New Program Development and Expansion of Services

The phone rings. A community member wants to start a CASA/GAL program. It is not an area designated as a high priority for new program development by the state strategic plan. 

The state organization plays a critical role in new program development and concerted efforts at new program development require a significant investment of staff time and energy. 

The impetus for new program development can come from a number of sources:

· State level (for example, a Court Improvement Committee or a Children’s Justice Act task force)

· Judges who hear the cases of abused and neglected children 

· Local community members (as in the example above) who are familiar with CASA/GAL advocacy and want volunteer advocates for children in their own community. 

· The strategic plan of the state CASA/GAL organization. For example, CASA of New Jersey used census data to compare the total population of children under the age of 18 to the number of children in care and focused new program development on areas with the highest number of children in care per thousand. 

When judges or community members want programs developed in non-priority areas in the state, the state organization needs to consider how to respond. One possibility is to consider any area with significant judicial or community interest as a priority, but this is only an option if there are adequate human and financial resources. Another option is to support the development in a limited way, being straightforward about what the state organization will be able to provide. A third option is to not support the program development at all. If the state organization does not provide support, however, the community may start a program without adhering to national and state standards. 

Even with some financing available, starting a new program is challenging. Without readily available funds it is doubly so. The advantages of starting programs are obvious, however. Every abused and neglected child deserves CASA/GAL volunteer advocacy no matter where the child lives. Every community needs adults who are aware of the needs of abused and neglected children and who are trained in advocacy. Every state needs concerned adults statewide who will speak for children’s needs in the public policy arena.

This chapter mirrors Part I of the Guide to Program Development (2002, published by the National CASA Association) and focuses on the role of the state organization in developing a new CASA/GAL program. The state organization’s level of involvement in program development will vary from intense support to occasional guidance. The level of support provided will depend upon the strategic plan and resources (including human resources) of the state organization and the abilities and skills of the local planning team. Some states have used Volunteers in Service to America (VISTA) volunteers to staff the planning team for new program development. 

Planning a Quality Program

Initial Planning Steps

The first step in working with a new community is to meet with concerned citizens to provide information about CASA/GAL advocacy and to assess the needs of the community. This first meeting may be with just a few interested individuals or with a civic group, such as a Theta chapter or with a Rotary Club, or may be with a small group of handpicked individuals. Ideally, several people should be present from the beginning:

· Judges hearing cases of abused and neglected children

· Child welfare agency representatives

· Attorneys representing children and/or parents 

· School representatives

· Community leaders such as religious leaders, members of the media, leaders of civic groups and nonprofit agencies and elected officials.

The initial presentation to this group is very important and may include a CASA/GAL video describing volunteer advocacy, the level of need in the community, expectation of commitment, and some success stories of CASA/GAL advocacy. 

The state organization may also want to meet individually with stakeholders
 as noted above  who are likely to have different questions and concerns.

The planning team

This initial group should form (or recruit others to form) a planning team, usually consisting of 5-9 individuals. This planning team will be short-lived but have several important tasks. The following table provides more information on planning team tasks as well as how the state organization might help with those tasks.

	The Role of the Planning Team

	Planning Team Tasks Recommended by National CASA
	Possible State Organization Role

	Become educated about CASA/GAL
	· Connect people in the community with shared interest in starting CASA/GAL.

· Connect interested individuals with established CASA/GAL programs in neighboring communities, if possible.

· Request National CASA start-up packet

· Provide National CASA’s ’s Guide to Program Development.

· Provide national and state standards.

· Provide history of CASA/GAL in the community, if applicable.

· Provide National CASA and state organization websites.

	Assess the Community’s Response to Child Abuse
	· Provide community statistics on children in care, or help them locate that information.

· Provide information about existing GAL representation for children statewide.

· Provide state statutes regarding the role of the Guardian ad Litem and/or CASA.

	Make the Case for a CASA Program
	· Help the planning team evaluate the information they have gathered.

	Determine if the Program Will Succeed
	· Talk with other relevant state association representatives, such as the state Multidisciplinary Team (MDT) coordinator or Child Advocacy Center association.

· Help the planning team evaluate local community support.

· Share funding strategies of other programs in the state.

	Obtain Judicial Support
	· Meet jointly with the judge and the planning team.

· If possible, have other judges with successful CASA/GAL programs talk to the judge.

	Enlist the Right People to Help
	· Help the planning team consider possible conflicts of interest or other issues.

	Form a Steering Committee
	· Help the planning team ensure that the steering committee is broad-based.

	Plan the Committee’s First Meeting
	· Provide a sample agenda.

· Participate in the meeting.


