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GREENHILL COMMUNITY CENTER (A)

Ledie was looking for a management position with a variety of responsbilities that would use
what she had learned in obtaining her MBA. An executive director postion fit these gods,
involving work across al functional areas -- dedling with the community, aboard of directors,
government agencies, internd management, fundraising, budgets, and program management.
Lediefet that while she had never held atop management position, she had enough experience
in each areato handle the job. Intending to Stay two to three years, Ledie Sarted work at
Greenhill in March of 1991 with great enthusiasm. However, after just one year on the job, her
enthusiasm had given way to frudtration and anger.

Background

Greenhill was amulti- service community center in Coastd City, one of the poorest cities on the
East Coast. Coadta City had recently experienced severa waves of immigration of refugees
from Southeast Asa. Greenhill's main purpose was to provide human service programs for
learning, growth, and enrichment throughout life within an intergenerationa setting. Services
included day care, der programs, music classes, and afterschool programs. The organization
was founded in 1982 and was set up in an old schoolhouse. The Center had a budget of nearly
$700,000 with revenues coming from tuition, grants, fundraising, and renta income (see Exhibits
1 & 2 for recent financid statements).

The Music Director, Brian, was thirty-three, had a degree in music from The New England
Conservatory, and about ten years of work experience. He had been working part-time a
Connecticut College and part-time at Greenhill for the past five years. The Music School
served 230 students through private instrument lessons aswell as music and theater classes.
The School aso cooperated with other community organizations to create a dance program, an
intergenerationa concert series, and an arts camp.
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The Elder Program Director, Anne, had been at Greenhill for five years, working in her current
position for the past year. She was forty-five and had worked as alegal secretary and then asa
full-time homemaker before coming to Greenhill. The Elder Program had over 800 participants
using the drop-in center, hot lunch program, fitness activities, and other classes and support
groups. The program aso provided home repair services.

The Afterschool Program Director, Elaine, was in her forties and had taught school for many
years before starting at Greenhill seven years ago. The Afterschool Program offered programs
five days aweek, providing transportation from loca schoolsto the Center. Activitiesincluded
recregtion, crafts, snack, and quiet time. Greenhill served between twenty and thirty children
every day and offered an dl day program during the summer.

The Day Care Program served eighty children, fifteen monthsto five years old in part-time
nursery school programs, and seventy children, ages fifteen monthsto six yearsold in full day
toddler, preschool, and kindergarten programs. Day Care was run by Denise, twenty-five, who
had been a Greenhill for three years. Thiswas her firs adminigtrative position and she was
working on an associate's degree.

The new Executive Director, Ledie, wasin her late twenties, arecent MBA graduate who had
worked for four years as an adminigtrator in another nonprofit, overseeing grants and
supervisng and training saff. The Executive Director supervised eight people directly (the four
program directors just described and four support staff, see Exhibit 3). Most staff worked
between twenty-five and thirty hours aweek.

The previous Executive Director was one of Greenhill's founders, serving initidly asthe sole
Program Director and then as Executive Director from 1985 through 1990. She had had
particularly strong interestsin the afterschool and day care programs, while not paying much
attention to elder care. She was a persond friend of Elaine, the Afterschool Program Director.
Ledie noted,

Here | was, this new person, ten years younger and about haf the Sze of the
previous Executive. She had a counsding style in dedling with people, and |
was more direct and straightforward. Some staff preferred her style, others
preferred mine. There was obvioudy going to be resistance to change.

| did not meet with the staff until the night that | was hired by the trustees. It
happened quickly, too -- the board speeded up their process and | was so
thrilled with being close to getting the job that | didn't want to rock the boat. |
did meet staff that night but it was sort of amoot point. Later, | found out that
they had not felt included at dl in the hiring process. | don't blame them. |
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wouldn't have either. There was abasic philosophica problem with the board
not wanting the gaff involved in the process.

| expected that there would be a trangtion time, and even though | had ideas of
where | wanted to go, | thought that the first Sx months or so | would just peda
in place and then gart to think about moving people into making changes. |
think it would have been better to think of atime frame of about ayear, given
the resstance | have encountered.

