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Introduction

Congratulations on becoming an Executive Director! The job of an Executive Director is
filled with many challenges and joys. You have an opportunity to make a positive impact on
the wellbeing of an agency, its staff, and the people it serves.

Being an Executive Director also requires a constant balancing act. You need to consider the
big picture of the agency’s mission and goals, while simultaneously managing a constant stream
of small details. You need to balance the needs of the clients, the staff, the Board of Directors,
and the funders.

As you start this new position, all the demands can seem quite overwhelming. Carter
McNamara, an international expert in organizational development and the creator of the Free
Management Library, says, “The experience of a first-time supervisor or manager is often one
of the most trying in their career. They rarely have adequate training for the new management
role -- they were promoted because of their technical expertise, not because of their managerial
expertise. They suddenly have a wide range of policies and other regulations to apply to their
subordinates. Work is never "done". . . They can feel very alone.”"

This Orientation Manual has been developed to make your job easier and to give you a guide
to the many priorities and tasks of your position. We have included background information,
suggestions, checklists, and charts that you can use. The manual has been written so that you
can easily find the resources that you need when you need them.

The manual is divided into five sections. “Running an Organisation” gives introductory
information on definitions, risk management, funders, policies and procedures, public
relations, interagency collaboration, electronic resources, and Year at a Glance planning tools.
Finances looks at budgeting, financial monitoring, financial statements, audits, and financial
personnel. Programming outlines the processes you can use for strategic planning, developing
a Project Logic Model, proposal writing, evaluation, and fundraising. The Board of Directors
section introduces the different types of boards, bylaws, board orientation and manual, decision
making, and working with the Board. Finally, Human Resources looks at hiring, staff
supervision and performance management, team building, termination, and exit interviews.

In the midst of your position’s challenges, remember to take care of yourself. It is easy to lose
yourself in your new role because the demands of the job are many and the work is never done.
Remember the leisure, recreational and family activities that you love and make them a priority.
Find another Executive Director who can be a mentor to you and meet with her/him regularly.
Regulate your work hours and watch for signs that you are becoming overstressed. And finally
— enjoy your job! Enjoy the unique opportunity to impact others at both a macro and micro
level. Enjoy the relationships you form with staff, funders, board members and participants.
Celebrate your successes. Celebrate every time you make a ‘good hire,” increase funding, give
your staff a raise or add a program.

1 Written by Carter McNamara, MBA., PhD, Authenticity Consulting, LLC. Copyright 1997-2007.
Adapted from the Field Guide to Leadership and Supervision. Retrieved January, 2008 from
http://www.managementhelp.org/suprvise/mng_slf.htm,
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From the mouths of
Executive Directors

My advice to a new
Executive Director

Breathe. If you have a strong mission and vision, it will
guide you and your staff through all the times that seem
devoid of hope. Stay connected to the people you are
serving.

You have a very important job. Lots of responsibility and
accountability. But very valuable work.

Good luck! Have fun & take everything in stride. Be
mindful of the inter-personal politics!

12




D R R R M R R A R AR A AR AN A AT

|
D
®
®
®
°
®
o

IS LT NP SN SN SN SN SN S DV S SN SN SN SN SN S OV S SN SN SN SN SN S SV S SN SN SN SN S S LV SN SN SN SN SNE SNP DV D S SN SN SN S SN CVE S SN SN SN SN SN S SV DN SN SN SN SN S CVE D SN SN SN SN SN DN LV DN SN SN SN S
[ ]
R B Ty

&
2

L B B BB BE L BE L B BB BEBEBEBE B N BB BEBEBE B B BB BE L BE BE B N BB BE L BEBE B BB BEBEBE BE B N BB BEBEBEBE B B BEBEBE B B BB BEBEBE BE B NI BEBEBE BE B B BEBEBE BE B BB L BE B BE BB BB B BB



Oeeeo e V=

Running a
Non-Profit

14

In this Section

What is an Executive Director
Overall Functions
Major Functions/Accountabilities
Definitions
Not-for-Profit Organisation
Non-Registered Charitable Organisation
Charitable Organisation
Incorporation
Table A: Advantages & Disadvantages of Incorporation
Sponsoring Organisation
Funders
Funding Contracts
Reporting to Funders
Narrative Report
Financial Report
Form 1: Agreement Summary Form
Site Visits
Risk Management
Insurance
Emergency Preparedness
Form 2: Emergency Preparedness Questionnaire
First Steps
Policies & Procedures
Definitions
Table B: Sample Policy Development Matrix
Form 3: Policy Development Matrix
Contents of a Policy Manual
Personnel
Service Delivery
Financial
Critical Incident Forms
Form 4: Critical Incident Form
Legislation Affecting Non-Profits
Public Relations & Relating to the Media
Communications Planning
Promotional Activities through the Media
Press Release Tips
Media Strategies
Other Promotional Activities & Events
Collaborating with other Organisations
Electronic Resources
Email
Internet
Year at a Glance
Form 5: Year at a Glance Table



~{)?
What is an Executive Director? M\\
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A Executive Director is the person who is primarily responsible to carry out the
strategic plans and policies of an organisation, as established by the Board of Directors. As Running a
such, the position involves a number of major functions and responsibilities. The list below Non-Profit
outlines the most typical of these functions, as well as identifying where in this manual these

functions are addressed.

Overall Functions:

1) To implement the strategic goals and objectives of the Organisation

i1) To work with the Chair, enabling the board to fulfil its governance function

ii1) To give direction and leadership toward the achievement of the organisation’s philosophy,
mission, strategy and its goals and objectives.

Major Functions/Accountabilities

LEADER
Advises the board (p. 111-123)

Advocates / promotes the organization ensuring positive
public relations (p. 38-43)

Supports and motivates the employees (p. 137-142, 146) From the mouths of
Executive Directors

VISIONARY / INFORMATION BEARER One of my highlights:

Ensures that the staff and board have sufficient and up-to-

date information Working with so many different

people — staff, the kids, the com-
munity, funders. All whose desire

is to keep kids safe and provide
Liaises between organisation and community opportunities 7

Looks to the future for change opportunities
Liaises between board and employees

Liaises between funders and the organisation

DECISION MAKER
Formulates policy and planning recommendations for the board (p.31-35, 81-87)
Decides or guides operations by staff (p. 134-146)

15
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Oversees development, delivery and quality of programs (p.81-103)
Manages human resources, according to personnel policies and procedures (p.125-146)

Manages financial resources, including annual budget recommendations and managing finances
within the agreed-upon budget guidelines (p.53-78)

Manages risk and emergency preparedness (p. 24-30)
Manages the facility and physical resources

BOARD DEVELOPER

Makes recommendations and supports the board during orientation and self-evaluation (p. 117)

Supports operations and administration of the board by advising and informing board members
(p.122-123)

FUNDRAISER

Oversees fundraising planning and implementation (p.106-109)

Researches funding sources, establishes strategies to approach funders, submits proposals and
keeps fundraising records and documentation. (p. 95-105)

From the mouths of
Executive Directors

One of the Greatest Stressors

The diversity of skill sets required — from
how to change a fluorescent/fix the phones/
set the light timers to negotiating a union
contract and having to deal with staff to the
knowledge base of the issues and the client

care requirements
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Cogoh Cregéer
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Stress MaraGer Lobbyer
Bavncer Facility ManaGer

¢ the buck stops here Covriselfer Coach

List of roles that an Executive Director fills, as developed by the Manitoba CAPC Coalition.
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There are a number of terms that, as Executive Director, you need to understand.

Not-for-Profit Organisation

A not-for-profit organisation (or nonprofit) is a company or group organized for the purpose
of social, religious, charitable, educational, athletic, literary, political or other such activities.
Although there are many different kinds of not-for-profit organisations, they all have one thing
in common: the people involved in the not-for-profit organisation cannot use it to make personal
financial gain. Nonprofits have four fundamental factors: they are composed of members,
governed by a volunteer Board of Directors, cannot receive any financial gain and their power

is limited to their mandate.

by a volunteer Board
of Directors, cannot
receive any financial | cparitable Status
gain and their power
is limited to their
mandate.

Non-Registered Charitable Organisation

Nonprofits have four A non-registered charitable organisation, also known as a non-profit
fundamental factors: organisation, normally operates without a charitable number. The

they are composed of | absence of a charitable status limits its ability to obtain grants from
members, governed registered charities like foundations and the local United Way.

Charitable Organisation

A charitable organisation is one which is registered as a charity with the

Canada Revenue Agency (CRA), the government department responsible
7 for granting charitable tax status.
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One of the major advantages of having charitable status is the ability to issue receipts for
income tax purposes to donors. This can be a major advantage when soliciting for donations.
It also increases the organisation’s eligibility for funding from other charitable organisations.
Additionally, charities receive certain tax exemptions.

Not to be overlooked, however, is the fact that registered charities are also subject to a number of
regulations and restrictions. One such restriction is the limitation on a charity’s ability to
advocate for a specific cause. Currently, groups with charitable tax status can only use 10% of
their budget for advocacy. Charities are also required to file annual Registered Charity Informa-
tion Return. The filed information becomes part of the public record and is available to

anyone requesting access to it, along with other official documents about the organisation.

Charitable organisations are legally required to submit a Registered Charity Information Return
on an annual basis, within six months of the fiscal year end. A portion of the submitted informa-
tion is available to donors and the general public on the CRA website. A sample of the

current form can be found in Appendix C.2.



If your organisation is a registered charity, it is important that you stay up to date on

changes within the department. The CRA website is http://www.cra-arc.gc.ca/ Oeeeee=

tax/charities. It is advisable to also subscribe to the “Charities — What’s New” email

newsletter at www.cra.gc.ca/eservices/maillist/subscribecharities-e.html. Running a
Non-Profit

If your organisation is not yet a charitable organisation, you may want to discuss the
possibility of applying for charitable status with your Board of Directors. The approval

can take anywhere from six to 18 months and requires applicants to provide an extensive
amount of information. The application form can be found at http://www.cra-arc.gc.ca/E/pbg/
tf/t2050/t2050-01¢.pdf

Incorporation

A corporation is a legal body. This status separates the organisation from its members.

Incorporation is the process of registering with a government body, and thus becoming a
corporation. A nonprofit can incorporate either federally or provincially.

Below is a list of some of the advantage and disadvantage of incorporation:

Table A: Advantages and Disadvantages of Incorporation

Advantage Disadvantage

Legal status that identifies the corporation | Requires annual corporate filing
as a separate legal entity, apart from its

members.
Can enter into contracts as well as buy and | Must file an annual information return with
sell property Canada Customs and Revenue Canada (see

Appendix C.2)

Individual members are shielded from li-
ability
Increases credibility with funding bodies

Enhanced ability to address issues with
members (for example, removal,
expulsion)

Once your organisation is incorporated, you are required to file an incorporation return on an
annual basis. Appendices 3 and 4 provide copies of the Manitoba Articles of Incorporation and
the Annual Return.

Sponsoring Organisation

An organisation that receives funding and holds legal responsibility for a funded project.
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Funders
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Running a Your relationship with your agency’s funders is one of the most important aspects of your job.
Non-Profit |t i5 a relationship that needs to be fostered. It is important to understand what your funder re-

quires of you and to comply with those conditions.

Funding Contracts

Funding contracts are legally binding documents outlining the obligations of both the
recipient organisation and the funder. As such, you need to thoroughly understand the
agreement’s conditions and requirements. To assist in this understanding, it is important to
read the agreement, ask questions of the funder, discuss it with your Board of Directors and
only then should it be signed. Because funding agreements cannot be changed, it is important
that both you and your Board of Directors remember that you are accepting the funds based on
the terms of the agreement.

Your relationship

We have included an Agreement Summary Form. You can complete the
form indicating the terms of your agreement. This will give you a quick ref-

with your erence sheet. You may wish to staple a copy of it to the front of the file. Any
agency’s funders dates should also be transferred to your “Year at a Glance” calendar (see pp.
is one that needs | 49-51).

to be fostered.

/4
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Reporting to Funders

Your relationship with your funder does not end with the approval of the funding or the sign-
ing of the contract. You are responsible for spending those funds as approved. In order to dem-
onstrate that you are using the funds as agreed upon, you will generally be required to provide
regular reports. Each funder will communicate which types of reports they require. The most
commonly used reports are narrative, financial, and project workplans. We have described the
narrative and financial reports below.

Narrative Report

The narrative report is also known as a progress, mid-term or final report. It describes the pro-

gress made towards completing your proposal’s goals and objectives, as well as the final re-
sults. It also highlights the challenges you faced, whether and how you overcame them, and the
grant’s results.

The narrative report details the program’s activities and the achievement of objectives. Topics
often included:

e Achieving the goal and objectives of the program/project

o Listing the activities undertaken

e Reporting on program outputs, such as number of participants
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e Reporting on participant satisfaction m\

o Evaluating program outcomes, such as how the activities made a difference to OeseeeV=
the target population

e Exposing the program service delivery challenges faced Running a

e Providing solutions for overcoming those challenges Non-Profit

e Recording and disseminating the project’s best practices and lessons learned
o Relating your activities to the funder’s priorities

Financial Report

T'he financial report is a statement of how the funds were used. The reported expenses
need to both be eligible expenses for the individual funder and correspond to the
approved activities. Again, the format will be defined by the funder. Most often the
categories include:

e Personnel (types of positions, number of positions, salary paid per position,

benefits)

e Travel

e Program Expenses

e Overhead (including rent, utilities, etc.)

e Equipment

o Contributions from other sources

Its important to note that the financial report needs to correspond to the approved
budget. Many funders have specific processes and guidelines in the event that you need
to move funds from one budget category or line to another. When in doubt, double-
check with your funder!

Site Visits Site visits provide
M ost core funders will meet with their funded agencies at least once a you with an

year. These visits provide you with an opportunity to show the funder opportunity to show
how their funds have made a difference in the organisation and to the the funder how their

beneficiaries. It is a chance for you to convey both the achievements and | fiynds have made a

challenges that your program has experienced. difference in the

For the funder, site visits serve as one primary source of their on-going organization and to

monitoring and ensuring accountability for the funding. During the visit, the beneficiaries.
they will be looking for documentation that the organisation is complying
with the funding agreement. Many funders will also be conducting some
form of a risk management assessment, to ensure that the organisation is
administratively and financially sound.

21



Prior to the first site visit, review documentation of previous meetings to see what
XXX their focus is. Most funders have a questionnaire or checklist that they use during the
site visit. Reviewing that document will help you to prepare for the questions that you
Running a will be asked. Ensure that your policies and your finances are up to date and easy to access.
Non-Profit Some Executive Directors find it helpful to keep a manual for each funder, including all the in-
formation that the funders will wish to see. The information and forms in this manual are in-
tended to ensure that you are prepared for your meetings.

Both you and the funder will have issues that you want to cover during the site visit.

Use this opportunity to do more than simply provide accountability. If possible, have

the funder walk around your project site and talk with different people. This will give them
a feel for the activities that their support is putting into practice. You may choose to have
one or two participants share their stories with the funder, if this is appropriate. You can
also ask for their feedback and any technical assistance or connections to similar projects.
They can connect you with other valuable resources.

Sometimes the funder will request that one or more board members join the site visit.

Because Board composition changes, this is an opportunity for them to explain the funding ar-
rangement and the Board’s legal responsibilities with the current Board of Directors.

The board may also take advantage of this opportunity by addressing strategic issues and

the organisation’s vision.

From the mouths of
Executive Directors

My advice to a new
Executive Director

Make sure you understand the entire scope of your
position

Pace yourself to avoid burnout.

Filing — if it doesn’t get done regularly, your desk will

devour you 7

22



Form 1:

Agreement Summary Form Ceoeeel=

Running a
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Funder:

Contact Person:

Phone Number: email:

Amount Approved

Term of agreement (years or months)

Reporting Frequency (e.g., Quarterly)

Important Dates

Expenditures

Column 1 Column 2 Column 3 Column 4

Expenditure by Total Cost Eligible Expenditures | Amount approved un-
Category Under this Agreement der this agreement

Total Expenditures
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Risk management is a way to address the possibility that some future event may cause harm.

It provides strategies, techniques, and an approach to recognising and confronting any threat
faced by an organisation in fulfilling its mission.

6isk management is as uncomplicated as asking ancm
answering three basic questions:

What can go wrong?

What will we do (to prevent the harm from occurring
and in the aftermath of any harm)?

\If something happens, how will we pay for it? J

In nonprofits, the focus is on avoiding harm to the persons that we serve. When things go
wrong, the impact goes beyond finances. The situation may impact on the agency’s chances of
survival, in terms of potential clients, staff, volunteers and/or finances.

Risk management provides a clear and structured approach to identifying risks. Having a clear
understanding of all the potential risks allows an organisation to measure and prioritise them
and take the appropriate actions to reduce losses. Risk management is important in saving re-
sources, protecting the organisation’s reputation, preventing both harm and legal liability, and
enhancing the ability to prepare for various circumstances.

Developing a Risk Management Plan

Many Executive Directors and their organisations are minimising risk without even knowing

that they are managing risk. A risk management plan simply involves formally identifying
potential risks and minimising their possibility. In many nonprofits the focus of the risk man-
agement effort is on:

e Screening volunteers to protect clients from harm

e Checking motor vehicle records for all employees and volunteers driving on the non-
profit’s behalf

e Developing board orientation and training materials
e Coordinating the development and consistent use of employment practices

o Negotiating the availability of bank credit and purchasing property and liability insur-
ance to address the organisation’s principal exposures

o Ensuring appropriate accounting practices



~)
\‘,
e Addressing hazards associated with the organisation’s fundraising events m\
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e Recommending policies and procedures that protect the organisation from
liability when it enters into relationships with partner or affiliate organisations

Running a
Non-Profit

There are a number of excellent resources to assist you in developing a Risk
Management Plan. These include:

ChecKlist:

The Non-Profit Organization Self-Evaluation Checklist, developed by Ginsler & Associates.
Available at http://www.ginsler.com/documents/self evaluation checklist.pdf

Books:

Responsibility and Accountability: What Community-Based Programs Need to Know, Pro-
duced by FRP Canada. This booklet has some excellent resources on explaining risk manage-
ment and developing a plan. It includes a number of checklists including: Board of Directors,
Board Orientation, Financial Management, Human Resource and Volunteer Management, Risk
Management, and Insurance Policy.

Websites:
http://www.allianceonline.org/FAQ/risk_management/ In nonprofits,
what is_risk_management.faq the focus of risk

This website, sponsored by the Alliance for Non-Profit Management, has

management is
an outline on how to establish a risk management plan. &

on avoiding
http://www.ibc.ca/en/Business_Insurance/Risk_Management/ harm to the

The Insurance Bureau of Canada’s website provides helpful information persons we
and tips on risk management. serve.

4

http://www.managementhelp.org/legal/rskmgmnt.htm
The Free Management Library has a whole section on risk management.

From the mouths of Executive Directors

I stay an Executive Director because [ am committed to the
development & growth of the agency

o
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XXX Insurance

Running a

Non-Profit [ i important to ensure that your organisation has adequate insurance coverage. Your insur-

ance policy will be renewed on an annual basis. Approximately two to three months prior to
renewal, you should meet with the representative from the insurance company and review the
factors below. The few minutes that you take to understand your policy, ensuring that you are
adequately covered, can save the organisation time and money.

Liability Insurance:

O Have you checked with your funding agreement to see if there are insurance-related
requirements? If so, are they being met?

O Does it provide adequate protection for board members, management, staff, volunteers, and
the organisation?

Does it include wrongful dismissal coverage?
Does it include Employee Benefits Plans and Errors and Omissions Insurance?

Does it include abuse coverage?

aaaa

Is there a separate Coverage policy for Directors and Officers?

Building Insurance
O If you own the building, coverage needs to be based on replacement cost (i.e., the rebuilding
cost not the selling price).

O Ifyou rent, you need to check if building insurance is part of your rental agreement.
Determine who covers the cost of the premiums.

(0 Make sure that “frills” such as sewer backup, flood, blanket glass coverage and signage are
included.

Contents:

O Is your contents insurance based on replacement value? If you added any major purchases
during the year (for example, computers, photocopier), you need to let your insurance agent
know.

a

It is recommended to have an inventory of the contents and keep a copy outside the agency.

a

Do any of your items go off premises (for example, laptops, sporting equipment, projec-
tors)?

