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The dining area is too small. The tight squeeze gives the feel of a crowded lunchroom or 
downtown cafŽ, but it is also impractical. People have a difficult time maneuvering around 
others to get to their seat. Consumers with disabilities can generally be accommodated, but 
with difficulty. The dining area is generally at capacity. According to the Interim Director, 
on very busy days consumers eat in shifts, use other rooms, or eat outside. The dining area 
floor is sometimes dirty. See ÒAdministrationÓ section below for more discussion of space. 
 
 
Assessment: Excellent performance given physical constraints and difficult logistics.  
 
Recommendation: Sweep and mop more consistently. Keep up the great work. 
 
 
B. Food Distr ibution and Pickup 
 
Food distribution 

 
In addition to prepared meals (lunch), ASC also distributes perishable and non-perishable 
food. In FY06, 2,874 boxes of non-perishable food (weighing 125,365 pounds) were 
distributed to 681 households and 1,404 individuals. According to the report, 468 of those 
households were new to ASC, which corroborates research showing that the typical length 
of time that people need safety net services is very short. On the other hand, ASC is also 
serving an increasing number of families that are neither homeless nor totally unemployed, 
but who find they cannot make ends meet.  
 
About 115,478 pounds of perishable food (bread and produce) were also distributed.  
 
These are impressive numbers. Though there will always be times when there is more 
demand than supply in the case of certain specialty items that are donated rarely and in 
small quantities, generally the reverse is true. At the end of the day, after all consumers 
have had an opportunity to shop, perishable food is often picked up by small farmers for 
their sheep and ducks, and other animals. While this arrangement makes sense (especially 
in terms of reducing significant waste removal costs), it has also been a source of 
unfortunate theories about large quantities of food being stolen and animals being 
prioritized over consumers. Better communication might help prevent such theories.  
 
Food distribution is based on a number system. Numbers are assigned to consumers. The 
numbers are called out on a PA system (when it is working, and without a PA system when 
it is not).  
 
The biggest problem with food distribution seems to be spaceÑ both for storing food and 
for staff, volunteers, and consumers to move around. Bread, for example, is often stored in 
the hallway or dining area.  
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The quality of the food is generally good, but not always. The locally donated food tends 
to be high quality, but much of the boxed and canned food that is part of a USDA 
distribution system is of questionable nutritional value. One glaring example is trans-fat 
peanut butter. Peanut butter is known to be an inexpensive, high-protein food. It is used 
quite effectively as emergency relief in famine-stricken parts of the developing world. But 
while very young children benefit from high-fat foods, this is not the case otherwise. 
Childhood and adult obesity is quickly becoming an epidemic and a serious public health 
problem in the United States. Trans-fats (typical of inexpensive peanut butter) add to the 
deleterious effects of an already naturally high-fat food. The health risks associated with 
trans-fats are at this point well-documented (New York City recently banned the substance 
from all food service establishments). Finally, peanuts can be a severe allergen for 
children.  
 
Some might think of the adage, Òbeggars canÕt be choosers,Ó but that thinking is clearly 
antithetical to the uplifting philosophy of ASC. In such a health conscious and natural 
foods-oriented region, removing trans-fats would help show that people in need are not 
second class citizens. And banning trans-fats is probably an achievable goal. 
 
There does not appear to be a problem with rotting, spoiled, or otherwise unsafe food.  
 
Assessment: Generally well-run. Room for improvements.  
 
Recommendation: Screen out unhealthy food. Obsessive neatness will minimize 
unpleasantness of tight quarters. Communicate policies and special arrangements better.  
 
 

Food pickup 

 
Surplus food is inevitable for large stores, and area stores are generally very pleased to be 
able to find alternatives to their dumpster for this food, provided there is no risk that 
donations will reduce the number of paying customers. ASC can fill this need without any 
concern that people will obtain for free what they would have otherwise paid for. And so 
while volunteers load up the ASC truck behind Whole Foods with over a thousand pounds 
(conservatively valued at $1,000) of food every week, regular customers come in the front 
door and pay full price for virtually the same food.   
 
ASC fills its full-sized pickup truck (and then some) four days per week with donated food 
from Whole Foods, Stop & Shop, Trader JoeÕs, Panera, Henion Bakery, and several other 
local stores. ASC also picks up food from the Food Bank once per week.  
 
While it is imperative that food pickups happen every day ASC is open, it may be the case 
that ASC collects too much food. Space is limited, and there is often excess at the end of 
the day. It is understandable to want to take advantage of all the willing food donors in the 
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area, but ASCÕs needs might be met by Whole Foods and one additional complementary 
store.  
 
Assessment: ASC is over-performing here.  
 
Recommendation: Be more selective with pickup locations to increase quality and reduce 
work. 
 
 
C. Clothing/Housewares/Furniture Distr ibution 
 
Clothing and housewares are distributed through The Free Store. The metaphor is 
purposeful. The Free Store is set up, as much as possible given physical constraints, to feel 
like a normal store. Consumers are encouraged to shop and browse, and to try on things. 
Staff and volunteers are eager to help find the correct sizes or even take special requests 
and try to locate those items. Parents with small children are given special care. Though 
the store is well-stocked and well-organized, it is often dirty. A newly redesigned toy 
section allows children to try them out first. Quantities are limited to ensure that everyone 
is served, and to help prevent redistribution for profit or otherwise. 
 
The small sorting room, or back room, is a common source of controversy. The most 
common concern is similar to one theory about food distribution--that large and small 
quantities of clothing, housewares, and furniture are Ògoing out the back doorÓ before 
consumers even get a chance to see it. There are theories that Òthe good stuffÓ is screened 
out and taken by staff or volunteers immediately. There are other theories that furniture 
and huge garbage bags of clothing are being sold, and that one or more staff have 
organized this arrangement for their own personal financial gain.  
 
These theories seem to be almost entirely unfounded. But there are some sloppy practices. 
And there are some sensible procedures that could be misconstrued and thus contribute to 
these theories of systematic misbehavior.  
 
First, consumers do sometimes linger and Òsize upÓ incoming donations as they arrive. It is 
easily imaginable that, in spite of policy to the contrary, consumers or volunteers that are 
also consumers take things surreptitiously before they make it out to the free store shelves. 
To address this problem, the staff is trying to make the appropriate arrangements so that 
the back door of ASC can be used exclusively for receiving donations. This way, it is 
unlikely anyone will be watching what is coming in. Though the change may seem 
straightforward, there are issues related to signage, door bell, security, and parking that are 
unresolved. Better supervision of volunteers in the sorting room is probably also needed.  
 
Second, while about 122,599 pounds of clothing were received in FY06, only about 75,737 
pounds were deemed suitable for distribution and then taken away by consumers. 
Therefore, approximately 46,862 pounds of clothing was disposed of. Instead of paying for 
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their removal (dumpster), ASC arranges pick-ups from an international organization called 
Planet Aid with a US base in Holliston, MA. This organizationÕs model is to collect 
clothing donations, resell them, and use the proceeds to sponsor development projects 
abroad. There has been a fair amount of controversy surrounding this organization over the 
last five years. The controversy, which has been covered by the Boston Globe and a few 
other papers in the US, the UK, and Denmark, seems to revolve around how much actually 
goes to charitable purposes. Some probably also think the donated clothes are going to 
poor countries, when in fact it seems that they are sold in the origin country and simply 
used as a revenue source.  
 
Planet Aid is a registered nonprofit organization with tax-exempt status in Massachusetts, 
though the charitable status of their affiliates in other countries seems to have been 
revoked. A quick look at their IRS 990 filing from 2004 shows that they claim to have 
spent $1.7 mil of an $8 mil budget on development projects largely in Africa.  
 
In any case, even if Planet Aid threw away the clothes after removing them from the 
Center, the arrangement still seems to be a good one for ASC. Again, better 
communication might help prevent specious theories.  
 
The third source of controversy seems to be occasional preference given to volunteers who 
are also consumers. An ad hoc Policy Review Committee has created a collection and 
distribution policy to help clarify the rules (more detail in ÒPolicies and proceduresÓ 
section below.) 
 
Assessment:  Great model that sometimes works well. 
 
Recommendation: Clean floor and all surfaces more often. Enforce rules more rigorously. 
Communicate policies and practices better. Make rear drop-off area functional. 
 
 
D. Community, counseling, and clinical services 
 
In addition to lunches, and the distribution of food, clothing, housewares, and furniture, 
ASC succeeds at providing a much-needed sense of community. But there are limits to 
what ASC does, and is capable doing, in this area.  
 
