. Consequently, most of this
material was developed for use by a group.
Many ofits suggestions assume the formation
of a group, and joint activities with other
groups.

Either way, the ideas .presented are in-·
tended to get your imaginations wor1cing. Ex
peet to adapt them toyour issue orgroup. And
don't think you can't accomplish anytbing if
you don't belong to an advocacy group.

The starting pla.ce inyour community may
be:

• A group already formed for another
purpose (like the Knights of Colum
bus, Rotary Club. or Junior League).

Members inthe group may be diverse, but
all should share a common interest in seeking
solutions to the problems faced by people in
the community, and a willingness to take ac
tion to that end. Unless more people assume
responsibility for the problems now plaguing
American communities, they will get worse.

But whether as individuals or in groups,
this manual is for people who are u.nskilled in
policy advocacy. So, each part begins with a

How To Use This Manual

Our system ofgovemm.enl

Since much oftbe material that follows is
information most people know but jus.t
haven't thought about lately, in many ways it
is likea "refresher cotlISe... Much ofadvocacy
is like that. It depends less on material found
in books. and more on lessons learned in the
process of living: how power is v.rielded, how
people are motivated, and how those with
power are influenced. In shon. it is about how
government works and social change is woo..

Throughout, that newly remembered
knowledge will be applied to the idea of win·
Ding better laws and policies on behalf of
vulnerabl.e people in local communities and
everywhere.

Think of it as a kind of road m.a.p, a guide
through:

Policy ruiv()(;acy

Pl'a.eticcl itIeas for getting started

3

Some ofthe «nuts and holts'" ofac!VOClJCY, a.n.d

Addilional belufirs advoCtu:y can proyitIe.

;;"';~"+t~:iohf20£<c'~~",'I:",":C'c':~'>;?i~1:!,~;?,~t;;~;i~~jt0" ~~'''H1'~7-;~,~r.··
.~.~~:' EverYWi:i'&~e'th~re'arep'e'ople'who,f~rone' Who Should Use This Manual?
re3.Son or a:lother, sit on the sidelines while
others suffer-but want to ac.... They are the
people for whom this was written.

Therefot"e: for eve.ryone who wants to play
apan in secaring a better future, for all those
organizations and groups desiring to extend
their effectiveness, and far all those citizens
who want public policies to do a better job of
respondingto human needs._ this was wrinen.
It is intended to belp individuals and groups
engage their neighbors, their colleagues, and
their orgamzatiOtlS on behalf ofbener social
policies.

I
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story of a su~ful advocacy effort. or tech
niqUe. which you can usc in your efforts.
There is also a "Civics Review" with informa
tion to !:dp w;llk others-and you as their
guide - through the process step by step. (If
you are more expericn~dyOll. may just want
to skim the "Civics Review.... and it always
makes sense to add your own experience to
the examples presented throughollt)

In the Appendix you will find some
materials readyto COpy. for use atmeetings or
workshops on advocacy.

It is not necessaIY that your core group be
large or e.'q)erienced. But. once the decision
has been made to get involved, the initial
steps are clear.

The First Task is to assemble a core group
interested in pursuing the basic training
neededto move from knowing little and doing

So You Want to Make a Difference

less. to knowing more a.:ld accomplishing
much.

The Second Task is to find and appoint
one or more people to assume initial leader
ship. It helps Ii that individual lives in the
community, is commined to the effon, and
already part ofyour group.

TheThird Task is to find a"home"for the
activity. That me3DS meeting space ::rod the
use ofa telephone (e.g. in a church basement
or United Way agency). but also support and
encouragement. It could be setup as a project
ofan existing organization, as an entirely new
entity, orbegun as a project ofsomething else
but with a time-table for future inde
pendence. Whatever the arrangement,
"moral support" will be very impOnaIlt to the
undertakio.g.

And now, it is time to begin.

4



PART I

THINKING ABOUT ADVOCACY
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"It·'~.: I
f you answered "yes" to MO or more of
the questions. then you are an advocate,
because each is an~le of advocacy.

• The first is "self-advocacy," something
we do all the time when we speak ~p

for our selves or our families.

• Second is an e:tample of "case" ad
vocacy, which often involves helping
someone deal with a complicated
bureaucracy.

• Third is an example of "public (or
community) education," which is
another form of advocacy.

• Fourth is an example of ~administra..
rive" (or regulatory) advocacy, which
includes responding in writing when a
governmental. unit proposes a change
in its rules and invites public com
ment.

• And fifth is an example of"legislative"
advocacy, or lobbying. Almost any
thing done to influence a legislators
vote testifying, speaking, \%''riring a let

,ter falls here.

Many people hesitate to get involved in
advocacy because they equate it with ac
tivities they aren't comfortable with -like
demonstrations on the Courthouse steps or
pubIicprotest. Those are legitimate advocacy
strategies, but they are only part of tile story.

So You Want to Make a Difference
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MAdvot:3.o/' covers a range ofactivities broad
enough to include just about everyone, in jus.!
about any kind ofsetting. And most are things
we already do for ourselves, our neighbor.s,
our friends. Policyadvocacyjust carries it into
the policy arena.

It helps to keep a few underlying prin-
ciples in mind. .

MvOCiJCY assumes tkal people have rights"amJ
rhose rights are enforceable.

Advrx;.af;J' works best whmfOC'.z.sedon something
specifit:.

AJivocacy is chiefly conarned with rights or
benefits to whidz someone is alrt!.tuiy entitled.

Andpolic:; advocacy in particular'is con.cemed
with ensuringthatirTstitutionsworkthe way they
should.

Tht:se last two points· are related. You
have a right to accurate tax bills; your neigh
bor has a right to his social security. Speaking
up to protect such rights isn't unreasonable.

Yau wouldn't just pay unfair tax bills or
give your neighbor a list of soup kitchens and
suggest he adjust to life without sodal
security. Instead, you take action to make

J



• Speak up;
• Help others get benefits to which they

are entitleO;

• Challenge government systems when
they don't work;

~:~1~~·
";;'~J?;~~%.~::,~i;';;A':""''!'''-':' ,.-' .. ..... ", ."', <-'c' .

. . ee:tain that the government systems involved II Work for lav.'S, ludgcts, and policies
(the tax office, the social security agency) that do work; and
operate according to the law. That's polic! • Be a voie: for others (especially those
advocacy, wiIh troubled lives) with policy~

.A.nyone am be a policy advocate who is makers.
willing to: Ours is a system that works well for

anyone with knowledge of, anda~ to, the
political process. It works less well for those
who either don't bow how to get involved, or
:Vho face problems in getting involved -lik~

children, poor families, and the mentally or
physically handicapped.

SIX GOOD REASONS TO GET INVOLVSt)

ThiS is where you come in. As Americans
we pride ourselves aD having a system

that's fair and open to all no ~tterwhat their
age, or income, or race. But that does not just
happen by accident, and neither will last
years' prior "Victories stay won without
vigilance.

Left aD their own, some groups (e.g.,
"crack" babies, retarded citizens) tend to be
voiceless. How they fare in the political
process depends on the role that others are
Vvilling to play on their behalf. And when.
those (lathers" (Le. you and me)fail to get
involved, too often the voiceless get left out.

Fortunately, when more of us get in
volved, wonderful things can happen. All of
llle legislative victories of recent years - civil
rights for people with disabilities, child care
for working parents, bealth care for low-in
come fumilies, more c:ommunity~basedser
vices for the mentally ill, fairer budgets and
tax. systems, childwelfare services and nursing
home reforms. and many, many more-are
the direct result of advocacy. They represent
a. tremendous acbievement through which
millions of .Awlericans have been he10ed to a
better life, and in which millions of ~rdin.ary
Americans can ta....c pride. Getting involved

r
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won't always lead to victory, but not getting
involved never does.

Besides, advocacy is fun. There's a
tremendous exhilaratiollIDwinning, as well as
a lot ofsatisfactionjust in trying, But ifmaking
your corner of the world a better place and
having a good time are not reason enough,
here are six mare.

Charity Is Not Enough

A lot can be accomplished by caring
people who offer a helping hand. It's great to
volunteer at a shelter, or donate toys to the
local hospital, But that won't always be
enough.

Donated toys are no substitute for a way
to pay the rent, and families with a disabled
farnily member don't need a shelter nearby so
much as they need affordable housing and
access to home-based care. Volunteers can't
answer either of those needs unless they're
also working for public policies to ensure the
availability of low-cost housing or of the
harne-based services so many families need.

Even the nation's Catholic Bishops (no
opponents of charity) acknowledged in 1988:

So You Wan.. to Make a Difference
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ChaJ :tahle e.ffons canruJt
suhS::;'tute for public policies

'that offerreal 0pportzulid.es
and dignity....

ThaI'S where policy advocacy comes in.
Wimou t betterpub1 icpolicies, many troubled
families won't have what they need to be
productive members of their communities.
Advocacy can help change that.

Advocacy Has A Role For Everyone

It is possible to be an advocate by: inform
ing others, writing or calling a policy-maker,
organizing a grass-roots campaign, or helping
in the background (e.g. doing the researcll or
writing a clJeck).

Advocates for better social policies can be
found anywhere; in public agencies and
private; in clinical settings and direct service
projects; among volunteers and profes'
sionals; on the boards of commnnity agencies
and business roundtables; whether voted into
office orjust voting.

Sometimes individual effort is all that is
needed. A Texas social worker with an ir
regular work schedule used to monitor the
weekly City Council meetings whenever pos
sible. One day she heard a dog owner com
plain to the Council about the unfairness of
making him pay a license fee when cat owners
paid none (a differential the Council chose to
ignore).

Some time later she heard the Council
consider a proposal to cut services at a mental
health clinic, for lack of what seemed a rela
tively modest sum. During a hreak, she called
the pound and the SP0\, collecting estimates
of the number of cats in the area. Then she
made a quick. calculation to pass on to one of
the Council members. It showed that if the
same fee required of dogs were also a?plied
to all of the catS, there would be enough
money to maintain mental health services-

So You Want to Make a Difference
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and dogs would \Vin "equiry~ with cats. The
Council agreed, and the services were saved.

Some Problems R~uire
A Broad Attack

Other times, individual efforts are not
enough. For years, women's groups and child
health advoC2.teS scrambled to line up free
health care for individual pregnant women
whose incomes were too high for Medicaid in
their state. but too low to afford private in
surance. Each time an uninsured pregnant
woman came to their attention. some one
wenr through heroic efforts to find the care
and support she needed.· Over time, several
(or several dozen) pregnant women per com
munity were helped in that way. But many
more, equally needy women and babies were
not.

That's wby advocacy groups across the
country decided to attac.~ the bigger problem:
state Medicaid limits that e;<c1uded too many
low-income pregnant women. They worked
to persuade Governors, state legislatures, and
eventually the U.S. Congress to change the
rules. and bit by bit they have been winning.

Tnat required a rather sophisticated effort
which included: knowledge of tbe laws, the
efforts of a group, the help of professional
lobbyists, and sustained activity over a period
of months or even years. (One of tbose in
volved, Rae Grad. is a nurse who now heads
the National Commission to Prevent Iofant
Mortality. She began her advocacy "career"
by writing and sending out a little newsletter,
from home, while her clrildrcn were small)

Each victory along the way meant the in
volvement of countless ordinatypeople along
with the professionals, but each victory also
meant that many more high-risk women and
infants would get help-including those in
small towns and rural areas whe.re volunteer
medical care and advocacy groups are scarce.

-
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· Any. time we insist on helping only
through onC-OIl-one, voluntary acri.,.irj, we
make others dependent on the whims and
fashions of charity. And we effectively "write
off" everyone wbo lives where the charity
that's needed isn't available.

Government Policies Affect Everyone

Tnere are also self-interested reasons to
get involved., whether the people needing ad
vocacy are related or not. Everyone with an
interest in the future, for example, bas a pcr
sonal stake::: in policies for children. Marian
Wright Edelman.. President of the Children's
Defense Fund, once remarked that depend
ing upon what we do now for the children.
before long they ;J,ill either be supporting us.
dependiDg on us, or shooting at us.

Every level of government is imponant
and plays a part. Some examples: .

• Local school boards are respon.sible
for the schools;

• County and city governments operate
hospitals, mental health clinics, and
sodal services;

• State governments decide who gets
welfare and whether child care is
licensed and affordable; and

• Federal laws influence such maners as
whether there is housing 2v-dilable at a
price that working families can afford,
and whether ta"t policies arc suppor
tive of families with low wages..

Some of the more visionary members of
the business community understand. They
reach out to meet immediate needs by form
ing partnerships v.'ith individual schools, and
work through the political process to improve
conditions in all the schools. Business leaders

J

in CbiC2go, for example, lobbied the state
legislature on behalf of education refoI1DS,
while on the national scene, the business ex
ecutives who make up the "'Committee for
Economic Development" have become
powerful advocates for greater government
investments in pre..',,aral care, child care, and
education.

Democracy Is NotA Spectator Sport

In a democracy where every voice and
vote count, doing nothing is a political act; iI's
a vote for the status quo. Staying out of the
process doesn't mean that laws won't get
passed, it just meaDS they will get passed
without reflecting your priorities and wishes,
or those of anyone you might speak for
especially those who've been disabled or
abused, ill or in pain, troubled or poor.

Ifyou feel intimidated ar uncomfortable
at the thought of speaking up or otherwise
getting involved; if you've been thinking it is
enough to be informed about the issues and
cast your vote intelligently; then it's time to
think again.

Ifyou went to a restaurant just to read the
menu you would be wormed-but you'd be
missing the point. At some point you have to
decide what you want, what you're willing to
pay for it, and engagewith otherpeople to"get
it.

That also applies to your role as a citizen
in a democracy: being informedis not enough.
You have to decide what you want from your
government, what you are willing to pay for it.
and engage with your elected representatives
so they can help you get it.

So You Want to Make a Difference
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Politicians Are People Too

. Many city, county, and state elected offi-
cials work part-time in their political roles
(often far very little pay), and the rest of the
time in their family/bread-winning roles.
They have little or no paid staff, and no magic
way of knowing what is on the voters' minds.
Nor can they afford fancy polls or surveys.
"Feeling the pulse," as one JoC2l official said,
"'is often accidental." Unless constituents tell
them. they don't know what people think.

Another problem arises when legislators
must vote on matters outside their personal
cApcrience, and don't haveany real feeling for
the consequences of their votes. That's why a
Utah state senator tenS advocates to expose
their elected officials to their issues in very
huma~ personal ways. Invite them to spend
an hour or two with emotionally disturbed
<::hildren, she suggests, or to have dinner at a
welfare family's home.. This is a challenge just
ripe far Q'e31ive solutions.

For example, the women in one western
state used the occasion of "Domestic
Violence Awareness Month" ta call relevant
officials (the Attorney General, county anor
neys, polic: and sheriffs' depamnents) every
time a battered woman sought help at a
domesticviolence shelter that month, and tell
the women's stories. It was their way of
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making the. officials more aware of domestic
violence.

A St. Louis-based group called ROWEL
(the Reform OrgarJz:ation for Welfare) uses
another appraach: they've developed a "Wel
fare Simulation.... During an hour which is
structured to correspond to a month, elected
officials (and 0 thers) play the pan: ofsomeone
who is elderly, disabled, poor. or on welfare,
wbiIe others play the part ofsuch community
resources as the welfare and food swnp of
fice. the church panrry, the pawnshop and
grocery store. During the Simulation p~

tidpanrs are subject to the welfare rules In

their swe and tOld that their job is to survive.
The experience, however brief, reveals how
hard it is to be poor in America-and how
difficult it can be to get help. (The Simulation
can be purchased and adapted for use
anywhere.)

Above all. advocacy is a frame ofmind. As
everything mentioned thus far should make
elear, advocacy is first and foremost a mind
set-not ajob title, occupation, or role in life.
Whether it involves a single individual like
the woman in Texas, Of a group like the
people in Washington State, advocates sec
oppornmities when others only see obstacles,
and work to change the institutions causing
problems far everyone, rather than wait until.
after-the-fact or be satisfied with easing
problems ane-by-one.



FIVE CRIll CAL STEPS
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Conditions will vary from place to place,
but a 5-10 person committee is ust1aIly a

good place to staI1. Sometimes they'll come
together out of a shared concern, or because
they are looking for new ways to be effective
.against old problems. Other times you'll find
yourself drafting people.

Once they are assembled, you'U n~ed a
plan. When it comes to working out an ad
vocacy plan, there are probably as many for
mulas as there are advocates, but most
include the: following five ingredients in some
form or other.

1. Identify )'our issue, and goal (s).

An issue is just the problem that affects a
significant number of people, and that you
wish to do something about. For example,. if
child abuse is increasil1g in your community,
that might contain a good issue.

Yourgoal is what you hope to acconplish,
tbe objective toward which your advocacy ef
forts are directed. Ending all violence against
children. for example, is a laudable. long-term
goal. but it is too sweeping for most groups to
build an advocacy plan around. Far staners,
few could command the resources required,
or even know where to begin.

Increasing the number of child protective
services staff. on the other hand, is a narrower
goal, but one which could help man)' vul
nerable children. Moreover, it is specific
enough to build a plan around and possibly
win-and it is consistent with the long.term
goal. From an advocacy perspective that
makes it <l hetter choice. (You will save your
self a Jot of grief ii. early on, you def;ne your
is..<:Ue and goals as clearly and specifically as
possible, and relate both to your reljOUIces.)

As you plan., it is important to be sure you
repre.c;ent those you are speaking for, 2nd not

IJJ
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just your own ideas of what is needed. Good
advocates -ID::e the organizers of the Molar
Majority - do. What their constituents
wished is what they pursued. Nobody likes to

be spoken for mthout being consulted.

TIlls is something every good advocate
grapples with; it is especially sensitive if the
people involved are mentally competent but
frightened and overwhelmed (for example,
someone who's just been diagnosed as ElV
positive), or unable to speak for themsel.....es
(for exmnp]e, mentally retarded infants).

Who can speak for them? One answer is
to rely on surrogates. like family members or
a group whose members are similarly af
fected. A good test is to ask who yOU would
want as your advocate under similar cir
cumstances-a doctor? your family? a court
appointed ethicist? an adVOcacy group? And
what if you were just unsure how the policy
process works -would thatgive someone else
the right to speak for you? This £Sane issueyou
have to think through carefully, andplan.for, in
adVC1tCe.

2. Get the facts.

There are few worse advocates than
people withgood intentions and bad informa
tion. Good advocacy plans are based on solid
facts, not anecdotes. guesses, or whatever
happened to make it into the media.

It is e2sy to assume the worst (about the
mental health system, government
bureaucrats, loc.al schools), based on an anec
dote or twa. A quick fact-finding effort can
help establish whether the anecdotes arc the
exceptioo or pan of a pattern.

It is also important to establish what is
causing the problem and where you need to
intervene to alleviate it. It won't help to com
plain to your United States Senator about

So Yau Want to Make a Difference



local welfare grant levels; they are decided by
Governors and state legislators. Nor does it
work to fuss at stale legislators over Head
Start-which is federal

Make a check-list of what you need to
know to proceed, and make assignments for
getting it. Collecting information about a
problem or its possible solution isn't all
drudgery. It can be a good way to get your
volunteers invested in an issue. and fact-find
ing is something even shy people can do.

Getting the facts may require some re
search or a survey ofyour own, but there is a
staggering amount of infonnatiori already
aV3i1able. Try that route f1rst. There are
studies, reports, surveys, planning docu
ments, testimony, commission recommenda
tions/task force proposals. They're available
from state legislatures, gove111ment agencies
at every ]evc~ at universities, and in"the files
of countless not-for-profit groups. Local ad
vocates Cl11d chapters of national groups are a
geod place to start (for e~ple., a ~l.2tewide

child advocacy group would have good basic
statistics related to children inyour state, and
the state chapter of the Alliance for the Men
tally ill would have good informat:ion on
needs and services related to ment=u health).
as are state chapters of professiocal organiza
tions (for example. the American PUblic
Health Association or the National Associa
tion of Social Workers).

3. Develop a strategy.

Once you've gO! your issue clearly
defined. and you've learned as much as you
can abou t the problem and who's responsible
for it. it's time to map au! a strategy. Advo
cates spend a lot of time reac:ing to others,
but goo<! advocates are pro-active as welL

Having decided on aoissue-e.g. increas
ing the number of child protective services
workers, you will need to make that goal more
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specific - e.g. how many more? by what dale?
Developing an advocacy strategy is a lot like
tbe process you'd go through to organize a
fund-raiser or put on a show_

y au'd draw up a plan, set some goals, ar.d
make a calendar with deadlines for achieving
them. You'd make lists; think through who is
gocx:l at what; get a good commiuee; and
recruit volunteers for the other jobs needing
to be done. Early on you'd figure out how
much you can spend, where it will come from..
and who will be responsible for the practical
details (for example, budgets, signing cor
respondence. keeping records).

As you develop your advocacy strategy, be
honest about your capacities. Suing the
department respoIlSlole for child abuse might
seem appealing. but it is a costly strategy that
requires auorneyson staff. or willing to wo rk
for free. You need to consider the personnel
and dollars required for various strategies, as
well as how long they'd take before showing
results. A small group that is new to advocacj
might do better to beginwithsomething time
limited and very specific, whereas a group
with well-established community ties and an
~erienced staff could consider something
more3lIlbitious and long-lasting. (Working in
coalitions is one way to include elements of
both.) Tnink through what you can do alone.
and also what kind of help you might recnlit
if that's what is needed.

Finally, you need to consider the less tan
gible but ever-so-critical matter of "style."
Welfare rights groups and the Junior League
both support welfare reform., but their styles
in approaching the issue W111 be different.
Your advocacy effo1'I.S reflect on you and your
group; plan your strategy accordingly.

In



4. Get to know the dedsion-makct'S and their
stan:

"Knov.i.ng" the players isn't just a maner
of being able to list their names.

Decision-makers are lil:e anybody else:
they don't like to be approached only when
you want somethiIlg, and they are apprecia
tive if you take the time to understand the
constraints thcry face. It always helps to recog
nize their needs: offer to do research. help in
a ~paign., pitch in when they n:ed extra
hands. It won't go unnoticed. Effeetlve advo
cates cultivate relationships with decision
makers and their staffs over a long period of
time-and understand the process well enough
to know when to ask (ot not). You shouIen't
try to get a bill introduced at the end of a
session, for example, or seek fundiog for a
project after the budget has be--n set.

Getting tQ know the decision-makers has
another cle:3I' advantage: it teaches who bas
what kiDds of power at varying levc::Is of
governmem, so you won't be asking for things
they cannot deliver.

A state-wide "Human Services Coalition"
i.n Utah holds monthly meetings with key staff
from the Departments of Health and Hu.man
Services. Over the years those Friday after
noonsessio!lS have provided aneffective form
of feedback about program operation to the

polic] makers.. But they also offer a W2.'j for
advocates and policy makers to get to kn~w

one another in a collegial and noo-adversanaI
setting,while leaming what different staff
can-and cannot-do.

5. Broaden your base of support.

Childreo.'s organizations may be the logi
cal place to start ifyou are trying to impr.ove
child protective services, but older relatIves
also feel outraged by child abuse and senior
org<m.izations might be very interested in
policies to protect their grandchildreIl. So
might a local school ofpublic health, or local
roerchants. .

Think how stri1d.ng it was when business
executives joined forces with labor union
leaders to consider proposals for national
h~th care, or wben sheriffs testified in favor
of domestic violence shelters. Alliances like
that are striking because they are unexpected,
and signal that suppon is broader than pre
viously supposed.

At some paint yoU: might wish to form or
join a bigger coalition, so that is discllssed in .
the next section. For now it is en.ough to note
that in the world of public policy, success
often depellds on being able to show a broad
range of support, and an absence (or
neutrality) of the likely opposition.

WHO E1.SE TO INVOLVE

'You've gathered your information. You've
I developed a personal citize!lShip fitness

plan. Now it's time to think once again in
terms of your group.

As you think about who to involve in ad
vocacy, you may be thinking about people
with lobbying experience, or those who are
known for baving strong opinions. They
should be included. but you'H miss a lot of

HI

talent if you stop there. In politics there are
two rules-Rule #: 1 is: "nothing happens
over night;" and Rule :# Z is: "you can't
change Rule :{# 1.If.
So when you. think about rite traits that produ.c~
good advocates, lookfor perseverance.

Good advocates, it's often said, can always
be recogrri~edby theirrunning shoes: they are
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the m~atholltypes who pace themselves and
never give up.

Ne::t, lookfor a couple ofnocdges, sticJ:ler.s for
cktaiL.

A lot of advocacy turnS on smaIl details
and basic counesies like tba.n.king every city
council member who supports your positioD,
or following up meetingswith state legislators
with a personal note. Presidellt Bush st1Jl
writes short. personal notes to thank people
for their efforts, something he has done
throughout his po!itical career.

A tltirtItrait to look/or isp~n..

That's not the same as volume ordrama
it's possible to feel passionately about social
justice w1n1e spea1cin.g softly and working.
quietly. But it is what those Arizonans !:Lad.
They weren't expert lobbyists, but they knew
about mental illness first-hand, as family
members, former patients, and profe.ssionals.
This wasn't just a job for them, they cared.

FtJUJ1.k. seek~J people wfw dtJn"'t needthe
sporJight..

You can. accomplish a lot in politics, the
old saying goes, ifyou dOll't care who gets the
aedit. Often the advocates are working be
bind the SceI1es doing the leg-work, making
the phone calls, drafting the speeches and
letters-to-the-editor while the elected offi
daIs are gettingtheirpictures inthe paper and
the plaques on their walls. Some of the best
advocacy is felt rather than seen.

Antidon ~ be afraid tq start smalL

That's normal It would be great ifhalf the
people in your group wanted to join in your
advocacy effort from the start, but that is
neither likely nor neceSS-al)'.

So You Want to Make a Difference
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Most a.dvocacy efforts begin with.. and are
sustained by, small groups of dedicated
people. Commitment. nO! quantity, is what
counts:

• One grieving mother started
M.A.D.D.;

• Three people steod at the South
African embassy to' challenge apart
heid;

• A handful of families \\'ith te....·-m.ina11v
ill members brought the hospice
movemem to America.

Sociologist Alden Morris notes that only
about lO-1S% ofthe population sustained the
civil rigors movement. 'That's not surprising.
There's never a time when most people are
counted as activistS. nor is that needed. What
is needed is a core group ofpeople serving as
cataiysts; they'll do tbedetailwork and infuse
other people with their passion.

Your job is to find and cultivate your
group's "'10%:" the people needed to sustain
the efforts over the long haul. .

A Special \Vord About Boards

Tnere is a tendency in the non.profit
world to think ofBoards ofDireetors in terms
oftheir ability to raise money and offer expen
advice. That's not bad. itls just short-sighted.
The greatest assets a social agency's board
members may represent are their access to
decision m.akers, their credibility in the
broader community. and tbeirpower-all of
which can be harnessed on behalf of the
agenc'/s IIJission and clientele. Board mem
bers often have an easier time getting ap
pointments with legIslators or a Govemor's
staff, and are likely to bow other commu.nity
leaders. That's a valuable asset.

Ifyour Board does not have an advocacy
plan of its own. develop one. Board members
can educate their peers ill the comxnunitJ',
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help deflect community fem, organize puhlic
forums, and lobby. In addition, they can make
the case iliat human services represent jobs
and income to their communities, as we!! as
services to vulnerable families. That alone is
a farm of power, but one that is too often
overlooked. The Oklahoma legislature allo
cates more money per capita to non-profit

youth,serving agencies than any otber legisla
ture in. the country. That has been true ever
since the agencies agreed that their Board
members would lobby on behalf of their
programs and "their" young people. Potential
Board members who are not comfortable
with the requirement are helped to find ser
vic~ an some other Board.

CON'T fORGFf
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Even though there is much about advocacy
that is common to many other UDderta.~·

ings, there are a few special things worth
keeping in mind..

• Whatever your long-tenn goal. r.ry to
build in an early, easy victory thafs
related to it. Nothing motivates like
success and nothing discourages like
inaction. Since advocacy efforts often
mc......e slowly, it helps to involve your
~edglinggroup in anything that is con·
S1stent'Nitb your largergoals and likely
to happen (or easy to win) - a small
victory, but a victory. They'll share
some ofthe credit, and bemorevrilliDg
to press on.

• Sort out which parts ofyour goal need
government action and which can be
accomplished without it. The
strategies and personnel involved in
each are often different, and the two
should not be confused. Besides,
elected officials don't like being asked
for help that is available through the
private sector. and vice versa.

• Expect to compromise. Evelyn Bums.
who taught for many years at Colum
bia University, used to remind ber stu
dents that compromise is part of
politics; the trick comes in knowing
when a compromise is acceptable. A
small version of something good was
usually all right, she argued. because
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you could always build on it in the
future. But it is never good to agree to
institutionwe scmething bad; once
begun, bad practice is hard to stop.

• Remember what motivates you. Some
advocates have a tendency to cite one
temoIe statistic after another. piling
up every grim possibility imaginable.
You'll need facts to be credible, but
people are rarely moved by statistics,
no matter how dramatic they may be.
Michael Harrington. ODe of the great
anti-poverty advocates once wrote, "a
fact can be rationafu:ed and ~'Plained

away; an indignity cannot:'

• Humanize your facts. Talk about
people you know, not faceless
categories. Hardly anyone would say
"'yesn to he!ping a statistic, but the
reverse is aLso true -most people have
a hard time denying help to someone
they feel they know.

• And never forget to point out thegood
that will be accomplished; beating
policy-makers up with bad news is
more likely to paralyze than persuade.

What moves people is not just grim statis
tics but "a cocktail of fear and hope:' The bad
news may all be true. but good advocates offer
policy-m.akers and fellow-<:itizcns the hope
that something can be done to tum it around.

So You Want to Make a Difference



PLANNING FOR ACTION:

A Dc-errs Do.:en
Hsre a.rg 2 dozen items lO guide !he plannjnr;; for your advocacy effor:s. rr is especially important to
have clear lU7swer.s to rhe first 5 before movin/] ahead. And remember, arryrhing costiy, controve(
sltil, or likely to involve major change takas longei'.
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c. Media:
d. Decision-makers:
e. Community leaders:
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Part IV

NUTS AND BOLTS

Y
ou've got your issue, you've put
togethera committee, you've drawnup
your strategy (ready to be revised as

needed), you've reminded yourself how the
process works..

Now it's time for the practical details. the
nuts and bolts of serioUs policy advocacy:
bwlding coalitiocs. testifying, lobbying, be
coming part of the process.

Take a deep breath. Here we go.

lBUILJ)ING COAUTIONS, BROAI:>ENING YOUR BASE

The most obviou.:s reason for building a
coalition is to increase your numbers. But

the=e is a subc1er reason as well. Life often
feels hectic, disjointed. too busy. Modem
communities are full of families with busy
lives and no close relatives livingIlearby.That
proves especially hard when tragedy or
trouble strikes. It also takes a toll on the
neighbors and friends who would like to help
but aren't sure how to get involved.

COWtions offer a way. They can provide a
means for communities to come together, to
learn about common problems. and set some
priorities for services of mu'OJal benefit to
everyone. And because they represent bigger
DtlClbers, there are more people to share the
work.. One small group, or working people
with limited time to givc. won't have to do
everything.

So You Want to Make a Differe::J.ce
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Coalitions are particularly well-suited to
advocacy strategies. Tney show a commit
ment to think ahead, anticipate alternatives,
and achieve political results.

St3te and local coalitions:

• Combi.:lc. community resources,

• Offer a forum for thio.king about com
munity problems,

• Reduce competition for funding and
volunteer time,

• Provide an efficient way to work with
community agencies,

• Offer support and expertise, to small
groups, as well as a network for
families with special needs.

By working through coalitions, your group
can do more than you could do on your own.
Three steps will get you sta..-red.

ITl1



Identify a Convener and Likely
Coalition Members

You may v.rant to be the convener, calling
others to join in v.':ith you, or you might con~

sider whether there are other groups with
more experience, community standing, or
staff (for setting up meetings, keeping Dotes)
who would be bener suited to the role.

Vibether you wish to convene the group,
or persuade someone else to, you'll "",-ant to
have a tist oflikc:lycoalition members in hand.
Think of everyone with an obvious interest in
the issue at hand, aod then try to add groups
that aren't so obvious. It helps if from. the
outset. your list ofcoalition members suggests
breadth as well as self-fitcrest-like mater
nity care advocates plus senior citizens. or the
Florida police who linked up with after:
school care advocates because children in or
gaDized programs are less likely to get in
trouble with the police. (Their slogan: Cops
Ca:re for After-School Care.)

Select a Good Issue.

Some issues are too narrow (or too local
ized) to warrant a coalition. and you don't
want to get a reputation for caning for coali
tLOns anytime you can't handle ajob. But any
thing that affects the community at large
(environmental hazards. Medicaid eligibility
limits, boarder babies, whetherfood is taxed)
might be a good issue for a coalition.

Call an Organizing Meeting
to Set a Goal.

Ifyou think you've got a good issue, and
you want to see communitY agencies work
together to resolve it. try the idea our an some
key community players and invite them to join
you at a brown bag/brain-storming lunch.
You'll quickly discover whether there is
enough interest in your issue-or whether
there is something else 00 which you c;an all
agree to work.

THE OTHER SU)E

Despite the many benefits of working
together in coalitions, some groups

hesitate to join. Drawbacks include:

• Logistics become more complicated.
It is hard enough to set up a meeting
with six people you knoW; convening a
meeting of thirty orgaoizatiorui, some
of whom you know only by name or
reputation. is much harder.

• Getting agre~rnent is harder, e.g. on
who votes, who takes responsibility for
what, and matters of style.

• Credit. as well as blame, gets shared.
Your group woo't get as much
visibility, and if some members of the
coalitioo behave bad.Iy, all may be tar
nisbed. There is also the fear (un-

un
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founded) that everyone in a coalition
has to agree with everything every
member says or does.

• Decision-making must be shared..
Some organizations have by-laws or
Board structures that make it bard to
submit to group decision-making,

Happily, there are good answers to
most of the above. For example:

• Responsibility for logistical support
can rotate among groups.

• "'Key Contact" lists can identify
dec:sion-makers from key groups who
can spea.lc for their members on short
notice. and can quickly disseminate in
formation throughout their networks.

So You Want to Make a Difference



• It is possible to set up a time-limited,
. single-issue "campaign'" rather than
an on-going, multi-issue "'coalition."

• Endorsements can be structUred so
that member groups can apt in ar out
provision-by-provision.Or par
ticipants can agree tbatfor purposes of
aparticular campaign, every group on
the list will promise' not to work

AGAJ}[STany other group on the list.
They don't have to work FOR what
somenne else wants, they just won't
allow the politicians to pit one against
another ror now. (This device has oc
casionally even enabled pro-life and
pro-choice groups to work together in
coalitions.)

WORKING WI7:H THE MEt'!A

(

(

Whether an issue gets the attention of
the politiciansmay depend anwhether

it has the attention of the media.

Child care standards are a goad example.
They got ve.ry little attention until some
dramatic stories turned up in the media of
children harmed while in umegulated care.
That drew attentionto the issue, andalso gave
worried parents a forum in which to express
their concerns. Legislative bearings followed,
as did many more state laws requiring that
basic health and safety standards be met by
cilild care providers.

There are so many issues competing for
the attention of decision-makers, that good
advocates need to work with the media to get
action. T.oat's not as hard as you may think.