26
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Mechanical Breakdown Coverage: m\ |

O If there is a boiler in the building and/or roof-top air conditioning units that are your CShdddhdhdd—
responsibility to replace or repair, you will need this coverage.

Running a
Non-Profit

Other
O Are you required to be bonded? If so, additional coverage is required.

O Do your staff transfer clients/participants in their personal vehicles? Check if this is covered
by your insurance.

O Do you have money and/or securities (stamps, bus passes, lottery tickets) on your premises
that you need to be insured for?

O Is there business interruption coverage, to help you relocate your organisation, should a loss
occur?

O Do you have an extended volunteer base? If so do you want to provide them with some ac-
cident and sickness coverage, while they are volunteering for you?

Important Notes:

If, at any time, there is a potential threat of litigation from clients, staff or
any member connected to the agency, inform your insurance company
right away. Not keeping them informed might result in a loss to the
agency, as they may then refuse to cover the cost of the defence.

It is also very important to advise your agent regarding a theft of money
and/or an incident of employee dishonesty, as there is a limited time to
report this to the insurance company.

Also, if an agency has a change of risk (for example, no longer has an
alarm system, sprinkler system doesn’t work, new higher liability risk
program being offered to your participants), it is critical to advise your
insurance company of these changes. Failing to do so could allow them
to deny a claim due to a “Material Change in Risk.”
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Emergency Preparedness:
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Running a Emergency preparedness planning involves establishing a process for managing emergency
Non-Profit . . e e . .. .
situations and thereby minimising the impact on the organisation. It includes all plans,  pro-
cedures, contacts and exercises undertaken in anticipation of a potential emergency.
The federal, provincial, and municipal governments, as well as organisations and individuals,
all have a role to play in preparing for emergencies.

There are four primary steps in developing your emergency preparedness plan’:
1. Assess the potential risks
2. Protect critical functions
3. Identify the chain of command
4. Develop an emergency response plan

The following questionnaire will help you work through the four steps.

Form 2: Developing an Emergency Preparedness Plan Questionnaire

What are the most likely risks to your organisation? Yes [No

Severe weather/Natural disasters (blizzards, tornadoes, floods, extreme
temperature)

Communicable disease outbreaks (SARS, pandemic influenza)

Interruption of essential services (power, mail, water, public transit,
communications)

Damage to facilities (fire, water damage)

Computer failures (loss of data, cyber-attacks)

Labour issues (strikes, unsafe work environments, violence)

Proximity to railways and freeways (chemical spills, dangerous goods)

Terrorism (anthrax, explosive devices)

Radiological/Nuclear hazards (exposures, reactor incidents)

What functions or services are critical to maintaining your Yes | No
organisation

Have you prioritised functions that are critical to the continuation of
your organisation?

Are there other ways of maintaining those functions in the event of a
loss of key people, facilities, tools or technology?

28 ? City of Ottawa, Workplace Health website. Retrieved January, 2008 from http://ottawa.ca/residents/
health/environments/workplace/emergency_checklist en.html



Have you identified key partnerships upon which your organisation
depends (for example, food services, technology support, etc.)?

Does your workplace have effective health and safety programs?

What is the chain of command in the event of an emergency?

Yes

No

Have you identified the person in charge of emergency preparedness and
a back-up person? Who implements, maintains, and oversees the plan?

Have you outlined a chain of command with alternates and
communicated this clearly to your staff?

Have you considered how staff will be notified of an emergency and
created a contact plan?

Do you have an employee emergency info-line where employees can
access information quickly, such as whether or not they should come to
work that day?

Have you considered cross training staff, especially for critical business,
emergency, and health and safety functions?

What is the emergency response plan for your organization?

Yes

No

Have you created an emergency response plan? If half of your
employees were affected by a serious communicable disease how would
your organisation continue to function?

Does your emergency plan include initial response but also address
longer-term issues that may arise?

Is there a regular review process to ensure that the plan remains current?

Are employees familiar with the plan?

Have there been practice sessions to identify possible gaps in the plan?

Is your plan effective for all types of emergencies (a natural disaster,
communicable disease, loss of essential services or technology)?

X N N NN NS)—])

Running a
Non-Profit
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First Steps

a

Ensure that your organisation is part of your local government’s
Emergency Plan

Purchase a Weather Radio (with extra batteries)
Post evacuation maps

Maintain a complete First Aid kit

Purchase flashlights with spare batteries

aoaaada

Maintain a paper register of staff and, if appropriate,
participants

a

Maintain a 72-hour supply of food, water, hygiene products
and, if appropriate, medicine

a

Establish a meeting place

O Obtain a minimum of two emergency contacts for staff and
participants

a

Ensure that the facility has emergency lighting
O Establish a Pandemic Plan for the organisation

O Learn more about Emergency Preparedness Planning. The
following websites may be useful:

¢ Public Health Agency of Canada (PHAC): www.phac-
aspc.gc.ca

¢ Health Canada: Emergencies and Disasters: http://www.hc-
sc.gc.ca/ed-ud/prepar/index_e.html

¢ Public Safety (Safe Canada): www.safecanada.ca

¢ Manitoba EMO (Emergency Measures Organization):
WWW.gov.mb.ca/emo

¢ Manitoba Pandemic Preparedness: www.gov.mb.ca/influenza/
pandemic/index.html

¢ City of Winnipeg Emergency Preparedness Program:
http://winnipeg.ca/epp
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Policies are expectations, definitions, and courses of action agreed on by an organisation’s
Board of Directors. Policies can be general or can relate to a specific program. For legal and

accountability reasons, it is important for non-profit agencies to have policies which protect the
agency, its staff, clients/participants, and volunteers.

Procedures, on the other hand, refer to directions, instructions, and/or step-by-step courses

of action. Procedures may be part of policy or just practical knowledge. Basically, procedures
outline how you will implement a policy.

Policies are developed and approved at the board level, while procedures are internal matters,
generally developed by the Executive Director.

If you have not written policies before, you can look at other policies within your agency or at
other agencies. The Policy Development Matrix below will also be useful in determining the
factors that you want to incorporate into your policy. Form 3 and Table B, on the following
pages, provide a sample process.

From the mouths of Executive Directors
The most stressful part of being an Executive Director is:

Trying to maintain a healthy pace, momentum as well as the stress

level of staff working in this field of work
Having to wear many different hats

Maintaining a balance -- not becoming over-involved in the lives of
the women we assist

Curve balls - those days when you get nothing accomplished on the

“list” but attend to the issues that come out of the blue.
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Table B: Sample Policy Development Matrix

Issues

Example

Is there a foreseeable risk to:
A. Your program?
B. Your agency?

Yes - if an employee or volunteer working with chil-
dren abuses a child participant.
1t would affect participants, program and agency

How can you minimize the risk?

By checking if there is a recorded history of abuse

Make sure your policy is clear by tak-
ing into consideration the expectations
of staff:

a. Staff roles/expectations

b. Clients’ roles and/or expectations

Staff expectation: That their co-workers are treating
children safely

Staff role: To treat children safely

Clients’ expectations: That their children are safe at
the agency and are treated respectfully

Action Plan

a. Developing a policy

b. When by

c. Who is involved

Implementing the policy

d. When implemented

e. Who will monitor

f. Reporting to the board on implemen-
tation

a. Develop Child Abuse Registry Policy

b. for approval at next board meeting

c. Executive Director, in consultation with the Per-
sonnel Committee

d. upon approval of the Board
e. Executive Director
f. Executive Director

Input from

a. Staff

b. Volunteers
c. Board

d. Others

a. no
b. no

c. yes - Personnel Committee

d. Other organisations - check their policies

Are there costs involved
Who will cover?

Yes
We will cover the cost of the registry checks

Draft Policy

A Child Abuse Registry Check shall be done on all
new employees, volunteers and students as a condi-
tion of participation in the agency. The original
document shall be a part of the Personnel file. The
Child Abuse Registry check is to be completed every
second year, as a condition of continued employment/

participation.




Policy Development Matrix

Form 3 Oseoee =
Running a
Issues Non-Profit

Is there a foreseeable risk to:
A. Your program?
B. Your agency?

How can you minimize the risk?

Make sure your policy is clear by tak-
ing into consideration the expectations
of staff:

a. Staff roles/expectations

b. Clients’ roles and/or expectations

Action Plan

a. Developing a policy

b. When by

c. Who is involved

Implementing the policy

d. When implemented

e. Who will monitor

f. Reporting to the board on imple-

mentation
Input from
a. Staff
b. Volunteers
c. Board
d. Others

Are there costs involved
Who will cover?

Draft Policy
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/ Your Personnel Policies should meet with the Employment

\ General Accepted Accounting Principles (GAAP).

Contents of a Policy Manual

Your Policy Manual contains all the policies of your agency. We have outlined,
below, the types of policies that are generally included.

Standards Code in your province, which is available on provincial
government websites. In Manitoba, visit http://www.gov.mb.ca/
labour/standards/ .

Your Service Delivery Policy needs to be consistent with the
objectives and standards set by the funder and by the mandate of
the agency. It also needs to be consistent with the various
relevant Acts/Laws in your province, such as the Personal Health
Information Act (PHIA), Freedom of Information and Protection
of Privacy Act (FIPPA), Conflict of Interest Policy.

Your financial Policy must meet both your funding agreements and

Personnel Policy
Recommended sections:

aaaadauauaaaaaaaaaaaq

Indication of who approves the policy’

The Composition and role of the Personnel Committee

Employment Practices — identify that they are according to current legal standards®
Authority to employ

Recruitment

Probation Period

Evaluation

Termination

Orientation

Discipline

Grievance Procedure

Professional Conduct

Conflict of Interest

Remuneration & Benefits (for example, pension plan and group insurance)
Hours of Work

Overtime and Compensation

Holidays (ensure it includes what is identified by law as a minimum)

3. Sample wording: This policy is approved as the general statement of terms of employment
of staff of [agency name] and adopted by the Executive Director.

4. Sample wording: The agency adheres to the laws and regulations of Canada, the province
of , and the city of , governing fair employment practices and in accordance with
the highest ethical standards.
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0 Compassionate Leave Ceeeee0=
O Parenting/Adoption Leave

O Sick Leave Running a
3 Other — as required by the law and your agency Non-Profit

Service Delivery Policy ( \
Ildea:

You may want to include
a section on “netiquette”
in your policies. There
are a number of templates
on the internet, including
http://www.albion.com/
netiquette/corerules.html

Recommended sections:

Agency’s mandate

Identification of clientele

Programs delivered

Clients’ Rights and Responsibilities
Release of information

Clients’ access to their information
Clients’ complaints

Conlflict of interest

Critical Incident \ /
Communication Policy (verbal and written)
Internet and Email policy

Retention of clients’ records (how long)
Destruction of clients’ records (method, who is responsible, when)
Other - as required by the law and your agency

aaaaduauauaaaaaaa

Financial Policy

Recommended sections:
O Financial Accountability (who prepares the budget, who adopts the budget, when the
budget is adopted)
Signing Authority
Limitation of financial transactions (for example, the Executive Director has the author-
ity to spend up to $----- without board/finance committee approval)
Payroll
Insurance
Purchasing power
Audit
Internal Audit
Cash on Hand (amount, who handles it, safeguards)
Reporting
Employees’ Benefits
Reimbursement of expenses
Travel (mileage)
Financial Forms
Retention and Destruction of Financial Records
Other - as required by the law and your agency

aaaauauaaaaaaaa aa
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Itis important that whenever a critical incident occurs in your organisation (for example,
injury, a fall, threatening behaviour, a fight, suicide attempt), a staff member completes a
Critical Incident Form as soon as possible. The form needs to describe the incident, indicate the
staff/agency response and state the follow-up activity required. It is your responsibility to
ensure that the follow up actually happens.

The completed form will be important documentation should the issue ever need to be
pursued by the legal system, the media or funders.

Form 4:
Critical Incident Form

Date:

Name of Person Filling Form:

Name(s) of Person(s) Involved:

Description of Incident:

Action Carried Out:

Follow Up/Action Required:

Signature of Person Filling out Form:

Signature of Executive Director:
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Federal and provincial governments have passed a number of legislations which ALt

affect nonprofits. Some of the important ones in Manitoba are listed below.

Canadian Charter of Rights and Freedoms is one part of the Canadian Constitution
which sets out those rights and freedoms that Canadians believe are necessary in a
free and democratic society. Some of the rights and freedoms contained in the
Charter are freedom of expression, mobility rights, equality rights, and freedom
from unreasonable discrimination. http://lois.justice.gc.ca/fr/charte/const en.html

The Employment Standards Code sets out the minimum working conditions for most
workers in Manitoba which promote fairness in the workplace for employees and
employers. http://www.gov.mb.ca/labour/standards/

The Freedom of Information and Protection of Privacy Act (FIPPA) provides
Manitobans and others with a right of access to records of public bodies, subject to
certain specified exceptions, and with protection for personal information held by
public bodies.

The Labour Relations Act sets out basic certification, collective bargaining and
dispute resolution mechanisms applicable to the various collective agreements
negotiated between employers and unions within Manitoba.

The Manitoba Human Rights Code is paramount legislation and prohibits
unreasonable discrimination which is based on group characteristics such as
ancestry, nationality, ethnic origin, religion, age, sex, pregnancy and other
gender-determined characteristics, sexual orientation, marital or family status,
source of income, political belief and physical or mental disability.

The Personal Health Information Act (PHIA) provides individuals with the right of
access to their personal health information and the right to have their personal health
information kept private and held in the strictest confidence by those who maintain it.
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Public Relations and Relating to the Media
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Running a . . . ..
Non-Prfﬁt T'he media can be a very powerful ally in advancing the work of your organisation and

enhancing the wellbeing of your clients. The challenge is to learn to work with the media in
such a way that it becomes a positive partnership. You can provide them with news stories
which will, in effect, promote your organisation.’

Communications Planning

As with other aspects of your position, effective media relations begins with planning. There
are a number of steps involved:

1. Identify your Communication Goals.
For example:

¢ Encourage financial contributions for a capital campaign to purchase a new building.
e Provide the general public with a more balanced picture of your community.

¢ Increase the public’s understanding of your organisation’s role in the community.

2. Identify your Audience:
Answer the following questions:

0 Who do you want to influence? E.g., policymakers and taxpayers

O What influences them? E.g., low cost with high impact

0 Where do they get their information?  E.g., news reports

O What media do they watch or listen to? E.g., local newspaper and 6.:00 news
0 What do they read? E.g., local newspaper

O Who do they respect? E.g., professionals

0 Who do they trust and listen to? E.g., research studies, front-line staff

3. Determine your Primary Message
For example,
e Investing in families decreases children’s involvement in costly systems.

e Community Action Program for Children (CAPC) projects build strong families and healthy
children.

5. While there are many excellent resources on relating to the media. there is one resource which is particularly
informative. Park & Recreational Technical Services, Planning Division, California State Parks. (July, 2007).
Tried and True Public Relations and Promotional Tools. Retrieved December, 2007 from http://

38 www.parks.ca.gov/pages/795/files/final%20pr%20manual%207%2012%202007.pdf
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Promotional Activities through the Media
(Reporters, Newspapers, etc.)

Running a

Press Releases — Press releases alert the press to a major event or accomplishment. They Non-Profit

serve as an invitation to the media to attend the event and to provide information to the
general public.

Media Alerts: One week before your event, send out a media alert. This will inform the
media of the upcoming event, allowing them to schedule staff time and to get background
information.

Press Conferences / Briefings / Tours. As with the Press Release, the press conference topic
must be significant enough to attract the press and newsworthy enough to secure coverage of
the event. When determining the location, you need: i) a room for a large press contingent
with their cameras; ii) adequate electrical outlets; and iii) a speaker system. For maximum
exposure, it is recommended that your press conference be held mid-morning.

Public Service Announcements (PSAs) — Short, non-commercial
promotions, provided for free by the media, providing information that
benefits the general public. PSAs can be used as a marketing tool,
providing a no-cost way of providing information to the general public.
You can use PSAs to promote events such as fundraisers, groups,
workshops or community events.

The media can be a
very powerful ally in
advancing the work of
your organization and
enhancing the well-

Articles and Stories that You Write — Y ou can write a news story for a
local newspaper or magazine. This is your opportunity to describe what
your organisation is doing to address the concerns identified or to share
success stories from your participants.

Editorials and Letters to the Editor — You and your staff have expertise in
both the services you provide and the community receiving this service.
You can respond to current news and issues through writing letters to the
editor and editorials. This is an excellent way to promote your organisation
or initiative, or to respond to issues and policies affecting your participants.

being of your clients.
The challenge is to
learn to work with the
media in such a way
that it becomes a
positive partnership.

Press Kits — A press kit is a folder with press releases and other materials for press conferences.
You can use it with both the media and in training employees about working with the media.

The kit usually includes:
Press releases
Cover letters
Background information on the agency
Lists of sponsors and donors
Contact person
Photos
Calendar of programs or special events
Quotes from satisfied participants
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Media Strategies
Be Respectful. Treat the media with respect and as partners.
Be proactive. Initiate communication with the media.

Never miss an opportunity. Respond to issues that relate to your
organisation and/or clients.

Always return reporters’ phone calls as soon as possible. This builds
strong relationships with the media and develops your role as a “go-to” expert.

Write your own stories. In order to ensure your priorities and stories are
communicated, take the time to develop stories, letters to the editor, editorials,
etc.

Use your webpage to your advantage: 1t is recommended that you put a
press room section on your webpage. Here you can include information on the
agency, relevant statistics and media story ideas.

Use email instead of fax. Find out if they open attachments before sending
them and ensure that any attachments have been developed using a common

computer program such as Microsoft ®Word.

Follow up with a phone call, to ensure that they received the email and to
answer any initial questions.

Keep an up-to-date media list, including any special interests.

Ensure that you are available to the media after sending out a press
release.

Train your staff on how to relate to the media.

Find a champion within the media, who will support and promote your
organisation




Press Release Tips

Be newsworthy: The press release needs to highlight something that will
be of broad, general interest and provide a strong news angle.

Write in a journalistic, third-person style. The media is not looking
to be your marketing tool; they are looking for a news story. A strong press
release is written in such a way that the media can simply draw from it.

Use catchy headlines. The headline should catch their attention, provide
a snapshot of issue/story and be limited to one line.

Quotes: Use quotes to provide personal interest and validation. Attribute
potentially controversial statements to a specific quotable individual.

The writing:

e Get to the point in the first paragraph, and then back it up with quotes
and evidence.

e Address the issues of who, what, when, where, why, and how.

e Ensure that the writing is clear. Read it aloud to ensure your intended
meaning comes across.

e Include your contact name, release date, date of writing, website, and
phone number.

e Use standard information about your organisation in the last paragraph.

e Restrict the length to one page.

Availability: Make sure that you are available for media who phone after
receiving the press release.

Added attractions:

An offer to interview participants
Photo opportunities
Refreshments

) \\L‘;‘ﬁ :
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SAMPLE PRESS RELEASE

ORGANISATION LOGO

PRESS RELEASE

Contact: [name] For Immediate Release
Organisation

Address

Telephone:

Email:

HEALTHY LIVING INSTEAD OF DRUGS
North End Community Addresses Widespread Drug Use

Despite widespread presence of drugs in the community, one North End agency is celebrating
Healthy Living and raising awareness regarding drugs.

On Wednesday, November 22, 2006, Andrews Street Family Centre (ASFC) will unveil a
new community-developed poster and booklet, marking National Addictions Awareness
Week. The two resources celebrate the community’s views of healthy living, as well as
showing the impact of addiction.

The 12:00 noon unveiling will take place at 220 Andrews Street (between Magnus and Mani-
toba). It will be followed by a celebration lunch and a workshop educating community mem-
bers regarding substance abuse.

“This poster is important because it has been developed by the community. They understand
the seriousness of drugs for the whole community — and they want to be a part of the solu-
tion”, says Dilly Knol, ASFC Executive Director. “We’ve seen that an effective poster and
the right information can turn someone around.”

