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ne aspect of the National Association of Community Action Agencies’ mission is to strengthen

its network of member agencies to assure that the issues of the poor are effectively addressed.

To carry out this mission, NACAA has undertaken numerous training and technical assis-
tance initiatives to assist Community Action Agencies (CAAs) to acquire the skills and knowledge
needed to effectively plan and implement anti-poverty strategies and programs.

One of NACAA's technical assistance strategies is the development of manuals for use by Com-
munity Action Agency board members, executives, and staff. However, as with any field of en-
deavor, there are frequent new developments in the anti-poverty world as well as shifts in manage-
ment and organizational theories. Thus, it is important that we not only publish and disseminate
such technical assistance materials but that we also ensure they continue to reflect current realities in
public policy, resources, program knowledge, management, and technology. NACAA, therefore,
will revise, update, and add to this material as necessary to accomplish this.

The board of directors of a private, nonprofit Community Action Agency, or of a separate public
agency, is wholly responsible for the actions of the agency. The agency is like a corporation and like
any corporation its board has many decisions to make. For example, it hires the executive director; it
decides how the budget will be divided; it oversees implementation by the executive director and
his/ her staff of its policies and programs; and it ensures the integrity of the personnel and fiscal
systems. This manual has been developed to assist board members in operating at a higher perfor-
mance level by providing insights into the world of community action and the day-to-day operations
of a CAA board, and steps on how a board can become more effective.

This material has been designed to serve as an ongoing resource book - a book that we hope board
members will return to on many occasions for assistance. Space has been provided on each page so
they can highlight material of interest, add new information, make notes, or otherwise enhance its
usefulness as a resource book.

It is our hope that this manual will assist board members in carrying out their policy develop-
ment, decision-making, and oversight roles.

John Buckstead
Executive Director
National Association of Community Action Agencies
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Introduction

I I The purposes of this manual are to
provide Community Action
Agency board members and staff

with a theoretical framework of CAA
board operations and specific steps they
can take to apply that theory in practical
ways that will improve their personal ef-
fectiveness and agency performance.

It is particularly important that board
members understand the uniqueness of
Community Action Agencies compared to
other service agencies in the community.
They are NOT unique because of the di-
rect services they provide, albeit that those
services might be very important to their
constituents. They ARE unique because
of the developmental role that they have
played throughout the history of commu-
nity action. They have been incubators

. and hothouses for such programs as Head

" Start, Legal Services, Foster Grandparents,
Senior Opportunities and Services, and
VISTA. They have played, and continue

to play, an advocacy role on behalf of the
poor. Due to their mandated structure,
CAA governing boards represent all ele-
ments in the community and, therefore,
bring a greater understanding to the table
of what must be done to address the is-
sues of poverty in the community, what
can be done, and how it can be done.
CAAs are flexible and responsive, and any
CAA —with a strong and active board
leading the way —is in a unique position
to implement programs of the future.

This manual provides historical back-
ground to board members so that they
know how CAAs have evolved and how
their mandates were determined, as well
as information on how they can be more
effective in carrying out their policy de-
velopment, decision-making, and over-
sight roles.

See Appendix A for a history of Com-
munity Action Agencies.




Introduction
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Chapter 1.

Organization and
Composition of CAA

Boards

A. Background

r I 1he Economic Opportunity Act
(EOA) of 1964 created the Commu
nity Action Program (CAP) and au-

thorized funding of Community Action

Agencies (CAAs). Subsequent amend-

ments to the EOA imposed specific re-

quirements regarding the composition of
boards as does the Community Services

Block Grant Act (CSBG) of 1981, as

amended, which replaced the EOA, is the

current federal funding authority. (See

section D.)

- B. Articles of
| Incorporation and
Bylaws

Articles of Incorporation, sometimes re-
ferred to as the Charter, are usually a bare-
bones statement of the CAA’s nonprofit
purpose, official address, and original in-
corporators. The articles are filed with the
secretary of state of the state in which the
CAA has its legal address and in which it
conducts its activities. If the CAA expands
its purposes into an activity not already
mentioned in the articles (for example, to
provide transportation services or hous-
ing development) or changes its purposes
completely, a lawyer should be consulted
to help the board review the articles. If
changes are needed, a revised filing must
be submitted to the state. Generally, once
articles have been filed and registered,
they rarely need to be consulted again
- unless there occurs a significant change in
" the stated purpose and mission.

The key element of being a nonprofit
corporation is that none of the net pro-
ceeds from operations or assets can ben-

efit an individual member of the board or
staff. If a net operating surplus occurs in
any given time period, they cannot be dis-
tributed to the board members in the form
of a dividend as might happen in a
for-profit corporation. These revenues
must be used to support the CAA’s non-
profit purpose. If operations cease, the
remaining assets must be given to another
nonprofit organization. Nonprofit status
is conferred by the state’s corporation law.

Being a nonprofit corporation does not
automatically make it tax exempt from
federal income taxes. The CAA’s tax ex-
empt status is determined by the U.S. In-
ternal Revenue Service using Section
501(c)(3) of the Internal Revenue Code.
This requires a separate filing with the IRS.
The basic benefits are that it makes the
CAA eligible to receive grants from orga-
nizations (e.g., foundations) that give only
to tax-exempt corporations; individuals
who make contributions to the CAA may
claim them as deductions on their income
taxes; and the CAA’s operating revenues
and any surpluses are not taxed.

The bylaws are an everyday tool for
governing the CAA’s activity. They are
adopted by the board and can be changed
by the board through the process de-
scribed in the bylaws. Bylaws govern the
size and composition of the board, the
method of selection and terms of board
members, the duties of officers, types of
committees, and procedures for board
operations, including quorum require-
ments, meeting requirements, and other
rules. Board members need to be very fa-
miliar with the bylaws, as they are the for-
mal, official rules describing the
decision-making processes and distribu-
tions of authority within the CAA.
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C. Types of Boards

There are two basic types of CAA
boards: governing boards (when a pri-
vate, nonprofit corporation or a separate
public agency serves as the CAA) and ad-
ministering boards (when local govern-
ment serves as the CAA).

1. Governing boards

A governing board is the CAA and is
legally responsible for its actions. It alone
has the power to make financial decisions
and to set policy for the CAA. It is the
final authority in that community on the
CAA’s affairs.

2. Administering boards

An administering board reports to an-
other entity in that community that is the
official CAA. Usually the official CAA is
the local elected officials or a public agency
designated by them. The amount of au-
thority delegated to the administering
board varies widely among public CAAs.

Board members need to know if their
board is a governing board or an admin-
istering board; and, if it is an administer-
ing board how much authority they have
been given by the local elected officials.
States often apply a generic label to the
boards established by a political subdivi-
sion and refer to all types of them as ad-
ministering boards. Within this label,
however, there are two distinct types of
entities. Where the subdivision has re-
served much of the authority over the pro-
gram for itself, the administering board is
often called an advisory board because its
primary role is to advise the political sub-
division or elected officials on how it
should run the program.

The subdivision, however, may del-
egate substantial powers to the adminis-
tering board, including authority over
personnel, fiscal, and program policies. In
California, for example, in communities
where the subdivision has delegated sub-
stantial or almost all operating authority

to the board, it is called an administering
board. For all practical purposes the ad-
ministering board is operating the pro-
gram since the governing board of elected
officials rarely overrides the actions of the
administering board.

Thus what are called advisory boards
and administering boards are two differ-
ent types of administering board. They
differ in terms of the amount of authority
delegated to them by the political subdi-

D. Board Composition

1. Legislative requirement

The Community Services Block Grant
Act of 1981, as amended, requires that
exactly one third of the board shall con-
sist of elected public officials, or their rep-
resentatives; at least one-third of the mem-
bers must be democratically selected rep-
resentatives of the poor residents of the
area being served; and the remainder must
be members or officials of the private
groups and interests in the community
(from business, industry, labor, religion,
welfare, private education, or other major
community groups and interests).

2. Reasons for the composition
requirements

For Community Action to succeed, the
entire community must be involved. The
entire community also must be repre-
sented on the CAA board by the three sec-
tors: public elected officials because they
formally represent both the general pub-
lic and the local government; the poor be-
cause they know the problems of poverty;
the balance of the community because the
CAA cannot succeed without support and
participation of the other service agencies,
private employers, churches, unions, etc.

3. The potential of the board
The term “potential” means possible

achievements. CAAs were created to
eliminate poverty by eliminating the root
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causes of poverty. The board has been
given responsibility to carry out this mis-

. sion. The board’s greatest single resource

~ is people. This statement is especially true
of the board’s own composition. Each
member of the board has vital talents, ex-
perience, contacts, and resources to offer.

Elected public officials usually bring
expertise in public relations, meetings, ad-
ministration, funding, and fiscal affairs.
They can serve as ambassadors of good
will to the public.

Representatives of the poor are a fun-
damental source of information on condi-
tions and problems of poverty. Their par-
ticipation and involvement on the board,
on its committees and at neighborhood
levels are critical to CAA efforts. Also
important is their ability to help develop
public and institutional understanding of,
and support for, the programs -- and the
positive effects those programs can have
on the community.

Representatives of the private sector
provide additional capabilities. They nor-
mally have business, management, and
fiscal expertise. They are major sources
of funds and other resources. Finally, they
provide balance to the board by rep-
resenting the remainder of the commu-

. nity.

E. Selection of Board
Members

1. Tri-partite members

a. Public officials

The designating officials of the local
government select the elected public offi-
cials to serve on the board. If there are
not enough elected public officials reason-
ably available and willing to serve on the

- board, designating officials may select ap-
" pointed public officials to serve on the
board. Whether elected or appointed,
these officials should currently hold office.
They should have either general govern-

mental responsibilities or other responsi-
bilities that require them to deal with pov-
erty-related issues.

Each public official selected to serve on
the board may choose one permanent rep-
resentative to serve in his or her place or
whenever he or she will be unable to at-
tend a meeting. These representatives
need not be public officials themselves, but
they must have full authority to act for the
public officials at board meetings.

If the public officials, both elected and
appointed, do not comprise one-third of
the board, then seats allotted to them re-
main vacant. Designating officials may fill
these seats whenever an official is willing
to sit on the board.

b. Representatives of the poor

Representatives of the poor are cho-
sen by any democratic selection method
that ensures that they represent the poor
in the area served by the CAA. They need
not be poor themselves, but they must rep-
resent the poor. They may be selected:

(1) To represent a specific area or
neighborhood.

(2) At large, to represent the entire
area served by the CAA.

(3) To represent a particular
organization whose membership is
composed predominately of poor
persons.

The selection method used also must
ensure maximum feasible participation of
the poor in the selection procedure and in
assuring fair representation for all of the
poor in the community. When the seat of
a representative of the poor becomes va-
cant (and no alternate has been selected),
the remaining representatives of the poor
may select a person to serve for the re-
mainder of the term. Or, the original se-
lection process may be repeated.

¢. Representatives of the private sector
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Private organizations are selected to
ensure that the board will benefit from
broad community involvement. Once an
organization is selected, it chooses its rep-
resentative to the board.

2. Board membership recruitment

a. Boards have several distinct respon-
sibilities for recruiting and selecting their
members. Among these are:

< Approving criteria for board mem-
bership and selection processes.

4 Identifying organizations that will
select members.

¢ Promulgating the charter of the
nominating committee.

Individual Board
Member Legal
Responsibilities

The legal obligations of board mem-
bers are succinctly defined by the United
Way of America: “To avoid individual li-
ability you must operate in accordance
with the principle that you act as a rea-
sonably prudent person, and use the prin-
ciple of good faith.”

The reasonably prudent person avoids:

< Mismanagement. This is defined
as failure to follow fundamental
management principles, e.g., fail-
ure to ensure that planning occurs;
failure to review reports to iden-
tify problems.

<+ Nonmanagement. This is defined
as failure to use existing opportu-
nities for good management, e.g.,
failure to use available control sys-
tems, such as periodically check-
ing to make sure that existing fis-
cal, personnel, and other systems
are being used. ‘

% Self-dealing. This is defined as

board members voting on deci-
sions from which they may receive
possible unfair personal gain. Let
the record show that you abstained
from voting on anything that
might benefit you or a relative or a
friend.

The principle of good faith states that
board members should:

<+ Attend board and comunittee meet-
ings regularly.

4 Have a thoroughknowledge of the
organization’s articles and bylaws.

% Heed corporate affairs and keep in-
formed of general organizational
activities.

% Ensure that minimum legal/tech-
nical requirements are met.
of

< Avoid any semblance

self-dealing.

¢ Make no financial profit except as
provided for in the bylaws.

As long as board members follow
these simple rules, they will be considered
as acting in good faith. By exercising rea-
sonable diligence and care—acting in
good faith—board members will generally
be held free from personal liability when
their actions, poor judgment, or incompe-
tence causes injury to the organization.

If a board member fails to show com-
mon sense Or exercise reasonable precau-
tions established in the bylaws, he/she
may be found grossly negligent, which
could lead to personal liability for injuries
to the organization. Laws and other rules
regarding liability of individual board
members and the board as a whole vary
from state to state. Every board should
have its legal counsel review applicable
standards with the board at least once a
year.
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When CAAs become large corpora-
tions, e.g., operating multi-million dollar

~ housing or Head Start programs, devel-

' oping large tracts of real estate, or form-
ing subsidiary corporations, the organiza-
tion greatly expands its personal and or-
ganizational relationships. This often re-
sults in vastly more complicated legal re-
sponsibilities. Board members cannot al-

ways be expected to understand every
complex aspect of these activities, but they
must exercise their duty as diligent man-
agers of the corporation. This responsibil-
ity may require that the board retain legal
counsel or consult other experts to ensure
that the board is well informed. Only an
informed board can make competent de-
cisions.
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Chapter 2. Board Functions and
Operations

A. Basic Functions of a

Private Nonprofit
CAA Board

he board of directors of a private
nonprofit CAA governs and directs

the affairs of the agency consistent

with the articles of incorporation and the
bylaws. The basic functions of board
members include fulfilling their roles in:

1.

