POLICY DEVELOPMENT

Thediningareaistoosmall. Thetight squeeze gives thefeel of a crowded lundhroomor
downtown cafZ, butit is also impractical. People have a difficult time maneuvering around
othersto get to thar seat. Consumers with disabilities can generally be accommodaed, but
with difficulty. Thedining areais generally at capecity. According to the Interim Director,
onvery bug/ days consumers eat in shifts, use other rooms, or eat outside Thedining area
flooris sometimes dirty. See GAdministrationQsection bd ow for more discussion of space.

Assessment: Excellent peformance given physcal condraints and difficult logistics.

Recommendation: Sweep and mop more consstently. Keep up the great work.

B. Food Distribution and Pickup
Food distribution

In additionto prepared meals (lundh), ASC also distributes perishable and non-perishable
food.In FY06, 2,874 boxes of nonpeaishable food(weighing 125,365 pound$ were
distributed to 681 housholdsand 1,404 individuds. According to thereport, 468 of those
housholdswere new to ASC, which corrobaates research showing tha thetypical length
of time that people need safety net servicesis very short. On the other hand, ASC isalso
serving an increasing nunbe of families that are neither homeless nor totally unemployed,
butwho find they cannotmake endsmeet.

About115478poundsof peishable food(bread and produce) were aso distributed.

These are impressive numbe's. Thoughthere will always betimes when there is more
demand than supply in the case of certain specialty itemstha are donaed rarely andin
small quantities, generdly thereverseistrue At the end of theday, after all consumers
have had an oppotunity to shop, perishable foodis often picked up by small farmersfor
thar shegp and dudks, and other animals. While this arrangement makes sense (especially
in terms of redudng significant waste removd cods), it has also been a source of
unfortunae theories aboutlarge quantities of foodbeng stolen and animals being
prioritized over consumers. Better communication might hdp prevent such theories.

Fooddistributionis based on a numbe system. Numbers are assignad to consumers. The
numbers are called outon a PA system (when it isworking, and withouta PA system when
it isnot).

Thebiggest problem with food distribution seems to be spaceN both for storing food and

for staff, volunteers, and consumers to move arourd. Bread, for example, is often stored in
thehdlway or dining area
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Thequdity of thefoodis genealy good butnotadways. Thelocally donded foodtends
to be high qudity, but much of the boxed and canned foodtha is pat of aUSDA
distribution system is of questionable nutritiond value Oneglaring example istransfat
peanut butter. Peanut butter is known to be an inexpensve, high-protein food It isused
quite effectively as emergency relief in faminestricken parts of thedeveloping world. But
while very youngchildren benefit from high-fat foods thisis notthe case otherwise.
Childhoodand adult obesity is quickly becoming an epidemic and a seriouspublc hedlth
problem in the United States. Transfats (typical of inexpensve peanut butter) add to the
ddeteriouseffects of an already naturally high-fat food. The hedlth risks assodated with
transfats are at this point well-doaumented (New Y ork City recently banned the subgance
from all foodservice establishments). Findly, peanuts can be a severe alergen for
children.

Some mightthink of theadage, eggas can®bechoosrs,Obut tha thinkingis clearly
antithetical to theuplifting philosophy of ASC. In such a health constiousand naural
foodsoriented region, removing trans-fats would help show that people in need are nat
secondclass citizens. And banning trans-fatsis probably an achievable god.

There does not appear to bea problem with rotting, spoiled, or otherwise unsafe food.

Assessment: Generally well-run. Roomfor improvements.

Recommendation: Screen out unhethy food. Obsessive neatness will minimize
unpleasantness of tight quaters. Communicate policies and specia arrangaments better.

Food pickup

Surplusfoodisinevitable for large stores, and area stores are generally very pleased to be
ableto find dternativesto ther dumpger for thisfood, provided thereis norisk that
dondaionswill reduce thenumber of paying cugomers. ASC can fill this need withoutany
concern tha people will obtain for free what they would have otherwise pad for. And so
while volunteers load up the ASC truck behind Whole Foodswith over athousand pounds
(con=ervatively valuaed at $1,000) of food every week, regular cusomers come in the front
doorand pay full pricefor virtudly the same food

ASC fillsitsfull-sized pickup truck (and then some) four days per week with donaed food
from Whole Foods Stop & Shop, Trader Joe(3, Panera, Henion Bakery, and severa othe
local stores. ASC also picks up foodfromthe Food Bank once per week.

Whileit isimpeative tha food pickupshgopen every day ASC isopen, it may bethe case

tha ASC collectstoo much food Spaceislimited, andthere is often excess at the end of
theday. It isundestandable to want to take advantage of al thewillingfooddonossin the
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area, but ASC@ needs might be met by Whole Foodsand oneadditiond complementary
store.

Assessment: ASC isover-paforming here.

Recommendation: Be more selective with pickup locationsto inarease qudity and reduce
work.

C. Clothing/Housewares/Furniture Distribution

Clothing and houswares are distributed throughThe Free Store. The metaphoris
purposeful. The Free Storeis set up, as much as possible given physcal condraints, to feel
like anomal store. Consumers are encouraged to shopand browse, andto try onthings
Staff and volunteers are eager to hdp find the correct sizes or even take specia requests
andtry 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 outfirst. Quantities are limited to ensure tha everyone
isserved, and to hdp prevent redistribution for profit or otherwise.

Thesmall sortingroom or back room, isa common source of controversy. The mos
common concern is similar to onetheory aboutfood distribution--tha largeand small
quantities of clothing, housewares, and furniture are Qyoing out the back doorObefore
consumers even get a chance to seeit. There are theories that Ghe goodstuffOis screened
outand taken by staff or volunteersimmediately. There are other theories tha furniture
and hugegarbage bags of clothing are beng sold, and tha oneor more staff have
organized this arrangament for thar own persond finandal gan.

These theories seem to beamog entirely unfounded. But there are some Sloppy practices.
Andthere are some sendble procedures tha could be miscondrued and thuscontribute to
these theories of systematic misbehavior.

First, consumers do sometimes linge and Gize upOincoming dondionsasthey arrive. Itis
easlly imaginable tha, in spite of policy to the contrary, consumers or volunteersthat are
also consumerstake thingssurreptitioudy before they make it outto the free store shdves.
To address this problem, the staff istrying to make the appropriate arrangements so that
theback doorof ASC can beused exclusvely for receiving dondions Thisway, itis
unlikely anyonewill bewatching what is coming in. Thoughthe changemay seem
straightforward, there are issues related to signage, doorbdl, security, and parking that are
unresolved. Better supevision of volunteers in the sorting roomis probably also needed.

Second, while about122 599 poundsof clothing were received in FY 06, only about 75,737
poundswere deemed suitable for distribution and then taken away by conumers.
Therefore, approximately 46,862 poundsof clothing was disposed of. Ingead of paying for
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thar removd (dumpder), ASC arranges pick-upsfrom an internaiond organization called
Planet Aid with aUS base in Holliston, MA. This organization@ modd isto collect
clothing dondions resell them, and use the proceedsto spon®r development projects
abroad. There has been afair anountof controversy surrounding this organization over the
last five years. The controversy, which has been covered by the Bogon Globeand afew
other pgpesintheUS, the UK, and Denmark, seems to revolve aroundhow much actudly
goesto charitable pumposes. Some probably also think the donaed clothes are going to
poor counties, when in fact it seemstha they are sold in the origin county and simply
used as arevenuesource.

Planet Aid isaregistered nonpiofit organization with tax-exempt statusin Massachusetts,
thoughthe charitable status of ther affiliates in other countries seems to have been
revoked. A quick look at their IRS 990filing from 2004 shows that they clam to have
spent $1.7 mil of an $8 mil budge on development projects largdy in Africa

In any case, even if Plane Aid threw away the clothes after removing them fromthe
Center, thearrangement still seemsto bea goodonefor ASC. Agan, beter
communication might hdp prevent specioustheories.

Thethird source of controversy seemsto be occasiond preference given to volunteers who
are aso consumers. An ad hocPolicy Review Committee has created a collection and
distribution policy to hep clarify therules (more detail in QPolicies and proceduresO
section bdow.)

Assessment: Great modd tha sometimes works well.

Recommendation: Clean floor and al surfaces more often. Enforce rules more rigoroudy.
Communicate policies and practices better. Make rear drop-off areafundiond.