Informal surveys show that almost 100% of North End community residents are impacted by
substance use. To address this concern, Andrews Street Family Centre initiated a Drug Strat-
egy Initiative, funded by Health Canada. The program has developed plain language (grade 5
literacy), brochures regarding substances, posters and information for community members.
Individuals will be available for interviews. Community-driven/developed posters and bro-
chures available.

HH#H#

For more information, contact [names] at [number].




Other Promotional Activities and Events
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Word of Mouth — 1t’s often said that word of mouth is the best way to promote your N::- l;:fﬁi

organisation. The goodwill generated by positive person-to-person communication can
benefit all aspects of your organisation.

Organisational Website — Websites provide convenient access to information about your
organisation. Your website should be simple to read and to navigate, providing accurate

and up-to-date information about the organisation. Some websites include the option to

make donations online. Other websites include a page for the media, including news releases,
newsletters, media articles, etc. Whatever structure you use for your website, it is important to
keep it updated.

Annual Reports and Newsletters — Disseminate these to key stakeholders. They hold a wealth
of information, particularly if they include an overview of the year’s activities, accomplish-
ments, challenges, and financial status. It cuts down on cost and labour if you develop an email
database and distribute the newsletters via email.

Networking — Spread the word to peers, professional organisations, and those with whom you
interact outside the organisation, such as educators, consultants, suppliers, and clients. It is
helpful if you and/or your board members join networking organisations such as business clubs
or the local Chamber of Commerce.

Presentations — Y ou and your staff have developed an expertise. Find ways to give presenta-
tions. By sharing your story or the story of your organisation, you are developing relationships
that can have numerous spin offs. Ways to do so include the United Way Campaign Speakers’
Bureau, churches, business groups, local Rotary Clubs, and schools.

Relationships with Key Stakeholders — Identify at least one representative from each major
stakeholder group and take them to lunch once a year. These brief, informal exchanges can
cultivate powerful relationships of interest and concern.

Special Events — These activities tend to attract attention and can include, for example, an open

house, third-party fundraising, granting a special award, announcing a major program or service
or campaign, etc.
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Collaborating with other Organisations
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In the current not-for-profit environment, few organisations work in isolation.

Running a Inter.a'gency collabqratiop goes by many names. It may be called an al!iange, consortium,'

Non-Profit Ccoalition, partnership or joint venture. Whatever the name, collaboration is a current reality
within the non-profit world®. This kind of relationship has become a way of enhancing an
agency’s effectiveness, its participants’ lives, and our own ability to manage.

New Executive Directors sometimes wonder about the benefit of belonging to all the
coalitions and consortiums available to them. The needs of your organisation often feel
too pressing to spend time outside of the building. There are, however, several benefits’:

Increased awareness of programs and services benefiting your participants.
This enhances your organisation’s ability to provide referrals and provides information on
programs that you may wish to incorporate. You can learn from others’ experiences of
implementing programs, avoiding some of the pitfalls they may have experienced.

Reduced isolation and increased sense of belonging with the com-
munity of projects benefiting your target group. This puts the work
Collaborative that your program is doing into a broader context, allowing you to see the
relationships impact of the work beyond your community. Collaborations also provide
for reduced isolation for those within the Executive Director role. They
provide opportunities to learn and receive support from other Executive

have become a
way of enhancing

Directors
an agency’s
effectiveness, its | Enhanced project programming through learning new best practices,
participants’ HR (human resources) policies/procedures, and problem-solving methods.
lives, and our This is an opportunity to learn from others, so that you don’t need to

‘re-invent the wheel.” Collaborating can also reduce the costs of training, as
a number of organisations can join together to learn about common issues.
manage. F This manual is the result of a collaboration, as it is a product of the
Manitoba CAPC Coalition.

own ability to

Increased sense of communication with funder(s) in project management and sup-
port. If united by having the same funder, a coalition will allow the organisations to communi-
cate with the funder as a group. This is particularly true if the funder has endorsed the group.
Communicating as a group with your funders can play a strong role in enhancing that relation-
ship. It helps to ensure that all parties are receiving the same information at the same time.
Working together can assist in fulfilling the funder’s requirements and in seeking new
funding. At times, coalitions will also pursue funding for joint programming.

6. For one resource describing the different types of partnerships, see The Partnership Handbook, writing by Flo
Frank and Anne Smith. It can be found online at http://www1.servicecanada.gc.ca/en/epb/sid/cia/partnership/
partnerhb_e.pdf)

7. Based on the original Outcome indicators of the Manitoba CAPC (Community Action Program for Children)
Coalition.

8. The Manitoba CAPC Coalition is a network of 14 Manitoba organisations which receive funding from the Public
Health Agency of Canada and Community Action Program for Children (CAPC). For more information, see
Appendix A and the Coalition’s website, www.manitobacapc.org
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Share expertise and costs with others. This includes providing joint programming  CXEXXXXX) -
and sharing/exchanging staff members for specific tasks.

Running a

Identify gaps in service and work together to make policy that benefits  partici-  Non-Profit

pants. This also includes raising public awareness about programs, participants
and/or needs.

Despite these benefits, you may choose to give yourself a few months to get used to your new
position before actively joining other networks. If it seems that your organisation is involved in
too many committees, work with your board in determining which ones are an important part of
your position and which ones can be delegated.

From the mouths of
Executive Directors

Why I stay an Executive Director

It’s gratifying to be able to help the families in crisis and
make a difference

I’'m committed to the development & growth of the agency
Because I can make a difference

I don’t feel energetic enough to go on to disaster relief in

Darfur

To ensure the organization continues to develop its
potential
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Electronic Resources

Running a T'he Internet is a global system of computer networks, providing resources like the World
Non-Profit yyige Web and services like email. Using the Internet gives organisations access to a wealth of
resources and convenience. At the same time, there are risks inherent in the use of the Internet.

Consequently, it is important to develop an Internet and Email policy.

Email

Email can make your job simpler. Here are a few tips to help you avoid some of its potential
downfalls’.

When you are the sender:

1. Make sure that email is the right communication tool for the job. Email is not an
appropriate tool for confidential issues or protracted discussions.

2. Make sure that your email is going to the correct email address. This will help to avoid
sending an email intended for a co-worker to a funder or other important stakeholder.

3. Get to the point right away. Ask your question/give your response within the first few sen-
tences of your email. Use your subject line wisely, to let the reader know why you are
emailing.

Specify who should respond and provide a clear deadline.
Using the Internet
gives organisa-
tions access to a
wealth of re-
sources and con-
venience. At the
same time, there
are risks inherent
in the use of the

Internet. y

1. Ifyou receive a troubling email, don’t make assumptions about the sender’s
emotional state. For example, unless the sender states that they are angry with you,
don’t assume that they intended to send a rude message. Email is a poor communicator of
feelings and intentions. If you receive an email to which you experience an emotional
reaction, give yourself a break. See if there are other ways to interpret it. You may want to
get feedback from others.

4

5. Don’t forget the rules of grammar and punctuation.
6. Discuss only one topic per message.
7.

Don’t forward emails ‘just in case you’re interested.” Unnecessary emails
clutter other people’s inboxes. Provide a summary when you forward an ‘fy1’
email, especially if it includes a conversation thread. Give the reader a quick
summary of the thread as well as your reason for sending it.

8. Don’t press ‘reply all,” unless all recipients need the information. Again,
this simply clutters inboxes.

When you are the recipient:

9. Adapted from http://www.techsoup.org/learningcenter/internet/page6175.cfim. Retrieved December, 2007.
46 Permission to use pending. The website includes examples for the points.
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2. Don’t escalate a conflict by sending an emotionally-charged response. If you §

conclude that the sender did intend to send a rude email, responding via email will Ceeeeel=

only make the situation worse. It can also provide documentation of inappropriate

communication. Switch to in-person communication. Running a
Non-Profit

3. Ask for clarification. Rather than investing a lot of time trying to understand an email that
doesn’t make sense, ask for clarification either through email or in person.

4. Use your email software’s built-in tools to help organise messages. For example: You can
set up Microsoft® Outlook to flag emails from specified senders (such as funders or board
members). You can set up filters to transfer emails from subscriptions into separate folders,
to keep them from cluttering your inbox.

5. Remember: You don’t have to respond to every message immediately. There is an implied
urgency with email that can interrupt other, sometimes more important, tasks.

Internet

The Internet provides a wealth of information that can assist you in your Executive Director
role. Some of our favourites are:

Canada:

Canada Revenue Agency Include in your Internet and Email Pob

http://www.cra-arc.gc.ca/tax/charities
Provides some excellent resources to assist in the
monitoring of your organisation’s finances.

Ownership of the computer system

Use is a privilege

Use of an approved firewall

Use of anti-virus and spyware software
Backing up data, including off-site backup
Privacy Policy, including email disclaimer
Prohibited websites

Prohibited uses (for example, porn sites,
illegal activities)

Submission of passwords /
Cultural Human Resources Council: HR Booklets

http://www.culturalhrc.ca/hrToolsResources/careerDevelopmentTools-e.asp

Charity Village:

http://charityvillage.com

The purpose of this award-winning site is to en-
courage, support and serve the 175,000 registered
Canadian charities and non-profit organisations,
and the millions of professionals, staff, volunteers
and donors who make this sector such an impor-
tant part of our national fabric.

ﬂ ASANANENENENENAN \

HR Council: Human Resources Council for the Voluntary/Non-Profit Sector
http://www.hrvs-rhsbe.ca

A service of the HR Council for the Voluntary/Non-profit Sector, the HR Management Toolkit
offers free practical tools and information on HR management for voluntary and non-profit
organisations.
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Manitoba:
CXEXXXIDN D7 Manitoba Civil Service Commission: Principles and Policies for Managing Human
Resources
Running a http:// www.gov.mb.ca/csc/policyman/toc.html

Non-Profit

Manitoba Civil Service Commission: Legislation and Policy
http://www.gov.mb.ca/csc/policy/links.html
Outlines legislation and policy governing employment in Manitoba

Volunteer Manitoba

http://www.volunteermanitoba.ca/newsite/links.htm

In addition to training opportunities, the site provides links to many excellent websites geared
to nonprofits.

U.S./International

Alliance for Nonprofit Management

http://www.allianceonline.org

The Alliance for Nonprofit Management is the professional association of individuals and or-
ganisations devoted to improving the management and governance capacity of nonprofits - to
assist nonprofits in fulfilling their mission.

Charity Channel: http://charitychannel.com

Charity Channel is a resource that connects you to your non-profit colleagues across town,
across the country and around the world. Their goal is to create a place where non-profit pro-
fessionals can connect, learn from each other, share information, and work together to advance
the cause of philanthropy.

The Free Management Library:

http://www.managementhelp.org

The Library provides easy-to-access, clutter-free, comprehensive resources regarding the lead-
ership and management of yourself, other individuals, groups, and organisations. Content is
relevant to the vast majority of people, whether they are in large or small for-profit or non-
profit organisations.

Nonprofit Risk Management Centre
http://www.nonprofitrisk.org

From the mouths of Executive Directors

The greatest stressor of being an Executive Director is that
the learning curve is so vast and on so many fronts.
AND time frames - there’s always a report overdue and
a staff issue to contend with and a client issue that has to be attended to.

y
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Year at a Glance
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It is recommended that at the beginning of the fiscal year, you take the time to identify impor- Running a
tant dates as per your agreements with funders, the agency’s policy and procedures, and other ;1 _profit
documentation. The following document will guide you in identifying and recording these

dates and activities.

After identifying the activities and dates, move it to your calendar (see attached)

Form 5: Year at a Glance Table

Activity Who Date(s) Responsibility
Example: CAPC July 10 Accountant Done
Financial Report October 10 Done
January 10
April 10

Financial Report

Statistical Report

Narrative Report

Receiving Cheques

Forecast Workplan

Completed Workplan

Signing Authority Form

Reporting on purchases over
funder-indicated amount'’

Internal Audit

Yearly Audit

Mail auditor’s report to funders

Mail new Board list to funders

Insurance Renewal

Filing GST Form

10. For example, The Public Health Agency of Canada requires funded projects to report on purchases over
$2,000. 49
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Running a

Non-Profit | Activity Who Date(s) Responsibility

Filing T3010 Form to CRA

Cashflow to Funders

T4 Slips

Foundation Deadlines

New Proposal Deadlines

Renewal Deadlines

Strategic Plan

Fundraising Activities

Staff Evaluations

Renewal of Staff Contracts

Board Meetings

Annual General Meeting

Charitable Status Deadline

Incorporation Renewal

There are a number of ways to keep track of your deadlines. We have developed a “Year at a
Glance” calendar that you can keep above your desk. You can add the dates highlighted above.
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_ April

10 Complete Table 5

YEAR AT A GLANCE

_ May

(internal Audit)

10 Year End Finances due

_ August

10 Complete Table 1

_ June

(Internal Audit)

_ July

| September

_ December

30 File GST Return

_ October

30 File Charity Return

10 Complete Table 3

10 Complete Table 2
(internal Audit)
10 1st Quarter financial

_ November

(Internal Audit)

10 2nd Quarter financial

_ January

10 Complete Table 4

_ February

(Internal Audit)

10 3rd Quarter Finances

28 T4's distributed & filed

_ March

31 File GST return
31 Retun unspent project
dollars to funder

31




Nt

Oeeeo e V=

Running a
Non-Profit

52

From the mouths of
Executive Directors

Why I became an Executive Director

To make positive changes to the facility, the clients, the
staff, and operate effectively with results

An opportunity to pursue ideals and vision in sync with my
personal values and philosophy

I wanted to try and turn the agency around to become a
successful organization

I was encouraged to do so because I was a founding mem-
ber and had the vision of what the Centre should be and
continue to be

The moment was right in my life for a transition and |
considered it because I believe in the agency’s mission
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In this Section

Introduction

Finances

Financial Definitions

Budgets
Budget Development
Form 6: Budget Planning Worksheet
Your Project Budget
Project Forecast Cashflows
Table C: Sample Cashflow
Reporting Your Organisational Budget
Revising Your Budget
Monitoring your budget
Table D: Budget Monitoring Table

Financial Monitoring
Form 7: Quarterly Interim Audit
Monitoring Project Finances
Cashflow Forms
Table E: Sample Completed Cashflow

Reading Financial Statements
Financial Terms
Balance Sheet
Statement of Revenues, Expenses and Surplus
Interim Financial Statements
Financial Indicators from Financial Statements

Auditor’s Financial Statement

Preparing for an Annual Audit
Form 8: Audit Checklist

Large Purchases - expense or asset?
Reporting to Funders

Form 9: Balancing Auditor’s Statement to Funder’s Financial Report

Financial Personnel
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An organisation that maintains good financial records and is financially stable is in a
much better position to pursue its goals. As Executive Director, it is your responsibility to
ensure that the organisation can meet its financial obligations and that the financial records are
complete, accurate and follow acceptable accounting procedures.

Finances

This section will provide you with a financial primer, giving you a preliminary understanding of
your organisation’s financial responsibilities. You can use this section to set up some

regular financial practices that will help to ensure that the financial practices remain strong. In
time this process will become easier and require less of your time. If you have no financial
background, it would be helpful to supplement this information by taking an introductory
financial course.

Sometimes the processes for budgeting and managing the finances for an organisation are
different than those used for project finances. While the bulk of this section is regarding
organisational finances, we have also included information on project finances. These are
general suggestions; it is important that you check and follow the individual requirements
for each of your funders

An organization
Financial Definitions that maintains good
financial records
Accounts Payable: The outstanding bills, money owed to suppliers, and and is financially
staff wages earned but not paid until the end of the fiscal year. They are part stable is in a much
of the current liabilities on the balance sheet. better position to
pursue its goals.

Accounts Receivable: Accounts receivable refer to money owed to the 7
agency. They are part of the current assets on the balance sheet.

Accrual versus Cash Accounting: Accrual accounting indicates that the agency
recognises revenue in the period in which it is earned and deducts expenses in the period the
expenses are incurred. Example: The agency received a cheque in the amount of $1,000 to buy
a computer with no stipulation on when to spend the money. The $1,000 is deferred until the
computer is purchased. At that time, it is recorded as revenue.

Cash accounting is based on cash flow, much like a bank statement. Expenses and revenues
are recorded in the timeframe during which the cash is exchanged.

Example: You are sending your staff to a conference in the next quarter. You register early, to
get the lower rate. With cash accounting, you will record the cost as an expense at the time of
writing the cheque. With accrual accounting, you will record the cost as a pre-paid expense,
until the time of the conference. At that point, the cost of the conference will be recognised as
an expense.

Deferred Revenue: Represents money received or promised through an agreement but not
spent or not related to the period it was received.
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Example: You receive your entire year’s worth of funding in March. The money is for
the period April to March. The received dollars are recorded as deferred revenue. At
the beginning of each quarter in the year for which it was intended, a portion of it will be
recognised as revenue.

GAAP: Generally Accepted Accounting Principles. They include an extensive set of policies
and procedures to be used in the recording and treatment of accounting transactions. Your
auditor is bound by these principles.

Grants Receivable: Grants receivable consist of money due from funders to the organisa-
tion. They are part of the current assets on the balance sheet.

Example: The new fiscal year begins in April. You do not, however, receive your gov-
ernment funding until after their budget is passed at the end of May. Until that time,

the amount owed to your organisation is recorded as a grants receivable.

Mandatory Deductions: Mandatory deductions are set by Canada Revenue Agency.
These include Employment Insurance (EI), Canada Pension Plan (CPP), and Income Tax. Em-
ployers are responsible to make the mandatory deductions from payroll according to the tables
established by CRA. They must then remit both the employee and employer portions by the
fifteenth day of the next month.

Non- Mandatory Deductions: Any deductions based on the policy of an agency (for ex-
ample, extended health insurance, RRSPs, pension plan). These deductions should be author-
ised by the employee in writing.

Example: According to your agency’s policy, employees participate in the organisational pen-
sion plan. The employees’ contribution to the pension plan is a non-mandatory deduction,
authorised through their application to the pension plan.

Payroll: Payroll is the accounting transaction of paying employees for services rendered, de-
ducting mandatory and non-mandatory deductions from their gross pay and paying them their
net pay.

Prepaid Expenses: A payment made for services prior to the accounting period in which it
will be used.

Example: In January, you pay the insurance premiums for one year to cover a period of Janu-
ary to December. The portion for January to March is an insurance expense. The portion for
April to December is a prepaid expense.

Trial Balance: Accounting follows the basic rule of double-entry accounting: for every
credit amount there must be an equal debit amount. Therefore, in the accounting system, debits
must equal credits. The trial balance is a tool to detect any error when debits are not equal to
credits. Prior to submitting a report, your accountant will run a trial balance to ensure that there
are no errors.



Budgets

A budget is your annual financial plan. Most organisations develop a preliminary budget Finances
one to two months prior to the beginning of a new fiscal year and approve the finalised budget
within the first month or two of the new fiscal year.

Budget Development

Planning for your budget is as important as developing your budget. The following worksheet,
along with the questions below, will guide the development of your budget.

Step 1: Complete Form 7, Budget Planning Worksheet
This form will identify your projected revenues and expenses, as well as your funders’
expectations.

Step 2:Analyse Completed Worksheet Gpdc?rs’ fiscal years may not \
After completing the worksheet, ask yourself the coincide with your organisation’s
following questions: fiscal year. While federal and
1) Are your revenues higher than your expenses? If so, provincial governments follow a
you have a surplus. April — March fiscal year, other
i1) Is your surplus generated from funding revenue? If funders may not. When you are
s0, go back to your agreement as you might have developing your budget, you need
missed approved expenses. to be aware of each funder’s fiscal
ii1) Is your surplus related to self-generated funds? If year.
s0, your board and finance committee must decide on
how to spend those dollars. Note: If you receive funds that

carry over two fiscal years, the

Step 3: Compare Totals portion that is for the second fiscal
Compare your budgeted totals to the previous year’s year will be recorded as Deferred
actuals. Identify and analyse the variance. Revenue and then recorded as

Qvenue during the next year. /

Step 4:Ensure all expenses are covered
Are all of your expenses covered through grants and self-generated funds? If so, it is
time to finalise your budget. If not, re-visit every line and identify what can be reduced
(unless it is a mandated amount in a funding agreement).

Step 5:Budget Approval
Present the budget to your finance committee and board for their approval.