The Federal Commumcations Commis
sion requires broadcasters to solicit the views
of the communil)', something usually done at
sessions known as "ascenainments." Normal
ly the broadcasters invite in a variety of in
dividuals to speak forme community. Butyou
can call or write and ask to be included in the
next ascertai.nment- that gives you anoppor
!Unity to educate the media and encourage
better coverage of your issue.

The Media Include:

• Newspapers, magazines, newsletters
(including those put Out by your
church or any groups you belong to);
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• Television (news, features, and Public
Service Announcements-PSA's);

• Radio St3tioIlS (especially news, fea
tures, talk shows, and PSA's).

Ultimately...the media" are just in
dividuals, including people you know. If you
watch for the names at the top ofnews stories
and regular columns on issuesyou care about,
and listen for the names of the producers and
editors ofanyradio shows that mightbe inter
ested - then you ca!I. ask for them by name. If
you can't get an individual's name, use a title.
'"Assignment editor" is one that will often get
you the right person. or "Producer". You
need to getyourissue knownand talked about
as much as possible) and the media are your
route to that end.

It belps to realize that the media are like
most institutioDS: white men stnI hard most of
the high-ranking positiocs, so they get the
preferred, day-time hours. On the weekends,
women and minorities tend to be in charge. If
yOUl' story is rejected by the regular assign
ment editor, try again on the weekend-you
may get a different response.

Effective Media Work Includes:

1. Learning how to write 3 pr(!Ss release.

2. Making C2lls directly to news organiza
tions.
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3. Establishing a relationship with reporters
who cover social issues.

4. Obser<ting de.adlin~ (don't call a tv station
at 4:00 p.I:l. with an item for the 6:QO p.m.
news; don't bother radio rtportersjusl before
airtime; give everybody plenty of "lead" time
for a complicated story).

5. Considering lhclr needs (rv shows need
something to film; radIo shows need some
thing understandable through sound;
newspapers at"e more likely to use numbers
and to do inteni~ by phone).

6. Being accurate (you WQn't get n-usted ~s a
SO~ or caII~d a second time, if you feed
rl:porters unchecked or shaky information).

The advocacy community itself is a good
resource when it COmes to working with the
media. Some have publications to help mem
bers present particular issues to the media
(like the Child Welfare League of America's
booklet e::tlled "How To Speak T.V."), or
workshops and role-playing sessions on how
to deal with the media. Sometimes national
advocacy groups try to help local advocates

win media attention-as when the Food Re
search and Action Center sent local hunger
advocates advance copies of a report on
childhood bunger, and worked with them to

set up local press conferences pegged to the
release of the national data. In that way, ad
vocates all across the country were ready
when ne~rkaffiliates and local newspapers
wanted a local angle on L"le national Story, and
the media coverage was better than it would
have been. (State-level advocates c.an use the
same approach with their local affiliates, to
get better state-wide coverage.)

Don't Forg.et

As intimidating as the idea of working
with the media may seem at the outset, you
are media cocsumers. That means you <:an

invite someone from the local media to ex
plain to your group how they work. R¢mem
ber also that they're ahxrays looking for good
stories, and you may have ODe.

On£ word a/warning: never say anything to
a member of the working press that you 
wouldn't want to see, attributed to you, in the
news the next day.

1

TECHNICUES FOR THE POIoJTJ CALLY SHY
-

(-
I
I
I
I
I
I

A cross the country. commUJlity groups
~ave been developing their own, easily
ad:a.pted ways of influencing polici~ Often
they serve more than one end. Below are
some examples of techniques that can be
used.

.For those who are just getting started, or
trymg to get other advocacy neophytes in
volved, it helps if the advocacy effort is

Easy Fun LtJw cost

&

Ahle to attract. the media.

nH
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Calendars

A child advocacy group inTopeka, Kansas
wanted to be sure their legislators knew the
basic factS about Kansas childre~ so they
made up a Calendar with 1 page for each of
the 12 weeks in the legislative session. On the
days ofme week they entered the birthdays of
the legislators. and in place ofthe usual pretty
picture, they put a "fact of the week"' about
K"\nsas children.. Everyone enjoyed. display
ing the calendars (to advertise their
birthdays), and along the way a lot of legis
lators, lobbyists, and staff learned 12 key facts
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about Kansas childrCIL Subsequent calendars
have included the babypictllres of the Gover
nor and various legislators, and were sold to
r~ money for the group.

Calendars can be developed for any issue,
in any state, and the volunteers who compile
the legislators' birth dates get a non-thrc2.ten
ing experience in calling a legislators office.

Educational Petitions

Advocates for the hungry and homeless
in Phoenix used their anIlual Christmas fund
drive to gather names on a petition. Every
time a donation was made, the donor was
asked to also sign their petition, It read some
thiog like, "We the undersigned are doing our
part to meet food and shelter needs in our
community. Now we are calling on our legis
lators at all levels to do their part and ade-·

quate1y fund the programs to hdp vulnerable
people." They made the poiDt that charity
alone is not enough in a way that educated the
voting pUblic, and sent a message ro their
elected officials.

Combine Post-Cards with "Runs"

A common way to raise money for local
services is to getpledges for every mile some
onewalks or runs. A group inMilwaukee used
one such oct:aSion far a little lobbying. At the
rest stops they bad post--cards, and the names
and addre:iSes of iocal legislators. Anyone
stopping for juice or water could also write a
quick note in support of the object ofme run.
The group in charge got the names and ad
dresses of those who 'm"ote cards (individuals
who may be interested in taking a next step),
<:is well as a possible media story.

TECHNIQUES fOR WORKJNG WITH POLlCY·MAKERS

(

'When you are ready to deal direc:1y v.-ith
poilcy-makers, the same general rules apply,
Whenever possible make it easy to do, low
cost, and enjoyable fur people to participate.

But also:

Be informed B~ Cl/ncise

&

Be clear about whatyou }I.'ant.

Don't be embarrassed-as a citizen and
advocate, your job is to ask; their job is to be
asked. And don't be intimidated - if),ou don't
know an answer,just say so and promise to get
back with the correct information.

TuesdaJs on the Hill

Toe Greater Minneapolis Council of
Churches wanted to ma.l.:.e it easier and more
comfonable for congregants to come and

So You Want to Make a Difference
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lobby their st2te legislators. They couldn't
eliminate the distance or time involved (two
major barriers), but they could eliminate the
other reasons people stay away: feeling inex
perienced., or uninformed.

Through church bulletins they advertised
that anyone who wished to lobby on social
justice issues could come on Tuesday morn
ings. about two hours before the legislature
began. The time would be used to make
people smart: do briefings, explain bills. pro
vide fact sheets. and answer quesuoDS,

They also did something very smart: they
paired those who'd liner lobbi£tI before with an
experienced "buddy.n Fltst-timers didn't need
to say anything unless they wanted to~ just
being there would make a contribution. After
tagging alongwith a more experienced person
a few times, almost anyone feels competent to

JIJJ



lob by on their O\llIl- and even take someone
els':; who is less e,).l'erienced.

fU1ytbing can be intimidating if it's never
been tried before. Letting newcomers tag
along and waIch the veterans has enormous
va! ue. 1L'S something all good te2.chers
(coaches, trainers., bosses, parents) under
stand: children learn by example; medical stu
dents learn by observing; old farmers show
yaung farmers bow to operate the machines.
Policy advocacy is no different. It's possible to
read a book and just plunge in, but watching
someone more ~-perienced the first time or
two makes leaming so much easier.

Legislators as l\1oderators,
or Panelists

Ifyou already knowyour legislators' posi
tions. but wish they knew more about yours.
there are several models to draw from.

A buman ser.ices coalition in Connec
ticut invites key legislators to moderate
panels (not as speakers). and uses the
panelistS for what amounts to a serrJrzar for
~e legislator. (This is well-suited to explain
mg some complex community issue not easily
Summarized in a fact sheet.)

A South Carolina group ~sed the
workshop period of their annual conference
to hold "mini-hearings" at which their mem~
bers were the witnesses. and key legislators
were the moderators. The legislators gave tips
~n.what makes f?r good testimony, the par
tla.pantS got a bnef (three minute) exposure
to testifying, and everyone learned from each
other-including the legislators who were, in
effect, being lobbied. (This same device could
be used in inviting a legis13tor to a universiry
class, or to a group's membership meeting.)

In Nor-Jl Carolina, a mental health or
ganization used the workshop sessions at their
annual conference for specially-constructed

nrr
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panels. Each panel consisted of tr..ree con
sumers of state services. plus twO legislators
and a moderator. Among the consumers was
the parent of a severely retarded child, <I

recovering alcoholic, and someone with a
mental illness. The legislators learned first
hand bow the laVlS were being implemented,
and also got a glimpse of needed changes. It
was another effective way to use a conference
workshop session to lobby.

Announce a "Call-in Day'

Often the people yOU'd like to involve: as
advocatcs can't get to the state C3DitoI or a
meeting with their legislators. That might
apply to anyone with a limited income,
demanding job. physical handicap. or
troubled c:hilci But it is very important that
their voi~ be heard. and "call-in days" are
one way to make thar possible.

Texas groups representing the disabled
used their nev.rsIetters to announce that the
day after a "Lobby Day at the Capitol" would
be a "Call-In Day." Everyone was urged to
make three phone calls: to the Governor,
their legislators) and the Speaker of the
House. A sample "script" was provided. That
way, members ofthe legislaturespentone day
in personal visits from those who could get to
the Capitol, and another day on their phones
with C4l1ls from those who couldn't visit per
sonally. It was doubly-effective without being
twice as costly.

During federal budget-writing time in
1991, the Citizen's Budget campaign used
national call-in days to involve more citizens
in the federal budget process, especially on
behalf of pressing hlU1l1l!l needs.

Send Thank-You Notes

Politicians deserve to be thanked for
pOlicies that work and budget decisions that

So You Wa..i.t to Make a Difference



(

help make a di£fercn~. And, they're likely to
remember those who thank them.

A multi-purpose social. agency in North
ern Wisconsin encourages the beneficiaries
of one program each month to write thank
you notes to the legislators who detennine
their fate. In mid-winter the recipients of
energy assistance write and in summer the
youth in summer jobs write. Twelve times a
year the legislators learn about the conse
quences oftheir votes, as well as good reasons
to support the programs again.

Reward ~od Government Action

Ifpolicy makers only hearn-om those who
want less government. they'll think cutting
back is always the best response. Advocates
can help provide another perspective:.

In North Carolina, the Child AdvocaCy
Institute gives awards to the counties that do
the best job ofserving eligible children. Coun
ties with the best records inre.aching the most
WIC-eligible, AFDC-eligibIe, and prenatal
care-eligibLe mothers and children get
honored at their annual conference. Program
administrators, media representatives, and
local elected officials come from the winning
counties., along with a five-minute slide sbow
presentation of their winning techniques.
That sends a powerful message to officials and
voters alike about the value of the programs.

Compile Success Stories

Politicians can't afford to be identified
only with losing causes, which is how social
programs often are regarded.

In Chicago, the Public Welfare Coalition
is compiling a book full of welfare "success
stories" -real families who have been helped

So Yau Want to Ma.1.:e a Difference
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bj' the welfare system ar.d are leading p~oduc
rive lives.

Similar success stories could be comoiled
about former offenders or teenparents, .iliout
the vicrims of sexual abuse, or of former ad
dicts who are now doing all right. Su..et:ess
stories carry a powafid message thai "at risk"
doc;s not f1Ua1t "doomed."

Stories like these can be used to great
effect on lobbying visits or when making
presentations inthe community (for example,
before the local American Association of
University Women or Chamber of Com
mace). It isn't enough to try and scare policy
makers and policy-influencers with grim
Statistics. they need someproofthat what you
are asldng for works. Irs that"cocktail of fear
and hope" that prompts actio~ and hope
comes in the form of evidence that we can
make a difference.

Moral: As each example illustrates once
again, advocacy is as much a frame ofmind as
it is a set of skills or knowledge. Advocates
have a way ofseeing opportunities and using
them to getimportaIltsodal issues before the
policy-makers and their staffs.

But working directly with legislators and
policyma'kers is only one part of the job to be
done. Getting the attention and under
standing of the voters is the other. Good ad
vocates are aLways seeking ways, large and
small, to do both. Theyuse information, fear;
guilt, whatever helps...along with the
evidence thatwhat they are asking for works.

Policy analyst Steven Kelman says !hat
political decisions "are the collective choices
of people who disagree. Behind them stands
the power of government." It is up to us to
shape those "collective choices" behind
which our government s+.;mds.
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SPECIAL ART1CLES

carried out: ZAN then accounts 101 ti1',;:

monies recelved to the mQ]or doners.
IvIr E.G. Guvethson. ZJ.mJ:;abwe AIDS Net·

wcrk. POBox CY 3006. Causewcy
Hcrcre. ZJ.mJ:;cbwe: Tel. 263·-1- 72 I -0 10 fcx
263·-1·720-30 1.

India

T
" 0 provide legal sup:;Crt to people

, livi.ng with HIV/AIDS (P:iI'n. pre
tee: their rights and promete policy

changes, the Bom!:::ay Lawyers Colleejve
is net"liork:ng with governmental orgcru.
zations. loem and nctioncl NGOs. and
orgaruzctions in the Asia/P::!c:..ti.e reglon.
Tne Colledve is also collaterating 'Nith the
Nct:ionc.l AIDS Committee (NACO). Gov.
ernment of Mahcrashtra. UNDP and WHO.
Their HIV;'AIOS-relerted activities include:
:II developmg and trci.ning a :1.ctien·'tl1ce
neMerk of lCt\"Yers to to.1(e up individual
cases (25 have teen trc:med sa fer, wit."
trcinmg of crt least 100 more plCI'.ned fer
the nex: 2·3 years)
~ litigctng individual ccses tr.rcugh the
e:::urts
::II org::n-~g workshops to dev,::!op c:;,.

tiquesof Ir.diCI'. scc~al. legcl ~d '::thiccl
frc::leworks and to tormt.:.!c:re polices
'lihie:' 'Nill protect the rights of these atlec:·
ed. by !-tfI!/ AIDS

.. e::rrnpmgnmg tOI legIslative cll.anges
such as decrmunali:cncn or homcsexuc:i
cc".i'rtc.es and eomrnerc:al sex work 'c,!
ergan~g workshops, wntmg artlc:es ,,'1

newsf:c:rpers and pcrr::c:;:eting :n te!e'I''..s,el''.
preg:ammes
:I c:::tm;:Clgnw.g [or ::he encc~e"" oi :::
:cw covermg sue:' ISsues::s non-manc:C:2
r! EIV-testmg, mClntc:n:ng ccniider-.ticil'/
rega:ding the seres,crus of r:ersons test?:::
and nen-disc:tr:unctic:'. ci sercpcsit~re;er·
scJr',s In public and private ille.

Tne Collective's lecD'..I1I'.g ::::t the nctic:;,
cl level hel!=ed persuede the gover:-.mer::
to drop its :;;olic:es cf mandatory testlr.g
cnc lSolation of ?f--:IV end to adopt a :;;olic!
oi u:.tegrertion. Tr'.lS promotes testing ani'!
with infermed conser:t and er:ci::les
sero!=ositive !=e.rscns te liv,:: '.v;,th therr fcr:-i·
lies in their own c:::r..mur..lties 'Nit1:'.e~t -:::So
c:iminction.

The mCllI'.-:bs,cc:e e:q:;erienced by tl:'.e
Collective in wcrking :egetl".er with ciT.er
crgcnizatior.s is tinct..--:.g suftc~ent iur.di.-_g
for travel. ccrn.":umie:=:or:~d ·licrksr:c;:s.
.A..;.~cnd Grover. Lc:wyers C.:i!ec::i·ve, 4t..,"

r:.cer. Jalc:rCXl Jycr. 63 G.':cgt.a Scree:.
(JC::-_"nabhccc..: Lvle:;). F::J:7. Eor.:-J::c:-/ 4CO
COL lr.dic:: Tei. 91·2:1·283-095,' {c::c 91·22
287-5033. 11

• Experiences of NGO networks working on HIVIA1DS

from AIDSjSTD Health Promotion E.'tchange, 1995, NO.1

,
I,
I
I
I

T
o prepere this issue of the Exchange.

. a questionnaire was sent to NGO net·
works in Africa. Asia. Lcrtin Americ::!

and seme industrialized countnes, They were
asked. to indiccte the activities they c::xrry out
as well as problems and advantages en·
countered. in networking. Elghtesn :es;:end
ed.: seme of the fir.dings are pesented I:elow.

Activities

The ac:i'rities wbc!.1 the majority c:::nsic.er
mest m;:crtant are: jcint work in cdvce=.C'!
re;arCJ..~g !=diC'[ c.evslopmer..t: shc:rir_g :ruor
melion. e:q::ertise and materials; lirJGng up
for events andcc'ivities: and1=-tcVldin9 train
mg to tur.her skills.

Ctr.er ',\ferk c:::rried out J:y and through
r..e!"',"crks incl~c.es: orgc:n.izlng WeIY..shq:s

CI'_d seminars. mcinter:cr:ce at a tescurce:
irJorr:latlon centre. c::llci::oraticn with tr.e
NAP (inclucii.ng csseSSl1'.ent at project pro;:cs·
cis) and he!pir.g merru:ers obtain funding fer
I=rojec.s.

Network problems

The mcin prol:lems fc:ced. by the netwer:<:s
are of two lands. Tne !irs: c:::;nc8ms orget'jzc:
lienal and funding :SS-...:es. Sample prcblet:1S
cr.d the solutions found:
• The ::ehtl'cr.ts roie is :.a:c!ec:r:::!pellc! ::cc
l.ll'r.enr is tormulcte-:-i fer merrJ:ers' endorse
ment. It detines matters such as the networks
obJectivc:;s. memJ:ersrup enteria and underly.
ing prL"1cples to guide ac'ivities and strete
g;.es. Some networks develop work;::lcns to
~cnitor j'),err ;:rcgresscr:.d ad~e'fements,



-r t.hJnk it's useful tor merr.r:ers to
;c.'10W there is one centrc1 place

the'! = ccntcc: to get ir'jeIT::1alion
ateut isst:es crCec-'••ng them. The
merr.r:ers =en: hC"ie much time to
s;:er:d on cc'/cccr::! cc:iV1tes but
reC::~lZe tl:eu i.rr:.;:::rtc::nce and

seem reHeved the: scrr.ecne is
trcc~g (a::ecst scoe) of:r.e Lssues
CI"'. the ;::oliC"{ !eYe!:'

"The s;:cce for de:Ca:e created by

a :1.et'.V'crk :.s an essenticl pert of

dee;:ening cur own understcnding
of the issues end reeching shared
pcsillens.·

• ActiVIties and CCITUnW1lc.:rr;cn crr.cr:q
meml:;ers are h.lr.dered by a lack ct man/2cIV
er: a secetariat is establisi',ed to c:c: en cehc:it

of the memters. Usually it IS tcsed at ene or
the memter crg'c:nizatians c:.iti'.ct.:g'h a fe'.1f
networks hG're :nde!=endent c[fi~es.

• Jem! ac:Jvzoes and c:::nl!:ll.:!"":C::TIcn 02

h1r.deroo bValado! funds' tu..--:CL'1g'15 SCllg't'.t

from donors. mem.terstup fe-es .:::re :nsttturec.
mem.ters take advantage of meB~';S 'tlh1c~

they attend in oilier cq:;cc.ties to disC'JSs
plcnned ac:i.Vilies (e.g.. nc:ricncl and inter

nationel workshop end c:::nierer.cesl.

• It IS dittiC'..l1t to reee.1 ccnser.5<.:s cn 15sues
requiring rapd resj:onses: m:thcnty :0 ac: fcr

the network IS alloc::rted to a sr:1al1 steenr.g
ccmmittee or the network chc::il1:erson and.

er secetcriat.
The second tyr;e of prcblems c:::ncerr.5

l::clenc'.ng organizatienal agcmst ner.V'crk

interests. A r€C"J.Il'ent difficulty for :r:arw net

works is that some memters er"" ;:cn:iculeri'!
adve while others just·go clcng fcr :he ride'.

Time ~nstrc:mtsscmetimes :TIak.a ::r.er:ti:e~s

~c:.ssive regerdLT'lg network ptic:p::c.cn:
they are so CUSY'tllth tcsks fer ~err :::wr1. erg:::
nizce.cns :hat they herre !it"Je :i.:::e lett ~or :r.e
netv.rerk.

In other c:::ses. memi:ers s:::: j:err ;:c::r-c:
!=etien as cr ·cr.e-','IG'! strse( - T.e'! e:·:;::e-=: ~,e
network ~o l::enefit the!! crgc:".l::::r.cn !:ut de
net fe-el resj:ensible fer c:::ntnJ:::utT,g:o the net·
work itseU. Wl'.en netwcr!'..s ere just ferrnmg.
some "dl.strust" of other memesrs' motivesend
ine:q:erience in ~Ual:craticnmay elso c:::n
tribute to reluc:ence to partl.c::pcrte fully. M'Y.:·
sures taken to taci<1e these pocieI'!"-s are:

• organizir.g Iclr.t events so ther memi:ers
e:q::enence working tegether in a c:::ncete
and cons1rudve way

• rotating the network chem and/or steer,
ing committee among mernters on a yeerly

basis

• drawing up covenants wrjch rec;uire a
commitment to pc:rtict~ate in certc:in

planned ac:i.vities

• challenging the mem.ters to reeke them
feel that they heve a 'stake'in the net'Norkby

asking them to provtde evidence cl therr
work (rather then merely en 'in,erest") in

HIVI AlCS-rekrted proiec".5
• dim.in.ist'Jng the need. to attend meel1r.~

by incecsmg j:hcne and corres;:cndence

contac..s among meml:ers end With the net

work secretariat

• allcc:::rting res;:;onsibility for lmplementing

certain projeC..s to a memter With Sl=ec'.ii.c

e:q:ertise (e.g., trcmir.g).

The advantages of netWorking

Ces;:lte the al:eve-mentict"'.erJ problems. th""
ger.eral c:nsensus L5 that netwcrks proV1de
det..'Ute advantages to the orgc:ru.zctcns
lnvcived.
• lee fcremest adver.tage is tl:ct orger..t:a·
tlcr.s :-J.G're a :eccl !=omt wh1c~ ac'..s cn the!l'
i:e~_c:lj ond help them to exchange eXj:en·
e!".ces. Fer excanj:le. networks are often etie

:c c;::;ll€ct mere infonncticn tr,c:n indivldual

IT.er:'..cers. Tlus clecrtnghouse lacJity enaJ::ies

crgc:r..r.;:aticns to share knowledge. idees end

resctilces. It also reduces tr.e tirr.e sp:nt by
dillerent organizatiens in answering qu.es

tlet"'.5 en their prcgrcrmnes one by one (e.g..
treIT'. tr.e media). Such a centrel contae: ;:ClIlt

c:::r. elso assist mem.ters in getting access ~o

C!".d lics'"r.g -N'ith other agenoes such as gov
Er::J.I!:Ent end doners.
:II 'fr,e sec:::nd area in wpjch networks ere

useM is in encouragmg and c:::crc!ir:c"ur.g

jClr.t adVities. E:q=ertise and resources are
rr.c::c..--:1ized whlle dt:piic::rticn IS evolded.

Mcr6Cver. meny NGCs rec:::gr:ize that they
g:::::r'. ger..<;th from jolnlng tcgether to C.:::r:1

;:::c::r;:: en impcrtar.t iss1.:es: by s;:eck:ng 'N'ith a
cr.lt~ VClce. :he,! hG're reere tmpact. EeT.g
cie :e cot:r.t on e creader cOI".stiruenC'{. re~
reser.ted '=y ti',e vcr:ed grcu~s 'Nhlch individ
ucl :::em.ters serve. also helj:s cttrac: :nterest
ir.a multisecorcl res;:on.se to the epiderrjc.
:I Cbtclnlng sup~crt is considered the l!'.JId
ffiCjcr I::enefit of networkmg. Organizations
ere llnkedso that theycan ta-lee advantageof

one -::mother's e:q:ertise in spec'.tic areas. For
example, one organization mC'[ second stc:i1
to cr.etr.er ler seme time in orcer to gain or

provtde prac:i.c::! e:q::erience in certcin ~es
oi imerventions.

Networxing conditions

ine res;:cr.dents concluded their comments

I::y mentioning conditicns which need to I::e

met :f a netw'ork is to suc::eed:
.• mutually agreed upon operating prir.ct

pies

• demec.atic teadershlp and transpcrenc'[
in peceedings inorder to buildendrncintcin
tn.;.sL

• a streng. cemmitted and efficient secre
tc=:ct::nd
• en ad€":iUate belence I::etween pu.tlic
cc':iVities end internal c:::aIition building ini
tiatives.

Er.cllY. it wcs remarked. that it would J:e use
ful!! e:q:er.et"',ced networks were enal:led to

c:ss;s'( n.ew ones by shor.ng lessons teemed. JI
'-

from AIDS/STD Health Promotion Exchange, 1995, NO.1
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SEMINAR ON THE ROLE OF NGOs IN THE HUMAN RIGlITS OF CHILDREN
MINSK. 21-2~ NOVEMBER 1m

LOCAL NGO:s AND ADVOCACY FOR THE RIGHTS OF THE CHILD

Nigel Cantwell
Defence for Children International

Advocacy is now such a widely-used term in the human rights field that
there is a tendency to take for granted that what it entails is equally well
known and accepted.

The reality is somewhat different. Advocacy is in fact the subject of several
interpretations, or at least connotations, and in addition is frequently
perceived as englobing forms of public information. Whilst the latter can
certainly be supportive to advocacy efforts, a very clear distinction needs
to be made between the two types of action. For the purposes of our
discussion, the following essential definitions should provide an
appropriate framework;

• Advocacy is basically directed towards bringing an issue to the attention
of the relevant decision-ma.k~rs.

• Avareness-arousal is an enabling activity, designed to provide the
general public, or a specific sector thereof. with the inforr,nation they need
to become active and effective partners in securing increa'sed respect for
human rights.

It [oHows that the approach and skiHs required for advocacy on the one
hand and public awareness campaigns on the other are very different,
bence in partiCUlar the need to distinguish between them. This paper will
focus more especially on advocacy, but since public awareness can, as noted
above. constitute a valuable support base for advocacy efforts, it is
worthwhile first of all to devote some attention to it.

Public awareness

It is an accepted fact that public knowledge about human rights is a vital
ele ment in ensuring respect for those same rights. Although they may be
backed up internationally, public information campaigns are by nature
necessarily carried out at the local or national level. Consequently,
awareness arousal must be an essential component of overall NGO activity.

Such campaigns, especially if carried out directly by the NGOs themselves,
are usually demanding and costly. In addition. it cannot be forgotten that
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the public in most countries are not used to children s Issues bemg
broached from a human rights perspeeti\.'e or to reference being made to
international instruments in their regard. This makes it important to ask a
few basic questions before launching one: 'Who needs to know about what,
and how are they to be informed? In other words, is it cost-effective to
think in terms of printing a brochure describing the contents of the
Convention on the Rights of the Child in layman's terminology for
distribution to every child and adUlt in the land? If not, which target
population sectors should be prioritised - bearing in mind, inter alia, the
potential "snowball" effect of sensitising certain groups such as teachers 
and what material should they receive? If the help of the media is to be
harnessed, what kind of information is likely to awaken their interest and
secure their cooperation? Surely not a request that they print an article on
the UN Rules for the Protection of Juveniles Deprived of their Liberty, but
quite possibly some illustrations of special problems faced by children in
the country's lock-Ups, with a reference to the fact that such-and-such
conditions are outlawed in those RUles, for example.

To be successful. an information campaign usually has to be focus.ed on a
topic for which pUQlic sympathy is already known to exist. If there is no
such pre-dispositi6n, other means of bringing about change will often be
preferable - inclUding, of course, direct advocacy - or the subject must be
tackled from a standpoint most likely to create the necessary level of
concern. The public at lar.ge will no doubt be favourable to defending the
rights of children to education and protection from eIploitation but.
especially in societies where juvenile criminality is seen to be increasing
significantly, will tend to~ be considerably less receptive to messages about.
for example, the least possible recourse to deprivation of liberty for
children in conflict with the law. In this field, human rights defenders are
often charged with being more on the side of "criminals" than of the "law
abiding majority of citizens". Finding an appropriate and effective strategy
for "getting the message across" may therefore constitute a major challenge,
especially if counter-messages are being promulgated by others less
concerned with objective justification and more intent on exploiting the
emotional side of human nature.

Advocacy

Whilst public awareness and, by eltention. a wide support-base can be of
considerable help to advocacy organisations in securing the attention and
agreement of decision-makers, care should be taken not to over-emphasise
their importance. Strong and coherent argument invariably remains the
advocate's essential tool.

Advocacy on children's issues is more especially designed to achieve the
following:
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view of the "best interests of the child" which deliberately neglects many
rights set out in the Convention (protection of identity, prohibition of undue
financial gain through the adoption process, protection of family ties, etc.)
and is ~ssentially equated with material wealth. They try to liken
necessary safeguards (vetting potential adopters, procedures to ensure that
a child is legally adoptable, etc.) to "bureaucracy for its own sake". They are
paternalistic in approach. They have also made maximum use of public
disinformation in support of their "advocacy" directed primarily at
parliamentarians and senior civil servants.

The existence of these campaigns has special ramifications for the global
Central & Eastern European region and the NIS, since it is common
knowledge that children from several countries in the region have paid the
costs of the activities they have promoted at different times in recent
years: Romania, of course, but also Albania, the Russian Federation and
Ukraine at least. Indeed, some countries were forced to resort to a 'complete
temporary ban on intercountry adoptions, such was the scale of abuses. In
the end, the combined efforts of national and international advocacy groups
have helped to develop procedures and standards that respect the rights of
the child, exposing the defects of the over-emotional and manipulative
approach with, precisely, clear targets, well-documented cases and
arguments based on accepted human rights texts. It would nonetheless be
foolhardy to cry victory at this stage.

There are many other issues - such as the use of corporal punishment,
harsh custodial sentences for juvenile offenders, etc. - where similar
advocacy problems are still posed. At the same time, recognising that the
very need for advocacy on children's rights issues of course stems from, at
best, indifference, and at worst, opposition on various grounds, there is
every reason to believe that the sober and meticulous approach,
unflinchingly based on the letter and the spirit of the Convention, is the one
most likely to win the day in the long run.

This is why, furthermore, advocacy organisations are not obliged to be
large in the sense of having the support of a wide-based and significant
membership. Some do, and that is viable prOVided that - without obviating
the desirability of internal critical debate - there is a clarity of direction
and purpose with which members feel able to identify consistently. The
street children's movement in Brazil is one such. But there are many
examples of small non-membership groups Whose serious work has had an
exceptional impact on children's rights in the countries where they are
active, among them the Children's Legal Centre in the UK, the Bolivian and
Israeli sections of Defence for Children International, PIDEE in Chile and the
Children's Interests Bureau in Australia. Invariably, the key factor in
advocacy is thus not the size or type of the agency carrying it out, but quite
simply the objective justification of the arguments it can bring to bear.

132.



• ensuring that national1egislation is in conformity with international
standards;

• ensuring that policy and practice are in line with that legislation.

The implications and ramifications of such action. particularly now that the
Convention on the Rights of the Child is in force in all countries of Central
and Eastern Europe, are vast. Over and above work on legislative questions,
they involve:

• constant vigilence to monitor respect for the provisions of the Convention
and of other pertinent international norms, with special reference to
follow-up to the recommendations and concluding observations of the
Committee on the Rights of the Child;

• persistence in keeping items of priority concern high on the agenda;

• serving as spokesperson for children and, therefore, ensuring .that
childre<n benefit from mechanisms and channels through which their voice.....
can be heard. <

To carry out these tasks. NGOs need to have clearly-defined and realistic
targets and, in addition to documented evidence of needs. solid legal
arguments based on national laws and/or international instruments. This
may appear obvious. but it surprising how many so-called advocacy efforts
are, on the contrary. founded on a combination of:

• vaguely formulated and/or unattainable objectives
• spurious data and/or anecdotes
• ideological or "moralistic" positions.

Such efforts may meet with some degree of success, for a time at least. But
however well-intentioned they may be, they are of no interest in the
framework of advocacy for the rights of the child. Even if they purport to
be in some way founded on the provisions of the Convention on the Rights
of the Child - which is by no means always the case - they invariably
promote an idiosynchratic interpretation and/or selective view of those
rights. Regrettably. they often have to be actively combated as being, in the
last resort. quite simply in opposition to the internationally-accepted rights
of the child.

A case in point are the campaigns in favour of vastly developed and less
"bureaucratic" (i.e. regulated) intercountry adoption that are waged in a
number of "Western" countries. in particular but by no means only France,
the UK and the USA. These campaigns have been founded on a deformed



Resource implications

However good their arguments. however, advocates everywhere regularly
have to fa~ the decision-makers' response that no resources can be made
available for effecting the required changes. In most cases, this affirmation

·is blatantly untrue, of course, since a minor shift in resour~ allocation
would usually be both feasible and sufficient. In addition. some proposals
in fact involve savings in the medium term - a de-institutionalisation
policy, for example - even if initial investment is required. Whatever the
case, it is particularly useful to estimate the financial ramifications of the
policies being put forward and to suggest how the cost might be met. This
tactic is in fact rarely used by NGOs anywhere, but would be a highly
effective way of demonstrating the practicability of their approach, thereby
making their arguments that much more forceful.

\...
I
...

I
I

In this regard, it is worth noting the fallacy that became tantamount to
accepted fact during the development of international human rights law:
that so-called economic, social and cultural rights have to be implemented
progressively because they have resource implications, whereas civil and
political rights are to be applied immediately because they do not. Much
advocacy by NGOs is directed towards the civil rights of children - in the
field of adminsitration of juvenile justice, for example - but regrettably
takes little account of the need to foresee resources. Carrying out cost
effectiveness studies may not figure among the tasks with which child
advocacy NGOs feel most comfortable, but acquiring skills in this area
should prove worthwhile for optimal goal achievement.

.By way ofcone/usion

lit Although there is no set recipe, the above enables us to set out a simple
checklist that may be useful for preparing an advocacy effort:

•

I
I
I
I

I
I

• What is the precise nature of the problem that needs to be addressed?
• What case examples exist and what is the size of the problem?
• What is the national and international legal basis for addressing it (i.e.

what right of the child is being violated)?
• Are there grounds for upgrading national legal standards?
• What decision-makers are best-placed to respond?
• What response could be suggested as appropriate?
• What are the resource implications?
• How can these resources be secured?
• Would some form of public awareness campaign be potentially

favourable to the success of the advocacy effort?
• If so, who is the target. what should they know, and how should they be

informed?
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DERNITIONS

ENDORSEMENT Approval or support of a concept or action that
has already been conceptualized or completed by ~~m~one.else.