D. Community, counseling, and clinical services

In additionto lundhes, and the distribution of food clothing, houswares, and furniture,
ASC succeedsat providing a much-needed sense of community. But there are limitsto
wha ASC does, andis capable doing, in this area.

Community

The sense of community and theimportance of soda space and coopeation are
communicated effectively in the mission statement:

Orhe Amherst Survival Center@@ mission isto provide awelcoming community where
families and individuds who are struggling to make endsmeet can come for foodand
clothing, for companionship andrelief from isolation, and to share their material resources,
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information, concernsand frudrations No oneisturned away. An equdly impaortant
fundion of the Center isto hdp people move beyond a condition of need, to hdp them to
hdp themselves and each other. Volunteering is encouraged among all whowant to play a
bigge part in thecycle of giving and receiving tha defines the Center.O

Themoretime onespendsat ASC, themore these intangibles become appaent. Thereis
wide agreement thd, in addition to whaever shortcomingsmay exist, thereis a specia
homey-ness,Oand a sense of bdonging and ownership tha israre. That said, ASC might
bealittle too homey, in the sense tha the space is often messy and has a cobbled togeher
feel. ASC deserves credit for avoiding a corporate or antiseptic feel, butthingshave clearly
moved too far in the opposte direction. Issues related to the ASC@ physcal space are
addressed in more depth in the Q\dministrationGsection bd ow.

Some explain that thefact that ASC is a Qlrop-inQcenter makes it more of a destinaion
tha a quick pit-stop.

Counseling

Terms like @ounslingGseem to originae from the GPurposesOsection of the articles of
organizationfrom 1978:

Oro opaate exclusvely for charitable and educationd purposes in thetown of Amherst,
providing free clothing, food and furniture, survival counsling, and free classesin
survival techniqueskE. O

This pupose statement is repeated in ASC@ bylaws and annud externd audit.

Counglingisoffered onavery informal basis. Many staff have experience with special
needs popuktions but noneare credentialed. Counsling is mog often provided in the
sense of oneon-oneconversationsto hdp troubled consumers get organized or stabilize
thar immediate situation, andto refer them to the appropriate resources.

Classes and workshopshave been offered over theyears on a pro bonobasis by local
residents, but nonehave been offered recently. More could be doneto recruit interesting
people to provide ussful workshopsfor consumers, butit is clear that ASC does nothave
the capacity to show any real resultsin this area. Improving referrasis abetter use of
resources.

Clinical Services

Oneof thebiggest questionsabout ASC has been to wha extent the organization should,
or could, provideclinical servicesfor its many consumers with special needs Thereis
clearly aneed. Many Massachusetts residents with real menta health chdlenges have been
deinditutiondized, andin the context of budge cuts, this popuktionis dramatically
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undeserved. But, asin the case of counsling, ASC may aready be doingtoo much, and
trying to take up the dack in themental health system isnotrealistic.

That said, many people with real mental health problems pass throughthe doors of the
Survival Center onaregular basis. Many of these people are notreceiving adequée care or
medication, and as aresult they create an unsafe or unwelcome environment.

Conflating matters, staff are not always equipped to respondto thevariety of stuaionsthat
may--and do--arise. The proven ability to work well with special needs popuktionsshould
bearequirement for every postion. Not all staff have this ability. Ongoing professiond
development should also betargeted to this need. There is amos no precedent for
providing professiond development oppotunities (see QAdministrationQOsection bd ow).
ASCQ@referral system, and its policies and procedures to deal with the kindsof
disturbances tha will arise with some regularity, could also be strengthened. If these
elements are addressed, ASC can avoid the kind of major programmatic expangon tha
clinical services would require.

A Boad assessment of ASC daed July, 2002 describes some specific types of suppotive
services tha are provided. They extend beyondfood and clothing provision, but stop short
of clinical aid (See Appendix C), and seem like agoodideafor now.

Clinical services could easily emergefrom a systematic long-rangeplanning process as a
priority. Thedifference being that in this context, dl of the seriousramificationsof such a
shift (mission, budge, human resources, space, etc.) could also be addressed. Theae has
aready been some interest among Boad membersin onesuggestion for this longrange
planning process: upgrade the existing Assistant Director/Volunteer Coordingor postion
to thelevel of aclinician (e.g.,, MSW).

Whatever ASC decides to do, the organization® bylaws and audit should better reflect the
programmatic reality.

Gsseﬁment: Beyondits formal program areas, ASC provides a vauable sense of \
community (thoughit has been condantly chdlenged since the Spring of 2006) ASC also
provides a degree of informal counsling, but could do more. Clinical services are largdy
absent, and could notbe added withouta maor program expanson.

Recommendation: ASC should: @ continueto foder a sense of community, b)
immediately begin augmenting its coungling and referral capacities, and c) continueto
prlore trueclinical services (anditsimplicationg in the context of alongrangeplan. /
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E. Volunteers

Volunteers would not narmally be addressed in the programmatic section of an
organizationd assessment. But for some organizations volunteers are so essential to the
fundioning of the organization, and so much of the organization@ mission is achieved by
providing meaningful work for its target popuktion, tha volunteering itself mus be
consdered acritica program element. (Volunteering is also addressed in the

QA dministrationQsection b ow.)

Habitat for Humanity is awell-known and well-regarded example of volunteering asa
central programmatic element. The modd congders the process of volunteeringto build
ond3 own home, or someoneelse® home, to beas important as the congruction of the
home itself. If this were notthe case, there would certainly be more efficient ways to build
homes for people who need them, and Habitat for Humanity@ thomes built annudlyO
statistic would bealot highe. Asit is, Habitat for Humanity buildsalimited number of
home every year andthebulk of its missionis achieved in the process.

Likewise, ASC would be much more efficient if it did notincorporate volunteersinto
almog every aspect of the organization. While many volunteers are not consumers, most
are. Andit is consumer volunteersin particular which give ASC a speciad feel, and which
amount to a significant programmatic ddiverable. Consumers have also become staff,
Board members, and committee members over theyears. (Some disadvantages of this
approach are addressed in the QAdministrationQGsection be ow.)

Oneformer boad member explainsthe uniqueness by contrasting ASC with
aterndisticOmodeds that she consders to bethenorm amongdirect service
organizations Wha shemeansis tha many organizationsseem to have decided what poor
people need and are intent onimposng tha visononthem. At ASC, consumers are often
volunteers aswell, and as such, are essential to opeations As onestaff member putit,
Qronsumers participae in ther own salvation OASC is more effectiveN both in terms of
getting thingsdone and ddivering value to consumers--because it allows consumersto be
more than passive recipients of charity. (Many consumers do not volunteer, andtha is
permitted as well.)

Assessment: ASCQ effectivenessisin largepart attributable to its participatory modd
(i.e., volunteers).

Recommendation: Keep consumers and community membersinvolved as volurteers
(critical administrative implicationsaddressed in GAdministrationOsection b ow).
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F. Community Impact

In additionto narrowly defined program outcomes, mos nonpiofit organizationsseek to
favorably impact thelarger community (e.g., Amherst or the Pioneer Valley) or abroad
issue(e.g., povety, hunge). While this kind of larger impact may be even more important,
it isaso harder to measure and causally link to any oneintervention. Other variables,
which could be much more influential than ASC@ efforts, indudestate funding cuts (or
restoration of funding) to the mental health system, and thedirection of the overall
econorny. But it isimportant to at least make an effort to track those trendsand consder
ASCQ@ possiblerole.

While there is no daa tha directly addresses hunge, alack of clothinghouswares
furniture, or feelingsof isolation and hopdessness, a 2002assessment of ASC conduded
by then Board members gives a goodsngpshot of local and regiond hunge and poveaty
(see Appendix D). Repested every year or two, thistype of andysis would bea good
barometer of larger community trends

Assessment: ASC islikely making a difference regiondly, andislikely contributing to the
struggle agang poverty, hunge, isolation, and hopd essness.

Recommendation: ASC should do moreto track regiond issuesin order to hdp
undestand itsimpact, and to be able to inform services needs and program planning.

General Comment:

Thebrief assessment condicted by William Marcello and John Manning at therequest of
Amhest Town Manager Larry Schdfer (daed 9/7/06) conduded that:

Orheoverdl mission of the organization should bere-examined. It is difficult for asmall
organization such asthis oneto offer a comprehensive approach to meet al of the needs of
anyoneneeding hdp. This organization may have to prioritize its gods, in order to meet
certain needswith its limited resources and staffing. In view of this, it isimportant that
they develop alocal resource network tha will beable to provide services which the
Center cannotmeet.O

(See Appendix B for Marcello and Manning® summary statement.)