(

Note: Having a loss is not necessarily bad for a not-for-profit organisation.
In the long term, nonprofits generally try to break even. However, in a
given year, an organisation may plan a loss (spend down their cash from
previous years) or a surplus. A planned loss or planned surplus should be

\reﬂected in the budget and explained to funders. J
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Form 6: Budget Planning Worksheet

Finances Revenue Funder 1 Funder 2 | Funder 3 Self-
Generated

Name of Funder

Amount granted and approved for the fis-
cal year

Categories covered by the funding agree-
ment (personnel, type of positions, re-
sources capital, etc.)

Other revenue:
¢ Fundraising

o Interest

e Membership
e Donations

e Other

Total Revenue

Expenses

Personnel (according to funding agree-
ment)
Identify positions & the salary amounts

Benefits - Mandatory and non-mandatory

Facility

e Rent

e Mortgage (include interest & mort-
gage payments)

e Utilities
e Maintenance of the building (e.g.
snow removal)

Office Expense & Supplies
e Supplies

e Postage

e Telephone/Internet
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Funder 1

Funder 2

Funder 3

Self-
Generated

Professional Fees

e Auditor

e Accounting Firm
e Legal

Program Supplies

Technology Supplies
Software license, external back-up cost,
etc.

Travel

Equipment

Insurance

Other:
e Professional Development

Total Expense

Surplus/Deficit

Finances
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Your Project Budget

When your project was approved, your funder also approved its budget. For the most
part, you will continue using this budget throughout the duration of the project. Some
funders will require you to submit your project budget for approval on an annual basis;
others require it at the beginning of each funding contract.

If you need to make adjustments to the budget, you will need to receive permission from
your funder, as per their procedures.

Project Forecast Cashflows:

Organisations receiving federal funds are required to submit a forecast cashflow at the
beginning of the project and then prior to each fiscal year. The forecast cashflow is the
official statement of predicted project expenses, as per the agreed upon project activities.
The cashflow form requires you to indicate the quarterly amounts for each of the funding
categories (Personnel, Travel, Materials, Equipment,

Rent/Utilities, Evaluation, and Other). It further Tip: \
If you pay bi-weekly, then

requires a monthly breakdown.

Developing your forecast cashflow is best done in each year two months will
conjunction with activity planning. If the expenses require three payperiods
for one month or quarter will be particularly high
(for example, if you are hosting a conference), then
you will want to ensure that you are asking for the ap- This adjustment should be
propriate amount during that month. reflected in your cashflow

instead of the usual two.

Table C provides a sample cashflow.

Please note that this cashflow form is internal to the Public Health Agency of Canada and
that if you use it for internal purposes you should tailor it to meet your specific needs and
remove their identifying information.
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Public Health Agency of Canada
Agence de santé publique du Canada

QUARTERLY CASHFLOW FORECAST AND RECORD OF EXPENDITURES
PREVISION DE COMPTANT ET ETAT DES DEPENSES TRIMESTRIELLES
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PROGRAM NAME / NOM DU PROGRAM

ME

PHAC Office - Bureau de 'ASPC

Sighature

Project Number and Name / nom et Numéro du project

Operational - Stronger Children & Families - 5555-55-55-565

Organization Name / Nom de I'organisme

Community Family Centre

Fiscal Year / Exercice financier

2007-08

Noie: This project is hosting a communily training conference in
October. Consequently, all of the expenses for ilte conference have been
forecast for the third quarter

Je certifie que les montants indiqués ci-dessus constituent un compte exact des dépenses encourues et/ou des dépenses prévue du projet pour la
période mentionnée et que I'Agence de santé publique du Canada peut, au moment qu'il juge opportun, exiger des piéces justificatives aux fins de

vérification.

Signature

Date

1st Quarter - 1er frimestre 2nd Quarter - 2e trimestre 3rd Quarter - 3e frimestre 4th Quarter - 4e timestre Total expenditures | Total amount requested
APRIL - JUNE JULY - SEPTEMBER OCTOBER - DECEMBER JANUARY - MARCH this fiscal year from program this
fiscal year
AVRIL - JUIN JUILLET - SEPTEMBRE OCTOBRE - DECEMBRE JANVIER - MARS Dépenses totales | Montant total demandé
Budget Iltems Planned Actual Difference Planned Actual Difference Planned Actual Difference Planned Actual Difference pour I'exercice au programme pour
financier en cours I'exercice financier
Détail Prévu Actuel Différence Prévu Actuel Différence Prévu Actuel Différence Prévu Actuel Différence €n cours
Personnel 140,000.00 w_um_%mzon_m in 140,000.00| |3 payperiods in 120,000.00 120,000.00 0.00 520,000.00
P Sep L Additional
w@\_m_ ; 600.00 600.00 2,600.00| [$2,000 for 600.00 0.00 4,400.00
_,\_mw mhwgmj S onference
arrlas 5,000.00 5,000.00 8,000.00 5,000.00 0.00 23,000.00
Matériel
Equipment 0.00 0.00 0.00 0.00 0.00 0.00
Equipement
ieERe s 4,500.00 4,500.00 4,500.00 4,500.00 0.00 18,000.00
Locations/Services
Evaluation Additional $5,000
= / 15,000.00 15,000.00 20,000.00| [for conference 15,000.00 0.00 65,000.00
Evaluation st
Qmier{sgEary) 650.00 650.00 2,650.00 650.00 0.00 4,600.00
Autre (Préciser) [
TOTAL 165,750.00 165,750.00 157,750.00 _ 145,750.00 0.00 635,000.00
Monthly forecasts / April May June July August September | October November | December | January February March TOTAL
Actual Expenditures avril mai juin juillet aolt septembre octobre novembre | décembre janvier février mars
vﬂw,mw%mwwmwm_ﬁ__mm\ 68,584.00| 4858300 4858300 48583.00| 4858300 6858400| 6058334| 485 48583.33| 48583.33| 48583.33| 48583.33 635,000.00
Conference expenses all noted
Budget category "other'(specify) - Budget "autre’(préciser) AUTHORIZED SIGNATURE - SIGNAT|for month the conferenceis  PRISEE
Bank Charges 600 held, to ensure funds are
Conference Honourariums 2,000 | certify that the amounts indicated accyreceived by the organization  hnd expenditures for the period specified and the Public Health Agency of Canada
Audit 2,000 may at any time request supporting docOTMents 1or auan purposes.
TOTAL 4,600
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Reporting Your Organisational Budget

Funders generally require a copy of your final approved budget. The format will differ from

funder to funder. Some will want to see the entire organisation’s budget, some will want to
see the budget for the programs they fund and some will only want to see the budget for their
dollars. You need to check your funding agreement to determine how each particular funder
wants you to report.

Revising Your Budget

We recommend that you do not change your budget during the year, even if your funding
model or amounts change. If your funding changes, then report those amounts as a variance in
the financial documents and include an explanatory note. These new revenue and expense
amounts will then need to be approved at the board level and noted in the minutes. A signifi-
cant advantage of this approach is that your agency has only one approved budget. If you
choose not to follow this approach, then you will need to send updated budgets to all of your
funders. There should be no conflicts between the budgets that each funder receives.

Some nonprofits choose to update their budget during the year, according to changes in finan-
cial resources. The budgets are then changed whenever there are new funding sources, in-
creased funding mid-year or overly successful fundraising. As mentioned above, you need to
remember to send out the revised budget to all funders, thereby ensuring that they all have the
same information.

A third option is to include both the original budget and the updated budget, along with a note
of the variance and explanation notes. Again, this would be sent to all funders. Including all
four columns, as suggested below, would make it easier for everyone to follow the changes.

Original Budget Updated Budget Variance Explanation
(date passed) (date passed) Notes




Monitoring your budget

Finances

Budget monitoring provides a wealth of tools and information for anticipating, tracking,
analysing and acting on any potential surplus that could affect a funding agreement or any
deficit that might put the agency in a financial difficulty. It provides information that informs
decision making.

Budget monitoring ensures that funds are used for their intended purposes and are properly
accounted for. It also provides the rationale and authority to review and adjust budget targets
during the year. Identifying and explaining variances or differences between actuals and the
budget can highlight changes in staff and resource requirements. It is a means
of identifying and managing possible over- and under-spending.

Budget monitoring
It is extremely important to analyse your projected year-end revenues and ex- provides a wealth
penses and your variance on a quarterly basis. The process is as follows: of tools and
information for
anticipating,
tracking, analysing

/4

Step 1 Development

Develop a spreadsheet that includes your budget, the actual amounts
spent or received (to date), what you project or anticipate for the rest :
of the year, totals for the current year, and the variance (difference). and acting

Table D: Budget Monitoring Table

Item Budget Actuals Projected to | Totals Variance | Notes
Fiscal year | Upto year end
6$A’, $‘B9’ GGC’? B+C:D A_D

Step 2 Monitoring

Ensure that the budget column is the same as your approved budget.

Match the actual column with your accounting program.

Request details on the projected line from the finance department.

Analyse your variance. Any unplanned income, loss or even an unplanned break-even
position should be analysed to determine its causes and to plan for the implications.

o Make changes so you can meet your budget and the needs of the organisation.
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Finances

No matter how competent your financial personnel are, it is important that you regularly check
to ensure that the bookkeeping and accounting are conducted correctly and in a timely fashion.
For many new Executive Directors, this task can seem quite intimidating. It doesn’t need to be.
Attached is a “Quarterly Interim Audit” that will simplify the process and give you a sense of
confidence that matters are as they should be. It will also increase your confidence when you
forward your information to the auditor.

Prior to beginning this process, it is helpful to review the deadlines for each funder, as identi-
fied in Form 1 (Agreement Summary Form) and your Year at a Glance. In this way you can
ensure that they are all incorporated into your quarterly interim audit.

It is important

Process:
that you regularly
check to ensure that | Note: This example uses a April — March fiscal year. If your fiscal year uses
the bookkeeping other dates, you will need to adjust the dates accordingly.

and accounting are

conducted correctly By May 10: Complete Table 1.
and in a timely While the other tables are completed on a quarterly basis, it is

important to complete this form after the first month of your

fashion 7 fiscal year. In so doing, you can ensure that you are starting
the fiscal year with your accounts reconciled.
By July 10: Complete and sign off on Table 2

By September 30: ~ GST Return completed (Table 6)
Charity Return filed (Table 6)

By October 10: Complete and sign off on Table 3

By January 10: Complete and sign off on Table 4

By February 28: T4 Forms distributed (Table 6)

By March 31: GST Return completed (Table 6)

By March 31: Tie staff pay rates to personnel file and pay scale

Update furniture and equipment inventory

By April 10: Complete and sign off on Table 5
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Form 7

Quarterly Internal Audit

Table 1

Monthly Sign off — April

Initials

Date

Bank Account

Ensure reconciliation completed

Tie bank balance per reconciliation to bank statement and general
Ledger

Review outstanding items and inquire about any old items

Review bank statement for any large items (>$1,000) and ensure
proper authorisation obtained. (Payroll and rent can be excluded)

Trace any withdrawals

Payroll

Review payroll records for the month for any unusual additions or
pay rates

Tie payroll withdrawal per payroll records to the bank account

Financial Statements

Ensure opening retained earnings equal prior year’s closing
retained earnings

Review items in balance sheet accounts

Review comparison of actual to budget and investigate any
significant differences

Tie revenue total, expense total and net income to general
Ledger

Table 2

Quarterly Sign off - April to June

Initials

Date

Randomly select one month out of the quarter, obtain the bank

statement, cancelled cheques and reconciliation and perform the
following:

Trace cheques to bank statement

Investigate any withdrawals without a cancelled cheque

Ensure all cheques have two authorized signatures

el O ol B

Trace outstanding items to subsequent month to ensure they have
cleared

Finances
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Table 3

Quarterly Sign off - July - September Initials Date
1 Randomly select one month out of the quarter, obtain the bank
statement, cancelled cheques and reconciliation and perform the
following:
a. | Trace cheques to bank statement
b. | Investigate any withdrawals without a cancelled cheque
c. | Ensure all cheques have two authorized signatures
d. | Trace outstanding items to subsequent month to ensure they have cleared
Table 4
Quarterly Sign off - October - December Initials Date
1 Randomly select one month out of the quarter, obtain the bank
statement, cancelled cheques and reconciliation and perform the
following:
a. | Trace cheques to bank statement
b. | Investigate any withdrawals without a cancelled cheque
¢. | Ensure all cheques have two authorized signatures
d. | Trace outstanding items to subsequent month to ensure they have cleared
Table 5
Quarterly Sign off - January - March Initials Date

1 Randomly select one month out of the quarter, obtain the bank
statement, cancelled cheques and reconciliation and perform the
following:

a. | Trace cheques to bank statement

b. | Investigate any withdrawals without a cancelled cheque

c. | Ensure all cheques have two authorized signatures

d. | Trace outstanding items to subsequent month to ensure they have cleared




Table 6

Significant Dates

Sign offs at Other Points in the Year

Initials

Date

GST Return

As at September 30

Ensure GST Return is completed and amount
matches general ledger

Trace deposit per general ledger to deposit book

Ensure insurance renewal

As at March 31

®

Ensure GST return is completed and amount
matches general ledger

&

Trace deposit per general ledger to deposit book

As at March 31 - Due
September 30

Charity Return

Ensure Charity Return (T3010) completed

As at December 31 &
Due February 28

T4 Slips and Summary

Ensure T4 slips and summary are completed

s |2 @] |

Ensure a reconciliation between deductions remitted and
deductions required has been completed and any out-
standing amounts have been paid

As at March 31

=

Payroll

Tie pay rate per payroll book for each employee
to employees personnel file and to payscale

Ensure a list of all purchased furniture and equipment are
recorded over $2,000 as an asset and under $2,000 as an
expense

g

If required, return all surplus funds/unspent dollars to fun-
der

Finances
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A Note on GST
Registered charities are eligible to receive 50% of their GST back. In order to do so,
you need to complete an “Application for GST/HST Public Service Bodies Rebate
and GST Self-Government Refund”.

This form is available online at http://www.cra-arc.gc.ca/E/pbg/ef/gst66/gst66-07e.pdf

Because you will be receiving a rebate on 50% of your paid GST, this rebate amount

should not be recorded as an expense. Rather, it is recorded as an Account Receiv-
able.

Example: You purchase an item for $100. Your taxes are 35.00 GST and $7.00 PST,
giving a total of $112.00. When recording the expense, you record $109.50 as an
expense (cost, PST and %> GST) and $2.50 as a GST Receivable. Because the $109.50

is the amount expensed from project dollars, that is the amount that you report to the
funder.

If you choose to record as an expense the portion of GST that will be rebated, then
when you receive the rebate, you are required to inform the funder and follow their
processes. For example, if you receive the rebate for funds expensed under the Public
Health Agency of Canada, you must declare the amount in writing to the PHAC. At
that time, you can provide the PHAC with a rationale for applying this income to
project activities. The PHAC will then determine if the rebate can be used to enhance
the project or if the funds must be returned to the Agency.




Monitoring Project Finances

While the requirements vary, most government funders require that you report on your

project funding on a quarterly basis.

Finances

Note: Most project funders will not allow you to carry a surplus. Consequently, it is important
that you spend your entire funded amount. At the beginning of the last quarter of the fiscal
year, ensure that you will be able to be able to fulfill your projects activities and allotted

expenses. If you will be spending less than your contracted amount (an

“under expenditure”),

you need to report that to your funder prior to year end. Unless the funder has approved a rare
exception, organisations cannot carry their project dollars over to the next fiscal year. Any

unspent dollars will need to be returned to the funder.

Cashflow

Funders requiring a cashflow reporting format, will require a quarterly
“Record of Expenditures” cashflow. Using the forecast cashflow as the
guide, the Record of Expenditures will identify the actual amounts
spent during the noted period. After calculating the difference between
the planned amounts and the actuals, you will update the forecast
amounts for the remainder of the year.

In the attached example, the project underspent on both materials and

[ Note: )

Underspending your
budgeted amount can also be
detrimental to future funding.
If you underspend in project
finances, this could result in
receiving less money from

funders in future years.

utilities during the first quarter. The $474 from materials will be spread throughout the
following three quarters. The $265 from utilities will be spent in January, when the cost of

utilities is higher.

Note: If during the fiscal year your funder approves additional funding for your project, you
will need to submit an updated Project Budget and updated Project Cashflow.

copy from each of your funders.

Government funders have guidelines and policies regarding project \
finances. You are responsible to ensure that your organisation has a

For example, the Financial Management Guide for the Public Health
Agency of Canada is available at http://www.phac-aspc.gc.ca/ph-sp/

phdd/pdf/funding/financial management guide-04_e.pdf.
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Public Health Agency of Canada
Agence de santé publique du Canada

PROGRAM NAME / NOM DU PROGRAMME PHAC Office - Bureau de ASPC
QUARTERLY CASHFLOW FORECAST AND RECORD OF EXPENDITURES
PREVISION DE COMPTANT ET ETAT DES DEPENSES TRIMESTRIELLES
Signature
Project Number and Name /nom et Numéro du project Organization Name / Nom de I'organisme Fiscal Year / Exercice financier
Operational - Stronger Children & Families - 5555-55-55-555 Community Family Centre 2007-08
1st Quarter - Ter trimestre 2nd Quarter - 2¢ trimestre 3rd Quarter - 3e trimestre 4th Quarter - 4e trimestre Total expenditures | Total amount requested
APRIL - JUNE JULY - SEPTEMBER OCTOBER - DECEMBER JANUARY - MARCH this fiscal year from program this
fiscal year
AVRIL - JUIN JUILLET - SEPTEMBRE OCTOBRE - DECEMBRE JANVIER - MARS Dépenses totales | Montant total demandé
Budget ltems Planned Actual Difference Planned Actual Difference Planned Actual Difference Planned Actual Difference pour |'exercice au programme pour
financier en cours I'exercice financier
Détail Prévu Actuel Différence Prévu Actuel Différence Prevu Actuel Difference Prévu Actuel Difference €h cours
Personnel 140,000.00| 140,000.00 0.00| 140,000.00 120,000.00 120,000.00 140,000.00 520,000.00
._._.,m<m_ 600.00 600.00 0.00 600.00| /|underspending of $474 2,600.00 600.00 600.00 4,400.00
Déplacements f fi d
Materials rom first quarter sprea
i 5,000.00 4,526:00 474.00 5,158.00| |across the next three 8,158.00 5,158.00 4,526.00 23,000.00
Matériel e
Equipment Actual amount -
Ecuipsmment spent on materials 0.00 0.00 0.00 0.00 0.00 0.00 0.00
Underspending of $265
e oo —035.00 0| 450000 450000 4,765.00| |from 1st quarter moved 4,235.00 18,000 00
Evaluation Difference between to 4th, to cover
- : 15,000.0projected and actual 0.00] 15,000.00 52.67 20,000.00 15,000.00| |increased cost of utilities 15,052.67 65,000.00
Evaluation in winter
Other (Specify) 650.0 0.00| 65000 2,650.00 650.00 _ 650.00 4,600.00
Autre (Préciser) T T
TOTAL Amm_ﬂmo.oo_ 165,011 .oo_ 739.00| 165,908.00 157,908.00 146,173.00 _ 165,063.67 635,000.00
25011 8337
Monthly forecasts / i May June August September QOctober November | December January February March TOTAL
Actual Expenditures mai juin aolt septembre octobre novembre | décembre janvier février mars
Prévisions mensuelles / £8.584.00| 4858300 4858300 48583.00| 4858300 68584.00| 6£0,583.34| 4858333 4858333 4858333 4858333 4858334 £35.000.00
Dépenses réelles 68,337.00[%48.337.00| 48.337.00] 48.635.67| 48.635.67| 66.636.66| 60.636.00| 48.636.00] 48.636.00] 48.901.00| 48.636.00| 48.5636.00 635,000.00
Budget category "other"(specify) - Budge u__wﬂhﬂ ﬂﬁwmu: " AUTHORIZED SIGNATURE - SIGNATURE DE LA PERSONNE AUTORISEE
Bank Charges upoomiing mbnths 600
Conference Honourariums 2,000 | certify that the amounts indicated accurately reflect project forecasts and expenditures for the period specified and the Public Health Agency of Canada
Audit 2,000 may at any time request supporting documents for audit purposes.
TOTAL 4,600
Je certifie que les montants indiqués ci-dessus constituent un compte exact des dépenses encourues et/ou des dépenses prévue du projet pour la
[Note: This project is hosting a community training conference in période mentionnée et que I'Agence de santé publique du Canada peut, au moment qu'il juge opportun, exiger des piéces justificatives aux fins de
October. Consequently, all of the expenses for the conference have been wvérification.
forecastfor the third quarter
Signature Date

Finances
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Reading Financial Statements

Financial Terms Finances

Financial Statements are the end product of the accounting process, summarising all of the
financial transactions of the organisation for a given period. The reports most frequently
presented to the Board of Directors are the Balance Sheet and the Statement of Revenues,
Expenses and Surplus. The date for the Audited Financial Statement is March 31 (or the or-
ganisation’s year end).

