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1. Values and principles  
Understand and appreciate the values and principles upon which the 
Better Beginnings projects were based.

2. Organizational structures  
Be aware of the differences in the organizational and administrative struc-
tures and processes that developed at the different sites.

3. Planning 
Understand the various steps that may be involved in building a workable 
organizational structure.

4. Challenges  
Understand and appreciate the challenges of project organization and 
management. 

5. Strategies 
Be aware of the strategies that can address possible challenges and 
help with project organization and management. 

6. Guiding principles  
Know the guiding principles of project organization, development, and 
management. 
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Better Beginnings, Better Futures 
ProjeCT organizaTion and ManageMenT

A brief history

the Better Beginnings sites were charged 

with ensuring that all features of the pro-

gram model were taken into account when 

organizing and managing their prevention 

projects.  From the initiation of the project, 

each site had a “host organization”. the 

host organization was legally and finan-

cially responsible for the project. All pro-

ject funds flowed through the host organ-

ization and the Better Beginnings projects 

were, to greater and lesser degrees, sub-

ject to the standard operating policies and 

procedures of their host. 

During the proposal development phase, 

Better Beginnings projects were managed 

by the group that was responsible for 

developing and submitting the proposal. 

this usually included residents and service 

providers from the host and/or other agen-

cies or organizations. each site was respon-

sible for all the work necessary to plan and 

implement their programs. During the 

approximately 18 to 24  months between 

when the sites were selected, and when all 

programs were up and running, there were 

a number of tasks the decision-makers at 

each site had to complete, including:

•	 Hiring key staff, including the 

project manager, to help get the 

initiative off the ground;

•	 Developing the overall program 

model, as well as the specific 

program components;

•	 Further enhancing community 

resident participation in the project, 

including in management and 

governance;

•	 Further developing partnerships 

with service providers in the 

planning and delivery of the 

program; and

•	 Developing an organizational 

structure (e.g., main decision-

making group, sub-committees or 

working groups) and the relationship 

between the project and the host 

organization. 

During the demonstration phase,1 each 

of the three sites worked hard to further 

refine its organizational and governance 

structures. some changes were made to 

ensure that residents were meaningfully 

involved in governance. to some extent 

service provider involvement lessened dur-

ing this time as staff were now hired and 

could take over much of the work for which 

the original decision-making group was 

responsible. As well, there was a general 

trend towards clarifying procedures and 

adopting more formal policies and pro-

cedures. During the demonstration phase, 

one of the three older cohort sites sought 

independence from the host organization 

through incorporation, and one continued 

to struggle with the bureaucracy of its host. 

the transition from demonstration project 

to a permanent program, as the projects 

moved into the sustainability phase, was 

challenging for some.

1The proposal development phase occurred 
in 1990, the planning phase from 1991-1993, 
the demonstration phase from 1993-1997, 
and sustainability occurred when the projects 
received sustained funding beginning in 1998.
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Values and principles 
guiding project 
development

Better Beginnings organizational 
structures and procedures

to help the reader understand the organ-

ization and management of the Better 

Beginnings projects, it is useful to begin 

with a discussion of the values and prin-

ciples that guided project development, 

and project organization and manage-

ment, at the sites. Developing an organiza-

tion based on shared values and principles 

was important to the Better Beginnings 

projects. stakeholders at each site spent 

considerable time and energy identifying, 

discussing, and clarifying the values and 

principles which would guide them in the 

development, and management, of their 

projects. the basis for many of their guid-

ing principles came from the original Bet-

ter Beginnings, Better Futures document.

At the Better Beginnings sites, while the 

broad organizational structures were simi-

lar, there were important differences as 

well. As described earlier, when funding 

was announced most of the sites were still 

run by the group which had developed the 

proposals. these groups were generally 

open, had flexible membership, and tend-

ed to be dominated by service provider 

professionals. 

After receiving funding these groups 

had to begin to create and imple-

ment programs and to hire staff. Gen-

erally, the groups tended to delegate 

tasks and responsibilities by creating  

sub-committees, working groups, or task 

forces to tackle certain aspects of project 

development. 

these values and principles included: 

•	 Community participation and 

ownership: All of the sites 

identified community participation 

as a guiding principle for project 

organization and management. the 

concept of community involvement 

and participation was an important 

and widely held value among all 

the sites. One of the sites, from 

early on, also identified community 

ownership as a specific principle. 

•	 Inclusiveness: Being inclusive, open, 

and accessible to all persons from 

the communities was also a principle 

stated early on. 

•	 Hiring residents as staff: Hiring 

community residents was valued 

from the beginning at all of the 

sites. 

•	 Democratic management style: 

Most of the sites also strove for 

a more democratic and non-

hierarchical management style.

•	 A new way of thinking and acting: 

the sites placed a value on doing 

things differently — that Better 

Beginnings represented a new way 

of thinking and acting. 

Hiring staff meant that the original decision-

makers were less “hands-on”. subsequent-

ly, roles needed to be clarified. In addition 

to sorting out the roles and responsibilities 

of the decision-making group, dealing with 

newly hired staff and program develop-

ment sub-committees or groups, the sites 

also had the challenge of developing an 

organizational structure which facilitated 

the involvement of community residents.  In 

all sites this meant increasing the influence, 

numbers, and/or proportion of residents in  

decision-making roles. 