EXAMPLE: letters of support"

NETWORK A loose, open system, covering a broad base of
agencies, organizations, or individuals with similar interests.
Multiple parties~who communicate ideas and information, and
concerns. Networks entail an informal l non-binding relationship,
where the interchange does~not result information of an
organization I setting policy or developing programs.
EXAMPLE: telephone trees
-

CO-SPONSORSHIP Like partnership, co-sponsorship is a joint
venture. The agency lends its name and resources I including money
and personnel, to a specific event or project. There is no
intermediary organization created. Ownership of the project
rests with the joint sponsors.
EXAMPLE: organizing conferences

COALITION An organization of independent organizations who
share a common social change' goal, and join forces to influence
external institutions, while maintaining their own autonomy.
Coalitions are usually formed for a limited or specific purpose
and ultimately terminate or transform themselves into other forms
of organizations when that purpose is met. Coalitions are
characterized by both conflict and cooperation, and inherently
experience dynamic tensions. Unlike collaborations, coalitions
may be either short-term or 10ng-te~1 single or multi-purpose,.
approaching several goals simultaneously.
EXAMPLE: working for policy or legislative change

COLLABORATION The process by which several agencies or
organizations make a formal, sustained commitment to work
together to accomplish a common mission or develop a specific
project. Like coalitions, collaboration requires a commitment to
participate in shared decision-making and allocation of resources
related to activities responding to mutually identified needs.
Unlike other interagency formats, collaborations are always
established for very specific purposes, and directed toward
tangible, measurable outcomes.
EXAMPLE: producing model projects

FEDERATION A membership association of organizations
established to centralize certain common, beneficial functions.
Federations fre~uently handle fundraising, publicity, training,
lobbying, information processing, and policy development and
determine behaviors and resource allocation for their membership.
EXAMPLE: Associated YMCA/s

HAND-OUT No.1- (0 Beth B. Rosenthal, M.S., 1991
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ADVANTAGES AND DISADVANTAGES OF COLLABORATION"

•

ADVANTAGES

COLLABURATIONS CAN :HELP
ORGANIZATIONS TO:

- mobilize collective action to
effect needed changes

- advocate for a cause, expanding
impact and taking risks that one
organization would not take
singly.

- enter creative new ventures,
accomplishing things which one
organization could not do alone

- achieve a greater potential
impact

- effect change among the
collaborators, themselves

- maximize scarce resources and
attract new funds given to
coalition efforts

- share and obtain more resources,
advocates, and power

- build solutions together to
complex problems

- publicize the work and
priorities of their organization

- diversify projects and
membership

- develop public support for an
issue

heighten credibility

- increase visibility

- cultivate a broader base of
support for issues and positions

- interact with new sectors and

DISADVAR'l'AGES

COLLABORATIONS C&~ BE UNDESIRABLE
BECAUSE THEY REQUIRE ORGANIZATIONS
TO:

- cede unilateral control

- share power and glory

- trust people they have may never
have worked with before .

~

- assume collective responsibilit~

for new projects

- assume collective risk/link
reputation with others

- take a longer time than doing
something alone

- share in-house expertise

face potential conflict around
desired goals, methods, outcomes

lose autonomy

- enter into a larger
organizational identity

- experience complicated decision
making and approval processes

- inculcate expense

possibly confront· hidden agenda~

possibly drain organizational
resources

:- \ .

HAND· OUT No.2 • (;Beth B. R05enthal, M.S., 1991



people

- be enriched by diverse
perspectives tpat different
members from valied backgrounds
bring to common concerns

- develop a greater understanding
of client and community needs and
existing resources by seeing the
whole picture

- promote coordination/eliminate
duplication -

- identify gaps in current
services and cooperate to fill
the gaps

- expand available services by
cooperative programming and joint
fundraising

- reduce interagency conflicts and
tensions by addressing issues of
competition and turf

- improve communication with
organizations within the community
and their larger constituencies

HAND·OUT No.2 - ($. Beth B. Rosenthal, M.S., 1991
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SOME ESSENTIAL COMPONENTS OF COALITION DEVELOPMENT

:rHE=-F0l:JR:::':-e~-S'~

The four key components of coalition-building -- conditions,
commitment, contributions and competence -- must be assessed at ee
stage of development. first, political, economic and co~uur.ity

conditions must be right. Second, there must be a core group of
.people committed to achieve the goal. Thrr~, they must be able to
contribute and/or recruit from others the-necessar,y _ideology, po ....·e
and resources to reach the goal; and fourth, have the competence t
manage both the social change strategy and the coalition's interna
development. -

CONDITIONS

~ Conditions must be right in order to successfully form a coali~io"
or collaboration. Some conditions to consider include:

Ahilil~ of the initialing g.rour~ to mu~ter hroad support

Communil~ climale and reeepli\il~

External political and economic rcalilie~

Fea~ihilil~ of winning

Pa~l experience~ with alliance~

Paq relati('ln~hir with ~~cial chan!!e target

The timinf of coall:~cence and action~ •

Th,' ur~enc~ of the ~llcial chiwgl' goal

T~ pc and 1('\ d of rel-ouree!> availahk to the participating organization-

O~ce a coalition begins, other conditions become pertinent:

h the relationship hetween the coalilion and the social change target
ad\er~ariaJ. neutral or ad\isor~:

Duc.~ the g.oal generate momentum, support and sustained participation amid~t

changing condition<"

Do external or inlernal factors hinder or enhance participation h~ collahoration
membcr~?

Is- the coalition leadcnhip competent at managing the collahoration:

(over, please)

(c) Ros~nthal and Mizrahi, 1992



Coalition progress requires a core group committed to stay with" the
effort until the goal is achieved. Since coalitions are by n~ture

diverse, not all member organizations have the same incentives for
participation. There are usually differences in the type, source,
level and intensity of commitment brought to 8 colloboration by
different members. Recognizing and addressing these differences cc'
be vital for coalition development.

TYPE OF COMMITMEI'T:

Pragmatism.' Self-interest: quest for re~ources and power

To ontain something for their organi7.ation or constituency

To ohtai'n something tangible for themself as an individual

To enhtnce agency or professional reputation or credibility

To gain protection in a shared stance

To obtain information or contact~

Idrolog~ r Altruism: value-based commitment 10 a cause or public interesl

To do innovative or creative work

To promote a panicular political or religious ideolog~

To do good wor~ 10 benefil others

For civic dUly or pride

SOURCE OF COMMITMEl"'T:

Commitment to Ihe cause/goal
(collaboration is a means 10 an end)

Commitment to lhe process of coIlaboration
(collaboration is an end in itself)

LEVEL OF COMMITMEl"'T :

High I low
Shorl lerm / long lerm
Initiating I sustaining

INTENSITY OF COMMITMENT: (This can change over lime)
Parlicipa"nt views lhe collaboration as:

- a top priorilY

- one of many activilies

• of limited interest

• for appearances only

• politically necessary, but uncom fonable

(c) RosrDtbal and Mizrahi, 1992



TO MAXIMIZE COMMITHENT TO THE COALITioN

1. Structure opportunjtic~ for multiple Ic\cl~ of commitment.

~. Clarif~ what kind and Ine! of commilmenl I;' de;.irahle and hoW" it &bould h,

3. EnCOUra!;,' c(1lldh(lralOr~ to articulate' the ha~i, and extent of their commilment.

4, PT()\" id l' a \ ,If jet ~ 0 fin cent i \. e;. to s u~ t i:l j n part i cipat ion. add res's ing. the act u ,:11

motivation (,f thl' memh,'r,.

5, Pldn for flUCIUi:ltion- in .commitment over tim",

b, Addre~' th,' need for protection of memhers,

CONTRIBUTIONS

Wha~ does the coalition need to succeed? The joy of
collaborating is tha: different parties bring different kinds of
cor.tributior.s to the joint effort. Good planning will ensure
that the collaboration contains a wi~~~~a ·mix· of contrib~tions.

Here are some examples, which ca~ ;;orized as resources,
ideology, or power.

RESOlRCES

acce;.s to key individual, . socii:ll change target

access to li:lrgc constituency

• contact;. with additional coalition memhers or allies

• legitimacy, reputation

• expertise in coalilion work

- expertise on the issue

- financial support or fundraising capabilil)'

• managerial skill;.

media contacts and expertise

- political influence with the social change larget

• space. equipment

competent staff. voluDteers

(over, please)

(c) Rosenthal and Mizrahi. 1992
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a hroad framework or vi~ion for the collahoration

a lone for lhe proce~~ of interaction and deci~jon-makin£.

belid~ thaI fuel lasting commitment

• slronf \"alul'~

- credihilil~, moral sua~i()n

POWER

largl' organi/ation

• important constituency

conirol of punishment, rewards, symhols, information

aUlhorit~

- iofluencl'

Over time, the need for different contributions changes, and
their incorporation alters the collaboration. If contributions
are insufficient, the coalition will have to:

1. corr.promise its position, settle for less or change its
goal.

2. rearrange, replace, or recruit membership and/or
increase or recruit new contributions.

BALANCING DIFFERENTIAL CONTRIBUTIONS:

\0.. .

"'..-.

It is unrealistic to assume that contributions will be made to
the coalition without expectations about both the cost and
rewards to the contributors. Decisions about the distribution of
pay-offs or rewards for coalition involvement must be made.

To avoid conflict over differential contributions and rewards
from members:

1. Assess the amount and kinds of contributions needed at
each stage of the project's development.

2. Clarify expectations about minimum contributions and
ratio of contributions to rewards.

3. Find ways to make different contributions equivalent

4. Balance contributions with rewards so that participants
can each feel appreciated and share ownership of the
project.

(c) RostDthal aDd Mizrahi, 1992
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COHPETENCE

Coalitions require different types of leaders and different kinds
of leadership skills. Leadership can be paid by the coalitio~ or
donated by member organizations or a sponsoring agency. Leaders
must approach collaborations in a nonhierarchical manner, and
possess good "process" and strategic skill~.

HELPFUL LEADERSHIP POSITIONS TO INCLUDE IN A COL'LABORATION:

Facilitators/chairpersons - to guide meetings, clarify
agendas, suggest approaches, coordinate work to be done and
keep the group moving ahead. Often it is the chairperson
who serves as main contact for the collaboration.

\>..

Communicators - to maintain open lines of c·ommunicat.io:l
between the coalition itself, its members and their
organizations, by calling, meeting, and sending written
materials.

Process (feelings) watchers - to pay attention to the
emotional climate, equality of participation among members,
and to suggest changes that will keep the group functioning
harmoniously.

Note Takers - in a coalition there are diverse
interpretations of re·ali ty, and many parties to share in
communications; this increases the importance of good
minutes and records.

Representatives from committees to steering co~~ittee or
Board.

Spokesperson for the coalit~on in dealing with the public
and the social change target.

Visionary who can inspire diverse groups to unite around a
common issue.

Strategist with expertise on setting goals, targets,
tactics, and possess good political and negotiating skills.

EFFECTIVE COALITION LEADERS KNOW BOW TO:

1. cultivate internal harmony among collaborators, as well
as progress toward external goals.

2. help diverse participants achieve consensus on goals,
strategies, actions, and other coalition business.

(over, please)

(c) Rosrntbal and Mizrabi. 1992



diverse" collaboration partners.

4. design effective strategies that allow differential
participation among members.

, I

5. tactfully air and mediate conflicts.

6. possess good negotiating skills.

7. maintain and enforce a vision of t~e" whole collaboration,
while paying attention to each part _..:" e-achmember,
objective, and commitment.

8. create a sense of ownership and empowerment among
coalition members

Varied COMPETENCIES are required ~r different collaboration
leadership functions.

SKILLS NEEDED TO GET THE JOB DONE ..• (TASK SKILLS)

addressing the media

- advocacy and lobbying

- communication

delegating responsibilities

- fundraising

holding productive meetings

- management

- negotiation

- political and strategic acumen

- planning and forecasting .

- public speaking

research and needs assessment

- sense of timing and strategic thinking

- writing

SKILLS NEEDED TO WORK EFFECTIVELY WITH OTHERS IN ~HE

COLLABORATION.•• (PROCESS SKILLS)

- balance different priorities

eficit everybody's input end craft a common plan of actior

- manage conflict

perseverance end patience

- sensitivity to recial, ethnic, cless end gender difference

- strong interpersonal ebilities

- vision end erticuletion of e larger whole in which each
participant cen contribute what they do or know best

(c) ROStDlhal aDd Mlznhi. 1992
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BEGINNING A COLLABORATION OR COALITION

In exploring how to develop a coalition or collaboration, it is
important to consider the following issues:

A. THE PURPOSE

What is your overall goal?

What are the geographic boundaries of the project?

How do you plan to approach your goal?

Develop a program or project
To create new policies or legislation
Advocacy
Conduct public education around an issue
Create a permanent, funded organization

Who do you need to influence in order to accomplish your
goal?

What strategies and tactics will be effective: What
activities will you undertake?

How long will this project or effort take?

How can you approach gro.ups or individuals to join the
coalition?

B. SELECTING THE COLLABORATING ORGANIZATIONS

What combination of resources, power and ideology are
needed for success?

What sectors/ types of organizations and issue-interests
should be included?

What types of organizations should be excluded, and why?

What level of leadership should be sent to represent each
participating organization in the collaboration?

What kind of contributions and commitment will be required
for membership?

What are the bottom line issues that participants must
agree upon?

Which peripheral beliefs and activities are acceptable, and
which are incompatible with the collaboration's mission?

(over, please)

(c) Rosenthal aDd Mizrahi, 1992
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Which qualities would enhance your collaboration/coalition?

Credibility

Shared ideology

History of effectiveness

Compatible organizational structures and styles

People who have worked effectively with each other

Racial r class or ethnic group

What kinds of resources wlll be required?

People ~

Time

Money

Power

Equipment

Space

Access to relevant constituencies

Connection to the social change target

Expertise and skills

Power

Access to media

Access to external allies

(c) Rosenthal and Mizrahi, 1992



C0111111unity ASSeSSll1ent

by David Foster, AHEC/ComnlUnity Partners

Conlition
Building

" Tips

I

I
I
I
I
I
I
I
I
I
I
I
I
I

Comprehensive and aceurate collUnunity assessments are critical components of coalition development. To be
most helpful, these assessments need to be guided by the following four criteria: they arc designed to be resident
centered; they have a focus on community assets; they embrace a bro~l(i, inclusive ,~sion, and they are designed to
ensure follow-up.

Currently, most assessments of communities by h~lth and human ser.~ce organizations arc needs assessments
done by agencies either to justify the continuation of the sernccs they currently provide or to establish the need for a
specific serncc which they are interested in initiating. Additional uses, done in the aggregate by United Ways and other
funding organizations, are designed either to establish the justification for fundraising or to guide the dispersement of
resources based on a ranking of problems. TIlere arc severallirnitations to these traditional approaches.

First, the process of determining what problems will be included in the assessment and of defining how issues
will be prioritized is usually controlled by, and limited to, professionals andJor civic l~ders, omitting important citizen
perspcetives. Second, the focus is exclusively on the problems, needs, and deficits of individuals, families or conmmni
tics, to the exclusion of strengths a.nd assets. TItird, this approach zcros in on today's urgent problems and docs not
help anticipate cmerging concerns or opportunities. Finally, because there is usually little resident involvement in the
assessment, nothing invests them in the results of the process or creates the openi~gs to mobilize them toward address
ing the needs a.nd opportunities identified by the assessment.

Ll contrast, there are newer processes that operate from a different set qf principles. Several alternative
methods which reflect this perspective in varying ways are the focus of this insert. They have been used in many
community settings both to gain information and to mobilizc citizens for action. TIle results can help a young coalition
set its course and recruit new members, while an established one can use the process to refocus its work and re-ener
gizc. 1llese approaches lend themselves to use by coalitions that already have active community participation or that
Vo:ant to stimulate meaningful involvement.

The Community Conccms Report method was developed by Stephen Fawcett ct al. to fill the need for a \vay
to establish a corrununity agenda for action that was citizen centered. Their method begins with a list of300 possible
concerns or issues, covering 18 categories of basic community functions, designed to be as inclusive as possible.
"Unlike traditional survey research approaches, it involves conswners in selecting the issues to be studied and in
interpreting the results." This is done through a volunteer work group, chosen to be as representative of the community
as possible, who select the 30 or so items from the 300 that will constitute the survey.

TIle survey itself is designed to ask respondents 1:"':0 things: how important is that issue to them, and how
satisfied are they with its current status. This provides both the level of interest in each item and the distinction between
areas of strength (with high satisfaction) and problems (\\~th low satisfaction).

Accompanied by a cover letter, the survey is distributed to all "consumers" oftlle organization or residents of
the conununity, using a variety of methods depending on the number of people and the resources available. Incentives
are sometimes offered to increase participation and to obtain the most accurate report of community opinions. The
results arc then tallied, showing the items \\lith the highest importance ratings together with the highest and lowest
satisfaction levels. These results are then shared at a well-advertized public meeting. The discussion is focused on e:lch
issue, with suggestions from citizens for preserving the major strong points and strategies for addressing the most

"~ serious concerns. From the survey and this public discussion, a report of the findings is prepared. The report is
'~:distributed widely, for use in community and organizational planning.

::J Another approach to community assessment, the Social Reconnaissance, has been developed by Michael Felix..,
. 'David Cha~s and others. This method is even more interactive thari the Concerns Report, being referred to as a
."barnstorming series of meetings". Chavis describes it as "inexpensive and easy, a manageable method for mobilizing
a community toward solving its problems. TIle reassessment procedures themselves help to build new skills."

This method is built on a senes of communiry assessment meetings organized by a communiry task force. The



meetings are designed for the participants to: share infonnation about needs and resources within the conUllUnity;
develop O\\11ership of issues and solutions; identify opportunities and barriers; and mobilizc the conullunity to
action. 8ch meeting is facilitated by a person from the organization or commu~ity,with training and support from
those organizing the process. The facilitator guides the group (ideally about 10 pcople) through a discussion of the
areas listed above, using a structured proccss explained in the training, while a recorder captures the ideas shared
by participants. TIle results from each meeting arc compiled by thc organizers and used to create a composite
conununity assessment which is then shared back with the participants. From this process, action planning evolves
around the priority issues.

Though both of the above processes look for strengths and resources, the work of Jolm l\1cKnight and his
colleagues takes this interest to another level. 11ley focus an entire process on the asset dimension alone. in their

booklet, Mapping Community Capacity, they oulline both the rationale for this approach and a metilOd of identi

fying and organizing community assets. "TIle process of identifying capacities and assets [broadly defined], boili

individual and organizational, is the first step on tile patil toward conununity regeneration." In this mapping of
assets, tile assessment considers two important factors: where are they located; and by whom and from where are
iliey controlled. They tilen create a picture showing the results. This provides a cle-'lr understanding about the
accessibility oftilese assets to tile residents, based on both geography and power.

One dimension oftilis assessment focuses on organizations - both agencieslinstitutions and colTununity
associations (such as service clubs, and church, artistic and sports groups), a resource of particular interest to
McKnight. A second dimension is individual capacities which'!:an be nurtured and utilized in building the commu
nity. TIle booklet includes a model "Capacity inventory" used to·collect infonnation about personal skills, inter
ests, etc. Finally, tiley map tile physical resources of the community. With all this information compiled, groups
interested in many forms of coITUnunity building can use it to mobilize the community's assets for tile benefit of the
residents.

Each of tilesc approaches offers something of value to coalitions interested in doing a new brand ofpartici
patory conununity assessment. Other more infornlal community assessment techniques offer some simpler mecha
nisms tilat can also meet the above criteria. Some th:1t have been effectively used by cO:1litions include: door-to
door neighborhood visits, neighborhood listening posts, and focus groups.Each metilOd has distilict features and
requires somewh:1t different resources, but they are not mutually exclusive. If employed tilOughtfully, these tools
will yield more meaningful infonnation, a more involved citizenry, and greater community efforts in capacity
building and problem solving.

For more information on Community Concerns Reports:
o Fawcett, Seekins, Whang, Muiu and Suarez, "involving Consumers in Decision-M:lking", Social Policy, Vol.

13, No.2, (1982)
o Schriner and Fawcett, "A Conununity Concerns Report Method for Local Agenda-Setting," Journal of the

Community Development Society, Vol. 19, No.2, (1988)

On Social Reconnaissance:·

o Williams, "R.x: Social Reconnaissance," Foundation News, Vol. 31, No.4, (1990)
o Chavis, et al., "Guidelines for COITUnunity Assessment Meetings," Unpublished document, Center for Social

and Com~:lUnityDevelopment, (1993) To obtain, contact David Chavis at tile Center for Social and

Community Development, Bldg. 4086, Room 139, Livingston Campus, Rutgers University, Piscataway, NJ
08855.

On Community Assets: .
o Mapping Community Capacities can be ordered from the Center for Urban Affairs and Policy Research,

Northwestern University, 2040 Sheridan Road, Evanston, IL 60208-4100;(708) 419-3395.

One in a series of tips on building coalitions.
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by David Foster, Comnlunity Partners I

I
I

"Ifyou're not sure where you're going, any rrod will get you there," said some wise person., but the journey will
1i1:c1y be a meandering and unsatisfying one. Coalitions, particularly new oncs, often struggle with the consequences of this.
Unless they arc required by some exterro.l force (e.g., a funder) to have a cle:rrly articulated plan, there is often little inclina
tion to do real planning. This may be due in pm to the absence of structure, particularly hierarchy, at the outset. If it's no
ooe's "job" to instigate the planning. it often doesn't happen. Acti\~ty often results from reacting to a crisis or tiling on
some mc.:nbcr's special concern, but there is DO mechanism for taking a loog view, setting priorities, or being prroctive.

Planni.ng by coalitions is designed to systematically define the desired products (destination) and develop a
worbblc process (route) that results in the actions needed to create the desired products. As shown in the dia.:,o-ram below,
there are several stages in defining the desired products, each becoming more specific, and several aspects of process which.,
when ",'oven together, lead to concrete action and the desired outcomes, if all goes well. .

TIle pl.anning scheme described here represents a comprehensivc apprroch th.at will be useful for most coalitions.
In relity it is rarely followed in its entirety, often duc to a fccliilg that it takes too much time or that the group already
knows what nccd.s to be done so 'let's just get on \'lith it'. While a variety of short cuts nny be taken \',ithout serious ill
effects, in the long run coalitions are most productive when they adhere to good planning.

For the readers to whom thi~ is familiar, perhaps it nuy serve as a reminder of its applicability to coalitions.
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o VlSionIMissioD
E:u-Iy in a coalition's developme:lt it is import.:lnt to est:lblish a written mission statemcnt which articulates a

bro:u:l sense of its commoo purpose. This establishes the overall arena in which the coalition wants to work and how it
hope:; things ",-ill be different in the future. For some coalitions this is a straight-forward task., for others it is the product of
considerable labor and negotiation. EX.AlvfPLE: The mission oJthe Coa£iiionis to enhance the quality oJlift Jor all
residents by ensuring that community. resources are marimized and visibie. through education, advocacy and action.

o Organizational Development
The work of building the coalition into a viable organization goes on in parallel with product-focused work. It is

ict::ractive with vision/mission de..-elopment sina: the concerns of those initially at the ublc m.me the mission., which then

defines who needs to be at the table and how they should be"organized (e.g., formal,vs. informal). As part of organizatiOn:!



gcvclopmcnt, a sound structure is needed, WiUl conunitt= or work groups that \\ill do UIC work and bring thcir findings!
recommcndations bo.ck to U1C whole group for revicw. Officers. Committees (Executive. SubS(Qncc Abuse, Community
Hcalth Education, Community Relations, }.{embership)

Ongoing attention to tC1l~ building is essentio.] and needs to be part of tJ1C pbnning process.

o Goals
Defining goals helps give focus to the br03d direction by establishing the basic domains tJut need to be acted on

and the general outcomes that will help achieve the mission. To educate community residents about health issues affecting
infant mortality.

o Asscssment
Once these broad goals arc established, a variety ofinfonTI.:J.tion is often need. before they on be oper.ltionalizcd.

The assessment process involves gathering infonn3tion and analyzing it. It addresses questions such as: what are the rcal
issues involved in achieving these goals? wh:1t nccd.s to be done to achieve them? what forces are already at work? who's
affected, interested or already involved? wlut arc rC3.listic olltcomes - amounts, time frame?

o ObjectiYcs
\Vith the information from the assessment process, the group can develop specific objectives. These serve to de""

the desired outcomes in more precise terms, ,,,;th quantified targets and time frames whenever possible. Train two teams
(l 0-12 people each) ofcommunity health outreach workers in the next eighteen months.

o Strategics
TIlcse specific objectives lead directly to a discussion of str.:J.tegies - how do we get there from here. \Vlut nccd.s to

be donc? \Vho needs to be involved (who will be most affected)? Whatl11ateri:J.l resources are required? How can they be
obtained? \Vb.a.t barriers can be anticipated and how might they be overcome? Wh:J.t is the best sequence of activities?
'These discussions are about building a strong, well-thought-out foundation for' action. Have coalition staffwork with'
tenants' council to recruit neighborhood residents; get coalition members to volunteer as trainers.

o Action Plan/Actions
With these strategy qucstions answered, it is a relatively simple task to devise a written plan for action. This lays

out specific action steps, in sequence and/or in pa.rallel, to implement the strategy. The plan should identify a specific
individual or work group who is responsible for each action and set time frames for its completion. Within Mo weeks,
'X" will recruit "Y" and Z"Jrom the coalition to teach 2 sessions oj the training.

The implementation of this plan by coalition members is in some sense the culmination of the planning process, .

le::u:ling tothe outcomes defined in the goals and specific objectives.

o Ongoing l\1onit.oring/Evaluation
But bow do we know that all is happening the way it's intended? Ongoing monitoring is a critical process of

keeping track ofv.m.t is supposed to be happening and how things are going. It asks if the people assigned tasks in the
action plan are getting them done. It then considers how we know what llie actual outcomes of the completed action are,

and whether they are what the coalition had intended (in terms of type and amount). Finally, it asks what adjustments in

e:J.rlier steps (strategies -> actions) l11ay be needed to improve the quality or quantity of outcomes. At each Executive
Committee meeting the prior months' minutes are revilMed to assure there has beenJollow-through on tasks assigned.

An evaluation steps back further to see if the mission is still valid, if the goals need to be updated, if the structure is
working effectively, if the group's work is valued by those within and/or outside the coalition, if member morale and com
mitment are high., etc. There will be an annual member satisfaction survey to c!etermine how the coalition is, and is nor,
meeting the m~mbers'expectations. .

. lbis process is doable, but it requires a collective discipline within ~e. coalition, along willi a willingness to take the
Urne needed to help assure a bctter outcomc and thus a more sustainable coahuon. •

j.

OIle in a series of tips on building coalitions.
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by David Foster and Heather Danton, AHEC/Collll11unity Partners

TIle impetus behind each new coalition - that spark or particular com?ination of concerns and people - is unique.
No two coalitions begin or develop in precisely tlle same way. There is not a specific linc...r order in which this
process evolves since a coalition's processes, its structure and its acti\~tics develop interactively. Still, tllere arc
common themes, elements and stages that most coalitions concerned with community issues go through in getting
started.

r:J Context

l~irst, it is important to be aware of the envirorunent within which tlle coalition will emerge and function. Some key
variables include:

• defmition of "the community"
• social infrastructure
• history of collaboration and "political climate"
• nature of existing helping systems
• . resources (human, organizational, and material)

In tlle carly stages of any new coalition, it is valuable to consciously consider each of these elements and assess its
potential influence on the emerging group and its process.

o Who, What, Where, Why?

At the oulset it is useful to examine questions related to "why are we coming together". Some coalitions form
when a history of working together on a common concern leads to a desire for a more formal, ongoing organization.
Recently more coalitions have emerged in response to some external impetus, often from a funding-source. These
;roups face a special challenge of not being driven, divided or distracted by these outside forces.

As a group comes together to initiate a coalition, the issue of"boundaries" will come up in several forms. Ques
tions, such as, what are we about?; what do we want to do?; what geographic area ",ill the coalition focus on?;
and, \vho should be involved? will emerge. Preliminary answers to these questions \1,;11 be developed in the begin
ning, but they will also resurface and get refined as the group reassesses its purpose and direction over time. It is .
critical to have a clear understanding of what the coalition's "community" is. It is best to define the community in
a way that is meaningful in the minds of people who live and work there, rather than to simply rely on political or
bureaucratic boundaries. .

In tlus early going, there is usually a key person(s) who provides the leadership and supports the communication
necessary to establishing a new organization. It is helpful for this person and herlhis affiliation to be seen as
"neutral" and accessible.

o Agenda

.'
Early on, a coalition needs to consider the nature and scope of the agenda it desires, understanding that this is likely
to evolve over time. There arc four broad areas that coalition agendas generally encompass: 1- sharing (informa
tion); 2- relationships (support); 3- action (collaboration); 4- chmge (reallocate resources/power).

15·1



o Activity Leyel
Although membership can be claimed by those who sign up as member,s or those who send fmancial sup
port, the key component of coalition membership is activity. Without coalition members providing their
time and their efforts, there is no coalition. Thus, a key factor in the success of any coalition is the amount
of encrgy and time invested by its members in the community. No mattcr how many people have paid their
dues, if you cannot get mcmbcrs to sign up for activities and task forces, the projects that the coalition takes
on will fail. Marian Wright Edelman of the Children's Defense Fund, in talbng about developing teen
pregnancy prevention coalitions, says that we need to distinguish between the talkers and the actors. Often
at the beginning of tbe coalition, we see more of the lalkers and only later do we see the actors. Thus,
another important factor in assessing membership in a coalition is to examine the activity level.

o f.,1uW-Sectoral, Multi-Cultur~1 Coalitions
How well the coalition membership represents Ule various sectors and sub-tullures of a community is
another key variable in membership. For membership to be truly representative, efforts have to be made to
reach those who don't easily come to coalition activities. The hardest to reach individuals tend to be those
at the very top of the power slructure: the heads of corporations, police chiefs, superintendents of schooh
and those at the very boltom of Ule power scale: the disenfranchised, the citizens. Specific efforts involving
individual, personalized outreach need to be focused on those groups not well represented. so the coalition
can be both multi-sectoral and multi-cultural. Getting these hard to reach individuals into the room is only
the first step, the coalition will need to create 'a welcoming environmept if the newcomers are to stay with
the coalition. Without Uds, the strength of Ole membership will be weakened.

o The Role of Citizens
AlUlOugh coalitions proclaim themselves as empowering institutions, giving voice to the members of the
community, they often fail at involving citizens in their efforts. Coalitions are often quite successful at
engaging certain components of a community to interact in daytime meetings, in fonnal settings. But this
modality has enonnous barriers to involving grassroots citizens, barriers induding: time, money, language,
family responsibilities, transportation, etc. TIlere are no simple answers as to how to best engage citizens in
coalition activities. To change the meetings to evenings, provide interpreters and day care may be ways of
enticing citizens to a meeting, but on is likely to lose many human service providers with after .work events.
One should not assume that coalition building efforts and citizens community development activities can
always be, or need to be, merged into one organization. Rather, we must seek the areas of overlapping
interest of these initiatives. There needs to be an active exploration of how neighborhood organizations,
community development groups, citizen action groups and community coalitions can find common ground
and ways of collaborating. TIlis indeed may be the greatest future challenge for coalition membership.

The strength of a coalition is really the sum of the capacities of its members. Seeking a broad representa
tion of active members and maintaining an open door are critical to coalition success.

AHEC/Community Partners
,24 South Prospect Street .----+-----,

Amherst., MA 0I002

One in a series of tips on building coalitions.
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Coalition Leadership

by TOln \\'olff, Comn1unity Partners
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Building

Tips

I

o Coalition Leadership
Coalition leadership requires attention to basic organizational functions - communication, clarity of roles, decision
making, etc. - just as in oUler organizations. However, in some ways, coalitions are unusual forms of organization and
raise special leJdcrship issues.

o Types of Leadership Structures
How leadership in coalitions is defined and how it functions in coalitions vary enormously. Some coalitions have paid
staff which may be part-time or full-time; and either from the local community or not. In large, well-funded coali
tions, we often find organizations with a full-time director which look a great deal like a traditional human service
1gency. In other coalitions, leadership is a totally voluntary capacity and emerges solely' from the membership.
:inally, in a third form, we see some combination of paid and volunteer leadership.

o Coalition Leadership Models Vary with Coalition Goals
Depending upon the goals of the coalition, a variety of these styles may prove to be effective. One coalition might be
run by a specific charismatic leJder, while another coaiition's leJdership might be shared among several different
individuals. In this insert, we describe IC3dership issues as applicable to coalitions which have as their goals bringing
togeUler various components of the community to become more effective problem solvers and to maximize the use of
reso,UrCes in the community. Those goals require a commitment to community development, and tlms a shared IC3der
ship model tends to be the one tllat seems most effective in achieving tllese goals. For coalitions tllat have a commit
ment to community development, not only is tlle involvement of existing leaders critical, but developing new leader
ship is also adopted as a goal.

o Skills and Style
Critical skills and styles for coalition leaders include:
• An inclusive,wclcoming stance: Coalition leaders should set the tone for :welcoming new members and for bring
ing them into the coalition. Orienting new members and urging tllem into active roles are part Qf tlle welcoming.

E.xcellent communicators: Both in verbal and written materials,-coalition leaders need to take complex materials
and make them understandable to all audiences.

• Group facilitation skills: Coalition leaders need to be able to guide botll large and small meetings, witll numerous
participants and various agendas. Meetings would allow everyone to have their say, and yet be able to follow agendas,
move tllrough problem-solving processes and ultimately make decisions.

• ConOiet resolution: It is helpful for coalition leaders to appreciate tlle benefits of conflict, since conflict is a
regular part of what happens in coalitions. Seeing conflict as an opportunity to be grappled witll, rather than a horror
to be avoided, is crucial to coalition leadership. Identifying tlle various self-interests, seeing tlle common ground, and
helping to seek compromises are part of tllis activity .

• Sharing the spotlight: Coalition leaders must leave their egos at the door and be able to share the glory and the
spotlight with Otller coalition members and other entities in the community. This can be a complicated tightrope
being too modest can lead to tlle coalition remaining invisible, being too forward may bring resentment.

• Trust: Coalition leaders must be able to engender trust in those with whom they work. They must be reliable,

prompt, honest and true to their word.



Finally, coalition leaders must bring energy and hope to coalitions in both their styles and their skills. One can easily
see how hard it would be to find one individual with all the above traits - thus the advantages of a shared le3dership
model which calls upon many individual's skills become more obvious. Also c1e3r are. the risks of relying on a single
leader to be the initiator of all coalition activity.

o Specific Issues and Challenges of Coalition Leadership

Delegalion
TIle role of coalitions as catalysts instead of doers is paralleleD in the role of the coalition leaders. The leaders must
also be catalysts for action instead of doers of the action. An excellent program manager and program developer who
knows how to get things done can actually be less successful as a coalition leader, since sfhe may not foster delegation
and develop new leadership. Coalition leaders must support the active engagement of all members, and seek support
for themselves from others in the coalition.

Juggling Responsibilities, Roles and Time
Coalitions, when they start to become effective, open more and more doors with each success. Balancing these various
opportunities and obligations is critical. Numerous coalition leaders suffer from making too many commitments and
spreading themselves, and the coalition, too thin.

Jcalous)' and Criticism
Coalition leaders often are the target of both criticism and jealousy. Being central and visiole figures, these negative
reactions can occur quite separate from any inapprop~iate action being taken by the leader. Understanding that this is a
natural part of group process is a necessary stance for the leader. Constructively dealing with both criticism and
jealousy by listening and responding non-defensively is necessary for the feelings to diminish.

Action Orientation
Many coalitions get bogged down in lengthy planning processes or in cautiously avoiding controversial issues. Coalition
leaders must be able to move the coalition towards action and accomplishments, so that coalition members can keep a
balance between the time that they put in and the benefits they reap from the coalition's accomplishments. This drive
for products must be carefully linked with a thoughtful coalition process.