Thefact that Ledie had not met with staff before being hired was only one example of along
history of distance between the trustees and staff. According to Ledie, the trustees preferred to
have things neetly packaged for them and to work only through the Executive Director in order
to finish up their business quickly. Staff did work with the board on fundraising activitiesand on
subcommittees, and there were times when staff were invited to trustee meetings to give
presentations. After starting, Ledie discussed with g&ff the board's role in fund-raisers and how
gaff fundraisng efforts fit in. However, this message did not seem to be clearly understood and
continued to create a great ded of staff resentment. For example,

We had an auction which was supervised by atrustee. The staff person
working on the auction was furious that the trustee would get dl the credit and
daff person would get nothing. | didn't want the trustee licking samps. |
wanted her to be organizing and managing, playing therole | would be playing if
| hadto doit done. | can aways hire another support staff person, but | can't
aways get another manager. | think there was red resentment on the part of
daff that the trustees were so distant from them. They wanted to be "pas’ with
the trustees and to have a hands-on board. | did not want that and | don't think
the trustees did elther. An executive director is supposed to represent the views
of the staff, and | should have been the only person that the board had to
interact with.

| think the old Executive Director viewed the rolesthe same as | did, but | was
more blunt about spelling them out, while she was more diplomeatic, making saff
fed they wereinvolved. Three of the four Program Directors had trusted her to
represent them at board mestings, but 1 don't think they felt | was representing
them well. On one occasion, staff asked if | wanted them to attend board
mesetings for mora support. | gracioudy declined.

Trustees meetings were held the third Monday evening of every month. Less than haf of the
thirteen members were active, and of the six subcommittees (personne, building, finance,
nominations, community relations, and fundraisng) only some were active. In particular,
fundraising existed only on an ad hoc basis. The board saw its role as setting policy and
overseeing the generd organizationd well-being. 1n regard to the Center's financia hedth, the
board relied heavily on the Treasurer to take care of it.
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Greenhill Asan Organization in Trangtion When Ledie WasHired
As she described,

The trustees were looking for someone professona who could take the
organization to the next levd, to take over for the former Executive Director,
making it less of afamily-run business and more of abusiness. The task of the
previous Executive had been to fill the building with programs. But when |
arrived, there were so many programs that the Center had run out of space.

The decison to hire Ledie was unanimous. The trustees had purposely decided to go for
someone with a business school background rather than a clone of the former Executive who
had come from socia services.

First Issues
Communications

In an effort to increase staff cohesion and improve communi cations throughout the Center,
Ledie established weekly staff meetings with the four Program Directors as well asindividua
meetings. Ledie dso conducted business through memas, which she would then discuss with
daff directly. Shefdt it wasimportant to have awritten record of communication between
hersdf and these key staff.

Fundraisng

While the trustees wanted to professionaize the organization, Ledie felt the trustees aso needed
professiondizing, particularly in the area of fundraisng.

| viewed trustees as aresource for fundraising -- "give, get, or get off.” | fdt
strongly about thet. They were not awell-developed group in terms of
fundraising ability. They preferred to do specid events and hide behind them
rather than recognizing that an annud giving program is a more effective way to
rase money. | couldn't doit done. They did perform crucia staff roles by
providing information to me about insurance, city services, legd affairs, things
we did not have in-house capacity to get and didn't want to pay for. Sol
recognize that there were some trustees with those skills, but the trustees should
have amore effective role in fundraisng. Instead, it was aways the same few
people doing dl thework. That is common for boards, but not what | envison
for agood board.

Under the previous Executive, Greenhill had diversfied its funding sources with about 80% of
revenues coming from fees for services and 20% from fundraising, but the average donation was
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only $23. The Center aso received state and federal money, about $75,000 for daycare dots,
afterschool and music program scholarships, genera support for the elder program, and some
funds for operating expenses. Ledie quickly found out, however, that fundraising would be a
major part of her job.

| did not realize when | came into the Center that fundraisng efforts had not met
haf of the year'sfinanciad gods. | took alook at the budget and we had not
raised much grant or fundraising money. While there were smal events planned
for end of the year, | ill fdt | needed to spend the mgority of my time and
energy to make sure that the budget was balanced and salaries were paid.

Thefirg sx months, | was totaly stressed out because | felt that without new
funds | would be doomed. | redlized then that during my initid interviews |
should have asked for arecent monthly statement instead of just looking at the
previous year's financid satements.

Allegations of Sexual Abuse

Three monthsinto her first year & Greenhill, Ledie was faced with a mother who accused a
daycare worker of sexudly abusing her three-year-old-daughter. Ledie had immediately called
Denise, the Day Care Director, the board chairperson, and the appropriate state officids. She
offered to be present when Denise met with the accused staff person, but Denise had refused.