It should be nated tha Marcello and Manning may not have been referring to the mission
statement per se, butrather ASC@ program portfolio. Butin any case, ther suggestionisto
doless, butto doit more effectively. ASC Board membe's, staff, consumers, and others
have also asked if ASC istryingto dotoomuch. Theredlity isthat given thecurrent space
and staff condraints, ASC may be better off tryingto doless. However, removing these
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condraints and becoming a highe performing organizationis a better alternive to scaling
back much-needed services. See (BpaceOsection bdow for more ddtail.
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3. Admi nistration

A. Personnel / Managament

ASCQ staff structure is straightforward: Volunteers report to the Assistant
Director/Volunteer Coordinaor. The Assistant Director/Volunteer Coordinator, Cook,
Food Pantry Coordinaor, Clothing Coordinaor, and Fiscal Manager all report to the
Executive Director. The Executive Director reports to the Board of Directors.

In Augug 2006,ASC@ Executive Director retired after 29 years. At tha point, ASC@
Assistant Director became Interim Director. Soonafter, aformer Assistant Director
became Interim Co-Director. At theend of November, 2006 theinitial Interim Director
left the organization. A former cook was aso re-hired as an Interim Assistant
Director/Volunteer Coordinaor.

ASCQ Executive Director Search Committee has beguna search for a permanent
Executive Director, and has set atarget date of February 28, 2007to make an offer. The
Assistant Director/Volunteer Coordinaor postionwill befilled with theinputof the new
Executive Director, the Personnd Committee, and thefull Board.

Recently Departed Staff

The departure of ASC@ Executive Director of twenty-nineyears and Assistant Director
were voluntarily, butclearly motivated in large pat by the controversies surroundngthe
organization. These individuds were singled out more than anyoneel se as the source of
ASCQ problems. The charges generally revolve aroundbehavior that was allegedly
offengve, rude unprofessiond, preferential, or prgyudiced. Whether or notthese charges
are legitimate, the departure of these two key employees goes alongway in addressing
concernsabout ASC. That said, asmall groupof consumers remain angry andfeel like
thar charges were never addressed directly by ASC. Apologies fromthe Board are till
beng sought(see bdow).

Despite numerousattempts, | was not able to make contact with therecently retired
Executive Director. But based on my interviews with others who worked closaly with her,
and a close reading of many inditutiond doauments and recordswritten by, to, or about
her, | was able to develop alimited and genera sense of he strengths and weaknesses. It
was area disappointment to not have had the opportunity to communicate with the former
Executive Director directly. Thefollowing analysis should be undestoodwith tha
important caveat in mind.

Theformer Executive Director seemed to be adetermined and committed woman who
ingpired intense loydty in many. She has been elevated by many to the status of afolk
hero. Many current and former consumers fedl profoundly indeoted to her work, and by
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extenson, ASC. Consgstent with ASC@ hon-paerndistic,Ohorizontal, or participatory
approach, theformer Executive Director lives very modestly. Uponretirement, her salary
had risen to only about$34,000 (see GrinanceOsection bdow for more detail).

But even he strongest suppoters were readily able to describe her shortcomings For al of
her commitment and caring, theformer Executive Director possessed very few of the
professiond credentials and skills needed to manage a growing nonpiofit organization
according current standards of accountability.

Over thelast five years, there has been more and more recognitionthat ASC lacks certain
elements of organizationd capeacity like fundraising, PR, program monitoring and
evauation, performance-based management, fiscal oversight, and an ability to stay abreast
of sector best practices. Attemptsto get theformer Executive Director to take onthose
responsbilities, and attempts to compensate for her inability to do so with other kindsof
suppot, seem to have been met with mixed success. In fact, in 2002 oneof themog
aggressive attempts to impo% new expectationsseemsto have led to thefrugrated
departure of the group of Board members who were pushing for changes. It is encouraging
tha oneof those frudrated Board members has recently returned to theBoard, pehgps
with new hopetha changeis possible. Coercionisnotlikely to bemore effective thistime,
but more consenaus aboutwha changes are needed may be more fruitful.

Thedeparture of theformer Executive Director presented an historic oppotunity to make
thekind of organizationd changes many had long-recognized were needed. However, the
initial ingability of theinterim leadership situaion, and more impartantly, the very public
and contentiousnature of the controversies surroundng ASC made systematic change
difficult. Cloang down ASC seemed as likely as organizationd overhaul at some points.

Thedeparture of theInterim Director (formerly Assistant Director/Volunteer Coordinator)
at theend of November, 2006was aso a postive change Thelnterim Director, as stated
earlier was also the object of much criticism. Thedlegaionsagand her were alittle
different. There was broad conenaustha the Interim Director was not able to interact with
consumers well. But unlike some of theother concernstha existed abouttheformer
Executive Director, the Interim Director seemed to possess solid administrative skills,
grantwriting ability, and a degree of professiondism.

Current Staff

Thelnterim Director is clearly an asset to the organization. First, heserved as Assistant
Director/Volunteer Coordinaor for four years (May 2001BMay 2005) and so his
ingitutiond knowledge(of atime when thingsran relatively smoothly) is valuable.
Second, the Interim Director has sufficient experience in human services settings and with
specia needspopuktions in order to interact well with consumers, and effectively manage
others. Thelnterim Director also interacts effectively with the Board and others. He dso
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possesses administrative abilities, and appropriate professiond standads and expectations
andis pesondly committed to ASC@ mission.

TheInterim Director has also been the olyect of criticism by several consumers, butthis
seemsto belargdy an attempt to put aface on an organization aboutwhich consumers are
upst. Andwhile hisinditutiond knowledgeis very valuable, bang assodated with
organization® past could also bealiability. Thelnterim Director is clearly very competent
and compassionde, and deserves subgantial gratitudefor stabilizing the organization
unde extremely difficult and thankless circumstances. He has not applied for the
Executive Director postion, and the deadlinefor applying has passed.

TheInterim Assistant Director/Volunteer Coordinator has also been extremely valuable to
ASC since her return to the organizationin Octobe. Her inditutiond knowledgeis
significant, sheis passionae abouther work and ASC@ mission, and her administrative
and interpersond skills are solid. Sheisalso occasiondly a consumer (which broadensher
perspective, but also creates arisk of more confuson aboutrole definitionsg. Like the
Interim Director, her history with the organization could be both an asset and a liability.
But also like the Interim Director, sheundestandstha he postionis strictly interim.

TheFisca Manager@ first involvement with ASC was as a consumer. He was then hired
as an adminigtrative Assistant, and then Fiscal Manager. TheFiscal Manager has had some
formal training (undegraduae coursework) butis notan accountnt or CPA. He has
learned alot onthejob unde the ongong tutelage of aformer ASC Treasurer. He does a
goodjob given how little he has to work with in terms of formal training, physcal and
human infrastructure, and compensation. Part of why there was so much interest in an
externd assessment of ASC was the concern tha, if the public parts of ASC obvioudy
need so much hdp, even worse thingscould belurking behind the scenes. While thiswas
not an unreasonable conaern, in fact, fiscal accouniability may be ASC® biggest strength
right now. Thisis reflected in thefiscal assessment contained in this report (see GFinanceO
section bedow).

But while this postioniswhere people skills are |east important, the Fiscal Manager®
deficiendesin this area do present some problems. He likely works more hous than heis
pad for (heispad for 28 hours per week), but his schedule is erratic and often he cannot
befound.Thisis aproblem, for example, because many of ASC® systems (e.g., payroll,
gened ledge, computer network, internet/email, and others) are maintained solely by the
Fiscal Manager. If the Fiscal Manage had the appropriate suppot, structure, and
compensation, undoubédly some stress would berelieved and behavior mightrespond
accordingly.

The Cook, Food Pantry Coordinaor, and Clothing Coordinaor have aso doneafinejob
keeping thingsgoing during this difficult period for the organization. Thar efforts to make
continuousimprovements and respondto conaernsas they arise are commendable. But it
does appear tha thar programs could be run more efficiently and professiondly. For
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example, thereis aculture of cobbling thingstogeher in order to save money and be
resourceful. Butthedowngdeis tha thingsare messy and dirty. There have been
improvements of late, butthe problem basically pesists.

