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Foreword 

The Lyndon B. Johnson School of Public Affairs has established interdisciplinary 
research on policy problems as the core of its educational program. A major part of this 
program is the nine-month policy research project (PRP), in the course of which two or 
more faculty members from different disciplines direct the research of ten to thirty 
graduate students of diverse backgrounds on a policy issue of concern to a government or 
nonprofit agency. This "client orientation" brings the students face to face with 
administrators, legislators, and other officials active in the policy process and 
demonstrates that research in a policy environment demands special talents. It also 
illuminates the occasional difficulties of relating research findings to the world of 
political realities. 

This report focuses on nonprofit advocacy organizations. Such organizations have 
contributed substantially to the expansion of individual rights and American social 
policy, yet they rarely have been studied as a separate class. This report attempts partially 
to redress this neglect. The project, conducted during academic year 2004-2005, was 
funded by the LBJ School's RGK Center for Philanthropy and Community Service. 

The curriculum of the LBJ School is intended not only to develop effective public 
servants but also to produce research that will enlighten and inform those already 
engaged in the policy process. The project that resulted in this report has helped to 
accomplish the first task; it is our hope that the report itself will contribute to the second. 

Finally, it should be noted that neither the LBJ School nor The University of Texas at 
Austin necessarily endorses the views or findings of this report. 
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Introduction 

Advocacy organizations in the United States have played a major role in advancing 
individual and social equity in American society. Examples include the National 
Association of Colored People, whose goals include protecting the rights of African 
Americans; the Native American Rights Fund, dedicated to the protection and 
advancement of Native American individual and tribal interests; the Human Rights 
Campaign, whose agenda includes the promotion of equal rights for gay, lesbian, 
bisexual, and transgendered persons; and the Sierra Club, dedicated to environmental 
protection. Indeed, one could argue that such organizations have played pivotal roles in 
the advancement of human rights and the promotion of progressive social policies. 

In spite of the importance of these organizations in the nonprofit world, a review of books 
and articles on nonprofit organizations suggests that there has been little scholarly work 
examining them. One finds occasional chapters devoted to advocacy organizations and 
brief references to them in the indices of major books in the field, but by and large, the 
history, structure and role of advocacy organizations have been seriously neglected in the 
literature on nonprofits. This study hopes to readdress the balance by providing case 
studies and analyses of a range of local, state and national nonprofit advocacy groups. 

One major requirement for master's students attending the LBJ School of Public Affairs 
is to participate in what is known as a policy research project. Under the guidance of a 
faculty member, these projects examine a range of policy and administrative studies 
generally supported by an outside client. Over the course of the year faculty and students 
work at defining the issues, develop various research methods for studying it, and 
produce a conference or report at the end of the study. The School has a concentration in 
nonprofit studies that is becoming increasingly popular with graduate students seeking 
careers in nongovernmental organizations. Indeed, nonprofit organizations have become 
an important subfield of study among many public affairs schools. Many students are 
drawn to the greater intimacy and smaller size of nonprofits as well as a chance to make a 
more immediate social impact compared to the turgidity and complex bureaucratic 
structures that often typify governmental and private organizations. 

Our approach was to conduct intensive case studies of various advocacy organizations 
and then step back to see what common patterns they exhibited and what trends may exist 
in the issues they face. The subject organizations were selected by student interest and we 
then analyzed them with a common template to summarize the trends we found. 

We decided to study a variety of organizations, national and subnational, and in some 
cases to compare national and state or local organizations which had similar missions. Of 
course, by no means do these organizations form a representative sample of the thousands 
of advocacy organizations that exist in America, and the conclusions drawn are based 
only on our subjects. Since we did discover some common experiences and challenges 
among them, we believe our findings likely have some relevance for the nonprofit 
advocacy community at large. 
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A list of the organizations finally selected for study along with a brief description of their 
missions is found below. 