Balance Sheet reports amounts of the organisation’s assets, liabilities, and surplus/deficit at a
specified date.

Statement of Revenues, Expenses and Surplus: reports revenues, expenses, net income/net
loss, and the resulting change to the surplus/deficit for the year.

Terms on Balance Sheet
. Note: Many boards are more
Assets are properties and resources the agency owns and can . . .
: . interested in reading the Statement
use to achieve its goals.

of Revenues, Expenses and Surplus
than the Balance Sheet. However, it
is important that your board under-
stand and study the Balance Sheet,
as that statement speaks to their
primary responsibility. The Balance
Sheet communicates the overall
financial health of the organisation,
identifying the liabilities and cash

. o on hand. It tells the board if the
Liabilities are debts of the organisation and amounts that are . . .
organisation can meet its financial

owed. \obligations.

Current liabilities include items such as deferred revenue
(cash that has been received for

specific expenses but has not yet been spent) and payables (amounts owing to other parties).
They are liabilities that need to be discharged in a year or less.

Current assets include items such as cash accounts, short-
term investments, receivables (money owed to the agency)
and any other assets that can be converted into cash within
one year.

Non-current assets, such as building, furniture, and fixtures,
will unlikely be converted into cash within the year.

Non-current liabilities, such as mortgages, will unlikely be paid within the year.
Surplus/Deficit represents the net of assets over liabilities. If the organisation’s assets are more

than its liabilities then there is a surplus. If the liabilities are greater than the assets then there is
a deficit.
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Interim Financial Statements

At each board meeting, the treasurer will present an interim financial statement, including the
Balance Sheet and the Statement of Revenues, Expenses and Surplus. It is important that you
are able to read the statements and that you understand the information in them. You need to be
prepared to answer any questions that will help the board understand the statements, so that
they can assess the financial health of the organisation and make informed decisions.

Financial Indicators from Financial Statements

As the Executive Director, you need to ensure that the financial statements are prepared and
presented to the board on a regular basis. Once financial statements are presented, the following
are a few simple financial indicators that you can learn to watch for.

i.  Current Ratio is the formula used to determine if there is enough cash to pay bills in the
immediate future. The current ratio is found by taking the current assets and dividing them by
current liabilities. If the number is high, there may be too much cash and some could be
earning more if invested. If the number is low, the organisation may be in danger of a cash
flow crisis. For example, if your organisation has $100,000 in current assets and $20,000 in
current liabilities, giving a Current Ratio of 5. You can easily invest $50,000 in short-term
investments. Or the organisation may have 320,000 in current assets and $80,000 in current
liabilities, giving a Current Ratio of Y. This shows that you have a serious cash flow problem.

ii. Reserve: Some agencies have a policy to maintain or reserve the equivalent of a month or
two worth of expenses that they can access readily (for example, in short-term investments).
This is a risk management policy, in the event the agency is required to wind down and cease
operations. It is important to note that you can only use unallocated funds for the reserve. Any
funds with an allocated purpose, whether from funders or donors, cannot be used to establish a
reserve fund.

iii. Comparison of Actual Results to Budget: Normally, the budget is drafted and passed by
the board at the beginning of the fiscal year. A comparison of budgeted revenues to actual
revenue and budgeted expenses to actual expenses is conducted on a monthly or a quarterly
basis. You need to be able to explain significant variations from budget. This is an important
process, as it can reveal a problem that needs to be acted upon. For example, unforeseen
expenses may have been incurred, which could mean that an unwanted loss for the year may
result, unless additional revenues are generated or previously budgeted expenses are reduced.

iv. Unusual and Significant Items: You need to be able to explain any unusual and
significant items. Examples of items that may require explanation are:

e A large miscellaneous account

e An account that has an unusual name

e Decrease in insurance expenses even if it is a small decrease

e Professional/legal fees

e Large repair expenses



Auditor’s Financial Statement

T'he Auditors’ Financial Statement is the end product of the accounting process. It

summarises all of the financial transactions of the organisation for the fiscal year. The Finances
auditors’ financial statement is presented to the Board of Directors and passed by the

members at the Annual General Meeting.

The Auditors’ Financial Statement consists of:
e Auditor’s Report
e Balance Sheet
e Statement of Revenues, Expenses and Surplus
e Notes to the Financial Statements

In addition, the auditors present a management letter to the board and disclosure of salaries over
$50,000.

Auditor’s Report: The Auditor’s Report is addressed to the Board of Directors, normally
indicating that the audit was conducted in accordance with Canadian Generally Accepted
Auditing Standards. The report concludes with the opinion of the auditor.

Balance Sheet (see description above) The Auditors’
Financial Statement
Statement of Revenues, Expenses and Surplus: reports is the end result of the

revenues from all sources (for example, funders, self-generated funds
such as fundraising, donations, interest), expenses, net income/net loss
and the resulting change to the surplus/deficit for the fiscal year (also
see description above).

accounting process.

It summarises all
of the financial

Notes to the Financial Statement: The Notes to the Financial transactions of the
Statement speak to 1) the purpose of the organisation; ii) accounting organization.

policies; iii1) receivables; iv) payables; v) deferred revenue and y
contributions; vi) capital assets and depreciation; and vii) long term

debts and/or long term responsibility such as rent, benefits and its liability, such as pension.
These notes need to be reviewed by your auditor and Board of Directors.

Management Letter: The management letter is normally addressed to the Board of
Directors with recommendations and/or identification of issues with financial procedures. It
is important to read it carefully, talk to your auditor and board about the recommendations
and, if necessary, discuss ways of making changes.

The Management Letter also needs to be submitted to your funders. If the auditor identifies

either major or minor financial issues, you should accompany its submission with a plan to
make the recommended changes.
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Preparing for an Annual Audit

Many new Executive Directors feel anxious as they think about their first audit. If you have

been conducting your quarterly internal audit, you shouldn’t have to worry about your annual
audit.

To further assist you, we have assembled a checklist of items that you will need to prepare for
the auditor. The list includes both pre-audit activities and the items for the audit itself. The
pre-audit activities should take place in February or March. Some of the items will be in
electronic rather than paper form.

Some of the items on the list will not be applicable to your organisation. We have bolded the
items that are universal.



Form 8

Audit Checklist Finances
Pre-audit
O Confirm dates of the audit with the auditor
O Send the confirmation letter to the bank (see attached)
O Send the list of funders including the contact person, name of funder and address to
your auditor
(0 Trial Balance

Audit (as many as applicable)

uaaauuuauaaa aaauuuaaaaaoaaoaauuouaaaaaaaaq

Bank Statements and cancelled Cheques

Bank Reconciliation

Deposit Books

Cheque Stubs

Charitable Receipts Book and/or regular receipts book
Invoices paid during the fiscal year

List of Accounts Receivable

List of Grants Receivable

List of Prepaid Expense

List of Accounts Payable

List of Vacation Payable

List of Deferred Revenue

Copy of Agreements with Funders, including budgets

List of Grants

Reconciliation of Interest Revenue

Analysis of Miscellaneous Revenue

Analysis of Salaries and Benefits (reconcile it to T-4)

Board Minutes (signed and dated)

General Ledger Book

Credit Card Statements including receipts

Credit Cards Merchant Copy

Capital Assets — Any purchase of capital during the year and according to the pol-
icy

Analysis of Donations

Analysis of Revenue from Fundraising

Copies of long-term agreements or debts (e.g., rent, vehicle lease)
Analysis of Professional Fees

Copy of the Financial Policy

Copy of motions by the board that have financial implications
Contract agreements with staff that identify their hourly/yearly salary
Salary Scale

Union Agreement
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Large Purchases — expense or asset?

When organisations purchase higher-cost goods (such as computers or photocopiers), there
may be a difference between how they are recognised in financial reports to the funder and in
audited reports. For the funder, the purchase would be recorded as an expense. For the auditor,
it may be recorded as a capital asset. If this happens, then the asset is depreciated annually
rather than recorded on the expense sheet.

Because of this difference, it is recommended that not-for-profit organisations develop a policy
on when a purchase is defined as an asset and when it is expensed. A policy may state, for ex-
ample, “Capital assets such as furniture, fixtures, and computer hardware are recorded as an as-
set when the purchase cost is $2,000 or more per item.”

Based on the policy and the purchase price, assets can then be expensed as “Furniture and
Equipment,” or recorded as a “Capital Asset” and depreciated. The depreciation amount be-
comes the expense for the noted year. There are generally accepted depreciation rates'', which
are as follows:

Building 4%
Furniture and Fixtures 10%
Computer Hardware 20%
Reporting to Funders

Most funders do not recognise depreciation as an expense. Therefore, the financial report to the
funders will include the full purchase amount of assets as an expense. This procedure will
create a variance or difference between the financial report to the funders and the auditor’s
statement.

It is the responsibility of the organisation to explain the difference between the auditor’s
statement and the financial report to funders. The following form will assist you in reporting
the difference.

11. These depreciation rates are determined by the Canadian Institute of Chartered Accountants and located in the
CICA Handbook. Because this handbook is only available to CICA members, you can speak to your
organisation’s auditor for more information.



Form 9

Balancing Auditor’s Statement to Funder’s Financial Report

Name of the Agency

Fiscal Year Ending

Auditor’s
Financial Report

Financial Report
to Funders

Notes

Closing Balance

Capital Assets

Mortgage Payment
(Principal Only)

Depreciation
Expense

Reconciled Balance

Finances
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Financial Personnel

Itis very important that your organisation employ competent financial staff. If you are hiring a
new financial staff person, look for someone who:

v

AN N NANAN

is proficient at Excel and able to create formulas, determine percentages and create
pie charts.

can read and create financial reports.

can demonstrate an ability to use your organisation’s financial software.
understands basic financial terms.

is organised and responsive to timelines.

can provide analysis of statements and rationale for recommendations.

From the mouths of
Executive Directors

The highlights of being an Executive Director

Seeing the success of clients we serve (however small they
may seem at the time)

The intrinsic reward of knowing I am making a difference
in lives

Flexibility. It feels good at the end of the day
Being able to get things done, accomplished

I'm learning as much from the women accessing our
services as they learn from me
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Strategic Planning

Many Executive Directors can’t bear the thought of Strategic Planning. Often it is because Program

they have been a part of ineffective planning processes in the past — processes that have Planning

produced unrealistic plans that are not followed. Despite those experiences, strategic planning
is a critical part of good organisational leadership. In fact, many of us participate in strategic
planning on an ongoing basis for government funders, and don’t even realise it.

Simply put, a strategic plan is a framework for an organisation’s collective effort'?. It

answers the questions of what, why, when, who, and how. It provides a map for both
short-term and long-term actions.

Why participate in Strategic Planning?

Strategic Planning fills a number of purposes in an organisation'. It:
Simply put, a
strategic plan is a
framework for an
organisation’s

collective effort'.
3. Provides an avenue for team building between the board and the staff to | [t answers the

increase the sense of working together. Sometimes front-line staff feel
that their Board of Directors doesn’t understand what they do and how
they do it. Working together on a strategic plan allows the staff to share
with the board the work that they do. how. 7

1. Ensures a shared understanding of the mission, purpose and values of
the organisation.

2. Establishes goals and objectives that are in keeping with the mission,
providing a framework that guides programming.

questions of what,
why, when, who, and

4. Provides a sense of ownership of the plan for all parties (board,
Executive Director, and staff). This often results in an increased sense of working together
between the board and the staff.

5. Provides the Executive Director with a sense of direction and reassurance that they are
carrying out agreed-upon activities and plans.

6. Provides a document that can be used to communicate the organisation’s goals, objectives,
and activities to stakeholders.

7. Demonstrates accountability and strong leadership to funders.
8. Ensures the most effective use of the organisation’s resources by focusing on key priorities.

9. Provides a method for determining if new programs should be initiated and/or if new
funding should be sought.

10. Provides a base for measuring change and organisational effectiveness.

12. Stoesz, Edgar & Raber, Chester. Doing Good Better!: How to be an Effective Board Member of a Nonprofit
Organization. (Good Books, 1994)

13. While the above list is taken from many sources, the authors would like to acknowledge in particular the im-
pact of The Free Management Library (www.managementhelp.org). 81
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How does Strategic Planning Work?

To quote Richard Celeste'®, “Planning should be reality-based and vision-driven.”

Unfortunately, there is no one-size-fits-all model that will work for every organisation all the
time. Together with your Board of Directors, you will need to determine the most effective
method of planning for your organisation’s culture. There are a number of models for strategic
planning, including: basic strategic planning, issue-based (or goal-oriented), alignment, sce-
nario, organic, and PATH plans. A web search using the keywords strategic planning, non-
profit, and management will provide a number of useful resources. One such website which
gives a good introduction is http://www.managementhelp.org/plan_dec/str_plan/models.htm

The box below outlines the basic process for strategic planning. It revolves around three plan-
ning areas: the planning foundation, long-term planning, and annual operating planning.

Strategic Planning

Planning Foundation

Mission Statement

Vision/Purpose Statement

Value Statement

Reading the Environment
SWOC (Strengths, Weaknesses,
Opportunities, Challenges) Analysis
Wish List

Long-Term Planning

Review the Planning Foundation
Goals

Objectives

Activities and Strategies
Monitoring and Updating the Plan

Annual Operating Plan

14. Richard Celeste is a previous Ohio Governor and Board Member for Habitat for Humanity International.
Quote in Stoesz & Raber, 1994.




Planning Foundation

In order to set the context for both annual and long-term planning, an organisation’s

Board of Directors, Executive Director and staff all need to have a shared understanding Program
of the organisation’s basic statements. It is likely that your mission, vision, and value Planning
statements have already been developed. These statements need to be reviewed each

year to ensure that they are still appropriate. If your organisation is missing any of these state-

ments, it is important to develop them before engaging in an involved planning process.

Mission Statement: The mission statement is simply a one sentence statement that says
who the organisation is, what it does, for whom, and where. It is your organisation’s funda-
mental description, communicating the essence of your organisation to stakeholders and the
community at large. It is important that the mission statement be easy to remember and to re-
peat. Many experts recommend that every staff and board member should have it memorised.

Example: Ikwe Widdjiitiwin Inc., Winnipeg, Manitoba

To address the needs of all Aboriginal women and their children who are abused — sexually,
physically or emotionally, and to develop programs to meet these needs, in a culturally
appropriate manner, in order that they are empowered to make decisions affecting their own
lives.)

4 Why should we write a Mission Statement? \

¢ The mission statement gives a one sentence description of the
organisation that can be given to funders, media, participants, and
potential and current donors

\0 Most funders require a mission statement /

Vision/Purpose Statement: The vision or purpose statement clearly states what your or-
ganisation seeks to accomplish. It explains why the organisation exists and the ultimate goal of
its work. Purpose statements usually include two phrases: a) an infinitive that shows a change
in status, such as “to increase, to decrease, to prevent, to eliminate”; and b) an identification of
the problem or condition to be changed. The statement focuses on outcomes and results rather
than on methods.

Example: In A Good Way, Brandon, Manitoba
To encourage the health, strength and wellbeing of families in a safe and supportive
environment.
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( Why should we write a Vision Statement? \

*

The vision statement provides an overarching vision or purpose,
by which to analyse current and potential objectives, activities,
and outcomes

¢ The vision statement can motivate the board and staff towards a
common end

Q Many funders request a vision statement /

Value Statement: A value statement lists the beliefs that your organisation’s members hold
in common and try to put in practice, the values that guide how the organisation operates. The
value statement, which highlights four to six key values, answers the question, “What are the
basic beliefs that we share as an organisation?” Examples of values include: integrity, com-
passion, community-led, individual and community capacity, and diversity.

Example: Wolseley Family Place, Winnipeg, Manitoba

To focus on prevention, harm-reduction, and the promotion of wellness and optimal devel-
opment (a family strengths perspective versus a deficit perspective)

To deliver a participant-driven and focused-delivery service model

To provide services that are holistic, flexible, voluntary, available, and accessible
To promote cultural sensitivity and respect for individual values

To emphasise interdependence and mutuality

To strongly commit to empowerment and community development

f Why should we write a Value Statement? \

¢ The value statement provides the staff and board with a common
language and understanding of Zow they want the organisation to
operate

¢ The discussion can be team building, as staff and board develop
common priorities

¢ [t can be a benchmark for how the work of the organisation is to

\ be carried out.




Reading the Environment: Before planning, you also need a sense of the
environment in which you operate. This includes both internal (agency-related) and
external (community, funding and society-related) factors. There are a number of ways

to approach this task. You may want to do a “SWOC” analysis'>. A SWOC Analysis allows you

Program
Planning

to outline the strengths, weaknesses, opportunities and challenges facing your
organisation. The sample below gives some examples of factors which you can include
in your analysis.
Another tool that you can use in reading the environment is to collate a wish list from your staff,
your board, and your participants.
Sample SWOC Analysis
Table F
Strengths Opportunities
What does your project do well? What factors could have a positive impact
on your project?
e dedicated staff
e positive relationship with funders e government prioritising children’s health
e participants feel welcome and at home e available funding for capital projects
e outcome indicators show that we’re making | ® room to expand social enterprise operations
a difference e more corporations becoming aware of us
e strong fiscal management e change in government
e lots of ideas
Look Inward Look outward
Weaknesses Challenges
Where is improvement needed? What factors could have a negative
impact on your project?
e tight finances
e participants request evening hours e change in government
¢ long waiting list ¢ uncertainty around core funding
¢ policies need reviewing e need is greater than resources
e board turnover e increasing hunger in our community
e increasing drug use in our community
e shortage of trades workers
15. Many resources refer to this as a “SWOT Analysis”, with the “T” standing for ‘threats.” Some facilitators
have started referring to it as a SWOC, preferring the word challenges to threats. We have chosen to use the term g5

challenges, as it is more in keeping with our philosophy.
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Long-Range Plan

The long-range plan is usually developed collaboratively by the board and staff. It sets the
direction for the next three to five years, providing priorities and goals.

An effective long-term plan will give direction to the annual operating plans and will give you,
as Executive Director, a direction for your work. Long-range plans aren’t intended to be opera-
tional but rather to establish the context for your annual planning. They also tend to be more
general, while the annual operating plan is detailed. Trying to make specific long-term plans
tends to be frustrating and counter-productive.

The following steps are most often applied when employing a basic strategic planning process:

/

It is often advisable to hire an external
facilitator when developing the initial 2. Goals: Determine the goals that will help you reach

long-term plan. Having an outside person | Your mission. Goals are general statements envisioning

guide the process will ensure that every- | What you want to accomplish over a specific period of

one, including you, is able to participate | time. Your goals answer the questions, What do we want

fully. It allows for a person who is nota |?0 accomplish? Where do we want to go?

part of any interpersonal dynamics within

the organisation to facilitate and thereby | Example: CAPC (Community Action Program for
@g a more neutral approach. Children) in Manitoba

External Facilitator \ 1. ReVieW: Review the Planning Foundation, as
outlined above.

To enhance the wellbeing of children aged 0-6, living in

86

conditions of risk.

3. Objectives: Determine the objectives that will help you reach your mission. Your objec-
tives are specific, measurable results or outcomes. Your objectives answer the questions, How
will we know that we’ve met our goal? What will it look like when we get there?

Example: CAPC in Manitoba
To improve parenting skills of parents/caregivers of children aged 0-6, living in conditions of
risk.