Creating the Organization/Organizational Structure

The steering committee, like the planning team, will be short-lived. A steering committee will often have some of the same members. The goal of this committee is to put in place the foundation of the CASA/GAL organization and to recruit the governing (or advisory) board of the organization.

	The Role of the Steering Committee

	Steering Committee tasks recommended by National CASA
	Possible State Organization Role

	Establish the Mission of the CASA/GAL program
	· Provide sample mission statements from other programs in the state as well as the state organization’s mission statement.

	Establish a Program Development Plan
	· Help the group stay focused on the short-term and be realistic about activities and timelines.

· Inform the Steering Committee about any start-up money available from the state organization (if applicable). Inform the group of any important deadlines (such as for grant applications) which need to be considered in determining timelines.

	Determine Organizational Structure
	· Help the committee evaluate the advantages and disadvantages of various models based on the experience of other CASA/GAL programs in the state. 

· Connect the committee with other programs using particular models. 

· Help the committee consider whether there are already too many small nonprofit organizations competing for limited fund-raising dollars.

· Provide samples of documents such as Articles of Incorporation, by-laws and 501(c)(3) applications if the organization will be an independent nonprofit organization.

· Emphasize the importance of and provide samples of written agreements if the CASA/GAL program will be part of another organization (available in the resource documents located at the end of this chapter).

· Meet with the CEO or board of the prospective umbrella agency.


The Guide to New Program Development provides excellent information on establishing a CASA/GAL program as a nonprofit organization and establishing CASA under another organization. The state organization should also evaluate and provide information about the possibility for a current CASA/GAL program to expand into the new community. This can be an excellent option but only if certain factors exist. Questions to ask when considering this option include: 

· Is there a strong, well-run program in close proximity?

· Is it currently serving all or most of the children in its own jurisdiction? 

· Is the board of existing program willing to expand services and add board members from the new community?

· Will the likely donors and volunteers from the new community look favorably on being associated with the existing program rather than having their own? If not, how might their concerns be addressed? 

Another operating model is for the CASA/GAL program to form as part of the county government.  This shares some of the advantages of having an umbrella organization. Governmental programs are, generally speaking, more stable. Employees tend to have more and better benefits available. There is immediate credibility in being associated with an office of government. However, there are also difficulties with this model. Will the county consistently support the program? Will it be possible for the CASA/GAL program to add staff when needed? Will the government agency comply with NCASAA standards regarding program operation, especially in maintaining a volunteer-driven program? Where will the CASA/GAL program be placed administratively? Some members of the legal community may view an inherent conflict with a program administered by the judge who hears abuse and neglect cases. 

Establishing the Board

Once the planning team has done the preliminary organizational work, it is time for the governing body (or advisory council, if the program is under the umbrella of a governmental or nonprofit organization) to form and begin work. The importance of this first board cannot be overstated. The main goals of the governing body will be to complete the establishment of the program as a legal entity, develop community support, secure funding, staff the program, establish an office, build a relationship with the court and implement the program. 

The steering committee may need assistance from the state organization to establish the board. Help the committee develop a board member job description to clarify responsibilities and avoid conflicts of interest as well as identify the skills and affiliations needed by members. Be available to make a presentation to prospective board members about the work of CASA/GAL volunteers, perhaps recruiting a board member or volunteer from another program to help. 

It is critical for a new program to have board members who are known and who have access to funding within the community. All boards, but especially new ones, will need representation of the 4 W’s: wealth (or access to it), wisdom, work and wit. Seeking board members from groups such as the National Council of Jewish Women or the Junior League can bring organizational expertise as well as access to fundraising in the community. These two organizations have been instrumental in starting a number of CASA/GAL programs across the country. 

Typically, the initial governing body of the organization will need a high level of support from the state organization. It will be very helpful to provide best practices and sample documents used by other programs in the state. If the state organization is engaged in significant new program development, consider providing common forms and documents on the state website or in a binder for planning teams and new boards. While this should not duplicate what is already available from the National CASA Association, seeing state-specific information is helpful. The table of contents for New Jersey’s program development tool kit can be found in the resource documents located at the end of this chapter.

The Power of Image

The state organization can assist the board of the new program in their public relations efforts. Providing samples of items such as oral presentations, talking points, videos, press releases, brochures, business cards and stationery are all helpful. Make the board aware of the downloadable graphics and print materials already produced by National CASA so they don’t waste precious time, energy and money developing their own. The new program will also need assistance to ensure public relations efforts are consistent with standards. If the new program shares media with other established CASA/GAL programs, encourage the programs to coordinate public relations efforts so both programs win. 

Funding the Program

Finding funding for new CASA/GAL organizations is challenging. If the state provides funding for local programs, setting aside a certain percentage or amount for new program development ensures that new programs will get some financial assistance.

