Memorandum

to: Everybody interested in or working in the community center program
from: Lois Chaffee

The COFO staff will have to make some basic decisions at its general confer-
ence in December. In the general evaluation and nlenning of the program, I hope
that the community centers will receive some apecizl attention because the program
has some basic problems which need the organizationts best eonsideration. This
memo represents my analysis of the vroblems, and some ideas 1 have ehout construc-
tive action. T hope you will cxemine these ideas, eveluate them, send me some
reply if you can, and come to the conference with ideas, plans, suggestions, etc.
for improving and extending the program.

T. Functions of 2 community center. Following is a list of ideas which T have com-
piled by observing center operations, talking to a 1ot of interested people, and,
in some cases, thinling. It represents the range of peoplets conceptions of what

a center should be.

1. a day care program in the morning and a teenage hangout after school--or some
other combination of programs presently within our reach,

2, a "focug" of dynamic commurity action (If we decide that we support this idea,
can we make it more specific?) For instance, a program

2. to analyze the commnityls soclal needg, and involve local people in this
examination

b, to make a bhegimming toward solutions of these problems--a pilot program
approache.

c. to organize the cormunity around these pilot programs to demand full-scale
programs from appropriate public agencies. ’

3. a center, modcled after Northern settlement houses, where the main preoccupation
is to broaden the culturel horizons of the people in the nelghborhood. This
would imply to some extent that cutside gtaff is always needed, that the center

should never he completely in the hands of heigHborhood people, We would
need to draw some rouch hounderies of where local independence leaves off and
where outside help is needed permanently if we adopt thiz idea.

IT. Programs in the center, and some difficulties they have.

1. What is the main purpose behind our nrograms for small children? What do we
hope to accomplish in the civil rights movement, working with 5 year olds?

5. What do we want to accomplish with teenagers, especially those who seem attrac-
ted to us only out of nothing else to do, who are not interested in working with
our program, or attracted to the Freedom School program as it stands now? How
gan we handle these people (on some projects Jjust handling them is a problem)
est?

3. What is the outlook for our more ambitious programs, such as literacy, public
health and flederal programs? Have we heen building the kind of base we need
for them? How do you do that? What kind of resources end community cooperation
do we need to have good programs in these areas of basic social need?

li. Now that we have hundreds of thousands of second~hand boods, whet can we do %o
make real libraries of them? What can we do to add betber books to them?
Have we lost & significant percentage of our good books through carelegsness or
theft?

5, Have some of our programs turned out to be, frankly, a burden on the time and
energy of the staff, with no real compensation?

6. Have some of the programs become a name-only activity with little or no actual
achievement and with little or no community support?

7. What is the relationship between the center's educational program and the rest
of the project's activities? Does anyone work full-time in a communlty center
or dome variant thereof on your project? Do we as people interested in ce work
have any recommendation to make to the general COFO gtaff about cooperation
between various program areas? Do we cooperate sufficiently with, for instance,
the political program? Do we cooperate too much, to the detriment of a strong
program of educational and social services? To what extent 8o the goals of the
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political and educational programs coincide? Is there any point of departure?

IITI. Staff
A, from outside the community

1. What human qualities are necded to go into a community and start a center pro-
gram? What material resources?

2. What qualities are needed to inspire the confidence of community pecple and re-
pruit them to work in the center?

3, Is there any role for outside center workers after they have recruited local
people to run the center? Or should they leave, perhaps to start again in an~-
other location?

Be from the community

1, What qualities should we look for in people when we recruit center personnel from
the local cormunity? for instances

a. reliability above everything else

b, ability to manage small chilcren

ce respect of the townls Negro leadership

de ability to work full time

e. deep cormitment, primarily to the movement, rather than to
any local project

f. combination of some or 2ll of these qualities--or others not
mentioned,

2. Who should be responsible for hiring local people ? Same process as for other
COFO workers? If not, should we spmell out some recommendations here?

3, What role should teenagers plap in_the center administration? (We should discuss
the experience of the Harmony and Hattiesburg centers in this respect. In one
place the teenagers sterted out as an informel board of HMrectors, but the adult
leadership blandly overruled them in both large and small decisions; in the other
case the teenagers have undisputed authority, and have A scouraged others, es-
pecially younger children, from attending the center functions.)

lie Shoitld the pay scale for local staff workers be M fferent? Can we expect to
recruit good people with roots and responsibilities in the commnity for $9.6L?
If not, What should we pay them, and who should decide to pay them more? Should
the same arguments apply to others who work with the project, whether in the
center or in the political program?

IV, Miscellaneous

1, What is the relationship of the cc and Freedom School staff to the local pro-
ject director, especially if he is wholly or primarily interested in the poli-
tical program? If it is not exactly the same as the wr workers on the project,
how is it different? In any casc, how far should the project drector go in
trensferring his staff from one program area to another? What resources other
than his @wn deos a project director have if he sees that one program area is
especially weak, short of firing everphody in that program and putting in a new
staff?