As time went on, the organizational struc-

ture at each of the sites tended to be sim-

plified. A main decision-making group was 

kept, as well as some sub-committees, 

but there were fewer working groups or 

committees. Once programs were imple-

mented the need for these working groups 

or committees was reduced. 

each project site had its own unique organ-

izational and management structure, and 

its own evolution throughout the years. For 

more information, please see Appendix B for 

an overview of the management and organ-

izational structure at each of the three sites.
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ApproAch
How To build  
a workable 
organizaTional  
sTruCTure 

In this section we outline the fundamentals of 

how to build an organizational structure that 

makes sense for a community-based prevention 

project. By organizational structure we mean the 

framework around which your group is organized. 

Your organizational structure can take many dif-

ferent forms — you will need to figure out which 

structure is best suited to your initiative. regard-

less of what your structure will look like, it should 

provide you with governance for your initiative, 

rules by which your organization operates, and a 

distribution of work. 

In this section we try to answer a few key ques-

tions in helping you on your way to developing 

a workable organizational structure. How do you 

begin? Who should be involved? What admin-

istrative and management structures should be 

developed? What decision-making processes 

should be used? And, what supports and resour-

ces are required?



6   Project Organization and Management A Toolkit for Building Better Beginnings and Better Futures

How to begin

In Better Beginnings, a core set of prin-

ciples by which the project sites had to 

operate was provided from the outset. 

therefore, the structures and procedures 

that developed at the project sites were 

somewhat dictated by the government. 

However, the sites did have some auton-

omy in deciding on project organization. 

Although there were commonalities, each 

site’s administrative structure and manage-

ment procedures developed differently. 

In each of the sites, there was an initial 

group of individuals interested in pursuing 

a Better Beginnings grant. Ostensibly this 

group of individuals had formed because 

they believed in the principles of Better 

Beginnings, Better Futures. With respect 

to project organization and governance, 

there were two main principles that guided 

the development of the structures and pro-

cedures: community participation and ser-

vice provider involvement or partnerships. 

In the Better Beginnings, Better Futures 

document that contained the guiding prin-

ciples, equal weight was given to these 

principles; yet, in all three sites the stake-

holders seemed to give more weight to the 

principle of community participation. 

Refer to Chapter 4: Community Resident 

Participation, and Chapter 5: Engaging 

Community Partners, for more information 

on how to involve community residents, 

and how to develop partnerships with 

other agencies and organizations.

TIpS
Tips to consider when beginning to develop your organizational and administrative structures and procedures:

Be clear about the values, principles, 
goals, and objectives that will guide 
not only the project development,  
but project governance . 

Select individuals who agree with your 
values and principles and can contribute 
meaningfully to your project .

When selecting your host or sponsor 
organization be sure there is a good 
fit with respect to the values and 
principles of your prevention initiative . 
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Decide who should be involved

Considerations for whom to select as part-

ners — both service providers and resi-

dents — were described in Chapters 4: 

Community resident Participation and   

5: engaging Community Partners. Most 

of the discussion here, and considerations 

listed below, were provided in those chap-

ters. this section is included as review, or 

for those readers who have not read the 

previous chapters.

the Better Beginnings program model was 

to be holistic in nature and was funded by 

three different provincial ministries. there 

were no strict guidelines provided by the 

government about who the partners should 

be, or who should be involved in project 

governance and management. there was 

one exception: because the projects were 

working with school-aged children, schools 

were expected to be partners at each of 

the sites. there were guiding principles for 

the project as a whole, but sites did have 

autonomy and the discretion to determine 

who should be involved. 

In each of the sites there was an initial 

group of stakeholders interested in the 

project and that believed in the guiding 

principles. this group included community 

residents, but initially tended to be domin-

ated by service providers who worked in or 

served these communities. these service 

providers worked for organizations usually 

funded by the three funding ministries for 

Better Beginnings. In the beginning these 

groups were fairly open to all who were 

interested in the project and who believed 

in the guiding principles. 

Once funding was received, the original 

group of stakeholders that was responsible 

for developing the proposal became the 

initial administrative structure at the pro-

ject site. this group was responsible for 

beginning to develop an organizational 

structure and procedures for managing the 

project. In each of the three sites, there-

fore, there was restructuring of this main 

decision-making body to ensure that the 

residents’ voice was not lost. 

TIpS
Tips to consider regarding who should be involved:

Do the organizations you are 
considering partnering with have 
similar mandates? Do they agree with 
your governing principles?

Do the service providers have 
similar ways of working within the 
community?

Do the service providers have ties to 
the community? Do they know the 
community well?

Overall, is there a good “fit” between 
potential partners? Will they help you 
achieve your goals?

Do the service providers you are 
thinking of involving in project 
governance and management have 

experience with a shared-power 
approach where residents have an 
equal voice on decision-making bodies?

Will they be flexible in their ways of 
working in order to accommodate 
residents in project management and 
governance roles?

Is there a particular group or population 
for your programs? If so, you may 
want to recruit residents from that 
population or organizations providing 
services to that population .