Community 

 
The sense of community and the importance of social space and cooperation are 
communicated effectively in the mission statement:  

ÒThe Amherst Survival CenterÕs mission is to provide a welcoming community where 
families and individuals who are struggling to make ends meet can come for food and 
clothing, for companionship and relief from isolation, and to share their material resources, 
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information, concerns and frustrations. No one is turned away. An equally important 
function of the Center is to help people move beyond a condition of need, to help them to 
help themselves and each other. Volunteering is encouraged among all who want to play a 
bigger part in the cycle of giving and receiving that defines the Center.Ó 

The more time one spends at ASC, the more these intangibles become apparent. There is 
wide agreement that, in addition to whatever shortcomings may exist, there is a special 
Òhomey-ness,Ó and a sense of belonging and ownership that is rare. That said, ASC might 
be a little too homey, in the sense that the space is often messy and has a cobbled together 
feel. ASC deserves credit for avoiding a corporate or antiseptic feel, but things have clearly 
moved too far in the opposite direction. Issues related to the ASCÕs physical space are 
addressed in more depth in the ÒAdministrationÓ section below.  
 
Some explain that the fact that ASC is a Òdrop-inÓ center makes it more of a destination 
that a quick pit-stop. 
 
Counseling 

 
Terms like ÒcounselingÓ seem to originate from the ÒPurposesÓ section of the articles of 
organization from 1978: 
 
ÒTo operate exclusively for charitable and educational purposes in the town of Amherst, 
providing free clothing, food, and furniture, survival counseling, and free classes in 
survival techniquesÉ. Ó 
 
This purpose statement is repeated in ASCÕs bylaws and annual external audit.  
 
Counseling is offered on a very informal basis. Many staff have experience with special 
needs populations, but none are credentialed. Counseling is most often provided in the 
sense of one-on-one conversations to help troubled consumers get organized or stabilize 
their immediate situation, and to refer them to the appropriate resources.  
 
Classes and workshops have been offered over the years on a pro bono basis by local 
residents, but none have been offered recently. More could be done to recruit interesting 
people to provide useful workshops for consumers, but it is clear that ASC does not have 
the capacity to show any real results in this area. Improving referrals is a better use of 
resources.  
 
Clinical Services 
 
One of the biggest questions about ASC has been to what extent the organization should, 
or could, provide clinical services for its many consumers with special needs. There is 
clearly a need. Many Massachusetts residents with real mental health challenges have been 
de-institutionalized, and in the context of budget cuts, this population is dramatically 
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underserved. But, as in the case of counseling, ASC may already be doing too much, and 
trying to take up the slack in the mental health system is not realistic. 
 
That said, many people with real mental health problems pass through the doors of the 
Survival Center on a regular basis. Many of these people are not receiving adequate care or 
medication, and as a result they create an unsafe or unwelcome environment.  
 
Conflating matters, staff are not always equipped to respond to the variety of situations that 
may--and do--arise. The proven ability to work well with special needs populations should 
be a requirement for every position. Not all staff have this ability. Ongoing professional 
development should also be targeted to this need. There is almost no precedent for 
providing professional development opportunities (see ÒAdministrationÓ section below). 
ASCÕs referral system, and its policies and procedures to deal with the kinds of 
disturbances that will arise with some regularity, could also be strengthened. If these 
elements are addressed, ASC can avoid the kind of major programmatic expansion that 
clinical services would require. 
 
A Board assessment of ASC dated July, 2002, describes some specific types of supportive 
services that are provided. They extend beyond food and clothing provision, but stop short 
of clinical aid (See Appendix C), and seem like a good idea for now. 
 
Clinical services could easily emerge from a systematic long-range planning process as a 
priority. The difference being that in this context, all of the serious ramifications of such a 
shift (mission, budget, human resources, space, etc.) could also be addressed. There has 
already been some interest among Board members in one suggestion for this long-range 
planning process: upgrade the existing Assistant Director/Volunteer Coordinator position 
to the level of a clinician (e.g., MSW). 
 
Whatever ASC decides to do, the organizationÕs bylaws and audit should better reflect the 
programmatic reality.  
 
 
Assessment: Beyond its formal program areas, ASC provides a valuable sense of 
community (though it has been constantly challenged since the Spring of 2006). ASC also 
provides a degree of informal counseling, but could do more. Clinical services are largely 
absent, and could not be added without a major program expansion. 
 
Recommendation: ASC should: a) continue to foster a sense of community, b) 
immediately begin augmenting its counseling and referral capacities, and c) continue to 
explore true clinical services (and its implications) in the context of a long-range plan. 
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E. Volunteers 
 
Volunteers would not normally be addressed in the programmatic section of an 
organizational assessment. But for some organizations, volunteers are so essential to the 
functioning of the organization, and so much of the organizationÕs mission is achieved by 
providing meaningful work for its target population, that volunteering itself must be 
considered a critical program element. (Volunteering is also addressed in the 
ÒAdministrationÓ section below.) 
 
Habitat for Humanity is a well-known and well-regarded example of volunteering as a 
central programmatic element. The model considers the process of volunteering to build 
oneÕs own home, or someone elseÕs home, to be as important as the construction of the 
home itself. If this were not the case, there would certainly be more efficient ways to build 
homes for people who need them, and Habitat for HumanityÕs Òhomes built annuallyÓ 
statistic would be a lot higher. As it is, Habitat for Humanity builds a limited number of 
home every year and the bulk of its mission is achieved in the process.  
 
Likewise, ASC would be much more efficient if it did not incorporate volunteers into 
almost every aspect of the organization. While many volunteers are not consumers, most 
are. And it is consumer volunteers in particular which give ASC a special feel, and which 
amounts to a significant programmatic deliverable. Consumers have also become staff, 
Board members, and committee members over the years. (Some disadvantages of this 
approach are addressed in the ÒAdministrationÓ section below.) 
 
One former board member explains the uniqueness by contrasting ASC with  
ÒpaternalisticÓ models that she considers to be the norm among direct service 
organizations. What she means is that many organizations seem to have decided what poor 
people need and are intent on imposing that vision on them. At ASC, consumers are often 
volunteers as well, and as such, are essential to operations. As one staff member put it, 
Òconsumers participate in their own salvation.Ó ASC is more effectiveÑ both in terms of 
getting things done, and delivering value to consumers--because it allows consumers to be 
more than passive recipients of charity. (Many consumers do not volunteer, and that is 
permitted as well.) 
 
 
Assessment: ASCÕs effectiveness is in large part attributable to its participatory model 
(i.e., volunteers). 
 
Recommendation: Keep consumers and community members involved as volunteers 
(critical administrative implications addressed in ÒAdministrationÓ section below). 
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F. Community Impact 
 
In addition to narrowly defined program outcomes, most nonprofit organizations seek to 
favorably impact the larger community (e.g., Amherst or the Pioneer Valley) or a broad 
issue (e.g., poverty, hunger). While this kind of larger impact may be even more important, 
it is also harder to measure and causally link to any one intervention. Other variables, 
which could be much more influential than ASCÕs efforts, include state funding cuts (or 
restoration of funding) to the mental health system, and the direction of the overall 
economy. But it is important to at least make an effort to track those trends and consider 
ASCÕs possible role.   
 
While there is no data that directly addresses hunger, a lack of clothing/housewares/ 
furniture, or feelings of isolation and hopelessness, a 2002 assessment of ASC conducted 
by then Board members gives a good snapshot of local and regional hunger and poverty 
(see Appendix D). Repeated every year or two, this type of analysis would be a good 
barometer of larger community trends.  
 
 
Assessment: ASC is likely making a difference regionally, and is likely contributing to the 
struggle against poverty, hunger, isolation, and hopelessness.  
 
Recommendation: ASC should do more to track regional issues in order to help 
understand its impact, and to be able to inform services needs and program planning. 
 

 
General Comment:  
 
The brief assessment conducted by William Marcello and John Manning at the request of 
Amherst Town Manager Larry Schaffer (dated 9/7/06) concluded that:  
 
ÒThe overall mission of the organization should be re-examined.  It is difficult for a small 
organization such as this one to offer a comprehensive approach to meet all of the needs of 
anyone needing help. This organization may have to prioritize its goals, in order to meet 
certain needs with its limited resources and staffing. In view of this, it is important that 
they develop a local resource network that will be able to provide services which the 
Center cannot meet.Ó 
 
(See Appendix B for Marcello and ManningÕs summary statement.) 
 