Organizations Selected for Study 

Organization 

Human Rights Campaign 

Lawyers Committee for Civil 
Rights 

Lesbian/Gay Rights Lobby of 
Texas 

NARAL Pro-Choice Texas 

National Immigration Forum 

National Rifle Association 

Native American Rights Fund 

Planned Parenthood of the Texas 
Capital Region 

Southern Regional Council 

Planned Parenthood of the Texas 
Capital Region 

Mission 

Equal rights for gays, lesbians, 
bisexuals and transgendered 
individuals nationwide 

Civil rights of immigrants and 
refugees in Texas 

Equal rights for gays, lesbians, 
bisexuals, and transgendered 
individuals in Texas 

Protection of women's reproductive 
choice 

Advocacy for immigrant rights 

Advocate for rights of gun owners 

Legal protection of Native 
American individual and tribal 
rights 

Services and advocacy for women's 
health 

Racial equality in education, 
employment, and voting 

Protection of abortion rights and 
provision health services 

This report consists of case studies of the selected organizations. It analyzes their 
experiences and draws comparisons among their history, their finances, their 
membership, their organization and structure, their efforts at planning, and major 
problems they currently face. Finally, a series of recommendations based on our analyses 
is offered. 
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Executive Summary 

Introduction 

There has been little attention paid to nonprofit advocacy organizations in the 
professional literature, a gap this study attempts partly to fill. A faculty and graduate 
student team in 2004-05 studied nine advocacy organizations, national and subnational, 
in four different policy areas. Based on individual case studies, our research identified 
some common trends and issues emerging among them. In this report, we present the 
individual case studies and summarize our findings in a number of topical areas 
including, among others, history, structure, use of volunteers, finances, membership, and 
planning. A final chapter makes recommendations based on the analyses. 

Chapter 1. The Human Rights Campaign (HRC) 

The Human Rights Campaign is the largest organization in the United States advocating 
for equal rights for gay, lesbian, bisexual, and transgendered individuals (GLBT). 
Originally created as a political action committee to support gay-friendly political 
candidates and elected officials, it has since broadened its purview to encompass 
lobbying, research, education, and media outreach. Established in 1980, HRC now claims 
nearly 600,000 members. 

Chapter 2. The Texas Lawyers' Committee (TXLC) 

The Texas Lawyers' Committee (TXLC), also known as the Lawyers' Committee for 
Ci vii Rights under Law of Texas, was founded in 1991. Its primary mission is to protect 
the rights of immigrants in Texas. Established with support from the Ford Foundation, 
TXLC is the only statewide nonprofit law firm conducting litigation and advocacy for 
immigrants. 

Its primary focus is the litigation of cases referred by grassroots organizations, other 
immigrant advocates, private sector law firms, individual attorneys, and other civil rights 
groups that deal with law enforcement abuse or misconduct and institutional 
discrimination. TXLC also pursues other social issues affecting immigrants, such as 
housing and public benefits. 

Chapter 3. Lesbian/Gay Rights Lobby of Texas (LGRL) 

The Lesbian/Gay Rights Lobby of Texas is a 501(c)(4) nonprofit lobbying organization 
working to prevent social, legal, and economic discrimination based on sexual orientation 
and gender identity. Founded in 1978, it lobbies the Texas Legislature and conducts 
research on issues that is disseminated both to members of the legislature and executive 
branch agencies. The LGRL has experienced significant organizational and programmatic 
growth over the past few years due largely to increased funding from grants and the 
rising visibility of gay issues in the political arena. 
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Chapter 4. NARAL Pro-Choice Texas (NPCT) 

NARAL Pro-Choice Texas, originally founded as the Texas Abortion Rights Action 
League (TARAL), was created in 1978 as a political advocacy organization. Originally 
its mission was to provide information and organize efforts to repeal restrictive state 
abortion laws. Over time its focus has broadened to defending the rights of women to 
make a full range of decisions regarding reproductive choice, including preventing 

pregnancy, bearing healthy children, and choosing legal abortion. NPCT does some 
lobbying and seeks to build grassroots support by increasing its membership and using an 
extensive base of volunteers. 