2. Are COFO's most serious problems on the project level those of personality dif=-
ferences within the project? Problems of rélating to the community? problems
of getting needed resomrses from outside the project, such as from Jackgon?
Other kinds of problems?

3, What kind of guidelines should we set for fund-raising?

li« Do we need more contact between people in different projects than we have now?
If so, do we have any ideas for promoting exchanges, improving contact, etc.?

V. Jackson coordination

1. In the commnity center program, should there be a formal nooordinator! in the
sense that the Freedom Schools and the m FIP have coordination? (I have main-
tained that I am not 2 coordinator--I just try to tell people what other centers
are doing,) If not just like the Freedom Schools, is something else needed from
Jackson? Is the present system 21l rightz, but in need of specific improvements,
which this group can sugrest? We need to lay out a framework for Jackson coor-
dination, if that's what we want,



3-3-3 Community Center Memorandum
Part IT. Report on Lmedizte Problems--money and staff education.

1. Money. The general news is that the centers will have to have more money than
is now available, Most towms where we work have no decent buildings available for
centers, and even where we have an acceptable center building, the program needs
expensive equilment and furnishings. Please remember thet in estimating these

nooeds I am cutting cxpenses to 2 mindmum and ecounting on heavy support from the
Jocal cormmunity (to contribute labor and land, materisls, supplies, etc.), hut

even so, the cost will be high for our resourccs. Fach new center will cost hetween
#10,C0C and $12,000 in materiels, and every center, old or new, needs about +1,000
invested in good, long-term equipments Nesides ficld needs, the program needs some
investment in Jackson coordination, in my opinion. The first thing is a band ac-
count. The cc program presently hes no separate hudget, so 21l emergency expenses
have to be drawn from the general fund. I have not Leen aatisfed with this arran-
gement so far, because it takes too long, and requests for these expenses tend to
get lost in the shuffle. The lost three months! experience has shown me thab
certain kinds of expenseswill arise periodically in the cc program, and should be
paid more reliably then they have heen, These expenses arc: emergency gubsistence
advanccs for loeal people who have becn working on the staff, but have not heen

put on the payroll, physical expenses in the center (plumbing repairs, heaters,

and roof improvements, for example) end miscellaneous expenses such as renting a
truck to get a library to 2 new center. Projecting the demands of the last three
months for a year, I think we need a conbingency fund between $800 and §1,000. I'm
keeping it small because I'm thinking only of emergencies such as & urglery or
unforseen expenses such as opening a new center which needs B1hL5 to fix it up, plus
a little for « « « , ctcs Other kinds of oxpenscs, guch as supplies, should be
planned for in each center's regular budget. The other mejor expense for Jackson
ig a car for a Jackson coordinater., For reasons 1111 expiain to anyone interested,
T think it's necessary that the cc coordinator travcl more, and have morc control
offor the kind of &ravel he can manage. This proposal comes as 2 result of bitter
experience; I started out this foll thinking thet I should be able %9 rely on normal
traffic between projects and the bus to mzke the necessary roundsa his really
doosn't worke. TI'm not sure that we neced exclusive use of a car, and T will certain-
1y talk over some kind sharing orrangement with any other travelling Jackson people,
but we necd some kind of repular transportation in the cormunity center programe

For toe long Ifve heen travelling not where T wented to go and felt 1 needed to

go, but only to where there was a ride aveilahblec.

This f21l I've baken somc steps to raise momey for the overall center programe
In this, I've heen hampered to some cxbent by confusion over just what wes permis-
gible within the context of COFO fund-raising, but an even larger problem was my
1zck of experience znd my ignorance about where the money is. I did, however, get
two things sterted: I sent a meiling to the people who had contributed to COFO in
the pest end to CORE chapters cbout adepting projocts; and I wrote a prospsctus for
a foundation grant, which Mervin liich of CORE offercd to present to seversl founda-
tions during the months of November and December. There have heen no results yete
TH's too soon to tell on the foundetion proposal and I have absolutcly no jdea of
the progress of the thing since I mailcd off the prospectus. Thé adoption nlan
has been going slowly; I think we cen safely sey that the response was disappointing.
Therefore, I don't have anything exciting to report os of now, but it's possible ’
thet we will got some kind of break later in the winter. Whatever the results of
these two projects cre, I would rccommend to the COFO gtaff that we make some kind
of policy about fund-raising, because I have heen wncomfortable ahout the fact that
there was no up-to-iste policy to gulde us, and T felt the needs were quite urgent.
It is my fecling that the community center program ought to be self=-gupporting to
a much greater extent than it is right now. One resson is that Coro will probably
never have the moncy, or want to allocatc it, for uilding 20 or 30 community cen-
tors at $10,000 2 throw, Another rcagon is that the cc program is one of the
least controversial of the programs in COFO. I think that if we wumk raise money
independehtly of the political program, we progably can get a foundation support for
at least part of the program. If we are able to support oursclffes as a program,
I think we ought to.