The worker was suspended with pay while the sate investigated the dlegations. Ledie
informed staff of what was happening and directed Denise to do the same with daycare staff.
After two weeks, the investigation turned out to be inconclusive and the worker was reinstated.
The child Ieft the program.

In an effort to bring some resolution to the Stuation, Ledie hired two counsdorsto comein and
talk with daycare staff about abuse cases and any fears they might have of being accused. In
Ledie's opinion, Denise dominated the session and the workers did not redlly have a chance to
openly discuss the issues.

Building and Maintenance

Anather time-consuming problem that Ledie had not anticipated was daily repair and
maintenance of the Center's building. Greenhill was housed in an old schoolhouse owned by the
City of Bridgeport's school department.

| didn't redlize how much time building and maintenance would consume. The
school department didn't have any money, so in order for usto get repairs
done, we had to pay for them ourselves or go to the City for money. Funding
organizations and corporations would not give money to repair a building you
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didnt own. | didn't want to dedl with these types of problems but | had to
every day.

Space Problems and the Music/Toddler Room

Intra- Saff conflicts, which began before Ledie was hired, aso confronted her during the first
few months. Late in 1990, the trustees had decided to implement a new haf-day toddler
program that would require additiond space. The former Executive, the Afterschool Director
(Elaine), and the Daycare Director (Denise) decided that the elder program's room would be
the mogt suitable for the new program. They informed Anne, the Elder Program Director, that
the trustees had decided to go ahead with the toddler program, starting in May, and that she
would have to share her room. After the meeting, Denise gpparently had stood up, wagging her
finger at Anne, and said, "Y ou have to do this because the trustees said s0." Thisideawas
scrapped, however, when Anne discovered that the Center could not legaly serve food and
have digpersin the same room.

Next, the former Executive Director, Elaine, and Denise went to Brian, the Music School
Director, and told him that he would have to share his room with the new toddler program.
According to Ledlie,

He was such anice guy that he agreed. But by June, Brian was knocking on
my door saying that things weren't working out. | didn't think he had given it a
chance and that the music teechers fdt their professonaism was being
compromised by sharing space with adaycare program. | wasin adifficult
pogition. Brian didn't give me anything concrete and | was looking &t the
bottomline. The toddler program had started and we were relying on the
income, 0 | said that the program would remain at least until the end of
following fiscal year in August of 1992. | tried to seeif there was apossible
compromise but everyone was holding their ground.

Some Seff fet that programmatic priorities were based largely on the ability to generate
revenue, creeting competition among programs for space and funds.

Diversity

Another area Ledie felt needed changing was the Center's lack of racia diversty, particularly in
light of Coastd City's changing demographics.

When | interviewed for the job, | wanted to see how trustees felt about racia
diversty. | was concerned about working in an organization where the town,
daff, and trustees were predominantly white. | asked them a question about
Adansin the area, and they told me that they had just decided to increase
diversfication by reaching out to the Adan community in town and gppointing
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an Asan board member. So, there had been some movement on their part but
| don't know how committed they really were. Did they understand, for
example, what trustee meetings would be like when there were refugees on the
board?

We were dso having trouble implementing our affirmative action plan. Most
openings were for low paying teaching jobs that required English language kills.

Staff, on the other hand, were more committed to diversfying than most of the
trustees. They were committed to extending servicesto Asans and other racia
minorities. However, operationdizing it was another thing -- we would need
daff that were cgpable of gpeaking with clients. It was going to beadow
process and how we would handle it would be different for each program.

| was adso working with the chair of the board's nominating committee to
develop criteriafor sdlecting new trustees, but the board wouldn't use the
guidelines. So, | tried to go through the back door to increase the board's racia
diversity because | knew the board would okay anyone | suggested.

| dso hired agroup to do atraining session with staff on multicultura issues,
The qudity of the training was very poor and many saff got defensve.

However, one saff member was particularly supportive of Ledi€'s push for diversity.

Brian and | have alot of the same ideas paliticaly. | supported his efforts to
reach out to the growing Asian population in town and he supported my efforts
to bring more diversity to the Center in generd. He and | were the only two
who wrote grants at Greenhill so we tended to talk alot about program
development.

The Planning Process

In an effort to bring saff together and to start moving Greenhill, Ledie had begun a Center-
wide, long-range planning process in October. The trustees were only somewhat cooperative -
- they agreed to dlot an extra hour to one regular board meeting to do planning. They would
not agree to a day-long retreat.

