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INTRODUCTION

Positive presentations - not 2 hours of horror stories.

Goal: learn to do it right by learning how to avoid doing it wrong. 

Method (according to Confucius): The intelligent person learns from his (her) mistakes. The wise person learns from the mistakes of others.

 (goal and method on flip chart)

Mike’s qualifications:  Co-ordinated statewide network of nonprofit development organizations (including 5 CLT’s)- a 15-year total of 13 organizations, including 3 that failed, and 26 executive directors. 

Nancy’s qualifications: ED of Clackamas CLT, a six year old, 27 unit CLT.  16 years of working in community economic development in the U.S. and overseas.

Setting ground rules: (on flip chart)

· Interactive and focused

· Let others speak

· Stay on topic, be brief

· Respect others input

· Save 15 minutes at the end for the full conference evaluation

SUMMARY (on flip chart)

PITFALL #1
Allowing enthusiasm for the mission to overshadow good planning/ common sense  (defining who you are)
PITFALL #2 
Dysfunctional board/ executive director relationship, especially division of labor, communications  (managing the organization)
PITFALL #3   Wishful thinking and rosy assumptions. Not paying close attention to the numbers  (running the business) 

PITFALL #4     Not playing well with others and thinking you can get away with it  (relationships)
PITFALL #5    Thinking that “good enough” is good enough   (HIGH STANDARDS)
PRESENTATION 

DEFINING YOUR MISSION 

PITFALL #1
Allowing enthusiasm for the mission to overshadow good planning/ common sense

· Be clear what your mission is - development? stewardship? advocacy?  resident empowerment? Beware of trying to do too much.

· Know who is the steward of the mission. Is it one dynamic visionary moving the team along on sheer will, or a broad base of community supporters?

· Mission/goals should reflect realistic opportunities offered by your service area. 

· Know what size annual budget you will need to be able to sustain in order to function effectively, then compare this figure to the “carrying capacity” of your service area over a multi-year planning horizon.

· Troubleshooting is a necessary evil, not a long-term strategy, and a sign that planning skills may need to be improved. 
· Understand what’s really happening. Rigorous evaluation doesn’t reflect disloyalty to the mission.

LEADERSHIP

PITFALL #2   Dysfunctional board/ executive director relationship, especially division of labor, communications.

· Don’t settle for less than a strong board/ staff. Use probationary period for new staff and use committee assignments to evaluate potential board members. Release noncontributing or disruptive staff or board members promptly.


· Be clear about the division of labor between the board and the ED (create and adhere to job descriptions for board members as well as staff) (have folks offer to post samples on CLT list serve  http://groups.yahoo.com/group/CLTNetwork)
· Share information broadly within the organization, especially between the ED and board members

· For board members: respect for your ED’s ability does not require you to forego exercising independent, critical judgment about his/her performance in running the organization. Periodically seek outside evaluation of  your ED’s performance and that of your organization as a whole.

BUDGETS AND REVENUE

PITFALL #3   Wishful thinking and rosy assumptions. Not paying close attention to the numbers. 

· Get good (accurate and timely) financials- and pay attention to them. During tight financial times, a good cash flow statement can be very useful for the board and staff to review on a regular basis.

· Be realistic about revenue projections. Don’t force grant projections to fill gaps w/o rigorously evaluating the likelihood of receiving the grant. Be conservative when estimating developer fee income and allow for delays in receipt. Don’t expect your growing housing inventory to generate substantial revenue over to the organization. 

· Do multiyear budget planning: housing development, especially, spans several budget cycles.  A one-year ‘snapshot’ of your organization’s revenue stream gives you very little useful information.   Remind board members and funders of the multiyear nature of your business.

· Don’t let anyone convince you that your organization can be “sustainable” on earned income alone- for every success story about an ancillary profit-making business, there is another about an overextended nonprofit that failed.  Define what financially self-reliant means for your organization.  Project a realistic revenue mix that does not rely too heavily on any one source (ie 1/3 earned income, 1/3 community support, 1/3 grants).