If you are trying to include minority 
groups you will need to address any 
cultural or language issues in your 
recruitment . Ways in which you recruit 

sites reorganized so that parents were 

either equally represented or had a majority 

representation on the main decision-making 

body, or so that the main decision-making 

body was composed entirely of residents. 

there were times, as well, when there may 

not have been a good “fit” between the 

project and certain service providers, or 

where service providers just did not have 

the time and resources to devote to the 

projects. 

may differ across cultural groups . 
And, any advertising may need to be 
distributed in multiple languages . 

You may need to consult with other 
organizations or groups that work with 
your population to learn more about 
how to recruit potential volunteers .

Are you expecting that you will be 
inundated with potential volunteers? If 
so, then you may need to consider how 
you will deal with that issue . Should 
you recruit volunteers who have had 
previous committee or board work? 
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Decide what roles 
different stakeholders 
should play

As described in Chapter 4: Community 

resident Participation, the Better Begin-

nings sites worked diligently to seek out 

residents’ opinions in these various meet-

ings so that residents’ voices were heard 

and that programs incorporated their 

feedback. In the planning phase, com-

munity residents were also involved in the 

hiring process for staff. the sites had to 

devote considerable time and resources 

to help residents feel comfortable in their 

decision-making and governance roles.

service providers served in the same roles 

as residents with respect to project man-

agement. they served on decision-making 

bodies and sub-committees, and were 

involved in the hiring process. In the early 

years all three sites had similar roles for 

both residents and service providers. How-

ever, in the later years of the demonstra-

tion phase, one site became incorporated 

and only residents were allowed on the 

main decision-making body. service pro-

viders were involved as partners in various 

programs; however, they were not involved 

in project governance.

TIpS
Tips to consider regarding what roles different stakeholders should play:

Be clear about your goals and 
objectives with respect to 
having others involved in project 
management .

•	 What are you hoping to achieve by 
having others involved? 

•	 how will this benefit the 
organization and management of 
your initiative?

It may be difficult, early on, to 
get enough community residents 
interested in taking on decision-
making and governance roles . They 
will require encouragement, support 
and training . Please see Chapter 4: 
Community Resident Participation for 
more information.

Ensure that service providers who 
do become involved in project 
governance are a good “fit”: 

•	 They should agree with the values 
and principles of your initiative.

•	 They should be familiar with your 
community and have similar ways 
of working.

•	 They should have enough time and 
energy to devote to the initiative, 
particularly early on.

Staff time will need to be dedicated 
not only to recruit volunteers, but also 
to help them feel comfortable and 
develop their skills and abilities .



A Toolkit for Building Better Beginnings and Better Futures  Project Organization and Management    9

Develop clear policies 
for project governance 
and management 

Very early on, your main decision-making 

group will need to develop clear project 

governance and management policies 

that can help in the start-up and imple-

mentation phase, as well as for ongoing 

project management. Many of the govern-

ance policies may be standard and project 

stakeholders can probably look to existing 

organizations for help and examples. How-

ever, given that the project will be com-

munity-based, stakeholders may need to 

“tweak” policies to make sure they are in 

line with their values and principles.

TIpS
Tips to consider for developing project governance  
and management policies:

The organizational structure: 

•	 What will the main decision-
making group be? 

•	 What sub-committees or working 
groups are required? 

•	 What should the composition be 
for these various groups? 

•	 Should representatives on the 
committees be elected? What 
length of term, if elected, should 
they serve? 

•	 What decisions can be made in 
these groups? 

•	 What types of minutes will be 
taken in the meetings? 

•	 Who should chair the meetings? 

•	 Are there are other roles that need 
to be established?

Decision-making: How will decisions be 
made? For example, should consensus 
be used (or strived for), or should voting 
procedures be used? 

Hiring policies: 

•	 What will the qualifications be for 
each position? 

•	 What other qualities are 
important? 

•	 Should residents be given priority 
over other candidates?

•	 Are there hiring policies of your 
host organization that you need to 
follow? 

Supervision and training: 

•	 how will staff be supervised? 

•	 What training will be provided? 

•	 how will performance issues be 
handled? 

•	 Are there supervision and training 
practices and policies of your host 
organization that you need to 
follow?

Volunteerism: 

•	 What supports and training will be 
provided to resident volunteers? 

•	 What expenses will be covered 
to remove any barriers to their 
participation?

•	 how will conflicts between 
volunteers be addressed?

Conflict of Interest: 

•	 how will conflict of interest be 
defined?

•	 What steps will be put in place to 
address conflict of interest issues?

•	 Are there conflict of interest 
policies of your host organization 
that you will need to follow? 
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Decide what supports 
and resources are 
required

Be patient and allow 
the organization to 
evolve

examples of structure

In order to create an organizational struc-

ture that includes service providers but also 

meaningful resident participation, commun-

ity initiatives will need adequate supports 

and resources. In the Better Beginnings 

sites, considerable staff and management 

time was spent to recruit residents as well 

as train and support them. residents were 

encouraged and supported during com-

mittee meetings, working groups, selection 

committees, and planning days. In some 

cases residents were trained in issues deal-

ing with project management and govern-

ance — for example, how meetings run, 

taking minutes, chairing a meeting, and 

mediating or facilitating discussion to try to 

reach consensus.