It should be noted that Marcello and Manning may not have been referring to the mission 
statement per se, but rather ASCÕs program portfolio. But in any case, their suggestion is to 
do less, but to do it more effectively. ASC Board members, staff, consumers, and others 
have also asked if ASC is trying to do too much. The reality is that given the current space 
and staff constraints, ASC may be better off trying to do less. However, removing these 
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constraints and becoming a higher performing organization is a better alternative to scaling 
back much-needed services. See ÒSpaceÓ section below for more detail. 
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3. Admi nis t rat ion 
 
A. Personnel / Management 
 
ASCÕs staff structure is straightforward: Volunteers report to the Assistant 
Director/Volunteer Coordinator. The Assistant Director/Volunteer Coordinator, Cook, 
Food Pantry Coordinator, Clothing Coordinator, and Fiscal Manager all report to the 
Executive Director. The Executive Director reports to the Board of Directors.  
 
In August 2006, ASCÕs Executive Director retired after 29 years. At that point, ASCÕs 
Assistant Director became Interim Director. Soon after, a former Assistant Director 
became Interim Co-Director. At the end of November, 2006, the initial Interim Director 
left the organization. A former cook was also re-hired as an Interim Assistant 
Director/Volunteer Coordinator. 
 
ASCÕs Executive Director Search Committee has begun a search for a permanent 
Executive Director, and has set a target date of February 28, 2007 to make an offer. The 
Assistant Director/Volunteer Coordinator position will be filled with the input of the new 
Executive Director, the Personnel Committee, and the full Board. 
 
Recently Departed Staff 

 
The departure of ASCÕs Executive Director of twenty-nine years and Assistant Director 
were voluntarily, but clearly motivated in large part by the controversies surrounding the 
organization. These individuals were singled out more than anyone else as the source of 
ASCÕs problems. The charges generally revolve around behavior that was allegedly 
offensive, rude, unprofessional, preferential, or prejudiced. Whether or not these charges 
are legitimate, the departure of these two key employees goes a long way in addressing 
concerns about ASC. That said, a small group of consumers remain angry and feel like 
their charges were never addressed directly by ASC. Apologies from the Board are still 
being sought (see below).  
 
Despite numerous attempts, I was not able to make contact with the recently retired 
Executive Director. But based on my interviews with others who worked closely with her, 
and a close reading of many institutional documents and records written by, to, or about 
her, I was able to develop a limited and general sense of her strengths and weaknesses. It 
was a real disappointment to not have had the opportunity to communicate with the former 
Executive Director directly. The following analysis should be understood with that 
important caveat in mind.  
 
The former Executive Director seemed to be a determined and committed woman who 
inspired intense loyalty in many. She has been elevated by many to the status of a folk 
hero. Many current and former consumers feel profoundly indebted to her work, and by 
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extension, ASC. Consistent with ASCÕs Ònon-paternalistic,Ó horizontal, or participatory 
approach, the former Executive Director lives very modestly. Upon retirement, her salary 
had risen to only about $34,000 (see ÒFinanceÓ section below for more detail).  
 
But even her strongest supporters were readily able to describe her shortcomings. For all of 
her commitment and caring, the former Executive Director possessed very few of the 
professional credentials and skills needed to manage a growing nonprofit organization 
according current standards of accountability.  
 
Over the last five years, there has been more and more recognition that ASC lacks certain 
elements of organizational capacity like fundraising, PR, program monitoring and 
evaluation, performance-based management, fiscal oversight, and an ability to stay abreast 
of sector best practices. Attempts to get the former Executive Director to take on those 
responsibilities, and attempts to compensate for her inability to do so with other kinds of 
support, seem to have been met with mixed success. In fact, in 2002, one of the most 
aggressive attempts to impose new expectations seems to have led to the frustrated 
departure of the group of Board members who were pushing for changes. It is encouraging 
that one of those frustrated Board members has recently returned to the Board, perhaps 
with new hope that change is possible. Coercion is not likely to be more effective this time, 
but more consensus about what changes are needed may be more fruitful.  
 
The departure of the former Executive Director presented an historic opportunity to make 
the kind of organizational changes many had long-recognized were needed. However, the 
initial instability of the interim leadership situation, and more importantly, the very public 
and contentious nature of the controversies surrounding ASC made systematic change 
difficult. Closing down ASC seemed as likely as organizational overhaul at some points.  
 
The departure of the Interim Director (formerly Assistant Director/Volunteer Coordinator) 
at the end of November, 2006 was also a positive change. The Interim Director, as stated 
earlier was also the object of much criticism. The allegations against her were a little 
different. There was broad consensus that the Interim Director was not able to interact with 
consumers well. But unlike some of the other concerns that existed about the former 
Executive Director, the Interim Director seemed to possess solid administrative skills, 
grantwriting ability, and a degree of professionalism. 
 
Current Staff 

 
The Interim Director is clearly an asset to the organization. First, he served as Assistant 
Director/Volunteer Coordinator for four years (May 2001 Ð May 2005), and so his 
institutional knowledge (of a time when things ran relatively smoothly) is valuable. 
Second, the Interim Director has sufficient experience in human services settings, and with 
special needs populations, in order to interact well with consumers, and effectively manage 
others. The Interim Director also interacts effectively with the Board and others. He also 
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possesses administrative abilities, and appropriate professional standards and expectations, 
and is personally committed to ASCÕs mission.  
 
The Interim Director has also been the object of criticism by several consumers, but this 
seems to be largely an attempt to put a face on an organization about which consumers are 
upset. And while his institutional knowledge is very valuable, being associated with 
organizationÕs past could also be a liability. The Interim Director is clearly very competent 
and compassionate, and deserves substantial gratitude for stabilizing the organization 
under extremely difficult and thankless circumstances. He has not applied for the 
Executive Director position, and the deadline for applying has passed.  
 
The Interim Assistant Director/Volunteer Coordinator has also been extremely valuable to 
ASC since her return to the organization in October. Her institutional knowledge is 
significant, she is passionate about her work and ASCÕs mission, and her administrative 
and interpersonal skills are solid. She is also occasionally a consumer (which broadens her 
perspective, but also creates a risk of more confusion about role definitions). Like the 
Interim Director, her history with the organization could be both an asset and a liability. 
But also like the Interim Director, she understands that her position is strictly interim.  
 
The Fiscal ManagerÕs first involvement with ASC was as a consumer. He was then hired 
as an administrative Assistant, and then Fiscal Manager. The Fiscal Manager has had some 
formal training (undergraduate coursework) but is not an accountant or CPA. He has 
learned a lot on the job under the ongoing tutelage of a former ASC Treasurer. He does a 
good job given how little he has to work with in terms of formal training, physical and 
human infrastructure, and compensation. Part of why there was so much interest in an 
external assessment of ASC was the concern that, if the public parts of ASC obviously 
need so much help, even worse things could be lurking behind the scenes. While this was 
not an unreasonable concern, in fact, fiscal accountability may be ASCÕs biggest strength 
right now. This is reflected in the fiscal assessment contained in this report (see ÒFinanceÓ 
section below).  
 
But while this position is where people skills are least important, the Fiscal ManagerÕs 
deficiencies in this area do present some problems. He likely works more hours than he is 
paid for (he is paid for 28 hours per week), but his schedule is erratic and often he cannot 
be found. This is a problem, for example, because many of ASCÕs systems (e.g., payroll, 
general ledger, computer network, internet/email, and others) are maintained solely by the 
Fiscal Manager. If the Fiscal Manager had the appropriate support, structure, and 
compensation, undoubtedly some stress would be relieved and behavior might respond 
accordingly.  
 
The Cook, Food Pantry Coordinator, and Clothing Coordinator have also done a fine job 
keeping things going during this difficult period for the organization. Their efforts to make 
continuous improvements and respond to concerns as they arise are commendable. But it 
does appear that their programs could be run more efficiently and professionally. For 
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example, there is a culture of cobbling things together in order to save money and be 
resourceful. But the downside is that things are messy and dirty. There have been 
improvements of late, but the problem basically persists.  
 
Some program managers are also the objects of consumer criticism. While it is hard to 
verify, it does seem possible that staff and the volunteers that report to them, may have 
been impatient, arbitrary, unprofessional, and unsystematic in a way that could be 
interpreted as preferential, unfair, and even abusive conceivably (as a small number of 
vocal consumers have alleged).  
 
It should be stressed that many staff problems could be attributed to a failure in leadership 
and supervision, and a lack of professional development opportunities.  
 
The new Executive Director will need to have the discretion to make whatever staff 
changes he or she considers necessary to ensure the organizationÕs ambitious 
transformation process succeeds.  
 