Defining the vision and the mission of
the agency. For CAAs, this is a vision
of an alternative future for the com-
munity as a whole and for low-income
people in particular. This is the vision
toward which board members will
work. Itis the “ends” the board will
seek.

Setting the goals and selecting the
strategies that will enable them to
achieve the desired future. This in-
volves selecting approaches that the
CAA will use to accomplish its ends.

Mobilizing resources.

Managing the relationship of the board
to several key constituencies, includ-
ing: low-income people, elected offi-
cials, other human services organiza-
tions, other community and stake-
holder groups, and funding agencies.

Monitoring and evaluating the execu-
tive director’s performance, to insure
that s/ he establishes and manages sys-
tems in the CAA to help achieve
agency goals. These systems include:

a. Planning

b. Community participation,
organization, and develop
ment

¢. Program implementation,

information systems, and
evaluation

Personnel management
Fiscal management
Public relations

Staff and board develop-
ment

® e o

. Monitoring the board’s performance in

meeting time schedules, accomplish-
ing tasks, and achieving goals. Italso
must monitor its own performance in
meeting its schedules for conducting
periodic reviews of each project or pro-
gram and assuring that the CAA sub-
mits timely reports to funding sources.
The project review provides documen-
tation and evaluation of past and
present actions and conditions. It re-
ports:

< What has been accomplished to-
ward achieving work program
goals.

< How effectively and efficiently the
CAA is fulfilling its mission.

< The extent to which the CAA
meets state standards of effective-
ness.

¢ How effectively and efficiently
planning and management ad-
dress problems of poverty.

¢ The evaluation methodology and
the roles of all participants.

< The means by which findings and
recommendations from reviews
will be used.

Assuring that the evaluations are con-
ducted and that they are of high qual-
ity. Evaluations may be obtained from
groups or from individuals. They may
be in the form of letters, or as answers
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to mail, telephone, or in-person sur-
veys, or in the form of highly struc-
tured detailed analyses of credible data
about activities, effects, and who was
affected. Evaluations and studies are
ongoing activities within an effective
CAA.

The board must see that:

¢ The evaluations can be carried out
by its own evaluation committee,
if one exists, or other committee
with CAA staff assistance as nec-

essary.

¢ Evaluations are duly considered
and remedial actions are taken as
required.

4 Future program operations take
into account the most recent evalu-
ations.

4 Assessments are obtained from all
sectors, especially from the poor
for whom the program benefits are
intended.

<4 EBvaluations are utilized in all CAA
activities, either as an indication of
success or of need for change in
direction of programs.

The roles listed above are carried out
through a series of decisions that the board
must make. These include:

1. Governance decisions

4 How the board organizes itself,
operates, and relates to staff.

¢ How the board plans and evalu-
ates itself and agency operations.

10

2. Planning decisions (éhort— and ioth
range)

4+ Develop the vision and define the
mission.

% Select the ends the organization
will seek to achieve.

% Set goals and describe strategies to
reach them.

< Establish short-term objectives to
accomplish the goals.

< QOutline an evaluation process.

(See Appendix B for a detailed description
of CAA planning.)

3. Policy decisions

These decisions provide general guide-
lines that:

4 Describe how the organization will
serve low-income people.

4+ Set the framework for the
organization’s operations.

< Set priorities.

4. Resource acquisition and allocation de-
cisions

These decisions govern the effective
use of people, time, money, materials, and
facilities, as they relate to:

< Staff operation.
< Program implementation. -
< Budget considerations.

5. Advocacy decisions

< Select issues.

< Identify approaches to be used.

% Assign responsibility for carrying
out activities.

(See Appendix C for further discussion of
advocacy.)

B. Board Operations

1. Committees

Committees are often used to carry out
the functions (work) of the board. The
number and types of committees vary ac-
cording to size and purposes of the
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agency. There are two major categories
of committees. Standing committees are

.. those whose functions are necessary to the

' ongoing management and continuity of
- the agency. Ad hoc committees (or task
forces) are appointed to carry out a spe-
cific, time-limited project. Both types of
committees are arms of the board and
should reflect the tri-partite composition
of the board. They should have:

¢ Clearly stated goals.
< Definite terms for members,

< Identified channels of communica-
tion with board and staff.

< Defined reporting responsibilities
for meetings.

¢ Scheduled meetings and work
plans.

Boards should avoid having a commit-
_ tee become the mini-board for a specific
| function or program and developing in-
" dependent connections with staff that
by-pass the executive director.

One innovative idea is not to have a
committee chair who runs a piece of orga-
nizational machinery, but instead to have
a strategy manager who has a more pro-
active role over a function, e.g., member-
ship strategy development.

The following are some suggestions
for grouping the tasks that relate to the
functions of the board. CAAs should not
automatically follow this outline. Some
may be added or dropped or combined
differently to fit the needs of a particular
CAA and the skills and interests of its
board mempbers.

Function: Governance

Addresses how the board will orga-
' nize and operate internally.

Committee; Nominating or Bylaws

4 Develops criteria for selection of of-

ficers and new board members.

< Develops criteria for board mem-
bership.

< Identifies specific potential mem-
bers who might serve.

< Recruits potential members and
meets with them in interviews and
less formal arrangements.

< Presents the board with names and
credentials of potential members.

< Provides for the orientation of po-
tential and newly elected board
members.

< Provides for training and continu-
ing education/development of all
board members.

<% Presents slate of nominees in ac-
cordance with bylaws.

< Supervises election procedure.

< Arranges for orientation of board
members including the use of writ-
ten and other documentary mate-
rials.

< Monitors meeting attendance and
recommends necessary action if
any.

% Monitors for compliance with by-
laws.

< Reviews and recommends im-
provements in board operations.

Function: Leadership

Committee:  Executive

Membership includes all officers. It
also may include chairpersons of stand-
ing committees, and a specified number
of at-large members.

< Formulates general policy.

< Oversees legal compliance.

11
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¢ Assures public accountability.

¢ Acts for the board when the board
is not in session. It executes the
policy of the board in routine af-
fairs during intervals between
board meetings.

< May make other decisions on mat-
ters that are not clearly assigned
to other committees or to the ex-
ecutive director.

In addition to committees that focus
primarily on their own internal operations,
many boards also create committees that
relate to one or more of the agency’s other
management functions. Note, however,
that primary responsibility for developing
the CAA’s management systems and
making sure they work rests with the ex-
ecutive director. The board’s function is
not to do the executive director’s work, but
to make sure the executive director is do-
ing his/her job. There are usually addi-
tional functions unique to the responsibil-
ity of the board that the board must per-
form itself. For example:

Function: Planning

Committee: Planning

<+ Identifies community and
agency-related needs.

% Describes the conditions of pov-
erty.

< Identifies the causes of poverty.

¢ Develops methods for ranking
problems.

4 Suggests techniques for prioritiz-
ing CAA actions.

< Evaluates programs and activities.

< Identifies basic issues that relate to
agency planning.

<+ Obtains external and internal data
pertaining to community, people
served, and other agencies in re-
lated fields.

<4 Provides board with recommenda-
tions and information to guide de-
cisions.

Function: Public policy

Committee: Social Issues or Public
Policy

< Identifies social or public policy is-
sues that affect the CAA and its cli-
entele.

< Keeps informed on local, state, and
national issues affecting agency.

4 Presents information to other
members of the board to formulate
positions for internal use or public
statement.

< Develops approaches for advocacy
on social issues.
Function: Community organization,
participation, and
development

Committee;: Community Development

4 Suggests policies and identifies
mechanisms to promote this
throughout the CAA and the com-
munity. May include civic engage-
ment, dialogues, and developing
social capital.
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% Drafts short-and long-term goals.

<+ Identifies results and outcome
measures.

Function: Program implementation

Committee: Program
< Develops broad program goals.

<+ Opversees implementation of the
CAA’s programs.
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¢ Monitors and evaluates the
agency’s services as they relate to
the mission and goals.

< Formulates policies on programs
and activities for board decision.

< Ensures information collection sys-
tems are functioning.

< Evaluates programs for effective-
ness.

< Suggests improvements on a regu-
lar basis.

Function: Personnel

Committee: Personnel

< Recruits and evaluates executive
director.

< Reviews and monitors personnel
policies.

< Monitors staff recruitment, devel-
opment, and organization.

<  Monitors volunteer recruitment,
development, and organization.

<  Maintains awareness of laws and
regulations relating to employ-

ment.

< Recommends personnel practices
and procedures to board.

< May develop programs relating to
functions stated above.

Function: Finance
Committee: Finance

The committee membership must al-
ways include, at minimum, the treasurer
and several other members.

< Develops plans.

<  Oversees financial controls.

< Develops financial resources.

% Reports to the board.
¢ Considers details of budget.

< Monitors financial condition and
makes reports.

¢ Arranges for and reviews annual
audit.

< Approves major purchases or ex-
penditures according to policies.

Committee:  Fund Raising or Resource
Development

¢ Recommends and implements
methods for ongoing resource
mobilization.

4 Initiates special funding projects.

Function: Publi¢/Community

Relations
Committee: Public Relations

¢ Promotes public awareness of
agency and its programs.

4 Communicates with the commu-
nity.

< Develops methods for presenting
agency information to public.

< Interacts with other groups to pro-
mote the goals and programs of
agency.

< Assists staff in maintenance of

communications with constitu-
ents, media, members.

Staff and board
development

Function:

Comumittee:  Personnel Development

< Assures that staff and board keep
up with trends and new ap-
proaches.

13
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4 Assures that board member and
staff personal growth are taking
place.

2. Participation of low-income people

Inclusion of low-income persons on
CAA boards and involving low-income
persons in the election of board members
is a vital element in constituting a success-
ful board.

The general principles include an open
process in which people are involved in
identifying the individuals who will speak
for their geographic, ethnic, or population
group. Some approaches include:

a. Holding target area elections,
complete with polling places.

b. Instituting caucuses. Invite people
to attend a meeting where repre-
sentatives are selected.

c. Identifying a community-based or-
ganization that appoints its repre-
sentative.

d. Identifying a group of organiza-
tions that will conduct their own
selection process.

e. Inviting interested parties to make
their interests known and inviting
groups of community-based orga-
nizations to identify one or more
people as possible candidates for
board membership.

The board also can support low-in-
come participation by ensuring that:

< Committees fairly reflect the per-
centage of the poor people’s rep-
resentatives on the board.

¢ Meeting times and places (for
board and committees) are such
that it will be convenient for rep-
resentatives of the poor to attend.

% Advance notice of meetings and an
agenda are provided to each mem-

ber, in writing, and that notice and
an agenda are given to local pub-
lic media and posted in public
places.

% Written minutes, including records
of all actions and votes on all mo-
tions, are distributed to each board
member before the next meeting.

< If the language spoken locally is
not English, area representatives
are presented with notice, agenda,
and minutes in their own language
and that an interpreter is available
during meetings.

% Expenses for attendance and an al-
lowance are provided by the CAA
to enable representatives of the
poor to participate regularly.

¢ Representatives of the poor are
given information and training so
they can fully contribute at board
meetings.

%+ Representatives of the poor are
given guidelines for program effec-
tiveness so their evaluations can
reflect both adherence to guide-
lines and views of the total poor
population.

< Low-income people can participate
in the planning, conduct, and
evaluation of all CAA programs.

(See Appendix D for further discussion of
a CAA’s responsibilities vis-a-vis partici-
pation of low-income people.)

C. Increasing Board
Effectiveness

The increasing professionalization of
some programs (e.g., Weatherization,
Head Start), and the increasing bureaucra-
tization by funders who specify all aspects
of program operations, leave board mem-
bers with fewer roles to play than was the
case ten years ago. This section provides
ideas for other types of roles for the board
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to play in this kind of environment.

. 1. Board role

< Determine the ends the CAA is to
accomplish in the community.

¢ Decide what the organization will
do.

<+ Select no more than five or six
major ends.

However, the board does not just de-
cide ends and then delegate all work to
the staff. There are some implementation
functions that are far better performed by
the board. Most of these are related to
management of external relations, includ-
ing public relations, institutional change,
and resource mobilization. Board mem-
bers have the connections, legitimacy as
board members, and personal commit-
ment and empowerment from their board
to advocate for a better community. Board
members have flexibility to act in all so-
. cial and political arenas more so than staff
' members since staff may be covered by re-
strictions on the use of public funds.

Board members should set some goals
and objectives that require their active in-
volvement to achieve them. They should
select projects in which they have a major
role and participate in them.

Some funders like board members to
act as their local volunteer compliance of-
ficers, doing detailed reviews to determine
if staff members are carrying out all the
rules in the rule book programs. The
board cannot focus on the CAA’s overall
purposes if it gets bogged down in detail,
and board members rarely have the time
or training to become experts on all the
technical aspects of the programs. Board
members who can’t keep up feel inad-
equate to the task and quit. The solution
is to stop looking at everything the staff
. does. If a board member is able to keep
 up with everything that is going on at the
staff level, then there is not enough going
on.

The board should review all existing
information that now flows to it. After
analysis as to its “need to know,” the board
should decide what it will continue to re-
ceive, at what frequency, and at what de-
gree of detail. The board may have to re-
prioritize some items.

2. Staff role

The executive director decides what
the staff will do, individually and collec-
tively, to achieve the ends selected by the
board. Staff members generally select the
means, methods, procedures, and activi-
ties of daily work.

15
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Chapter 3. Board Meetings

A

B

Purposes of Board
Meetings!

oard meetings should be held at
regularly scheduled intervals. (Pro-
visions for holding meetings are al-

most always provided in the bylaws.) The
agenda should include some time segment
allotted to hear the views of individuals
and organizations from the community.
Some of the principle purposes of board
meetings are to:

&>

<>

Make policy decisions.