The United Way had done a management assessment of the organization, but
the trustees, in particular, Alfred and Scott, saw it as criticiam. | told them that |
didnt view it as criticism but rather as atool for moving forward. But it was
eader for them to stick with the status quo than to take a good look at
themselves.
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| pulled the United Way report out after some months and we were doing what
had been suggested. But | il felt that | was forcing the board into this planning
process.

A Criss Beginsto Brew
Ledie' s Performance Review

When Ledie was hired, the trustees were unable to meet her sdary requirements and instead
agreed to a six-month, off-cycle review. Normally, the board had reviewed the Executive on
her hiring anniversary and had always involved staff. When September arrived and nothing had
been done, Ledie conducted a self-review with arecommended salary increase and submitted it
to the trustees. She based her review on six-month goas she had submitted to the trustees ad
to staff when she began her job. She had asked for feedback from both groups. On her sdif-
review, she noted in particular her financia performance, raisng $41,000 in grants. The trustees
were pleased with her performance and gave her the requested 8% raise. Soon after, however,
rumors started among staff about how much the raise had been. When Ledie reported to the
Program Directors about the September board meeting, they raised a number of questions
concerning how she had been reviewed and who had had input.

Around that time Anne and Brian came into my office to warn me that alot of
talk had been going on. | should have redlized that with a new executive,
everyone would betalking. But | had no idea. No one was coming to me, but
ingtead they were talking behind my back. | think thisisfairly normd, but
ingtead of trying to resolve the problems they enjoyed griping about them. Anne
and Brian couldn't give me any concrete ideas about why staff were unhappy.
The only problem they could identify was my raise, but they both admitted it
wasn't redlly any of their business. | agreed and said it was aded | had made
with the board before | had started and that | didn't have to answer to staff on
the issue,

TheCriss
In November of 1991, just eight months after Ledie began, the following events took place:

About aweek after | had begun to fed comfortable and to think that maybe this
was the right job for me after dl, things redly began to get rough. | don't know
if saff sensed my new leved of comfort, if | wasfindly ready to hear criticism, or
if people were findly comfortable telling me things.

It started with the personnel policies, dl of which needed to be updated.
Benefits were not stlandardized, with the exception of daycare workers whose
sdaries are regulated by the state. The Center had grown up with people
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making their own arrangements and writing their own job descriptions. For
example, the Afterschool Program Director had a tert month schedule, but, to
me, it would have made sense to have her work year-round and take
responsibility for the summer programs. For other positions, no job description
exised at dl. In addition, staff evauations were done on an informa and
inconsistent basis.

| brought up the personnd policies issue soon after | started work, but there
was res stance to making any changes, so | dropped the subject. In thefal of
1991, | picked it up again and hammered out a series of policies. When | met
with the Program Directors to go over the draft, the policies that had met with
resstance before just flew by. | made the policies consstent from that point on
but grandfathered in everybody who had their own specid arrangements. | had
aso put together agrid of program directors jobs, their hours, and their benefits
to point out the inequdities and to show people what everyone was getting.
Thisraised a question of whether saff were full-time or part-time. | didn't fed
that was the main issue and told staff we'd dedl with it another time.

In November, | met with the personndl sub-committee of the board (see Exhibit
4 for adescription of their backgrounds) to review the proposed personnel
policy changes. | invited the Program Directors to come because | didn't want
anyone to fed excluded. The meeting went well until Brian said he was
offended that he was considered part-time, not full-time. 1 should have
suggested we ded with it later, but | fet that | couldn't do that without hurting
hisfedings | wasforced to fight with him in frort of the trustees. | told him |
would have to be convinced of his being full-time. It got to avery
uncomfortable point, and the trustees findly asked the Program Directors to
leave, in an effort to move the meeting dong. The trustees then suggested that
wetell him it would be put on the agenda for another meseting in order to
gppease him. | didn't think it was atrustee-levd issue a dl.

For the next few days after the meeting, | was very upset. | felt Brian had
betrayed me by bringing up something that was not on the agenda and that |
saw as sef-sarving. It was dso embarrassing for me to have to show that kind
of discord to the trustees, especidly when | didn't fed it redly existed. The
Daycare Director, Denise, had aso been very aggressive about the full-
time/part-time issue and had had a very disrespectful attitude toward the
trustees. Shewas basicaly saying, "Hey, youre my pasand I'm on the same
level withyou." | have ared problem with that! | fed that the truseesare at a
policymaking level and that they should be comfortable about making awise
decision without feding pushed by gtaff.
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Sitting in her office, Ledie wondered what she should do first in an effort to resolve this most
recent crisis and the other problems she was confronting.