the organizational structure that develops 

early on, during the planning phase, may 

not necessarily be the organizational struc-

ture that exists later, once programs have 

been implemented. In each of the Better 

Beginnings sites, the administrative struc-

tures evolved over time. early on, there 

was a tremendous amount of work that 

needed to be done. the original decision-

making group was faced with several time-

consuming demands: building resident 

participation in the projects, developing 

partnerships with other service provid-

ers, developing program components, 

developing a workable organizational 

structure and procedures, and hiring staff. 

the roles and responsibilities of the origin-

al decision-making group changed as time 

went on. early on, as mentioned, there was 

a lot of work to do and the original group 

there are many possibilities for how 

all these pieces can be put together. 

the form that your particular initiative 

takes should be based on what it does 

and what it is hoping to achieve. It will 

depend also on the size of your organ-

ization and the complexity of your 

initiative.

the Community tool Box is an  

on-line resource providing informa-

tion for building healthy commun-

ities (http://ctb.ku.edu). Chapter 9 is 

devoted to building an organizational 

structure for community initiatives and 

provides three different examples of 

organizational structures, as well as 

other valuable information. readers 

are encouraged to use that resource 

when beginning to develop their own 

organizational structure. 

TIpS
Tips to consider regarding supports 
and resources required:

You need staff time dedicated to 
resident recruitment, support, training, 
and skill building . Some financial 
resources may also be required to 
train staff in this role .

Other than staff time, financial 
resources should also be dedicated to 
recognizing the efforts of residents, 
covering their expenses, and building 
interpersonal relationships and trust 
(e .g ., social events) . 

of stakeholders had many varied roles and 

responsibilities. But, as staff members were 

hired and all programs were implemented, 

the roles for stakeholders became less 

hands-on and more consultative.

the sites generally had a simple organiza-

tional structure in the proposal develop-

ment phase. this changed after funding 

was received; the projects grew in com-

plexity and size and project governance 

also became more complex and challen-

ging. Later in the demonstration phase, 

however, the sites made adjustments to 

simplify, formalize, or clarify their organ-

izational structures and procedures. there 

was also a general trend toward more trad-

itional forms of management as the dem-

onstration stage came to an end, and as 

projects then entered the sustainability 

phase. 

the project also planned events so that 

staff, service providers or partners, and 

residents could get to know one another. 

Project resources, including staff time 

and budget, therefore, were dedicated to 

these types of events. 

service provider partners required less 

time and effort in their role as decision-

makers. Most had already had experience 

on committees and in governance and 

management. However, some did need 

to be reminded to encourage commun-

ity residents to voice their opinions during 

meetings — particularly early on. 
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CHallenges 
of ProjeCT 
organizaTion 
and ManageMenT 
and sTraTegies To 
address THeM

Many of the challenges faced in 

developing partnerships with service 

providers and developing a strong com-

munity voice, as described in the other 

chapters, are applicable here as well. 

See Chapter  5:  Engaging Commun-

ity Partners and Chapter 4: Commun-

ity Resident Participation for further 

information.

chAllenGeS
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Implementing value-based  
project management

As described earlier in this chapter, having 

an organization based on shared values 

and principles was important to the Better 

Beginnings sites. Implementing this value-

based project management, however, did 

present challenges. First, there was a sub-

stantial amount of time and effort invested 

into group processes. Management at the 

sites was characterized by various staff, 

management, planning, and stakeholder 

meetings. there were, however, differ-

ences across the three sites in the amount 

of time spent on group processes. For 

example, at one site, where many local 

residents were hired, approximately 17% 

of its time, or about two full-time months, 

was needed to provide training and sup-

port, and to discuss budgetary and other 

issues. the other two sites did not spend 

this amount of time on group processes.

•	 Be prepared to spend time and 
effort on group process to ensure 
that the project lives up to the 
values upon which it is based.

•	 ensure that stakeholders and staff 
understand and appreciate the 
value-based management style. 

•	 Take whatever opportunities are 
available to reinforce the values 
and principles that underlie the 
management style.

•	 There will always be competing 
demands in any organization. Try 
to ensure that the key principles of 
the project receive equal attention. 

STrATeGIeS
second, the process demands of project 

organization and management for Better 

Beginnings were augmented by the need 

to coordinate the efforts of different types 

of employees, varying work hours, and 

varying work locations. At one of the sites 

there was also a requirement to bridge 

linguistic, ethnic, and cultural differences 

among project personnel.

third, people were not used to this style of 

management and it was difficult for some 

stakeholders to adapt to this management 

style.  

Finally, with so much effort being placed 

on value-based project management 

and group processes, the question was 

raised by researchers whether the process 

emphasis may have lessened the concern 

with efficiency or taken time away from the 

details of prevention programming.
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Developing a workable organizational 
structure that has a strong community voice

the sites all struggled with trying to accom-

modate several purposes which pulled 

them in different directions. they were to 

develop project organizations which would 

have sufficient autonomy to create new 

ways of working and to influence external 

systems to become more integrated. they 

also needed to ensure that the organiza-

tion, and its partners, were prepared for 

the end of their short-term funding. Final-

ly, they were to find ways to facilitate the 

meaningful and significant participation 

and involvement of community residents. 

Managing these differing expectations 

was, without exception, difficult. 