Hear about progress in the
achievement of the various objec-
tives of the organization.

Hear reports of board committees
and to make policy decisions,
where required, based on commit-
tee reports.

Provide a vehicle for board mem-
bers to meet other board members
and staff.

Project general direction over the
organization and to give guidance
to committees.

Communicate with the many sec-
tors of the community involved in
or affected by the board decisions
and CAA activities.

Coordinate its committee activities
with CAA management.

Organize its operations.

<

Plan in order to address short- and
long-term goals.

Points to
Remember®

Hold meetings on formal written
notice.

Make the time and place reason-
able.

Give adequate notice (ten days, or-
dinarily).

State in the notice the purpose of
the meeting.

Do not rely on informal decisions
reached over the telephone or at
luncheons.

Take minutes at every meeting.
Record approvals and dissents.

Remember that informal decision
transactions may be binding — im-
possible to repudiate.

Do not meet on Sundays or holi-
days.

Specify in the bylaws who may call
meetings.

Avoid adjourned carry-over meet-
ings.

Get waivers (before the meeting
begins) when inadequate notice or
none is sent.

1 Adapted from Conrad, William R., and William E. Glenn.The Effective Voluntary Board of Directors:
What Tt Is and How It Works. Chicago: Swallow Press, 1983.

2 QOlek, Howard L., Nonprofit Corporations, Organizations, and Associations. 4ed. Englewood Cliffs,
NJ: Prentice-Hall, Inc., 1980.
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< Establish a form of notice for the
organization.

< Hold meetings neither too often
nor too seldom.

8. Old business.

9. New business.

10. Acknowledgment of visitors for
remarks.

11. Set date for next meeting and
adjournment.

4 Be aware of quorum rules. Make
them clear. Follow them.

¢ Use an agenda for the meeting;
and do not depart from it without
good reason.

C. Developing an
Agenda

Board meetings should have specific
agendas set before the meeting takes place.

An agenda is a list of things to be ac-
complished - it provides an order of busi-
ness for the group. In a way, it’s like hav-
ing a map because it shows you where you
must begin, what tasks you must com-
plete, and where you intend to end up.
Meetings that are run without agendas are
likely to stray, consume inordinate
amounts of time, and/or waste a lot of
time.

A typical agenda format follows:

AGENDA

Regular Monthly Meeting of the
Executive Board

(Name of Agency)

Date: Time:
Place:

Order of Business:
1. Callto order and opening ceremonies.
2. Roll call.

If the group follows this type of
agenda, business may be conducted out
of order only when the group votes to
suspend the rules. Four methods of build-
ing an agenda follow.

Method #1 -~ Leader built

The first method sees the leader (per-
haps the chairperson or the chairperson
in cooperation with the executive director
and staff) build the agenda. The leader
identifies what topics will be covered and
assigns these topics to an order or se-
quence. The leader also may assign time
limits to the topics on the agenda.

Method #2 -- Group input -
Leader built

The second method follows a similar
format; however, it is developed some-
what differently. This process seeks in-
put from some or all board members.
Usually, a deadline is set, and topics must
be submitted by that date.

The leader then creates an actual
agenda listing the order of business and
all topics to be discussed. The leader as-
signs priorities. And, if it's the board’s
custom, the leader assigns time limits (lim-
its of debate or discussion) for each topic.
Essentially, the format would be the same
as or similar to the format described in
method #1.

Method #3 -- Group built

18

3. Announcement of quorum.

4. Reading of the minutes of the
previous meeting and call for
approval.

Reports of officers.

Reports of standing committees.
Reports of ad hoc committees.

Naa

A third method departs from tradition
significantly in that it is the product of all
the board members present. In this in-
stance, the leader and group members
build an agenda together just prior to the
beginning of the board meeting. Natu-
rally, some tasks (reading of the minutes,
for example) are routine so only the main
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part of the agenda is developed.

In this case, the leader lists all of the

V topics suggested by anyone in the group
~ onadisplay. When everyone is satisfied

that all pertinent topics have been identi-
fied, the group then ranks the topics in the
order of their intended discussion and
budgets the amount of time to be spent
on each item. While this method maxi-
mizes inclusion, it risks being unfocused
and taking valuable time at the expense
of more important issues.

Method #4-- Public agencies

Most public CAAs follow rules that
apply to public bodies regarding the con-
duct of public meetings. These rules of-
ten address agenda development.

(See Appendix E for a discussion on group
decision making. Also, see Appendix F
for a listing of selected readings.)

. D. Checklist for
Leading a Meeting

Many details go into making a board
meeting productive, efficient, and satisfy-
ing to participants. The following check-
points, if followed, can greatly increase the
chances for having a successful meeting.

1. Planning

< Were members timely notified
about the meeting time, place, and
topic?

< Was an agenda prepared or
planned and made available to
participants/ attendees?

< Are the physical arrangements ad-
equate?

< Will seating arrangements encour-
age listening and discussion?

< Were staff members, experts, or
community leaders invited as
needed?

< Is there factual or background ma-
terial available?

<% Are visual aids available and in
place?

< Issomething planned to “break the
ice” before the meeting starts, e.g.,
coffee or a group exercise?

2. Conducting the meeting

¢ Did the meeting chairperson an-
nounce the agenda topics?

4 Was the opening statement by the
chairperson succinct, relevant, to
the point, and informative?

¢ Were attendees provided adequate
(but not excessive) time for discus-
sion?

< Was the order of the meeting well
managed, i.e., did the chair:

¢ Follow the agenda?

¢ Recognize members who
wished to speak?

© Use parliamentary procedure?

o Insist that members stick to the
issue at hand?

© Prevent a few people from
dominating the meeting?

< Was the discussion kept moving
by:

¢ Allowing sufficient time for
each topic?

© Pointing out repetitions or di-
gressions?

¢ Clarifying confusing points?
© Bridging ideas together?

¢ Pointing out differences of
opinion?

19
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o Drawing out quiet members?

o Redirecting questions to other
group members?

o Expressing appreciation forin-{

dividual contributions?

Was the leader’s conduct of the
meeting:

¢ Aimed at bringing out reasons,
opinions, and causes?

o Designed to bring out and tol-
erate all shades of opinions?

o Objective and without bias?

o Fair and tactful with all mem-
bers?

When a motion was put to a vote
or a summary was made of the dis-

cussion, did it:

o Cover all the points agreed
upon?

¢ State the full motion?
o Point out both sides (benefits,
issues, disadvantages) of the

question?

o Point out the consequences?

3. Evaluating the meeting

<

Was the meeting attended by all
members?

Did the members arrive on time?

Did the individuals work as a

oroup?
group¢

Were issues approached with an
open mind?

Were possible solutions checked?

Were any important aspectsover-

looked?

Was much time wasted? If, yes,
why?

Did everyone leave with a clear un-
derstanding of their assignments
or other responsibilities?

What conclusions did the group
reach?

What could have been done better
to improve the meeting?

20

Was the contribution of each mem-
ber recognized and evaluated?

Were the conflicts resolved into a
common understanding?
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- Chapter 4. Orientation and
” Retention of Board
Members

oards often perceive that they have
B a recruitment problem when in fact

they have a retention problem.
People quit before the end of their term.
There are several reasons for this. One
reason is because in some CAAs each
board member is expected to be an expert
on program content, and it takes months
to learn the rules of the programs.

Staff members are supposed to be pro-
gram content experts. Board members
should focus their attention and spend
their time on the purposes of programs,
how they fit with other programs in the
community, how to get support for the
programs, and determining whether pro-
" gram goals are being achieved. Board
 members should not be “super staff.”

Some board members join because
they want to work in the community. If
the only tasks they undertake are focused
within the CAA, they may feel that they
are just micro-monitoring staff activity.
Some funders promote this, turning board
members into their volunteer field moni-
tors to check compliance with regulations.
All board members should have specific
assignments to enhance relationships to
specific sectors of the community such as
attending meetings of other organizations,
or making presentations to other groups.
Retention of board members begins with
good orientation and continues with “real
work” for which the volunteer receives
recognition and positive reinforcement.

Board orientation should be a formal-
ized process.

A. Contents of a Board
Orientation
Manual®

Board member job description.

List of board members: names and
addresses.

Bylaws.

Committee list with assignments of
all board and staff.

Committee job descriptions.
Operating policies of the board.
Organization chart.

History of the agency.

. Program list with descriptive data.
10. Budget.

11. Sources of funding.

12. Friends of the organization.

e

Ll

oo N

(See Appendices G, H, and I which de-

scribe documents and list acronyms board

members might find useful.)

B. Board Orientation
and Training

Program

1. Orientation in the recruitment stage

Prospective board members should be
provided sufficient information in the re-

Courtesy of the Los Angeles Free Clinic, 8405 Beverly Blvd., Los Angeles, CA 90048.
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cruitment stage for them to be able to make
a determination of their interest in volun-
teering to be a board member. They could
be provided with:

4 A description of agency purposes,
strategic plan, major programs,
and funding sources (including
some information, 1 or 2 pages, in
writing).

¢ A list of current board members.

4 A copy of the bylaws and the last
 annual audit of the agency to keep,
if requested.

In addition, a visit to the agency could
be arranged for prospective board mem-
bers to see programs in action, or talk with
the executive director. Also, attendance
at a board meeting could be instructive.

Specific board and staff members
should be assigned the tasks of orienting
and training board members. Tasks
should include the following:

2. Preliminary orientation of new board
members

Arrange an informal meeting with key
people and provide a detailed board ori-
entation manual that includes bylaws, ar-
ticles of incorporation, description of pro-
grams, current budget, last audited finan-
cial statements, list of board members with
their addresses, lists of committee and staff
assignments, copies of minutes from pre-
vious year, copy of corporate or
long-range plan, and copy of agency ob-
jectives for coming year.

3. Orientation and introduction

__Schedule and conduct an orientation

During the first three months on the
board, the following should take place:

¢ Assign the new members to spe-
cific committee tasks. Put them to
work!

% Orient them to the work of a spe-
cific committee.

4 Put new board members with ex-
perienced board members for
mentoring.

4. On-going training

The work with new board members
should not stop with their assignments to
a committee and / or to work with the com-
munity. Staff members and board mem-
bers assigned to assist the new members
should:

< Consult with the appropriate com-
mittee chairpersons and staff to
obtain full involvement of new
members.

< Assist the new members in carry-
ing out their responsibilities.

< Have new members participate in
special workshops related to the
assignment.

% Provide recognition for the work
of new members.

< Rotate new members to other com-
mittees as they become experi-
enced so that they can continue to
learn more about the agency and
contribute to its achievements.

session. This should include a thorough
review of the board manual. (See 2,
above.) This should occur prior to the new
member’s first board meeting or at a spe-
cial orientation for new board members
with the chair, the executive director, and
others. Plan on at least half a day for this.
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Chapter 5. Board Relationships

A. Shared Roles and
Responsibilities

embers of the board and staff share
two goals:

1. Toreduce and eliminate causesand
conditions of poverty.

2. To help individuals, families, and
communities become strong and
independent.

They share a commitment to their mis-
sion, to carry out the intent of the Com-
munity Services Block Grant Act within
their state. However, the board and staff
have different roles to play in pursuit of
their common objectives.

'B. Separate, but

Complementary,
Roles

The CAA board makes policy about
the ends the CAA should seek to realize
the two goals. However, the board does
not simply adopt ends and completely
turn them over to staff. In most cases the
successful accomplishment of ends re-
quires that many other elements of the
community be involved. In most cases,
board members will be more effective at
lining up that support than will staff. Fur-
ther, the organizational maintenance func-
tions of staying in touch with elected offi-
cials and other key constituencies are best
performed by board members. The means
for accomplishing those ends are largely
determined by the CAA executive direc-

tor and staff.

In summary, for a CAA to operate ef-
fectively, the functions of the board and
staff must fit together without leaving a
gap or overlapping. The board as a whole,

the individual board member, and the ex-
ecutive director (staff) are the three ma-
jor elements needed to make this happen.

1. The board as a whole

The authority of the board lies in its
group action. No single member, or few
members, have authority over the CAA.
Each board member has one vote in de-
ciding what the board as a whole will do.
It is through the collective action of all
members that a binding decision is made.
The board as a policy-making body is re-
sponsible for:

4 Identifying the needs of the com-
munity.

< Establishing goals for the CAA.

%+ Formulating strategic plans for
community action.

¢ Approving proposals for financial
assistance.

¢ Making sure the executive direc-
tor has established and is manag-
ing other supporting systems
needed by the CAA such as per-
sonnel and fiscal. (Most funding
agencies hold the board respon-
sible for abiding by the terms of a
grant. But the executive director
is responsible for assuring that
those systems are in place and op-
erating properly.)

¢ Assessing the risk and benefits of
profit-making activities and social

enterprises.

¢ Other duties as adopted by the
board.

2. The individual board member

Each board member shares equally in

23



Chapter 5. Board Relationships

24

the board’s deliberations and actions. Each
board member represents the interests of
a constituency, or group, on the board. He
or she also presents the views of that
group to the board and reports the board’s
actions back to that group. He or she must:

¢ Have a definite group to represent.

¢ Know that group’s interests and
concerns.

< Communicate with that group
regularly. ‘

< Represent the group’s interests at
board meetings.

< Be authorized to represent that
group.

In carrying out his/her role as the rep-
resentative of the group he/she repre-
sents, each board member also has the
right to:

< Bring any concern of his/her own
or of the group he/she represents
about CAA activities to the atten-
tion of the whole board.

¢ Initiate any relevant new business
for the board’s consideration at
board or committee meetings.

< Express opinions about issues or
proposed items of business before
a vote is taken.

< Requestadditional information on
any subject under consideration
and question anyone testifying
before the board before a vote is
called.