Paid Staff
Having paid coalition staff (versus only volunteer leadership) raises important issues:

1) When coalitions have paid staff, a key issue is the differentiation of tasks to be performed by staff vs..
coalition members. As unpleasant tasks arise, do all eyes focus on the paid staff and does the staff person
take on the task or try to delegate it? And if s/he tries to delegate the task, do coalition members help 0 J

they leave it for the staff person? The ways these scenarios play out can decide the tone of the coalition.
2) Supervision and support for paid staff is a second key issue. The high-stress job of being a coalition staff

person requires skilled supervision and support, which is rarely available. The supervision needs to come
from one or more individuals with practical knowledge of coalitions, group process, conflict resolution, etc.

Developing Leaders
Coalitions vary in their commitment to developing new leadership with the coalitions and in communities. When
leadership development is a stated goal, it creates new leadership issues. Specifically, one needs to decide if new
leaders are going to be sought from professional ranks, or from citizens. And then existing coalition leaders playa key
role in modeling, mentoring, training and encouraging new leaders.

~Team leadership enhances .the possibility that different styles of leadership can be brought to bear simultaneously. If
the leader is a visionary with little talent for practical steps, a team member who is a naturally gifted agenda-setter can
provide priceless support.. No one knows enough to perform all the functions in our most demanding leadership posts
today. ~ - John Gardner, The Nature of Leadership, Independent.Sector, 1986.

AHEC/Community partnergs
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Stages of Developnlent in ConlDlunity Coalitions

by TOln \Volff, AHEC/Comn1unity Partners
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It is helpful in trying to understand the stages of coalition development to draw from a variety of perspectives and litera
tures. TIlere is a gr~t deal written and discussed about coalition start up, but much less is written about coalition mainte
nance. TIlere is a dearth of coalition case histories that reflect how they grow over time and arc sustained. In tlllS brief
paper, we look 'at the individual, tlle group, and the whole coalition levels to gain some understanding about developmental
stages.

o Individual Level of Development
The experience of individuals in coalitions and their sense of connection to conullunity are strikingly similar to the theories
reflected in the writings of Jean Baker t>.filler. Her writings on the psychology of women and the process of tlle development
of corUlections by women provide a perspective that can be applied to our sense of what individuals go through in coalitions.

Miller suggests that there are five steps regarding corUlection. The first is that as individuals make an initial connection,
..ley fmd tllemsclves having an increased sense of well being, and an increased amount of zest. 11us energy is easily seen at
initial coalition meetings when people get quite excited about being part of a larger whole. In the second stage, the initial
zest leads to increased motivation to be active in the relationship, and they therefore feel empowered to go beyond the
re1.:J.tionship. TIlis is also true in coalitions where after the initial excitement, individuals often start to reach out to other
agencies or otller individuals within their own agency, to start to make connections. TIle third stage suggested by Miller
involves increased knO\vledge oftllemsclves and others, and increased clarity offcclings and tllOughts. We also see tlus in
coalitions, where as a result of connections witll otllers in tlle community, individuals feci clearer about what's happening
with each oilier and feel clearer about their piece oftlle whole. Fourili is an increased sense of worth that results from tlle
connection, and this has been reported by our researcher Judie Post from her interviews with long-tenn coalition members.
TIley report tllat an increase in their own sense ofself worth is a clear outcome of their coalition experience. Finally, there
is a desire for more connections. And iliat is also clear in coalition behavior. What happens in coalitions is the cumulative
effect of numerous individuals interacting. Miller's description of the process of connections has a strikingly similar tone to
that which we experience in coalitions.

o Group Level of Development
Studies of group process also generate predictable development sequences. Tuclanan, typical of many, suggests four such
-tllges. Groups begin by concerning iliemselves wiili orientation to tlle group, including issues of inclusion and exclusion,
....nderstanding ofilie bOWldaries of the group, testing the limits, and clarifying leadership. 1lUs is often discussed as
forming. These initial issues are clearly ilie same questions asked at the start of coalitions. The second point in the se
quence is generally characterized by conflict and polarization around various issues, and increasing emotional tone. Coali
tions tllat allow for emotional expression and willingly face conflict will reveal these issues in public, oilierwise we hear
them through the grapevine. This second stage is often described as storming. As the group works on resolving the
conflicts, there is an increased sense of cohesiveness, and new roles for group members begin to emerge and are adopted.
This stage of the process is described as norming.We often see this in coalitions as the initial productions and activities of
task forces and joint advOC:J.CY. In the final stage ofgroup process, ealled performing, the group becomes much more
functional, the group's energy is channelled into appropriate tasks, structural issues have been resolved, and the structure
can now be supportive of getting the tasks done. Successful coalitions have been able to create structures that allow tllem to
function, and also to get past the interpersonal conflicts, so that they can perform - as described in the group process
literature.

o Coalition Level Development
In her book Collaboration, Barbara Grey writes expansively about tlle' stages of development of whole coalitions in collabo
rative efforts. Grey suggests three phases. Phase one is the problem setting phase, in which stakeholders are identified
and ilieir issues of mutual concern are acknowledged. The specific tasks that need accomplishment wiiliin the problem



setting phase include:

.. stakeholders must identify that their actions are d~pendent upon the actions of each other;
Il stakeholders that are identified must represent a wide variety of the key c~rnponcnts of the community and must

'be perceived as being legitimate stakeholders;
n a legitimate and skilled convener with process capacity must be identified andgiven authority to have the role of

convener, and;
II all the stakeholders must agree that their shared vision and direction is of great enough value to outweigh the

costs of such an effort.

For coalitions, this translates to the kinds of issues and stnternents one hears early on, such as, "why should we do this",
"what do we have in common", "is it worth it", "we've tried this before, it doesn't work", "what can we really achieve",
and often ending "lith, "I'll try it, but no promises".

Grey calls her second phase the direction setting phase, in which stakeholders identify their common purpose, and the
values which underlie these pursuits. It is here that mutually agreed upon directions stnrt to emerge, and the dispersion of
power begins to occur among the stakeholders. In coalitions, we sec this as a period of time when the mission, goals and
objectives are articulated, the leadership structure becomes defined, the specific leaders identified, and the coalitions sta· )
tnke their first mutual actions.

TIle third stage Grey labels as the structuring phase. Here, the coalition begins to function in a systematic matter, and
develops c1car regulative functions. They begin to take their first actions which reinforce their beliefs that joint action can
be beneficial; they begin to get some external recognition and mandate; and they begin to see the fruits of their labor. In
coalition work, this becomes a critical phase and indeed can not be put off for too long. Stakeholders join coalitions tentn
tively, waiting to sec whether indeed this new organization \\;\1 have results, and unless carll' actions occur, they tend to be
easily discouraged.

Beyond Grcy's three stages come the major questions of coalition maintenance. If we are collaborating on a specific effort,
the campaign wins or loses and the coalition dissolves, maybe to be picked up again some time in the future. In contrast,
other coalitions including AHEC/Conununity Partncrs have lastcd as long as ten years; then issues ofmaintenancc become
critical. Long tcrm coalitions must reassess conununity needs, redefine priorities, engage new members and re-engage old
ones, TIley need to develop coalition rituals and events that reinforce the values and the connections made through coalition
work. Coalitions need to be vcry flexible, and not only respond in a planned, thoughtful manner, but also be available to
deal with emerging crises as they occur. Throughout the history of a coalition, the cost-benefit ratio for participants must
be attended to. We cannot become so busy with programs that we forget to ask all coalition members whether they are
getting what they want. Most of all, maintaining this kind of process requires skilled staff, who in tum need to have soliu·
support and guidance from knowledgeable supervisors. All of the above are the beginnings of ideas about bow coalitions
develop over time. Ours is still a very rudimentary understanding to which we all can add through case studies and longitu
dinal evaluations.

References
1. Grey, B. (1989) Collaborating. Jossey-Bass: San Francisco
2. Miller, J.B. (1988) COIUlections, disconnections and violation. Work in Progress. No. 33. Wellesley, MA: Stone

Center Working Paper Series.
3. Post, J. (1992) Survey Assessment of Area Health Education Center's Community Coalitions. AHEC/Community

Partners: Amherst.
3. Tuckman, B. (1965) "Developmental sequence in small groups" Psychological Bulletin, Vol 63, #6, p384-399.

One in a series of tips on building coalitions.

. AHEC/Community partnegs .
24 South Prospect Street
Amherst, MA 0 I002

\~1



Engaging Residents In Coalition Building

by David Foster, C0l1l111Unity Partners
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l\lany coalitions begin \\ith institutionallcaders and service providers at the table. EiUler at the outset, or more often as the
co:uition evolves, the group frequently decides that conununity rcsidcnts need to be more directly involved in the develop
ment of community agendas and programs.

TIlcrc are a myriad of reasons why the participation of diverse conununity members is important. Among these arc:
t insights of more people in derming the issues and priorities
• community 0\\11Crship and invesbncnt in issues and solutions
• broadcr networks ofpcople to inform and involve
t more energy WiUl which to tackle projects

I11e bcnefits are elcar, but deciding on the best approach to achieving this resul! is more elusive. Some coalitions seek to
.wolve residents fully in the life and work of the co·alition. GUIers focus on ge't~in1; comltlUnity members to participate on

specific committees that work on community issues of interest to them, perhaps having included them in an assessment
process for selecting thc issues.

A third approach, which we find increasingly compelling, sees provider coalitions as facilitators, both for the developmcnt
of neighborhood/conununity coalitions (if they do not already exist) and for providing tcclmical support to residcnt-driven
groups. The provider coalitions can then build ongoing partnerships with these neigh~omood coalitions to bcttcr apply thc
rcsources of each to conununity capacity building and problem solving. \Ve arc coming to believe that in most communities
this approach will be more effective in yielding successful provider-residcnt collaborations. Through these parmerships,
community residents can discover and exercise their power in nanling the issues, defining the solutions and being integrally
involved in implementing these solutions. .

111is Tip Sheet identifies a number of issue areas to consider in designing typical coalition activities that will enhance the
possibility for real community engagement - ,vith related baniers to success, and some potential strategies. TIlese concems
and ideas cover an array of challenges, although not all will apply to a given coalition (particularly those that are neighbor
hood based). It is useful, however, to review them all (and others you may add) when planning to reach out to expand
corrununity participation.

The more soci~conomically diverse the audience, the more of these will likely apply. The ideas may be applied to pro
vider coalitions, to their committees, and to neighborhood/conununity-based groups.

o ACCESS
Lack of transportation and mobility impediments are two conunon physical barriers to resident partic;:ipation. Language can
be an obstacle for those whose native language is other than English. When only certain people receive invitations to join.,
others may be denied access - whether by design or oversight.

tStrategies: Meet in central location • Offer rides • Meet in "barrier-free" buildings • Provide translators, bi-/multi
lingual publications • Have open membership with broad outreach •

o AGENDA _
Meetings that are focused on institutional or special-interest concerns - or tliat are formal, lengthy or disorganized - make it
difficult to attract and retain community members.

·Strategies: Have clear agenda based on broad member input • Maintain action focus, based on group-set priorities •

Keep meetings to reasonable length •
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o SCHEDULING
Finding a time when institutional, professional and community members can and will commit to meeting regularly is among
the most difficult challenges. Monday through Friday, 9 to 5, works well for some and excludes. others. Evcnings are hard
for most people with families - and for those who work, but do not live, in the conmmnity. Potential stratcgies for this issue

are elusive; successful ones, rare. Most coalitions, at some point, facc the choice of\.vhetl1er to lean toward the professional
(daytime) and do the bcst it can to attract community members, or to \can toward residents (evening) and try to keep
professionals involved. AnotJler option is to establish para!lcl groups (prm;der and neighborhood) with open memberships,
that maintain close communication and collaboration, as in the third option described at the begiIll1ing of this sheet.

OCOST
Out of pocket costs for participation, such as child care or transportation, can be a barrier to involving residents \\;th low
incomes. Lost wages due to missing work to participate in coalition activities is another. .

tStratcgics: Offer child care or reimburse for care ifnccded •. Short meetings before or after work • Offer rides or
reimbursement + • i

DtlISMs tl

Professionalism in various forms can intimidate potential community members. Structural discrimination (racism., etc.) and
tokenism are barriers to a diverse membership. . ~:.'JI,

tStrategies: Avoid jargon and "alphabet soup", value all types of input, use more informal mceting style • Welcome
diversity + Outreach plan., don't ask 1-2 people to "represent" a sector •

DINFOR1\1ATION •..•;.
Unequal access to basic information about the group and its activities will impede the participation ofneglccted members.
Inadequate background information about the group and its work can make it hard for new attenders to become full partici
pants. Lack of knowledge about how the larger system works may inhibit the effective involvement of traditionally
marginalized residents.

tStratcgies: Newsletter, other media + Orientation, "buddy system" + Training +

,"
DSIGLLS/EXPERIENCE
Many potential members lack experience, and related skills, in being part of an ongoing problem-solving group. They often
have little or no experience interacting with community leaders and decision makers, and lack training in how to deal with
them effectively. Many have no role models to emurate in taking on these new experiences.

•Strategics: Seek out/nurture existing or natural leaders • Leadership training, mentoring • Promote visibility 01

positive role models, job shadowing +

.'.1

o Implications for Coalitions
A number of these strategies involve changes in how many coalitions conduct "business as usual." TIlls requires that
groups carefully assess the unseen impacts of their normal practices on the participation of community residents and make
needed changes.

Other strategies call for outreach efforts, which to be effective must be well-planned, targeted and ongoing. For most
coalitions, it is unrealistic to undertake this significant outreach without the support of paid staff, at least part-time. For the
resident members to be in a strong position to plan effectively and to negotiate from a position of strength with public
officials and professionals, as many as possible should be representatives of specific community constituencies. Thus one
outreach strategy. within any approach., is to recruit initial resident partil;ipant through direct:personal requests for repre
sentation extended to diverse neighborhood and community organizations (both formal and infonnal).

r..
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Money and Coalitions: Delights and Dilelll111as

by Ton1 Wolff, AHEC/COml1lUnity Partners
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Most discussions of funding and coalitions deal solely with the issue ofhow to find funding to sustain coalitioI
In this Tip Sheet, we would like to start with an earlier premise, and ask the question, "Is funding rc:illy neede
development?" It is interesting to compare coalitions that were started by grassroots groups 'with no money, .
coolitions that were gaUlered specifically around a funding source. In those coalitions that developed around:
community issue, whether it is substance abuse, violence, or teen pregnancy, we see'genuine community inter.
outset. Often., they have little or no money. When we contrast that v'lith those coalitions that were started by
lure of dollars, Vie do not necessarily see a great level of community involvement. There is no question that s,
nity coalitions have been highly successful v,..ith virtually no funding. We have also seen very well funded coali:
might suggest over-funded) fail. The keys to success remain the core principles of coalition success, such as: '
mission., organizational competence, time and persistence, etc. (For more on this, see our Tip Sheet "Principles ()
cess"). TIus raises fundamental questions about \"tlether funding is always required for coalitions - and., if so, he
and what that funding is used for, and what arc the kinds of problems, dilemmas, strengths and resources that al
by funding.

In our experience, we have seen the full spectrum- coalitions that had virtually no money, a moderate amount oj
sources to sustain the roalition efforts, or those \vith large amounts of resources to both sustain coalition efforts aJ

develop community progranuning ·be both successful and unsuccssful. Funding in and of itself docs not guarantc
success or failure, but :the .degree.of funding and the way in \\1lich decisions about the funding are made, create v(
different sorts oforganizations.

o How Much Funding
Coalitions often need a certain amount offunding just to sustain their basic efforts of coordination, rollaboration and
infolTIlation exchange. ' The "basics" include money for mailings: agendas, rental of meeting space, and enough mone
an annual meeting. The next increase of funding for coalitions often pays for part-time or full-time secretarial SUPPOl

do the clerical work that goes along with coalitions: mailings, minutes, newsletters, etc. M~y coalitions also see the \
for more skilled staff to assist with coalition planning, direction., leadersh.ip, facilitation, or mediation. After funding fa' \
basics, and potential funding for staff, the nex-t direction for coalition funds is speeific programming. The programs dt \
oped: substance abuse prevention., teen pregnancy prevention., tobacco cessation, etc. are often determined by the av.·
ability ofa particular funding source. Our experience suggests -that when funding is -obtained for coalitions it is best fil
spent on basics, then staffing, and finally programming.

o Funding For What
An important diStinction should be made between coalition funding that goes to sustaining the process, the development,
and the maintenance of the collaborative coalition process itself and coalition funding that goes into the development of
programming. Once a coalition gets into the business of delivering programming itself, or subcontracting out dollars for
programming to other agencies, it runs the risk of moving from a collaborative organization whose sole function is to
promote coordination and collaboration. to becoming another community agency. This can create a conflict ~here the.
coalition is in competition with its own members. Also risJ...'Y is subcontracting program dollars to other agencies by coalt
tions, When a coalition docs this, it needs to engage in a process of awarding and then monit.oring the cont:acts,. Subse
quently, the coalition as a coordinating body also becomes a monitor of its own m~mbers, which ~rea~e~ an mordmately
complex set of roles. In our experience, one set of functions often interferes with the other,.meanmg It IS hard to be a
collaborative partner with an agency if you are also monitoring a subcontract and potentially telling them that they arc not
doing a good job!

"
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o Issues Created By Coalition Funding
• Money As Motivator
\Vhen coalitions are gathered together around the lure of external funding sources, one can never be: sure tllat the
partners at tlle table are 110t there just for tlle dollars. 111is Ic.:lds to great ambiguity in the start-up of tllesc coali
tions. The best one can hope for is an open discussion of what brings pcople to the coalition table.

• Lead Agency
When a coalition gets involved Witll significant funds it sometinles finds a lead agency to handle these dollars
rather than just a fiscal conduit or financial manager. TIlC lead agency may then take on roles, responsi~ilities and

power that place it on an unequal basis \'vith other coalition members. Since one of the core premises of coalitions
is that all members cometo'the table \'vith equal power in the coalition, this QI1 create difficulties.

• Decision Making
If a coalition does have reS(;lUrCCS beyond the core functions of process and staff, questions arise about how
resources get spent and who decides upon those directions and specific allocations. These money issues can
highlight how democratic the overall decision making process is, or expose its authoritarian tendencies.

o 1\1oney And Membership
If one of the major sources, or even one of the sustaining sources, of a coalition is participant fccs, the money may limit
membership in tlle coalition. As suggested in an earlier Tip Shcct , we propose a membership process that has no fees
attached to it. There should be a coalition sponsorship·process, which aIlows people to contribute on an annual basis,
generally based on the size of their organization. Members of the coalition would include anyone embracing the coalition's
mission and not be tied to paying a fee to join. nus distinction between membership and sponsorship is helpful in making
sure that dollars do not become a criteria for joining a coalition .(For more on tlus, see Tip Sheet "Coalition Membership").

o How Money Can Help A Coalition
In spite of the above \\-amings, money can help a coalition. Core funding for staffing and maintaining file process and
development of the coalition is critical for the success of most coalitions. It is our belief that, although un.su£fed coalitions
can be successful to some degree, the capacity of the coalitions to take on multiple issues over a long period of time and
have a significant impact can be increased with paid, facilitative coalition staff. Thus, finding the resources to fund such
staff is enormously helpful. Even a halftime staff person and secretarial support can be enough ro move a coalition
forward in a rapid fashion.

o Where To Find The Dollars
This, of course, is the million dollar question. The experiences of numerous coalitions across the country indicate that there
are a variety of sources. Most larger coalitions have been developed around an initiative from state, federal or private
sources soliciting coalition responses to issues such as violence prevention, teen pregnancy prevention, tobacco cessation,
etc. Other sources of coalition funding include: a} sponsorship fees from members, b) ~mmunity foundations, c) larger
foundations and corporate giving programs, d) local cities and towns - especially through Community Development Block
Grants and Small Cities Grants.

In sum, money can be a key force in moving coalitions forward or can be a major barrier to coalition success. The basic
instinct to seek large amounts of dollars for coalitions should be tempered by a planning process that asks how much
funding do we need? For what coalition functions? Who will decide how it is spent? Can we anticipate the benefits and .
the problems that funding might bring? It is only after coalitions have successfully asked and answered these .

that the search for funding should begin. AHEC/Community Partners
.--t----,

24 ?outh Prospect Street
One in a serie$ of tips on building coalitions. . Amherst, MA 0 1002

'160



Principles of Success

by Tonl Vlolff, AHECIConmlunity Partners

"

Coalition
Building

Tips

I

I
I
I
I
I
I
I
I
I
I
I
I
I

A generic set of principles for successful coalition development can be quite a challenge to generate in light of
the great variation in what is called a 'coalition' . Not only do the definitions of coalition vary (from two agencies
joining together in a grant submission through a broad community group with representatives from every sector) but
also definitions of coalition 'success vary (Le. we have succeeded if we get the Chief of Police to join our coalition vs.
we have succeeded if we get the Chief of Police fired).

o ASSUMPTIONS:
To clarify the principles of success in a brief paper it is necessary to first spell out some of the basic asswnp

tions of the particular approach to coalition building articulated in this model:
1. Ecological approach - individuals are understood in the broadest context of their environment. Thus when

examining social problems (i.e. drug abuse, teen pregnancy) always consider the maj"or forces in American life today
that impact on the problem including: racism, sexism; class elitism, injustices, and economic maldistribution of re
sources.

2. Social change - Coalitions are committed to addressing those components of society that require change as
opposed to improving ways to adapt to societys ills.

" 3. Multisectoral-multicultural approaches - Coalitions need to include everyone in a community. The coalitions
basic principles must celebrate diversity and must value the multicultural characteristics of their communities. Institu
tiom! racism needs to be identified and addressed. In communities of color, empowennent of their O\1,'n community
may precede multicultural efforts.

4. Capacity approach - Coalitions focus on a community'S capacities ana strengths as well as its deficits and
problems. They focus on individuals as citizens rather than clients.

o PRINCIPLES:

r,nSSION AND GOALS
Coalition members will clearly define their shared mission/goals and see to it that the identified goals incorpo

rate the self-interests of the various constituencies. Coalition building requires both a willingnes~ to set aside personal
agendas for a common good, and a realistic understanding that addressing the self interests of participants is crucial.
Walking the tight rope between these agendas is critical to coalition success.

INCLUSIVE MEMBERSHIP
Membership in coalitions needs to be inclusive, allowing all members of a community who endorse the

coalitions mission to join in the coalitions efforts. Inclusive membership will occur only through active recruiting of
the two power extremes in the community - the most powerful (business, clergy, city hall, etc.) and the least powerful
(neighborhood groups, youth, people of color, the poor, etc.). The geographic boundaries of the coalition will also be
decided by those directly involved.

ORGANIZATIONAL COMPETENCE
The coalitions organizational functioning and structure must be clear and competent enough so that the

coalition can perform basic tasks effectively. This includes:
a. Effective leadership - coalitions need to have clearly identi fied leadership structures but also need to

share leadership as broadly as possible. Building new leadership is a crudal role -(or c~alitions especially among

community groups which have been disenfranchised.



b. A clem, democr.:ltic decision making process is needed which allows for broad input into decisions
and for conflict and disagreement to occur and be resolved.

c. Most broad coalition cfforts require experienced staff. The s,taff must havegroup and organizational
process skills and community developmcnt philosophy and skills.

d. Coalitions necd to proceed in a planfuJ manner and thus must develop at least a rudimentary ongoing
system of planning.

e. Active and effective communication among members of the coalition and between the coalition and
both the community and outside systems (i.e. the State) is critical.

f. Mobilization and effective use of resources from within the coalition, and outside, is essential.

ACTION AND ADVOCACY
Successful coalitions take actions that are doable and thus prove their effectiveness to themselves and their

communities through concrete results. This often means that coalitions load experiments for success to guarantee early
victories that will illustrate to the members and the communities that change call occur. A short agenda of doable tasks .
also prevents a coalition from spreading itself too thin.

HOPE AND CELEBRATION
Coalition activities need to include fun and must affinn the strengths and joys of the community. Indeed

of the great gifts of effective coalitions to their members and to their communities is the gift of hope that emerges from
an optimistic coalition approach that says that most problems mn be effectively addressed. Leaders will help empha
size the hope and accomplishments of the coalition and help the coalition celebrate this process.

TIME AND PERSISTENCE t
The agendas of broad coalitions that address the quality ~f life in communities can be overwhelming. The

coalition needs to take a long-range view, understanding that the coalitions agenda will take time and persistence.
.Although some single issue coalitions are defined as short-tenn efforts, the coalitions described in ~his model will
create the needed societal changes only in longer time frames. Tackling big issues in manageable pieces holds for both
long term and short term efforts.. ,

MONITORING AND ASSESSMENT
It is obvious that the process of developing a coalition to address quality of life issues in a community is very

complex. The literature can provide us with some direction, but each coalition effort must be guided by its own
internal review and evaluation process. Whether this review is done at an annual meeting discussion of the coalitions
process and outcomes or through a more rigorous evaluation scheme, an effective coalition V(iIl have the capacity to
learn from its successes and its disapointments, for it surely will have both.

o CONCLUSION
The above principles are a 'work in progress'. We hope they can be used as helpful hypotheses to be tested in various
communities. We welcome your feedback, suggestions. disagreements and additions.

The above thoughts were partially drawn from the work of Citizens Committee for New York City, Lew Finfer, Herb
Shepard, and David Chavis.

AHEC/Community Partners
24 South' Prospect Street' .----1-----.
Amherst. MA 0 1002
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A FRAMEWORK FOR
CITIZEN PARTICIPATION:
Portland's Office of

. .... -

Neig~~~r~o9"d

Associations
,.,..., his ~report looks at the

1 managem"ent of citizen participation

networks by focusing on the experi

ence of one successful effort-the

city of Portland, Oregon's Office of

Neighborhood Associations.

The Office acts as a facilitator
_.. - . ' ..
agency, working""to coordinate and

assist neighborhood groups with com

munity problems and needs. It also"

helps to gather input from citizens on

how to improve city programs and

services.
Included in this case study is a dis

cussion of the elements and issues

involved in setting-up a successful

program; a description bf. Office func

tions and activities which include a

crime prevention program, city code

reviews, neighborhood needs evalua

tions, Citizen advisory committees,

and emergency assistance; and an
example of how to evaluate a citizen

participatioo agency-its internal
operations, the programs it adminis

ters, and the roles it plays in processes

such as neighborhood service delivery.

/
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A Framework for Citizen
Participation: Portland's
Offi~e of Neighborhood

Associations

Over the last 15 years, comprehensive citizen participa
tion networks have been developed in many communities
with the support of local governments. The main purpose
of these efforts, both on the part of local officials and
neighborhood residents, was initially to facilitate public.
involvement in local government planning and decision
making. The reasoning behind the push for increased citi
ze!, input was that the public would be better represented
in government. that enhanced service responsiveness
would result, and that local government officials would
be held more accountable to those they serve.

Many of these citizen p<lrticipation efforts today are
characterized by widespread cooperation between neigh
borhoods and local government. This cooperation may
include government funding of citizen participation
rclateJ activities and, in some cases, the delegation of
major' service responsibilities to neighborhood groups.
Portland, Oregon is one prominent example of a local
"'overnment that has worked to foster effective citizen

.lrticipation efforts.
[n 1974, the city of Portland established the Office of

Neighborhood Associations (aNAl. Over time, it has
evolved into one of the most comprehensive public in
volvement systems in a large American city. Over 90 per
cent of the area within Portland's boundaries is covered
by .neighborhood aSiociations-ali of them formed

. .through citizen action. and linked by aNA.
ONA was established throu&h a complex, highly

political process. Many of the basic issues of citizen par
ticipation were debated: how to ensure that individuals
and groups have the opportunity to participate, how the
involvement process would be structured, how the local
government could facilitate the participation process, and
what kinds of programs would most benefit from citizen
input. As the organization evolved. it expanded its focus
to include a wide variety of activities, many of them
unanticipated at the outset.

Given the extent to which ONA has shown itself to
be an innovative facilitator of citizen involvement in gov
ernment. an account of its fonnation and an evaluation of
its activities provide useful ideas on how a citizen partici-

.. . ..::.':":.._-"...

:

Titis~rt!.it·S report was deueloped by Bruce
Clary. AssOGiate Prof~ssor. P"blic and
Environmetlt~lAdministration.University of
~Visconsin-GreenBoy He was assisted by Lee
Perlman. Communica~1.5Specialist with the
City of Portland. Oregon. ~tional
contributions to the report wer~adeby Patti
Jacobsen. Datriel OToole. Wade Myers. and
Ganey Abbott.

pation agency can be developed and sustained. Many of
the elements of ONA are specific to Portland, but other
aspects can serve as models for other jurisdictions. ONA
is an example of an experiment in citizen participation
that made the transition from the heady days of the par
ticipatory revolution in the 19605 to the cutback manage
ment era of the 19805 where federal grants and foundation
support, often the source of start-up and operational
funds, have virtually disappeared. In this respect, ONA
provides an illustration of a grassroots neighborhood
organization that has not only survived, but has grown
and become an institutionalized part of a city government.

:)EVELO?li'lG ;... SU:'PORT AGi:HCY

Two important factors that can lead to the success of in
stitutionalized systems of citizen participation are an
active citizenr/ with experience in grassroots organiza
tion, and the commitment and efforts of city officials. In
Portland, the grass root movement existed on which to
build the organization and it took a detennined effort on
the part of local officials to create the ONA, It is evident
from the city's experience that a local government cannot
simply create a neighborhood assodation network from
scratch, and that without the initiative taken by local
officials-in this case, a succession of supportive and
influential mayors-agencies such as ONA are difficult to
establish.

Citizen experience with grassroots organization. The
growth of Portland's:neighborhood movement-which
eventually helped to produce aNA-resulted from a
combination of factors. First. the citizen participation re
quirements in various federal acts stimulated the develop
ment of neighborhood groups that later became the grass
roots component of ONA.

For example, in the late 1960s. eight neighborhood
associations were formed in northeast Portland to fulfill
the citizen participation requirements of the Model Cities
Act. Additional funding and staff assistance for these
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associations were provided by the Portland Development
Commission (pDC). The PDC also provided assistance in
setting up citizen groups in other areas of the city
including several in low-income neighborhoods.

Second, neighborhood issues, particularly those
related to zoning and land use, were often the primary
impetus behind the creation of citizen groups. In one area,
increased commercial development was the reason. In
other areas, proposed urban renewal projects were fac
tors. In one case, the city received federal highway funds
and proposed to build a 5200 rniliion interstate highway
through the southeast area and 1.600 homes would have
been eliminated. Citizen reaction against the project was
swift, and a strong protest movement eventually stopped
the project. Through this incident and others. residents
learned the value of neighborhood organization.

Another particularly important event was a decision
by the city's bureau of planning to help residents set up

·',roups. This involvement of the bureau with residents
,as the first major link between the city government and

the neighborhood organizations. The exchange of infor
mation and input between these groups and the city re
sulted in a pattern of neighborhood and city government
cooperation-a pattern which fostered the establishment
of ONA.I

The support of local government officials. These prece
d~nts alone, however, are usually not enough to set up
and maintain an institutionalized citizen participation
network. Neighborhood organizations tend to lack per
manence. An issue arises, residents mobilize. but the
group eventually disappears when the problem is solved
or interest in the issue subsides. One element which is
crucial to the development and implementation of an
agency like ONA is the strong support of city officials
who recognize the need for a citizen participation system
and are willing to allocate resources toward the system.

The decision to encourage citizen involvement in
-:.public activities is not cost free. Time. effort. and often

'~rsonnel resources have to be expended. Administrators
.nust also examine questions regarding the information
that citizens must have to participate in a knowledge
able fashion, and develop opportunities for meaningful
participation. 1

With the grassroots base of most citizen participation
efforts. the role that city officials have played in the devel-

• _opment of institutionalized systems of involvement has
often been overlooked. In Portland's case. the organized
citizen participation system was given strong support
from the Mayor's Office. This support was crucial in es·
tablishing the political base for a system of neighborhood
associations. Creating change within any political setting
is greatly facilitated when there is executive leadership.
ONA would probably never have been established with
out the initiative taken by several mayors and other local
officials.

By the early 19705, city staff had considerable experi
ence in working with existing neighborhood groups
through the citizen participation components of federal
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aid programs. The ambitious land use planning process
implemented by the city also involved the considerable
participation of neighborhood organizations. It became
clear to city officials that sustained citizen involvement
would require some sort of staff support and/or resources.

In recognition of the need for support services, the
mayor appointed a task force in 1971 to study the pro
posed establishment of a system of city-sponsored Neigh
borhood Planning Organizations (NPOs) and District
Planning Organizations (DPOs), inspired by models
being used in San Diego, California and Fort Worth,
Texas. The purpose of the approach was to ensure respon
siveness to neighborhoods. but also to allow for a broader
perspective on issues, such as land use, that might affect
more than one neighborhood.

DEVELOPMENT ISSUES

A major issue often faced by local government officials
when setting up an institutionalized citizen participation
system is how to balance their need for citizen input and
the need for neighborhood residents to make their con
cerns and views known and acted upon. This proved to
be a major issue in developing ~he structure of ONA.

The task force. which received continued support
from the newly elected mayor in 1972, issued a report in
1973 which called for the establishment of a two-tiered
structure of NPOs and DPOs to be administered and
served by a Bureau of Neighborhood Associations. The
task force felt that a two-tiered system of citizen participa
tion that divides the city into geographical areas (districts
and neighborhoods) could provide widespread represen
tation through a decentralized, grassroots structure. The
neighborhood level could serve as a forum for discussion
of local problems. an arena for the exchange of ideas be
tween city hall and residents, and a way to administer
neighborhood projects or service delivery arrangements.

Initial citizen reaction focused mostly on the district
element of the proposed structure. which was viewed as
being of greater benefit to city hall than to the neighbor
hoods. Neighborhood activists expressed the fear that
they would have to operate within boundaries (DPOs)
that were designed to meet the needs of bureaucrats, not
those of the community. They also were alanned at the
prospect of a bureau within city hall being responsible for
citizen participation. Some city council members. on the
other hand. feared that community activists would use
the neighborhood associations to further their own ends.
Hence. the structure would not be politically representa
tive or the community,

The concerns of both groups were not unfounded.
The issue of citizen participation as a form of bureaucratic
cooptation is one of the most often discussed in the liter
ature on citizen participation.' The issue is a difficult one
to resolve. \Nhat is meaningful participation to one person
may be seen as cooptation by another. The apprehension
about representation is supported by studies on politi
cal participation that show persons higher on the socio-
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) economic ladder ·are much more likely to be involved in
governmerit. •

Although these issues were not fully resolved at the
time of the debate (and probably never could be). a com
promise was reached. In place of NPOs, the city council
would simply res:ognize as the "representatives of their
communities" any·neighborhood association that met the
standards to be set forth in a proposed ordinance. These
standards were considerably more flexible than those
fomulated for the NPOs.

The DrO concept was also modified to accommodate
the desire of neighborhoods to maintain community con
trol of the citizen participation process. The city would
provide funding for regional offices operated on a con
tractual basis by locally elected boards (if they were
'eeded and desired by citizens in the areal. The optional

" lvision was included so as not to displace existing
neighborhood programs.

The compromise helped to deal with the issue of city
vs. neighborhood needs and the importance of the repre
sentativeness of a citizen participation system. The city is
politically accountable for the expenditure of funds. re
gardless of the type of program or its purposes. Con
sequently, by contracting the operation of the regional
offices to the community, the council could exercise broad

legislative oversight of their activities, while leaving oper
ational matters to the offices.

The: new entity was named the Office of Neighbor
hood Associations (rather than a "Bureau") to provide a
less bureaucratic label for the organization. The coordina
tor of an existing neighborhood group was hired to draft
an establishing ordinance and to head the office. The
resulting ordinance was approved by the city Council in
early 1974 by a vote of four to One.