Chapter 5. Native American Rights Fund (NARF) 

The Native American Rights Fund (NARF) is one of the largest nonprofit ethnic 
advocacy organizations in the United States. Its mission includes protecting tribal lands 
and natural resources, promoting Native American human rights, ensuring the 
accountability of governments to Native Americans, and developing Indian law and 
providing public education. NARF acts largely through litigation via attorneys who 
specialize in Indian law and understand the complicated relationships among Native 
American tribes and state and federal governments. Founded in the 1960s, NARF now 
employs 15 attorneys but takes on only a fraction of cases referred to it. 

Chapter 6. National Immigration Forum (NIF) 

The National Immigration Forum was created in 1981 to promote progressive national 
immigration policy affecting immigrants, refugees, and asylum seekers. Its primary 
mission is to uphold America's tradition as a "nation of immigrants." Rather than 
emphasizing individual members, the Forum stresses coalition building among existing 
organizations interested in immigrants' rights. Currently, it counts over 100 
organizational members, both public and private, consistent with its emphasis on being an 
"organization of organizations." 

In the years after the passage of the landmark Immigration Reform and Control Act in 
1986 the Forum, along with its coalition members, engaged in a concerted campaign to 
publicize the law's provisions, ensure that congressional intent was carried out, assist 
amnesty applicants in proving residence, and educate the public concerning its 
proVISIOnS. 

Chapter 7. The National Immigration Law Center (NILC) 

Founded in 1979, the National Immigration Law Center (NILC) is a nonprofit national 
support center whose mission is to protect and promote the rights and opportunities of 
low-income immigrants and their family members. With a staff specializing in 
immigration law, employment, and the public benefits rights of immigrants, the center 
conducts policy analysis and impact litigation. In addition, it provides publications, 
technical advice, and training to a broad constituency of legal aid agencies, community 
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groups, and pro bono attorneys. NILC has earned a national reputation as a leading expert 
on immigration, public benefits, and employment laws affecting immigrants and 
refugees. 

Chapter 8. The National Rifle Association (NRA) 

The NRA was founded in 1871 to improve the marksmanship of American military 
troops and to provide opportunities for marksmanship practice and competition. In the 
1930s, it began shift its focus in the wake of laws restricting the ownership and use of 
firearms passed in response to organized crime. Its mission now primarily is to protect 
the rights of individuals to purchase, possess, and use firearms-as provided under the 
Second Amendment. A concurrent concern is the education of the public regarding safe 
practices in the use of guns and rifles. Today the NRA remains a large and powerful 
organization with some 3,000,000 members. 

Chapter 9. Southern Regional Council (SRC) 

The SRC was formed in 1944 as a biracial coalition of whites and African Americans to 
anticipate and help stem racial violence against black veterans returning from service in 
World War II. Its founders held the belief that equality was best achieved through 
moderate social change led by southerners, as opposed to intervention from the North, via 
the involvement of whites and blacks as partners in the struggle for civil rights. Its 
method has been to work behind the scenes for racial conciliation by seeking social 
change largely through research and liaison with like organizations. While not 
commanding a large membership of its own, the SRC has served as a coordinator among 
other civil rights organizations and governments. Through its research and publications, 
the SRC early on became a primary source of information about the South for major 
news organizations. 