¢ Organize support of constituents
and/or other board members for
or against any issue brought before
the board for a vote, either before
or during a meeting.

¢ Obtain a complete and current list
of board members.

< Question or recommend any other
matter necessary to effective orga-
nization of the board or conduct of
its business.

< Ask the chairperson to clarify the
way in which a meeting is being
conducted at any time.

< Request that a vote be taken in a
particular way.

< Request a summary of internal
policies and procedures.

% Request changes in minutes before
they are approved to make them
more accurately reflect events.

< Request that his/her opposition
to an item passed by majority be
recorded.

< Discuss what has happened or is
expected to happen with other
board members, the executive di-
rector or other CAA staff, neigh-
borhood residents, or any other in-
terested party.

< Seek reconsideration for any mea-
sure previously passed.

< Ask for appointment to a commit-
tee,

< Bringrelevant proposals and ideas
to the board. (These should be de-
veloped in advance and presented
in a straightforward manner to the
board. They also should be fol-
lowed up once the board has ap-
proved them.)

3. The executive director

A CAA executive director is the chief
executive officer and top manager of the
CAA. The executive director guides staff
activity to accomplish the ends that have
been adopted by the board. The director
uses his/her management skills, staff, and
programs as the means to accomplish the
ends adopted by the board.
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The executive director is an employee
of the board of directors. He/she is hired,

-~ paid, and fired by the board. He/she is

_ the chief administrator. Itis his/her func-
tion to implement, or execute, policies es-
tablished by the board. The performance
of the executive director is evaluated by
the board.

While it is his/her job to carry out poli-
cies of the board, the executive director
cannot be in total agreement with the
board at all times. Both parties, however,
should be open and honest about their dis-
agreements. '

The executive director serves as a pri-
mary source of information for the board.
He/she should continually provide the
board with information concerning its
policies, pointing out strengths and weak-
nesses, new directions that need to be con-
sidered, gaps in existing programs, old
programs that need to be updated or dis-
continued, and similar subjects.

/ The executive director runs the pro-
grams and operations of the CAA and
keeps the staff motivated.

The executive director receives his/her
authority from the board. He/she:

< Is responsible to the board for
proper administration of the CAA.

< Prepares and submits to the board,
at least annually, a complete report
on finances and administrative ac-
tivities for the past year.

< Provides the board with informa-
tion that is necessary or helpful to
the board in making policy.

4 Recommends that the board adopt
policies and programs that the ex-
ecutive director feels are necessary
to effectively conduct the anti-pov-
erty program and improve admin-
istrative practices.

< Attends all board meetings, unless
excused, and takes part in, but

avoids dominating, the discussion
of all matters coming before the
board.

< Develops and supervises systems
for managing personnel and for as-
suring the integrity of fiscal, pur-
chasing, and other related func-
tions.

< Administers programs in accor-
dance with federal, state, and lo-
cal laws.

< Monitors ongoing board projects
and delegates agency programs,
and reports findings to the board.

¢ Actively manages the CAA, in-
cluding:

© Hiring, firing, and supervising
the staff.

© Planning project operations.

© Mobilizing resources to carry
out the programs.

© Scheduling activities.

© Delineating staff responsibili-
ties.

¢ Evaluating staff performance.
© Monitoring all projects.

© Evaluating program effective-
ness and outcomes.

The staff, under the direction of the ex-
ecutive director, is responsible for
day-to-day implementation of policies es-
tablished by the board. The staff mem-
bers answer to the executive director. This
does not mean, however, that there is no
communication between the staff and the
board. There should be ground rules for
staff and board communication. The staff
members should not:

4 Respond to direct communication
from the board unless it was ap-
proved by, or came through, the
executive director.
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4 Follow instructions from the board | mendations to guide the board. Also, the
concerning operations unless ap- | staff helps keep the board informed of
proved by the executive director. | problems, progress, and status of activi-

ties in the CAA and in the community. But

4 Reportdirectly to a board member | “back door” channels of communication
concerning project operations un- | directly or indirectly between staff and
less approval is given by the ex- | board are to be avoided. By working to-

ecutive director.

gether, the board and executive director
can turn their CAA into a powerful en-

In summary, an effective CAA is a | gine for social change.

partnership among the board, the execu-
tive director, and the staff. In the same

spirit, the staff offers opinions and recom-

C. The Successful Board/Executive Director

Relationship

Characteristic

Clarity of roles

Good communication

Trust

Mutual Support

Respect

R I R +
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Ways to achieve it

Written job descriptions for board members,
committees, chairs, and officers, as well as the
executive director.

Board development training that addresses roles.
Written policies and procedures.

Written annual goals and objectives for the CAA.

Regular meetings of executive director and board
president.

No surprises.

Timely written reports from the executive
director.

Well-run board and committee meetings.
Identification, discussion, and resolution of
potential problems as soon as possible before they
grow out of control.

Follow-through on commitments.

Regular and direct communications.

Follow established lines of communication.
Meeting procedures that promote thorough,
respectful discussion and problem solving.

Back up each other’s decisions.
Pitch in on tasks.

Recognize achievements.

Share the glory and the problems.

Recognize that people have different experiences
and perspectives, and accept them.

Recognize unique contributions and acknowl-
edge them.

Share honest opinions.

Confront conflicts in a constructive fashion.
Allow for human error!
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D. What a Board
Member Can and
Should Expect'

A board member can and should ex-
pect that the board chair and/or the ex-
ecutive director will:

< Fully inform him/her about the
responsibilities and time commit-
mentbefore accepting the position

of board member.

< Provide him/her with an orienta-
tion and continuing board training
to assist the board member in func-
tioning effectively.

< Keep the board member fully in-
formed about the operations of the
organization through accurate fi-
nancial reports, management re-
ports, regular and thorough brief-
ings by staff and other means.

<% Not waste his/her time due to lack |

of planning, coordination, and/or
cooperation within the board.

¢ Assign him/her jobs that are
worthwhile and challenging with
freedom to use existing skills or de-
velop new ones.

< Allow the board member to decline
an assignment if he/she feels that
the match of skills and interests is
not appropriate.

< Entrust the board members with
confidential information that will
help him/her carry out assign-
ments and responsibilities.

< Inform him/her whether the vol-
unteer work is effective and what
results have been achieved; and
provide access to an evaluation
process that measures perfor-
mance based upon measurable,
impartial standards.

4 Recognize him/her at appropri-
ate times for work and involve-
ment as a board member.

E. Evaluating the
Executive Director

1. Evaluation elements

Following are elements of the evalua-
tion process:

¢ The evaluation should be made by
people who know the various as-
pects of the executive director’s
work. Ideally, this would include
the board president, board mem-
bers, and key community contacts.

< The evaluation should include the
executive director as a major pre-
senter.

¢ The evaluation should focus on
standard management skills as
well as the agency’s particular
needs and situation.

< The evaluation should include—
but distinguish between —regular,
ongoing work, and handling of un-
usual circumstances.

< The evaluation should focus on
measurable results and be related
to the job description.

1 Adapted from materials developed for the United Way of King County, Washington, by

Margaret Ceis.
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4 The evaluation plan should be de-
veloped and documented at the be-
ginning of the year or calendar
period, and the contents should be
known to all parties.

4 Evaluation data and information
systems should be in place and op-
erative throughout the period to be
evaluated.

4 Data for the evaluation should be
collected contemporaneously and
not after the fact.

2. Standards of performance

The appraisal should be planned on a
regular basis to review agreed-upon stan-
dards of performance. Standards of per-
formance are described in:

4 The job description that lists prin-
cipal duties. These should be re-
viewed and updated annually.

%+ Day-to-day duties, expressed in
measurable terms, both qualitative
and quantitative.

4 Duties beyond the routine and fu-
ture responsibilities and expected
achievements.

3. Evaluation process?

Evaluation of the executive director’s
performance should be based on the per-
formance standards, determination of ob-
jectives accomplished, and assessment of
results.

As the executive director’s supervisor,
the board president conducts a perfor-
mance review with the executive director
privately to discuss the board’s views, dis-
cuss performance standards and objec-
tives, and agree on an updated job descrip-
tion.

The board president and executive di-
rector agree on next year’s measurement
criteria based on the organization’s annual
plan.

All of the steps should be documented.

a. Relationship to board and committees

Does the executive director:

& Relate well to board members?

¢ Communicate his/her ideas
clearly and show leadership?

¢ Listen and help discern the direc-
tion of the board?

4+ Propose directions, assist board
and committee leadership develop
agendas, and identify critical is-
sues for decision-making?

¢ Show enthusiasm, vision, and en-
couragement in the development
of the agency?

4 See to it that enough material is
provided for board and committee
decision making?

< Assist the board in being a strong,
independent, and accountable
policy-making body?

b. Relationship to members and
community leaders

Does the executive director work ef-
fectively with: ‘

% The leadership of other agencies?

¢ Leaders in government, especially
in those agencies that relate to hu-
man services?

4 Leaders of voluntary organiza-
tions?

2 Adapted from a Guide to Evaluation of the Executive Director. Source: Health and
Community Services Council of Hawaii, Honolulu, Hawaii.
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< Leadership in the grassroots com-
munity?

< Leadership in foundations?
< Faith community leadership?

< Corporate leadership?

What image of the CAA does he/she

project?

C.

d.

Relationship to staff

Does the executive director:

< Employ staff who can carry out the
work of the CAA?

< Establish a good working relation-
ship among staff?

<  Communicate well with staff, in-
dividually and as a group?

< Contribute to staff development?

< Encourage creativity and enthusi-
asm among staff for the work of
the CAA?

< Provide adequate supervision and
evaluation for the staff?

Professional and personal
competencies

Does the executive director:

< Keep up with changes in policies,
practices, and personnel in the
neighborhoods, communities, and
institutions as well as on the na-
tional level?

4 Show evidence of developing his/
her knowledge of the local and
national scene and his/her com-
munity planning and administra-
tive skills?

< Show ability in carrying out the fi-
nancial management of the CAA,
including budgeting, financial re-
porting, and control?

Show flexibility and creativity in
relating to the CAA, including
budgeting, financial reporting, and
control?

Show flexibility and creativity in
relating the CAA to the current
needs of the community?

Show commitment to the goals of
the CAA and to the betterment of
the community?

Board and Funding
Agency
Relationships

The key concepts that bind funding

agencies to CAA boards are:

<4 Results. Any funding source is

“buying results” from you. It
wants its goals and purposes to be
accomplished.

Accountability. The funding

source wants to ensure that you are
accountable to it, and to the other
significant publics, for what you do
and how you do it.

¢ Integrity. The funding source

wants to be sure that you are hon-
est in your dealings with it and in
your handling of its assets. Every
contract is a partnership where the
actions of one reflect upon the
reputation of the other. :

Communication. The amounts
and types of communication—in
addition to standard financial and
performance reports—will vary
depending on how well the fund-
ing source feels you are address-
ing the first three concepts and on
how much it feels it needs to pro-
tect itself.

These four factors can be “mixed” very

differently, depending on the kind of
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funding source with which the CAA is
dealing.

Foundations. Many CAAs submit
proposals to foundations for grants to sup-
port various CAA projects. These foun-
dations may be local, regional, or national
foundations. Generally, the interest of the
foundation is in providing funding to non-

~ profit organizations on issues that the

foundation has already identified as criti-
cal. Foundation support tends to be rela-
tively short term, such as for one to three
years. Foundation funding support also
tends to be for specific projects, such as
affordable housing or establishing a Meals
on Wheels program, as opposed to gen-
eral financial support for a CAA. While
the type of reporting may vary, founda-
tions usually require a copy of the CAA’s
annual audit and reports similar to those
required by governmental funding
sources. Board members often make very
effective representatives for a CAA that is
seeking funding support from a founda-
tion.

Private business sector. Community
Action Agencies are increasing the level
of involvement with the private business
sector in the communities they serve. For
some CAAs the only involvement is
through asking for donations or sponsor-
ship of specific events such as with an
emergency food drive. In cases like these,
the business or corporation that the CAA
is working with is usually looking for posi-
tive public relations. This can take the
form of an advertisement in a booklet or
program the agency distributes in conjunc-
tion with the event. CAA board members
are often asked to assist in these types of
fund-raising drives on behalf of the
agency. In examples such as this, the
agency should develop a clear policy of
providing both receipts and some type of
report (such as a copy of a program or
booklet) to the business that is making a
donation.

Some CAAs have developed formal
partnerships with the private business
sector. These often are involved in the de-
velopment of affordable housing and in

community economic development
projects. These partnerships often succeed
in leveraging substantial amounts of
money toward projects the board of direc-
tors has identified as important program
areas for the CAA. These formal partner-
ships often are long term and include spe-
cific financial obligations on the part of the
CAA as a partner. In addition to making
sure that these partnerships are consistent
with the program policies of the agency,
the role of the board of directors is in en-
suring that the agency is protected legally
and treated fairly. Often this calls for con-
tracting for specialized legal and financial
assistance.

Public/ government agencies. Public
agencies tend to focus on accountability
as their main concern. Bad publicity al-
leging misuse of funds is so damaging to
the legislators who supported a program,
to the public agency that administers it,
and to the careers of the officials who ad-
minister them, that they are always ex-
tremely focused on accountability. To pro-
tect the program and themselves, legisla-
tors, funding agencies, and administering
officials devise and require use of complex
rules and management systems.

These rules and management systems
are designed primarily to serve the needs
of the funding agency. The systems may
or may not be useful to the agency staff
and board. There is often considerable
confusion when one party does not un-
derstand the purpose of a system and tries
to use it for something other than the pur-
pose it was designed to accomplish.