Some program managers are a so the objects of consumer criticism. Whileitishad to
verify, it does seem possible tha staff and thevolunteers that report to them, may have
been impaient, arbitrary, unprofessiond, and ung/stematic in away tha could be
interpreted as preferential, unfair, and even abusve conaivably (as asmall nunber of
vocal consumers have aleged).

It should be stressed that many staff problems could be attributed to afailurein leadership
and supevision, and alack of professiond development oppotunities,

Thenew Executive Director will need to have thediscretion to make whatever staff
changes he or she congders necessary to ensure the organization@ ambitious
trandormation process succeeds.

@e&ment: As an interim situdion, the current staff is adequae. Combined, the staff \
possesses sufficient organizationd knowledge administrative skills, and people skills to
keep the organization fundioning and stable until a permanent situaion can be established.
Theinterim staff mug also be commended for ther determinaion to keep the organization
and services fundioning during a very contentiousperiod, unde intense scrutiny, and with
very littlefinanda compensation. Compassion and a commitment to serve were the only
possible motivations

Recommendation: Thecurrent staff should remain in ther postionsuntil anew

Executive Director is hired. At tha point, the Executive Director, in partnership with the
Board and staff, should establish new expectations provide subgantial professiond

@el opment, consder staff changes, and possibly increase pay scales commensurately./

Professional development, training, and orientation

Thereis currently no professond development, training, or orientation for new staff or
volunteers. Thereis an Employee Handbook,but mog people are unavare it exists and it
needsto bereevaluaed by staff (it was reviewed by PD bedow, see QPolicies and
proceduresObd ow).

A system for ongoing professiond development oppotunities, on-site and off-site, targeted
to the specific needsof al staff and volunteers should begin immediately. Human Services
Forumin Springfield isagoodplace to start. Priority areas for trainingindude
multicultural awareness, mediation/conflict resolution, grantwriting, web development,
accouning, specia needspopuktions and stress management.
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Assessment: Minimal professiond development taking place.

Recommendation: Ongoing professiond development should begin immediately.

Performance evaluations

Assessment: An adequae system for regular self- and third party employee evaluaions
began severa years ago, butthevalidity of theresponss is questionable, and remedial
action seems unlikely given the current management situdion.

Recommendation: This system should bere-entrenched immediately unde thedirect
supeavision of anew Executive Director and theBoard as soon as staff postionshave been
stabilized.

Supervision

Thechan of command and basic task-assigning is not as strongasit needsto be It isnot
clear if thisisaresult of thecurrent trandtiond period, or if thisalonge-term
organizationd culture problem tha existed previoudy. In any case, staff need to bere-
taughtby the new Executive Director tha indructionsfrom supeiors may be discussed
appropriately, but they are not, in theend, optiond. Supevisors need to be able to counton
ther subodinaes to follow through,to beable to take decisive remedia actionif follow
throughdoes not hgppen, andto get the backup they need when they are forced to take
remedial action. This does notappear to bethe case currently.

Assessment: Lack of internd accoungbility.

Recommendation: Thenew Executive Director mug prioritize internd accounibility,
with strong suppot fromthe Board.

Role definitions

Blurred role definitionsare at once oneof ASC3 mog impressive attributes and oneof its
biggest problems. The advantages of this situaion-having to do with a sense of
community, pride, and ussfulness tha consumers derive fromthe ability to hdp make the
place fundion--are described in the section aboutvolunteersin the ProgramOsection
above
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Theinheent chdlengeof thismodd istha many people play multipleroles at ASC, and
there are very different expectationsfor each role.

Therolesindude

Consumer

Regular volunteer
Drop-in volunteer
Staff member
Boad membe
Committee member

KK KK KK

It can be hard to keep in mind which haOoneis wearing at any given moment, and to
follow the particular rules assodated with that (hat.Oln tum, it is even harder to know
wha ha someoneelseiswearing at any given time, and therefore to know wha rules s’he
should befollowing at tha moment. And then there is the problem tha therules for some
roles are not well-defined in thefirst place.

It ispossible tha amajor portion of the allegationsagaing the Surviva Center could have
been prevented (and tha future problems can be prevented) by fixing this. For example, if
someonedoes not recognize tha someoneelse isaconumer in additionto a volunteer or
staff person, removing donded goodsfrom ASC propeaty might seem like theft. Or if
regular volunteers are nottaughtwha the professond standadsfor tha roleis, and how
those standadsdiffer from standadsfor a Qoure consumer,Qit islikely that that volunteer
will act unprofessiondly toward a consumer in hisher role as volunteer at some paoint. One
possible caveat istha many consumers may not be capable of adhaing to professond
standads and some degree of flexibility would becongstent with ASC@indusive
mission.

Anothe problem related to poorrole ddinitionsiswhat is perceived as preferentia
treatment for some. In thepast, volunteers, staff, and Board members have used ther
access privilegesto take itemsfrom ASC at thar discretion, and withouthaving to follow
therulestha normal consumers mug follow. These inddents are sometimes inggnificant
and are in any case more than made up for by the amountof time theindividud has
contributed to ASC. Mog people bdieve tha there should beincentives for volunteers, or
at least lots of recognition and appreciation for them. Andin many cases, volunteersO
schedules do not permit them to conform to the same rules tha consumers follow.

But this differential treatment has also become a source of resentment for some conumers.
Some consumers feel the Qhe goodstuff is skimmed off thetop,Oor just tha the resulting
dynamic makes them fed like secondclass citizens It would appear however tha special
arrangements for consumers tha play multiple roles does not significantly reduce the
amountof Qyoodstuff.Oln order to accommodae volunteers who cannotfollow the normal
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rules dueto ther volunteering, andin order to give reasonale incentives to be a volunteer,
specia arrangaments should be made However, those arrangements should beagreed to in
an open, indudve way; and theresulting arrangaments should be explicit and adheed to.
Thefourth ASC Open Forum, which took place on Januay 4, began this exact
convesation, conduding that there should in fact beincentives for volunteers, and that
clearer rules are needed. The Ad Hoc Policy Review Committee has drafted rules which
reflect this conseensusand add specificity.

Becauseit is critical to thefundioning of the organization, and to its mission, ASC mug
notlose the permeability of fundiond rolesat ASC. But thoe roles mug all be better-
defined. There mug bedoaumentation, orientation, and training in order to entrench those
role differences, and to educate the entire ASC community.

Assessment: Theability to play multiple roles at ASC is very valuable, but poa role
definition and communication causes many problems.

Recommendation: Establish amore formal role structure, and communicate those roles to
entire ASC community.

B. Board / Gove nance

Right now, the ASC Board isamovingtarge. TheBoard has been receptive to a mandae
from the Town of Amherst and othersto begin recruiting new members. There are
currently thirteen members, two progpective members, and four Advisory Board members.

Many of ASCQ detractors have called for theimmediate dissolution of theentire ASC
Board. This drastic measure may have been recommendead 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 theBoard, it is
fundioning well--given the still difficult circumstances. For example, a successful Board
retreat was hdd recently. Thehdf-day session, facilitated by anew Boad member with
subgantial experience in this area, allowed the Board to envision thekind of organization
it wantsto build, specify what is needed to get there, and prioritize. It aso hdped augment
goodworking dynanmics.

Theeisdill alittle bit of asiege mentality amongseveral members of the Board.

Undeastandably, some Board members get frudrated by the seemingly urrelenting
alegaionsand muddinging, and are sometimes overly reactive or even defensve. While
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thisis not behavior tha contributes to problem-solving (in fact, it tendsto be provocative),
it isonly human.

Oneof the Board® biggest chdlenges stems fromthefact that ASC is working with an
Interim Director and an Interim Assistant Director. As aresult, the Board, and the Board
President in particular, have much more responsbility for running the organization. In
addition, many committees did notexist and are just beng re-formed now (see
CCommitteesObe ow). The Board meets every other week, andtheir list of prioritiesis
long.Andthislist islikely to bemuch longe as aresult of thisreport.

Email isbeingused to hdp get thingsdonebeween meetings butthis medium hasits
limitations Too much email traffic can beoverwhelming and undemocratic: those with the
time to sort throughall of it are theones who get more control.

TheBoard should have more time to respondto big picture changes tha are needed once a
permanent Executive Director and Assistant Director are hired, and onae the Committees
are re-formed.

Diversity

Thebiggest shortcoming of theBoad isdiversity. There are currently no nonwhite Board
members. Fixingthis situaionisapriority for theBoard, butit could beahighe priority.