Chapter 10. Planned Parenthood of the Texas Capital Region 

Planned Parenthood of the Texas Capital Region, Inc. (PPTCR), is a nonprofit health care 
organization dedicated to providing inexpensive and high-quality health care for women. 
Initially founded as Planned Parenthood of Austin, the organization later changed its 
name to Planned Parenthood of the Texas Capital Region to reflect the larger ten-county 
area it now serves. The programs it offers include medical services, education and 
outreach, and advocacy to protect reproductive rights. The clinic has evolved from its 
humble beginnings in the 1930s to become a state leader in the birth control movement. 
In 1998, PPTCR established a 501(c)(4) organization to allow it to lobby, and later also 
formed a political action committee to counter attempts by conservative religious groups 
to roll back the protections provided by Roe v. Wade. PPTCR is thus able to engage in 
grassroots lobbying and make political endorsements. 
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Chapter 11. Analysis 

History 

Advocacy organizations founded in response to a perceived societal need generally grew 
larger over time. Further, for a majority of the groups studied, expansion of their 
membership was a key to growth. We also found that local organizations often sought to 
become affiliates of national organizations because of the stability such relationships 
afforded them. We further observed that regressive legislation and the tenor of the 
political environment had an impact on growth. Some nonprofits have altered their focus 
to align with changes in the policy environment, while others have adhered to their 
original mission but found ways to increase their clout. Finally, state and local 
organizations show a pattern of seeking affiliate status with their national organization 
early in their development. 

Financing 

The nonprofit organizations in our study generate revenue by a combination of means: 
government grants, corporation and private foundation grants, membership fees, program 
services fees, and return on investments. Organizations providing direct services and 
those with extensive membership generally have additional sources of income, among 
them client fees and membership dues. Those nonprofits that focus on litigation, on the 
other hand, rely predominately on grants. Nearly all have developed new efforts and 
programs to increase their revenue. 

Most of the organizations in our study were quite concerned about funding. They 
attributed this to declining income from foundation grants, reliance on relatively few 
funding sources, and difficulty securing new sources of revenue. Many foundations have 
reduced their level of support due in part to reduced income from investments; they have 
become more selective in giving, and many have increased their requirements for 
documentation of funding requests. They have also asked applicants to develop 
quantitative methods of measurement where appropriate. 

Membership 

Nonprofit advocacy organizations vary as to the relative importance they place on having 
a large membership base. This assignation of importance seems related to the purpose 
and revenue stability of each. Membership-driven nonprofits place substantial emphasis 
on recruiting new members and retaining old ones. Most are developing new methods of 
attracting members, such as providing expanded websites and holding more frequent 
fundraisers and social events. Non-membership driven organizations rely largely on 
funding from such outside sources as foundation grants and governmental programs and 
work to keep them viable. They also place greater weight on institutional rather than 
individual memberships. 

Organization and Structure 
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Advocacy groups evidence both similarities and differences in their organizational rubric. 
Each organization has a traditional governance structure-a staff reporting to the 
executive director hired by a board of directors who in tum reports to them. Within this 
model there are variations. In some organizations, the executive officer and the staff are 
active in bringing suggested policies and programs to the board, which acts essentially as 
a rubber stamp. 

Several have developed a collaborative relationship between the board and the executive 
director. In others, the board is actively involved in determining programs and goals, and 
the executive director plays a somewhat subordinate role. This latter model is typical of 
the majority of the nonprofits studied. Most have appointed committees of board 
members to oversee such functions as budgeting and finance, membership, programs, 
nominations, and long-range planning. Several have also created advisory boards in 
addition to their governing boards. 

Planning 

Since nonprofits focus mainly on social goals and pressing for change, they, unlike 
commercial organizations, lack consumers in the traditional sense. Planning is not as 
straight forward and has fewer quantitative indicators of success than that found in the 
private sector. Planning often involves consensus on the organization's mission, 
agreement on the strategies to fulfill that mission, and determination of which criteria 
should be used to measure success. 

Some organizations have formal planning mechanisms in place while others plan around 
specific events such as a new grant or litigation opportunity. Since planning tends to take 
a back seat to the daily operation of the organization, many organizations first realize the 
importance of planning when prompted by a crisis. Reasons for adopting long-range 
planning vary but seem to cluster in three areas: leadership, community relations, and 
accountability. 