The purpose and focus of these sys-
tems are on accountability for the use of
public funds. These systems almost al-
ways impose numerous and complex re-
porting requirements. The funding
agency is trying to determine that you are
complying with procedures and trying to
see if you have violated any regulations.
They require you to re-verify monthly or
quarterly that you are operating properly.
The assumption on which most of these
systems is based is that if you are in com-
pliance with the approved methods of
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operation, of inputting resources, then you
are probably producing the desired re-

o . sults.

This is not necessarily the correct con-
clusion, of course, and the trend in the past
few years has been toward
performance-based contracting wherein
CAAs are responsible primarily for results
and are given more flexibility in terms of
how to produce those results. There is
often great difficulty is specifying exactly
what results are to be produced and de-
vising measures to determine if the agreed
upon results were produced.

Public agencies may emphasize com-
munication as a tool in the accountability
process. Some public agencies deal almost
entirely with the board or board chair, oth-
ers with a committee of the board and the
executive director. Still others relate pri-
marily or entirely to the executive direc-
tor or a program director. Some require
both the board and the executive director

. to sign funding applications or contracts.
© Others require the board to sign. Some

allow the board’s designee to sign (e.g.,
the executive director). Some send only
one letter to the agency. Other send cop-
ies to the board chair, or to all board mem-
bers. These practices vary widely from
agency to agency, and often change.

Virtually all public agencies require
audits. Most specify the topics they want
covered in the audits. Fortunately, they
are also willing to pay for the cost of do-

ing the audits.

G. Relationshipswitha
Head Start Policy
Council

Many Community Action Agencies
serve as the administrator or grantee of

| the federally funded Head Start program.
" Head Start isa pre-school program for low

income and disabled children. Head Start
regulations are developed by the Depart-
ment of Health and Human Services in

Washington and govern the operations of
Head Start grantees. Head Start regula-
tions are very detailed and require the cre-
ation of a Head Start policy council to as-
sist in the administration of the program
at the local level.

CAAs that are also Head Start grant-
ees often have to develop separate poli-
cies relating to personnel issues for Head
Start employees. The CAA board of di-
rectors is required by Head Start regula-
tions to provide a seat on its board to a
member of the Head Start policy council.
Generally a member of the CAA board of
directors also is a member of the Head
Start policy council.

The National Association of Commu-
nity Action Agencies will be providing
supplemental guidance on the relation-
ship between a CAA board and the Head
Start policy council in the future.

H. Relationships with
Subsidiary
Corporations

Today’s Community Action Agencies
are involved in many sophisticated devel-
opments that may not have been envi-
sioned by the founders of the agency.
Agencies that are involved in developing
affordable housing and/or in economic
development projects may be advised by
their legal and financial counsels to estab-
lish separate nonprofit or even separate
private for-profit corporations that oper-
ate under the umbrella of the Community
Action Agency. In some cases these sepa-
rate corporations are required by a federal
or state funding source (such as the De-
partment of Housing and Urban Devel-
opment or a state Housing Finance
Agency). In many of these situations,
these separate corporations are subsidiary
corporations with subsidiary boards of
directors to the CAA board of directors.

The responsibility of members of the
board of directors of the CAA is to clearly
understand what the relationship of any
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subsidiary corporations and their boards
of directors is to the “parent” CAA board,
which may have ultimate responsibility
for the actions of any subsidiary corpora-
tions or boards. CAA boards are always
encouraged to obtain appropriate legal
counsel to protect the interests of the
agency in these situations.

The National Association of Commu-
nity Action Agencies will be issuing
supplemental information on this subject
at a later date.
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- Chapter 6. Board Oversight of
Management Systems

his chapter lists management sys-
Ttems and policies that are found in

most Community Action Agencies.
Staff is responsible for developing these
systems and policies. The board of direc-
tors should assure that the relevant sys-
tems have been established and should
carry out those responsibilities for which
it is directly responsible. (It should be
noted that the lists are not meant to be pre-
scriptive.)

A. Fiscal Policies and
Procedures

These assure adequate internal con-
trols to safeguard funds. They should:

< Be in writing, although not re-
quired to be by every funding
source.

< Be reviewed and updated at least
every two years.

¢ Cover the following subjects:

o Authorization to obligate
agency funds.

Assurance that funds are prop-
erly spent.

Handling of accounts payable.
Assuring proper cash flow.
Check writing procedures.
Handling of accounts receiv-
able.

Bank accounts.

Budgeting.

Cost allocation system.
Financial reports.

Audit.

Payroll.

Bonding and insurance.
Fringe benefits.

Taxes.

Advances.

L]
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© Petty cash.

Include all forms used by the
agency to request, approve, and
report expenditures.

Clarify which persons (e.g., execu-
tive director, comptroller, book-
keeper) have responsibility for
what functions.

Be reviewed by a certified public
accountant annually to assure that,
if implemented as written, the pro-
cedures are adequate to safeguard
funds.

Procurement
Policies and
Procedures

May be incorporated in fiscal poli-
cies and procedures (above) or
may be separate documents.

Must be in writing.
Must include:

© Procurement process.

¢ Inventory monitoring system.

o Identification of state-owned
property.

o Affirmative steps to assure
small, minority and women-
owned businesses are utilized
as sources of procurement.

Should include:

© Who is responsible for pro-
curement of what kind of
goods and services.

© What level of expenditure re-
quires competitive bid proce-
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dures and/or additional
authorization.

© Who is responsible for assur-
ing that goods/services were
received as intended prior to
payment.

Personnel Policies
and Procedures

Must be in writing.

Should be reviewed and updated
every few years.

Should cover the following sub-
jects:

Classifications of employees.

Hiring.

Probation.

Evaluation.

Termination.

Grievances.

Disciplinary procedures.

Personnel records.

Leave (what types, how ac-

crued, how used, carry over

provisions).

Compensatory time.

© Insurance of other fringe ben-
efits.

© Assurance of non-

discrimination.

C 000006000
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May include or reference wage
comparability data used to estab-
lish labor costs.

May include or reference affirma-
tive action policies and/or plans.

Planning Policies
and Procedures

Must adhere to the state require-
ments.

May include provision for
multi-year planning.

May include procedures for board
input prior to filing proposals .or
waiver from board input if pro-
gram proposed was already in an-
nual or multi-year plan.

May include provision for pro-
gram  evaluation and/or
zero-based budgeting.

Audit Policies and
Procedures

Must include board selection of au-
ditor.

May be single agency audit or spe-
cific program audits.

Should include process for review
of audit findings and procedures
for corrective action.
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Appendix A.

The History Of

Community Action
Agencies

Background

rom the days of the earliest settlers, the spirit
F of helping others has been a key element of

American society. As communities sprang
up and populations grew, the church became an
important social institution and helpmate to those
less fortunate.

The Industrial Revolution in the mid-1800s
witnessed the development of the settlement
house, one of the early examples of a physical fa-
cility, other than a church, that served as a center
of activity for community problem-solving.

In the early 1900s, schools began to offer for-
mal training in the principles and methods of so-
cial work, which led to the birth of a new profes-
sion. The great depression of the 1930s over-
whelmed the nation’s communities, leaving
churches and voluntary social welfare programs
unable to cope with the magnitude of the exist-
ing social problems. ’

The federal government stepped in to provide
additional retirement income through a new So-
cial Security program and to assist those tempo-
rarily unemployed with the Unemployment In-
surance system. It created new banking and la-
bor laws to strengthen the economy. A program
to provide temporary public assistance to wid-
ows and children of men killed in industrial acci-
dents also was created. Social workers were hired
to determine eligibility, advise recipients about
how to use the money, and help them obtain ser-
vices necessary to get them off welfare.

From the 1930s to the late 1950s, state and lo-
cal governments had much of the responsibility
for administering the programs created during the
depression.

As the communications media expanded their
scope across the United States, the American pub-

lic became more aware of the problems of the
aged, the effects of segregation, of poor educa-
tion, of health problems caused by malnutrition
and hunger, of the need to educate people so they
might work, and of the growing difficulties of the
low-income population.

The American public soon believed that ev-
eryone could live “the good life” and that society
as a whole had a responsibility for helping people
overcome barriers that prevented them from shar-
ing in the benefits of American society.

The U.S. Supreme Court decision in 1954 in
Brown v. Board of Education declared that separate
schools for blacks and whites in Topeka, Kansas,
did not provide an equal education, i.e., that sepa-
rate was not equal. This landmark decision led to
an expansion of federal policy-making into what
had previously been a local arena. The decision
served as a catalyst in the area of publicly financed
activity such as transportation and licensed pub-
lic accommodations, including lunch counters,
restaurants, and hotels. Citizens began to orga-
nize to guarantee their rights, and the civil rights
movement expanded rapidly.

In 1961, President John F. Kennedy’s “New
Frontier” included support for programs to pre-
ventjuvenile delinquency, and the focal point was
the President’s Council on Juvenile Delinquency,
chaired by U.S. Attorney General Robert
Kennedy. In New York City, the President’s
Council funded Mobilization For Youth (MFY)
with the Ford Foundation and the City of New
York. MFY organized and coordinated neighbor-
hood councils composed of local officials, service
providers, and neighbors to develop plans to cor-
rect conditions that led to juvenile delinquency.
It also enlisted the aid of school board and city
council members to implement those plans.

It was called COMMUNITY ACTION, and
it looked like an effective and inexpensive way to
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solve problems.

The Ford Foundation was funding other
projects, including one in New Haven, Connecti-
cut, that recruited people from all sectors of the
community to come together to plan and imple-
ment programs to help low-income people. MFY
and New Haven are often cited as the “models”
for a Community Action Agency.

Creation: 1964

After the assassination of President Kennedy
in November 1963, President Lyndon Baines
Johnson expanded the policy ideas initiated dur-
ing the Kennedy administration. In his message
to Congress on January 8, 1964, President Johnson
said:

Let us carry forward the plans and programs of
John F. Kennedy, not because of our sorrow or sympa-
thy, but because they are right....This administration
today, here and now, declares an unconditional War
on Poverty in America.... Our joint federal-local effort
must pursue poverty, pursue it wherever it exists. In
city slums, in small towns, in sharecroppers’ shacks,
or in migrant worker camps, on Indian reservations,
among whites as well as Negroes, among the young as
well as the aged, in the boom towns and in the de-
pressed areas.

The War on Poverty was born. In February,
Sargent Shriver was asked to head a task force to
draft legislation. In August, the Economic Oppor-
tunity Act of 1964 (EOA) was passed, creating a
federal Office of Economic Opportunity (OEO)
placed in the Executive Office of the President.
Sargent Shriver was named Director, serving un-
til 1969.

Congress also passed the Civil Rights Act of
1964, guaranteeing equal opportunity for all. The
Economic Opportunity Act, designed to imple-
ment that guarantee in the economic sector, stated
in part: “It is therefore the policy of the United
States to eliminate the paradox of poverty in the
midst of plenty in this nation by opening, to ev-
eryone, the opportunity for education and train-
ing, the opportunity to work, and the opportu-
nity to live in decency and dignity.”

The EOA included new education, employ-
ment and training, and work-experience pro-
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grams such as the Job Corps, the Neighborhood
Youth Corps, and Volunteers In Service To
America (VISTA). Congress bypassed the state
and local governments and provided for direct
funding of community groups.

Formative Years:
1964-1967

The federal OEO was to lead the efforts of the
War on Poverty and coordinated related programs
of all other federal agencies. Community Action
Agencies (CAAs) were created at the local level
to fight the War on Poverty at home.

The EOA also provided for the creation of eco-
nomic opportunity offices at the state level in or-
der to involve governors in the War on Poverty.
While governors were not empowered to give
prior approval on OEO grants, they did retain the
right to veto any of those they thought inappro-
priate. Many, especially those in the South, exer-
cised this right, only to be checked by another
EOA provision for veto override by the Director
of OEO. Indeed, Sargent Shriver overrode virtu-
ally all vetoes.

CAAs varied from grass-roots, community-
controlled groups, to those with experienced
board members and a highly visible professional
staff. Most were incorporated as private nonprofit
organizations. A few were city agencies.

Funds were provided by OEO. The local
CAAs determined the use of the funds to meet
the problems of low-income people as they de-
fined them. These were called local initiative funds
and were used for a variety of purposes.

One provision of the EOA called for the poor
to have maximum feasible participation in iden-
tifying problems and in developing solutions.
Across the nation, CAAs opened neighborhood
centers in storefronts, housing projects, and other
buildings in low-income areas to identify people
who needed help and to determine eligibility.

A new group of community leaders developed
out of these neighborhood organizations, voicing
the concerns of the poor and insisting on change.
The philosophy, the strength, and the personal
commitments of community action were formed
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during this period. It was also during this phase
that OEO hired 3,000 new federal employees to
manage and monitor all the new programs. Most
of these people came from the CAAs, civil rights
groups, churches, labor unions, and other activ-
ist organizations.

The community action program grew rapidly
and poured large amounts of federal funds into
communities, leaving some local elected officials
concerned over the control of the CAA boards.
Unhappy with the new power blocks outside their
own political organizations, a few mayors of large
cities communicated their concerns to Congress
and President Johnson. As a result, Congress be-
gan to earmark new funds into congressionally-
defined national emphasis programs that reduced
the ability of the CAAs to use the funds for other
purposes. The President’s enthusiasm began to
decline.

Restructuring Phase: 1967-
1968

In late 1967, Congress passed the Green
Amendment, which required that a CAA must
be designated as the official CAA for that area by
local elected officials in order to operate in that
community. After designation, OEO could then
recognize the CAA and provide funds. After
months of negotiations, over 95 percent of the ex-
isting CAAs were designated. In several large cit-
ies, the CAA was taken over by the mayor and
turned into a public agency.

Congress also passed the Quie Amendment,
which required that CAA boards of directors be
composed of one-third elected officials, at least
one-third low-income representatives selected by
a democratic process, and the balance from the
private sector.