Of these different expectations or aims, 

though, the involvement of commun-

ity residents appeared to have received 

the greatest investment of attention and 

resources — particularly at one of the Bet-

ter Beginnings sites. At this site it appeared 

that there were more resources and crea-

tivity spent on developing meaningful 

resident participation than on developing 

efficient organizational structures and pro-

cedures. this was the site with the most 

complex organizational structure. Please 

refer to Appendix B for descriptions of the 

organizational structures that developed at 

each of the sites.

•	 Bring community residents into the 
organizational structures; use food 
and social events as prominent and 
regular features of meetings.

•	 use informal, casual and flexible 
ways of operating. Keep jargon to 
a minimum.

•	 remove any possible barriers 
by providing child care and 
transportation.

•	 ensure residents are trained 
and supported in their roles as 
decision-makers. examples of 
training that could be provided 
include: chairing meetings, 
facilitating discussions, taking 
minutes, managing finances.

STrATeGIeS
•	 Materials that are used in meetings 

to help facilitate decision-making 
should be simple and to-the-point.

•	 Keep the main decision-making 
body a reasonable size, and ensure 
that residents comprise at least 
50% of the voting members.

•	 The use of sub-committees and 
working groups (of a smaller 
size) may help to make the 
management of the organization 
more workable.

•	 ensure that the structure and 
procedures developed are in 
keeping with your principles and 
values.
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Hiring residents as 
staff

Developing decision-making approaches

At each of the Better Beginnings sites, 

residents were hired as staff — mostly in 

front-line positions. During the demonstra-

tion phase, the proportion of commun-

ity resident staff varied from site to site 

and ranged from 31% at one site to 75% 

at another. there were many benefits of 

having residents as staff members — as 

described in Chapter 4: Community Resi-

dent Participation. Although there were 

many benefits, hiring residents as staff was 

not without its challenges. Many of the 

residents hired had little work experience 

and required a lot of training and support. 

the amount of time, energy, and support 

devoted to training and supporting staff, 

however, varied across the sites.

Overall project governance and manage-

ment decisions were made by the Better 

Beginnings sites through their main deci-

sion-making body, as well as through other 

working groups or sub-committees. the 

sites reported that decision-making was 

made difficult because of the time needed 

to consult with so many different groups, 

and because of the difficulty of ensur-

ing that community residents were well 

•	 If hiring residents who have little 
work experience or qualifications, 
be prepared to devote a great deal 
of time and energy into training 
and supporting these employees.

•	 As part of the training, try to guide 
employees to set boundaries in 
their “off” time. Share examples 
of how other resident employees 
dealt with this issue.

•	 To ensure that there will always be 
a sufficient number of residents 
involved in project governance, 
devote the time and energy into 
“growing leaders”.

•	 Try to avoid developing overly 
complex structures for project 
governance and management, 
while still abiding by principles 
of community participation and 
inclusion.

•	 develop a decision-making 
process that makes sense to 
stakeholders and is based upon 
your values and principles.

STrATeGIeS

STrATeGIeS

residents as project employees had to 

confront the challenge of setting bound-

aries around their work. these employ-

ees had difficulty being “off-duty” when in 

their community or neighbourhood. 

Hiring residents who had leadership roles 

in the project also resulted in siphoning off 

some of the volunteer leadership available 

to the projects and created a few tensions 

as residents competed for some jobs. 

There is more detail about this chal-

lenge in Chapter 4: Community Resident 

Participation.

informed about the issues. In time, each of 

the sites simplified its administrative struc-

tures and processes.

As well, despite a commitment to consen-

sus in principle and practice, there were 

difficulties, ambiguities, and lack of cer-

tainty about how consensus was actually 

to be done. training in reaching consensus 

was provided at only one of the three sites 

— although it is not clear that this made 

reaching consensus any easier.

Despite the challenges faced by all of the 

sites in developing satisfactory decision-

making processes, generally these pro-

cesses became easier as time went on 

and the sites reported that most decisions 

made had been relatively functional and 

the procedures used had worked well.

•	 provide training to residents, and 
other stakeholders if required, in the 
decision-making process selected.

•	 ensure that all stakeholders are clear 
about the decision-making processes. 
When new stakeholders become 
involved in your organization, ensure 
they are trained in the decision-
making processes.

•	 review and evaluate your  
decision-making processes 
periodically to ensure that they 
continue to make sense and are 
based upon your values and 
principles.
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Making the transition to 
long-term sustainability

Better Beginnings sites were initially funded 

by government for a period of five years, 

after the planning phase, with no promise of 

continuing funding. Consequently, they spent 

considerable time at the end of the five years 

planning how to sustain themselves without 

government funding. Also, staff members 

were fearful of losing their jobs and com-

munity residents were fearful of losing the 

programs when funding ended. each site put 

time and energy into looking for additional 

funds that could help sustain them if govern-

ment funding was discontinued at the end of 

the demonstration period. It was a tense and 

challenging time for everyone. 

In the end, the government decided to 

fund the projects on a permanent, annual-

ized basis.

•	 during any transitional period, 
or organizational review process, 
provide opportunities for staff and 
residents to express their fears. It 
may be worthwhile to have a third-
party mediator to help this process.

•	 Be transparent about what is 
happening and always ensure 
open lines of communication. 