It has aready been recommendel tha Board diversity be atop agendaitem onevery Board
agendaunt| thereissome. There are of course other kindsof diversity: gende, age,
econonic, consumer/non-conumer, sexud orientation, and sector (private sector,
nonpofit, public sector). The Board would a so benefit from therecruitment of oneor two
additiond conumers, some youngpeople, and oneor two busnesspeople.

Officers

All nonpofit organizationsmug have a Board President, Secretary, and Treasurer. ASC
currently has no Treasurer. Thisisavital rolein any organization, but particularly given
thelack of checks and baances that exist in ASC@ current finandal systems, ASC is at
risk untl this postionisfilled by a competent and active Treasurer.

Committees

According to ASC@ bylaws, the following committees mugt exist: Finance, Fundraising,
Nominating, Outreach and Education, Personnd, Phydcal Plant, Volunteer. Currently,
noneof these committees are active.

The Fundraising Committee has been re-named the Fundraising and Communication
Committee. This committee has been formed and has begunmeeting. One priority needsto
betherespongbility of committee members, and adl Boad members, to actively raise
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fundsthemselves. In addition, it would be a goodfirst step to establish a00%
paticipaionCrule, and set adate by which all Board members will make a cash
contribution commensurate with ther means

The communicationselement of the Fundraising and CommunicationsCommittee is meant
to address the newdetter, annud appeal, and media outreach. It would be smart to recruit
someonewith a media backgroundfor this committee, and to nomnae someoneto bethe
first point of contact for all mediainquiries (even before Board President if possible). The
web site should also bethe purview of this committee (see bdow).

The Personnd Committee exists, thoughit has been meeting sporadically. Its current
agendaindudes performance evaluaions clinical supevision, job descriptions and pay
scales. OneBoad member has offered to facilitate a hdf-day retreat for thefull Board to
consde staffing and longe-term gods.

The Finance and Nominating Committees have recently been re-assembled, but have not
scheduled meetings

There are two committees tha are notrequired 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 mandae of the Ad Hoc Policy Review Committee is to re-write policies and
procedures related to a codeof condud, disciplinary action, and appeals procedures; and to
create rules tha govean dondionsand distribution procedures, and in particular address
clarify rulesregarding incentives for volunteers and other, and concernsabout
ingppropriate preferential treatment. These doauments incorporate conumer inputand are
nearly complete.

The Executive Director Search Committee indudes four Board members, oneconsumer,
and oneundfiliated person (former Executive Director of local nonpofit, Safe Passage).
An advertisement for the postion was poded in local newspgpers, and with various
regiond and nationd web sites and listservs. February 3" was thedeadlinefor cover letters
and resumes. A full-length job description was pogded to the ASC web site. The Committee
has beguninterviewing six short-listed candidaes and hopes to complete interviews,
recommend candidaes to thefull Board, and have those candidates present to thefull
Boad, enabling theBoard to make an offer to a perspective Executive Director by
February twenty-eighth.

Board recruitment

In terms of boad recruitment, therules are ambiguous First, therulesrefer to and quote
Qhe current procedure for bringng on new boad members,Obut no doaument tha
containsthis language has been made available.
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Second,the quoted procedure does not specificaly say tha progoective members mug be
voted on by theBoad, and if so, what propationisrequired. Ingead, the doacument says
Of people oppo® therecommendation, the personis notinvited to join. If people arein
favor of it, the person is then invited to come to the next Board meeting. OAnd at the third
boad meeting the person attends s’he becomes aboad memberN automatically, it would
seem. Thisideatha people are accepted unless specifically rejected at the beginning of the
processis reinforced by another sentence later onin the doaument (notwithin the
excerpted procedures): Ot is notamatter of the Board accepting or rejecting the person; it
isamatter of the person accepting or rgjecting Boad membership.OBut the end of this
section suggests otherwise. It mentionsGwkward occasionssuch as a person showing up
and asking to be onthe Board or assuming ther rightto join,Oand explainstha Board
membership is by invitation only, and only thefull Board can authorize tha invitation.O

Either approach would befineg butit would serve the organization to clarify and make
congstent 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.

TheeisaRole of theBoardOdoaument, butit needswork (see QPolicies, procedures, and
manudsOsection be ow).

/As@e&ment: Board members are committed, bring relevant experience to thetable, and a;
geneadly working well togeher. But there is much work to bedone

Recommendation: Diversity should beat thetop of every agendafor every full Board
meeting, and the Nominating Committee should meet frequently untl thereis more
diversity. A treasurer should berecruited, and the Finance Committee should begin
meeting immediately. The Board mug be more public and condructive. Subgantial

Qai ning and boad development activities are also needed. /

C. Multicultural awareness & humanrights

Since July, 2006 there have been many alegaionsof discriminaory behavior and human
rightsviolationsat ASC. Conumers have described situationswhere they have been put at
adisadvantage by staff in the context of thedistribution of goodsbased on race, and have
been verbdly and physcally abused by staff, volunteers, and/or fellow consumers. Many
of these concerns have been broughtto the Town of Amherst Human Rights Director for
formal investigaion. And severa othe's, indudingoneAmherst Select Board member,
have emerged as vocal advodaates for thisgroup of consumers (withoutthemselves having
first-hand knowledgeof theabuses described).
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Thevery first line of thereport does say that Orhe office of the Human Rights (sic) for the
Town of Amherst and the Human Rights Commission subgantiated the allegationsof
miscondud made toward the Amherst Survival Center.OBut GniscondudOis not the same
as Qhumen rights violationsOANd given thereport that follows, GubdantiatedOseems to
betoo strongaword. While the Human Rights Director (and others) did find many things
wrongwith the organization, it would seem tha no actud human rights violationswere
subgantiated. In convesation, the Human Rights Director seemed to agree.

Theconduson section of thereport isinduded here as Appendix A, and those with an
interest in ASC are encouraged to request the entire doaument from the Human Rights
Director in order to come to their own condusons

In terms of thepublic perception of ASC, this distinction (between human rights violations
and organizationd problems) seemsto have been log. When the Amhest Human Rights
Director issues a scathing report, it is only natural to assume tha serioushuman rights
violationshave occurred. Ingead, thereport (dated July 24, 2006)refers to alack of Qyood
communication, accountbility, or a free flow of ideas,Obrganizationd objectives tha are
vague OGoundorganizationd prindples,O0nertia,Oand Galack of spaceO(See Appendix
A for thefull conduson section of thisreport). These are all important consderations and
in genera accurate. But they are not directly related to human rights.

Whileit isclear tha discriminaion and abuse is not formally sanctioned, an oveall deficit
of professond standads expectations and clear role definitionscan bea ripeenvironment
for ingopropriate condud. It is easy to imaginetha consumers, volunteers, and even some
staff could lapse into ingopropriate behavior in such an environment.

For example, the subject of oneallegation of race-based verbd abuse and physcally
threatening behavior is avolunteer (or Qunpad staffQ whois aso a consumer given to
emotiond outbursts. It isamod certain that this consumer was never trained, no oneever
explained tha there are different behavioral expectationsfor unpad staff and consumers,
and tha oversight was lax. In thisway, generic organizationd deficiendes can lead to
human rights violations

Thisis essentialy thelogic of the Human Rights Director® report. Thereport isa
compdling rationde for profoundorganizationd reform, butit cannotbe consdered proof
of individud cases of abuse.

Thereforeit is possibleN even likely, as the Human Rights Director claims, tha abuse did
occur, buttha thealegaionswere not proven, and/or the alleged victims were unwilling
to relinquish thar confidentiality. But it would beunfair to make a determinaion based on
adedudionlike this. Indead, it makes sense to aggressively pursue organizationd change
Andtha is exactly wha is hgoping rightnowat ASC. Thisreport itself isacritical pat of
the process.
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One mitigaing factor is that the Human Rights Director® report, and many consumer
alegaions focusontheformer 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 pesonnd vacuummug of course befilled with effective people, these
changes may at least partialy satisfy ASCG@ critics whose specific allegaionsare likely to
remain unproven.

Assessment: Discrimingion, verbd and physcal abuse, and human rights violationsmah
have taken place at ASC, but noingtances have been verified. ASC& organizationd
deficiendes make such inddents seem very possible, but organizationd deficiendes do nat
themselves conditute discriminaion, verba and physca abuse, or human rights

violations

Recommendation: ASC should aggressively address its organizationd deficiendesin

order to hdp prevent humen rights violationsfrom hagppening, and multicultural awareness

and conflict resolution should also be at thetop of thelist of training topics for Board,

staff, volunteers, and consumers. The Board should a'so consder issuing aformal apology,
Qcognizing thefailingsdescribed in thisreport.