By 1968, there were 1,600 CA As covering 2,300
of the nation’s 3,300 counties. OEO also required
many small, single-county CAAs to join together
into multi-county units. By 1969, about 1,000
CAAs had been designated under the Green
Amendment and recognized by OEO, reorganized
to meet the Quie Amendment criteria, and con-
solidated according to OEO policy. Almost all of
these CAAs are in existence today and operate

the programs.

These amendments had a positive effect on
most CAA boards, though the issue of increasing
the influence of local elected officials on the boards
of directors was a significant issue to the leaders
of poverty groups that had been operating inde-
pendently. The formal connection of the political,
economic, and community power structures
proved to be a tremendous strength. In many
places, the CAA’s board became the arena for lo-
cal officials, the business sector, and low-income
people to reach agreement on the policies, self-
help activities, and programs to help the low-in-
come in their community.

Transition Years:
1969-1974

By 1969, many successful self-help programs
had been initiated by OEO and the Community
Action Agencies, including Head Start, family
planning, community health centers, Legal Ser-
vices, VISTA, Foster Grandparents, economic de-
velopment, neighborhood centers, summer youth
programs, adult basic education, senior centers,
and congregate meal preparation.

Picking up on the concept of using OEO and
CAAs as innovators and the testing ground for
new programs, and spinning off successful pro-
grams to be administered by other federal agen-
cies, President Richard Nixon’s administration
saw the transfer of several large programs from
OEQO to the Department of Health, Education, and
Welfare and the Department of Labor. Along with
the program went administrative oversight re-
sponsibility for a substantial part of CAA fund-
ing.

At the start of his second term in 1973, Presi-
dent Nixon did not request any funds from Con-
gress for OEQ’s Community Action Program.
Congress nevertheless provided funds. Nixon
appointed Howard Phillips as Director of OEO,
told him to dismantle and close the agency, and

told him not to spend the money Congress pro-
vided.

After a series of lawsuits, the Federal District
Court in Washington, D.C., ruled that the presi-
dent could not refuse to spend funds that had been
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appropriated by Congress. Phillips resigned with-
out having been confirmed by the Senate.

Program Management Years:
1974-1981

In 1974, under President Gerald Ford, the
Community Services Amendments were passed.
OEO was dismantled and was replaced by the
Community Services Administration (CSA). The
employees remained and continued to adminis-
ter the programs. Community action had found
a new home in the federal government.

From 1974 to 1981, CSA continued to fund
CAAs, and CAAs continued to help communi-
ties and neighborhoods initiate self-help projects
such as gardening, solar greenhouses, and hous-
ing rehabilitation. They additionally helped cre-
ate and support federally-funded senior centers
and congregate meal sites. Home weatherization
and energy crisis programs were initiated in the
1970s.

In the late 1970s, under prodding from Con-
gress, the administration of President Jimmy
Carter initiated a large-scale effort to strengthen
the role and management systems of both CSA
and the CA As. This resurgence of local spirit and
leadership came to a quick end with passage of
the Omnibus Budget and Reconciliation Act of
1981.

Block Grant Years:
1981- Present

President Ronald Reagan’s administration
began a strong movement to reduce substantially
the federal government’s support for domestic
social programs. He proposed to consolidate most
federally-funded human needs programs into sev-
eral large, general purpose block grants, to reduce
the total amount of funding by 25 percent, and to
delegate the responsibility for administering these
block grants to the states.

The proposal was partially successful. Con-
gress created eight new block grants consolidat-
ing more than 200 federal programs, reduced the
core funding, and turned administrative author-

A-4

ity over to the states. However, it did not accept
the elimination of federal funding for CAAs.

On September 30, 1981, the CSA was abolished
and the Economic Opportunity Act was rescinded.
However, the newly-created Community Services
Block Grant ensured the continued funding of the
eligible entities, i.e., the CAAs, migrant programs,
and certain other organizations that had been fi-
nanced through local initiative funds by CSA.

Currently, there are nearly 1,000 CAAs. And
CAAs still provide a hand up, not a hand out.
The philosophy of eliminating the paradox of pov-
erty in the midst of plenty remains the key con-
cept that motivates CAAs today.
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A. Doing Your
Homework

the method by which programs are

selected in relation to the needs of poor
people, but also the process of communicating
these needs to the CAA staff and the board of di-
rectors of the CAA.

E ; ystematic planning involves not only

The method of relating programs to problems
assumes that there is adequate information with
respect to who are the poor, where they live, what
makes the poor people in one area different from
those of another, and what categories or stages of
poverty can be seen within a given area. In this
connection, it is often said, “You may think that
you understand poverty, but you don’t under-
stand poverty in my area.” For board members
to involve themselves in program selection of a
CAA, they must inform themselves of the gen-
eral and specific dimensions of poverty in their
area.

This analysis of poverty begins with under-
standing the relevant studies that have already
been made about the people and problems within
the boundaries of the CAA.

Finally, general and specific knowledge of the
dimensions of poverty are useless without
“people contact.” There is a major credibility gap
between analyzing statistics and knowing what
it means to be poor.

People contact, then, is an important phase in
developing an awareness of what poverty means
in your area. In addition to knowing that Ms.
Smith makes less than $7,000 per year as head of
household, it is also important to know she is re-
luctant to work because she knows she could lose
medical care. It is relevant to you, as a board
member, to know that she would like to develop
a skill to improve her position in life. It is this
people contact that provides the method of put-

ting life into statistics. It is this process of devel-
oping awareness that transforms the role of a
board member to one of active participation in
the planning process.

The process of translating the needs of the
poor into a program begins with the outreach ef-
forts of the CAA staff. Neighborhood workers
generally are frustrated because the results of their
efforts appear small when compared with the
number of hours devoted to their work. Board
members can help the neighborhood workers by
taking an interest in their work and by generat-
ing a concern for improving the lives of those with
whom the workers come in contact. If this con-
cern is sincere, a board member will attend not
only board meetings, but neighborhood council
meetings as well. Councils and neighborhood
center staffs are encouraged by such participation.
As CAAs are faced with the requirement of sys-
tematic planning, so should board members im-
pose upon themselves a systematic approach lead-
ing to awareness, concern, and especially partici-
pation, in the affairs of the CA A and those affected
by its activities.

B. The Planning
Committee and the
Planning Cycle

Members of the planning committee or the
executive committee have the opportunity to be
the board’s liaison in the people contact process.
Involvement at the neighborhood and people level
is paramount to the planning committee’s mean-
ingful evaluation of the needs of the poor and the
selection of effective strategies, objectives, and
programs. Grassroots awareness is important in
establishing priorities among program alterna-
tives as they relate to urban-rural differences, and
others as they generally exist within a CAA’s ju-
risdiction. Planning reflects a continuing cycle of
program implementation, evaluation, and refine-
ment. In summary, planning consists of:
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C.

Deciding which of the causes of poverty
are most important and can be attacked
by the CAA based on an assessment of the
needs of the low-income community.

Deciding which problems are most impor-
tant and should receive greater emphasis
by the CAA.

Deciding on the way or strategy the CAA
will attempt to eliminate both the symp-
toms and the causes of the poverty prob-
lems.

Deciding on objectives for definite time
periods, for example six months, one year,
five years.

Deciding the kinds and amounts of re-
sources (money, volunteer time, coopera-
tion from other agencies) that will be nec-
essary, and how to obtain them from
which sources.

Deciding the ways that the progress to-
ward achievement will be evaluated by the
board.

Communicating these decisions to the
CAA executive director and giving the ex-
ecutive director sufficient authority to
carry out the board’s decisions.

Board Roles in
Planning

The staff, neighborhood organizations,
low-income people, and other community inter-
ests should participate in the planning process.
However, the primary responsibility for planning
rests with the CAA board. It is legally respon-
sible for CAA operations; it is ultimately respon-
sible for the effectiveness of the CAA.

Following are some of the benefits of plan-
ning to a CAA board of directors and to the
agency:

&

B-2

Clarifies purpose. With more specific

goals, strategies, and objectives, the
agency will be able to better see where it
is--and where it wants to go.

Produces more effective strategies. With
a more careful selection of strategies, the
CAA can be more effective in addressing
the causes of problems in their communi-
ties.

Focuses the board’s attention. A plan fo-
cuses the energy and attention of both
board and staff in a systematic way. The
plan is results-oriented.

Educates the community and builds sup-
port. When board members are out in the
community asking questions and sharing
ideas, they can make friends and develop
allies for the future.

Promotes better organization. Board and
staff members will have a greater under-
standing of their respective responsibili-
ties and a greater sense of unified purpose
and direction.

Involves low-income people. The CAA
can involve people from the community
in making plans that will affect their fu-
ture.

Provides a decision-making framework.
A plan provides the criteria against which
most day-to-day decisions can be made.

Utilizes resources more effectively. The
CAA will be able to identify the specific
resources needed and to direct them to-
ward long-range benefits.

Helps solve accountability problems.

Makes it easier to show the community
and funding agencies where money has
been spent and what it has accomplished.

Simplifies assessment of staff. There are

goals against which performance can be
measured.

Reduces crisis management. Planning can
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help the CAA avoid crisis situations that
take up so much time.

A complete planning cycle has four generic
stages:

1. Plan for planning

2. The planning process

3 Implementation of the plan (i.e., pro-
gram operations)

4. Evaluation for feedback to future plan-
ning

The executive director is the administrative
leader and the staff liaison to the CAA board. The
director assumes a vital role in the planning pro-
cess. The CAA board makes requests to the ex-
ecutive director for gathering, analyzing and pre-
senting information for their use in making deci-
sions. The director is responsible for the accom-
plishment of these tasks in a timely manner. The
director will delegate many of these tasks to staff
and then report back to the board.

1. The plan for planning. This describes the
planning process. It includes the steps to
be taken, the assignments -- who will do
what, how the community will be in-
volved, and the dates during which the
planning activities will occur and be com-
pleted and reviewed. The executive di-
rector drafts the plan for modification and
approval by the board.

2. The planning process. There are many
types of planning systems. A few are:
zero-based budgeting; planning, program-
ming, budgeting; strategic planning; man-
agement by objectives; market-oriented
planning; and program budgeting.

No one of these systems is more advantageous
for CAA purposes than another. The issues are
not which of several planning systems to use.
There are three core issues for CAAs: (1) Whether
to use any formal, long-range planning system or
to just run day-to-day; (2) whether to run a
community-based planning process with lots of
involvement or a pro-forma, staff-written plan
that is rubber stamped by the board; (3) whether
to adapt and modify the generic planning pro-

cess to suit the mission of the CAA or
just try to use it in a lockstep fashion.

Assuming that the CAA will use a

long-range planning system and that it
will involve a large number of people,
how is a generic planning process
adapted and modified to suit a specific
CAA’s purposes?

Regardless of which planning sys-
tem is used, the CAA will want it to
focus on the unique social planning re-
sponsibility of the CAA: To analyze
poverty problems, to develop solutions
to those problems, and to seize other
opportunities that will benefit low-in-
come people.

The remainder of this section is an
“instant conversion kit” to adapt one of
the generic planning systems so it will
work in your CAA. This conversion kit
is based on a simple but very powerful
analytic concept that is used in many
CAAs. That concept is to take each
poverty problem identified during the
planning process and to separate the
elements of the problem into two com-
ponents: (1) the problem [condition],
and (2) the causes of the problem.

(1) The condition is the result of the
causes. Itis the statistical represen-
tation of the problem. It is a static
snapshot of the problem we see in
the census data and other social in-
dicators. “X number of people with
characteristics L and K live in a con-
dition of N and O.” Itis the people
who are “in” poverty.

The CAA sets a goal to change the
condition. The goalis phrased in terms
of a change in the condition. For ex-
ample: “We will reduce the total num-
ber of substandard housing units in our
community from 400 to 200.” Or, “We
will increase the number of units of
one-bedroom housing in Z County that
rent for less than X amount from the
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present total supply of 100 units to a total of 150
units.” A time frame for achieving the goal is in-
cluded.

(2) The causes are the dynamic factors, the under-
lying social values, beliefs, and behavior of
specific individuals or groups of people that
produce the condition. These may be acts of
omission or commission by somebody or
some group at some level of society, e.g., na-
tion, region, community, family or individual,
in one or more sectors of society, e.g., €CONOMic,
political, or social. There are both social and
individual causes of poverty. The planning
task is to sort it all out and develop a strategy
to change the causes.

By adopting strategies that modify or elimi-
nate the causes of the poverty condition, the CAA
will achieve its goal. The strategy is phrased in
terms of a change in the cause. “To finance the
rehabilitation of the 200 units in our goal, we must
overcome the unwillingness of the city to create a
new bond issue to finance the costs of rehabilita-
tion.” Or, “To overcome the ‘bad attitude’ of in-
dividuals with these characteristics, we must....”

This approach is essential in order to sort out
the individual, the family, and the group, as well
as the social, political, economic, causes of poverty.
This methodology helps clarify the concepts in a
way that makes it possible to figure out what hap-
pened and, more importantly for future planning,
why it did or did not happen.

Also, it is very easy to slide off into constantly
repairing the condition, e.g., placing Band-Aids
on new victims, but failing to address the causes.
With this in mind, the following section presents
a brief description of a poverty problem-solving
planning process used in many CAAs.

D. Stepsin a Typical
Planning Process

1. Review the mission. The first step in imple-
menting your plan for planning is to review
the mission statement of your CAA. Why are
we here? What is our purpose? Should the
mission statement be modified or used as is?
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Clarify the values that will guide the organi-
zation.

2. Needs and opportunities assessment. Iden-
tify a wide range of poverty problems by look-
ing around, through meetings with
low-income residents, through evaluations of
existing programs, and by talking with com-
munity leaders and government officials.
There is no scarcity of problems and opportu-
nities. The focus during a needs assessment
is on using the concepts presented above to
sort the poverty problems into their conditions
and their causes. The CAA board may ask
the executive director to help it:

< Obtain data that describes the condi-
tions.