 
Assessment: As an interim situation, the current staff is adequate. Combined, the staff 
possesses sufficient organizational knowledge, administrative skills, and people skills to 
keep the organization functioning and stable until a permanent situation can be established. 
The interim staff must also be commended for their determination to keep the organization 
and services functioning during a very contentious period, under intense scrutiny, and with 
very little financial compensation. Compassion and a commitment to serve were the only 
possible motivations.  
 
Recommendation: The current staff should remain in their positions until a new 
Executive Director is hired. At that point, the Executive Director, in partnership with the 
Board and staff, should establish new expectations, provide substantial professional 
development, consider staff changes, and possibly increase pay scales commensurately.  
 
 

Professional development, training, and orientation 

 
There is currently no professional development, training, or orientation for new staff or 
volunteers. There is an Employee Handbook, but most people are unaware it exists and it 
needs to be reevaluated by staff (it was reviewed by PD below, see ÒPolicies and 
proceduresÓ below).  
 
A system for ongoing professional development opportunities, on-site and off-site, targeted 
to the specific needs of all staff and volunteers should begin immediately. Human Services 
Forum in Springfield is a good place to start. Priority areas for training include: 
multicultural awareness, mediation/conflict resolution, grantwriting, web development, 
accounting, special needs populations, and stress management. 
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Assessment: Minimal professional development taking place. 
 
Recommendation: Ongoing professional development should begin immediately. 
 
 

Performance evaluations 

 
Assessment: An adequate system for regular self- and third party employee evaluations 
began several years ago, but the validity of the responses is questionable, and remedial 
action seems unlikely given the current management situation.  
 
Recommendation: This system should be re-entrenched immediately under the direct 
supervision of a new Executive Director and the Board as soon as staff positions have been 
stabilized.  
 
Supervision 

 
The chain of command and basic task-assigning is not as strong as it needs to be. It is not 
clear if this is a result of the current transitional period, or if this a longer-term 
organizational culture problem that existed previously. In any case, staff need to be re-
taught by the new Executive Director that instructions from superiors may be discussed 
appropriately, but they are not, in the end, optional. Supervisors need to be able to count on 
their subordinates to follow through, to be able to take decisive remedial action if follow 
through does not happen, and to get the backup they need when they are forced to take 
remedial action. This does not appear to be the case currently. 
 
 
Assessment: Lack of internal accountability. 
 
Recommendation: The new Executive Director must prioritize internal accountability, 
with strong support from the Board. 
 
 

Role definitions 

 
Blurred role definitions are at once one of ASCÕs most impressive attributes and one of its 
biggest problems. The advantages of this situation--having to do with a sense of 
community, pride, and usefulness that consumers derive from the ability to help make the 
place function--are described in the section about volunteers in the ÒProgramÓ section 
above.  
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The inherent challenge of this model is that many people play multiple roles at ASC, and 
there are very different expectations for each role.  
 
The roles include:  
 

¥ Consumer 
¥ Regular volunteer 
¥ Drop-in volunteer 
¥ Staff member 
¥ Board member 
¥ Committee member 

 
It can be hard to keep in mind which ÒhatÓ one is wearing at any given moment, and to 
follow the particular rules associated with that Òhat.Ó In turn, it is even harder to know 
what hat someone else is wearing at any given time, and therefore to know what rules s/he 
should be following at that moment. And then there is the problem that the rules for some 
roles are not well-defined in the first place.  
 
It is possible that a major portion of the allegations against the Survival Center could have 
been prevented (and that future problems can be prevented) by fixing this. For example, if 
someone does not recognize that someone else is a consumer in addition to a volunteer or 
staff person, removing donated goods from ASC property might seem like theft. Or if 
regular volunteers are not taught what the professional standards for that role is, and how 
those standards differ from standards for a Òpure consumer,Ó it is likely that that volunteer 
will act unprofessionally toward a consumer in his/her role as volunteer at some point. One 
possible caveat is that many consumers may not be capable of adhering to professional 
standards, and some degree of flexibility would be consistent with ASCÕs inclusive 
mission.  
 
Another problem related to poor role definitions is what is perceived as preferential 
treatment for some. In the past, volunteers, staff, and Board members have used their 
access privileges to take items from ASC at their discretion, and without having to follow 
the rules that normal consumers must follow. These incidents are sometimes insignificant 
and are in any case more than made up for by the amount of time the individual has 
contributed to ASC. Most people believe that there should be incentives for volunteers, or 
at least lots of recognition and appreciation for them. And in many cases, volunteersÕ 
schedules do not permit them to conform to the same rules that consumers follow.  
 
But this differential treatment has also become a source of resentment for some consumers. 
Some consumers feel the Òthe good stuff is skimmed off the top,Ó or just that the resulting 
dynamic makes them feel like second class citizens. It would appear however that special 
arrangements for consumers that play multiple roles does not significantly reduce the 
amount of Ògood stuff.Ó In order to accommodate volunteers who cannot follow the normal 
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rules due to their volunteering, and in order to give reasonable incentives to be a volunteer, 
special arrangements should be made. However, those arrangements should be agreed to in 
an open, inclusive way; and the resulting arrangements should be explicit and adhered to. 
The fourth ASC Open Forum, which took place on January 4, began this exact 
conversation, concluding that there should in fact be incentives for volunteers, and that 
clearer rules are needed. The Ad Hoc Policy Review Committee has drafted rules which 
reflect this consensus and add specificity.  
 
Because it is critical to the functioning of the organization, and to its mission, ASC must 
not lose the permeability of functional roles at ASC. But those roles must all be better-
defined. There must be documentation, orientation, and training in order to entrench those 
role differences, and to educate the entire ASC community. 
 
 
Assessment: The ability to play multiple roles at ASC is very valuable, but poor role 
definition and communication causes many problems.  
 
Recommendation: Establish a more formal role structure, and communicate those roles to 
entire ASC community. 
 
 
B. Board / Governance 
 
Right now, the ASC Board is a moving target. The Board has been receptive to a mandate 
from the Town of Amherst and others to begin recruiting new members. There are 
currently thirteen members, two prospective members, and four Advisory Board members. 
 
Many of ASCÕs detractors have called for the immediate dissolution of the entire ASC 
Board. This drastic measure may have been recommended on the basis of the status of the 
Board before PD became involved (November 2006). But several Board members have 
been added since then, and such action would be extremely damaging to the organization 
at this point.  
 
By many accounts, and among people who had the chance to interact with the Board, it is 
functioning well--given the still difficult circumstances. For example, a successful Board 
retreat was held recently. The half-day session, facilitated by a new Board member with 
substantial experience in this area, allowed the Board to envision the kind of organization 
it wants to build, specify what is needed to get there, and prioritize. It also helped augment 
good working dynamics.  
 
There is still a little bit of a siege mentality among several members of the Board. 
Understandably, some Board members get frustrated by the seemingly unrelenting 
allegations and mudslinging, and are sometimes overly reactive or even defensive. While 
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this is not behavior that contributes to problem-solving (in fact, it tends to be provocative), 
it is only human. 
 
One of the BoardÕs biggest challenges stems from the fact that ASC is working with an 
Interim Director and an Interim Assistant Director. As a result, the Board, and the Board 
President in particular, have much more responsibility for running the organization. In 
addition, many committees did not exist and are just being re-formed now (see 
ÒCommitteesÓ below). The Board meets every other week, and their list of priorities is 
long. And this list is likely to be much longer as a result of this report.  
 
Email is being used to help get things done between meetings, but this medium has its 
limitations. Too much email traffic can be overwhelming and undemocratic: those with the 
time to sort through all of it are the ones who get more control. 
 
The Board should have more time to respond to big picture changes that are needed once a 
permanent Executive Director and Assistant Director are hired, and once the Committees 
are re-formed.  
 
Diversity 

 
The biggest shortcoming of the Board is diversity. There are currently no non-white Board 
members. Fixing this situation is a priority for the Board, but it could be a higher priority. 
It has already been recommended that Board diversity be a top agenda item on every Board 
agenda until there is some. There are of course other kinds of diversity: gender, age, 
economic, consumer/non-consumer, sexual orientation, and sector (private sector, 
nonprofit, public sector). The Board would also benefit from the recruitment of one or two 
additional consumers, some young people, and one or two businesspeople.  
 
Officers 

 
All nonprofit organizations must have a Board President, Secretary, and Treasurer. ASC 
currently has no Treasurer. This is a vital role in any organization, but particularly given 
the lack of checks and balances that exist in ASCÕs current financial systems, ASC is at 
risk until this position is filled by a competent and active Treasurer. 
 