CASA of New Jersey has worked proactively to seek funding for new programs. In that state, some Court Improvement Project funding has been earmarked for new program development grants. The state organization has targeted two or three donors in the relevant geographic area (before the program even begins) asking for grants for a CASA development project. The funding is then used to help start the program. 

The National CASA Association has new program development grants and the state organization can provide assistance in writing those grant applications. Other funding sources to explore for new program development include IOLTA (Interest on Lawyers’ Trust Accounts), CDBG (Community Development Block Grants) and CSBG (Community Services Block Grants). VOCA (Victims of Crime Act) grants may also be available for new CASA/GAL programs as well as Children’s Justice Act (CJA) funds, and some states have used VISTA volunteers for start-up programs. More information is available in Chapter 5: Resource Development. 

The state organization or local board members should also talk to county and municipality leaders about possible funding sources and in-kind donations. Frequently, a county may be able to donate office space and utilities along with access to equipment such as copy and fax machines. Corporations or civic groups may be willing to donate office supplies or expertise. One new program faced with the expense of initially stocking the office with supplies asked a local Rotary club to have an office supply drive, which brought enough materials to stock the office for more than a year. 

The local program should also engage in local fundraising, focusing on events that are likely to generate media attention to assist with public relations efforts. The state organization can assist by sharing what has worked well in other communities or by putting the new program in contact with other CASA/GAL programs with successful early fundraising events. 

Note: The state organization should review the National CASA Association Resource Development Protocol  as well as the Government Relations Protocol with new CASA/GAL programs to ensure  the local program understands and follows the protocols. 

Joining National CASA

Once the program has completed the first five program development steps (establish commitment, develop program mission, create organizational plan, establish program as a legal entity and secure funding) the board should apply for provisional membership with NCASAA. The group will need to complete the new program provisional member self-assessment; a sample is available in the resource documents located at the end of this chapter. The state organization can help the group by providing any samples of indicators of compliance that the program is lacking. It may also be helpful to meet with the local team at this point to go through the standards self-assessment. 

At this time in new program development, the National CASA program specialist will also be available to assist the local program. The state organization will be notified when a new program applies for provisional membership. 

Staffing the Program

Unless the local CASA/GAL program is directly supervised by the state organization, it is the responsibility of the local board or umbrella organization to hire the staff for the program. The state organization can be helpful in this stage by providing sample job descriptions and information about average salaries and benefits in other programs in the state. The board may also need assistance in conducting criminal background and child abuse central registry checks. In addition, providing sample interview questions and legal/illegal questions can be helpful (see Chapter 11: Human Resources for more information on interviews). The state organization may also provide sample personnel policies to the new CASA/GAL program. 

Some local boards may want the state organization to participate in the interviewing and hiring process. There are pros and cons to participating. On one hand, the state organization may wish to help the local board or umbrella organization evaluate candidates and have input on who is hired. On the other hand, the state organization must be prepared for the possibility that the local program will not follow the recommendation of the state organization representative. Worst-case scenario, they may even tell the new director that the state organization did not recommend their hiring; this could create challenges in building a relationship with the new director. Participating directly in the hiring process can also create potential conflicts in conducting Quality Assurance, administering grants and providing technical assistance.

A better practice is empowering the local board to conduct the hiring process. The state organization can ensure the board has access to all the information they need, including sample advertisements, job descriptions, salary information and interview questions. If the state organization does participate in the hiring process, clearly articulate complete support for the program and candidate no matter who is hired. 

Establishing an office

Locating an office and setting up the necessary utilities is best done by the local board or umbrella organization that knows the community. Proximity to the courthouse is helpful. Having an office accessible to staff or volunteers with disabilities is important. Parking access and cost are also issues when working with volunteers. The state organization can be helpful in making suggestions about where to find donated or low-cost office space based on the experiences of other local programs. The state organization may also be helpful in suggesting ways to get the hardware and software needed for the office (see Chapter 9: Technology for more information). 

Establishing a relationship with the court

A state organization representative should be available to meet with the local judge even though the judge may have already been involved in new program development. Samples of agreements with the court from other jurisdictions within the state are likely to be a helpful resource for new programs. It may also be helpful to arrange for a judge with a successful CASA/GAL program to speak with a judge affiliated with a new program. 

Other ways state organizations can assist new program development

Mentors

Because new programs typically need a great deal of technical assistance, asking an older, more established program to serve as a mentor program is a good practice for new programs. The established program can assist the new program in a number of ways including sharing forms and policies, inviting the new director to attend volunteer training, discussing common new program development issues and inviting the new director to observe in court. The new director may be more comfortable calling a peer in some circumstances.