STrATeGIeS

When permanent funding was announced, 

of course, everyone was relieved and elat-

ed. Yet, permanent funding also brought 

with it an additional set of challenges to 

face. each site had to figure out how to 

proceed. there were major changes that 

occurred at this time, and with that again 

came tension and stress. 

In the end, each site came out of the transi-

tion period still providing programs in much 

the same way they had during the demon-

stration phase. At one site, there were major 

changes to the administrative structure and 

the project became a permanent program 

of the host organization, with less autonomy 

and decision-making power. At another site 

an organizational review occurred that was 

stressful for staff. As well, the project made 

the decision to go with a new host agency. 

Although it took some time and effort, in the 

end there was a good fit between the project 

and the new host agency, and staff morale 

was good. At the third site, there was staff 

turnover in the project manager position that 

had a negative effect on staff morale, as well 

as turnover at the level of their main decision-

making body. eventually, however, staff mor-

ale recovered, at least partially.
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GuIdInG prIncIpleS
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1 . It is important that partners have 
clearly articulated principles and values 
that will guide project development, 
and management/governance . 

 - These principles and values need 
to be understood and accepted by 
all stakeholders involved in project 
governance.

 - Time and energy will need to be 
devoted to ensuring that these 
values and principles are upheld. 
Make the effort to revisit these 
values and principles periodically.

 - These principles and values will 
guide the organizational structure 
and processes that are developed; 
therefore, the result may be quite 
unique to your community and 
circumstances.

2 . Develop workable organizational and 
administrative structures that are 
relatively simple and ensure a strong 
community voice . 

 - ensure that the main decision-
making group is not overly 
large and cumbersome and 
that all stakeholder groups are 
represented. 

 - develop smaller sub-committees 
or working groups to help in the 
management of the project. 

 - ensure that residents are trained 
and supported in their role as 
committee members. 

3 . Devote the necessary time and effort 
to ensure that residents are meaning-
fully involved in project management 
and governance .

 - It is important that all stakeholders 
should be committed to 
meaningfully involve residents in 
project management.

 - residents should be trained and 
supported in their roles as policy 
and decision-makers.

 - remove any potential barriers to 
resident participation in project 
governance.

4 . Make it clear to stakeholders that 
they will need to invest considerable 
time, effort, and resources into pro-
ject development, organization, and 
governance .

 - early on, in particular, there is a 
great deal of work to do in setting 
up the organizational structure and 
processes, in developing policies, 
and in ensuring that residents 
and other stakeholder groups are 
meaningfully involved.

 - Time and effort is required to build 
trusting interpersonal relationships.

 - Good interpersonal relations based 
upon mutual trust and respect are 
important.

 - ensure that everyone gets to know 
one another personally and has safe 
environments in which to interact. 

5 . Consider “fit” — between the pro-
ject and the host or sponsor agency, 
between service provider partners 
and the project, and between project 
staff, service provider partners, and 
residents . 

 - ensure that each stakeholder group 
understands and appreciates the 
underlying values and principles of 
your community-based initiative.

6 . Develop decision-making processes 
that make sense for your community-
based prevention initiative .

 - In Better Beginnings, regardless 
of which style of decision-making 
was used, the procedures were 
described as being linked to the 
value and principle of inclusiveness. 

 - It may be important to revisit 
decision-making processes if 
stakeholders are feeling that 
decision-making is too cumbersome 
or not in keeping with the 
underlying values and principles. 

7 . Cultivate good leadership and 
staffing .

 - The project managers played a 
key role in each project site — in 
setting the climate of the project, 
and in what decisions were made.

 - ensure that your staff is caring and 
welcoming and encourages the 
residents to speak up and voice 
their opinions. A good sense of 
humour also helps!

8 . Ensure ongoing monitoring and 
review .

 - Through retreats or planning 
days, ensure that you “check 
in” on project management 
and governance. Are decisions 
being made appropriately? Are 
any changes necessary? Should 
committees recruit new members 
to keep ideas fresh? Are there new 
training opportunities that should 
be extended to stakeholders?

Guiding Principles for Project Organization and Management
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Implementation/evaluation Checklist

 o Are your project management and governance values and 

principles clearly articulated? 

 o have you thought specifically about what stakeholders you would 

like to have involved? What service provider partners should be 

involved in managing and governing your community-based 

initiative? What residents should be involved?  

 o What roles should stakeholders play in project management and 

governance?

 o have you thought about what organizational structure makes the 

most sense for your initiative? 

 o What decision-making processes will you use?

 o do you have the necessary supports and resources to implement 

the organizational structure and processes you envision?

 o how will you go about monitoring or reviewing your organizational 

and administrative structures and processes?
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On-line resources:
1. http://ctb.ku.edu

The Community Tool Box is an on-line global resource for free information on essen-
tial skills for building healthy communities. It offers more than 7,000 pages of prac-
tical guidance in creating change and improvement. chapter 9 is devoted to build-
ing an organizational structure for community initiatives and provides three different 
examples of organizational structures, as well as other valuable information. 

aPPendix a:

Abstracts
evans, S.d., hanlin, c., & prilleltensky, I. (2007). Blending ameliorative and transformative 
approaches in human service organizations: A case study . Journal of Community 
Psychology, 35, 329–346.