THE STRUCTURE OF ONA

Originally, ONA was an administrative sub-division
within a department of public affairs. Today, it is part of
the Department of Public Safety which also includes the
Bureau of Neighborhood Environment. The central office
is located in city hall. Initial staff positions included a di
rector and two clerks. Later, an infonnation specialist and
administrative assistant were added.

Besides the main office, five district offices were
creat~d around the city, and a total of 59 neigh_d I ..
associations were incorporated into aNA. (See 1 Al(I(<!.J!lC. '1o

for an outline of the original organizational structure.)
The neighborhood associations (NAs) in Portland are
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Neighborhood crime prevention program. As in many
cities, the neighborhood crime prevention program began
with a federal Law Enforcement Assistance grant. What is
notable about Portland's program is that when the grant
expired (IS months after the program's inception), the city
became the first in the country to make the program per
manent and fund it through the city budget.

Citizen rarticipation agencies, such as ONA,.6ften con
duct a number of "standard" functions such as setting up
neighborhood meetings and workshops, publishing news
letters on a regular basis, providing technical assistance
and referral services, producing press releases, and con
ducting community studies. (See~:tf2. for functions
originally designated to ONA in its enabling ordinance.)
However, ONA has also gone substantially beyond these
"basic functions," and has proved to be an important
source of program innovation. These activities include: a
neighborhood crime prevention program, neighborhood
code and license review, Neighborhood Need Reports,
budget advisory committees, and emergency assistance.

I

-
I
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ONA PROGRAM ACTIVITIESnon-profit groups. About one-third of the NAs have for
mally incorporated. They receive staff and technical assist
ance from ~he city through ONA, but are operationally
independent.

Any neighborhood can form an association, but
must meet a set of minimum standards. lne membership
of an association must be open to all residents. property
owners, business licensees, and representatives of non
profit organizations. Dues can only be 'collected on a
voluntary basis. A formal process of dissent must be
adopted. If any individual publically disagrees with an
NA on an issue. the position must be recorded and for
warded along with any recommendations the NA may
make to the city. This procedure was designed to ensure
that the associations would be representative of neighbor
hood opinion.

_ One of the more innovative elements of the stand
',\ is the grievance process. An NA has to adopt a writ

i~ procedure which requires the reconSideration of a
decision if any resident feels that it might h<lve an adverse
effect on him or her. The city council has even played a
role in mediating these conflicts. Hearings have been held
by the council and in some instances, the council has ap
pointed an arbitrator. This procedure, like the dissent
standard, results in the greater representation of minority
viewpoints within the NAs.

}he boards of the associations normally hold monthly
meetings. General membership meetings may occur
monthly, quarterly, or annually. In some cases. committee
structures have been established to focus on speCific areas .. '--.
such as pl'lnning. traffic, and economic development.

The most difficult problem th<lt ONA h<ls had to
work out is the relationship between the central office and
the district offices. The city of Portbnd. through CNA.
contracts with the district officcs-th<lt act as service pro
viders.·:Responsibilities are contractuallv defined and
?.'Jdits are conducted on a regular basis. This system of a
'·;.t~ contracting for citizen participation services was the

- of its kind in the U.S.
Each of the district offices faces problems that are

specific to the area of the city they cover, but they also
have features in common. \Nhile there is generally a
board consisting of members from each of the neighbor
hood associations (NAs), membership is sometimes ex
tended to service organizations and others in the commu
nity. The role of the coo~dinators is generally defined as
that of facilitator to the NAs. However, the question has
often been raised as to their ultimate accountability-to
the local government that funds them or the neighborhoods
that elect them. This issue has never been satisfacto
rily resolved either to the satisfaction of city hall or the
neighborhoods.

Although ONA's structure has remained largely in
tact over its U year existence, changes have occurred.
Neighborhood associations have been added, budget allo
cations increased and, depending upon the priorities of
ONA directors over the years, the orientation of the pro
gram has varied.

FIGURE 2-0NA Functions

1. Notify interested persons of meetings.
hearings. elections. and other events.

2. Provide for the sharing of information and
maintain a list of reports. studies, data
sources and other available material.

3. Provide reterral services to individuals, neigh
borhood associalions. city agencies, and other
public agencies.

4. Keep an up·to·date list ot neighborhood
associations and their principal oHicers.

5. Assist neighborhood volunteers in coordi·
noting projects on beholf of neighborhood
livability.

6. Encourage individuals to work with existing
neighborhood associations where possible.

7. Assist in reproducing and mailing news·
letters and other printed matter when written
material is supplied by a neighborhood
association.

8. Act as a liaison while neighborhood associa·
tions and city ogencies work out processes
for city involvement.

9. Assist in contracts.with other city agencies on
behalf of neighborhood associations or other
interested individuals.

10. Assist in educational efforts related to citizen
participation in city government.

Source: City or Portland Ordinance No. 140905. November 26_
1975 (an amended version 01 the OrlQlnal authorizing
ordlnOnce no. 137816. February 7. 1974). )
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One of the major problems with federal "seed
money" grants is the need to develop alternative funding
sources once the original grant expires. ONA provides an
example of how an administrative structure for the con
tinuation of this type of program can be provided. Ad
ministration of~ the program was assigned to ONA, and'
neighborhood prevention coordinators were named to
each of ONA's regional offices.

Without the role played by ONA. it is doubtful that
the program would have been retained. If the neighbor
hood crime prevention program had been adopted with
out ONA involvement, it would have been largely de
pendent upon new sources of financial support and
volunteers organized just for this purpose. Given the
problems of securing funds and recruiting and retaining
volunteers in any non-profit organization. it is question
'ble whether the operation of the crime program could
.Iave continued for a sustained period of time. ONA pro
vided the administrative base for the program and ensured
that staff resources would be aV<lilable in the long-term.

City code and license review. In recent years. local gov·
ernments have begun experimenting with "nonservice" ap
proaches to meeting community needs. Instead of reliance
upon service delivery systems which often entail substan
tial costs, the use of other. pre-existing mechanisms are
being explored. Legal codes are examples. Frequently,
they are flexibly written to allow a local government to
approach a problem in a new, innovative way.l

[n recent years. ONA has begun to be fonnally rec
ognized in city ordinances. The roles it plays are illustra
tions of "nonservice" approaches. A revised draft of the
zoning code. for example, makes the involvement of
neighborhoods a legal requirement of several land-use
rev'lew processes. A 1982 ordinance also makes the com
plaints of neighJ::.orhood <lssoci<ltions one of the factors

,.- .,that Can mandate a review of a liquor license renewal. In
\'.ese capacities. ONA has become part of the regulatory

- process of government. The participation of citizens in
administrative law hearings is commonplace. but it is rare
to find legal specification of citizen rights beyond that of a
presenter at such hearings.

Neighborhood Need .Reports. [n 1975, ONA began a
•• process of identifying neighborhood needs and communi

cating them to the appropriate city bureaus. The process
begins each May with the distribution of forms, known as
"Neighborhood Need Reports," to the neighborhood
associations. Any individu<ll or group in the community
may also request them. The forms are used to make a re
quest to city government for items such as capital im
provements. new or expanded services. or code revisions
for the upcoming fiscal year. Those submitting the forms
are asked to explain why their requests should be granted.
and to enclose the name, address, and phone number of a
contact person who can supply additional information if
it is needed. The forms must be returned to ONA's central
office. Each request is given a number, and a copy is sent

CilizenParticipalion

to the most appropriate city bureau to evaluate the re
quest. ONA notifies the contact person on the form of the
bureau and city staff person handling the request. In
January, the contact person will receive notice of the dis
position of the Need Report: accepted, rejected, or on
hold. If a decision is made not to take action, the bureau
must provide an explanation. If residents are not satisfied
with the bureau's position, they may make an appeal
directly to the staff member who handled the request, his
or her bureau head, the elected commissioner in charge of
the bureau (Portland has a commission form of govern
ment). or to the city council.

As a mechanism to increase the responsiveness of
city government. the Need Report process is fairly effec
tive. Approximately 75 percent of the NAs submit re
quests on a yearly basis. From 1975 to 1984, about 30 per
cent of the requests were granted. In 1984, the last year
when full figures were available. ONA received 45S
requests from NAs.

Some Need Report requests have had far-ranging im
pacts. For example. a number of requests for traffic con
trol were filed by one NA; the Hosford-Abemety Neigh
borhood Development (HANDl. The request eventually
led to a change in priorities for transportation planning.
Under the leadership of a professional transportation
planner. HAND developed a sophisticated IS-point pro
gram designed to curb high speed and volume commuter
traffic from passing through one residential area. The
Bureau of Tr<lffic Engineering rejected most of the pro·
posals because they ran counter to its transportation
policy th<lt traffic flow should not be restricted unless haz
ardous conditions existed. HAND disagreed with the
bureau's position amI appealed the ruling to the city coun
cil. in accordance with the procedure stipulated in the
Need Report process. The question took three years to
resolve, but the eventual decision was in HAND's favor.
Additionallv. the issues that were raised resulted in the
rival burea~s of Traffic Engineering and Transportation
Planning being placed under the jurisdiction of a single
commissioner. A new transportation policy was adopted
which stated that traffic flow should be channeled
through pre-determined routes. and a Neighborhood
Traffic M<lnagement Program was established to help
neighborhoods devise traffic management pl<lns like the
one developed by HAND.

As the above example illustrates. the Need Report
process has contributed to the greater responsiveness of
city government. In distributing and compiling the forms,
ONA acts as a link. between the city and its neighbor
hoods. The process ·is a good example of the agency's
grassroots orientation. The neighborhoods raise the
issues. not the city. The program is administered by a
volunteer organization. ONA, not a line agency where
criticisms of bias might easily develop. City agencies must
respond to the formal request and an appeal mechanism is
provided. Given the goals of the Need Report process, its
simple administrative design, and its apparent effective
ness. other local governments may find the system to be

\
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an effective way to facilitate citizen participation and
service responsiveness.

Budget Advisory Committees. Another innovative activ
ity established by ONA in 1975. is the use of Budget Ad
visory Committees (BACs). The purpose of the commit
tees is to study the operation of the bureaus to which they
have been assigned ..For each budgetary cycle. they write
a report detailing what the bureaus should retain, add,
and/or eliminate in their operation. These reports are
reviewed by the city council in its annual budget review.

The process used to recruit community members for
the committees is quite comprehensive. ONA solicits ap
plicatio:1s from neighborhood associations. business
groups. ethnic organizations, trade unions, special inter
est groups. and the public at large. The ONA staff assem
bles a list of people for each participating bureau that is
r" - 'Qsentative of age, sex, race, income. location, and
i- ,nal interest. Usually, most applicants are assigned to
the bureau that is their first or second choice.

Predictably, some bureaus initially had major reser
vations about the process. However, city staff acceptance
of BACs has increased dramatically as the program has
evolved. Staff members have come to view the infonna
tion from the reviews as useful planning infonnation (as
in the case of the Need Reports) and as a source of legiti
macy for their budget requests. In some instances, rela
tionships beetween city staff and citizens have become
almost "too accommodating and criticisms of cooptation
have been made. Despite this problem, the review process
is playing an increasingly important role 1n ·ro·rtl~ma.ciiy

government. During the 1985-86 budget review, Mayor
Bud Clark (who was a leader of the neighborhood move
ment) created a committee of bureau heads and BAC rep
resentatives to re ..... iew the assembled budget for the whole
City-before its publication or presentation to the city
counciL

The role played by BACs in Portland is somewhat
logous to the purposes of zero-based budgeting (ZBB).
, budgetary approach was developed in the 19605 to

increase the fiscal accountability of agencies by reducing
the tendency of administrators to view the budget incre
mentally (Le., this year's allocation based on what was
received last year).- A total review of all programs is re
quired annually. The system was never widely imple
mented nor judged particularly successful. The amount of
time consumed in the process and governmental resist
ance to its reduction-oriented nature have been cited as
the main rea~ons. Nevertheless, its goals are laudable,
especially in an era of cutback management and demands
for greater budgetary accountability. BACs perfonn a
ZBB-Iike function. Their mandate includes total budget
review on a yearly basis, including areas where program
reductions or eliminations can be made. Since citizens,
not city staff, are doing the review, the tendency toward
an incremental view on budgeting is reduced. Although
their role is advisory, BACs result in the increased account·
ability of the budget process.

. '.

:
Emergency assistance. Local government has tradition
ally held the major responsibility for first response to a
community disaster. Throughout the U.S., jurisdictions
have been creating offices of emergency government. 7 But
a disaster of any magnitude requires the concerted effort
of not only local, state, and federal authorities but volun
tary organizations as well. One of the most difficult tasks
during a disaster is communication between government
and the affected public. Because of the grassroots struc
ture of ONA, the office has become a major link between
the city and residents during a disaster. For example, the
Bureau of Maintenance was suddenlv faced with the task
of cleaning up a layer of toxic volca~ic ash deposited by
the Mt. St. Helens eruption in 1980. ONA was pressed in
to service as the central clearinghouse for public infonna
tion and coordinator of resident assistance. An ONA
flyer sent to persons listed on its various mailing lists
reached 35,000 people, nearly a tenth of the city's total
population.

FIGURE 3-ACIR Recommendations on
Performance Assessment of Citizen
Participation Progroms

PERFORMANCE STANDARDS
1. Access to decision making processes' in all

programs and tor the expression of views and
advice by all interesls before decisions are
made.

2. Direct clientele involvement and control in
Ihose programs designed 10 serve individuals.

J. Speciol slandards for affirmatively seeking
broadened participation in those programs
designed 10 be of general significance 10 Ihe
whole community and needing community
consensus.

PRODUCTIVITY MEASURES (for a program)
1. The ability to aclually attract citizens to

aclively toke part in the program.
2. The ability to involve citizens relotively intensely.

so Ihal they become knowledgeable about
the issues and provide well considered
responses.

3. The ability to yield unique information about
the people and organizations affected. the
issues involved, and the ideas or viewpoints of
the interested parties.

4. The ability to resolve issues (rather than to
polarize them).

5. The ability to be objectively validated so that
the reliability of information produced may be
verified,

SOUlc:O AdvisOry CommIssion on InterQovernmenlC'1 l"Ielotlons.
Ciflzon Parf/ciporJan ,n file American Federal Sysrem.
fNmhington. D.C.: 1979). 86. 319
"Italics added lot emphaSIS.
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EVALUATING ONA ACTIVITIES

As citizen participation becomes a more institutionalized
part of local government, questions r,egarding the use of
public funds frequently arise. Two important questions
are: For what specific purposes are these monies being
spent? And hbw effective are the programs?

In a publication on public involvement published by
the U.S. Advisory Commission on Intergovernmental
Relations (ACIR), productivity is listed along with
political feasibility and administrative practicality as one
of three criteria that needs to be addressed when designing
citizen involvement procedures. (See Figure .3 for specific
ACIR recommendations.) Along with the development of
performance standards, the Commission also proposes

. evaluation models, and several att,empts also have been
, made to systematically assess programs."

DNA is now an institutionalized part of Portland
city government. and it benefits froni the stability pro
vided by such an arrangement. The annual budget
review. for example, is no longer the life and death matter
it used to be. However, different expectations about agency
performance also exist. The office's large budget has'
prompted the same kind of fiscal attention from the city
council that is paid to other bureaus.

FIGURE 4-Exampfe of ONA Performance
Standard

Goal

Provide for the sharing of information and
:" maintain a list of reports. studies. dota sources,
" and other available material.

Objective

Improve efficiency and effectiveness of the
neighborhood need report process.

SUb-Objective No.1

Increase city response rote while decreasing
response time.

SUb-ObJective No.2

Increase citizen involvement in the process,
Without increasing staff time, by computerizing
Information (or analysis.

Performance Measure

Percentage =Need reports acknowledged
wIthin 3 months

" Need reports received yearly

:~::,.~ercentage =Need reports aCknowledged
7:,' ,: , wllhin 9 months

-i.;.-:' • Need reports received yearly

Shortly after assuming office in 1979, a new mayor
raised the issue of whether ONA was cost-effective. The
question was legitimate given the city's support of the
office, but a difficult one for the agency to answer. As a
result. DNA and the city's Bureau of Management and
Budget developed a performance measurement system
which included performance standards similar to those
endorsed by the ACIR.

A set of broad goals were identified, specific objec
tives within each goal area were defined, and quantitative
measures were established, where possible, to measure
the extent to which the objectives had been attained.· (See
Figure 4 for an example of one of the performance stand
ards.) Once these goals and objectives were developed,
however, ONA became interested in developing a more
comprehensive evaluation system. Under a grant from
the Intergovernmental Personnel Act. an effort was made
to develop such an approach and carry out a preliminary
evaluation. 10

ONA personnel selected six performance areas for
assessment: personnel, efficiency, coordination, inform.~

tion processing, issue identification, and citizen involve
ment in service delivery. Each of these areas is briefly
described in Figure 5. '

As the table indicates. the performance areas are
quite broad and address aspects of the organization's in
ternal functioning (e.g., operational efficiency) as well as
programs in which ONA is involved (e.g., neighborhood
service delivery). An effort was made to collect numerical
information. but, depending upon the performance area,
qualitative data and information of a narrative variety
were also used.

Personnel

There are several factors within ONA's structure that
have created personnel issues. The organization, for ex
ample, relies heavily upon volunteers. The problems that
ONA faces are similar to those of other governmental or
non-profit agencies that have a volunteer component. It is
difficult to motivate volunteers over a sustained period of
time. When activities are scheduled, there are frequently
competing work, family. and other responsibilities. Vol
unteers often lack the proper training andlor skills to per
form some tasks.

Despite these problems, volunteers playa Significant
role in DNA. Without their contributions, the many city
wide, district. and neighborhood newsletters could not be
published. Volunteers have largely staffed many neigh
borhood studies arid projects. People who take a part in
DNA-related activities have often acquired substantial
knowledge about their neighborhood and developed
skills relevant to community problem-solving through
their interaction with other volunteers. Without the
framework for citizen participation provided by ONA.
these learning opportunities might not be open to Port
land residents. If the typical pattern of neighborhood aC
tion existed. a problem would arise, residents would
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mobilize and try to do something about it and then the
organization would probably fade away. Consequently.
there would be little chance for residents to learn from
each other about their neighborhood and how to solve its
problems. aNA. through its highly decentralized struc
ture. provides an important mechanism of community
education.

A second pers~nnel issue in aNA is the relationship
between the central office and the district coordinators.
As mentioned earlier, there has alwavs been conflict over
the primary responsibility of the coo'rdinators: is it to t~e
city which pays their salary and covers office administra
tive costs, or to the neighborhoods that appoint them to
their JOD. This aspect of aNA's contractual relationship to
the community has never been fully darified to the satis
filction of either city hall or the neighborhoods.

To assess this personnel dimension of aNA. an
; . " .•'1 research approach was employed. Initially, inter
". 5 were conducted with the office director. two other
central office staff members. and five of the six district
coordinators. They were asked to state their attitude
toward elements of the organization that they perceived
as: (ll "positive aspects that did not need to be changed"
(2) "problem areas" and (3) "dimensions where change is
needed."

These responses were then used in a questionnaire
which was distributed to all personnel. The respondents
were'asked to respond to these specific statements, Based
on the findings from the survey, a meeting was then con
ducted with aNA staff. In this session, it was clear th:it
the concept of decentralization was fundamental to the
perception of aNA. District coordinators place great em
phasis on their autonomy and they are strongly com
mitted to the goals of their neighborhoods. Conflict be
tween.~he coordinators and the central office occur when
the latt~r is seen as representing the interests of city gov
ernment more than those of the neighborhoods. Further,
there is the attitude that initiatives from the cemra) office
' .. -'result in centraliz.ation of control over the neighbor
.. Jd movement. Nevertheless, a strong task orientation
exists at aNA so that, despite these attitudes, central
office staff and the district coordinators work well
together on a daily basis.

Using the responses to the survey as a starting point.
an effort was made to isolate the three major problems
faced by aNA. They reflect both issues related to the
politics of the organization and questions that are more
purely administrative in nature:

1. The need for improved communication and inter
action between the central office and the district
offices.

2. The need to structure staff meetings so that more
attention cun be given to problem identificution.
goal setting. and long-range planning.

3. The need to provide more timely information to the
public.

~ .. _--. _.~.__... -- _.. _~-_ ...._-~--

Overall. what kind of conclusions can be drawn about the
personnel dimension of aNA7 For the volunteer compo
nent of the organization. ONA has provided a framework
that has allowed neighborhoods to develop an on-going
process of citizen participation. Residents have an in
creased understanding of their neighborhoods, the prob
lems they face, and how to solve them. In this way, aNA,
through volunteer participation, has expanded the re-

FIGURE 5-0NA Performance Areas

Personnel. Since ONA is designed to facilitate
I citizen participation in government. it must

actively recruit volunteers. A second personnel
dimension reflects the decentralized structure of
the organization and involves the' relationship
between the slaff in central administration and
those in the district offices.

El1\clency. Since ONA Is a funded agency within
!. city government, it is fiscally accountable for the

expenditure of funds. Therefore, operational effi·
ciency is a priority. For exampll'), how much do
newsletters cost in relationship to Needs Reports?
Based on these figures and the perceived impact
of each actiVity. which is the more cost-effective
activity?

Coordination. ONA plays a significant coordi·
nating role between city government and city
neighborhoods. A main goal of ONA is to better
link the programs of city bureaus to the needs of
residents. This activity involves the development
of mechanisms of citizen input (an important
representational function of ONA).

Information Processing. One of ONAs most
impcnont functions is to facilitate the production
ana dissemination 'of information on city and
neighborhood problems, issues, and needs. It
publishes newsletters, sends out mailings. con
ducts studies, and holds meetings. This role is
also part of the linkage function played by ONA
between city hall and Portland's neighborhoods.

Issue Identlllcallon. As a mechanism of citizen
input, one of the main functions of ONA is to
identify problems in the neighborhoods and find
alternative ways to solve them, (e.g.. bureau
action, self-help, grant applications).

Service Delivery. This term refers to the involve
ment of residents in service delivery. ONA is
active in trying to promote citizen involvement in
neighborhood projects. problem-solving. and
sel....iice provision (a goal directly related to
increased public participation in government).
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Citizen Participation

Efficiency

sources available to city government. As a past director
of ONA stated:

To make a judgement on the effidency of these operations,
a performance standard is necessary. Usually, these are
developed either by comparing per unit costs across time
periods (are costs going up or down?), or by using a

Citizens and staff have complementary kinds of
knowledge. Staff has the professional training to rec
ognize s;lmptoms and should have some ideas about
alternative courses to resolve problems. Citizens
have the intimate familiarity with a neighborhood
territory, resources, and social networks to supply
staff with needed information, and to have apretty
good idea about which possible solution may work
in a given area. 1I

widely-accepted standard that serves as a base figure.
Neither of these measures were available for ONA's
analyses. Nevertheless. a number of observations were
made about the data. The weekly calendar, for example,'
was discovered to be more than twice as expensive to pro
duce as the monthly calendar. Most voluntary organiza
tions publish newsletters that include calendars of events
for the upcoming month. Weekly calendars provide more
timely information, and can alert residents to meetings
that are hastily scheduled because of a local crisis, etc. A
monthly calendar would not be able to furnish such a
notice. The data enabled ONA to focus on whether the
weekly calendars were worth the additional cost.

One of the three goals that resulted from a workshop
with QNA staff was the need to provide timely informa
tion to the public. The weekly, calendar is one way to
accomplish this goal. But relative to other information
activities, it is expensive. In the end, trade-offs have to be
made between cost and effectiveness for citizen partici
pation in the same way it is done for any governmental
program.

Efficiency is only one important measure of program
perfonnance; effectiveness is another. Various ONA ac
tivities were also rated in terms of their effectiveness, and
the top ranked item was the Neighborhood Need Report.
Consequently, its high per unit cost is balanced by its
perceived effectiveness.

The cost-effectiveness of ONA operations is increased
by the use of volunteers. The extent of volunteer partici
pation in newsletter production, the holding of meetings
and workshops, and neighborhood studies was exam·
ined, The assumption was that the city would have to
finance these activities if ONA and its volunteers did not
exist. An hourly rate of 55.50 was used to estimate the
cost of a volunteer's time. (This amount was what aNA
paid workstudy students at the time of the study.)

Data on volunteer labor and production costs for
newsletter production were collected for four district
offices on a monthly basis (over the period of a year).
Approximately 135 volunteer hours were involved each
month. At the 55.50 rate, the cost savings was $8,190 a
year.

The organization of meetings and workshops in
volves the active participation of volunteers. Over the
year period, 94 volunteer hours went into organizing
regular ONA-sponsored meetings. Eighty-three hours
were spent by volunteers on special conferences. The cost
savings for the year from citizen participation was
$973.50. •

Several of the district office and neighborhood asso
ciations conducted studies during the year. Topics ranged
from housing displacement to neighborhood parking. A
total of nine studies were undertaken and 57 volunteers
contributed their time. It was not possible to determine
the number of volunteer hours since no records were
kept. The studies would have been quite expensive if con
sulting Hnns had been used. Regular staff resources are

PER UNIT COST

.39

.60

.80
1.72

23.38

ITEM

1. Newsletter
2. Contact List
3. Monthly Calendar
4. Weeklv Calendar
5. Need Report

In terms of ONA's paid staff, there is a positive atti
tude toward getting the organization's work accomp
lished. But underlying this commitment is the unresolved
issue of the extent to which the city government should be
involved in ONA. The difference~ of opinion on this
question are mirrored in the attitudes of the district staff
toward the operation of the central oifice. It is unlikely
thilt this controversy will be resolved. The purposes of
ONA and its decentralized structure will guarantee that 
staff disagreements over the reliltive responsibilities of the
centrill and district offices, which hilve existed since
ONA's inception, will be an aspect of orgilniziltionallife

.in the future.

With a present budget in excess of 51 million, ONA must
address the question of how efficiently it orgilnizes its
activities. Each year, its budget is reviewed by the city
council and it must be able to justify its expenditures.
.:.,. Efficiency is generally measured based on the ratio
between the cost of the inputs an organization uses
labor, capital. and materials-and the volume of its out-

0_ puts. This ratio is usually expressed in terms of per unit
costs. There are several activities within ONA that have
been assessed from this perspective. For example, news·
letters. weekly and monthly event calendars, lists of key
city staff contacts, and Need Report procedures have been
assessed. '

Total costs including both labor and materials were
divided by the numb,er of reports, needs assessments com
pleted, etc. The cost figures appear below:

11-2..
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very limited for this purpose. Some studies involved tech
nical assistance from the city with volunteers performing
the field work. In some cases, volunteers conducted the
research entirely themselves.

Again, it is diFFicult to make decisions about the effi
ciency of aNA's operations without the use of perform
an':e standards. However, there is evidence to suggest
that the organization operates in a reasonably eFFicient
manner and produces some cost-savings for the city. The
per unit costs of the newsletters, contact list. and monthly
calendar, which range from .39 to .80, are not unduly
high in light of the staff time, material. duplicating, and
postage expense that are necessary in producing these
types of items. The weekly calendar has a substantially
higher per unit cost, but it does provide "timely" informa
tion, an important goal of aNA staff. The Neighborhood
Need Report is very costly, but is ranked by citizens and

. ·taff as the most effective of ONA's activities. Finally,
G. .-\'s volunteer network has the capacity to generate
considerable cost savings for the city if the assumption is
made that activities now performed by volunteers would
have to be undertaken by the city if ONA did not exist.

Coordination, Information Processing, and
Issue Identification

A major function of the ONA is to serve as a link between
city haH and city neighborhoods. ONA coordinates tech
nical assistance programs for neighborhoods, often d~aw

ing on resources from several different oure:1Us. Besides
publishing the newsletters, it provides other forms of in
formation (e.g .. hot lines) to the city's residents. and
through the Neighborhood Need Reports. it serves as a
vehicle for problem identification. ONA's "contact list"
helps.'(esidents find the appropriate person in city hall or
the community to deal with a problem. Hence. problems
are directed to the bureaus that are best able to respond to
snecific neighborhood needs .

. Coordination is used as one of ONA's goals in its per
-(vrmance measurement system. An example of a coordi
nation objective and an indicator under the goal are listed

·below. The objective in this example deals with requests
that bureaus often make to ONA for citiz.en involvement
in city projects such as park renovation.

Objective:

Coordinate citizen contacts with city agencies

Indicator:

Percentage = Number of bureau projects assisted

Number of bureau project
assistance requests

The exchange of information between citizens and gov
ernment is one of the most important dimensions of
public involvement. Most activities involve the collection
or dissemination of information in some way. There are

many ways an agency can facilitate the communication
process. The Advisory Commission on Intergovernmen
tal Relations lists 12 different methods. some formal and
others quite informal. l' At one time or another. these
methods (see Figure 6) have been used in Portland to facil
itate citizen participation. In the early days of the neigh
borhood movement, word-of-mouth was the primary
way that information circulated among residents. With
the formation of ONA, a formal dimension was added
with the publication of newsletters, the holding of meet
ings, and the use of techniques such as the contact list.

Another linkage role of aNA is issue or problem
identification. The Neighborhood Need Report is the
most significant activity within this area. As discussed
earlier, it is a formal process whereby individuals and
groups in the community can make a request, through
ONA. for local government action on a problem..

A mail survey was used to assess ONA's '1inkage"
roles. The agen-:y's contact list of city personnel and citi
z.ens was used as the population. A random sample of 53
citizens and 55 staff members was chosen from the list (48
percent responded). This approach was employed. as dis
cussed above, since these two groups are served by ONA

. in its efforts to better link city hall to the neighbor~oods.

The respondents were asked to rate the perfonnance
of ONA on II specific activities related to the areas of
coordination, information processing, and issue identifi
cation. A ten-point rating scale was employed. The ques
tions and the results from the survey appear in Figure 7.

Overall. the scores on the 11 activities indicate that
ONA's performance in its linkage functions is positive. It
has been especially successful in establishing stronger re
lationships between the city staff and the neighborhoods
through activities such as the Need Reports.

FIGURE 6-lnformation Channels for Citizen
Participation

1. Open Government
2. Meetings and Speakers Bureaus
3. Conferences
4. Publications
5. Mass Media
6. Displays and Exhibits
7. Direct Moilings
8. Advertising ond Public Notices
9. Hot Lines

10. Drop-in Centers
11. Corresoondence
12. Word of Mouth

Source: Advisory Commission on Intergovernmental ~elatlons.
Cltile-n PortlCipatlon in the American Federal System.
Washlnglon. D.C.. ~979. 65.
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) Citizen InvoLvement in Service Delivery

Another form of citizen participation in government is
resident involvement in neighborhood service delivery.
Several advantages can arise from such arrangements.
Along with increasing the level of citizen participation in
government. more responsive services may result since
residents are often more aware of neighborhood problems
than professional staff.u ONA has been very active in
promoting neighborhood-based service delivery. Figure 8
provides a li'it of some of the types of service delivery
activities ONA has facilitated.

To evaluate ONA's service deliverv activities. a num
ber of different projects were examined. In each case. the
projects would not have been possible without the active
participation of neighborhood residents. In some cases.

., the projects were entirely self-help in .nature. That is.
.Jther than the pre-existing framework of organization
and contacts provided by the neighborhood association.
residents undertook the project completely on their own.

The purpose of this part of the assessment was to
determine whether ONA was successful in fostering
neighborhood service delivery. one of the six performance'
areas examined. As the examples illustrate. the neighbor-

.....
\

FIGURE 7-Rating of ONA Performance in
~ Linkage Functions·

Activity Average

. '::{1) Processing "Neighborhood
7.7Need Reports"

(2) Referring citizens to appropriate
.- agencies 7.4

(3) Maintaining and distributing
"contactlist" at key people 7.3

(4) Publishing of newsletters. etc. 7.0

(5) Relaying citizen concerns to city
hall 7.1

(6) Facilitating involvement in
neighborhood projects 6.8

(7) Providing emergency information 6.7

(8) Gathering intormation on
neighborhood needs 6.6

(9) Holding workshops and meetings 6.4

(10) Securing technical assistance
tor neighborhoods and groups 6.3

(11) Conducting neighborhood
studies and surveys 5.3

~ ·Coordinatlon. intormclion processing. and Issue
identiticolion.

.. - . ',," -" ...

Citizen .Participation

hood associations have proved to be viable frameworks
for neighborhood-level service delivery.

The area where citizens have been most active is
planning. As discussed earlier. Iand use issues were a
major reason for the development of citizen organizations
in the 19605. Also. the first cooperative efforts between
the neighborhoods and the city were in planning and zoning.

In the 1970s. the city planning staff and four neigh
borhoods collaborated to produce plans. each one even
tually approved by the city council. In each case. bureau
staff supplied technical assistance while volunteers identi
fied neighborhood issues and problems. conducted the
majority of field work and made all the significant policy
decisions. In the case of one neighborhood. an innovative
zoning classification was established which permitted
new residential development at a higher density· than
otherwise allowed. Eligible structures had specific archi
tectural features that provided for a high quality living
environment for residents and visual compatibility for
neighbors. The zone was later used in another part of the
city in its neighborhood plan.

The Bureau of Planning also relied heavily upon
neighborhood associations for input during the develop
ment of the Portland Comprehensive Plan. which took
three years to complete. Some Portland neighborhoods
had neither parks nor available land to create them. The
Park Bureau attempted to remedy the problem by con
verting public school playgrounds into community parks
with funds from the federal Urban Parks Recreational and
Recovery Act. One neighborhood association. concerned
about the inevitable delays with federal grant monies. re
quested funding for materials only. offering to do the
actual work with volunteers. They also obtained dona
tions of services or materials from the Army National
Guard and local businesses and community· service
groups. The cost of the project came to 540.000. The cost
for a similar school park project which was built by a
private contractor less than a half mile away. was
$360,000.

FIGURE 8-0NA Neighborhood·Based Service
Delivery Activities

1. Neighborhood crime watch.
2. Recycling and clean-up programs.
3. Park construction and improvement and tree

plantings.
4. Male volunteers to serve as an escort service

for women as part ot an anti-rape program.
5. Tool lending library for home improvement.
6. Solicitation of properly owners to sign forms tor

street improvements.
7. Distribution ot literature. by neighborhood

volunteers. on home rehabilitation.
8. Exterior or windshield surveys ot neighborhood

housing Quality.
9. Preparation ot neighborhood planning maps.
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In a number of neighborhoods, associations hav~

worked with local businesses and professional groups to
promote retail aDd commercial activities. In on~ neigh
borhood. the NA helped to form a business organization.
One of the group's first activities was to print a neighbor
hood business directory, ONA contributed SSOO under a
technical assistance program. This grant was matched by
54800 in contributions by merchants, and volunteers con
tributed time and ~ervices worth several thousand dollars.

In general, ONA has been involved in a wide range
of activities related to neighborhood service delivery, The
central office has provided funds and technical assistan'ce,
The NAs have been the source of project initiative, grant
writing ability, and volunteer labor. For a neighborhood
to engage in a project requires planning, administration,
and implementation. Long-term commitments from resi
dents are frequently necessary and many hove to be will
i.n~ to volunteer long hours. ONA has provided the neces-

( ..•" ,Jy organizational framework so that this type of neigh
'hood activity can occur.