D. Policiesand procedures
General comments / document review

A doaument review of over 300 doauments was conduded, induding: policies, procedures,
job descriptions audits, internd finandal statements, Board and committee meeting
minutes, internd memosand reports, previousorganizationd assessments, the ASC web
site, newdetters, and othe public correspondence. Appendix H lists all doauments
reviewed, and thefull doaument reviewed can bedownloaded here:

www.policydevelopment.org/survival

Disclaimers: 1) Where appropriate, adistributed sample was selected to study carefully, 2)
it was, in many cases, difficult to determineif theversion of each doaument reviewed was
thelatest Board-approved version.

No doauments were obvioudy missing or lacking. All categories of doauments seemed to
bereadily available. Tha said, in some cases staff, Board, and others seem to beunawvare
tha some doauments exist. Andin onecasg, it appears tha an ambitiousinternd
organizationd assessment in 2002was undetaken, and subsquent changes made, amid
resistance from some Boad members and staff. Thusthar usefulness and implementation
may belimited.
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In terms of thar content, mos doauments appear to bethorough well thoughtout, and to
reflect adeiberative process (at some pointin time). Deficiendesthat are beyondthe
congultant@ ability to assess as an outsider are notlikely to bemajor problems.

Oneimportant exception may bethegrievance and disciplinay doauments, which have
recently been revised (discussed bdow).

Assessment: While mog policies and procedures are there, many ASC staff and Board
may be unaware of them, or actively object to them.

Recommendation: Many doauments should bere-evaluaed by variousstakeholders to
make sure they are as effective asthey can be and up to dae.

Bylaws (amended February 14, 2002)

According to thebylaws, ASCG legd nameis CBurvival Centers, Inc.,Owhich, as one
Board member pointed out, suggests there may have been avisionto have severd
locations Thereisin fact a Survival Center in Northampton, butit is not affiliated.

The QPurposeOsection is consstent with ASCG current practices, with the exception of
providing Gurviva counsling and free classesin survival techniques.O

Thebylaws call for aPresident, Vice-president, Secretary, and Treasurer. Filling the
Treasurer postionisahigh priority for the ASC Board rightnow.

According to the bylaws, the Board Ghould indude two consumers and/or former
consumers, and strive for diversity.OThere are at least two current or former consumers on
theBoad. Theeisgenda and agediversity ontheBoad. Whilethereis currently very
little if any racial/ethnic diversity onthe Board, theBoard is actively recruiting new
members.

Thebylaws call for thefollowing committees: Finance, Fundraising, Nominaing,
Outreach and Education, Personnd, Physcal Plant, Volunteer, and ad hoc committees as
needed. As discussed in the GCommitteesOsection above the Physical Plant and Volunteer
Committees do no exist, and a few others are modified versionsof wha the bylaws
require. There are also two ad hoccommittees.

Assessment: There are several areas where ASC isnotin conformity with its bylaws
(pumpos, diversity, officers, committees).

Recommendations. The Board should quickly bring the organizationinto 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--
themodg important additionsbeng tha "Theboad shdl congst of at least 70% low
income pasons” and oneyear term limits for boad members. Also, the source of the
languaein the purpose statement ("survival counsling and free classesin survival
techniques') comes from this doaument.

Employee Handbook

The Employee Handbook(updded Oct. 2002 appears to be complete and straightforward.
Thedoaument covers bendfits (dental induded), leaves of absence, sexud harassment and
subgance abuse, professiond behavior, and other standard procedures.

Theentire QProfessiond BehaviorOsection of the Employee Handbookis worth quoing
here:

Prdfessional behavior encompassesthe support and concernfor the well-being of the
Certer's consumers whatever their needs may be. Unprofessional behavior is
behavior that puts a consumer at risk through possible exploitation of his/her
deperdence, sense of isolation, and/or needness. In its subtles form, such behavior
creaesanenvironmert in which the emfdoyee's needs arebeing met at the expense
of the consumer(s) well-being, self esean and sense of secuity. The Director should
know of arny close social relationships betweenconsumer and staff. Romartic and
sexual relationships betweenconsumersard staff arestrictly forbidden

The Director should also be informedof any financial trarsactons between
consumersand staff. These trarmsacionsinclude, but are not limitedto, employmert
of consumersby staff, the selling of goods by consumers to staff, and the borrowing
of money by staff from consumers and vicevers.

Staff should bearin mind the vulnerahlity of consumers whencarrying out such
tramsacions and ahide by the Direcbor's instructions or prohibitionsin thisregard
Employmernt of consumersby staff should be non-exploiting. Thatis, consumers
should be paid atlead the Massachusetts minimum wage, preferady more depending
on the skills requiredfor the work done. Consumersmust be paid the fair market
value of goods sold to emdoyees Any acion that could ham consumersmay result
in termination of emgdoymert in accardance with termination procedure.

Assessment: The Professiond Behavior section of the Employee Handbookis particularly
relevant in light of recent controversies.
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Recommendation: Efforts should beredoubkd to make sure staff have interndized these
conaepts, and to communicate to the ASC community tha staff have doneso.

Behavior, disciplinary action, grievance/appeals procedures

ASC recently adopted (1/1807) new doauments that guide behavioral norms, disciplinary
action, and appedls procedures (see Appendix E). These doauments are improvements,
both in terms of the guiding prindples, but also in terms of practical consderations and
communicating expectationsto consumers and others more effectively. The doauments
reflect subdantial inputfrom staff and consumers. At the bi-monthly ASC Open Forumon
December 14, 2006 the major discussion topic was QVha makes you feel safe (at home,
in the world, and at the Survival Center)20Consumers, volunteers, staff, and Board
members came up with alonglist of conaepts tha fed directly into the Policy Review
Committee( drafts.

Theresult is acodeof condud¢ doaument tha appliesto all who cometo ASC (notjus
conaumers). Thedoaument is optimistic and assumes the best. Thereisalso adisciplinary
action doaument tha clearly specifies severa levels of action, ranging from verbd
warnings to oneday/oneweek/one month sugpensons to pemanent and police-
enforceable Qrespass notices.OFindly, thereis a description of the appeals process. Key
features indudetwo ASC Board members who are appointed to be human rights stewards
and a grievance committee with a permanent Char. Catharine Porter, UMass Ombudsnan,
has agreed to serve as the Chair of the Grievance Committee.

Thenext step will beto communicate these policiesto everyoneinvolved with ASC, and
to assure everyonetha ASC is organized and prepared to respondeffectively. If ASC can
succeed with the communicationsaspect, there will beno concern tha staff are Gnakingit
up as they go,Othose disciplined will bemore likely to undestand the process, and ASC
will have an oppatunity to address complaints and concernsthemselves (ingead of outside
agendes, 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 theresponsbility of
implementing effective behavior, disciplinary, and appeals palicies and procedures.

Recommendation: The Policy Review Committee should receive thefull suppot and
coopeation of theentire ASC community.

Fiscal Procedures Manual

Thereisadoaument called GBome Fiscal Procedures (updaed 2004)Oand beginswith the
following disclaimer: Qhese procedures are only afraction of the Fiscal Manager@3 tasks,
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doaumented for @mergencyOpurposes only.OA more comprehensve set of procedures,
other than the Fiscal Manager Job Description reviewed bdlow, was not available.

Themanud givesingructionsfor amanud method of doing payroll (rather than
Quickbooks which istheregular ASC system). Making deposts and paying billsis also
explained. Nothing more is clarified. Budgeing and budge tracking, for example, are nat
addressed.

Thee are dso severa additiond doauments tha relate to payroll proceduresin particular
going back several years. It is notclear tha these very specific software indructionsare
still useful.

Assessment: Clearly attempts have been madeto provide structure and trangarency,
thoughtheresults are uneven.

Recommendation: The Finance Committee should augment these doauments and
systems, thuscontributing to solid suppot for, and oversight of, the Fiscal Manager.

Role of the Board

The"Role of theBoard" document, dated July 20@B, is very standard. Oneitem of interest
mightbetheonly sentence tha appears unde the heading GExpectationsof Board
Membe's.O

All Board members are expectedto be part of atleas one committee because the
committeesare where the work of the Board gets done.

In additionto thefact tha many Committees do nat currently exist at all, it cannotbethe
case tha every Board member is currently serving on at least onecommittee.