Committees 

 

According to ASCÕs bylaws, the following committees must exist: Finance, Fundraising, 
Nominating, Outreach and Education, Personnel, Physical Plant, Volunteer. Currently, 
none of these committees are active.  
 
The Fundraising Committee has been re-named the Fundraising and Communication 
Committee. This committee has been formed and has begun meeting. One priority needs to 
be the responsibility of committee members, and all Board members, to actively raise 
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funds themselves. In addition, it would be a good first step to establish a Ò100% 
participationÓ rule, and set a date by which all Board members will make a cash 
contribution commensurate with their means.  
 
The communications element of the Fundraising and Communications Committee is meant 
to address the newsletter, annual appeal, and media outreach. It would be smart to recruit 
someone with a media background for this committee, and to nominate someone to be the 
first point of contact for all media inquiries (even before Board President if possible). The 
web site should also be the purview of this committee (see below). 
 
The Personnel Committee exists, though it has been meeting sporadically. Its current 
agenda includes performance evaluations, clinical supervision, job descriptions, and pay 
scales. One Board member has offered to facilitate a half-day retreat for the full Board to 
consider staffing and longer-term goals. 
 
The Finance and Nominating Committees have recently been re-assembled, but have not 
scheduled meetings. 
 
There are two committees that are not required by the bylaws but which are active: The 
Executive Director Search Committee, and the Ad Hoc Policy Review Committee. Both of 
these committees have been meeting weekly and are working well.  
 
The mandate of the Ad Hoc Policy Review Committee is to re-write policies and 
procedures related to a code of conduct, disciplinary action, and appeals procedures; and to 
create rules that govern donations and distribution procedures, and in particular address 
clarify rules regarding incentives for volunteers and other, and concerns about 
inappropriate preferential treatment. These documents incorporate consumer input and are 
nearly complete. 
 
The Executive Director Search Committee includes four Board members, one consumer, 
and one unaffiliated person (former Executive Director of local nonprofit, Safe Passage). 
An advertisement for the position was posted in local newspapers, and with various 
regional and national web sites and listservs. February 3rd was the deadline for cover letters 
and resumes. A full-length job description was posted to the ASC web site. The Committee 
has begun interviewing six short-listed candidates and hopes to complete interviews, 
recommend candidates to the full Board, and have those candidates present to the full 
Board, enabling the Board to make an offer to a perspective Executive Director by 
February twenty-eighth.  
 
Board recruitment 

 
In terms of board recruitment, the rules are ambiguous. First, the rules refer to and quote 
Òthe current procedure for bringing on new board members,Ó but no document that 
contains this language has been made available.  
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Second, the quoted procedure does not specifically say that prospective members must be 
voted on by the Board, and if so, what proportion is required. Instead, the document says 
ÒIf people oppose the recommendation, the person is not invited to join.  If people are in 
favor of it, the person is then invited to come to the next Board meeting.Ó And at the third 
board meeting the person attends, s/he becomes a board memberÑ automatically, it would 
seem. This idea that people are accepted unless specifically rejected at the beginning of the 
process is reinforced by another sentence later on in the document (not within the 
excerpted procedures): ÒIt is not a matter of the Board accepting or rejecting the person; it 
is a matter of the person accepting or rejecting Board membership.Ó But the end of this 
section suggests otherwise. It mentions Òawkward occasions such as a person showing up 
and asking to be on the Board or assuming their right to join,Ó and explains that ÒBoard 
membership is by invitation only, and only the full Board can authorize that invitation.Ó 
 
Either approach would be fine, but it would serve the organization to clarify and make 
consistent both the policy and the procedures. And of course the Board should then be 
informed of the new language and conform to it in practice.  
 
There is a ÒRole of the BoardÓ document, but it needs work (see ÒPolicies, procedures, and 
manualsÓ section below).  
 
 
Assessment: Board members are committed, bring relevant experience to the table, and are 
generally working well together. But there is much work to be done. 
 
Recommendation: Diversity should be at the top of every agenda for every full Board 
meeting, and the Nominating Committee should meet frequently until there is more 
diversity. A treasurer should be recruited, and the Finance Committee should begin 
meeting immediately. The Board must be more public and constructive. Substantial 
training and board development activities are also needed.  
 
 
C. Multicultural awareness &  human r ights 
 
Since July, 2006, there have been many allegations of discriminatory behavior and human 
rights violations at ASC. Consumers have described situations where they have been put at 
a disadvantage by staff in the context of the distribution of goods based on race, and have 
been verbally and physically abused by staff, volunteers, and/or fellow consumers. Many 
of these concerns have been brought to the Town of Amherst Human Rights Director for 
formal investigation. And several others, including one Amherst Select Board member, 
have emerged as vocal advocates for this group of consumers (without themselves having 
first-hand knowledge of the abuses described). 
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The very first line of the report does say that ÒThe office of the Human Rights (sic) for the 
Town of Amherst and the Human Rights Commission substantiated the allegations of 
misconduct made toward the Amherst Survival Center.Ó But ÒmisconductÓ is not the same 
as Òhuman rights violations.Ó And given the report that follows, ÒsubstantiatedÓ seems to 
be too strong a word. While the Human Rights Director (and others) did find many things 
wrong with the organization, it would seem that no actual human rights violations were 
substantiated. In conversation, the Human Rights Director seemed to agree. 
 
The conclusion section of the report is included here as Appendix A, and those with an 
interest in ASC are encouraged to request the entire document from the Human Rights 
Director in order to come to their own conclusions. 
 
In terms of the public perception of ASC, this distinction (between human rights violations 
and organizational problems) seems to have been lost. When the Amherst Human Rights 
Director issues a scathing report, it is only natural to assume that serious human rights 
violations have occurred. Instead, the report (dated July 24, 2006) refers to a lack of Ògood 
communication, accountability, or a free flow of ideas,Ó Òorganizational objectives that are 
vague,Ó Òsound organizational principles,Ó Òinertia,Ó and Òa lack of spaceÓ (See Appendix 
A for the full conclusion section of this report). These are all important considerations, and 
in general accurate. But they are not directly related to human rights.  
 
While it is clear that discrimination and abuse is not formally sanctioned, an overall deficit 
of professional standards, expectations, and clear role definitions can be a ripe environment 
for inappropriate conduct. It is easy to imagine that consumers, volunteers, and even some 
staff could lapse into inappropriate behavior in such an environment.  
 
For example, the subject of one allegation of race-based verbal abuse and physically 
threatening behavior is a volunteer (or Òunpaid staffÓ) who is also a consumer given to 
emotional outbursts. It is almost certain that this consumer was never trained, no one ever 
explained that there are different behavioral expectations for unpaid staff and consumers, 
and that oversight was lax. In this way, generic organizational deficiencies can lead to 
human rights violations.  
 
This is essentially the logic of the Human Rights DirectorÕs report. The report is a 
compelling rationale for profound organizational reform, but it cannot be considered proof 
of individual cases of abuse. 
 
Therefore it is possibleÑ even likely, as the Human Rights Director claims, that abuse did 
occur, but that the allegations were not proven, and/or the alleged victims were unwilling 
to relinquish their confidentiality. But it would be unfair to make a determination based on 
a deduction like this. Instead, it makes sense to aggressively pursue organizational change. 
And that is exactly what is happing right now at ASC. This report itself is a critical part of 
the process.  
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One mitigating factor is that the Human Rights DirectorÕs report, and many consumer 
allegations, focus on the former Executive Director, who has since retired. In addition, her 
Assistant Director has also retired. And the ASC Board President is eager to step down, 
too. While the personnel vacuum must of course be filled with effective people, these 
changes may at least partially satisfy ASCÕs critics whose specific allegations are likely to 
remain unproven.  
 
 
Assessment: Discrimination, verbal and physical abuse, and human rights violations may 
have taken place at ASC, but no instances have been verified. ASCÕs organizational 
deficiencies make such incidents seem very possible, but organizational deficiencies do not 
themselves constitute discrimination, verbal and physical abuse, or human rights 
violations. 
 
Recommendation: ASC should aggressively address its organizational deficiencies in 
order to help prevent human rights violations from happening, and multicultural awareness 
and conflict resolution should also be at the top of the list of training topics for Board, 
staff, volunteers, and consumers. The Board should also consider issuing a formal apology, 
recognizing the failings described in this report. 
 