4. Activities and Strategies: Identify the specific programming areas and activities
that will help you achieve your goals and objectives. This is where you will explore the
question What will we do to get there? In developing the plan, you need to ask what
resources will be required and explore ways of ensuring their availability. Other questions
may include looking at what activities or services should be increased/decreased or which
should be introduced/phased out. During the planning, you will need to clarify policies that
guide the implementation. For example, do the policies clearly indicate what matters the
Executive Director needs to bring to the board and which matters s/he can move ahead on?



5. Monitoring and Updating the Plan: A plan is only as good as its
implementation. As Executive Director, it is your job to monitor implementation on

an ongoing basis. It is recommended that at the end of each year, you and the board review
the long-range plan. During the review, the year is evaluated, with an emphasis on how well Program
the goals are being met and the action plans implemented. You can then drop the year just Planning
completed from the plan and add a new final year. Boards that follow this approach then find it

helpful to start from scratch approximately every five years.

Example
Manitoba CAPC Coalition

Goal: To enhance the wellbeing of children aged 0-6, through supporting Manitoba
CAPC Projects.

Objectives:
1) To increase the knowledge and skills of CAPC management and staff, with respect to
CAPC programming.
Activities:  a) Management training
b) Front-line staff conference
c¢) Coalition meetings and ongoing communication

i1) To facilitate and promote project networking, communication, best practices
and strategies to address challenges among Manitoba CAPC projects.
Activities: a) Coalition meetings
b) Management training
¢) Ongoing communication between meetings
d) Front-line staff conference

ii1) To share CAPC expertise and knowledge within the broader community.
Activities: a) Develop and distribute Executive Director Orientation Manual
b) Website
¢) Provincial conference
d) Distribution of Project Directory to stakeholders
e) Develop and distribute annual newsletter

iv) To maintain effective administration of the coalition
Activities: a) Communication

b) Documentation

¢) Governance

Annual Operating Plan

The long-range plan will provide you with a blueprint for developing your annual operational
plan. There are a number of ways of completing such a plan, some of which are mandated by
the programming funder. In this manual, we are recommending a work plan based on the
Project Logic Model.
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Project Logic Model

Program A Project Logic Model'® is a graphic representation of a project, showing the ‘logic’ of how

Planning  o0als, objectives, and activities lead to specific results. The model provides the reader with an
easy-to-understand flow from goals to objectives, to activities, to outcomes, showing how all
aspects are linked together.

/ Benefits of the Project Logic Model: \

Efficient and Effective Planning: This model can assist you in planning and
laying out your project, ensuring that there is alignment between your goals/
objectives, activities, and outcomes/impacts. Using a Logic Model can help
you stay on track and clarify your priorities.

Improved Implementation: Once the project begins, the Project Logic Model
can keep you on track, reminding you of your activities and short term results.

Foundation for Tracking and Evaluating Results: The Project Logic Model
keeps you focused on your intended results. It can be instrumental in develop-
Qg your evaluation process. /

Components:

The Project Logic Model includes the following headings:
Goal — statement of the overall purpose of the project

Objectives — specific statements of what the project sets out to accomplish; the concrete
changes you are planning to make.

Activities — specific tasks to complete through the implementation of the project

Outputs — immediate results of your project activities. These are the concrete products of your
activities. For example, “12 participants complete a six-week ‘Nobody’s Perfect’ parenting
class.” Outputs link directly to the project activities — activities are what is done and outputs
are the expected results.

Outcomes — intermediate results, shown within one to three years of the project’s start. Out-
comes speak to the changes in behaviour, practice, policy or conditions achieved by your pro-
ject. Outcomes relate back to your objectives — objectives are the desired results, while out-
comes are the expected results.

16. This section draws heavily on information in the Evaluation Toolkit, published on the REDDI (Rural Eco-
nomic Development Data & Intelligence) section of the Government of Ontario’s website. Retrieved December,
88 2007 from See http://www.reddi.gov.on.ca/track describeproject.htm .




Impacts — long-term results, most often seen three to 10 years after the project starts.
The impacts are the ultimate changes that you expect to see. Impacts relate back to the
goals — a goal is a desired end result, while the impacts are the expected end results.

Table F provides a further description of the An impact column is not always
Project Logic Model.

Table G is a sample Project Logic Model,

developed by the Manitoba CAPC Coalition. measure the long-term impacts.

' These projects will then sometimes
Form 11 is a template that you can use when use a “Process Indicators” or
developing your logic model. @tisfaction column. )

Note:

appropriate for all projects,
especially short-term projects or
ones where there is no capacity to

A Process for Developing Your Project Logic Model

1. Prepare a large sheet of paper with the following headings:

Goal

Objectives

Activities

Outputs

Process Indicators (Optional)
Outcomes

Impacts (Optional)

2. Bring a pad of sticky notes and all documents relevant to the project.

3. Use the sticky notes to write down all of your ideas. This process gives you
greater flexibility. You may need to move one of your notes from one category to
another. As you streamline the model, you can simply remove the sticky notes
that you don’t want to use.

4. Start by filling in what you understand as your outcomes One way to do this is by
defining how you will know if your project is successful. For example: “the
project will be successful if it increases parent’s knowledge of healthy child
development.” If you start with the successful outcomes, you can then plan
project activities that will lead to those results.

5. Copy the completed work plan (Project Logic Model) onto your template. It is
now ready for distribution.

Program
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Project Logic Explanation

Table G

GOAL

Statement of the

|l purpose of
the project
What is the key
chalfenge or
problem yolir
project is working
fo resolve?

Language “To
develop ... “ “To
reduce ..."

Visionary, high
level statement.

Long-term time
frame.

OBJECTIVES

ACTIVITIES

OUTPUTS

OUTCOMES

Specific statements of
what the project sets
out to accomplish

Specific tasks to complete
through implementation of
the project

Immediate results
(direct products of
project activities)

Intermediate results
(1 to 3 years after

project starts)

More specific than a
goal, project objectives
reflect the concrete
changes you are
aiming to make through
implementation of the
project.

A typical project will
have 3-5 objectives;

Try to limit fo a few
objectives.

Determine the time
required to achieve
each objective (1-3
years).

Focus on the key steps
necessary to achieve your
objectives.

/dentify participants,
beneficiaries or
stakeholders for each
activity

«What mix of activities will
give you the greatest
chance of reaching your
objectives?

+Check each activity or
group of activities fo see if
it/they will logically lead
to the desired outcomes; if
not, then consider
alternative activities....or
ask yourself if vour
desired oufcomes are
realistic.

«Stay within budget!

What are the
actual concrete
products of your
activities?

Could be
guantitative or
gualitative.

Examples: “15
members
complete the
course” or
“increased
awareness of
safety
procedures”.

Usually tracked
for each guarter
or year of the
project.

What changes in
behaviour, practice,
policy or conditions
will your project
achieve?

Timeline: typically

see these results 1-3

years after the
project starts

Examples: "80% of
course patticipants
wilf apply the
technology in their

waork” or “increased
colfaboration among

network members”

\/

s represent the strategic

PROJECT LOGIC MODEL

Activities comprise the
Project Work Plan, which
should include details for
each activity (Who™
What? When? Where?
How?).

Outputs link
directly to project
activities;
activities are what
is done, outputs
are the expected
results.

Qutcomes relate to
your objectives;
objectives are
desired, outcomes
are the expected
results.

Pro|e cl

What long-term
changes will your
project produce?

Typically not realized
of measurable until a
few vears after
project commenced.

‘Impact’ describes
the ultimate changes
you expect fo see at
a high level:
organizational,
community, soclety.

Measuring impact
requires adequate
funding to undertake
long-term research.

http://www.reddi.gov.on.ca/pdf/1477219 project logic_model.pdf



Table H:

Manitoba CAPC Coalition

Forecast Worliplan

2007/08

GOAIL: To enhance the well-being of children aged 0-6, through supporting Manitoba CAPC Projects.

Objectives

Programs/Activities

Process Indicators
(Outputs) & Tools

Process Indicators
(Satisfaction) & Tools

Outcome Indicators & Tools

To increase CAPC
management & staff
knowledge and
skills, with respect
to CAPC
programming

Management Training:

¢ May 29 & 30 Training
Focus: Leadership Skills &
Personnel Policies

# Trainings piggy-backed onto
Coalition meetings: Sustainability
& Emergency Preparedness

# & topics of trainings
Location of trainings

# of attendees

Tools: Coalition Minutes &
Records

Proportion of participants
who are satisfied with
Management Trainings
Tool: written questionnaire
after training

Conference

Theme: Mental Health Matters
Location: Russell, MB

Dates: September 18-21, 2007

Conference Held

# of attendees

# & topics of workshops
Tool: Coalition Records

Proportion of participants
who are satisfied with annual
conference

Tool: written questionnaire
after conference

Coalition meetings & ongoing
communication

¢ 4 meetings in Winnipeg:
Meetings include: Round Table
Project Updates, Activity Planning,
Administrative Functions,
Identification & discussion re
trends affecting projects and re
project needs and support

4 Ongoing email communication:
with individual sites, sharing
information with the Coalition as a
whole, and disseminating
information from the PHAC
Consultants and the Evaluation
Working Group

# of meetings

# of email communications
# of attendees at meetings
Tool: Coalition Minutes &
Records

Proportion of participants
who are satisfied with
meetings & ongoing
communication

Tool: annual written
questionnaire

Proportion of participants who
report increased knowledge of
topics relevant to CAPC
programming

Tools: annual written questionnaire
(Directors) & written questionnaires
after conference & training

Proportion of participants who
report increased ability to deliver
CAPC programming

Tools: annual written questionnaire
(Directors) & written questionnaire
after conference & training

Manitoba CAPC Coalition
Forecast Workplan 2007/08

i




Objectives

Programs/Activities

Process Indicators
{Outputs) & Tools

Process Indicators
{Satisfaction) & Tools

Outcome Indicators & Tools

PHAC involvement in meetings
Participation includes reciprocal
updates. PHAC update includes:
i) needs, support, trends and
resources affecting project
operation; i) clear communication
regarding administration
processes and funding
requirements: iii) involverment in
conference planning

# of meetings attended by
PHAC reps
Tool: Coalition Minutes

Level of PHAC satisfaction
with meetings

Proportion of participants
who are satisfied with PHAC
involvement

Tool: annual written
questionnaire

CAPC Evaluation activities
Project Coordinator & 4
representatives sit on EWG

# of Coalition
representatives on the
EWG

# of EWG meetings
attended by Coalition
members

# of EWG reports at
Coalition meetings
Tools: EWG Minutes &
Coalition Minutes

Proportion of Directors
satisfied with Coalition
involvement in Evaluation
activities

Tool: annual written
guestionnaire

To facilitate and
promote project
networking,
communication,
best practices, and
strategies to
address challenges
among Manitoba
CAPC projects

Coalition meetings
As above

# of meetings

Rate of attendance at
meetings

# meetings attended by
PHAC

Tool: Coealition minutes

Proportion of Directors
satisfied with Coalition
meetings

Level of PHAC satisfaction
with Coalition meefings
Tool: annual written
guestionnaire

Management Trainings
As above

# & topics of trainings
Location of trainings

# of attendees

Tools: Coalition Minutes &
Records

Proportion of participants
who are satisfied with
Management Trainings
Tool: written questionnaire
after training

Ongoing communication
between meetings
As above

# of emails sent out
Types of emails sent out
Tool: Coalition Records

Proportion of Directors
satisfied with ongoing
communication Tool:
annual written guestionnaire

Proportion of Participants who
report increased connection with
other CAPC projects

Tools: annual written questionnaire

& written questionnaire after
conference Directors Tool will
include guestions regarding

increased awareness of programs &
services benefiting their participants

(old workplan)

Manitoba CAPC Coalition
Forecast Workplan 2007/08
2.



Objectives

Programs/Activities

Process Indicators
{Outputs) & Tools

Process Indicators
{Satisfaction) & Tools

Outcome Indicators & Tools

PHAC involvement in meetings
As above

# of meetings attended by
PHAC reps
Tool: Coalition Minutes

Level of PHAC satisfaction
with meetings

Proportion of participants
who are satisfied with PHAC
involvement

Tool: annual written
guestionnaire

Conference
As above

Conference occurred
# of atfendees
Tool: Coalition Records

Proportion of participants
satisfied with annual
Coalition conference

Tool: written questionnaire
after conference

To share CAPC
expertise and
knowledge within
the broader
community.

Promotional activities geared to
community, funders, politicians,
staff, participants and other
stakeholders.

Anticipated events include:

4 Profiling our resources at 2
International Conferences

4 Display/ Participation in National
Child Day Event

4 Sharing the Coalition Decision-
Making Model with other
organizations

# Distribution of Project Directory
to stakeholders

¢ Members sharing
Coalition/CAPC materials &
knowledge

4 Website

4 Production & Distribution of
Promotional Stationery

4 Involvement of PHAC in
development of resources

¢ Development of Tip Sheets

4 Provincial NPF

Conference

# & type of profiling
activities/ events

# of opportunities to share
resources

# of hits on website

Types of resources
developed &/or produced
Resources Distributed
Ways that Coalition
members promoted CAPC
Tools: Coalition Records,
annual written
questionnaire, website data

Proportion of Directors who
are satisfied with the
promotional activities
Level of PHAC satisfaction
with the promotional
activities

Tool: annual written
questionnaire

Proportion of Directors who report
increased awareness in their

community of CAPC programming
Tool: annual written questicnnaire

Proportion of Directors who report
increased support in their
community for CAPC programming
Tool: annual written questicnnaire

Increased awareness of CAPC in
Manitoba
Tools: Conference Records

Manitoba CAPC Coalition
Forecast Workplan 2007/08
Lo




Form 10: Template for Developing your Project Logic Model

OBJECTIVES ACTIVITIES OUTPUTS OUTCOMES [ LA E:
Specific statements of Specific tasks to complete | Immediae remalts (diect products of Intermediate remults (1 to 3 Long-term remalts (3 to
whist the project sets through imple mentation of pmject actmeties) years after project starts)

out to accomplizh the project

Activities comprize the Outputs link directly to project Outcomes relste to your
epresent the Strategic Project Work Plan, which | activities; activities are what iz ohjectives; objectives are

Lr Project ghould include details for done... outputs are the expected | desired, outcomes are the

each activity 0Mvho?, reszuftz of what iz done expected results

What?, When?, Where'?

Hiorn'?)

http://www.reddi.gov.on.ca/doc/3759690 logic_model worksheet.doc
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Proposal Writing

One of the primary means of financing nonprofits is through government and foundation

grants. To access these funds, you will most often need to write a proposal. While the format
and length may be dictated by the funder, the outline below will give you a starting place for
your next proposal. We have also attached a Proposal Worksheet.

1. Research:

Program
Planning

The first step is to seek out potential funders for your project. Talk Steps in

to other agencies or to your current funders. You can also check P .-

government websites and do an Internet search. Once you identify Proposal Writing

potential funders:

¢ Look for a fit between your project and their funding priorities. 1. Research

¢ Note their priorities. It’s helpful to highlight them so that you 2. Relationship
can refer back to them when you write your proposal. (Proposal o
Worksheet) 3. Writing

¢ Have a clear sense of your agency’s mission, goals and 4. Recognition
objectives. Make sure that the funding priorities are compatible .
with your agency. (Proposal Worksheet) 5. Reporting

2. Relationship
Call the contact person and describe your project to them. They will give you a sense of
whether it fits with their priorities — and if not, may have other suggestions. It is important to
have a strong relationship with this person, as they may be in a position to advocate for your
proposal. Additionally, they may be the person you work with if funding is approved. These
conversations and relationships can be as important as the written proposal.

3. Writing
Below is a sample proposal outline that you can use. Some funders will provide a sample out-
line which, of course, you should use.

We have also attached a Proposal Development Worksheet, which you can use to organise and
clarify your thoughts as you prepare your proposal.

A. Executive Summary:

The executive summary provides the reader with a quick synopsis of your proposal. It should
include the name of your organisation, the amount requested, the timeframe of the project and a
short description. An executive summary can be short and to the point.

Example: The Pas Family Resource Centre is requesting 3150,000 over three (3) years to
establish the “Using Arts for Community Development” program. This program will assist
participants in creating change in their personal lives and the community, through creatively
expressing their experiences and hopes.

/4

95



Program
Planning

96

There are times when you may want to write a more extensive summary, especially if
your proposal is innovative or contains a large amount of information. Nevertheless,
the executive summary should never be longer than one page.

B. Proposed Project:

This is the bulk of your proposal. In this section, you will convince the funder that the issue is
important, that your solution is appropriate and that yours is the right organisation to carry it
out.

1) Statement of Need: In this section you convince the funder of the need in your community
and/or organisation, helping the reader to learn more about the issues. You cannot assume that
the funder understands the issues in your community, so it is important to include data (external
and/or internal) that support your case. Demonstrating that you have a clear understanding of

the issue is a critical part of showing your agency’s expertise. (Included on Proposal
Worksheet)

Helpful Hints in Writing the Statement of Need'”:

1. Decide which facts or statistics best support the project. Ensure
that your information is accurate and current.

2. Convey a sense of hope, so that the reader does not feel there is
nothing that can be done, so why even bother?

3. Decide if you want to put your project forward as a model.
Sometimes this can expand your funding options, but there may
also be an implied or explicit expectation for you to help replicate
the program.

4. Determine whether it is reasonable to portray the need as acute.
There is a balancing act between showing the funder that the
problem you want to address is worse than others and showing
that your proposed solution makes more sense than others.

5. Decide whether you can show that your program addresses the
need differently or better than other projects that preceded it.
Take care not to be critical of other agencies but rather, where
possible, show that you are on good terms with similar
organisations.

6. Avoid circular reasoning, where you present the absence of a
solution as the actual problem.

17. The World Bank, “Proposal Writing Short Course,” Retrieved January, 2008 from http://web.worldbank.org/
WBSITE/EXTERNAL/TOPICS/EXTSOCIALDEVELOPMENT/EXTSMALLGRANTS/
0..contentMDK:20507545~menu




i1) Description of the Project: While most funders don’t request this, it is helpful to
provide the reader with the big picture, giving them an idea of what the project will look
like. Some proposal writers include the description in the executive summary rather than in the

body of the proposal. Program
Planning

ii1)) Goal: The goal is a general statement envisioning what the project will do. It is a phrase or
short sentence that describes the ideal purpose of your project, answering the questions, What
do we want to accomplish? Where do we want to go?

Goals ask
Example: (CAPC in Manitoba) What do we want
To enhance the well-being of children aged 0-6 years, living in to accomplish?

conditions of risk.

: o . Objectives tell us
iv) Objectives: Objectives are specific, measurable results or .

outcomes. Objectives should be S.M.A.R.T.: Specific, Measur- How will we know that
able, Achievable, Relevant and Time-bound. Your objectives we’ve met our goal?
answer the questions, How will we know that we’ve met our K

goal? What will it look like when we get there?

Example: (CAPC in Manitoba)
To improve the healthy development of children 0—6, living in conditions of risk.

Table I
Goals versus Objectives
Goals Objectives
e Broad statements that provide a e Specific statements that indicate what
general intention will be achieved
e Abstract e Concrete, speaking to tangible results
e (Cannot be validated e (Can be measured and validated
e Provide a framework for the e Provide definition for the goal
objectives e _ Are assessed through various indicators
e Are consistent with the mission state-
ment of the organisation and can be
adapted to changes in the program

v) Activities: The proposal needs a description of the various activities that will be undertaken,
in order to meet the objectives. There should be a clear connection between the objectives and
activities. Be as specific as possible. For example, instead of stating “Parenting Classes,” use
“Four six-week ‘Nobody’s Perfect’” parenting classes, offered to an average of six participants.”