RELATIONSHIPS, COLLABORATIONS,  LOCAL SUPPORT.  

PITFALL #4     Not playing well with others and thinking you can get away with it

· Cultivate local support, especially among the political leadership, business community and other opinion leaders. Even grassroots organizations can use friends in high places.

· Respect the intelligence and commitment of your collaborators, especially state or county agencies – they do not see themselves as bureaucrats any more than we see ourselves as amateurs. Develop personal rapport with them. Don’t hold grudges.

· Understand what your collaborators need from this collaboration- they (like you) have an agenda: find out what it is and respect their need to pursue it.

· Building your membership base isn’t optional; the number of your supporters should grow annually. Measure local support by individual donation, not just United Way grants. Distinguish concrete support from lip service.

Specific issues

Lack of control when you are the junior partner

Saying goodbye when a partnership isn’t working

Being a successful developer/ owner

PITFALL #5    Thinking that “good enough” is good enough: Unrealistic assumptions. Inattention to detail.  Lack of discipline. Mission drift.

· Development Capacity: Housing development is a difficult and unforgiving process. Don’t expect good intentions alone to make it any easier.   Just because you are good at running a CLT does not mean you will be good at housing development.  Know your capacity.  If you need to, hire an expert to manage the process or partner with a developer who has the capacity and experience to do the job right.

· Know your market: a need for affordable housing, however severe, doesn’t necessarily translate into feasible projects.  Be realistic about what you can do with what’s available to you to do it- eg, level of production subsidies, frequency of acquisition opportunities. 

· Operating Capacity: Be realistic in your operating pro formas and about the level of demand a growing housing inventory will make on your asset management capacity. 

· Don’t “chase” development projects. Be disciplined about saying “no” to gift horses. Nothing is ever free.  Decide promptly whether to pursue a development opportunity: the time and energy you spend with an unpromising project is time and energy not being used to locate a better one.   

· Financial Assumptions: Be clear about the actual cost of developing whatever it is you plan to produce.  Be realistic in your development pro formas and be conservative in your estimates of the timing of receipt of your developer fees.

· Know your funding sources: Networking with other developers will help you understand the expectations (and unwritten rules) of  your funding sources. In this business, such knowledge has real cash value. 

· Be the Owner: Don’t be intimidated by your development team, manage it- you own the project and will be held responsible for whatever may go wrong. Remember: each of your contractors has their own agenda and it isn’t necessarily the same as yours. If you need to, hire someone to represent your interest exclusively (but know that even s/he may have a personal interest in maintaining good relationships with the people being managed!)

· Be wary of doing business with “family.” The danger isn’t so much the possibility of financial conflict of interest as it is the constraint too close a personal relationship may impose on your ability or willingness to exercise critical judgment about the transaction.

· Know your business: In your role as owner: pay attention to the basics- eg, selling the homes and collecting the lease fee.  Be clear where the line is between property management and social work. Keep an eye your actions that can confuse the relationship, are you treating them as a homeowner or more like a tenant.  Helping a homeowner be successful should be more about empowering them to be responsible with their assets than it is about emergency repair loans and maintenance reserves.  

· Remember your mission: Assess each development project on its merits in advancing your mission.  Is this the business you are suppose to be in?
CONCLUDING OBSERVATIONS (on flip chart)

*
Trouble comes in three’s.
NH’s experience (two failed groups/ three low-functioning) is that no single problem has taken a group down- it has been multiple problems that have progressively eroded  the group’s reserves of money, goodwill and board energy. 

*
Stay alert- and grounded in reality. 


If you don’t want to see a problem developing, you probably won’t.  Commitment to the mission and a “can do” attitude are not incompatible with attention to detail and an honest assessment of the strengths and weaknesses of your organization or a project. 


*
Stay connected.
It is almost impossible for an organization to do housing development well “on its own.”  

This really is a team sport. 

*
Integrity has cash value.
The best way to deal with mistakes, especially those of your own making- is head-on: acknowledge errors, assess why they occurred and then fix them. Putting your energy into trying to hide problems in your organization or with a project is almost certain to make it worse. 
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