< Suggest the full range of causes of the
problems. This presentation is notjust
a batch of copies of census charts.
There are very powerful trends in
American society. Board members
must understand demographic, eco-
nomic, political, and social trends, and
how they may affect their community.
These trends are the context within
which the CAA plans. A trend may
create a major problem in your com-
munity, or it may solve one without
your help. Learning about these
trends is a vital part of planning. (A
review of these national trends and
analysis by a “futurist” is an excellent
topic for a one-day board retreat.)

4 Conduct special studies or surveys.

% Report on staff opinions concerning
community needs. Give them a place
to put their ideas so you can tell the
difference between what they think
and what the other people that they
have talked with think.

3. Problem ranking. After it has identified the
problems, the board can rank the poverty
problems in terms of their magnitude and se-
verity.
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Magnitude is the size of the problem, the total
number and/ or the percentage of the population
who experience it. You can set up a scale of one
to five, e.g. over 40% = 5; 30% to 40% = 4.

Severity addresses the urgency. Is it life threat-
ening? Just inconvenient? You can develop a
numerical scale and assign problems to it, e.g.,
very severe = 5; severe = 4.

Then multiply the magnitude factor times the
severity factor for the final ranking. The execu-
tive director can be asked to draft criteria for rank-
ing for modification and use by the board or the
board can do it itself.

4. Resource analysis. After ranking the prob-
lems, determine what public and private mon-
eys are already focused on solving the prob-
lem. Perhaps some problems are well cov-
ered. Others may be new or unpopular and
have almost no resources devoted to them.
Others may be beyond the scope of your
organization’s mission, interests, resources, or

capacity.

The executive director can obtain data on pub-
lic and private resources that already exist and
are being spent on each problem. The board must
determine the amount of existing public and pri-
vate resources already focused on those problems
to measure how much of the problem is already
being met.

5. Priority setting. After the other resources that
are devoted to the ranked problems and op-
portunities are known, priorities can be set.
This is a subjective process that reflects the
values of the people who make the decision.
It is what the board members want the CAA
board, staff, and volunteers to work on. Some
of the factors that will affect this decision are
the:

< Ability of the agency to improve the
situation.

¢ Length of time and amount of funds
required to achieve results.

<  Enthusiasm that board members have

for personally working on a topic.
< Interests of other stakeholders.

The executive director can help to organize
and facilitate meetings of target area groups at
which board members will be present to discuss
community issues. This community meeting or
hearing is required by many states or CAAs. Itis
an excellent way to determine the “fit” between
board member perceptions and the opinions of
people who may be affected by those decisions.

6. Goal setting. Once the board has selected
some problems or opportunities as the prior-
ity areas it wants to work on, test out some
goals that are phrased in terms of changing
the conditions of that problem. Goals are typi-
cally multi-year because they usually take two
to five years to make a significant change in a
social problem.

7. Strategy selection. There are often a variety
of ways to accomplish a goal. The strategy
should modify the causes of the problem so
that the goal can be achieved. The strategy
should be sufficient to accomplish the goal but
use the least amount of resources such as fi-
nancial, energy, political clout, and staff time.

8. Obijectives. After the board has selected the
goals and the strategies, the executive direc-
tor can work with the staff to convert them
into specific objectives. The objectives are an-
nualized, with quarterly measures to deter-
mine progress. The objectives, activities, and
attendant budgets are typically what is in-
cluded in a “program plan” or “grant appli-
cation.” These are generally written by the
CAA staff and reviewed by the board of di-
rectors. The depth of the review performed
by the board is affected by a variety of factors,
such as funding source requirements and
whether the CAA is public or a private agency.

At this point, again review possible private
and public resources and then proceed to mobi-
lize those resources. Those resources may take a
variety of forms such as money, transportation,
volunteer services, and space.
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9. Activities. These are the working assignments
to staff; the alignment and, if necessary, re-
alignment of the organization and staff re-
sponsibilities to achieve the goals. The execu-
tive director is responsible for this.The differ-
ence between Planning and Strategic Planning

E. Planning Vis-a-Vis
Strategic Planning

This chapter has discussed aspects of the CAA
Planning process in some detail. At some board
meetings there may be references to a type of plan-
ning called “Strategic Planning.” Generally, Stra-
tegic Planning is referring to a different type of
planning process than the one discussed in this
manual. Many businesses in the private sector
and institutions of all types including Commu-
nity Action Agencies have developed what are
referred to as Strategic Plans. A strategic plan
involves a rigorous internal and external evalua-
tion of an organization and development of a long
term planning document. Often a strategic plan
is best developed with the use of an outside con-
sultant. Going through a strategic planning pro-
cess may be a valuable investment of time and
resources for a Community Action Agency. There
are considerable resources and models of strate-
gic plans available to CAAs considering the de-
velopment of a strategic plan.
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Appendix C.

A. WHAT? WHERE?
HOW? WHY?

dvocate is both a noun and a verb. A per-
Ason who is an advocate is a friend, a

helper. To advocate means to speak for.
The CAA board advocates, or speaks, on behalf
the poor -- in support of them, their needs, or their
interests. The board can support and reflect the
will of the poor where the poor are not likely to
be heard. Low-income people must be allowed
and encouraged to speak for themselves, and as-
sisted to learn how to effectively advocate for their
own interests. The CAA can provide that assis-
tance.

Why advocate? In advocating, the board:

< Sets an example for the poor.

< Supports the efforts of the poor.

< Brings about institutional understanding
and change.

Where to advocate? It may take place at:

¢ Meetings of civic, social, and church
groups and local governments.

< Ininterviews with the media.

< Atplaces of work and sessions of business
and professional organizations.

< Atnonpartisan rallies and other legal gath-
erings.

Advocacy principles. Advocacy must be car-
ried out:

% Inthe best interests of the poor.
< Inaccordance with applicable statutes and
regulations.

Advocacy techniques. Techniques include:

+ Individual or group action.
< Negotiating.

AdVocacy

¢ Publicizing a need for change.

% Publicizing successful efforts and pro-
grams.

¢ Stimulating and supporting legislative
changes.

ADVOCACY AND
PUBLIC POLICY

B.

Advocacy can be non-controversial, and itcan
be controversial.

Advocacy implies a desire or request for
change. Other people may or may not agree with
the need for the particular change, and some
people simply do not want any change of any

type, period.

Advocacy can be controversial if it involves
techniques that some find undesirable, such as
picketing, leafleting, or other forms of direct ac-
tion, whether the purpose of the advocacy is seen
as valid or not.

Advocacy can be accepted on behalf of an in-
dividual but become controversial if pursued to
benefit a whole group or community. Some
people simply do not like the personalities of
people who are outspoken or who criticize exist-
ing institutions.

“Advocacy can be controversial if it is perceived
that it is being supported with public funds. Some
people feel that their tax funds should not be used
to pursue changes in society or to provide ser-
vices to individuals unless they personally agree
with those changes or purposes. Some CAAs
make sure that only private funds are used to sup-
port advocacy efforts.

In most situations, the legal limits to what a
CAA can do with public funds to promote advo-
cacy are far wider than what the general public
perceives. You can be completely legal in your
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approach but still lose in the arena of public opin-
ion. These are trade-offs that need to be weighed.
Advocacy is an area where individual board
members can often be more effective as advocates
than paid staff. Board members have a constitu-
ency. They are leaders and can exercise leader-
ship on an issue in ways that a staff person could
be criticized for doing.

The fear of controversy alone should not in
and of itself be the reason for avoiding advocacy.
In fact, change often involves controversy. There
are, however, practical limits on the number of
issues on which change can be sought at any one
point. It takes time to build the agreement needed
to secure change. It takes resources. Most CAAs
find that they can sustain only one or two major
social change efforts involving controversial ad-
vocacy at any one point in time.

Nobody wins them all, but anonprofit agency
that takes on more issues than it can handle, or
that loses most of them, may be perceived as just
a troublemaker or as ineffectual.

On the other hand, a CAA that never advo-
cates for social change, and that always plays it
safe in terms of the boundaries of controversy,

may not be as proactive on social issues as it could
be.

Some examples of successful CAA
actions

1. Inamidwestern city, expensive high-rises re-
placed tenements. No arrangements were
made for former tenants. To make things
worse, there were discriminatory practices in
housing sales and rentals in other parts of the
city. In this case, the local CAA, the NAACP,
the Council of Churches, League of Women
Voters, two neighborhood organizations, and
local university officials joined forces. They
produced a strong turnout at city council
meetings and requested (and got) a strong,
fair housing ordinance.

2. CAAs have publicized public agency actions

that worked against the poor, and those ac-
tions and policies were changed.

C-2

. YMCAs and YWCAs have been persuaded to

start programs for the poor.

The American Bar Association was persuaded
to endorse the legal services program and to
encourage its members to serve on a volun-
teer, or partly volunteer, basis.

Foundations have been persuaded to fund mi-
nority groups.

A CAA in Massachusetts identified a prob-
lem in civil service law. Under this law, even
agencies that had trained non-professionals--
and wanted to hire them--could not. With the
help of the public welfare and mental health
agencies, the CAA got the law changed.

One famous historical example is Louisville,
Kentucky, where the CAA sought greater in-
volvement of the poor. It allocated $300,000
for a community effort and $350,000 for use
by the 10 neighborhood councils at their own
discretion. In just one year they had the fol-
lowing accomplishments:

*  Recognition of the councils by the board
of aldermen as official spokespersons for
their areas.

*  Passage of a policy requiring that spokes-
persons for all city projects be cleared by
the councils.

*  Hiring of a special assistant by the hous-
ing authority to deal specifically with resi-
dents’ problems.

*  Reinstatement of kindergartens and estab-
lishment of evening high school equiva-
lency courses in the public schools.

*  Adoption by the board of education of a
committee report calling for teacher aides,
volunteers, and parent advisory groupsin
the schools.

*  Establishment of a committee on teacher
education at the University of Louisville
to prepare teachers for positions in inner
city schools.
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*  Establishment of an industry-based pro-
gram called JOBS NOW for the unem-
ployed. -

Volunteering of affluent groups to help
residents of poor communities carry out
neighborhood improvement projects.

Advocacy can be one of the board’s most im-
portant and rewarding functions.
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“Appendix D.

Participation of Low-

Income People

sist people to attain skills, knowledge, mo-

tivations, and opportunities needed for
them to become more self-sufficient and indepen-
dent. One way to do this is through their partici-
pation in various activities of the CAA and in the
community--in the planning, conduct, and evalu-
ation of programs affecting their lives. Low-in-
come people have talents and resources necessary
to help reduce problems of poverty. They can
judge effects of programs on their lives. And their
involvement is necessary to build understanding.
Most states recognize the poor as a valuable re-
source, and require participation of the poor in
all programs supported with CSBG funds.

I I The mission of the CAA is to enable and as-

State CSBG administering agencies provide
support by:

< Funding agencies to carry out purposes
of the CSBG.

< Ensuring that direct involvement of the
poor is maintained and increased.

< Requiring that all funding applications
clearly show a course of action that will
improve involvement of the poor.

< Offering policy, guidance, training, and
technical assistance to help grantees in ef-
forts to involve the poor.

< Encouraging other agencies and organi-
zations (national, state, and local) to adopt
strong policies for participation of the
poor.

CAAs can encourage, assist, and strengthen
the ability of the poor to play major roles in:

% Organization (committees, staff).

4 Program planning.

Goal setting.
Determination of priorities.

Decisions about budgeting and financial
management.

Key decisions on personnel, policies, num-
ber and type of non-professional jobs,
training, and career development pro-
grams.

Evaluation of programs affecting their
lives.

A CAA has a basic responsibility to:

<>

Seek and find ways to improve its effec-
tiveness as a channel through which the
public and private sectors and the poor can
communicate, plan, and act together.

Provide representatives of the poor with
guidance, training, and staff assistance so
they can participate fully in the CAA’s
affairs and programs.

Encourage development of effective local
organizations that are established and con-
trolled by residents of target areas.

Provide training, technical assistance, and
staff resources to enable the poor to de-
velop, administer, and participate effec-
tively in local programs.

Provide employment for low-income
people and residents of areas served in all
phases of the programs.

Continually ensure that delegate agencies
involve those individuals affected by their
programs in the planning, conduct, and
evaluation of their programs.
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¢ Work for acceptance by other local agen-
cies and organizations of the involvement
of the poor in the planning, conduct, and
evaluation of all of their activities affect-
ing the poor and in hiring low-income in-
dividuals.

Participation varies in form in each commu-
nity. Low-income people can be involved by serv-
ing on the boards of neighborhood or target area
organizations. These groups may take part in:

% Planning, coordinating, conducting, and
evaluating publicly-funded programs (sup-
ported by federal, state, or local funds) that
are operating locally.

¢ Ensuring that existing and proposed services
in their areas are responsive and relevant to
local problems, needs, and conditions.

4 Helping to establish new target area or neigh-
borhood organizations.

¢ Providing adequate support, guidance, train-
ing, and technical assistance to help the poor
speak effectively and attract added resources.

Each CAA should assist these geographic or
interest-area organizations in efforts to improve
existing service programs and bring new ones to
the community.

Success of the CAA in these efforts will be
judged by the ability of area organizations to deal
effectively with public and private agencies, and
to obtain and allocate additional resources to meet
the needs of area residents.

In summary, resident participation can take
place by creating new organizations or expand-
ing existing ones. It can occur in relationship to
the activities of the CAA itself or in relationship
to other organizations and institutions. It can take
place through activities such as:

< Representation on the CAA board and its com-
- mittees.

¢ Representation on other community
decision-making bodies.
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Advising the CAA and other decision-making
bodies.

Seeking direct redress of conditions of pov-

erty.

Involvement in the operation of anti-poverty
programs.

Participation in the community’s social and
political processes.

Involvement in neighborhood groups that:

= Improve communications between poor
and non-poor.