2. Staff educations The next pressing need of the program is staff training.

Plans on that are in somewhat better shape then with the money prohlem, but here,
toc, g we need morc ideas and hetter ones. I think we need to accept the fact that
this program is going to grow into whatever it grows into nod with the help of
experts drawn frmm meny ficlds of excellence, but from our hard work and best judge-
ment. This means rumning e center with locel people, who may or may not be trained
for center work, and with college students and young merried couples who almost
certainly do not have any special training. Hlowever, the program does have demand
for specialized skills, ond so I think we need 2 fairly elaborate in-seriice trai-
ning program for center workers.

" The first part of the progrem is elrsady in the plenning stages. This 1is the
b-week training progrem proposed by Frederick Johmsone The doteils are not fin-
ally decided, but it will be, hopefully, a comprehensive and intensive course in
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cormmunity center administration and programming. Beyond this general goal, the
planning is not decided. The progran will involve local néople and pogsibly
staff people as trainees, with various kinds of outside resource people and us

as staff. We need to decide what we nced to train people for, i.e. what kingd of
centers we want to have, what kind of activities we went to train ourselves and
others for, ete. In order to decide these basic things intelligently, we need

to have as much discussion on the subject as posgible, If you have ideas and
proposals or just want tom talk more about a training program, please talk to
Lorne Cress and/or me; be sure to contact ome of us if you know about any local
people who should and can be a part of such 2 training program

A second proposal under "fraining" is one which I have talked over with
people in several projects, but which has not been formally spproved by the
gtaff, T would like to hold a series of small specialized meetings at various
centers to talk about specific problems, one at a time. We ean plan the pro--
gram more specifically at the December meeting, but here are some of the ideas
T have discussed for subjects of particular mebtings: ddeas on dealing with
rowdy teenagers who hang around the center and tend to discourage other people
from attendings how to improve the libraries; arts and erafts ideas for varlous
age groups; literacy workshops starting golden age clubs for elderly people;
techniques for recruiting and using part-time help from local people; and any-
thing else staff people suggest, such as a meeting to discuss possibilities for
a health program. Having the meetlngs rotate around the gtate 1s important, I
thinks many staff people feel isolated and have expressed a desire just to see
other centers and become more familiar with the people on other projectis. The ce
coordinator wolld underteke to find resource people (probably - drawn from among
us), and make arrangements for getting there. The main difficulty of this, and
the reason that previous attempts along this line have had only limited success,
3¢ that it 4involved a lot of travel, and many staff people are reluctant to come
from all over the state for one day, especially when the quality of the meeting,
and its immediate rélevancé cannot be guaranteeds For this reason, I am reluc-
tant to recommend it unless the - field workers involved endorse it and
plan the schedule of meetingss. However, I will say in support of the idea that
the two experimental meetings of this kind which we held late in the sumer were
felt to be a great success by the people who came--but few people came.

Tn evaluating this fallts work, I think that we have extended the general
work of getting a "base™ in the commundty, despite a pretty chaotic staff sit-
tuation. Some of the centers have gone downhill from the summer rather than
growming. In other places there are growing center programs where there was
nothing this swmer. Good local people as administrators have not appeared as
fast asswe naively hoped they would, and not all staff workers know just how
to recruit local help. In common with other COFO workers, not all, or even
most, community center workers kno w just how to relate local workers to their

own worke During the fzll, I thing we have "survivéd", but the program has
riob grown and improved as fast as it did during the summer. Tor the sinter, I
think we need 4o come to some concensus about the function of a community center
in the community, to meke greater efforts to consolidate the program and to
carry it into areas which touch the commuhity more deeplye

In conclusion, this paper is a reflection of my conception of the center
program, not an unchangeable model.s I'm asking staff people about their ideas
partly because it is now the COFQO creed, but also because T think that the center

program is still very much in an experimental stage, that the field is far ahead oI @

the office, and therefore, that the people who know about the centers are the
people in the centers, not the people in the office. As we get more experience,
and form better generalizations about how a center program operates, we wilid
certainly share them with others on the staff, and we will perhaps be able te
administer the program in a standard "from the top down" kind of way, if that is
what the staff wants. For now, however, you should be conscious that everything
you try is somelthing of an innovation here, that you are not operating a center
asecording to a field menual, but that in 2 real sense you are Meld-testing what
13 gtill bastcally a proposal, not a standardized program. Therefore you should
be willing to report on dhe success of your attempts, analyze the reasons for
success and failure, and generally to do your part to increase the amount of
knowledge we have about community centers. Thank you.
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