The mentor program should be a program in good standing and in compliance with state and national standards. Ideally, the mentor program should be located geographically near the new program and serve a similar-sized jurisdiction. The mentor program must be interested in new program development and the director must be willing and able to spend some time with the new director.

Providing a mentor program does not eliminate the need for the state organization to provide significant technical assistance, but it will help to strengthen the partnerships within the state and will give the new director a different perspective. 

Expansion of services 

Expanding services in existing programs 

Encouraging the expansion of services in local programs or offices is an important role of the state organization. The first and most important strategy is to help local programs understand the needs of the unserved children in their communities. Local programs should be included in the state organization strategic planning process to ensure that local and state goals are consistent with those of the national organization. Board members and staff of local programs should have access to information about children served and about unmet needs. This can be one use of statistical information gathered by the state office: help local programs or offices see their progress over time in children served and how that compares with state or national data. 

Another important strategy is to celebrate the successes of expanding programs and recognize those programs in some meaningful way (for example, recognition at the state conference, in the newsletter or on the state website. Help those programs to share their best practices for expanding services.

Local programs frequently feel frustration when volunteer recruitment numbers plateau and they seem to lose a volunteer for each new one they recruit.  The programs may want assistance identifying the underlying causes. For example, is the program recruiting diverse volunteers? Programs that limit their possible volunteer pool, intentionally or not, are limiting the children they can effectively serve. One local program with many retirees in the area had refused to consider any volunteer who worked full time because they did not see how working volunteers could attend daytime meetings. The state organization was able to connect that program with others that had volunteers with full-time jobs to see how such volunteers could be effective advocates. Many local programs have difficulty recruiting in minority communities because they do not have any staff or board members with connections in those communities. The state organization can help local programs by providing strategies to increase diversity. 

Is there a problem with volunteer retention? The state organization can help the program evaluate why retention is poor. Also helpful is the National CASA Volunteer Retention Training, which is one way to provide training for local program staff on volunteer recruitment and retention issues and also provide a mechanism for local programs to evaluate their current volunteer retention strategies. 

If the state organization provides funding to local offices or programs, the formula can be written in way to provide incentives for program expansion. For example, the formula could include additional funds for an increased number of children served and for increased numbers of volunteers. Attaching funding to advocacy provided is a very effective way to achieve goals and motivate local program staff or board members who seem content with the status quo. 

One strategy used by Texas CASA is to have an Outreach and Recruitment Team at the state level to support local programs' volunteer recruitment and retention efforts. This team is also focusing on diversifying the volunteer base which is critical to expansion.
Serving multiple counties

In some states, judicial districts may cover multiple counties. Counties in different judicial districts may also wish to have a combined CASA/GAL program and the state organization may want to encourage the development of multi-county programs where it would lead to more effective and efficient volunteer advocacy. Multi-county programs are particularly recommended where the number of volunteers required to serve all the children in care in a single county does not justify a full-time staff person. Generally speaking, it is wise to start a CASA/GAL program in a single county and let it develop relationships, name recognition and a volunteer base before expanding into additional counties. 

The state organization should help new multi-county programs determine the best strategy for startup. Based on the needs assessment, which community most needs CASA/GAL volunteers? In which community is volunteer and financial support likely to be greatest? What is the expansion plan and timeframe? How will the organization be held accountable for expansion into all of the targeted areas? 

Once the program expands to additional counties, a decision needs to be made regarding satellite offices. Having a satellite office provides clear advantages in community presence and accessibility to volunteers and the professionals with whom they work. The disadvantage is cost and, in some cases, the added challenge of remote staff supervision. 

Bringing existing organizations into the CASA/GAL network

In some areas, there may be stand-alone programs or services offered by an umbrella agency doing advocacy work similar to that of CASA/GAL programs, but are not part of the CASA/GAL network. These local programs may wish to become part of the CASA/GAL network. In this case, the role of the state organization will be to work with the group to determine their readiness to comply with national and state standards. Many of the steps outlined above will still be relevant, though many of the building blocks will already be in place. One way to evaluate readiness would be to complete the NCASAA Application for Provisional Program Membership, which is based on the standards for new program development. If the program is in compliance with that section of the standards, they could apply for membership with NCASAA and if awarded begin receiving the benefits of membership such as the use of the name and logo and public relations materials, training curriculum for volunteers and Achieving Our Mission. The state organization may then want to work with the program to complete the full National CASA Quality Assurance assessment. 
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	Additional Resources:

	
	Guide to New Program Development (National CASA publication)

	
	Achieving Our Mission: A Management Guide for CASA/GAL Programs (National CASA publication)
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�Who are the "stakeholder"? Perhaps examples should be added.
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