This paper describes the challenges and benefits of an action-research project with a 

Nashville-based nonprofit human service organization. In our view, outmoded human ser-

vice organizations are in serious need of innovation to promote psychological and physic-

al wellness, prevention of social problems, empowerment, and social justice. This pro-

ject aims to develop and evaluate value-based organizational processes and outcomes 

designed to transform human services. Although the goal of moving human services 

from ameliorative to transformative approaches is invigorating, our efforts have revealed 

expected and unexpected barriers to this process of change. Two main barriers are a 

strong cultural current working against change and irregular pacing of the change efforts. 

Positive outgrowths of the project include a new organizational philosophy that includes 

attention to issues of justice and equality, and changing individual and organizational 

beliefs and practices. Clear messages regarding the changes desired and a highly partici-

patory process have facilitated these initial outcomes.

On-line resources and Abstracts
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Abstracts, cont’d

evans, S.d., & loomis, c. (2009). Organizational and community change . In d. Fox, I. 
prilleltensky, & S. Austin (eds.), Critical psychology: An introduction (2nd ed., pp. 373-390). 
los Angeles: Sage. 

This chapter focuses on planned transformative change — change at the systems level 

— in both organizations and communities. Intentionally or unintentionally, many organiza-

tions within communities provide programs, supports, and services that maintain inequit-

able, unjust, or other undesirable community patterns. Many community members desiring 

change do not know how to connect with or mobilize others who would also like to work for 

change. How community-based organizations can transform themselves to fulfill a “change 

agent” role and how organizations can engage other organizations and community mem-

bers to change community conditions are this chapter’s central concerns. We link organiza-

tional and community change because most efforts to improve communities involve organ-

izations. Community organizations that function effectively enhance community well-being, 

and new organizations or alternative settings arise to alter existing arrangements.

nelson, G., & prilleltensky, I. (2010) . Community psychology: In pursuit of liberation  
and well-being (2nd Ed., Chapter 9 — Organizational and Community Interventions).  
new York: palgrave.

In this chapter the authors link organizational and community interventions because most 

efforts for liberation and well-being take place in, or through, organizations such as human 

services, voluntary agencies or alternative settings. To enable community change, first we 

have to persuade our own organizations to contribute to the process. Organizations pos-

sess human and material resources that are crucial for initiating and invigorating amelior-

ative and transformative interventions.

nelson, G., pancer, S.M., hayward, K., & peters, r.deV. (2005). Partnerships for 
prevention: The story of the Highfield Community Enrichment Project . Toronto: 
University of Toronto Press. (chapter 8).

This chapter provides an overview of theory of community-based organizations. As well, five 

main issues in project organization and management are described in depth in the context 

of one of the Better Beginnings sites: (a) the vision, values, and philosophy of the project, (b) 

administrative structures, (c) decision making, (d) staffing and supervision, and (e) relation-

ships with the sponsor organization and project independence.
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aPPendix b:
Organizational summaries by Project site

OrganizatiOnal/administrative structures

SITE ONE SITE TwO SITE THREE

•	 host organization was a local family mental 
health centre.

•	 The project was located in a Francophone 
community encompassing three elementary 
school catchment areas.

•	 host organization was legally and financially 
responsible for the project and provided training 
and support to staff.

•	 The project coordinator oversaw all of the 
project activities and reported directly to the 
host agency. 

•	 Initially there was a main decision-making 
group (with equal representation from agency 
representatives and parents) and several working 
groups and committees.

•	 After the planning phase was completed, and 
all staff were hired and programs implemented, 
most of these groups were eliminated because 
they were felt to be unnecessary.

•	 In the sustainability phase, the project 
coordinator position was terminated and staff 
reported directly to the executive director of the 
host organization. The main decision-making 
body was eliminated also and replaced by a 
consultation committee that met with the ed 
three times per year.

•	 during the demonstration phase, the host 
organization was the local school board.

•	 The project was located on-site at an elementary 
school in an inner-city, lower-income, multicultural 
community.

•	 host organization was legally and finally 
responsible for the project. 

•	 large bureaucracy of the school board created 
challenges for the project — project was subject to 
personnel policies of the school board (e.g., salary 
levels, where to advertise).

•	 during demonstration phase there was one main 
decision-making body (51% parents; 49% agency 
representatives), and several sub-committees 
related to different aspects of the project (e.g., 
community development, family resource centre, 
in-school programming).

•	 The project also had annual “planning days” for 
strategic planning.

•	 The project Manager used community forums 
to solicit feedback from the residents on various 
community and project issues.

•	 during the sustainability phase the host 
organization changed to a children and family 
mental health centre.

•	 The main administrative structures continued 
as during the demonstration phase, although 
meetings took place less frequently.

•	 A local cultural centre served as the host agency 
at this site during the planning phase and early 
years of the demonstration phase.

•	 The project’s first office space was located at this 
centre and rented at a reduced cost. 

•	 After a few years the project acquired a location 
(a former school) that had more space and was in 
closer proximity to other programs it was running. 

•	 The project is located in two neighbourhoods, 
one largely Francophone, the other Anglophone 
and multicultural, in a mid-sized city.