 
D. Policies and procedures 
 
General comments / document review 

 
A document review of over 300 documents was conducted, including: policies, procedures, 
job descriptions, audits, internal financial statements, Board and committee meeting 
minutes, internal memos and reports, previous organizational assessments, the ASC web 
site, newsletters, and other public correspondence. Appendix H lists all documents 
reviewed, and the full document reviewed can be downloaded here: 
 

www.policydevelopment.org/survival 
 
Disclaimers: 1) Where appropriate, a distributed sample was selected to study carefully, 2) 
it was, in many cases, difficult to determine if the version of each document reviewed was 
the latest Board-approved version. 
 
No documents were obviously missing or lacking. All categories of documents seemed to 
be readily available. That said, in some cases staff, Board, and others seem to be unaware 
that some documents exist. And in one case, it appears that an ambitious internal 
organizational assessment in 2002 was undertaken, and subsequent changes made, amid 
resistance from some Board members and staff. Thus their usefulness and implementation 
may be limited.  
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In terms of their content, most documents appear to be thorough, well thought out, and to 
reflect a deliberative process (at some point in time). Deficiencies that are beyond the 
consultantÕs ability to assess as an outsider are not likely to be major problems. 
 
One important exception may be the grievance and disciplinary documents, which have 
recently been revised (discussed below).  
 
Assessment: While most policies and procedures are there, many ASC staff and Board 
may be unaware of them, or actively object to them.  
 
Recommendation: Many documents should be re-evaluated by various stakeholders to 
make sure they are as effective as they can be, and up to date.  
 
 

Bylaws (amended February 14, 2002) 

 
According to the bylaws, ASCÕs legal name is ÒSurvival Centers, Inc.,Ó which, as one 
Board member pointed out, suggests there may have been a vision to have several 
locations. There is in fact a Survival Center in Northampton, but it is not affiliated.  
 
The ÒPurposeÓ section is consistent with ASCÕs current practices, with the exception of 
providing Òsurvival counseling and free classes in survival techniques.Ó  
 
The bylaws call for a President, Vice-president, Secretary, and Treasurer. Filling the 
Treasurer position is a high priority for the ASC Board right now.  
 
According to the bylaws, the Board Òshould include two consumers and/or former 
consumers, and strive for diversity.Ó There are at least two current or former consumers on 
the Board. There is gender and age diversity on the Board. While there is currently very 
little if any racial/ethnic diversity on the Board, the Board is actively recruiting new 
members. 
 
The bylaws call for the following committees: Finance, Fundraising, Nominating, 
Outreach and Education, Personnel, Physical Plant, Volunteer, and ad hoc committees as 
needed. As discussed in the ÒCommitteesÓ section above, the Physical Plant and Volunteer 
Committees do no exist, and a few others are modified versions of what the bylaws 
require. There are also two ad hoc committees.  
 
 
Assessment: There are several areas where ASC is not in conformity with its bylaws 
(purpose, diversity, officers, committees). 
 
Recommendations: The Board should quickly bring the organization into conformity, or 
amend the bylaws, on a case-by-case basis.  
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Articles of Organization (August 15, 1978) 

 
Several aspects of the Articles of Organization have been altered by the current bylaws--
the most important additions being that "The board shall consist of at least 70% low 
income persons," and one-year term limits for board members. Also, the source of the 
language in the purpose statement ("survival counseling and free classes in survival 
techniques") comes from this document. 
 
Employee Handbook 

 
The Employee Handbook (updated Oct. 2002) appears to be complete and straightforward. 
The document covers benefits (dental included), leaves of absence, sexual harassment and 
substance abuse, professional behavior, and other standard procedures. 
 
The entire ÒProfessional BehaviorÓ section of the Employee Handbook is worth quoting 
here: 
 

Professional behavior encompasses the support and concern for the well-being of the 
Center's consumers, whatever their needs may be. Unprofessional behavior is 
behavior that puts a consumer at risk through possible exploitation of his/her 
dependence, sense of isolation, and/or neediness. In its subtlest form, such behavior 
creates an environment in which the employee's needs are being met at the expense 
of the consumer(s) well-being, self esteem and sense of security. The Director should 
know of any close social relationships between consumer and staff. Romantic and 
sexual relationships between consumers and staff are strictly forbidden. 
 
The Director should also be informed of any financial transactions between 
consumers and staff. These transactions include, but are not limited to, employment 
of consumers by staff,  the selling of goods by consumers to staff, and the borrowing 
of money by staff from consumers and vice versa. 
 
Staff should bear in mind the vulnerability of consumers when carrying out such 
transactions and abide by the Director's instructions or prohibitions in this regard. 
Employment of consumers by staff should be non-exploiting. That is, consumers 
should be paid at least the Massachusetts minimum wage, preferably more depending 
on the skills required for the work done. Consumers must be paid the fair market 
value of goods sold to employees. Any action that could harm consumers may result 
in termination of employment in accordance with termination procedure. 
 

 
Assessment: The Professional Behavior section of the Employee Handbook is particularly 
relevant in light of recent controversies.  
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Recommendation: Efforts should be redoubled to make sure staff have internalized these 
concepts, and to communicate to the ASC community that staff have done so. 
  
 

Behavior, disciplinary action, grievance/appeals procedures 

 
ASC recently adopted (1/18/07) new documents that guide behavioral norms, disciplinary 
action, and appeals procedures (see Appendix E). These documents are improvements, 
both in terms of the guiding principles, but also in terms of practical considerations, and 
communicating expectations to consumers and others more effectively. The documents 
reflect substantial input from staff and consumers. At the bi-monthly ASC Open Forum on 
December 14, 2006, the major discussion topic was ÒWhat makes you feel safe (at home, 
in the world, and at the Survival Center)?Ó Consumers, volunteers, staff, and Board 
members came up with a long list of concepts that fed directly into the Policy Review 
CommitteeÕs drafts.  
 
The result is a code of conduct document that applies to all who come to ASC (not just 
consumers). The document is optimistic and assumes the best. There is also a disciplinary 
action document that clearly specifies several levels of action, ranging from verbal 
warnings, to one-day/one-week/one-month suspensions, to permanent and police-
enforceable Òtrespass notices.Ó Finally, there is a description of the appeals process. Key 
features include two ASC Board members who are appointed to be human rights stewards, 
and a grievance committee with a permanent Chair. Catharine Porter, UMass Ombudsman, 
has agreed to serve as the Chair of the Grievance Committee. 
  
The next step will be to communicate these policies to everyone involved with ASC, and 
to assure everyone that ASC is organized and prepared to respond effectively. If ASC can 
succeed with the communications aspect, there will be no concern that staff are Òmaking it 
up as they go,Ó those disciplined will be more likely to understand the process, and ASC 
will have an opportunity to address complaints and concerns themselves (instead of outside 
agencies, like the Town of Amherst and its Human Rights Director, having to get 
involved). 
 
Assessment: ASC is now capable, and nearly ready, to take on the responsibility of 
implementing effective behavior, disciplinary, and appeals policies and procedures. 
 
Recommendation: The Policy Review Committee should receive the full support and 
cooperation of the entire ASC community.  
 

 

Fiscal Procedures Manual   
 
There is a document called ÒSome Fiscal Procedures (updated 2004),Ó and begins with the 
following disclaimer: Òthese procedures are only a fraction of the Fiscal ManagerÕs tasks, 



POLICY DEVELOPMENT 

Page 35 of 63 

www.policydevelopment.org 

documented for ÔemergencyÕ purposes only.Ó A more comprehensive set of procedures, 
other than the Fiscal Manager Job Description reviewed bellow, was not available.  
 
The manual gives instructions for a manual method of doing payroll (rather than 
Quickbooks, which is the regular ASC system). Making deposits and paying bills is also 
explained. Nothing more is clarified. Budgeting and budget tracking, for example, are not 
addressed.  
 
There are also several additional documents that relate to payroll procedures in particular 
going back several years. It is not clear that these very specific software instructions are 
still useful. 
 
Assessment: Clearly attempts have been made to provide structure and transparency, 
though the results are uneven. 
 
Recommendation: The Finance Committee should augment these documents and 
systems, thus contributing to solid support for, and oversight of, the Fiscal Manager.  
 
 

Role of the Board 
 
The "Role of the Board" document, dated July 2003, is very standard. One item of interest 
might be the only sentence that appears under the heading ÒExpectations of Board 
Members:Ó 
 

All Board members are expected to be part of at least one committee, because the 
committees are where the work of the Board gets done. 

 
In addition to the fact that many Committees do not currently exist at all, it cannot be the 
case that every Board member is currently serving on at least one committee.  
 
In terms of board recruitment, the rules are ambiguous. First, the rules refer to and quote 
Òthe current procedure for bringing on new board members,Ó but no document that 
contains this language has been made available.  
 