10
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Exhibit 1

Greenhill Community Center balance sheet asof August 31, 1990 and 1991

ASSETS 1990
Current Assets
Cash $ 300
Cash reserves 13,700
Prepaids 4,902
Tota Current Assets $18,902
Other Assets
Lease $17,005
Equipment 20,486
Less accumulated depreciation 12,686
Total Other Assets $24,805
Total Assats $43,707
LIABILITIESAND FUND BALANCE
Accounts payable $ 5,981
Withholding taxes payable 1,171
Accrued feesfor consultants(1) 4,645
Accrued payroll 425
Annuities 6,340
Totd Liabilities $18,562
Fund Bdance $25,145

Totd Ligbilities and Fund Baance $43,707
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1991

$ 2,219
15,285
9,617
$27,121
$17,005
28,467

15,385
$30,087
$57,208
$ 3,763
1,590

361
81
7,576

$13,371
$43,836

$57,207
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Exhibit 2
I ncome Statement
Jan ‘91, 5/12 budget | 1991 budget 1990 actual
year to date | (Sept - Jan)
Revenues
Fees $233,873 $219,760 $527,425 $447,718
Grants 30,987 35,937 86,250 63,176
Fundraising 8,765 12,760 30,625 23,421
Rental income 8,303 9,375 22,500 35,763
Total Reve- $281,928 $277,832 $666,800 $570,078
nues
Expenses
Payroll -
building $25,447 $27,885 $66,925 $61,320
administration 14,870 14,843 35,625 | 33,707
teachers 83,246 99,497 238,795 174,037
program 39,640 36,202 86,887 58,306
taxes 13,808 18,847 45,233 26,932
Heat/Utilities 7,733 7,812 18,750 15,655
Fundraising 4,817 1,562 3,750 4988
Insurance 10,482 10,417 25,000 24,857
Repairs/ 10,555 5,208 12,500 11,935
maintenance .
Supplies 6,490 6,250 15,000 27,603
Programs 7,140 5,245 12,587 3,448
Ads 4,103 1,562 3,750 5,202
Misc. 852 781 1,875 3,580
Phone 1,277 2,760 6,625 6,445
Depreciation 1,125 1,302 3,125 4,513
Legal/ 0 937 2,250 2,187
accounting ot
Music teach- 45,622 33,333 80,000 99,656
ers
Total $277,207 $274,443 $658,677 $564,371
Expenses
Revenues - $4,721 $3,389 $8,123 $5,707
Expenses

* Profit margins by program: Music - 15%; Afterschool - 10%; Elder - 7%

- 58%.
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Exhibit 3

Organizational Chart

Committees

Board of Trustees

Office Mgr

Secretaries

Committees

Executive Director

(Leslie)

Enrichment
Program
Teachers

Director (Anne)

Elder Program

Music Program
Director (Brian)

.-

Daycare Program
Director (Denise)

Afterschool Program
Director (Elaine)

Home repair worker

Outreach worker

Music
Consultants/
Teachers
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Assistant
Director

Staff

Teachers
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Exhibit 4
Trustee Backgrounds- Personne Subcommittee
(Leslie's per spectives)

Scott, in hisforties, was Chairperson of the Trustees and worked as the head of |abor relations
for the tate. Hewas very conciliatory and low key but had natura |eadership on the board.
He had excdlent negotiating skills but was from the old school of management where there are
bosses and there are workers. He was supportive of Ledie.

Miriam, thirty-two, was Vice-Chairperson of the Trustees and a full-time homemaker. She had
one child in the daycare program. She formerly worked a a public reations firm and was
active in Greenhill's fundraising activities. She was dso supportive of Ledie.

Alfred, in his late fifties, was a dentist. He was dso from the old-school of management and flt
that there were bosses and employees.

John, late forties, served as Secretary of the Trustees. He was the former head of personnel for
the Coastal City Mayor's Office and was working as a school teacher. He had little tolerance
for saff complaints.

Other Trustees included:

Accountants [ 2]

Engineer

Lawyer

Coach

Insurance

Banker

Music thergpist - Adan

New - firgt black member, woman, AA/EEOQ officer for Coagtal City
New - former radio persondity

(1) The music teachers showed up on the balance sheet as "consultants."
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