Hint: You want to show a clear connection between your objectives, activities, outputs, and
outcomes. One way is to name the appropriate activities under each objective. If your outputs
and outcomes are defined at the time of writing, you can list them with the corresponding ac-
tivities. (Proposal Worksheet) 1f you’ve completed your Project Logic work plan, it will show
these factors more clearly.
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vi) Time Lines: Provide the funder with a chronological outline of your project’s
activities, including items such as hiring, orientation, and concluding the project.

vii) Project Logic Work Plan (optional): The Project Logic Model provides the funder with a
quick visual picture of the project, clearly illustrating the flow: Goal — Objectives — Activi-
ties — Outputs — Outcomes. Depending on the level of detail, it can also show the measure-

ment tools, responsibilities, and outcome indicators. (See section on Project Logic Model, p.
88-94)

picture of the
project, clearly

vii) Partnerships and Collaboration: It is important to funders to see that your
agency and this project are supported by other stakeholders and that you are

The Project Logic | working collaboratively. You can outline how you are working with other agen-
Model provides cies, your community, individuals, and even other programs (where applicable)
the funder with within your organisation. It is good to get as many letters of support from these
a quick visual stakeholders as possible. Occasionally a funder will specify from whom the let-

ters of support should come.

viii) Evaluation: It is important to include your evaluation plan.

illustrating the If you have developed a Project Logic model, this is fairly straightforward, as
flow: most of the factors have already been determined.
Goal You will also want to decide if you wish to use an external or internal evalua-
l tor. Factors that weigh in favour of an external evaluator
Objectives include: 1) lack of expertise within your organisation; ii) a funding requirement;
iii) wanting to use the evaluation for ongoing funding; and iv) if the project is
A\ innovative or experimental.
Activities
ix) Budget: Developing a program budget is similar to developing your overall
Outputs organisational budget. You need to take into consideration all of the funders
l who will be contributing. You also need to include in-kind donations from your
Outcomes

nation, this amount can be as high as 50 per cent. It is important to check the

organisation. While most funders require a minimum of 10 per cent in-kind do-
funder’s information.
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The amount you are requesting will vary depending on the scope of the program and your
available resources. The five primary categories of expenses for programming budgets are
as follows:
e Personnel
e Training Expenses
Operating and_Programming Expenses
Publicity
Evaluation Expenses
Dissemination plans, if producing a final product

Capital projects, on the other hand, tend to have two primary categories to consider: cost of the
capital (most funders require three estimates) and training the staff on the new equipment.
A budget template has been included in the Proposal Worksheet.



Relationship with the Funder:

Whether or not this information is specifically requested, this section provides an

opportunity to highlight for the funder how your project fits with their priorities.
Program

Planning
1) Fit with the Funder’s Goal and Objectives: If the funder has outlined their goals and

objectives, determine which of these are fulfilled by your project. In a couple of
sentences, outline the fit.

i1) Fit with Eligibility Criteria: Highlight as many criteria as possible and clarify how your
project fulfils them.

ii1) Recognition of Funder: This is your opportunity to tell the funder how you will thank them
for their contribution. If you can, find out what their preference is. It may be through
press releases, news stories, recognition in the Annual Report or plaques. Occasionally, a
funder likes to remain anonymous, in which case you will omit this section.

Organisational Profile

Funders are not only interested in your project but also in your organisation’s ability to carry
out the proposal. This is your opportunity to let your organisation shine.

i) Mandate/Mission Statement
ii) Vision/Purpose Statement, Values Statement The Organisational

iii) Charitable Number Profile is your
opportunity to let

iv) Short Agency Description: Here you can highlight the organisation’s your organisation

programs, activities, history, numbers, and achievements.

shine.
iv) Capacity to Manage: (Optional) In this section you could highlight
the various projects and budgets that your organisation has managed 7
in the past.

v) Sustainability: In general, funders want to know that you will not become reliant on them
for ongoing funding. You need to identify how you will sustain the program after the
funding is done.

Attachments:

1) Any work plans, timelines etc. referred to in the proposal body.
i1) Organisation background information (1to 2 pages)

ii1) Board of Directors

iv) Current Organisation Budget

v) Most recent Audited Financial Statement

vi) Most recent Annual Report

vii) Letters of support from other organisations

viii) Any additional information requested by the funder
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4. Recognition

Unless they request to remain anonymous, it is important to give your funders
recognition for their contribution. Most funders will indicate how you are required to
acknowledged their contribution in their funding approval letter or legal agreement. Required
recognition often includes indicating their funding on all press releases, publications, and
construction. The legal agreement may indicate the wording that you are required to use, while
also indicating if you need to include a disclaimer.

A sample is the phrasing used for this manual:

Production of this document has been made possible through a financial contribution from the
Public Health Agency of Canada.

The views expressed herein do not necessarily represent the views of the Public Health Agency
of Canada.

5. Reporting

Your letter of agreement will indicate what sort of reporting is required by the funder. It usually
includes some form of report indicating the project’s activities, outputs, successes, and failures.
It will also require a financial report. Depending on the length of the project and the level of
funding, you may be required to report on a quarterly basis or only at the end of the project.

Tips for Proposal Writing
e Use the funder’s phrases where possible in your proposal

e Keep your language clear and simple. Avoid jargon, other than phrases used in the
funder’s literature

e Use formatting that makes it easy for the reader to follow the flow of the pro-
posal.

e Use bullets and numbers for lists
e Use diagrams and tables instead of longhand to make it easier for the reader
e Use active rather than passive verbs. For example:
Passive - The outcomes will be evaluated by Young Parents Resource Centre;

Active - Young Parents Resource Centre will evaluate the outcomes.

e If your proposal requires a lot of background information, provide the bulk of it in
an appendix rather than in the main body of the proposal




Form 11: PROPOSAL DEVELOPMENT WORKSHEET

Funder’s Key Words:

The Funder:

Funder’s Goals/Objectives

Proposal’s fit

E.g., Community-led solutions

Proposed solution suggested by community member and endorsed

at community meeting

The Project

Need

Ways Project meets needs

E.g., 25% of infants in community are born underweight

fant weight

Providing milk and grocery vouchers to pregnant women will increase in-




Goal:

/

Objective #1:

Activities:
1. What?

When?
Where?
How often?
Numbers?
Outcomes:

2. What?

When?
Where?
How often?
Numbers?
Outcomes:

3. What?

‘When?
Where?
How often?
Numbers?
Outcomes:

Objective #2:

Activities:
1. What?

When?
Where?
How often?
Numbers?
Outcomes:

2. What?

When?
Where?
How often?
Numbers?
Outcomes:

3. What?

‘When?
Where?
How often?
Numbers?
Outcomes:

Don’t worry about proper phrasing.
Write down your thoughts,
you can pretty up the phrasing later

Example:

Objective #3:
To enhance staff capacity to respond to situa-
tions involving problematic substance use

Activities:
1. What? Staff training on drug issues. Help
staff respond appropriately

When? Ongoing
Where? thd
How often? 1/2 day every quarter
Numbers? Approximately 30 staff
Outcomes:
e more aware of impact on individuals &
community
o Know better how to respond
e Feel more comfortable responding

2. What?

When?
Where?
How often?
Numbers?
Outcomes:

3. What?

When?
Where?
How often?
Numbers?
Outcomes:




Budget Worksheet

Revenue Amount Other Donations Total
Requested Funders In-Kind

Funder#1

Funder #2

Donations In-Kind

Total Revenue

Expenses

Personnel
Position #1

Position #2

Position #3 (Finance?)

Benefits —
Mandatory and non-mandatory

PERSONNEL - SUBTOTAL

Rent (Many organizations calculate
the cost per sq. foot of office space)

Office Expense & Supplies
® Supplies

® Postage

® Telephone

® Photocopying

Travel

Staff Training

Program Supplies

Technology Supplies

e E.g. software, license, external
back-up cost

Administrative (Insurance, Audit, etc.)

Evaluation

Other

Total Expenses

Notes/Comments:



Evaluation

Evatuation is how you track and report on your project’s progress and success, in addition to

Program  {,0in0 an important part of accountability to funders.

Planning

( Why Evaluate? \

e To respond to demands for accountability
e To demonstrate an effective and efficient use of financial and other
resources
e To recognise actual changes and progress made
e To identify success factors, needs for change or improvement, and
where expected outcomes were unrealistic
K To show stakeholders that the desired outcomes are being achievedj

Types of Evaluation

There are several different types of evaluation, which are sometimes conducted together.
Deciding which to use, or what combination to use, depends on where you are at in the project
development, who asked for evaluation and what the initiator wants to know (purpose). Often a
combination of process and outcome is used.

Needs Assessment:

A needs assessment determines the need for a program within a community or client
population. This form of evaluation is often conducted during the planning phase of a
project. The collected data can be used to secure funding or obtain increased funding.

Process Evaluation:

A process evaluation monitors a project by describing and assessing

Evaluation is how you the‘se‘:r'vic‘es provided, determining its‘ success %n implementing the
activities it had planned. The evaluation identifies what you did, how

trac.k and report on your well you did it, what could be improved and suggestions for

proj ect’s progress and the improvements_

success, 1n addition to

being an important part | The process evaluation is preferably conducted throughout a pro-

gram’s existence. The evaluation process also explores stakeholder

(staff, participants, community partners, board, funders) satisfaction

y with both program delivery and administrative services.

of accountability to
funders.
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Outcome Evaluation:

The outcome evaluation is designed to measure change resulting from project activities.
It explores both expected and unexpected outcomes answering the question “What difference
does the project make?” In order to conduct an outcome evaluation, the project needs to kno
which outcomes it is expecting. Consequently, it is very important to have measurable and
achievable objectives. The evaluation is often conducted after a project has been in operation
for a while, or at the completion of the project. The results can be used to show accountability
and success.

Program
Planning

Impact Evaluation

Impact evaluation explores longer term changes or benefits resulting from a project, going be-
yond the immediate results. Impacts are harder to measure, especially for short-term projects.

You may choose to use either an internal or external evaluator. The
decision is based on several factors, including the availability of
financial resources, evaluation expertise within the organisation,
and funding requirements.

Evaluation Process **

While evaluations vary, they are generally based on the following ten steps. '’

Step 1: Get an overview of the program
The overview includes reviewing the program’s goals, objectives, activities, and
initial proposal.

Step 2: Determine why you are evaluating.
Decisions to be made:
What is the general focus of the evaluation?
What is to be evaluated?
What is the purpose of the evaluation?
Who is the target audience?

Step 3: Determine what you need to know and formulate research questions.
Decisions to be made:
What are the key questions that need answering?
What is feasible in terms of budget, time, available resources, and expertise?

Step 4: Figure out what information you need to answer questions.
Decisions to be made:
What information needs to be obtained to answer these key questions given what
is feasible?

18. This section is intended to give an overview of the evaluation process, rather than providing training on how to
conduct an evaluation.

19. This information was compiled from a number of sources. Foremost amongst them are: http://
www.evaluationwiki.org/index.php/Evaluation Definition and adapted from Payne, D.A. (1994). Designing
Educational Project and Program Evaluations: A Practical Overview Based on Research and Experience.
Kluwer, Academic Publishers, Boston.
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Step 5: Design the evaluation.
Decisions to be made:
What information will be gathered?
From whom?

By whom? / . \
How will it be gathered? Data Gathering Tools:

(see Data Gathering Tools sidebar)

Background Information
Step 6: Collect information. i

Documentation — read
project-related documents (such
as reports to funders, minutes,
client surveys)

Step 7: Analyse information.
Decisions to be made:

How will the information be analysed?

By whom? . .

y whom Individual Interviews

Step 8: Formulate conclusions. . .
Questionnaires
Step 9: Communicate results.
Decisions to be made:
How will the results be communicated?

To whom? (See information below) Qrect Observation /

By whom?

Focus Groups

Step 10: Use results to modify program.
Decisions to be made:
Which recommendations will we follow?
What additional resources are needed to do so?
What is our plan of implementation?

The Evaluation Report

An evaluation report is only useful if its findings are recorded and read. It will outline the de-
tails of the research (methods, data sources, etc.), the findings, explanations, and recommenda-
tions. A well-written report will clearly identify the key learnings from the analysis, with a fo-
cus on the achieved outcomes and the factors that influenced the outcomes. The report will
conclude with recommendations on the direction the project should take, i.e., whether it should
continue as is or should make changes.

Some evaluations are relevant to a number of diverse stakeholders, all of whom need to receive
the results. While it is not usually possible to write different reports for each audience, you will
want to highlight different information. It may mean presenting the information in different
formats (such as a full report, press release, meetings, executive summaries) or writing separate
executive summaries for each audience.



Fundraising

Most nonprofits need to to fundraise to cover their costs. As the number of not-for-profit

organisations grows, there are more and more seeking out the same dollars. It is important to
think carefully about the ways in which you want to raise funds, ensuring that they meet your

needs.

Fundraising takes many forms. It may be through individual donor campaigns, fundraising

activities such as raffles or walkathons, or grant proposals.

Below is a list of typical funding sources, highlighting their advantages and disadvantages.*

Table J

Typical Funding Sources and Advantages/Disadvantages of Each

Source Advantages Disadvantages
Can develop an extensive donor Developing an extensive donor
Individuals base, recognizing that donors often base can be expensive, both in
also become advocates. terms of finances And staff time.
F ti M fl f o
oundations ay be a source of large sums o Funds tend to be limited to start-
(Large money. They also tend to have clear
- : . up funds and the process can be
Family & processes with professional staff
. . lengthy.
Community that will research your request.
. Often more flexible in terms of Funding amounts and staffing are
Small Family D1 .
. grant format, guidelines and limited. Often rely on personal
Foundations . ; .
funding operating expenses. connections.
Can access large sums of money on
Large a one-time basis or small sums on Restricted within their guidelines
Corporations/ an ongoing basis. Donations often and often to organisations operat-
Corporate tied to volunteer involvement and ing in the location of their
Foundations may be a source of “cause-related headquarters.
marketing” for the company.
e fi i 1 -
Small Informal, highlighting personal con- O ten require p crsonat connee
. . ; tions and only provide small
Corporations nections and neighbourhood focus.

amounts of money.

20. The list is summarized from the “Typical Funding Sources and Advantages/Disadvantages

of Each (Credit to Ellen M. Hatfield of the Twin Cities in Minnesota). Retrieved February,

2008 from http://www.managementhelp.org/fndrsng/np _raise/fndraise.htm .

Program
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Source

Advantages

Disadvantages

Must fit the priority focus,
lengthy entry process and can be
time consuming with respect to
fundraising and reporting re-

llziiflrsazzdg Ongoing funding, sometimes of quirements. You may not be able
! o large amounts, with a clear process. to fundraise during certain time
United Ways) . - .
periods or to certain companies
(some United Way-supporting
companies will not give
directly to United Way agencies).
Application and reporting
Large sums of money possible, on- procedures may be lengthy,
Government going (core) funds possible and the unspent dollars must be returned
process is clear. and they may pay based on
unit of service.
Looking for group projects, espe- Need to fit service focus,
Churches and cially time- : shbourhood lic
Organisations limited options (e.g., Christmas NEIEIbOUTNOOE OF TEHEIous

gifts).

outlook.




10.

Tips for Fundraising

Ensure that your board is strongly involved in fundraising planning and
implementation.

Your fundraising goals need to be consistent with the goals and objectives identi-
fied during strategic planning. For each goal and objective, identify a number of
funding sources along with the strategies preferred by those sources.

Make sure your plans specify who will be doing what, so that you don’t have staff
who become overloaded nor sources who become overwhelmed.

Prior to any fundraising activity, conduct a risk assessment. Ask yourself: i) what
could go wrong; ii) if it does, what will we do; and iii) how will we pay for the
consequences?

Prior to undertaking a fundraising event, develop a budget to ensure that the event
will raise money. Don’t forget to include the cost of the required personnel.

Budget conservatively for first time fundraising activities. To assist in the budget-
ing process, contact other organisations that have planned similar events and ask
about their first experience.

Sometimes it is appropriate to undertake fundraising activities that make only a
little money or even just break even, so that you can build awareness and goodwill
within the community.

When pursuing grants with restrictions, make sure you are fully aware of what
they are and that you are able to meet them. If the grant is time limited, consider
what your sustainability plan might be.

Remember that restricted, temporary grants are short-term sources of revenue
rather than a way to begin permanent programming or positions.

Ensure that your fundraising activities are consistent with the organisation’s
mission, values, and plans.

Program
Planning
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Program Tips: Improving Your Chance of Securing Donations
Planning (taken from “Understanding Canadian Donors™*' by Norah McClintock)

Based on the National Survey of Giving, Volunteering & Participating,
Norah McClintock has made several suggestions on how organisations can
overcome barriers they may face.

Barrier: 65% of donors and 63% of non-donors felt that there were so
many organisations asking for money that they sometimes didn’t feel like
giving to any of them at all.

Solution: Target your approaches to those most likely to have an affinity
for your cause. People are more open to receiving information and a request
from a cause they care about.

Barrier: 44% of donors said that they thought their donations would not be
used efficiently.

Solution: Provide information on what your organisation has accomplished
in the past, outlining concrete plans the funds you are currently raising.

Barrier: Concerns that ‘too much money is spent on administration or
fundraising’.

Solution: Practice full disclosure. Make your annual report and financial
statements available to donors. Disclose how much is spent on programs
and how much on administration and funding.

21. “Understanding Canadian Donors” by Norah McClintock. PublisherToronto: Canadian Centre for Philan-

110 thropy, c2004. Online version available at http://www.givingandvolunteering.ca/pdf/reports/
Understanding_Donors.pdf
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In this Section

Types of Boards
Policy Board
Policy Governance Board
Working or Administrative Board
Collective Board
Table K: Board Models Comparison Chart Matrix

Bylaws

Board Orientation
Board Orientation Checklist

Board Manual
Checklist for Board Manual

Board Liability Insurance

Decision Making
Parliamentary Procedure
Consensus
Coalition Decision-Making Model

Relationship between Boards & Executive Directors
When things go wrong

From the mouths of Executive Directors
My advice to a new Executive Director

Ensure that the Board understands their roles and responsibilities and
that they are supportive of the Executive Director

Be honest with your Board. Offer a lot of education to your Board.

L




As indicated previously, all non-profits are governed by a volunteer Board of Directors.
Governing generally refers to the Board’s overseeing of the purpose, plans, and policies
of the overall organisation. These activities include establishing the organisation’s overall Boards
plans and policies, supervising the Executive Director, ensuring that the organisation has

sufficient resources, ensuring compliance to rules, regulations, and funding contracts, and

representing the organisation to external stakeholders. How the Board operates depends on a

number of factors, including the explicit or implicit use of any Board model (see types below),

the degree of formality among Board members, and the life-stage of the organisation.”

Types of Boards

Every not-for-profit organisation is governed by a Board of Directors. There are many
different board models. Understanding your board type will help you to understand their
roles and responsibilities. We have identified the most common ones and then provided a
chart which compares the various formats.

Policy Board
This traditional model is familiar to many organisations and is the Non-profits are governed
one most often used. A partnership is developed between the board by a volunteer Board of

President/Chair and the Executive Director in order to lead and
manage the organisation. A series of committees do the work of the
board and these are often supported by senior staff.

Directors. Governing
generally refers to the
Board’s overseeing of

Responsibilities: the purpose, plans, and

e Establish and implement the organisation’s purpose policies of the overall

e Set the organisation’s rate of progress in achieving its mission organisation.

e Provide continuity for the governance and management of the 7

organisation’s affairs

e Confirm the organisation’s identity within the community

Policy Governance Board

This model of board organisation has been popularised by John Carver in Boards that Make a
Difference. It provides a structure and method of placing limits on the Executive Director/
Chief Executive Officer’s responsibilities. Emphasis is placed on the main purpose of the
board: policy development. The board works as a whole and speaks with one voice.

Responsibilities:

e Determine ends to be achieved

e Determine means to the ends

e Determine board/executive relationships

e Determine board process

113
22. See the Free Management Library, http://www.managementhelp.org/boards/boards.htm



Working or Administrative Board
A working board has some responsibilities for the operations of the organisation. In addition to
Boards providing policy and general direction, the board members may help in practical ways such as
organising events and drafting documents.

Responsibilities:

e Planning

e Finance

e Human Resources

e Organisation Operations
¢ Community Relations

Collective Board

A collective is a group of like-minded people working towards a specific goal. The individuals
within the collective have a responsibility to define and support the basic philosophy of work-
ing as a collective.