Second, the quoted procedure does not specifically say that prospective members must be 
voted on by the Board, and if so, what proportion is required. Instead, the document says 
ÒIf people oppose the recommendation, the person is not invited to join.  If people are in 
favor of it, the person is then invited to come to the next Board meeting.Ó And at the third 
board meeting the person attends, s/he becomes a board memberÑ automatically, it would 
seem. This idea that people are accepted unless specifically rejected at the beginning of the 
process is reinforced by another sentence later on in the document (not within the 
excerpted procedures): ÒIt is not a matter of the Board accepting or rejecting the person; it 
is a matter of the person accepting or rejecting Board membership.Ó But the end of this 
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section suggests otherwise. It mentions Òawkward occasions such as a person showing up 
and asking to be on the Board or assuming their right to join,Ó and explains that ÒBoard 
membership is by invitation only, and only the full Board can authorize that invitation.Ó 
 
 
Assessment: Board recruitment procedures are unclear, though this has not been a 
hindrance in practice.  
 
Recommendation: Policies and procedures should be clarified and made consistent. The 
Board should then be informed of the new language and conform to it in practice.  
 
 

Statistics Procedure 

 
This document is very rough and cursory. There are, in practice, several systems to collect 
data and track program performance, but they are not reflected in this document. Statistics 
should be subsumed within ÒMonitoring and EvaluationÓ policies and procedures, which 
currently do not exist. Data should be tracked in order to improve programs, manage staff 
and volunteers, evaluate programmatic impact, and to communicate with the public, media, 
funders, and other audiences. Time and analytic ability are preconditions for this to 
happen. 
 
Assessment: Statistics are not being tracked systematically and accurately. 
 
Recommendation: Aptitude for statistics, and program performance tracking generally, 
must be a high priority in selecting a new Executive Director. 
 
 

Conflict of Interest Policy 

 
In the management letter accompanying the FY06 audit, the auditor recommends adopting 
a conflict of interest policy, in order to comply with IRS rules. A conflict of interest policy 
would be a good way to help address some of the particular kinds of concerns that exist 
about ASC. For example, in FY06, a son of one ASC employee was hired in a substitute 
capacity and earned about $2,200 that year. After looking into it, it is clear that the hire 
was very appropriate, and the relationship was not a secret. In fact, it was a big help to 
ASC while in a pinch. Typically, a conflict of interest policy does not alter these kinds of 
arrangements, but rather makes sure that the process is transparent. 
 
 
Assessment: ASC has no conflict of interest policy, but things do happen at ASC that such 
a policy would require disclosing.  
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Recommendation: ASC should adopt a standard conflict of interest policy as soon as 
possible. 
 
 
E. Communication, transparency, inclusion, par ticipation 
 
Transparency, inclusion, and participation are good for any organization, but they are 
particularly appropriate for ASCÕs model, and given the kinds of controversies it has 
endured. The following measures would not be difficult for ASC: 

 
¥ Post more on the ASC web site: Board/Advisory Board/staff lists, 990, this report, 

feedback form, e-newsletter sign up form, Center news, volunteer opportunities, 
volunteer appreciation, etc. 

 
¥ Continue the precedent of facilitated Open Forums for consumers, staff, Board 

members, and anyone interested in ASC to share their perspectives about what 
works and what does not.  

 
¥ User survey (one-page handout) 

 
¥ Suggestion box 

 
¥ Regular op-eds and letters to editor, and media outreach 

 
¥ Nominate a consumer to every committee, and include other Òfriends of ASCÓ 

everywhere possible 
 

¥ Make more Board meetings, or parts of meetings, open to the public 
 

¥ Network. Become more active in human services associations, and share the 
experience ASC widely (Town of Amherst, churches, chambers of commerce, civic 
groups, funders, etc.) 

 
In order for ASC to really move beyond its troubled period, it needs to make some big 
changes. But it also needs to communicate effectively that these changes have been made. 
ASC should plan an ÒOpen HouseÓ or ÒRe-dedicationÓ event in the near future that is 
designed to acknowledge the past, apologize to those who feel victimized, describe the 
changes that have been made, symbolically draw to a close its difficult period, and 
generate excitement about a new Executive Director and a reinvigorated organization.  
 
F. Monitoring and Evaluation (M& E) 
 
Small direct services organizations like ASC have a hard time developing the 
sophistication and resources to track performance effectively. ASC does have a precedent 
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for tracking some statistics, but the procedures are vague (see ÒStatistic ProcedureÓ 
discussed above) and are mostly geared toward specific funders and fundraising in general. 
Effective M&E creates input for internal management and program decisions in order 
maximize program impact and make mid-course corrections. M&E should provide 
feedback for individual grants, but also for overall program areas (independent of funder). 
A functioning IT infrastructure, and staff with analytic ability, are also prerequisites.  
 
 
Assessment: M&E is ad hoc at ASC. Staff scramble to develop numbers to satisfy each 
funder as each deadline approaches, or reflexively repeat the same process as previous 
years without considering validity. Data is not used internally in any systematic way.  
 
Recommendation: Develop an M&E plan which describes the kinds of outcomes that 
funders want to see, and which also connects to ASCÕs own goals. Arrangements should 
also be made for appropriate IT infrastructure and skills acquisition. 
  
 
G. Public policy engagement 
 
There are at least three reasons why ASC should consider becoming more actively engaged 
in relevant public policy: 
 

1. Once ASC is stabilized, it would make sense for the organization to leverage its 
authoritative first-hand experience with hunger and poverty into effective policy 
activities. Public policy activities represent the opportunity to serve ASCÕs target 
population in new ways, and help improve the policy context poor people operate 
within.  

 
2. Public policy is a way to get beyond band-aid solutions and begin to address some 

root causes and systemic problems that lead directly to the kinds of struggles 
ASCÕs consumers face. This idea is expressed in the form of a recommendation in a 
Board report dated November 1999. The report refers to an action plan to achieve 
this objective, but the plan itself was not available. 

 
3. Public policy is also connected to state and federal funding for human services, 

which is critically related to ASC and ASC consumersÕ success.  
 
While many nonprofits refrain from policy activities out of concern that they will 
jeopardize their tax-exempt status, the laws are actually much more permissive than 
conventional wisdom would suggest. The rule of thumb is to avoid endorsing specific 
pieces of legislation or candidates for office. Issues advocacy is not only legal, but 
compellingly related to ASCÕs mission and the material interests of its consumers. 
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Assessment: ASC does not engage in public policy. 
 
Recommendation: Getting informed, and offering first-hand perspectives, has the 
potential to make a real and sustained difference for ASC and the people it serves.  
 
 
H. Space 
 
ASCÕs space is too small. A day at ASC is an exercise in shifting tables and boxes and 
carts from room to hallway and back to another room. The sequence must be timed 
perfectly or there is a domino effect and several activities are thrown off schedule. At 
lunch, it is hard for the able-bodied to get to an empty seat, and almost impossible for less 
mobile people to get situated.  
 
ASCÕs space is owned by the Town Amherst. While the Town of Amherst contributes 
about $35K to ASC every year, it also takes back about 10% of that in the form of a 
reduced rental arrangement. According to the FY06 audit, ASCÕs lease Òhas a yearly 
option for renewal at the sole discretion of the Town of Amherst.Ó According to AmherstÕs 
Director of Community Services, the space must be re-bid every ten years, and June 30, 
2007 will be the end of the current ten year period. Other organizations may submit other 
ideas for use of the space. ASC will also have to submit a proposal if it would like to 
remain in its current location. The Director of Community Services hopes to begin the re-
bidding process in the next couple months in order to conclude that process by June 
thirtieth. There also seemed to be a possibility that one or more one-month extensions to 
ASCÕs lease might be necessary if the re-bidding process starts late or lasts longer than 
anticipated.  
 
The Director of Community Services stated that the Town had no particular agenda for 
ASCÕs space, and he also could not think of any other Town-owned spaces that might be 
available and suitable for ASC.  
 
Several people inside and outside ASC have suggested the currently vacant space at 159 
North Pleasant Street, behind RenÕs Mobil Station, and which was most recently occupied 
by the Salvation Army (a related use). The space is owned by William H. Leader of 
Springfield, and is appraised at $489,400. The ownerÕs intentions for the space are not 
known.  
 
Some people are concerned that if ASC moves, it will lose the homey/folksy feeling that 
has been built slowly over the last thirty years. A new space, some imagine, might be cold 
and antiseptic like a prefab-looking office park or a mall.  
 