In terms of boad recruitment, therules are anbiguous First, therulesrefer to and quoe
Qhe current procedure for bringng on new boad members,Obut no doaument tha
containsthis language has been made available.

Second,the quoted procedure does not specificaly say tha progoective members mug be
voted on by theBoad, and if so, wha propationisrequired. Ingead, the doacument says
Of people oppo® therecommendation, the personis notinvited to join. If people arein
favor of it, the person is then invited to come to the next Board meeting. OAnd at the third
boad meeting the person attends s’he becomes aboad memberN automatically, it would
seem. Thisideatha people are accepted unless specifically rejected at the beginning of the
processis reinforced by another sentence later onin the doaument (notwithin the
excerpted procedures): Ot is not amatter of the Board accepting or rejecting the person; it
isamatter of the person accepting or rgjecting Boad membership.OBut the end of this
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section suggests otherwise. It mentionsGwkward occas onssuch as a person showing up
and asking to beonthe Board or assuming ther right to join,Oand explainstha Board
membership is by invitation only, and only thefull Board can authorize tha invitation.O

Assessment: Board recruitment procedures are unclear, thoughthis has notbeen a
hindrance in practice.

Recommendation: Policies and procedures should be clarified and made consstent. The
Board should then beinformed of thenew languaye and conform to it in practice.

Statistics Procedure

Thisdoamentis very roughand cursory. There are, in practice, several systemsto collect
daaandtrack program perfformance, butthey are not reflected in this doacument. Statistics
should be subsumed within Monitoring and EvaluationQpolicies and procedures, which
currently donat exist. Data should betracked in order to improve programs, manage staff
and volunteers, evaluae programmatic impact, and to communicate with the puldic, media,
fundes, and other audiences. Time and andytic ability are preconditionsfor thisto

happen.

Assessment: Statistics are notbeng tracked systematically and accurately.

Recommendation: Aptitudefor statistics, and program performance tracking generaly,
mug beahigh priority in selecting a new Executive Director.

Conflict of Interest Policy

In the management letter accompanying the FY 06 audit, the auditor recommendsadoping
aconflict of interest policy, in order to comply with IRSrules. A conflict of interest pdicy
would beagoodway to hdp address some of the particular kindsof concernsthat exist
about ASC. For example, in FY 06, a son of one ASC employee was hired in a subgitute
capacity and earned about$2,200tha year. After lookinginto it, it is clear that the hire
was very appropriate, and therelationship was nota secret. In fact, it wasabig hdp to
ASC whilein apinch. Typically, aconflict of interest policy does not alter these kindsof
arrangements, butrather makes sure that the processis trangoarent.

Assessment: ASC has no conflict of interest policy, butthingsdo hgppen at ASC that such
apolicy would require disclosng.
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Recommendation: ASC should adopta standard conflict of interest policy as soonas
possible.

E. Communication, transparency, inclusion, participation

Trangparency, indudon, and paticipaionare goad for any organization, butthey are
paticularly appropriate for ASC@ modd, and given the kindsof controversiesit has
endured. Thefollowing measures would not be difficult for ASC:

¥ Pog more onthe ASC web site: Board/Advisory Board/staff lists, 990 this report,
feedback form, e-newdetter sign up form, Center news, volunteer oppotunities,
volunteer appreciation, etc.

¥ Continuethe precedent of facilitated Open Forumsfor consumers, staff, Board
members, and anyoneinterested in ASC to share thar perspectives aboutwha
works and wha does not

¥ User survey (onepage handou
¥ Suggestion box
¥ Regular op-edsand lettersto editor, and media outreach

¥ Nominae aconsumer to every committee, and indudeother Griendsof ASCO
everywhere possible

¥ Make more Board meetings or parts of meetings open to the pubic

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

In order for ASC to really move beyondits troubled period, it needsto make some big
changes. But it also needsto communicate effectively tha these changes have been made
ASC should plan an GDpen HouseOor ARe-dedicationCevent in the near future that is
designed to acknowledgethe past, apologize to thase who fed victimized, describethe
changes tha have been made symbolically draw to a close its difficult period, and
generate excitement abouta new Executive Director and areinvigorated organization.

F. Monitoring and Evaluation (M&E)

Small direct services organizationslike 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 Chtatistic ProcedureO

discussed above and are mogly geared toward specific fundes and fundraising in general.

Effective M&E creates inputfor internd management and program decisionsin order
maximize program impact and make mid-course corrections M& E should provide
feedback for individud grants, butalso for overal program areas (indgpendent of funde).
A fundioning IT infrastructure, and staff with andytic ability, are also prerequisites.

funde as each deadline approaches, or reflexively repeat the same process as previous
years withoutconsdering validity. Datais notused interndly in any systematic way.

Recommendation: Develop an M&E plan which describes the kindsof outcomes thet
fundes want to see, and which also connects to ASC@ own gods. Arranganents should
leo be madefor appropriate I T infrastructure and skills acquisition.

fAs@e&ment: M&E isad hocat ASC. Staff scramble to develop numbers to satisfy each \

)

G. Public policy engagement

There are a least three reasonswhy ASC should consde becoming more actively engaged

in relevant public policy:

1. Once ASC is stabilized, it would make sense for the organization to leverageits
authoritative first-hand experience with hunge and poverty into effective policy
activities. Public policy activities represent the opportunity to serve ASC@ target
popuktionin new ways, and hdp improvethe policy context poorpeople opeate
within.

2. Public policy isaway to g& beyondband-aid solutionsand begin to address some
root causes and systemic problems that lead directly to thekindsof struggles
ASCQ@ consumers face. Thisideais expressed in the form of arecommendaionin
Board report daed Novembe 1999 Thereport refers to an action plan to achieve
this objective, butthe plan itself was notavailable.

3. Public policy isaso connected to state and federal funding for humen services,
whichiscritically related to ASC and ASC conaumersOsuccess.

While many nonpofits refrain from policy activities out of concern that they will
jeopadize thar tax-exempt status, thelaws are actudly much more permissive than
conventiond wisdomwould suggest. Therule of thumb is to avoid endorsing specific
pieces of legidation or candidates for office. ssues advocacy is notonly legd, but
compdlingly related to ASC@ mission and thematerial interests of its consumers.

a

Page 38 of 63

www.policydevelopment.org



POLICY DEVELOPMENT

Assessment: ASC does notengagein public policy.

Recommendation: Getting informed, and offering first-hand perspectives, hasthe
potential to make areal and susained difference for ASC andthe people it serves.

H. Space

ASCQ@ spaceistoosmall. A day at ASC is an exercise in shifting tables and boxes and
carts fromroomto hdlway and back to another room. The sequence mug betimed
perfectly or there isadomino effect and several activities are thrown off schedule. At
lundh, it ishard for the able-bodied to get to an empty seat, and almos impossible for less
mobile people to get situaed.

ASCQ space is owned by the Town Amherst. While the Town of Amherst contributes
about$35K to ASC every year, it also takes back about10% of that intheform of a
reduced rental arrangement. According to the FY 06 audit, ASC@ lease (has ayearly
option for renewal at the sole discretion of the Town of Amherst. OAccording to Amherst®
Director of Community Services, the space mug be re-bid every ten years, and June 30,
2007will betheend of thecurrent ten year period. Other organizationsmay submt other
ideas for use of the space. ASC will also have to submit apropos if it would like to
remain in its current location. The Director of Community Services hopesto begin there-
bidding process in the next couple monthsin order to condudetha process by June
thirtieth. There also seemed to be a possibility tha oneor more one month extensonsto
ASCQ@ lease might be necessary if there-bidding process starts late or lasts longe than
anticipated.

The Director of Community Services stated that the Town had no particular agendafor
ASCQ space, and he aso could notthink of any other Town-owned spaces that might be
available and suitable for ASC.

Severa peopleingdeand outside ASC have suggested the currently vacant space at 159
North Pleasant Street, behind Ren@ Mobil Station, and which was mos recently occupied
by the Salvation Army (arelated use). The space is owned by William H. Leader of
Springfield, and is appraised at $48940Q The owner@ intentionsfor the space are nat
known.

Some people are conaerned that if ASC moves, it will lose the homey/folksy feeling tha
has been built lowly over thelast thirty years. A new space, some imagine, might be cold
and antiseptic like a prefab-looking office pak or amall.