= Decrease isolation of the poor.

= Engage residents in planning their own fu-
tures.

= Protect the democratic process.

= Guarantee grassroots impact on
decision-making processes.

= Provide a sense of community unity and
identity.
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Appendix E.

Group Decision

Making:

roups make decisions in many ways. Some
are better than others.

1. Decision by lack of response

The floors of many group meeting rooms are
completely covered by ideas, statements, and
motions that have gone nowhere. Someone has
proposed something, and this has been followed
by discussions, other proposals, more ideas, per-
haps some argument, then more suggestions,
until, finally, the group settles on one it will act
on. All the others have simply been bypassed in
a common decision not to support them. In this
process, endurance and persistence can prevail!

2. Decision by authority rule

Many groups set up a power structure or start
with a power structure in which one person (oc-
casionally a small group) makes the decisions.
The others in the body, board, committee, etc.,
can only contribute ideas, suggestions and/or
recommendations, but stop short of making the
actual decision (selection of one of the ideas) and
look to the authority person or small group to de-
termine the final step. This process is usually
more rapid, and may actually be more efficient
(in terms of the group’s energy input versus the
output). However, quite often the group discov-
ers that none of its ideas is selected, and some-
thing quite different is opted for by the authority
person. This usually causes problems when the
group faces the implementation phase of the de-
cision it did not help to choose. The group must
be aware ahead of time of this potential conse-
quence of the authority-rule decision-making
method. This process is often seen at work when
a larger group or board allows the executive com-

1 Adapted from formulations by Robert Balke.

mittee to make final decisions in the interest of
expediency, perhaps because of geography or
some other obstacle.

3. Decision by a minority

Feeling railroaded into making a decision is
one of the most common complaints of group/
board members. One person can railroad a deci-
sion by preempting the buildup of opposition to
his or her idea(s). A small group, no more than
three individuals, can be very effective in control-
ling the discussion in a larger group. Quite often
an individual’s silence in a public gathering is con-
strued as consent or acquiescence, even agree-
ment. When questioned later in private, many
individuals will state their opposition to the rail-
roaded action, or at least express complaints about
the tough, organized, sometimes strong-arm tac-
tics, but the decision stands. When objection is
actually voiced, you will hear: “Everyone had a
chance to speak up. You did, too! You could
have disagreed.” The trap is the assumption that
silence is consent.

4. Decision by majority rule: Voting and/or
polling

This method is the most familiar primarily be-
cause it reflects our political system. In its sim-
plest form, each individual opinion is sought af-
ter an agreed-to period of discussion, often on the
pros and cons of an idea, either in an informal
poll, or in a more formal process of asking for
votes for, votes against, and abstentions. On the
surface, this method, which we so often take for
granted as the only way to proceed, does have
consequences that the group should consider.
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a. The process itself creates two groups--those
for something and those against it. This hasa
tendency, when repeated often, to form coali-
tions—-the winners and the losers. The win-
ners are preoccupied with what they won. The
losers become preoccupied with winning the
next confrontation. A board meeting turns
into an athletic contest.

b. The losers come to feel misunderstood, inca-
pable, and resentful. Majority members (the
winners) grow to feel increasingly capable of
conducting the group’s business without the
losers. They also grow in power.

5. Decision by consensus

This is probably the most effective group
decision-making method. It is also the most
time-consuming. It is important to note that con-
sensus is not the same thing as unanimity. Con-
sensus does not demand that everyone in the
group agree. It does require that everyone has a
full opportunity to express his/ her feelings about
an issue, accept that each has had an effect on an
ultimate decision, avoid formal protocols (vote
taking, roll calls), and test the sense of the meet-

ing.

When it appears that most favor a particular
alternative, and those who oppose it accept that
they have had a fair opportunity to influence the
others, then a consensus exists. It is a psycho-
logical state that can be expressed as follows: “I
know how most of you feel about the issue and
what you would like to do about it. I personally
would not do that, and I feel that you understand
what my alternative would be. I have had suffi-
cient opportunity to sway you to my point of view
but clearly have not been able to do it. Therefore,
in the interest of the group, I will go along with
what most of you want to do.”

This attitude is a commitment not to act nega-
tively or attempt to sabotage the implementation
phase of the decision. Again, it is the most
time-consuming process, but a group that has
learned to function this way is more effective than
the group that employs majority rule.
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6. Decision by unanimous consent

This method is the most perfect of all
decision-making methods, and the most difficult
to attain. Unanimous consent means everyone
truly agrees on the course of action to be taken by
the group. The group itself must decide when,
and in what kinds of issues, matters, or situations
it would require unanimous consent. Most of-
ten, it is not necessary to achieve unanimous con-
sent in order to conduct a group’s business effec-
tively, and it would have a tendency to be highly
inefficient. There are goals for which groups can
obtain unanimous consent, but most often the
problems arise over how the goals are to be
achieved. Because a group can achieve unani-
mous consent for a specific goal, it must not as-
sume that unanimity (or even consent) will last
throughout the whole process of reaching that
goal.
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Andringa, Robert C., and Theodore Wilhelm Engstrom. Nonprofit Board Answer Book. National
Center for Nonprofit Boards. Washington, D.C. 1998. (202/452-6262 - call for a catalog.)

Barnet, Richard J., and John Cavanagh. Global Dreams: Imperial Corporations and the New World
Order. New York: Simon and Schuster, 1994.

Bradford, Leland P. Making Meetings Work: A Guide For Leaders and Group Members. LaJolla, CA:
University Associates, 1976.

Burbidge, John. Beyond Prince and Merchant: Citizen Participation and the Rise Of Civil Society. New
York: Pact Publications, 1997. (212/697-6222 - call for a catalog.)

Carver, John, and Marlan Mayhew Carver. Reinventing Your Board: A Step-By-Step Guide To Imple-
menting Policy Governance. San Francisco: Jossey Bass, 1997. (800/956-7739 - call for a catalog.)

Chait, Richard P. How To Help Your Board Govern More and Manage Less. Washington, D. C.: Na-
tional Center for Nonprofit Boards, 1993. (202/452-6262)

Conrad, William R., and William E. Glenn. The Effective Voluntary Board of Directors: What It Is and
How It Works. Chicago: Swallow Press, 1983.

Didsbury, Howard F. Future: Opportunity Not Destiny. Bethesda, MD: World Future Society, 1990.

Drucker, Peter F. Managing the Non-profit Organization: Principles and Practices. New York: Harper
Collins, 1990.

Lawson, Leslie G., Franklyn Donant, and John Lawson. Lead On! The Complete Handbook For Group
Leaders. San Luis Obispo, CA: Impact Publishers, 1982.

Rifkin, Jeremy, and Robert L. Heilbroner. The End of Work; The Decline of the Global Labor Force and
the Dawn of the Post-Market Era. New York: G.P. Puinam, 1995.

Smucker, Bob. The Nomprofit Lobbying Guide: Advocating Your Cause - and Getting Results. Wash-
ington, D.C.: 1991. 800/575-2666.

Swanson, A. The Determinative Team: A Handbook for Board Members of Volunteer Organizations.
Hicksville, NY: Exposition Press, 1978.

Wilson, William Julius. When Work Disappears: The World of the New Urban Poor. New York:
Alfred Knopf, 1996.
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DoCuments Board

Members May Find
Useful

Organizational documents

Articles of Incorporation
Tax-exempt status from IRS

Board of directors

Bylaws

Membership list

Committee structure, functions, and
membership

Board calendar

Agency management

Mission statement

Goals and objectives

Strategic plan (two to five years)
Program plans (usually one year)
Program monitoring, assessment,
and evaluation information
Personnel policies
Administrative and program policies
Public relations policies
Organizational chart

Job descriptions

Salary and compensation plan

Agency financial documents

Fiscal policies

Annual budget

Funding sources and amounts
Insurance coverage

Financial reports

Grant applications

Annual audit

Agency staff

Staff directory
Annual personnel evaluations of
executive director
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Documents Related

to the Community

Services Block Grant
(CSBG)

CAA should have a manual that includes
Aall relevant CSBG information. Some of

the materials that might be included in it
are listed below. These are the federal and state
frameworks and operating rules. Staff will spend
far more time with these than board members,
but board members should be aware that these
are the documents that describe the basic require-
ments for CAAs.

CSBG contract. A copy of the CAA’s CSBG con-
tract with the state.

Request for local plan. The annual “Request for
Local Plan” or whatever it is called by the state.

CSBG state plan. This is the plan the state office
prepares and submits to the federal government

each year in compliance with the requirements of
the CSBG.

State law. This describes the requirements for
the state funding agency and for CA A operations.

State regulations. These are the rules that the
state department promulgates and uses to admin-
ister the CSBG. These are the state’s requirements
for planning, managing, and evaluating CSBG-
funded programs.

Open meeting requirements. (Some states.)

Federal law. This is the Community Services
Block Grant Act that is itself part of the Omnibus
Budget and Reconciliation Act of 1981, as
amended.

Federal regulations. [45CFR (Code of Federal
Regulations), Part 96] These are the federal imple-
menting regulations. They cover CSBG, LIHEAP,
and other acts.

Poverty income guidelines‘. They list the family
size and income guidelines for eligibility for CSBG
and some other services.

Office of Management and Budget circulars.

OMB Circular A-102, Attachment C. De-
scribes the uniform administrative requirements
on handling cash, bonding, etc.

OMB Circular A-110, Attachment C. De-
scribes record-keeping requirements and han-
dling of program income.

OMB Circular A-110, Attachment F. Describes
standards for financial management systems.

OMB Circular A-128. Discusses single audit
requirements for certain types of agencies.
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Appendix I. Acronyms

Foﬂowing is a glossary for some of the acro- CPA Certified Public Accountant
nyms frequently heard in CAAs.
CSA Community Services Administration
(nolonger in existence as of October,
AAA Area Agency on Aging (now called 1981)
Agency on Aging)
, CSBG Community Services Block Grant
AP Accounts payable Act Of 1981 (created as part of the
Omnibus Budget Reconciliation
A/R Accounts receivable Act of 1981)
AFDC Aid to Families With Dependent DOE Department of Energy
Children
DOL Department of Labor
CAA Community Action Agency
ECIP Energy Crisis Intervention Program
CAB Community Action Board (required
of a public CAA) EEO Equal Employment Officer/ Office
CAC Community Action Council (canbe | EEOC Equal Employment Opportunity
either a CAA or the name for an Commission
advisory council)
EFMS Emergency Food and Medical
CCCC  Child Care Coordinating Council Services
(day care standards) (4Cs)
EOCA Economic Opportunity Act of 1964
CSS Catholic Social Services (now called (replaced October, 1981)
Catholic Charities)
EOC Economic Opportunity Commission
CAP Community Action Program (also
used synonymously with CAA) EOO Equal Opportunity Officer/Office
CDBG  Community Development Block EPA Environmental Protection Agency
Grant
ERA Equal Rights Amendment
CETA Comprehensive Employment and
Traini'ng Act of 1972 (replaced by ERISA  Employee Retirement Income
JTPA in 1982) Security Act
CENP Community Food and Nutrition ES Employment Security
Programs
FASB Financial Accounting Standards
CFR Code of Federal Regulations Bureau
COA Commission or Council on Aging
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FEPC

FERC

FICA

FNS

GA

GAAP

GAAS

GAGAS

HAP

HCDA

HEAP

HEW

HHS

HRD

HUD

JTPA

LEAA

LIHEAP

I-2

Fair Employment Practices
Commission

Federal Energy Regulatory
Commission

Federal Insurance Contribution Act
Food and Nutrition Service

Fiscal Year

General Assistance

Generally Accepted Accounting
Principles

Generally Accepted Auditing
Standards

Generally Accepted Government
Accounting Standards

Homeless Assistance Program

Housing and Community
Development Act

Home Energy Assistance Program
(also Low Income Home Energy
Assistance Program)

Department of Health, Education
and Welfare

Department of Health and Human
Services (formerly HEW)

Human Resources Development

Department of Housing and Urban
Development (also DHUD)

Job Training Partnership Act of
1983 (replaced CETA)

Law Enforcement Assistance
Administration

Low Income Home Energy
Assistance Program

LULAC

MIS

NAACP
NACD
NACAA
NASCSP
NCAF
NOFA

OBRA

OCD

OEO

OIC

OMB

OMBE
OSHA

PAC
PAC
PIC

RFP

League of United Latin American
Citizens

Management information systems

National Association for the
Advancement of Colored People

National Association for
Community Development

National Association of Community
Action Agencies

National Association for State
Community Services Programs

National Community Action
Foundation

Notice of funding availability
Omnibus Budget and Reconciliation
Act of 1981 (established the CSBG
and other block grants)

Office of Child Development
(Federal) Office of Economic
Opportunity (became the
Community Services Administration

in 1975)

Opportunities Industrialization
Center

Office of Management and Budget

Office of Minority Business
Enterprises

Occupational Safety and Health
Administration

Policy /Parent Advisory Committee
Political action committee
Private Industry Council (for JTPA)

Request for proposal
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SBA Small Business Administration

SDA Service Delivery Area (local area
served by JTPA)

SDI State disability insurance

SECTION
8, 202, 236.Various Housing Programs

SEOO  State Economic
Opportunity Office (new title in most
states, State Department of Economic
Opportunity)

SJTCC  State Job Training Coordinating
Council

SSA Social Security Administration
551 Supplemental Security Income

SUA State Units on Aging

SUI

T&TA

USDA

WRO

YEP

YDP

YOP

State unemployment insurance
Training and technical assistance

United States Department Of
Agriculture

Women, Infants and Children
Program

Work Incentive Program
Welfare Rights Organization

Low Income Weatherization
Assistance Program

Youth Employment Program
(formerly NYC or
Neighborhood Youth Corps)
Youth Development Program

Youth Opportunity Program
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