Responsibilities:

e Planning

e Finance

e Human Resources

e Organisation Operations
¢ Community Relations
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Section

Policy Board

Policy Governance Board

Working/ Adminis-
trative Board

Collective Board

Vision, Planning
& Evaluation

Creates vision, mission

Planning committee draws up
plan to be approved by Board

Sets policies & ensures
procedures are in place

Creates vision

Sets policies for achieving
desired results

Limits the means,
e.g., procedures & practices

Board & Staff create
plan and implement it

Sets policies and
general direction

Shared value base of
group involves not only
service provided but way
of providing it and the
manner in which board
work is conducted.

Shared responsibility for
policy setting

Finances Volunteer Treasurer Sets limits to CEO’s financial | Financial decision- Board and staff work on
Finance Committee decisions Em_cb,m largely in financial matters as a team
board’s hands
Board reviews financial
statements
May or may not be involved in
Organisational | Extensive committee structure, |Individual officer roles Committees support | Operational functions
Operations supported by staff to do the minimized work of operations shared
work of the Board CEOQ attends to all operations Board member work- | Decisions by consensus
Board receives reports Board plans and directs Board load heavier
Decisions made by voting work
No committee structure, or
limited - only when needed to
support the work of the Board
Broad discussion leads to
decisions by consensus
Community Marketing committee develops |Defines results (ends) the Staff & board repre- | All members represent the
Relations awareness of agency in the organization is trying to achieve |sent the agency to the [agency to the community
community in the community community

Interprets & reflects the
community needs to the
organisation




Bylaws

Boards . . .. . .
Every nonprofit is governed by its bylaws, the rules that govern its internal affairs or actions.

Bylaws are adopted by the Board of Directors. They generally include procedures for holding
meetings and electing the Board of Directors and officers. The bylaws also set out the duties
and powers of a corporation’s officers. It is recommended that the board review the bylaws on
an annual basis, generally three months prior to the end of the fiscal year.

The bylaws should outline at least the following:

e The organisation’s Mission Statement.

e Board Membership: Election, maximum and minimum number of board members,
length of term, powers and duties of the board, and the method of removal from
office.

Bylaws are the
rules that govern |® Meetings: Method of calling regular and special meetings, percentage of

an organization’s the members constituting a quorum.

affairs or actions |e Executive: Election of a president/chairperson, secretary, treasurer and
possibly vice-president/vice-chair, as well as duties of the roles.
7

e Standing Committees: types and names of standing committees, membership and job
descriptions.

e Payments: Methods of approving payments.

e Annual General Meeting: Timing and number of days of notice required.
e Conflict of Interest policy.

e Management: Designation and removal of personnel necessary for managing the
organisation. This includes the empowerment of the Executive Director.

e Rules and Regulations: Method of adopting and amending administrative rules and
regulations governing the operation of the organisation.

e Bylaws: The percentage of votes required to modify or amend the bylaws.

/ Tip: \

If your board does not meet over the summer months, they can pass the following
motion prior to the summer break, giving the Executive Committee power to make
decisions on behalf of the board:

“That the executive be empowered by the Board of Directors to make decisions for
[agency name] during [time period]. Any motions passed by the Executive during

%is period are legally binding.” j
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Board Orientation

It is important that your Board of Directors receive to provide a yearly orientation to the Board
of Directors, usually within the two months following the AGM and board election. The timing
of the orientation should be part of the administration policy.

Boards

Board training gives new board members the knowledge and understanding they need to be
effective members of any governing Board of Directors. Board orientation provides training
both on generic issues — such as legal liability — and organisation-specific information. Selec-
tion of training topics and training methods depends on the nature and needs of the organisa-
tion. The following guidelines and sample training agenda will give you a starting place as you
plan your own training plan.

Board Orientation Checklist

Agency Related
O History of the agency Board training
O Mandate of the agency gives new board
O Policies members the
O Programs delivered knowledge and
O Funding model and funders understanding
. . they need to be
O Financial information .
effective
O Staff y
Board Related
O Role of the board
O Understanding governance
O Expectations of board members, including Board positions and job descriptions
O Bylaws
O Board liability
O Committees (standing and ad-hoc)
O Conflict of interest and declarations
O Organisational chart, identifying decision-making and reporting processes
O Board manual
O Annual board calendar
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Board Manual

At the orientation, you will provide each board member with a board manual. The board

manual will serve as a tool for new members to understand the mandate of the agency,
programs delivered, and policies adopted. In addition, it should help members understand their

roles and responsibilities, allowing them to make informed decisions.

ChecKklist for Board Manual

aaauauauaaaaaaadq

Agency membership

List of Board of Directors

List of staff

List of committees and their members
History of the agency

allowing them to

The board manual
will serve as a tool
for new members,

/4

Programs

Role of the board make informed
Legal responsibility of the board decisions
Policies

Bylaws

Program policies
Personnel policy
Conflict of interest policy and guidelines

Board Liability Insurance

Diirector and officer liability insurance provides the protection a board needs. It protects

from personal liability and financial loss arising out of wrongful acts committed, or allegedly

committed, in their capacity as officers and/or directors.

What to look for in Liability Insurance \

protection for board members from personal liability

protection from any financial loss arising out of wrongful acts com-
mitted or allegedly committed in their capacity as board members

covering the liability of the nonprofit itself if the liability rises out of
a claim involving the purchase or sale of the agency’s securities

protection for service by staff, directors or officers

wrongful dismissal coverage (normally insurance companies do not
provide severance pay to an employee)

Employee Benefits Plans and Errors and Omissions Insurance

Administrator’s Errors and Omissions (Directors and Officers)
coverage




Decision Making

Each organisation needs to decide how it will make decisions. While most meetings are Boards

run using a form of Parliamentary Procedure (i.e., using motions and voting), a number of
organisations are choosing to use Consensus Decision Making. Below is a brief introduction
to both methods, highlighting their basic principles and processes. Further information on
either Parliamentary Procedure or Consensus Decision Making can be found using a web
search. Particularly helpful sites are: http://www.csufresno.edu/comm/cagle-p3.htm
(Parliamentary Procedure) and http://encyclopedia.thefreedictionary.com/Consensus+decision-
making (Consensus Decision Making).

A third model - the Coalition Decision-Making Model - is also introduced, providing a hybrid
of the two models.

Parliamentary Procedure:

Parliamentary Procedure, commonly known as Robert’s Rules of Order, provides common
rules and procedures for decision making. The intent is to place the whole membership on the
same footing, speaking the same language. Decisions are made based on the vote of the major-
ity, after there is a complete discussion of the issues involved.

Decision-Making Process The i
. : . e intent of
With parliamentary procedure, decisions are made through the Parli ¢
passing of motions. The process is as follows: ariiamen ary
Procedure is to
1. A member makes a motion place the whole
2. Another member seconds the motion membership Qn
: . : the same footing,
3. The chair states the question on the motion .
speaking the
4. The members debate the motion same language. y
5.

The chair puts the question to a vote. Votes may be indicated
verbally, through standing, by show of hands, ballot or roll call.

6. The chair announces the result of a vote. Most often, a motion is
passed/carried when 50% plus one vote affirmatively. Some bodies
choose to require a two-thirds vote.
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Consensus

Consensus decision making is based on obtaining the agreement of all parties and includes
resolving the objections of those with concerns. Users of consensus indicate that it is more
cooperative than voting, providing a win/win solution through compromise and problem solv-
ing. It also provides for greater group cohesion and effectiveness, through ensuring that the
entire body is working together. Additionally, consensus is seen to increase the commitment of
each decision maker to the decision.

Decision-Making Process*

1. Discussion: The issue at hand is discussed, looking at available information and current
opinions. Through the discussion, the group gets a sense of its general position and potential
proposals for action are identified.

2. Formation of a consensus statement: From the discussion, a formal consensus statement is
presented to the group. The wording of this statement may be determined collaboratively.

3. Call for Consensus: The facilitator polls the group for
consensus on the proposal. Every member states their
agreement on the statement. Most often, participants use
a number to indicate their position:

Users of consensus
indicate that it is
cooperative,
providing a win/win

1 — unqualified yes
2 — although it is not perfect, it is quite acceptable
3 — okay, I can live with this decision

4 — okay, although I need to register my concerns. I will not, solution through
however, block the decision compromise and

5 —No, I do not agree with this decision problem solving

4. Identification and Discussion of Concerns: If consensus 7

is not reached, those positioning themselves as a four or
five present their concerns. At this point there is an additional
round of discussion.

5. Modification of the proposal: Based on the discussion, the proposal is amended,
re-phrased or even cancelled, to reflect the most recent discussion and the concerns
raised. The process then returns to the call for consensus and the cycle is repeated until
a satisfactory decision is made.

24. http://encyclopedia.thefreedictionary.com/Consensus+decision-making. Retrieved January 20, 2008.



Coalition Decision-Making Model:

Boards
T'he Manitoba CAPC Coalition has developed a third decision-making model which is a
hybrid of Parliamentary Procedure and Consensus. This model begins with a form of consensus
and then, if consensus isn’t reached, moves into voting. After a consensus statement is made,
there is a first round of polling. If there is no consensus, then there is a second round of
discussion, followed by consensus polling. If there is still no consensus, a vote will take
place. The model requires affirmation from 75% of those present and voting.

The diagram below outlines the process.

Number polling system:

I=yes, absolutely

2=okay, I can live with this

3=okay, but refer to the group for decision. Won’t stand in the way.
4=no

1. After recommendation/statement is made, do an initial polling (see polling numbers)

"

NO CONSENSUS: CONSENSUS:
2a. Further Discussion 2b) End of discussion

l

3. Second round of Polling

\

NO CONSESUS CONSENSUS
4a. Vote (requires 66% or 75%) 4b) End of Discussion

l

5. End of Discussion

121



Boards

Relationship between

Boards and Executive Directors

As Executive Director, you have been hired and empowered by the Board of Directors to run
the organisation. Consequently, the Board of Directors is your direct employer and supervisor.
You are also the primary link, or liaison, between the Board of Directors and the organisation’s
programming. John Carver has stated that “No single relationship in the organisation is as
important as that between the board and its chief executive officer. Probably no single
relationship is as easily misconstrued or has such dire potential consequences. That
relationship, well conceived, can set the stage for effective governance and management.” >

It is important that both you and the board are clear on the division of responsibilities. In
general, you are responsible for management and for internal operational matters. The board is
responsible for governance, for matters that impact the organisation’s stability, finances, and
risk management. They are also responsible to ensure that you are fulfilling the responsibilities
of your position. This means that the board provides you with

In general, you are
responsible for management

for matters that impact the
organisation’s stability,
finances, and risk

counsel and overall direction, but should not become involved in
the day-to-day matters of the agency. The agency bylaws will fur-
ther identify this division of responsibilities.

and for internal Oper.ational An Executive Director’s actions play a critical role in helping the
matters. The board is board govern. The following are three suggestions of ways you
responsible for governance,  |can do this.*

1. Supplement the comprehensive strategic plan that was
developed with the board, with regular progress reports. This will
keep the board’s focus on the long-term goals and mission of the

management. 7 organisation. Your regular reports, based on the plan, keep board

members aware of progress toward the organisational goals.

122

2. Provide the board with relevant materials before board meetings, explaining why the
materials are brought to them. You can let the board know how specific agenda items relate to
the organisation’s mission, as well as what kind of action or discussion is desired of the board.

3. Work with the chair in ensuring that the board stays focused on the larger issues of the
organisation. This will be easier to do if your organisation has policies that define the limits of
the board’s decision-making power.

The regular board meeting is the primary means of communicating with the board. Make sure
your report is given adequate time to deal with the issues at hand. You will want to ensure that
the following issues are addressed during the meeting:

e Progress made on annual plan

e Agreements with funders or amendments to agreements

25. John Carver, Boards that Make a Difference, 1990)
26. These three steps retrieved December, 2007 taken from www.idealist.org




Funding Proposals — either updates or required approval from the board

Major purchases that require board approval (as per financial policy)
Updates on progress with respect to work plan Boards
Activities of the organisation for the noted month (programs and statistics)

Updates on human resources

Financial report for the month

You will find that sometimes there is a fine balance between helping a board operate effectively
and doing their work for them. There is also a fine balance between giving them adequate
information and opening the door for micromanaging. You need to remain aware of this
tension and to remain clear on your boundaries.

When Things Go Wrong

While the relationship between the board and the Executive Director is intended to strengthen

an organisation, sometimes that relationship or even a board itself can become unhealthy. If
you find yourself in such a situation, there are a number of factors to keep in mind.

Remain clear on the boundaries between your role and that of the board, remembering
that you are responsible for management of the organi-
sation and they are responsible for governance. It is ill-
advised to report on activities of the agency to only one | It1is important to network
board member or, conversely, to involve the whole with and receive personal
board in staff issues. Be careful not to inadvertently en- | support from other Executive
courage the board to micromanage. For example, avoid
requesting their approval on items that have already
been approved in the budget.

Directors. These relation-
ships can normalize your
feelings, provide you with an
alternate perspective and/or
offer additional resources. 7

Consult the bylaws and policies and procedures, to see
if there are any guidelines that aren’t being followed.

Throughout this time, ensure that you are following
through on your responsibilities and providing the
board with all the information they need

Document your interactions with the board and with individual board members. One
way of providing a timeline to your paper trail is to seal and mail the information to
yourself. The postmark will provide evidence of the timeline (don’t open the enve-
lope).

Consult with an outside professional. You may want to speak with a mediator or a
board development consultant. If it seems necessary, do not hesitate to obtain legal ad-
vice.

Whether or not there is conflict, it is important to network with and receive personal
support from other Executive Directors. These relationships can normalise your feel-
ings, provide you with an alternate perspective and/or offer additional resources.
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From the mouths of
Executive Directors

My advice to a new
Executive Director

Never overlook the importance of your human resources.
A team atmosphere is very key when providing services

Address HR problems quickly or they will grow into a
huge crisis

Get a lawyer when it comes to staff issues - its not cut and
dry. And treat all staff the same.

Expect surprises

Maintain your support systems and a sense of humour
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In this Section

Hiring
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Writing the Ad
Form 12: Checklist for Writing a Job Ad
Interviewing
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Re-posting
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Orientation
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Form 15: Checklist for Orientation
Personnel Files
Form 16: Personnel Files Checklist

Staff Supervision
Ongoing, nondisciplinary communication
Annual Interview
Goal Setting
Supporting Employee Motivation
Providing Feedback on Behaviours
Providing Professional Development Opportunities

Form 17: Training Request Form

Performance Review
Celebrate Accomplishments
Responding to Staff Performance Problems

Termination

Exit Interview
Benefits
Process
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Team Building
Staff Meetings
Annual Agency Day
Annual Team Building Day
Professional Development
Special Events



| providing social services, our greatest asset is our staff. They are the ones who
establish relationships with our clientele and are therefore critical to meet the organisation’s

Human

goals and objectives. This section will provide you with introductory information on various Resources
aspects of the Human Resources (HR) function. For more detailed information, there are a lot

of excellent resources and training available. One resource developed by the CAPC/CPNP

National Projects Fund is People & Planning: A Human Resources Management Toolkit for

CAPC/CPNP Projects. The manual can be downloaded at http://www.phac-aspc.gc.ca/dca-dea/

publications/pdf/capc-cpnp_pphr_e.pdf

Hiring

Thhe first step in developing a strong staff team is hiring the right people. While there are no
guarantees when hiring, there are a few strategies to help you make the right fit between the or-

ganisation and the new staff person.
Writing an Effective Job Ad

Establishing Selection Criteria

Before writing an ad, think about the position and the type of appli-
cants that you are looking for, reviewing the position’s duties and re-
quired qualifications. This is the time to review and make changes from
the last time you hired. It is also helpful to imagine your ideal candi-
date. What kind of job would they be looking for? What do they value?
For example, would they be motivated by location? Salary? Sharing the
values of their employer? Training?

Charity Village (www.charityvillage.com) has developed a series of
worksheets that are useful in determining what you are looking for in an
employee. The worksheets, included as Appendix D.1 examine:

e The results that must be produced by the person doing the job.

Our greatest asset is our
staff. They are the ones
who establish
relationships with our
clientele and are there-
fore critical to meet the
organization’s goals and

objectives. 7

e The skills, knowledge and experience required to achieve the organisation’s key values.

e The behaviours that would demonstrate that the applicant has the required values.

e The major components of the organisation’s working climate.

e The criteria (such as education, personal traits and experience) that demonstrate com-

patibility.
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’ Determining the Advertising Medium

The next step is determining where you will post your advertisement. While nonprofits have
traditionally advertised through the local newspapers, there are other mediums available. The
Internet has numerous job-seeking sites. Some of these sites are free, some are geared towards
target groups and others provide unlimited words and ads for one fee. The federal government
has a job bank at www.jobbank.gc.ca.

Some employers find their best recruitment to be through word of mouth, postings at like-
minded organisations, professional association newsletters and postings at educational/training
institutions. Many organisations that prioritise community capacity building start by looking at
their volunteers and participants to see if there are any potential employees.

Again, think about your ideal candidate. Where would they go if looking for a job? Where
would they come across the information, even if they weren’t actively seeking? If you aren’t
sure about the answers to these questions, you can get feedback from your current staff.

Writing the Ad

Y our aim in writing your advertisement is to attract the right applicant. In order to attract
highly-qualified applicants, especially if the job market has more positions than qualified
employees, you will need to sell the position. Research has shown that potential applicants
look first at salary, location and benefits. Strong applicants will also look for an element of
personal challenge. Your ad should be simple, concise, and open.

When using online job-seeking sites, you have more room to play with format and wording.
For example, you can use bullets and write in a more personal manner. It will be important to
ensure that you have included any keywords that your ideal candidate will be using in her/his
Internet search.

/ Listing a Position’s Salary \

There are mixed views on whether or not to include the position’s salary in the ad.
Some organisations choose not to publish the salary, either because there’s a range
dependent on qualifications, or because they don’t want to limit their potential
pool. Others will post it — either to screen out or attract potential applicants, de-
pending on the pay scale.

N _/

Table 12 provides a check list that you can use when developing your ads.




Form 12

Include:

aauaaaaa

Tone

aaauaa

Checklist for Writing a Job Ad

Human
Resources

Position title

Agency name and location

Short description of agency

Description of position

Required education, experience and skills

Salary and benefits

Contact information

Closing date

Written in a positive tone, to make the role and company sound worthwhile

Present the information in order of interest to the applicant

Present information in a logical order

Check your spelling and grammar

Get feedback from current employees (e.g., would this attract them?)

Optional (particularly for Internet Marketing)
Ilustrate the work environment: busy, casual, professional, personal office space?

0

0
0
0
0
0

Describe the company: nonprofit, community-based, shelter?

Use subheadings to break up large sections

List items with bullet points to make the details easy to scan

Include keywords related to the role, such as alternative job titles

Detail the requirements of the role:

Key skills and responsibility areas
Software or technical knowledge
Professional memberships, certification
Special skills, such as languages
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Interviewing

Interviewing is the most important part of the hiring process. Your questions will likely focus
on a number of areas:
e Experience

e Knowledge
e Skills

e Interests

e Values

e Working Climate

Interviewing Tips

¢ Remember that the applicant is also interviewing you. The tone of the interview will

give them a sense of the tone of the organisation, helping them to determine whether
the position and agency feel like a good fit.

e Avoid close-ended (i.e., yes and no) questions.

e  Wherever possible, ask for examples from their previous experience. For example,
rather than asking them how they handle conflict in the workplace, ask them to tell
you about a time that they experienced conflict with a co-worker and to tell you how
they responded.

e Be specific in your questions. Rather than asking whether they are proficient with
Microsoft® Excel, ask them if they are able to use a spreadsheet to add, subtract,
multiply figures, determine percentages and create multi-colour pie charts.

e Ensure that you have at least two people present at the interview. If possible, the
same people should sit in on all of the interviews.

e [t is important to give the candidate time to think through your question and to an-
swer fully. Some applicants will be quite nervous and giving them time will help you
gain the most complete information from them.

e After the interview, identify and assess your feelings and impressions. It’s important
to determine if something felt good or if it felt not quite right. Once you identify your
gut reaction, you can then examine it further to see whether there is something of
value behind it and if you need more information before you can make a decision.

e Do not ask questions prohibited by your provincial Human Rights Commission.
Appendix D.2 is a chart outlining what can and can’t be asked in M