But mod agree that the space istoo small, and an gppropriate new space should be
pursued. It is aso important that moving to anew space does notlead to adecrease in the
value of theTown@total cash andin-kind contributionto ASC. In fact, thereis no clear
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rationde for the back and forth transactiond cods of charging an almog symbolic rent of
$300,50 perhapsthe Town@ contribution could actudly increase. That said, the Town of
Amhedtisinafinandal crissright now, andit ismore likely tha funding will bereduced
if thereisachange

Food storage space isinaufficient.
In general ASC is often messy and dirtyN inddeand outside

Parking istightand dangeoudy close to the building entrance. Overflow parkingis
located on the other side of a dangeousintersection.

Thereisnooutdoorspaceto linge onanice day, or to pause to cha with friends Better
signageisneeded. Signsshould bein Spanish and English.

Thefence tha surroundsthe ASC buildingisin disrepar. ASC should contact the Town of
Amherst to fix it. In generd, there is confuson about which indoorand outdoa
maintenance issues are ASC@ responsbility, and which are the Town@ responsbilities.
Thisissue should beclarified.

The cogs of building maintenance are shared between the Town and ASC, according to
whether or notthework in question relates to ASC@ uniqueuse of the space. While the
ASC audits lists about$11K/year for @epairs and maintenance, OASCB internd finandal
statements bresk this nurber down such that ASC@ portion of these shared cods are not
more than $5K annudly. It would seem tha sharing these cods are on a case-by-case
basis, and tha there could be more controls to ensure they are evenly shared. ASC paysfor
all utilitiesaswell ($9K in FY 06).

Related, the Town building ingoector visited ASC on Augug 1, 2006. He foundseverd
violations only some of which are ASC@ responsbility. Emergency lights, exit signs and
variousholes in the ceiling would appesr to bethe Town( responsbility. Thereport says
(B0 days to correct,Obutthere is no sign that any of these violationshave been corrected.
(See Appendix F for actud report.)

/As@e&ment: Mog agree that ASCG space is notits biggest asset. It is messy/dirty, not \
well-maintained, much too small, inaccessible, and potentially unavailableto ASCin a
matter of months

Recommendation: ASC should form a committee to begin a concerted search for new,

subsdized or bd ow-market rate, space immediately. ASC should also combineits own

remedial work with outreach to the Town to beagoodlandlord. A cugodian postionor a
Qeaning service should be consdered.
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[. 1T infragructure

Thecomputers at ASC are barely usable. Thefivework stationsare congantly failing, and
only one(by design) is connected to theinternet. There is an office network, and al files
are stored on aserver. Except theserver is actudly a modified sixth work station.

ASC uses Verizon DSL for its Interng connection, and uses Cywivalcenter@verizon.netc')
asitsonly email account ASC does nothave its own domainN nether for email norfor its
web site, which is Qvww.people.umass.edu/suppot/asc/ .O

The ASC web site also presents many oppotunities to extend ASCQ reach. For example,
ASCG Orrash to TreasuresOproject, which matches furniture donois with furniture buyers,
would bewell-suited to a Ssmple interactive web platform.

Onepractica implicationistha staff cannotsend and receive email that is sengtive,
because they do notknowwhowill read it. Andit isalso nearly impossible to
communicate with anyoneat ASC via email.

/As@e&ment: ASCQB T infrastructure is completely untenable.

Recommendation: ASC mug get aprope server, network design, and modan work
stations ASC should aso purchase its own domein and assign each staff member thar
own email accounts. The ASC web site should betranderred from the UMass server. A
computer skillsinventory, followed up with appropriate training, would also bea good
kinvestment.

)

J. Telephones

Thecurrent telephonesystem is notreliable. When onecalls ASC, they either get a
volunteer or thevoice menu system. Thevolunteer isdisabled in such away tha it is
amog impossible to undestand wha sheis saying, and sheis often unable to trander calls
to voicemail.

K. Truck

ASC usesits own late modd Ford F-150full-sized pick up, and an aging van tha bdongs
to avolunteer for food pickups Neither vehicle is big enoughon many days. Andthe
volunteer@ vehicle is unreliable because it is old, but also because it is the persond vehicle
of avolunteer. The Board recently approved $7,000 to purchase a secondtruck, buta
reliable work truck cannotbe purchased with tha budge. ASC should begin a campagnto
get adiesal box truck donded. Leasing abox truck could cog about$500per month, and
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ismaintenance free. And especially since ASC trucks stay local and thusdo notputona
lot of mileage, this could make more sen<e.

Assessment: ASC vehicles cannotmeet current demands

Recommendation: ASC mug either reduce food pickups(as propo%d in thisreport),
purchase a secondtruck, or replace theexisting one with alarger one Inthelatter two
cases, leasing and fundraising (cash and in-kind) should be pursued.

L. Transportation

/“Assessment: ConsimersOneed to get from downtown Amherst to ASC; or from area I
churches, where they often gofirst, to ASC (thereisabusstop rightoutside). Local clergy
have expressed a need for better coordinaion.

Recommendation: Poging and providing handoutdirectionsat these locationscould
make a big differenceN both for consumers and for other inditutionstha would like to
krefer more effectively. j

M. Merging with another organization

Some have suggested tha ASC dissolve as an independent corporation and ingead become
aproject of alarger regiond organization such as the Center for Human Development
(CHD), or ServiceNet. Configured thus ASC would have to conform to the professiond
standadsof the parent organization. Much of the shabbiness that is taken for granted at
ASC would likely beeiminated immediately. Professond standadswould beimposed on
the staff. Many of the problems at ASC would beresolved very quickly in this scenario.

A weekend lundh program in downtown Amherst called Not Bread Aloneisunde the
umbrella of CHD. Theprogram is consgdered well-run, and at |east onestaff person spesks
favorably of therelationdhip. Specifically, she mentionstha CHD respects their autonony,
and at thesame timeis able to relieve the staff of time-conauming administrative work.

But others explain tha much of what makes ASC so uniquecould bejeopadized unde the
auspices of another organization. ASC pridesitself on being agrassroots, community
organization, and being taken over would notbereceived well, and might notwork either.
All agree tha mergers and conlidaion are inareasingly the nomrm, and tha the scarcity of
resources often leaves no aternaive. But many are okay with ASC beng an endangeed
species. For some it isasource of pride Andif theorganization aggressively and
effectively pursuesits own trandormation, ASC could be viable as an autonanousentity.
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Convesdly, ddays or hdf-hearted reforms would quickly make takeover thebest option.
Takeove would also bethe best optionif ASC were acompletely nonfundioning
organization. But at this point, thisis notthe case. In fact, significant postive changes have
been happeaning throughoutthis assessment process.

It should a'so bementioned that while pursuing animmediate takeover or merger with an
organization like CHD or ServiceNet might notbeideal, nether would it be a disaster.
Small organizationsfrequently make this trangtion with great success. And the near- and
longe-term bendfitsin terms of qudity of service and stability are compdling Thesameis
likely to betrueif ASC commitsitself in thisdirection. If ASC does chose this course (or

if itisforced to), this course of action should not be consdered a defeat by any means But
to theextent tha ASC aspires to be something different, andto resist this larger trend,
ASC shouldN at this pointN be given the oppotunity, and the suppotive environment in
which to do so.

Onemiddle groundapproach may beto increase collaboration with the Northampton
Survival Center (NSC). A site visit to NSC was conduded on December 13,2006.(For the
full report fromthat visit, see Appendix G bdow.) NSC is run extremely well, and there
are many efficiendes tha could result from combining work tha both organizationsdo
such as food pickups volunteer recruitment and coordination, vehicle purchasing,
fundraising and communications marketing, monitoring and evaluaion, boad oversight,
etc. Collaboration could rangefrom minor coordination to merging thetwo organizations
In a scenaio where thetwo organizationsmerged, one Executive Director could oversee
both organizations and a portion of the savingscould contribute to a highe salary level
commensurate with the new level of responsbility.

@semsment: Merging with arelatively large organization like CHD or ServiceNet is nch
thebest optionfor ASC rightnow. Even pursuing this possibility with a smaller
organization like the Northampton Survival Center risks distracting ASC from urgent
stabilization efforts.

Recommendation: Once hired, ASCG new Executive Director should lead the effort to
build a high-performing and autononousorganization with several creative and effective
collaborationswith other organizations At the same time, the possibility of merging more
subdantially with another organization like the Center for Human Development,
ServiceNet, or the Northampton Survival Center is agood@Plan BO(for example, if the
ED search process breaks down).

\ /
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