·,'::8~jCLUSION

In its 12 year history, ONA has become a significant part
of Portland city government. It has evolved into a com
plex, multi-layered system of neighborhood associations,
district offices, and a main office in city hall. Originally
envisioned as primarily a mechanism to facilitate commu
nication between the city and its neighborhoods, its scope
has expanded to include important ac!ivities in tneO'areas
of land use and budget planning, crime prevention, and
emergency assistance.

Initially, ONA had to establish its credibilitv as a
viable mech,mism of citizen involvement. Both city of
ficials and citizens had major reservations about it. The
former group feared that it would be dominated by com
munity activists who would use it as a forum for their

.,'"':;''Yn purposes. Many residents thought the administrative
L:··!"'~·\Cture would lead to the city co-opting the neighbor-

Jd movement. ONA has neither become an organiza
tion dominated by the "professional activist" nor city

.hall. It has proved to be fairly representative of the
community. U

One of ONA's main strengths is its decentralized
structure. The result has peen high levels of citizen partici
-pation in advisory roles (through mechanisms like the
budget advisory committees). problem identification
(best exemplified by the Neighborhood Need Reports)
and neighborhood-based service delivery. At the same
time, ONA's organizational arrangement has produced
friction between the neighborhoods and city government.
This conflict is best exemplified in the relaticnship be
tween the district coordinators and the central office. The
coordinators are strcngly committed to the neighbor
hoods within their districts and feel they should be able to
act independently of city hall. Initiatives proposed by the
central office are sometimes seen as attempts by city hall
to gain greater control.

- - '. -- ...•. _ - - _ :

The tension stemming from this relationship is prob
ably unavoidable. ONA is a participatory, grassroots
organization. Neighborhood residents think of it in these
terms. They view their involvement as a right, part of the
democratic process, and an, end in itself. On the other
hand, city government's attitude is much mOre instru
mental. Public participation is seen as a means to an end.
Administrators look at the contact list, budget advisory
committees, and Neighborhood Need Reports as ways to
improve bureau performance. They are not trying to
coopt citizens to serve bureau en~s, which has been the
criticism of many participatory arrangements. Instead,
their goals and objectives are simply different from resi
dents of the community. These contrasts in attitude, how
ever, are healthy. The advocacy orientation of citizens
puts political pressure on the local government, making it
more accountable. The willingness of agencies to con
structively use citizen input through Need Reports, etc.,
results in more responsive services:

The most important. long-term issue for ONA is the
extent to which it can recruit and maintain the groups of
residents willing to work for their neighborhoods. But as
it approaches a more mature stage of development, it may
be undergoing a change that will lessen the level of citizen
participation. It is now an accepted part of the govern
mental process. Neighborhood activists, however, ex
press the concern that ONA is becoming too institutional
ized and politically attractive for that reason. They cite
the fact that it has become a stepping stone for people
with political ambitions. They fear the result will be a loss
of its grassroots character because the politicians will
coopt the organization. As evidence. they mention the
five members of Portland's state legislative delegation
who have been, at one time or another, members of the
boards of neighborhood associations. A district coordi
nator was elected to the city council, relying heavily for
campaign support on neighborhood connections. And
the present mayor of the city, Bud Clark. was a member
of two different neighborhood association boards. Many
residents also feel the administration of the central office
is becoming typical of most bureaus within Portland city
government: there is too much red tape.

It is hard to judge whether the implications of these
perceived issues, as some citizens claim, will result in a
much less participatory and innovative ONA than in the
past. One of the dilemmas of a large organization is to
maintain the flexibility and adaptability that often accom
panies the early years of its development. Nevertheless,
ONA, in its U year history, has been able to grow and
change as the city of Portland has been shaped by new
forces, as federal fundsJor citizen participation have dis
appeared. and the spiritof the participatory revolution of
the 19605 waned. Any forecasts about its future din:ctions
must recognize that ONA has never been a static organi
zation and has shown a strong ability to adapt to a wide
range of challenges.

Finally, the question needs to be asked about the ex
tent to which Portland's experiment in citizen participa
tion is transferable to other cities. The history of public

'\
)

'"

)

I -.----.-----.o-1\
\<1; ,



""\

j

involvement in Portland, which culminated in aNA, is
something that cannot be spontaneously created. With
out a committed citizenry with experience in neighbor
hood organization, it would be difficulL~O create a struc
ture like aNA. But many of the specific innovations that
have resulted from the aNA experience can be developed
by other lodl! governments. The Need Report has
resulted in a local government that is more responsive to
neighborhood problems. The Budget Advisory Commit
tees have increased the public accountability of the
budgetary process. In an era of cutback management, the
decentralized structure of aNA has served as a frame
\,:ork for neighborhood-based service delivery which is
often touted as a cost-cutting measure. Volunteers work
ing through aNA have produced a widespread informa
tional network, one that has been helpful in emergency

.; situations. Most importantly, Portland's system of citizen
participation has shown that residents. concerned about
their neighborhood and community. can contribute to the
process of local governance.

, For an analysis of the effects of federal prol;rams and land use issues
on ci . en participation see Robert A. Aleshire. "Power to the Peo·
pie: An sessmenl of the Community AC!lon and Model Cities Ex·
peril'nce:' blic Administrtllion Review. 32 (September 1972),
435-450: and Ison M. Rosenbaum, Citian Involvement in La71d

_ Use Governance: sues and Methods (Washington. D.C.: Urban
Institute. 1976),

I For a discussion of these ci rela ted issue's see George Frederickson.
ed .. N,ighborhood Contro -In the 1970'5: Politics. Administration
and Cit.an PartiCIpation (Ne~York: Chandler. 1973),

'One of the most quoted articles ~~e issue of bureaucratic coopta
tion and citizen participation is Sherrj',Arnstein. "A Ladder of Citi·
Zl'n PartiCipation." lournal of the Amer"?!'n Institute of Planners. 35
(fuly 1969). 216-2H. For a detailed accoun~l~he terisions that exist
between communitv organizations and urban bureaucracies see
:.:L.rilyn Gittell. L,;nrts to Citi:", Partjci",at.o~Tlle Decline of
Community Orga1lizations (Beverly Hills. Calif.: Sage-Publications,
1980),
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• A 'summary of the findings on political participation can be found in
Sidn'ey Verba and Norman Nie, Participation in America: Polilical
Democracy and Social Equality (New York: Harper and Row. 1972).

• See Ste~e Waldhom and jim Gollub, Rediscovering Governance
Tools: New A",plicat,on, for Urba1l Neighborhoods. MIS Reports,
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tion. August 1980).
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and the Cor",s of Engineers Washington. D.C.: The Brookings In
stitute. 19791. For a review of ~roaches to the evaluation of public
involvement programs see: W. R. Sewell and Susan D. Phillips.
'1IIlodels for the Evaluation of ublic Participation Programs."
loumal of Natural Resources. Apn 1979. 58-88. A specific evalua
tion methodology is presented in ju B. Rosener. "Citizen Partici·
pation: Can We Measure its Effective ~~7" Public Administration
Re\·iew. 38 (September/October 19781. ~7-463.

• Bureau of Management and Budget. Citr O~(lrtland'Goals. Obiec·
tives and Performance Measures (Portia d. Oregon, February
19781.

I. The performance assessment system that was de{.l'loped for ONA is
presented in Bruce B. Clary. EL'aluating Citi:en l'frticipation Func
tions: A Manual for Local Government. Center fo, Urban Studies.
Portland State University. january 1982. The repo~as prepared
under a grant from the Intergovernmental Person el Act, U.S.
Office of Personnel Management.

" Mary C. Pederson. "Citizen Participation in Portlan " Oregon:'
Paper preparl'd for the National Conference for Neighborhood
Coordinators. May 19. 1976. \

"Advisory Commission on 'Inl~rgovl'rnlllental Relations. Citi:en
Partici",atioll in t/re American Federal System. 65. '-.

" Mark S. Rosentraub and Elaine B. Sharp. "Consumers as Producers
of Sodal Servicl's: Coproduction and the Level of Services." Mid·
lL'O's/ Ret.iell' "f Public Administration. 4 (March 19811. 513.

.. Charles R. White and Sheldon M. Edner. "Participation in Neigh
borhood Associations:' Community Action. (September/October
10811. 48-52.
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•World Learning

Section 7

The External Environment:
Three Components-Diversification
A Glance at Financial Resources
AARP's Nonpr~fit Status Comes

Under Scrutiny

World Learning, The External Environment and Board Development



The Exr::-erlment In International Living
School for International Training STRATEGIC MANAGEMENTf- ••fE?W ElM'. i.... CeElIJtf5M:teJiS44&tBf@ i mew _"*5 • aN

Three Comoonents - Diversification

Self-financing activities:
Sale of service or products; membership fees; interest from
investments

Local fundraising:
General public; local government; private SE

External fund raising :
Long-te=rn flexible grants

Self-financing
~~

*
*
*
*
*

I
*

I *

I *

I *
fril~

I, *

I l.

2.

I
3.

I 4.

I 5.

6.

I
I

Membership contributions
Income-generating activities
Interest from investments
Fundraising from the general public
Administrative overhead on, project grants

Sale of Services

Secretariat: photocopying; typing; printi.lg; general
'services

Publications: sell others pubHcations; publish your own
books/manuals; publish your ow~ periodical

Vehicles & equipment: rent trucks/lorries/vehicles; rent
machines/tools

Premises: space for offices; meeting space/facilities;
warehouse space

Consul tancy: training, evaluations, rese•. rch

Financing the Core Budget
f'

Cut dmm administrative budget.

Reduce the adninistrative budget to minimllln by shifting
expenses to program budget.

Request an "overhead" administrative expenses allowance from
donors.

If no overhead available, debit the project for all services
prOVided the project.

Negotiate on institution building grants from donors.

Increase your own income sources and use this money to.cover
administrative expenses.

World Learning, The External Environment and Board Development "': ;



FINANCES.xLS

World Vision Relief & Development
Financial Resources - Revenues and Expenses
Fiscal year ends: September 30

Revenue FY 1994 FY 1993
Contributions (Individual and Corporate) $147,087,000 $146,534,000
Membership Dues 0 0
Foundation Grants 0 0
US Government Grants/Contracts 33,016,000 25,660,000

In-Kind (including Food Aid) 24,529,000 21,795,000
Other Governmental and Intergovernmental Grants/Contracts 0 0
Other Revenue 1,112,000 2,000,000
Private In-Kind Contributions 73,167,000 62,921,000

Total Revenue $278,911,000 $258,910,000

Expenses

World Learning, The External Environment and Board Development

·1+&

Program Expenses $59,509,726 $49,892,888
Administration/Management 7,934,866 7,274,888
Fund Raising 376,873 364,125
In-Kind Contribution 0 0
Other Expenses 0 0

Program Expenses $214,196,000 $200,713,000
Administration/Management 32,495,000 28,202,000
Fund Raising 35,306,000 31,895,000
In-Kind Contribution 0 0
Other Expenses 0 1,705,000

\&\\
'. .

$624,226 $455,525

FY 1994 . FY 1993

($3,086,000) ($3,605,000)

72% /28% 73% /27%

100% / 0% 100% / 0%

$67,821,465 $57,531,901

$68,445,691 $57,987,426

$281,997,000 $262,515,000Total Expenses

Total Expenses

Total Revenue

Revenue

Revenue Over/(Under) Expenses

World Learning
Financial Resources - Revenues and Expenses
FiscaL year ends: August 31

International/Domestic Expenses (%)

International/Domestic Expenses (%)

Revenue Over/(Under) Expenses

Expenses

Contributions (Individual and Corporate) $2,653,180 $1,227,764
Membership Dues 0 0
Foundation Grants 0 0
US Government Grants/Contracts 31,062,238 23,513,429

In-Kind (including Food Aid) 0 0
Other Governmental and Intergovernmental Grants/Contracts 458,332 724,489
Other Revenue 34,271,941 32,521,744
Private In-Kind Contributions 0 0

•
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FINANCES.xLS

World Institute on Disability
Financial Resources· Revenues and Expenses

Revenues

Restricted foundation
and corporate funds

11%

Unrestricted

contributions

13%

Federal government
grants and contracts

76%

Expenditures

Programs in the U.S.
54%

Administration
15%

Fundraising
5%

International Programs
24%

World Learning, The External Environment and Board Development
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~~sNonprofitSt~t~:':

fw~UwJer·Scrutiny ::
~m~rcial'Activi~ies Put,.qroup in Spotlig/~t: ~,

By David S. HilzcnraUl,
, "Wa:sbiacIon Foot SUlI Writa'

: American' Association of Re
~ersons, the powerful advocate:
e nation's elderly, claims tax
It s~~;~') as a nonprofit organi
. Due' Iso is a big business,
made £.lore money last year

nost • the Washington area's
Iy tra",...d corporations.
: AARP took' in $173.3 mil-

• 45 percent of its revenue-by
g companies sell its members'

I cts as diverse as home, healUl
Ito insurance; credit cards and
tl funds; car rentals, prcscrip
lrugs, vitamins and shampoo.

I :collUl1crcial operations have
so successful tltat the group
ecome embroiled in a dispute
the Internal Revenue Service

I Nhelher it owes millions of dol
ltaxes each year.
th' 33 million members, the
~.is one of Washington's most

I
doable lobbies, and has vigorous-
:~d~~O~S'Medicare health

I
I
I
I
I
I
I

insurance be~efits in the eurre~t::
budget battle. The association ar-:
gues Utat Medicare should not be ' ,
targeted to reduce the federal defi-"
cit.: , ', ..."".; :

Now, the AARP isn't 'just ~g'
about the issues. It has become one. :

Sen. Alan K. Simpson (R-Wyo.),.
who chairs tile subcommittee on sp..:
cia! Security and family policy, con-·
tends the AARP abuses its nonprofit',
status: He plans to hold a hearirig:'
Thursday to examine its finances, in~" .
eluding its fight with Ule IRS. ' ; '.
, As Simpson described it, his inqUi

ry is at least partly related to his:
strong disagreement witil the MRP.
over Medicare funding. "If you'~e;.
going to distort the national debate,: .
then I think people ought to know·:
who you are," he said. ";,•.

But describing the AARP' is ~o:'
simple matler. "It's rather hard to':
put us in any category, given lhe s~: .
and complexity of what we do," said. '
its executive director, Horace B.;.
Deets. ... ; ';'

See MItP, AB, Col.l ;
. "

12>0

'AARP, From Al

oJn addition to its product endorse- :
mcnts. it publishes a m<Jgazine, Mod
em Maturity, that reaches twice 'as'

,;. many households: as .Time, News-
. week',and U.S. News & ,World Re
I, • po.rt magazines:' combfried. It is

st\ldying the' possibility,of creating ,
its' own, cable television ·channel. It
re,cently began 9!fering annuities .
and life insurance, and it is preparing .
to~ intr~uce ,den~ and':visio~ care,'
plans on a test baSIS. ,', .. ' .. ..•.

":Although i.ts name suggests itrep-. ,
,resents"only retirees,:it starts r~

" cnilting people when tiley reach the..
age of 50, and a'quarter of its'mem-
bers 'work full time. . . .

" . , ;The AARP fulfills its social wel-
f~emission most clearly through its' ,

.: ,"programs and.field services," which'
:-: include efforts tq help seniors 'avoid
. consumer fraud, cope wiU1 the deaU1'
':: oC:'a spouse and care for disabled rel-

atives: These' ac,tivities consumed'
: $7:1.4 million ollast year's budget.' .

~The organization also takes credit·
, foe helping to place older workers in
·go.vernment and 'community-service •.
joqs and for providing tax advice· to
'seniors. But those activities, were
funded through $86.4 million in fed-

,era! grants last year. AARP officials
said they ended up subsidizing those·
programs ,witil assoCiation resourc-
es. ;,' . '.<: • '., . '. " , ,.' ' .. ,

All told, the AARP took ul $382.4
million in ,1994, not induding lhc

.. federal grants. Mtcr expenses, it fm
ished. ,Ule year: $23.9 million in tile
black and had .$43.3 million i.tl'its '.
treasUry.: ' ,

AARP executives say. most of its '.
commercial activities arc' product. '
endorsements,that'should not, ~e "
taxed. The .royalties· from these en~ .

. . dorscmentshelp suppOrt Ule associ':.':'
ation:s public service activities ~d'"'
the products cnh;mce the quality of"
its members' lives, Uley say." ' ':':

.The-IRS 'challenges that interpre:'
tation; 'and lhe AARP paid the agen~ .
cy $135 million ,last year to resolve
an audit. over' bX retur,ns, for" 1985 ,
through 1993.' . ,



rhough!Jic~~~~) pl.lllS to 'pay
l{}lcr $1;) million. UI lieu o( taxes"
1994 to continue its dialogue

h the lRS, the aSSOCiation has nei
:r conceQcd the issue nor agreed
pay ~es on that revenue in Ule
ure, Its executives S<lid.
J:?1e revenue .sources oycr which
l.~ and 0e IRS have been
:Iting brought m $138.8 million in .
94, said Steven S. z.ucznick the !
:oclation's gcnerafcounsd.' ;
Meanwhile, thc D.C. governmcnt !
) never sought. aJld the MRP has :

- t paid, any local taxes on Ule reve
e the IRS says UIC group imprap-
~y treatcd as tax-free, Zalcznick
Id. lIe said Ul.at uthe IRS prevails
ti~ ~i.ti~n, the revenue streams
i9 ~q1dJ~f:l ..taxe.d by.the District'in "e future. .' ,.,. .
The MRP ctlso has tangled with
e Postal Service. which accuscd it
mise its post-'ll privilege. As a. :

lnpro"·· the AARP is allowed to
nd . c. .lin types oC mail at dis.
'unted rates, which saved it $11
illion last year. .
The Postal Sertice 'alleged Ulat
e AARP had impropecJy mailed s~
~tations for health insurance poli.
2S at nonprofit rates during 1991
Id 1992, Zaleznick said. The AARP
lttled the matter fas~year, agree.
g to pay $2.8 million, he said., .

I the Beginning .

TIle AARP was born with an en-
cpreneuriaI spirit. .
In 1958. long before Mcdic<lrc

as created to provide ltealUl cover.
~e for senior citizens, Ule associa
on's founder, retired California
:bool principal Ethel Pcrcy Andrus
lined '~es willI a commercial in:
Jrer l_ .dcct the need. The MRP
rew ' its insurer prospered.
TOt."i, the AARP's economic

lout is reflected in Ule marble lobby
nd mahogany-paneled elevators oC
.s downtown ~ashington hcadquar.
zrs, where the majority of its 1,752
ill-time employees work. It is rc
ected in Ule:$3.6 billion that its
lembers paid for' AARP health in- .
urance fast year and the $11.8 hi!·
on they had invested in tile MRP
unily of mutual fWlds.

When the association decided to
~ll1e with the IRS last year it had
o trouble coming up with the $135
Ullion. "We wrote a check," s.,id
unes A. Maigrct, UIC AARP's chief
nancial officer.
The group Owes its strength

rgcly to the buying power of its

" .'~'.:" -:-:-.~;----- ..
members. To t.1p. that market, com
panies such' as Prudential Insurance

" Go. of America, IT! Hartfo,r.d:~ur~;.,
I 'ance Group, Amencan Express.Co.:,;
i and Amoco Corp. PitY, the AARP.3
I percentage of sales 10 return .for
I product cnuorS\::mcnts and access to
, the MRP's mailin~ list.
. . '. While the AARP's 33 million

dUcS-paying members make politi
cians sit up and tlke note, only one
in seven members say they join tIle
organization' for its lobbying. Many
more enroll for the special products
and discounts made' available with
the AARP's endorsement, according
to an association survey. . . .

Thc MRP's nonprofit status 'cn
hances the value of its product en
dorsements because members "have
this cozy, fuzzy feeling of MRP as a'
large, benevolcnt, objective organi·
zation," said an insurance executive,
whose company competes against
the AARP endorsement.

The endorsement means the'
MRP considers a product to be the
best value for its members, though
not necessarily the cheapest, said
Wayne F. Hader, director of the
m~mbcrship division.

For example, unlike 'many rival
. products, Prudential's MRP Medi

care supplemental health insurance
policies do not OIdjust prices based on
members' :Jges. As a result, younger
membcrs may pay more, Ulan' they
would elscwhere, older members
may pay less, and lhe senior, papula- .
tion in general gets an added m~as·

ure of financial stability.
In a similar vein, UIC auto insur

ancc Ulatl11 Hartford oUers MRP .
members contains an unusual provi·
sian that protects policyhol.ders as
they get older. Hartford pledgcs. to.
continuc coverage unlcss the policy
holder stops paying the premium or
loses his or her driver's license.

The mail-<>rder pharmacy,service

1S(

-_....._-
the 'AARPhas lo~;~'of[crcd ~hrough
Retired' Person's .Services Inc. of AI-'

l~:r(~;@n.¥a~iy'r;~'r,],em~rs the. <;onyen- ;
t....lence.,aC~hQme.,dehv~ry ..com.bmed;.
'With disCounts that can undercut re-
. tail competitors.

Onc of the lew income sources
the AARP agr~cs .is ta.xable is its
mutual fund venturc. In thc crowded
world of mutual funds, lhe AARP's
eight offerings through the invest·
lllcnt firm Scudder, Slevens & Clark
Inc. "are sort of a mixed bag" Cor in- .
veslors, said analyst Mark Wright of
MOrllingstar, which 'proy~des r~~.
search on mutual funds. ,: .' .. ::'

From 1989 to 1994, the share'i;I£ : .
the management feeslhe AARP re··.
ceived from the funds increased fast
er lhan the funds lhemselves.While
the assets of the funds tripled, the
AARP's compensation more than

. quintupled, rising to $Z.6 ~i1lion.
!rom $1.4 million, Scudder scud.

The'AARP generated less reve
: .nue from dues last year than it did.. ,

or lOOU-I". --'-:-••••

.' :from these various businesS relatio?·

. ships. Dues brought ~ $145.7 ~. ,
;"'!ion; the'~:s .~llt-.o( Prud~nt.ia,l",
.. 'health insurance prell11ums alone tc:.:

taled $101.7 million, and the pr~·
urns themselves, which the ass~la
tion collects {or Prudential"

I generated another $17.7 million ~(
interest while they sat on depoSit

! with the ~~ocialio~. .

: lobbying Interests
; : .SimpSon'and other. critics, such ~s
; lhe'conswner advocacy group Pub.lic,

.Citizen, say the MRP's busu1f;:ss m·:
terests'compromise the groupS loy·...

I alty to its members. '.".
.. '1t's not an oU-the-wall qU7Stion,
Deets conceded. "The potential~y

.. always be there .•• thatconffictsI· could arise." . 'd .
.. .But. the ~'s lobbying IS gw .,
I. cd by the members' interests, D~ts"
~, said. "We do not advocate any policy .

because it's gC!ing to generate eco*

"



': advant.agc~ for tilC associa
he said.
Ie AARP's lobbying positions
ct by a national council appoint
y its lJo:ml of dircctors fro III

19 the orga~tion's legislative
:ltecrs. The council meets once
ar.
ritics So'1 the organiz.ltion's per
cut staff in Wilshington sh;Jpcs
til policy with litlle accounLlbili
) the grass roots. "The National
islative Council by and large, not
percent, is a rubber stamp," said

cc L. Douglas, b9, an oral sur
n and a former president of the
RP's North Shore Chapter in l1Ii
5. The AARP "is not a democrati
Iy structured organization," he
1-
)ccts said members "vote with
ir fcct and their checkbook" when
:y decide wheUler to renew their
annual memberships.

Sidney M. Wolfe, who founded the
.bJic Citizen Health Research
oup C'" Ralph Nader, faulted the
\.RP h. backing national health
re rer--m proposals last year that
luld 1. .: preserved a role for pri
te insurers such as Prudential.
\RP members would fare beller
Ider a single-payer system, in
tich the government paid all the
Us, Wolfe said.
'AARP officials countered that on
a minority of members supported

,e singlc-paycr approach in associa
:m surveys. When the MRP's Cali
lmia organization fought for a sin
Ie-payer initiative on that state's
allot last fall, AARP headquarters
'asn'l.happy, but it did not stand in
lC way, exccutives hcrc said.
The possibility that health care

donn might jeopardize the,AARP's
cvcnue Crom healUl insurance has
:ausc(l"nough concern at the orga
Iiz.,ti{· 'I reccnt years tll'lt it hilS
,tudicd ways to ~cncratc new reve
lUC (' -,ake do with a smaller budg
:t, As_.J.... executives said.

In the'Mc<llcare-dcbate-thc AARP
rguably is lobbying against its eco
IOrniC self-interest. If Congress cut
l1edicare benefits, it could expand
he market for the supplemental in
urancc policies the association of
~rs its members.

Because the MRP membership is
o diverse, the group can find itself
out of step with many of its memo
>ern. In 1988 it successfully pushed
:>1" enactment of a bill that providcd
3lastropbic healtil coverage for se.
~o1" citizens-and that l...uccd them
J1" it, b.lsed on thcir incomc. The
nsuing protest from some scniors
,as so intense that Congress re
ealed U1C Jaw a year later.

Questions 011 Profit
To the s<:nior senator from Wyo- .

ming, UIC MRP's dispute with, .t.!lC -:
ms is an open-and-shut case. . . '. '.'

"ll's my opinion they're not a non
profit at all. They're a big profit-a
big, big profit," Simpson said. If the
MRP can succeed in claiming its
revenue from product endorsements
is tax·free, "we are clcarly in nced of
a complete overhaul of our nonprofit
business tax enforcement," Simpson
said..

Tax law on the subject \caves a lot
of room for interpretation, legal ex.-,
pcrts Solid. . . . .

The IRS has "probably mterpret-'
ed it too tightly but the courts have
probahly interpreted too loosely, and
clever lawyers can fmd the hole that
courts have left," said tax. lawyer
Sheldon S. Cohen. a former IRS
commissioner. "The Congress.
doesn't know what it wants t~ -~o.
They ninch when it cO"mes to this 1S-

sue and go both ways. ,

.., ;' .,.
The dispute involves areas of the: .

. tax code that other nonprofit organi--;
zations and the IRS have fought over
privately and in the courts. Further"

. complicating matters, tax law creat~._

cd several categories of nonprofit
organizations, each of which has it~ ."',
own rules. As a "social welfare orga·,
nization .. the AARP is held to a dii- "
fercnt ~tandard than a charity, .fo~ •.
example. ,",'

The IRS declined to comment on...;.
the AI\RP's case, citing taxpay~r.. ~
confidcntiality. As MRP Gencral
Counsel Zaleznick teUs it, ~he dis;- t,.

pute hinges largely on tins t~'3t:....
What are Prudcntial, lIT Hartfurd ..~
and the rest gelling for the millions':~
of dollars they pay the MRPicach"~

year? ..::
, ,. .."..

Return on Investment ' ":~, . .....
As far as the IRS is co.nccrned,.;,

nonprofit groups such as the AARI? .:~

:Ire allowed to earn tax-frep royalties,
lor lelling business<:s use their n~~
and logo, but they must p<.ty.taxes 0.11
income they eam from selling theu
mailing lists, Zalemick said. ' .

The MRP argues that comparues
are paying for the group's endorse
ment not for its mailing list. "The...
value'is the license to use tile organi~;;
z.,tion's narnc," l.-ucznick said. Th~._

mailin~ list has only "incidental" val~ ;
ue, he $.o,id.

._. Thc' MRP's' cxccuti;c"d~ector..
acknowledges that businesses value- ...
the ability to target Af'..RP members ;
through direct markcting. "'We, gc~ ~

probably 1,200 unsolicited proposaI~ ~

a year to do things. People see o~ ~
membership as a market and they ,~.

say, 'WeU, th~rc' s a. trem~ndo~s ~.
possibility if we could Just rna.ilto a{l ~
of your members,' ~ Deets saJd, . ~ .~

The mailing list is "very valuab!~ .~
in that it allows, us to mar~et o~ ~

· products very. effectively to me.rit ~
bers of AMP," ITT Hartfprd Vice ~
President Michael Hughes said. ..
That capability "does definitely give ~
us a competitive advantage," Hughes ~

.said. .~

-Ne'wYork Life lnsurance""'O;:-Se~' :~
nior Vice President Robert L:Smilh ~
Solid the ability to mail life insurailcC :.

'j
offerings to millions of MRP mem- .•

'1bers "gives tremendous value to us '~

'as a company' in terms of exposure .f
to the ·market." But. he added, "the !
mailing ~st without the endorsement i
is not that valuable." '.

The MRP says there is a more ;!.
fundamental reason why it.should J

· not have to: pay taxes on mcome ·f
:, from health insurance sales. Its ~s.in- J

gularly 'unique" insurance pO~JcJes :'
· arc "enhancing the"q~~ty of life of J
older persons"· and ,mling the elder- i

Iy in their needs," the associatio~.i
said on its 19~~.tax re~~.,:'·· .. ·,·.~~f....

;:::~':~J:h~·~i~911~.i?c?-:P,l~:!l?y.,~~~
;' mg .revenue' from 'lts,'mag~e, an~;..

·bulJetm-$47.3 million last year-
to be .taxable. nut Zaleznick said the
association has not paid taxes on that
revenue for as long as he could recall

: because, counting deductions, th~

. 'publiCations have lost moneyy~.af:
tcr year. ; . l'

Charles W. Allc'o, AARP publish;
ing director, sal~ he b~lieve,s.th~
publications may be carmng millions
of dollars of profit. The bottom lin.~

depends on accounting decisions a,~

I to how much 'of the organizationl$
overhead expensc~ get allocat~to,

the publications, he said. . .. ;~l

"It depends on how you take the
numbers and use the numbers," A1~

len said. "People can'spin numbers a:
lot of different ways." . t.

·Staff researcher Richard Drczen ;r
contributed to this rfpor!. ,

•
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MEMI3ERS
WHY THE AARP'S 33 MILLION
MEMBERS SAY THEY JOINED

30% MIUJ ~:::;-=2~ .···'''·'·:··;··; ..::~~U.·7··:,:t
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EXPENSES
THE MRP SPENT $358,5 MILLION
IN 1994'

REVENUE
THE MRP COLLECTED $382.4
MILLION IN 1994'

Other income $16.1 million
Publicalion
advertisina
$47.3 ---"0:.;...;;:;';;

million

AT THEIR SERVICE IN 1994
WHAT MRP GROSSED FROM CONSUMER smvlccs

SERVICE

:GroU'p~tieallt1"iii·suiince·'~: ..::..':. " '.:,-. _. -, -- .',.. . ..
Mutual funds

PROVIDER PARTICIPATION REVENUE
----~~~~~:-:'!

,pnideittial.lnsurance;~;:.!; l:5:'f(·milljon~1~d.iv)d.~~,1i:::::;;;') ) $ i19::fmjj('9.!i2m:;f~l;:~l'·
Scudder Stevens & Clark 'SOO,OOO accounts $7.6 million··

.- ·.0.·: -. '_.'~' :.' :.~~ :;•.•. :•...• ':''': ,", ; '~'''.~'-'::~ .~ ~.; ,. ", :'.~~~=~lJ.~t."t' ~.'. .h ,,..• lo. ..:-;~ ••~ ;(~ .:~;':':~~f i,~:~;r:::.{.

:R~U~e.d.P.crsons.,Scrvic~~..:2.!?,:rpHljo.~·;c;:~SW!?~~;';;~;,:;:,;.H:.~,,!t,Ii.l.!J.9.!1~~.;.:;:!;~2;;:f;~'i;;'

Auto/~ome .insurance ITT Harllord 1.6 million policyhofd~rs $35 million
~~., ~ .. 6)·.;·,'!:.·.~.·;.A;:'~"~';';"~""'·:'··':';"":··'~.;: ;" ~,"';":'~' •.•'•.. '.: .•.... ~" :'.. ,: • ~'.:". 1.1 .,.···:.'•• ~~J ...·~·- ..~·.~·•••.•,'.7..·;, .' .. ,;.,.·,~.· ... ~,~ ..··•. ',····.. ·.·.(f·:n.:.·•..• ··
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Visa/Mastercard Bank One 1.2 million card holders $8.7 million" "

·frra~~l.:se'~;'i~c$·i.~,~.:.:>:, .: ... '.: :rim'~ric~;l 8<Pr.~~S".:i~: :.';:: .:4:OR~·~~~~\~~;.:?;::;Ff{~~2 :~J~~~§:.P§Q!..~0::~?i~Xii::ii

Motoring plan Amoco 900,000 hous~hoJds $1.9 million
... , " ••-. "... • • •• •••.• ..~., .-: ... : •• ~ ..... I .~. ' ••~~." ..... ~~v.·.·..!:'.,~~ .. ~ '. ".'~"';;" :;.~ " ..... ; --'~: '" .,.!""" .......,".:\!,;'.l,.'¥-......;.~:~~:.;;;
;Avis;·Hertz,' Naliol)al. ;};::~l ~,~Jplll.I.C!r,!..m(!m~~.~. ~:J..;:~.:, ;1.~.1.i~tm!l!lq{h:;.;"~;.:.i.-;~~;~:~~

TOTAL REVENUE $173.3 million.

• Does not.oclude orlS<!t1ine rcvcnuc and CllPCnSC~
01 S86.4 million related to fedcral crants•

•• AARP pays taxes on U.csc ilcms.

···Program discontinucd Dei: J I. 1!l'J~
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INTERLEGAL

International
Non-Government

Foundation for
Political and Legal Studies

PRESS RELEASE

AUTHORS PRESENT A NEW LAW

Boris Yeltsin, President of the Russian Federation, signed the Law of the Russian Federation
"On Public Associations" which was adopted by the State Duma and took effect on May 25,
1995. Before that the activity of public associations was regulated by the Law of the USSR
with a similar title.
The new law drastically changes the legal basis ofthe relations between the state and the civil
society. The Law is based on the international principle of freedom of associations and
confirms citizens' right for creating accociations without prior approval of government
authorities. The Law clearly distinguishes the spheres of government activities and public
initiative. To preclude uncontrolled waste of state property the Law prohibits establishment
of any public foundations or movements by government bodies. The Law allows associations
to choose the legal form for their existence. This is the only alternative for the so-called
"democratic centralism". The Law contains a number of variations provided by the Civil
Code - from public foundations to public initiative groups.
While the power structures are becoming more centralized and state control over the public
life is being strengthened, the appearance of a law, elaborated on the initiative of public
associations and supporting the civil society structures is remarkable event.
Experts expect that the new law will play the role of a democratice obstacle in the way of
advancing "party ofpower".
Authors of most Russian laws remain unknown to the public. The authors of the Law of the
Russian Federation "On Public Associations" break this tradition and will present it on June
2, 1995 at 12 pm at the premises of the International Press Center and Club "Moskva" (2,
Berezhkovskaya Naberezhnaya, Radisson Slavyanskaya Hotel).
Nina Belyaeva, President of the International Non-Government Foundation for Political and
Legal Studies "Interlegal" and a Working Group Coordinator;
Georgi Satarov, Assistant to the President of the Russian Federation;
Vladimir Lepekhin, State Duma Deputy, who has introduced the Law to the Duma, Deputy
President of the Duma Committee for Public Associations and Religious Organizations.