•	 during the demonstration phase the project 
legally incorporated and became its own 
organization. The host organization continued to 
have a good relationship with the project.

•	 This site had a complex organizational 
structure. Initially the main decision-making 
body was an Association, made up almost 
entirely of residents. Agency representatives 
were involved in the project through another 
working group. In addition to these two groups, 
there were also several cultural caucuses, other 
committees and sub-committees when needed, 
and a community Advisory committee.

•	 After incorporation the structure changed.  
A council was now the main decision-making 
group (still made up of residents). The 
Association continued and was organized 
around the cultural caucuses and staff caucus 
— each of which elected two members for the 
council. other committees continued to operate 
(e.g., personnel, finance, fundraising).

•	 These same structures continued during the 
sustainability phase.

PrOject atmOsPhere and management style

SITE ONE SITE TwO SITE THREE

•	 participatory style of organization and 
management.

•	 established different administrative structures 
and management levels so that different 
stakeholders could participate.

•	 during demonstration period parents 
participated on the main decision-making body 
as well as on different sub-committees.

•	 during sustainability phase, the main decision-
making body of the project was changed to a 
consultation committee and the project became 
a program of the host organization. 

•	 The executive director of the host organization 
became directly responsible for the project and 
the consultation committee met with her several 
times a year.

•	 during the demonstration phase the 
organizational structure was more flat than 
hierarchical and the roles the staff played were 
flexible.

•	 leadership style of the project Manager was 
based upon trust, support, openness, respect and 
sharing. The climate was quite positive.

•	 relationships and meetings tended to be informal.

•	 The transition from the demonstration phase 
to the sustainability phase was challenging. An 
organizational review caused stress, strain, and 
loss of trust on the part of staff. The crisis was 
eventually resolved, however.

•	 The atmosphere and climate during the 
sustainability phase was once again very positive. 
Staff had adjusted to a new host organization.  

•	 project was characterized by a strong 
commitment to community participation and 
ownership of the project.

•	 Initial coalition developed guiding principles for 
the project (community strengths, partnership 
building, collective concern for children’s 
welfare) and these principles set the tone for 
the horizontal and egalitarian management and 
organization of the project.

•	 There were tensions between cultural groups, but 
these diminished during the demonstration phase.

•	 during the sustainability phase this site did 
experience some changes that affected staff 
morale and organizational climate. There was 
change in the project Manager position, and 
there were changes on the main decision-
making body.

•	 The period of turmoil resolved after a couple of 
years and the atmosphere was later described as 
warm and welcoming.

•	 The management style was still participatory 
during the sustainability phase; however, there 
was a sense that the style was perhaps more 
traditional than it had been in the past.
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staffing

SITE ONE SITE TwO SITE THREE

•	 during the demonstration phase the staffing 
profile consisted of the project coordinator, 
several supervisory or managerial staff, one 
support staff person, and a number of part-
time and full-time front-line positions for the 
three main program areas (child, family, and 
community-related).

•	 during the sustainability phase, the project 
coordinator and managerial/supervisory 
positions were eliminated. Staff reported directly 
to the ed of the host organization.

•	 during the demonstration phase the staffing 
profile consisted of the project Manager, 
coordinators for each of the main areas of 
programming (in-school, community development, 
family resource, and nutrition), an administrative 
support staff person, as well as full-time and front-
line staff.

•	 no formal policy to hire community residents, but 
there was an implicit understanding to do so.

•	 during the transition from the demonstration 
phase to the sustainability phase, there was staff 
turnover. however, after this transition occurred, 
the staffing profile stabilized again. 

•	 The central management team included the 
project Manager, an office administrator, and 
after the project’s incorporation, a bookkeeper. 

•	 project staff was organized into teams according 
to their program activities. Volunteers were also 
integrated into these teams.

•	 Almost all staff were part-time and were 
residents — the project preferred to do this to 
spread the money across more people. 

•	 Most staff lacked formal education; therefore, 
the project spent much time and effort providing 
training for these staff members.

•	 There was low front-line staff turnover 
throughout the demonstration and sustainability 
phases. There was some staff turnover in the 
project Manager position.

decisiOn-making

SITE ONE SITE TwO SITE THREE

•	 during the demonstration phase, decision-
making was described as participatory and 
based upon consensus.

•	 Voting was used as a decision-making process 
as well — presumably at times when consensus 
could not be reached.

•	 during the very early stages, most decisions were 
made by the initial decision-making group that 
submitted the proposal. This group consisted 
almost entirely of agency representatives. during 
the demonstration phase, there was a concerted 
effort to get more parents involved on the 
committees and to make them comfortable with 
decision-making.

•	 Throughout the different phases, decision-making 
was based generally upon consensus. Voting did 
occur, however, when consensus could not be 
reached. 

•	 This site was committed to consensus as 
the sole decision-making procedure. This 
was a lengthy and bumpy process that often 
required clarification to reinforce its use and 
understanding.

•	 over time, people got more used to it and it was 
applied to all meetings.

•	 during the sustainability phase, the project 
continued to operate on the principle of 
consensus when decisions were made. however, 
there was some indication that perhaps less 
effort and discussion was being put into reaching 
“true” consensus.
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Better Beginnings, Better Futures
An effective, affordable community project for promoting  
positive child development