But most agree that the space is too small, and an appropriate new space should be 
pursued. It is also important that moving to a new space does not lead to a decrease in the 
value of the TownÕs total cash and in-kind contribution to ASC. In fact, there is no clear 
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rationale for the back and forth transactional costs of charging an almost symbolic rent of 
$300, so perhaps the TownÕs contribution could actually increase. That said, the Town of 
Amherst is in a financial crisis right now, and it is more likely that funding will be reduced 
if there is a change. 
 
Food storage space is insufficient.  
 
In general ASC is often messy and dirtyÑ inside and outside.  
 
Parking is tight and dangerously close to the building entrance. Overflow parking is 
located on the other side of a dangerous intersection.  
 
There is no outdoor space to linger on a nice day, or to pause to chat with friends. Better 
signage is needed. Signs should be in Spanish and English.  
 
The fence that surrounds the ASC building is in disrepair. ASC should contact the Town of 
Amherst to fix it. In general, there is confusion about which indoor and outdoor 
maintenance issues are ASCÕs responsibility, and which are the TownÕs responsibilities. 
This issue should be clarified. 
 
The costs of building maintenance are shared between the Town and ASC, according to 
whether or not the work in question relates to ASCÕs unique use of the space. While the 
ASC audits lists about $11K/year for Òrepairs and maintenance,Ó ASCÕs internal financial 
statements break this number down such that ASCÕs portion of these shared costs are not 
more than $5K annually. It would seem that sharing these costs are on a case-by-case 
basis, and that there could be more controls to ensure they are evenly shared. ASC pays for 
all utilities as well ($9K in FY06).  
 
Related, the Town building inspector visited ASC on August 1, 2006.  He found several 
violations, only some of which are ASCÕs responsibility. Emergency lights, exit signs, and 
various holes in the ceiling would appear to be the TownÕs responsibility. The report says 
Ò30 days to correct,Ó but there is no sign that any of these violations have been corrected. 
(See Appendix F for actual report.) 
 
 
Assessment: Most agree that ASCÕs space is not its biggest asset. It is messy/dirty, not 
well-maintained, much too small, inaccessible, and potentially unavailable to ASC in a 
matter of months. 
 
Recommendation: ASC should form a committee to begin a concerted search for new, 
subsidized or below-market rate, space immediately. ASC should also combine its own 
remedial work with outreach to the Town to be a good landlord. A custodian position or a 
cleaning service should be considered. 
 



POLICY DEVELOPMENT 

Page 41 of 63 

www.policydevelopment.org 

 
I . IT infrastructure 
 
The computers at ASC are barely usable. The five work stations are constantly failing, and 
only one (by design) is connected to the internet. There is an office network, and all files 
are stored on a server. Except the server is actually a modified sixth work station.  
 
ASC uses Verizon DSL for its Internet connection, and uses Òsurvivalcenter@verizon.netÓ 
as its only email account. ASC does not have its own domainÑ neither for email nor for its 
web site, which is Òwww.people.umass.edu/support/asc/ .Ó   
 
The ASC web site also presents many opportunities to extend ASCÕs reach. For example, 
ASCÕs ÒTrash to TreasuresÓ project, which matches furniture donors with furniture buyers, 
would be well-suited to a simple interactive web platform.  
 
One practical implication is that staff cannot send and receive email that is sensitive, 
because they do not know who will read it. And it is also nearly impossible to 
communicate with anyone at ASC via email. 
 
 
Assessment: ASCÕs IT infrastructure is completely untenable. 
 
Recommendation: ASC must get a proper server, network design, and modern work 
stations. ASC should also purchase its own domain and assign each staff member their 
own email accounts. The ASC web site should be transferred from the UMass server. A 
computer skills inventory, followed up with appropriate training, would also be a good 
investment.  
 
 
J. Telephones 
 
The current telephone system is not reliable. When one calls ASC, they either get a 
volunteer or the voice menu system. The volunteer is disabled in such a way that it is 
almost impossible to understand what she is saying, and she is often unable to transfer calls 
to voicemail.  
 
K . Truck 
 
ASC uses its own late model Ford F-150 full-sized pick up, and an aging van that belongs 
to a volunteer for food pickups. Neither vehicle is big enough on many days. And the 
volunteerÕs vehicle is unreliable because it is old, but also because it is the personal vehicle 
of a volunteer. The Board recently approved $7,000 to purchase a second truck, but a 
reliable work truck cannot be purchased with that budget. ASC should begin a campaign to 
get a diesel box truck donated. Leasing a box truck could cost about $500 per month, and 
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is maintenance free. And especially since ASC trucks stay local and thus do not put on a 
lot of mileage, this could make more sense.  
 
Assessment: ASC vehicles cannot meet current demands.  
 
Recommendation: ASC must either reduce food pickups (as proposed in this report), 
purchase a second truck, or replace the existing one with a larger one. In the latter two 
cases, leasing and fundraising (cash and in-kind) should be pursued.  
 
 
L. Transportation 
 
Assessment: ConsumersÕ need to get from downtown Amherst to ASC; or from area 
churches, where they often go first, to ASC (there is a bus stop right outside). Local clergy 
have expressed a need for better coordination.  
 
Recommendation: Posting and providing handout directions at these locations could 
make a big differenceÑ both for consumers and for other institutions that would like to 
refer more effectively. 
 
 
M. Merging with another  organization 
 
Some have suggested that ASC dissolve as an independent corporation and instead become 
a project of a larger regional organization such as the Center for Human Development 
(CHD), or ServiceNet. Configured thus, ASC would have to conform to the professional 
standards of the parent organization. Much of the shabbiness that is taken for granted at 
ASC would likely be eliminated immediately. Professional standards would be imposed on 
the staff. Many of the problems at ASC would be resolved very quickly in this scenario.  
 
A weekend lunch program in downtown Amherst called Not Bread Alone is under the 
umbrella of CHD. The program is considered well-run, and at least one staff person speaks 
favorably of the relationship. Specifically, she mentions that CHD respects their autonomy, 
and at the same time is able to relieve the staff of time-consuming administrative work. 
 
But others explain that much of what makes ASC so unique could be jeopardized under the 
auspices of another organization. ASC prides itself on being a grassroots, community 
organization, and being taken over would not be received well, and might not work either. 
All agree that mergers and consolidation are increasingly the norm, and that the scarcity of 
resources often leaves no alternative. But many are okay with ASC being an endangered 
species. For some it is a source of pride. And if the organization aggressively and 
effectively pursues its own transformation, ASC could be viable as an autonomous entity.  
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Conversely, delays or half-hearted reforms would quickly make takeover the best option. 
Takeover would also be the best option if ASC were a completely non-functioning 
organization. But at this point, this is not the case. In fact, significant positive changes have 
been happening throughout this assessment process.  
 
It should also be mentioned that while pursuing an immediate takeover or merger with an 
organization like CHD or ServiceNet might not be ideal, neither would it be a disaster. 
Small organizations frequently make this transition with great success. And the near- and 
longer-term benefits in terms of quality of service and stability are compelling. The same is 
likely to be true if ASC commits itself in this direction. If ASC does chose this course (or 
if it is forced to), this course of action should not be considered a defeat by any means. But 
to the extent that ASC aspires to be something different, and to resist this larger trend, 
ASC shouldÑ at this pointÑ be given the opportunity, and the supportive environment in 
which to do so.  
 
One middle ground approach may be to increase collaboration with the Northampton 
Survival Center (NSC). A site visit to NSC was conducted on December 13, 2006. (For the 
full report from that visit, see Appendix G below.) NSC is run extremely well, and there 
are many efficiencies that could result from combining work that both organizations do 
such as food pickups, volunteer recruitment and coordination, vehicle purchasing, 
fundraising and communications, marketing, monitoring and evaluation, board oversight, 
etc. Collaboration could range from minor coordination to merging the two organizations. 
In a scenario where the two organizations merged, one Executive Director could oversee 
both organizations, and a portion of the savings could contribute to a higher salary level 
commensurate with the new level of responsibility.  
 
 
Assessment: Merging with a relatively large organization like CHD or ServiceNet is not 
the best option for ASC right now. Even pursuing this possibility with a smaller 
organization like the Northampton Survival Center risks distracting ASC from urgent 
stabilization efforts.  
 
Recommendation: Once hired, ASCÕs new Executive Director should lead the effort to 
build a high-performing and autonomous organization with several creative and effective  
collaborations with other organizations. At the same time, the possibility of merging more 
substantially with another organization like the Center for Human Development, 
ServiceNet, or the Northampton Survival Center is a good ÒPlan BÓ (for example, if the 
ED search process breaks down). 
 
 