The press conference will be followed by the cocktail party.
Please contact Interlegal Foundation at 138-4408.
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. Goodwlllinduatfies' W99~ly auction of donated cars has evolved Into the District's largest used-car business.. '.' I .,
• I ,; . .':: .. -: •• ~.~ J • ," • ',.•J' '. ...', ", " :':';', ~_.! • .'.: ::.~:.• ''''':'''.: •• .. : ../: ~:i:'; '~':'.'~ __ ;.-" :1
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·rChris~, "~ostevery anniversary event in. the spec-- ". '. ·The question of.wH~".a':·no~profit .~cOm~..'.a ~inC;SS / ·'I.:·":;··~r
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·rfI;o~ts e~~ space t?·~tore flowers.... " '~ .... ,.•\' .. :.runs a Ct1St~:~~s·~~~·,~~;.~~·~9P peo:::'. ;-:-,;:.~
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·lac~~o/,..~.~uIatiVe~ectoftbis£otanpngo~g: ;'aceor?ing to;ib a%~~¥,a·C~:~~get)1~;-.Good~'s.;~'1;':;4:
· ~~lSdamagl1lg."J .'. : .:. . ;:; combmed.r:etail pro~s~r,ought ..~,~~~~$:~~'~~~~'\::"·'I·: ..i ..:;.·!.:

'. ",Vm1ct Internal Revenuo Service rules. nonprofits. pay . last ~ear, Qu.t ofa.$11 millio~ ~U9g~~··;.~ .r";':;';,."j·: :.... " '..~"" ...:. " .
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~-~.6f~e IRS.~pt organi2ati~l1S·division. . . ...:',.... tio%]s·in~ ~ f~¢.i:t ~bsidi¢l; If.u:.at,!Ji1~~, saJ~;r;:'..:.r: ::' ;' !.
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MARKETING

Marketing is a process that helps you exchange something of value for
something you need.

Marketing helps set up exchange relationships. and in the nonprofit world
there is quite a range of them. Nonproqt~ make exchanges with their
program participants or audience. with funders, volunteers, friends, elected
officials, the media, other nonprofits, businesses and corporations. In every
successful exchange, the nonprofit offers something of value to others and
receives something it needs in return.

The exchanges arc mutually satisfying because both parties benefit; they each
get something they value. However, exchanges like this don't happen~-excepl

by coincidence--unless someone takes the initiative.

When you have something of value and want to exchange it for something you
need. it's up to you to initiate, cultivate, and' nurture exchange relationsh.ips.
In other words, it's time to get into marketing.

THE MARKETING PROCESS

There are five steps in the marketing process:

Step 1:
Step 2:
Step 3:
Step 4:
Step 5:

Set marketing goals. l 1

Position your organization
Conducting an analysis of current marketing effons
Develop a' marketing plan
Develop a promotion campaign

Markdjn2 and strategic planning

Strategic planning sets the overall direction for an organization and names
the major steps it will take to achieve its goals. The call for marketing is often
an outgrowth of strategic planning--the need for IlilOre or better exchange
relationships is recognized and addressed as" a part of the plan.

Many groups new to marketing make a common mistake when it comes to
program development. Something is created and then people tum to
marketing to "sell it",

Instead, look at marketing as an integralt part of your program planning and
development efforts.

World Learning. The E:-"1emal Environment and Board Development
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STEP]' SET MARKETING 00ALS

Marketing goals clarify what you want to. achieve through marketing and how
you will define success.

There' arc two categories of marketing goals:

* Action goals. You want marketing to produce specific, measurable results
for your organization.

Action goals are concrete. They target the specific, measurable results you
want for your organization and by when.

Sometimes your action goals are determined, at least in part, by olhers. When
you receive a granl or win a contract, there are usually target numbers you
are committed to produce.

* Image goals. You wanl to be beller known or in some way change how you
are seen.

It is likely you will set an image goal for your markeling effort if you meet at
least one of these conditions: i; .

1. You are a brand new non-profit.
2. Your organization is changing. growing. or adding new

programs or services.
3. Your image is outdated.
4. You believe people don't understand how you can meet their

needs.
5. You want to maximize your opportunities by being better known

in the community.
6. You want to reinforce your reputation as it stands right now.
7. You want to differentiate yourself from others.

Progress on image goals can be difficult to measure. To evaluate success.
watch overall response to your marketing plan; listen for comments and
reactions from program participants. board members. funders. and staff; and
conduct interviews with key individuals in the community.

STEP 2: POSITION YOUR ORGANIZATION

Positioning is finding and establishing the dislinctive role you play in the
community. It is based on your uDique ability to

I,·.1,



make an impact. You pOSlllon your organization--and build a clear public
image--through initial impressions. consistent messages. and delivering high
quality programs and services over lime.

When you have successfully positioned your organization. people recognize
who you are and what you do. Il makes sense to them. As you build recognition
over time, you wiII naturally expand your realm of associations. As a result,
the exchanges you seek--and unexpected opportunities--are more likely to
come your way. Effective positioning is like arriving at higher ground. It
opens whole new vistas for the future.

1. Check in witll your mission.

Tht( positioning statement you develop should be a direct expression of your
mission or purpose.

2. Look at needs and how you might address them.

Meeting specific needs--both present and future--is the crux of your· role in
the community and the driving force behind positioning. Because
circumstances and conditions aren't static. your organization's role will
undergo changes over time.

3. You needn't address every need you identify.

Many experts say you will make' the Igrea~est impact if you are highly focused·
and concentrate your energies on being the' absolute best at what you do. This
does not mean you should dismiss growth opportunities or refrain from
expanding your services. it does mean you should exercise caution before
moving to enlarge your specific role.

4. Survey the competition to see how you fit in.

Tips for establishing your specific role:

1.

2.

3.

4.

5.

6.

Make sure your entire staff, board, and volunteers are aware of your
positioning statement and understand what it means for the
organization.

Continue to "test" your poslllOning statement with a broader circle oJ
people in the community.

Make a consistent, public statement.

Maintain a presence and be active; in professional networks, clubs. and
associations in your field.

Become known to the media.

Take a stand. When issues arise that affect you or those you serve.
consider gelling right out front with your values and your voice. It's

".1 :
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often the righl thing to do .l!.!lll you'll be noticed.

7. Deliver quality programs and services.

STEP 3: CONDUCT AN ANALYSIS OF YOUR CURRENT MARKETING
EFFORTS

Several questions you might ask are:

Re: Product -- the goods or services that you offer

1. What is your product?

Your product is the something of value to be exchanged for something you
need. To market your· product, you have to be able to define it so the people
you serve can clearly understand what it is and how it meets their needs. If
people don't understand the product, find it difficult to use, or just plain don't
like it, some adjustments will be needed as part of your marketing plan.

2. Is it of high quality and does it meet a specific need?

Re: Publics -- the groups of people with whom you wish to enter into an
exchange (eg clients/beneficia-ries, volunteers, participants, funders.
public officials)

1. Who are your publics?

2. Do you have the "right" publics and know what benefits you provide?

Re: Price -- the charge for the goods or services. If the service is free. the
price is time and trust. People must feel that the service is worth the
time it takes to participate and you must be able to earn and keep their
trust.

1. Is your price in line with economic conditions and expectations? Not
too high, not too low?

Re:

1.

Place

Is your place appropriate? Are you accessible to your publics?

Re: Production

I. Is production satisfactory? Can you effectively meet demand?

The ability to meet demand may require adequate staff or volunteers,
sufficient physical space, enough inventory in stock. well-maintained



vehicles that don't break down. good planning. and a smoothly functioning
organization.

Re: Promotion

1. Do you use effective techniques that motivate people to respond?

Make a list of the techniques you have used and assess the effectiveness of
each.

2. What do you want to add. drop. or improve?

STEP 4: DEVELOP A MARKETING PLAN

A marketing plan is the guide you intend to follow in order to achieve your
goals.

STEP 5: DEyELOP A PROMOTION CAMPAIGN

In developing a promotion campaign, you'lI need to clarify your
organization's image. determine your message, decide what techniques you'll
use, and then implement the plan.

Examples of promotional techniques:

Announcements

Annual Reports'
Brochures
Direct Mail
Editorials
Letters to the Editor
News Conferences
Newsletters
Public Speaking

& Reports Radio Public Service
Specialty Advertising
Telemarketing

Announcements
Videos

Advertising
Billboards
Celebrity Endorsements
Direct Sales
Feature Stories
Networking
News Releases
Posters
Publishing Articles
Special Events
Talk Shows
Television Public Service
Trade Fairs
Word of Mouth

World Learning. The External Environment and Board Development
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Let's say that you are the orga"nizer in charge of
the campaign. Like many other states, yours has
been hit by a major budget crunch. The
governor, a middle-of-the-road Democrat, has
announced that social services will have to be
cut, aid to school districts must be cut, and many
public employees laid off: He has also
announced a package of regressive sales and
excise tax increases. In addition to these,
communities will be hit with higher property
taxes to fund the schools unless they slash
school budgets.

Your organization, the State Citizens
Alliance, is a coalition. It includes many unions,
senior citizen groups, environmentalists,
community organizations, low-income
organizations, women's organizations, and
organizations of people of color. In addition, the
organization has an individual membership of
46,000 people recruited by your professional
door-to-door canvass. It has a fine track record,
having won many statewide legislative battles.

Your organization supports increasing
taxes, but you want it done in a progressive way,
which puts the burden on the rich and the large
corporations. You have obtained th~ assistance
of a public interest organization to draft your
own tax proposal-the Citizens' Fair Tax
Plan-so your technical presentation will be as
good as any the Governor can produce. You are
now ready to plan how to get your proposal
passed. "

Developing a Strategy

At first glance it appears that the chart is a
series of lists. What we are unable to show on
paper, but what becomes clear when you
actually use the chart in planning, is that it is
more like a computer spreadsheet. Whenever
you change anything in one column,
corresponding changes need to be made in the
others. For example, adding another goal may
require finding a different type of constituent
group that would employ another tactic against a
new target.

To help illustrate the use of the chart, we
will cite, among other examples, a ~ypothetical

campaign to win tax refonn on the state level.

1. Long-Tenn, Immediate, and Short-Term
Goals

2. Organizational Considerations
3. Constituents, Allies, and Opponents
4. Targets (who can give you what you want)
5. Tactics

6. Someone who knows the major institutions in
the area, major employers, banks,
corporations public buildings, etc.

Next, we outline the infonnation to be filled
in and the questions to be considered for each
of the five columns of the chart, which is
displayed on the next page. Planning and
completing the chart in sufficient detail can take
several hours.

There are five major strategy elements to
consider. Each has a column to fill in on the
chart.

1-
iJ
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Midwest Academy Strategy Chart

After choosing your issue, fill in this chart as a guide
to developing strategy. Be specific. List all the possibilities.

.\
,
\

,

4
.J:)
D\:)

~

Goals

1. List the long-term objectives of
your campaign,

2. State the intermediate goals
for this issue campaign. What
constitutes victory?

How will the campaign:

• Win concrete improvements in
people's lives?

• Give people a sense of their
own power?

• Alter the relations of power?

3. What shon-term or partial
victories can you win as steps
toward your long-term goal?

Organizational
Considerations

1. List the resources that your
organization brings to the
campaign, Include: money.
number of staff, facilities.
reputation, canvass. etc.

What is the budget, including
in-kind contributions, for this
campaign?

2. List the specific ways in
which you want your
organization to be stengthened
by this campaign. Fill in
numbers for each:

• Expand leadership group.
• Increase experience of

existing leadership.
• Build membership base.
• Expand into new

constituencies.
• Raise more money.

3. List inlemal problems thaI
hltve to be considered if Ihe
campaign is to succeed.

Constituents, Allies, and
Opponents

I. Who cares about this issue
enough to join in or help the
organizalion?

• Whose problem is it?
• What do they gain if they

win?
• What risles are Ihey laking?
• What power do they have

over Ihe largeI?
• Inlo what groups are they

organized?

2. Who are your opponents?

• What will your victory cost
them?

• What will they do/spend to
oppose you?

• Ilow slrong are Ihey? ,..

Midwest Academy
225 West Ohio, Suite 250

Chicago, Illinois 60610

Targets

1. Primary Targets

A target is always a person. It
is never an institution or
elected body.

• Who has Ihe power 10 give
you what you want?

• What power do you have
over them?

2. Secondary Targets

• Who has power over the
people with the power to
give you what you want?

• What power do you have
over them?

Tactics

1. For each Iarget. list the
tactics thaI each constituenl
group can best use 10 make its
power felt.

Tactics must be:

• In context
• Flexible and creative
• Directed at a specific larget
• Make sense 10 the

membership
• Be backed up by a specific

form of power.

Tactics include:

• Media events
• AClions for information and

demands
• Public hearings
• Strikes
• Voter registration and voter

education
• Law suits
• Accountability sessions·
• Elections
• Negotiations

...
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Sample Goals Colum'n .::.~: "

'1. L~ng-TermG~'~'I~~';':/·:i:.. :;:'<~)? :::>.;:, '"
State budget well furioed by a progress~ve.:'::~c,:

• tax system. ". . . _ .:" ",;.". :':.:.';:;'::.:::~ '.: "".;:.;~'"

Full funding of schools by the state;'_;:; :.: ,.": ,,.:: '. :
• Make this a major issue in the next··,:~; ~;:~ "'.. '<'.:..

gUbe~~~~1~·~j~::!.. . /:'-t(;-;iit~:.~~;~:,<D:: '..
2. Intermediate Goals.;', ,::'. "::./~:;.. ,"/..: ::>

'. Pass the Citizens' F~ir.TiuPl~"··:~;./:...1•.••:,.;;.>'.
• Make this a major issue in the 5th, 7th & .. ' <' .

14th districts to expose anti-Fair T~£F/~:\::'::

records of incum.?~n.tsf~r fut~re·~·~~.;.~<!~·:~.?:: .

3. Sho·rt·Term Goals····;.· ". :,::;:~~<:;.:,~-;;,':;:'>. ',:
• Public support from local officials.:::;:':: ,', '.'
• Line up influential sponsors in House'and

Senate by April. ..,. .....'; •
• 25 co-sponsors by June L. .: .

Plan campaign might be to obtain the
endorsement of city council members or county
commissioners around the state, and to move
from there to asking members of the legislature
to say that they agree in principle to the idea of
progressive taxation before your bill comes out.
Or, you might launch a campaign for 25
co-sponsors from carefully targeted districts.

For a local community organization
working on a neighborhood issue, the short-term
goal might be just to get a meeting with the city
council member. When people see that the
organization can do that much, they will be
ready for the next step, perhaps a meetiJIg with
the mayor. (If someone gets up at your fIrst
meeting and says, "Oh the mayor is a friend of
mine, I can get you a meeting any time," don't
accept. The point is that the group must feel that
it collectively won the meeting because of its
strength. If the meeting comes about because of
one person's personal relationship, the stature of
that individual is built up, but the group isn't
strengthened.)

Sometimes, before you can even decide on
the intermediate goals, more information about a
problem is needed. Then, short-term goals might
consist of making an agency either compile or
release infonnation. For example: a senior
citizen organization, concerned about crime

------ - -'- -_._---.-- _.._-_._-

long-Term Goals
These are the goals that you eventually hope

to win and which the current campaign is a step
toward. Using our example, your long-term goal
might be to have the state budget well funded to
provide the services that the people of the state
require, and to obtain this funding through a
progressive tax system based on the ability to
pay.

The legislation you are now sponsoring
won't accomplish all of that; it will only close
the budget gap in the short run. Many regressive
taXes will still be on the books and the schools
will still have problems, but it is a good step.

Short-Term Goals
Short-term goals are steps toward your

intermediate goals. They are necessary for two
reasons. First, few groups are strong enough to
win a major campaign without a period of
building power. The support of individual
officials must be won and often, power gathered
at local levels of government. Second, just to
sustain your organization in a long campaign,
people must see small victories along the way.

Short-term goals for the Citizens' Fair Tax

Column 1: Goals

Intermediate Goals
These are the goals that you hope to achieve

in this campaign. In this case, it is the passage of
the Citizens' Fair Tax Plan.

A housing group might state its goal as fair
housing, and an environmental organization, to
end toxic dumping. But these goals are so
generalthaC they only restate the problem.
Another too-general campaign goal is "to
educate people," because there is rarely a way to
know when this has been accomplished.
Intermediate goals must be specific, such as
state mortgage guarantees for low-income home
buyers or mandatory jail sentences for toxic
dumpers.

Test the goals-are they specific steps
toward your long-term goals? Do they meet the
three major criteria for choosing an issue? Do
they: I) Win real improvements in people's
lives? 2) Give people a sense of their own
power? 3) Alter the relations of power? What
does it mean to win? How will you know when
you have?

"
"
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Sample Organizational Consideration.s Column
,. " . '\ ':.~;

..: ;

1~ Resources to Put In
• Salaries and expenses for six months =

, . $45,000. On hand = $10,000, To raise =
'; "'l·~ $35~OOO.: :~.,.

• ",Staff",·
Mary-Lead Organizer Full time
Fred-brgimizer ' " >Half time
Sam-Support Staff ", J day a week
Liz-College Intern" , ·1 day a week
Kate-Supervisor' , ':4 hrs. a week
(Cash value of staff time = $40,000)
Canvass offices (3). Approx. 15canvassers
hitting 9,000 doors a'month for three
months (cash value if people were hired to
do this = $95,000).' , '

• 7 board members on the tax committee.
Each represents an affiliate organization.

• Committee chair. Very active. Good
,spokesperson.

• Lobbyist from allied urJion.
• Tax expert contributed to us by Citizens for

Tax Neatness. ; ~': , .
• Office space and phones for all staff ,

(cash value =$700).
• 1 Xerox that works. 1 that sort of works.

.2 computers.' .'.",
(cash value for use =$200)

• Good relations with press..
Abner Berry at the Sentinel and
AI Fenn3n at the Herald.

.. '

2. What We Want to Get Out of It ' ~ ,.:;,;
Make back all expenses ($45,000) through '. ':::
contributions'from affiliates and campaign' !,.:

"fundraising., ' >,-.::,:-':
• 4 new affiliates. Most likely choices are " ".'

'Carver City Taxpayers Against Waste," .' ,..:':.
,Newton Teachers Local 310, Association of ' '};,'

, Child Service Providers, Gotham City Save .'
, Our Schools Committee. " : " ;. '

• ,Byjld a base in the 5th, 7th, and 14th .',,' ",';
districts. Promote George, Frieda, and Holly.,
as respective spokespersons. .

• Develop 15 active volunteers.
• Develop ways to activate 15.000 canvass

members in key districts.

3. Problems to Solve
• Rivalry between teachers' unions may erupt.

-Meet with them. Ask them to keep turf
fight out of it. "

• Uptown Seniors don't like Downtown
Seniors. ,,' ,
-Hold separate meetings in each
community. ,.
Fred says that Mary whistles through her
nose all day, and he can't work in the same
office with her.
-Seek treatment for Fred since no one else
ever hears Mary do this.

!
I
I
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rJ1is column is essentially an organizational
expense and income statement. You list what
resources you have to put into the campaign
(expenses), what organizational gains you want
to come out of the campaign (income), and
internal problems that have to be solved.

Start with resources. This is essentially your
campaign budget. Consider these to be expenses
or better yet, investments. Be very specific,
particularly about staff time and money. List
names. Make sure that the people working on
your campaign are in the room when you talk

, about how much of their time is going into the

Column 2: Organizational
Considerations

against seniors, had to make the police
department keep crime statistics by age just to
prove that the problem existed.

And sometimes, short-term goals will be
electoral. A specific person must be removed or
more forceful leadership elected.

While listing goals, consider what the cost
to someone will be if you win it Who will pay?
What is it worth to someone to defeat you?
Knowing this helps you to get a sense of how
much money is likely to be spent on defeating
you. It also gives you some bener idea of who
will end up as allies or opponents.

When you are finished listing your goals.
have the group put them more or less in the
order in which they will have to be achieved.

~,
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•
•

•

•

•

State Teachers Union: 7,000 members
. Local 210 Gotham City' ..'.~;,,~,;; ,

Local 113 Newton .,'.,.' ,-, ','.' ':-: ,;

~ Local 69 Butler . ., '. ,. ';"\- ',.
Local 666 Spuyten Duyvil .',. . . ' ,

• : State Teachers Association: .. " " '. ';

. 12,000 members'

List locals :
State Public Employees Union:' '.
14,000 members

: List locals ....; .,:,',
State Labor Federation:
40,000 members
List active local and
labor councils. ,
Association of Day Care Centers: 1,200
members "

• ' State Senior Council: 3,000 members:'
Clubs in
Parker (5th District)
Gotham ,:.;

Newton (7th District)
Salem
Winchester (14th District)
Westchester . . j

Council of Home Health Care Providers
Newton Council of Civic Associations

• ,State Alliance of PTAs
Taxpayers Union: 2,000 members

Sample Constituents, Allies, and
Opponents Column .,'

.~. -
. 1. Constituents and Allies

2. Opponents '
.; CharitberofCommerce ..,-'::,

'.• '~ BankersAssociation·.' .

• ~ Insurance Industry ~ouncil . - ,'
,,'~'.::Johnso~ Corp. ',.\ .~':::-·"~;·,<::,:f,':'·':':; .'

. " ~~ .~~Rep. B1f~ (14th ,olStri,ct) ''..,;''-:/,)',:.' ~.',~:
·'·0,:~.:~::T~payers Association of Hatemail ,F .... -.' :.'
: ':,~r .':A" ··..·t' .•'~:a.. ~~\"~;.:...~ ~.. ':' ·.ir::'.r:-- : .': ..... .;.." <1J.";:;··;"-.~\~'~· ~:. $.\ ... :'~"" -
:~~·t.• 1,..)''e c., ""c.. , ..:..; t( .t.: ~ ,!..:."": :~ f: ,.~.t ~~~r.":'· \".". ).. ~'.•_.'

;~:~fi~~~1;tt~r:~:{~l¥~~f9~~~~~ ~~*gi;:~~~~=f~lV:~b{::~,. '
The problem is that in the face of a general

sentimenl in the stale that, favors budget cuts
over tax hikes of any kind, this list is too short.
Additional allies will be homeowners and
parents, but to bring them in, the goals of the
campaign will have to be expanded to include

Column 3: Constituents, Allies and
Opponents

Constituents and Allies
This column is where you answer the

questions, who cares about this issue, what do
they stand to win or lose, what power do they
have, and how are they organized? A
constituency is a group of people, hopefully
already organized, who you can contact and
bring into the campaign. In filling out this
column, be expansive, even far fetched. The
idea is to come up with a long list of potential
allies. During the campaign you may not get to
all of them, but you can come back to the list
later if events bog down and you need additional
support.

When you start drawing up the list for the
Citizens' Fair Tax Plan campaign, the first
groups that come to mind are public employee
organizations that face layoffs and taxpayer
organizations. Some taxpayer groups will be
very right-wing, but some could join you.
Clearly, organizations that get services or
funding from the state will also be interested;
examples include seniors and day care

providers.

campaign. "Full time," for example, means that
a person has no other responsibilities. Don't be
one of those groups where the organizer works
"full time" on each of five campaigns at once.

List the amount of money you are putting
into the campaign and the amount that needs to
be raised. Then put a fair market cash value on
the in-kind contributions you are making,
including staff time. Unless you do this, your
allies, affiliates and members will never have
any idea of the size of your real contribution,

and neither will you.
In the second part of the column list

everything that the organization wants to get out
of the campaign, in addition to winning the issue.
Consider this income and plan to make a profit,
both in organizational gains and real dollars.

The last part of this column lists internal
problems that will have to be considered or
solved in the course of the campaign. Here,
"internal" implies both within your organization
(e.g., staff relationships) and problems within
constituent or allied organizations.

•t
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• How many of them are there? I How many
members do they have?
Did they work or vote for the incumbent
office holder?
Do they make campaign contributions?
Will they give money to your campaign?

• Do they bring special credibility? (Clergy)
Do they have special appeal? (Children)
Are they part of a larger organized network?
(Veterans)

• Do they have a reputation for being tough?
(Unions)
Do they have special skills? (Lawyers)
Are they considered particularly
newsworthy? (Penguins)

Opponents
List all the groups, individuals and

institutions that stand to lose or be very upset if
you win. What will your victory cost them? Try
to evaluate how actively each will oppose you,
and what they will do or spend to defeat you. In
a few cases you may find ways to neutralize
them. but even if there is nothing you can do, it
is best to have some idea of what to expect as
the campaign unfolds. List the power of each
opponent. How does the strength of your
constituents stack up against the strength of your
opponents in the eyes of the people who can
give you what you want?

Last, examine the weakness of each
constituency. Look at their reputation, past
history. and the enemies that you might inherit
by linking up with them.

Column 4: Targets

Break down your list according to whether
the constituency is organized or unorganized.
That is, homeowners in the Lincoln Park area.
as opposed to homeowner associations in the
Lincoln Park area. Then rank each group
according to the power they bring to the
campaign. Consider the following:

Primary Targets.......... ~ \

J.~erson with the power to give you what
YO~.~a.!ltjs ofteiUeferrea lQ as the"~~f
the campaign..This does not necessan y lIJ1ply
that the person is evil. It simply means that by

202.

property tax relief and school funding. (This is
an example of how the chart is like a computer
spreadsheet When you change one column, you
will have to change others.) The next question is
how are home owners and parents organized?
The canvassers can reach some of them, and
others will contact you after the media start to
carry the story, but look for existing groups.

Even if you are organizing for an individual
membership organization rather than a coalition,
it is still useful to think of people as part of .
groups. For example, say that you are working
on a public transportation issue and decide that
senior citizens are a possible constituency. You
could list seniors on the chart, or you could be
more specific and say, "Seniors who ride the # I
and #2 buses." It would be much beuer,
however, to look in the Yellow Pages to see
what senior centers are served by those lines.
Don't overlook churches that might have senior
clubs. Mark them on a map. Put them on the
chart by name. Go and visit them.

Then, look for constituencies that are I~ss

than obvious. On the tax issue, realtors or real
estate associations might join with you because
value is added to the houses they sell if taxes are
lower and there is a good school system.

Think of each constituent group as the hub
of a wheel. Then look at the spokes. Who cares
about these people? Who does business with
them? Who provides services to them? Who
lends them money? Who borrows their money
(banks, insurance companies)? For whom do
they vote? If they had more money to spend.
where would they spend it? Who would get it
(local merchants or Swiss banks)? What
organizations or churches do they belong to?
Looking at your possible constituents in this
way, it is easy to see that the self-interest of one
group affects the self-interest of many others.

While it is necessary to think about potential
areas of conflict between the groups, remember
that people don't all have to love each other,
agree on tactics. or even sit in the same room in
order to support the same issue. In fact,
sometimes the issue brings them together. This
was the case in the classic campaign against the
Chicago Crosstown Expressway. The proposed
expressway route ran through different ethnic
communities. One White group came with signs
saying. "Black roads. white lines united against
the Crosstown."

I·'
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Column 5: Tactics

the tenants discovered that old lead paint was
peeling off the walls, they made the head of the
health department a secondary target. She didn't
care about the tenants' dispute with the housing
authority, but lead was a health hazard that had
to be corrected. She told the housing authority
that the walls had to be scraped and repainted.

When you list secondary targets, write down
what power you have over them, and what
power they have over the primary target.

In the Fair Tax campaign, the targets are
detennined by an analysis of the legislature.
Clearly the governor will be a target, as will the
heads of key committees. Once die legislation is
introduced, and a head count taken of committee
members and the legislature as a whole, specific
districts can be targeted as well. Secondary
targets for this campaign might include officials
such as county chairs of the Democratic and
Republican parties, lower-level elected Officials,
and campaign contributors.

Don't feel obliged to have a secondary
target if you have power over the primary one.

Tactics are steps in carrying out your overall
plan. They are the specific things that the people
in colulIUl 3 can do to the people in colulIUl 4 to

~ondaiy Targets
A secondary target is !!"person who has

'.!!.ore P.2..wer over the primary~than y~ do.
But, you have more power over this person than
you have over the primary target.

Tenants in public housing who wanted their·
buildings painted provide an example. The
tenants made several members of the city
housing authority their primary targets. When

\ i'

lr. of having the power to give you whatyou
'. ,"t!- riftUe . h ~ f h .; ~;~i t that person IS t e lOCUS 0 t e campaign.

li\ ~" \\'3Il , . I up I'. f~'~' The target IS a ways a person. ersona Ize
!iJ.f th target" is a fundamental rule of organizing.
Ji. .. , e . h .
l~/. E\'cn if the power t~ gl~e ~ou w at you ,,:,ant IS

;:»<, actually held by an Institution such as a City
" {:; uncil, a board of directors, the legislature, the

l~} ~lice ~cpartment, or the En~iro.nm~ntal
:::~5f Protection Agency, personahze It. Fmd ou.t ~he
t~rr name of the person who can make the deCISIOn,

!' . i:~;:; or at least strongly influence it. M~e that
k ~rt:~ person the target. Not only do~s thiS h~lp to

; ;j~;' narrow the focus of the campaign, but It makes
~~. : };;:'.. your ~embers feel that winni,ng i~ po~sible. A

':.' . camp31gn to change a person s mmd IS much
, ,more believable than one to change the policy of

. a big institution. In addition, individual decision
makers have human responses such as fairness,
guilt, fear, ambition, vanity or loyalty. These do
not exist in institutions or fonnal bodies as a
whole. Such responses can only come into play

. if you personalize the target.
When filling out this column, list all the

possible people who can give you what you
.' want. It helps if there is more than one of them
t because where power is divided, there are

usually more weak spots and openings. Also,
multiple targets provide an opportunity to
sustain the campaign over a longer time. This
allows you to build strength. In many types of
campaigns, time is on your side if you can hold
out. This is particularly true if you are trying to
stop expensive things from being built, or large
sums of money from being spent. A long
campaign may 'also help you to keep the issue
alive until an election intervenes or a court
decision comes down. List the reasons that each
target has to oppose you as well as to agree with
you. List your power over each target. Go back
to the constituency list and consider how to
match the power of each constituency against
the vulnerabilities of the target.

-
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Notes on Tactics

put pressure on them. When you list tactics, put
down who will do what, and to whom. Tactics
should pe fun. They should be within the
experience of your members, but outside the
experience of your targets.

Every tactic has an element of power behind
it. None should be purely symbolic. Different
tactics require different levels of organizational
strength and sophistication to use. For that
rea.son, some work better at the beginning of a
campaign and some can only be used later after
a certain level of strength is reached. ..

Media Events
Media events are designed to get press and

TV coverage, and little more. As stand-alone
events, they are usualIy used at the start of the
campaign to dramatize the issue and announce
that the organization is working on it. Later in
the campaign, the media will be used in
conjunction with other tactics. A media event
might consist of releasing information or a
study, demanding information, having victims
tell their story, or making demands on the target.
For the Fair Tax Campaign, an opening media
event might be held in front of property owned
by a large corporation. The percentage of
income paid in taxes by the corporation could be
contrasted to that paid by nearby homeowners
who would bring big enlargements of their tax
bilIs to display to the press.

The press usualIy responds well to
something funny or dramatic. A Citizen Action
organization, for example, wanted to dramatize
that the tising cost of auto insurance was forcing
people to choose between paying for their homes
or their cars. The group built a home into a car
with the toilet in the trunk. The press loved it.

If the media event features groups such as
low-income people, the homeless, the
unemployed, or striking workers, be sure that
they are presented with dignity and as whole
people asking for the same rights that others
enjoy. They are not objects of pity; nor are they
looking for a handout.

Actions
Actions are a particularly useful tactic for

local organizations, especialIy toward the start

Sample Tactics Column

(listed more or less in the order in which they
might actually be used)

Media hits. Feature unjust tax distribution
between homeowners and EXXON
refinery. .
More media hits. Spotlight education cuts.

Kids come with symbols of cut programs,

e.g., sportS equipment, musical
instruments. .. .
Do same day in four cities with teacher
organizations and PTAs.

• Start postc~dcampaign for fair taxes.
"Dear Gov. When my income goes over
$100,000, I will happily pay higher taxes if
you enact them now."

• Media hit in capital to release detailed Fair
Tax Plan. Sponsors and co-sponsors on
hand.

• Canvassers start petition drive in targeted
districts.

• Media hits in targeted districts to announce
formation of district Fair Tax committees
to put legislature on the spot. Show
petitions.

"---;. Delegation meetings to get position of
targeted legislators.

• Local hearings. Either sponsors hold them
officially or we hold them. Aim for high

turnout _'.
• Additional delegation meetings in target

districts. Service providers, seniors, clients
of progTams are included.

• Save our schools. Rallies and picnics.
Fund raiser.

• TV debate ~tweenour leader and
legislative opponents. '. " ;

• Tax bill burning day when tax bills are

,.:sentou!:j~;i;';;·:C•.~"· :.,;' .i:;" .
.·.·fAccounta~ility se.ssions.in targeted:. .
... :'~ distrlctS,'parucularly the 5th~7th, and 14th
"-;~ilistri tSU'~':/,i.;~""'~~"';: ";,.,":.. ::":: •. .".:., ".- \ ."..' "'; • c ';-":.t:"?~t'!i:,J) ·~~\~.O' ."!'.,~" ,'- 'I. .

• .Masslobby day ~ capital when bill comes
up for v·ote.Governor invited to speak for
the bill. Empty chair ifhe doesn't Invite .

:. .... potential opPonents,:' '.\!' .:~"H~ .;;.~ ;'. ':"::::"'~., ..... ..

..... ·~';;li:tI2~;g£~r:·-"c, •.··",.
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of a campaign. In an action, a group of people
confront a target and make specific demands.
They expect to get an answer on the spot.
Organizations usual1y start with procedural
demands such as asking for an appointment with
someone or that a hearing be held. They also
might ask for the release of infonnation, the
publication of rules, or time on the agenda. Later
when the group is stronger, actions might be
used to win some of its main demands.

Actions often involve the media, but they
are not media events. That is to say, they have
power behind them which goes beyond media
coverage, and they are not simply held in an
attempt to publicize a situation. The
organization's real power may be the number of
participants or the size of the constituency they
represent, their ability to embarrass the target, or
their ability to cause the target political harm if
the target is a public official, or financial hann if
it is a business.

Public Hearings
You might demand that the target hold an

official public hearing, but often organizations
have their own hearings with a panel of
community leaders and allied political leaders
who listen to testimony from your constituency.
Often a report is issued. The hearing serves to
educate, get publicity, and establish your
organization as a leading force on the issue.

Accountability Sessions
Accountability sessions are large meetings

with elected officials. They are sponsored by
you and held on your turf. Several hundred
people come to tell the official what they want
done. The official is asked to agree to the
demands on the spot.

Elections
Depending on what type of organization you

are, you may actually endorse candidates. Even
if you don't, October is a good time to negotiate
with an incumbent candidate if the election is to
be held in November, because the candidate is
more vulnerable then.

Negotiations
Issue campaigns usually end in some fonn

of negotiation. You must have shown
considerable power to get the other side to agree

to talk. If your target offers to negotiate too
easily or too soon, watch out! It may be'a device
to make the other side look reasonable without
any serious concessions being made. (But don't
automatically assume that every offer is some
kind of trick. There are groups that snatch defeat
out of the jaws of victory because they can
never believe that they actually won.)

The next chapter explores some of these and
other tactics in greater detail.

Using the Chart

The strategy chart can be used to plan
organizational development as well as issue
campaigns. The starting point in th~ chart is
determined by the type of planning you are
doing. For example, to plan an issue campaign,
start from left to right. To plan the startup of a
new organization, say a new senior citizen

.group, begin at the lower half of the
Organizational Considerations column and work
out what the organizing model will be. For
example, is it an organization of senior clubs?
Then skip to the Constituents column and list all
the existing clubs that could potentially join the
coalition. Next, go back to the Goals column
and decide what issues would appeal to the
largest number of clubs. From there go to the
Targets and then to the Tactics columns.

One reason that the chart works in so many
ways is that an organization is literal1y the
product of what it does. Once you are clear on
what you want it to be, you can work backwards
toward doing something that will shape the
group in the desired direction. An example of a
strategy chart that shows all five of the columns
presented earlier appears at the end of this
chapter. ,

Time lines

To fmish off the planning process, make
time lines for the campaign. Include all the
major campaign events and deadlines for
preparing the publicity for each. Be sure to
include the key dates in the electoral process.
Even if you are not involved with candidates,
note such information as when voter registration
starts and ends, when nominating petitions start



circulating, when petitions must be filed for
major pany candidates and independents, when
candidate fundraising reports must be filed (you
may want to look at them) and of course, all
election dates. Also note when appropriate

legislative bodies are in session, when members
of congress and the legislature are home for
recess"~d when major civil, religious and
school holidays occur.'

! i
! .. '.

I .., .

Members of New Jersey Citizen Action, a statewide coalition, pressing for
passage of the Right to Know bill.

,
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NGO MANAGEMENT
TRAINING NEEDS ANALYSIS QUESTIONNAIRE

As part of the NGO Management Training that is being offered as a follow-on to your earlier training in
the United States, it is necessary to conduct a needs analysis to determine on which areas of your job the training
should focus. The follow-on training is particularly aimed at assisting you in clarifying materials and lessons
acquired during your US training and assisting you to adapt and apply those lessons to the real situations and
challenges of managing an NGO in Russia today.

The purpose of this questionnaire is to gather information about the responsibilities of your job, the
responsibilities which you will be able to perform better when you have some more knowledge or skills for
them, and the particular problems you are facing as a manager of your organization right now.

We are not interested in individual answers to the questions so you are not required to identify yourself on the
form. After we have collated all your responses on special forms this one will be destroyed. Please take 30-45
minutes to respond to the questionnaire now and then return it to the collator in the envelope provided by no
later than 1 May 1995.

Before filling in the questionnaire

In the questionnaire we are going to ask you about the responsibilities of your job at the moment. Before
answering the questions in the questionnaire, we would like you think about your job now. Please take a sheet of
paper to make notes for yourself.

1. Write down the five responsibilities of your present job that are the most important to the successful
management of your NGO. Phrase the job responsibilities in terms of skills "to be able to".

2. lbink of your job and imagine what it will look like within a period of time of three years: will it be
different? Write down any additional responsibilities you will have at that time.

3. 1bink about which of these responsibilities you will be able to perfonn better if you have more
knowledge or skills in that area. These are your training needs.

4. lbink finally about situations or issues that are the greatest problem or challenge for you to overcome in
managing your organization today.

Filling in part A. of the questionnaire: the responsibilities of the job

5. Look at the questionnaire. Find the job responsibilities in the first column that match the ones you have
noted down. Please put a tick in the box to the right of the first column for each responsibility that
matches those in your notes. If you can not find any or all of the responsibilities you have noted, please
write the additional responsibilities in the blank boxes at the end of the fonn.

6. Now put a tick in the second box to the right of those responsibilities which you think you will be able to
perform better if you have more knowledge or skills in that area.

Filling in part B. of the questionnaire: the challenges you face today

7. Write a paragraph of three to five sentences about the greatest problem or challenge to overcome in order
to be able to more successfully manage your NGO. Please describe the situation or barrier. How is it
effecting your NGO or the performance of your job? What difficulty or problem are you having in
responding to this situation or barrier?

World Learning, The External Environment and Board Development
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Part A JOB RESPONSIBILITIES

1. . To be able to identify and recruit Board members
2. To be able to provide the information and reports

required by Board members
3. To be able to inform and involve members or users of the

NGO's services in program design and
implementation

4. To be able to create a long term statement of purpose
for the NGO and a set of strategies for achieving
that purpose

5. To be able to represent that purpose statement
to the outside world

6. To be able to translate the strategies into a set
of measurable program objectives

7. To be able to write a plan or report
8. To be able to budget programs and plans and

monitor implementation
9. To be able to report regularly on expenditures

and changes in planned budgets
10. To be able to review one's own workload, define

the priorities and work accordingly
11. To be able to keep informed on subjects bY'

establishing relationships and mechanismS to
gather information

12. To be able to monitor and spot check that
procedures and policies are adhered to

13. To be able to work with staff to design
simple work flow processes

14. To be able to brainstorm, generate ideas and
find practical solutions on a given problem

15. To be able to set goals for employee performance
of his/her responsibilities and evaluate the
performance regularly

16. To be able to provide personal development
support to staff by reflecting on their
functioning in a non-threatening way

. 17. To be able to create a working atmosphere .
where people are supported in developing
skills, feel challenged to do their work
well, and feel committed to do the work

18. To be able to develop a staffing plan including
anticipated transfer- or promotion possibilities
for staff within the NGO

19. To be able to get to a decision, respecting
all interests and making it acceptable to all
parties concerned

20. To be able to conduct a meeting in a
structured, well organized and participatory
way

Your Job Your
Need

World Learning, The External Environment and Board Development



STRATEGIC PLANNING

is the process of detennining further organizational goals and developing necessary programs and
resources to achieve these goals.

STRATEGIC PLAN

Analysis of stakeholder
I

Vision
I

Common goals
I

Strategic goals
I

Plan of action

PRINCIPLES

Declaration of vision

VISION

6) Orientation at the future

1) Dynamics

World Learning, The External Enviomment and Board Development

describes "future reality"

expresses the main values of the organization (not necessarily all of them)*

*

2) Openness of the system

4) Orientation at active participation of members and clients' needs

5) Possibility of monitoring results

3) Reason-and-consequence logic

The vision of an organization, team or group is a desired reality or future, which the
organization is aiming at.

I
I
I
I
I
I
I
I
I
I



*

*

*

*

*

*

defines necessary changes

involves, not expels people and opportunities

reflects reality, but is not expected in the nearest future

concise and dearcut

original

inspiring

GOALS

The goals of an organization, team or group reflect the reason for organization's existence

Declaration ofthese goals:

*

*

*

*

*

*

describes the main responsibilities ofthe org;anization

describes the ways ofpromoting the vision and expected results

describes whose and which needs the organization is trying to satisfy

is understood by the staff

represents a scheme for problem solving and strategical context

is original enough to inspire people for long-tenn duties

VISION

The vision of the PLAN is a world, where every child lives in societies where human rights and
dignity are respected.

GOALS

TIle PLAN is to improve the living standards of children, deprived of nonnal living conditions in
developing countries; it is a process which unites people of different cultures and makes their
lives meaningful and valuable:

* the PLAN gives children, their families and communities an opportunity to satisfy their
basic needs. stimulates their participation in social life and increases chances for receiving
benefits from the society
* the PLAN strengthens relations which increase mutual understanding and unity of people
of different cultures and countries
* the PLAN protects the rights and interests ofthe children ofthe world.

World Leaming, The External Envirownent and Board Development



MOVEMENT TO A HIGHER QUALITY

The International PLAN is aimed at achieving the highest standards in satisfying human needs by
creation and maintaining an environment of good management, which in its tum includes the
process of pennanent improvement and systematic support at all organizational levels.

World Learning, The External Environment and Board Development



Organizing for Social Change

Organizing for Social Changes
Developing a Strategy
by Kim Bobo, Jackie Kendall, Steve Max

, In t'tute (NDI) -Moscow)'d d by National DemocratIc s 1
(The copy was pravl e

Strategy Chart

Goals

Organizational Considerations
Constituents, Allies, and Opponents

Targets

Tactics

Notes on Tactics

Using the Chart

Timelines

Sample Strategy Chart

!

--i

-,

Th~y chU!bs an extremely us _tool for campaign planning. It lends itsel1 ,
to overall campaign strategy and to the pI
of specific events such as a public hearin,
accountability session with an elected off
The chart is valuable as the focal point of
group planning process because it poses t
necessary questions in a logical order and
people through the planning process step:
step.

In your campaign planning meetings,
should always display the chart prominen.
a blackboard or large sheet of paper in the
of the room. Have the following resources
hand to complement the chart:

1. A large map of the area, city or state iJ
the campaign will take place. There ar
often critical relationships among issul
groups, neighborhoods, geography, an
political districts that can only become
apparent when you look at a map.

2. Overlays for the map to show political
(or use separate district maps).
Election returns for relevant~r t~alKn' .sever y~ars. owmg votmg pattern~
totals in primaries and general election
importantto understanding the strengtt
allies and opponents, even ifyour
organization is not involved in electora
work.

4. The Yellow Pages to identify potential
constituent and opponent organizations

5. A list of your own board members and,
are a coalition, your affiliates by addres



I
•

I
I
I
I
I
I
I
I

[ .

21. To be able to handle a conflict in such a way
that it is dealt with finally and doesn't
arise again, while maintaining the working
relationship

22. To be able to review financial reports for
accuracy and completeness

23. To be able to secure necessary funding from
diversity of sources

24. To be able to develop and write a grant
funding proposal

25. To be able to produce and resource a long-term
plan for the NGO to become sufficiently self-
supporting to be able to continue operations
if external funding is cut back

26. To be able to monitor if the NGO is in full
compliance with reporting, tax and labor
requirements

27. To be able to recruit and utilize the
volunteers the NGO needs

28. To be able to establish and maintain good.
relationships with NGOs, government agencies
and other partners

29. To be able to establish and maintain databases
30. To be able to identify and meet donor agency

expectations
31. To be able to develop a public service announcement

and press release on the NGO and its achievements
32. To be able to design and implement a lobbying strategy
33. To be able to identify and enlist private sector

support for the NGO
34.

35.

36.

37.

38.

39.

40.

Part B. The chaIJenge you face today

World Learning, Th~'External Environment and Board Development



Board Evaluation

•

I
I
I
I
I
I
I

No
Ratinq Schedule Excellent Good Fair Poor Unnecessary Opinion
Legal Framework
1 Statements in the by-laws setling forth the functions

and duties of the Board are:
2 Statements in the by-laws oUllining the role and

responsibilities of individual members of the Board are:
Structure of the Board

1 The size of the Board in relation to NGO needs is:
2 The spread and balance of the Board as regards

diversity, interests, skills. and Doints of view are:
3 The usual method of selection of new Board members is:

14 Retirement provisions for Board members are:
5 The committee structure of the Board is:

omprehension of the Board
1 Understanding by Board members of the purposes and

oblectives of NGAO is:
2 Comorehension by Board members of the Board's role is:
3 ComDrehension by Board members of their resoonsibil.ities is:
4 Understanding by Board members of the legal requirements

and stioulatlons under which they act as a Board Is:
5 The Board's recognition that mere compliance with the law

does not assure good manaaement is:
6 The Board's knowledge of and familiarity with

the structure of NGsO are:
7 The Board's perception and understanding of key factors

In the success of N&O are:
8 The Board's comprehension of the interests of the several

constituencies (e.g. Member Agencies, clients, funders)
with which N~O deals is:

9 The supply of information regarding external developments
legal, economic, sociological, statutory, etc. that may
affect Board decisions which is furnished Board members is:

10 Board members' degree of interest in and knowledge of: A

immiaration and refuoee affairs is:
Media is:
Public education is:
Human riQhts is:
International affairs is:
Accountino is:
Finance is:
Marketina is:
Administration is:
Fundralslno Is:

I
World Learning, The External Environment and Board Development
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No
Ratina Schedule Excellent Good Fair Poor Unnecessarv Opinion
3 The performance of the Board in achieving objectives:

Sel one year aoo is:
Set three years aao is:

4 Ability of the Board to measure the progress of the CEO
toward achievino institutional objectives is:

5 Ability of the Board 10 acquire external, objective opinions
reaardino MEaO progress is:

6 Cooperation among Board members and ability of the Board
to acl as a team are:

Committees
1 By-law provisions or resolutions of the Board stating

functions, duties, and limits of authority of committees are:
Executive Committee:
Audit and Investment Committee:
Nominatfno Committee:
Fundraising Committee:

2 Form of committee reoorting to the whole Board is:

Board Meetings

1 Format of the aaenda"for Board meetings is:
2 Extent to which Board members do their "homework"

and are prepared for meetinQs is:

3 Qualitv of discussion at meetinas is:
4 The division of time at meetings between routine

matters and lono-ranoe olannina is:
Relations with Mangement
1 Understanding of the areas reserved for Board decisions is:
2 The Board's workina relations with N140 staff are:

WorId Learning, The External Environment and Board Development
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No
Ratina Schedule Excellent Good Fair Poor Unnecessary Opinion
11 The Board's comprehension of the present positon of

the institution in the immiQration and refuqee field is:
12 Ability of the Board to sense the role of the institution five

years in the future in view of current social, economic,
and oolitical developments is:

13 Familiarity oi Board members with provisions in the by-laws
or insurance protecting or indemnifying them in the event

that suits are brouQht aQainst them personally is:

Practices of the Board

1 The frequency of Board meetings in relation to organizational
needs is:

2 Allendance of Board members at meetings is:
3 The pre-meeting package of informational material forwarded

to the Board in preparation for meetinQs is:
4 Financial and other reports presented to the Board, appraised

in terms of:
Intelliaibilitv, are:
Comoleteness, are:

ConformitY to the needs of the Board. are:
5 Record-keeoina of Board meetinQs is:
6 Conformity of Board records with leaal reauirements is:
7 The method by which the Board receives the report of

outside aUditors, including the opportunity to discuss the
"reoort with the aUditors, Is:

B The Board's practices as regards:
Amendments of bY-laws are:
Election of officers are:

Establishment of commillees and their mandates are:
9 Methods by which the Board periodically establishes short-

or lona-run aoals for the institution are:
10 Procedures used by the Board in educating and orienting new

members are:
11 The use of key staff in making presentations

to the Board is:
12 Statements in the by-laws and resolutions of the Board

governing the conduct of individual Board members in respect
to attendance at meetings, conflicts of interest, term of
service and retirement, use of confidential information,

annual disclosure to other Board members of changes in
occupation or professional and financial conneclions are:

Performance of the Board
1 Performance of the Board in formulating short- and long-run

ooals for the institution is:
2 The Board's ability to monitor its own accomplishments and

oroaress is:

World Learning, The External Environment and Board Development
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Board Member's Biographical Information

NAME

SPOUSE
(IfApplicable)

PHOTO

(Original)

YEAR YOU JOINED
-N&O'S BOARD:

EDUCATIONAL BACKGROUND:

PROFESSIONAL BACKGROUND:

CURRENT PROFESSIONAL ACTM1Y:

ADDRESS 1 _

PHONE 1

FAX 1

ADDRESS 2. _

PHONE 2

FAX 2

OTHER NON-PROFITIEDUCATIONAL POTENTIAL FUNDRAISING
AFFILIATIONS:

OTHER INTERESTS:

WHAT LEAD YOU TO JOIN THE NGO BOARD?

World Learning, The External Environment and Board Development
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WORLD LEARNING

Private and Voluntary Organizations Intitiatives to the
Newly Independent States (PVO/NIS)

GENERAL MATERIALS

World Learning, Moscow
13, Volkov Pereulok

4th Floor, Room 8
123242 Moscow

Tel./Fax (095) 255-9001
255-9724
956-5003

e-mail: wldlearn@glas.apc.org
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Petrozavodsk, Karelia, June-July, 1996

Dear Workshop Participant:

On behalf of World Learning, I want to welcome you to our The External Environment and
Board Development workshop. I hope you find the workshop and the enclosed materials
interesting and appropriate to your organization's needs as you work for the benefit of
your communities. In addition to experienced workshop leadership, another critical
element in the success of this training experience is the active participation and shared
wisdom of the participants themselves. I thank you for your willingness to enhance our
program by your participation and for your commitment to work for the betterment of
your organization and the NGO sector.

Over the past several months, World Learning has conducted 19 workshops in its series
of institutional strengthening workshops, exploring Strategic Planning and External
Environment, Human Resource Development, Public Education through the Media and
Financial Management issues invaluable to an organization. Like this week's PEM
workshop, all World Learning's workshops focus on key elements of good organizational
development, in addition to touching on the interconnectedness of the five themes.

The target group for the training program is the 46 World Learning Subgrantees, with
workshops organized in five geographic areas to enable full participation of Subgrantees
throughout Russia and the New Independent States (NIS). The training sites include
Moscow, St. Petersburg, Ekaterinburg and Novosibirsk in Russia, plus locations in
Georgia, Ukraine, Kazakstan and now Petrozavodsk. (Karelia). Each workshop will be at
least three days in length with a maximum enrollment of 25 persons to facilitate a more
in-depth learning experience.

It has been a pleasure for all of us at World Learning to get to know you and your
organization and to witness the continued growth and effectiveness of your work. As we
continue our work in this phase of NGO development activity, the implementation of
World Learning's Institutional Strengthening Training Program, we look forward to your
further participation and continued partnership which has been so meaningful to us over
the past few years.

Have a successful workshop!

Sincerely,

Scott H. Charlesworth
Field Director
World Learning - Moscow

World Learning, Institutional Strengthening Program - General Materials
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School for International Training
Citizens Exchange and Language Programs
Projects in International Development and Training
The U.S. Experiment in International

WORLD LEARNING INC.
Founded in 1932 as

The U.S. Experiment in

International Uving

"-
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HISTORY

MISSION

SCOPE

World Learning Inc. was founded in 1932 as The Experiment in International Living, a
pioneer in people-to-people exchange. It is one of the oldest private, nonprofit,
international educational services organizations in the world, and the oldest institution of its
kind in the United States. For more than sixty years, it has sustained its founding concept 
- learning the culture and language of another country by living as a member of
one of its families -- while it has also pioneered new initiatives in response to a changing
world.

The scope and diversity of World Learning's programs have grown well beyond the
institution's original homestayexchanges, but its mission remains intact: to enable
participants to develop the knowledge, skills, and attitudes needed to contribute
effectively to international understanding and global development.

Today, World Learning's broad range of international expertise is represented by its three
operating divisions: its accredited college, the School for International Training; its
traditional Citizen Exchange and Language Programs; and its private, voluntary
organization activities operated by Projects in International Development and Training.
World Learning currently administers more than 260 programs in nearly seventy countries,
providing direct program services to more than 54,000 participants and indirectly
benefiting more than 500,000 other people.

World Learning's School for International Training was established in 1964 as a direct
outgrowth of the institution's role in providing the original language training and teaching
materials for the U.S. Peace Corps. Today, the School offers a bachelor's degree program
in international studies, master's degree programs in inter cultural management and the
teaching of languages, and college semester abroad programs in more than thirty
countries.

Citizen Exchange and Language Programs is World Learning's cornerstone division,
operating the institution's Summer Abroad program which was pioneered in 1932. For
more than sixty years, World Learning has been dedicated to a simple approach known as
the homestay, the best cross-cultural learning laboratory. Families and individuals of all
ages from all over the globe participate in World Learning's various exchange and
language programs.

Building on its pioneering efforts in international educational exchange and training, World
Learning applied its expertise to institutions and individuals working in development.
Through the Projects in International Development and Training division established in
1977, World Learning has become a prominent private voluntary organization (PVO)
dedicated to furthering world peace through economic and social development initiatives.

World Learning is one of more than twenty-five member organization of the worldwide
Federation of National Representations of The Experiment in International Living, which was
incorporated in Switzerland in 1954. The Federation has held consultative status with the
United Nations Educational, Scientific, and Cultural Organization since 1958, with the
United Nations Economic and Social Council since 1978, and with the Council of Europe
since 1981. The Federation is composed of member organizations that are privately run,
nonprofit, nonpolitical, and nondenominational.

World Learning, Institutional Strengthening Program - General Materials
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SCHOOL FOR
INTERNATIONAL

TRAINING

CITIZEN
EXCHANGE AND
LANGUAGE
PROGRAMS

PROJECTS IN
INTERNATIONAL
DEVELOPMENT
AND TRAINING
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World Learning employs more than 1,200 staff, of which about fifty percent are dispersed
among its headquarters in Brattleboro, Vermont, and its U.S. offices in Washington, D.C.;
Belmont, California; Greenwich, Connecticut; Jacksonville, Florida; and Boston,
Massachusetts; and about fifty percent are dispersed among filed offices around the
world.

• Master of Arts in Teaching Languages - A program that prepares language teachers

committed to professional development and service in their field. Participants

concentrate in French, Spanish, or English to Speakers of Other Languages.
e Master's Program in Intercultural Management - A graduate program that provides

competency-based, professional-level training for intercultural managers.
Participants concentrate in Sustainable Development, International Education, or
Training and Human Resource Development.

e Bachelor's Program in World Issues - A two-year, upper-division bachelor's program
offering a degree in international studies. Participants concentrate in at least one of
these studies: Peace, Social and Economic Development, Environment.

• College Semester Abroad - Over forty-five programs in more than thirty countries in
every part of the world for college and university students.

• Summer Abroad - Programs for high school students that offer homestays, travel,
language training, ecological adventure, and community service in Africa, Asia,
Australia, the Caribbean, Europe, and Latin America.

• ElderhostefTM - International homestay and education programs for participants aged
60 years and older, offered in cooperation with Elderhostel, Inc.

• Homestay/USA - A homestay program that welcomes international participants, aged
13 to over 80, into U.S. homes for several days, weeks, months.

• International High School Program/Congress-Bundestag Youth Exchange Program -
Full scholarship programs funded by the U.S. and German governments in which

high school students from around the world stay with host families and attend
school in the USA, while U.S. students do the same in Germany.
• AuPair/Homestay USA - A yearlong cultural exchange program that offers a practical

solution to child care tor U.S. tamilies and a cost-effective way to work and study in
the United States tor European au pairs.

• AuPair/Homestay Abroad - A cultural exchange program in which U.S. au pairs live
with host families in several European countries, while providing child care and
studying for up to one year,

• International Students of English - An intensive English language training program
tor college-age and older students, teaturing small, tour-week classes on U.S.
campuses.

• Corporate Language Programs - Intensive language and cross-cultural training
programs tailored to the global marketplace.

• Youth Adventure Camp - An ideal blend of language training, recreation, and cultural
discovery for 11- to 15-year-old students from around the world.

• Development Management - Projects that support local public and private
institutions to promote social and economic change through on-the-job training and
formal training-ot-trainer' workshops.

• Human Resource Development - Projects that help to increase the capabilities of
individuals to secure employment, play dynamic roles in their chosen fields, and
contribute to the communities in which they live.

• Development Training - Courses that enable mid- and senior-level professionals to
develop knowledge and skills that are immediately useful in their work at home.

It is the policy of World Learning Inc. to provide, In an affirmative way, equal employment and educational opportunities for
all persons regardless 01 race, color I religion, gender, .exual orientation, national or ethnic origin, age, or disability.

World Learning, Institutional Strengthening Program - General Materials
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SUBGRANT MANAGEMENT

MONITORING AND EVALUATION

INFORMATION SHARING

ALLOCATING PVOjNIS PROJECT FUNDS

\..'

In May 1992, the U.S. Agency for International Development (AID) selected World Learning to manage the
Private and Voluntary Organizations Initiatives to the New Independent states of the former Soviet Union
(PVOjNIS) project.

The PVOjNIS Project is mandated to fulfill three functions. The first is to award subgrants to US nonprofit
organizations, focusing on NIS NGO development accompanied by respective service delivery. The
second is the monitoring and evaluation of subgrantees. The third mandate of the PVOjNIS Project is to
provide "lessons learned" to AID and the broader PVO community on collaborative US PVOjNIS NGO work
in the NIS.

FUNDS GRANTED BY SOLICITATIONS

The first round of competitive solicitations under the Project was held in June 1992. Invitations for
Applications (IFAs) were sent to over 300 US nonprofit organizations. Over 60 nonprofits answered the
call and submitted proposals. The main focus of this round of solicitations dealt with humanitarian aid and
health care delivery in order to strengthen the social safety net -- a general void since the breakup of the
USSR. Total funding for the first round amounted to $3,550,000 awarded to 8 organizations.

In October 1992, a second smaller solicitation was held, focusing on the impediments to voluntarism.
Developing legislation and NGO advocacy were the main criteria sought. Under this solicitation, $483,350
was awarded to 3 organizations.

In January 1993, a third solicitation was held with two due dates, in January and March. This effort
focused on NGO institutional development as an aid to civil society building and ensuring the survival of
NGOs and their service delivery. Sixteen (16) organizations received funding totaling $6,670,500.

In February 1994, a fourth solicitation, which originated at the AID-Moscow office, was held. This
solicitation, which was for Russia only, emphasized support to Russian non-governmental organizations to
improve administrative, management, and communications capabilities. Funding totaling $2,000,000 was
awarded to 7 organizations.

A fifth solicitation, originated at the AID-Moscow office with a proposal submission deadline of July 14,
1994, distributed funding to US PVOs and their local Russian partners working together on projects that
promote the development of NGOs involved in health care in Russia. Grants were recently selected and
range from $375,000 to $750,000, from a total funding of $6.5 million.

PVO/NIS PROJECT • ALLOCATING FUNDS • SUMMER 1994 • PAGE 1
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FUNDS ALLOCATED TO GEOGRAPHIC REGIONS

To date, most of the funds have been awarded to US nonprofit organizations working in Russia. However,
groups working in other countries of the NIS, or in more than one NIS country, have also received support.

Following is a breakdown of funding to the NIS regions.

Russia

Western NIS (Moldova, Belarus, Ukraine)

Central Asia (Kazakhstan, Kyrgyzstan,
Tajikistan, Turkmenistan, Uzbekistan)

Caucuses (Armenia, Azerbaijan, Georgia)

TOTAL

$15,836,350

$ 2,055,000

$ 1,137,500

$ 175,000

$19,203,850

PVO/NIS PROJECT· AllOCATING FUNDS • SUMMER 1994 • PAGE 2
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WORLD LEARNING MOSCOW

1. STATEMENT OF PRINCIPLES

World Learning Moscow seeks to be a dynamic force in the development of the NGO community in the
former Soviet Union. In so doing, World Learning's principle priority is providing quality service, in the
form of training, technical assistance, and information dissemination to the 46 Subgrantee organizations
involved in the PVOjNIS Project. This function of support extends to all 46 subgrantees regardless of their
current grant status, albeit active or closed.

In further support of the development of the Subgrantee organizations, World Learning Moscow endeavors
to promote and advocate for the strengthening of the broader NGO community in the republics in which it
operates. This effort is enhanced through forming appropriate linkages and coalitions with other
concerned organizations, implementing public education campaigns on areas of common concern to
organizations and communities, and by taking leadership in identifying and addressing important and often
complex issues which have significant impact on the prospects for successful NGO development.

In carrying out its mandate, World Learning Moscow recognizes that its greatest resource, first and
foremost, is its thoughtful, committed, capable, and unified professional staff. This supportive relationship,
characterized by its integrated and mutually respectful operational style, is furthermore extended outward
to join in cooperation with other key participants in the NGO development process including World
Learning Washington, the Subgrantee organizations (PVOsjNGOs), and other organizations and
individuals working on behalf of the emerging NGO sector.

While the historic developments leading to the formation of what has come to be known as the New
Independent States (NIS) and the subsequent inflow of international organizations and resources can
have an intoxicating effect on those involved, World Learning Moscow recognizes that the only true
measure of its success is the growth of healthy programs and organizations capable of meeting
community needs on an ongoing basis. As such, it is substantive action rather than rhetoric that counts,
and as World Learning Moscow conducts its daily affairs it strives to put these principles into practice and
never lose sight of the well being of the Subgrantee organizations and the people they serve.

2. PROGRAM PRIORITIES

I. Project Monitoring and Technical Assistance to World Learning Subgrantees;

II. Organizational Development Training. specifically in the areas of human resource development,
financial management, strategic planning, public education through the media, and the external
environment;

III. Public Education and NGO Advocacy.

World Learning, Institutional Strengthening Program - General Materials
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WORLD LEARNING

PVO/NIS OFFICE - MOSCOW

Moscow Field Director - Scott Charlesworth

Scott Charlesworth joined World Learning at the beginning of March, 1995, after leaving his position of
Associate Director of the International division of the YMCA of the USA. Most recently, Scott managed the
YMCA's international development grants, including the World Learning-funded program to assist
emerging local YMCAs in Russia, Belarus, Georgia, Armenia and Ukraine. Based overseas for more than
six years, he served as Country Director of Covenant House, Panama, working with street children in
Panama City, and was the founder/director of the YMCA in Belize. He trained NGO youth leaders in Papau
New Guinea and was Peace Corps volunteer in Honduras. Mr. Charlesworth has a BA in Economics from
Rollins College and a Masters degree in Public Management from Carnegie Mellon University.

Project Officer (Health) - Donna Barry

Donna Barry joined the PVO/NIS Project in December, 1994 and spent the first month in Washington as
the Project's Health Officer. In February 1995 Donna moved to Moscow, where she took on the position of
Project Officer, monitoring a number of the Project grants. Donna formerly worked as a Program Officer
for Family Health International for the former Soviet Union, organizing, implementing, and evaluating
reproductive health related projects. Proficient in written and spoken Russian, Donna has lived and
worked in Russia and the FSU for five years. In the fall of 1993, she organized and coordinated a training
of trainers workshop on reproductive health for physicians in the Central Asian Republics. She has
Master's degrees in Public Health and International Affairs from Columbia University.

Project Officer (Operations Management) - Alexander Borovikh

Alexander joined World Learning in 1993. He deals with the overall functioning of the PVO/NIS office in
Moscow, and is responsible for logistics for World Learning's conferences and workshops. He reports on
financial aspects of the Moscow office, provides information on World Learning's activities in the NIS, and
participates in designing articles for the newsletter, as well as maintains and develops the database.
Alexander graduated from Moscow Linguistic University and for several years worked as an interpreter in
different institutions in Russia and abroad. Recently Alexander received his degree from Moscow State
University Law Department.

Program Associate (Training/Information) - Tatiana Galkina

Tatiana joined World Learning (Moscow Office) in June 1995 as a Program Associate. Her responsibilites
are organising and coordinating World Learning's training program and assisting in information collection
and dissemination. Tatiana formerly worked at the Carnegie Endowment for International Peace/CEIP
(Moscow Center) as a Project Coordinator - a joint CEIP and IREX project. Her focus at Carnegie was
publishing a guide of Russian research organizations (Institutional Map) working in the international
relations and foreign affairs fields.The Guide was published both in Moscow and Washington DC in
Russian and English (February-March, 1995).Tatiana has previous experience at the Canadian Embassy
maintaining and developing immigration data base files within the Immigration Section. For two years
Tatiana was an freelance correspondent at INTERFAX News Agensy. Tatiana is finishing her degree at
Moscow State University's History Department in Cultural Ethnography.
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Project Officer (Information) - Ekaterina Greshnova

Ekaterina joined PVO/NIS Moscow staff in January, 1994. She handles publication issues, collects and
coordinates project information, maintains the database, and establishes contacts with mass media and
NGOs. In addition Ekaterina coordinates designing and publishing the Moscow Newsletter, "INFOHELP",
Ekaterina graduated from Moscow State Institute of International Relations and undertook postgraduate

course work at the Institute of African Studies of the Academy of Sciences. For seven years she worked as
a journalist and participated in setting up the first Russian independent news agency "Interfax". Ekaterina
has been involved in Russian-American humanitarian projects as a program coordinator for the Citizens
Democracy Corps.

Program Associate - Marina Kolmakova

In June 1996, Marina was promoted to the full-time position of Program Associate for the Moscow Field
Office. Prior to that Marina worked for 2 years as an intern in the Moscow office while completing her
studies in psychology and social work at Moscow Youth Institute. She is now pursuing a Master's of
Psychology studing women's issues in Russia. Marina's responsibilities include developing World
Learning's newsletter, "lnfoHelp", managing the database, and monitoring various subgrantee projects.

World Learning, Institutional Strengthening Program - General Materials
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25 - 27 May 1995 - Ekaterinburg, Russia
15 - 18 January 1996 - Kharkiv, Ukraine
8 - 12 April 1996 - St. Petersburg, Russia
16 - 19 April 1996 - Tbilisi, Georgia
24 - 27 June 1996 - Moscow, Russia
1 - 5 July 1996 - Almaty, Kazakhstan

External Environment

21 - 23 June 1995 - Nizhnii Novgorod, Russia
30 October - 2 November 1995 - Dniepropetrovsk, Ukraine
14 - 16 March 1996 - Bakuriani, Georgia
30 June - 3 July 1996 - Petrozavodsk, Russia
19 - 21 September 1996 - Russia

Strategic Planning

14 - 16 September 1995 - Lviv, Ukraine
28 - 30 September 1995 - Novosibirsk, Russia
26 - 28 October 1995 - Borjomi, Georgia
10 - 12 November 1995 - St. Petersburg, Russia
22 - 25 February 1996 - Moscow, Russia

Financial Management I Financial Sustainabilitv

7 - 9 December 1995 - Dogomi, Georgia
14 - 16 December 1995 - Nikolaev, Ukraine

8 - 10 February 1996 - St. Petersburg, Russia
22 - 25 May 1996 - Novosibirsk, Russia

Human Resource Development

4 - 7 October 1995 - Yaroslavl, Russia
All Subgrantee Conference

- complete
- complete
- complete
- complete
- complete

- complete
- complete
- complete

- complete
- complete
- complete
- complete
- complete

- complete
- complete
- complete
-complete

- complete
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Author: N. Belayeva
President of the International Charity Foundation
"INTERLEGAL"

What is the "THIRD SECTOR"?

The Third Sector is a reality that has long been in existence not only in the West but in this
country [Russia] as well, although it might not necessarily be aware of being called so. This is a
huge sphere, sector, of a society's life that is no part of either state structures, or business but
makes up an independent sphere of organized civil initiatives directed at improving the society's
life and being implemented independently of the personal material advantage from this kind of
activities.

The Third Sector is all the spheres, directions and organized forms of implementing collective
non-profit initiative, all types of organized public activities -- from organizing mass social
movements to creating charity canteens, homes and doss houses.

The Third Sector is all professional associations and artistic unions; it is voluntary societies and
organs of independent public activities as well as associations, councils, guilds and clubs.

The Third Sector is joint realization of common interests -- from philately and cacti-growing to
studying the cultures of Northern peoples or mastering the Japanese martial arts.

The Third Sector is organizing regular aid to those who need it -- disabled and sick adults and
children. It is also preparing "breakthroughs" in science and culture and technology. It is
methods of upbringing and development of mentally handicapped children and campaigning for
the human rights of convicts, as well as organizing a tourist club for the teenagers in your
neighbourhood.

The Third Sector is your creative initiative or a problem you are concerned about that can only
be resolved by forming a team since the state does not want or is unable to address it and
business circles disregard it as not-cost-effective.

The Third Sector is "third" exactly for the reason that there is no room for it either in the first,
state, or second, private, sectors; it is that sphere of life, those tasks and problems that cannot
be resolved either by virtue of authority or by the power of money.

The Third Sector, therefore, is equally needed to the state and to business as it complements
them, makes them more "human", creates an opportunity for a more gradual transition from the
overall "state" interest, via a collective form of interest, to individual, private interest and does it
independently of the authorities.

Besides, the Third Sector is a testing ground for making large-scale experiments as well as for
state and profit-making programs; it is an inexhaustible source of businessmen and politicians,
the "forge of the cadre" as the popUlar Russian clichVi has it; it is a faultless indicator or public
interests. But the main thing is that the Third Sector is a huge reservoir of social energy, when it
is efficient and ensured with resources, is needed to the society itself so that it could address
the emerging problems and needs by means of civil initiative where and when it is necessary
today without waiting for state budget allocations and independently of the financial reliability of
the local businessmen and their wish to be "understanding".

World Learning, Institutional Strengthening Program - General Materials