Special Problems 

The nonprofits under study report a variety of concerns. Securing sufficient and enduring 
revenue is a common problem affecting the majority of them. Several groups face 
problems that are inherent in their issue area, addressing such divisive policy issues as 
immigration, gay and lesbian rights, and abortion. The controversy surrounding their 
stance on issues, especially in a reactionary political climate, hampers their advocacy 
efforts. These organizations focus on maintaining previous accomplishments, whereas 
under more friendly political environments they could be more active in their advocacy. 
Some organizations appear to have difficulty attracting publicity for their organization 
and issues. This involves not just their ability to get their constituents active and 
interested, but in convincing the media and the public that their issues are important and 
newsworthy. 

Finally, sudden changes in the policy environment can have unanticipated consequences. 
For example, all of the immigration advocacy groups have suffered in the wake of the 
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September 11 terrorist attacks. They report increased difficulties in fundraising and the 
gathering of political allies and support. The attacks gave immigration opponents an 
advantage: they could now couch their opposition to policy initiatives in terms of 
heightening security. 

Chapter 12. Recommendations 

Based on the analysis, we suggest that nonprofit advocacy organizations should increase 
efforts to develop a diverse funding base, attempt to develop quantitative measures of 
effectiveness to complement more qualitative ones, and create development committees 
within their boards of trustees. 

Those organizations whose board members consist primarily of adherents and enthusiasts 
should consider expanding their boards to include corporate executives and others from 
the private sector that can assist with fundraising and contribute financially to the 
organization. 

Those organizations which do not have standing committees of board members with 
oversight over various aspects of the organization's efforts should consider the possibility 
of establishing them. They should also consider the creation of advisory boards in 
addition to their regular governing boards. Those nonprofits which traditionally have 
placed little emphasis on memberships should consider the development of membership 
programs to improve their financial situation. 

Where appropriate, advocacy organizations should consider expanding their membership 
base to include institutional memberships. In the face of growing emphasis placed by 
funders on efficiency and accountability, advocacy organizations should consider 
whether their planning procedures are adequate. Given the rapid development in 
electronic communications, advocacy agencies should pay due attention to improving 
their websites and their capacity for mass electronic mailing as well as provision on the 
site for individuals to become members. 

Finally, due to the limitations placed on 501(c)(3) nonprofits regarding lobbying, many 
advocacy organizations should consider the establishment of political action committees 
to increase their capacity to influence the legislative process. 
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Chapter 1. The Human Rights Campaign 

History and Development 

The Human Rights Campaign (HRC) is the largest organization in America advocating 
equal rights for gay, lesbian, bisexual, and transgendered individuals (GLBT). When 
HRC was created in 1980, no one had heard of AIDS and Ronald Reagan was president. 1 

As the political landscape of the United States has changed, the HRC has weathered 
many transitions during the course of its 24-year existence. Ostensibly, it has emerged as 
the preeminent voice of GLBT citizens in the arena of political activism. HRC now 
claims nearly 600,000 members and is the largest GLBT advocacy group in the country. 2 

Originally created as a political action committee to support gay-friendly political 
candidates and elected officials, the HRC has since broadened its purview to encompass 
lobbying, research, education, and media outreach.3 Steve Endean originally established 
the organization as the Human Rights Campaign Fund, later known as the Human Rights 
Campaign, created, in part, as a response to the rise of such conservative groups as the 
Moral Majority and the National Conservative Political Action Committee.4 He is 
considered by many to be one of the most important contemporary GLBT activists.5 

The nascent years of the HRC held immense promise. The early leaders aimed high and 
were successful in reaching most of their goals. The group's national advisory committee 
included prominent figures such as civil rights leader Julian Bond, feminist Gloria 
Steinem, and then-San Francisco mayor Dianne Feinstein. The HRC's second year of 
operation was marked by the launch of their first direct-mail fundraising letter, signed by 
playwright Tennessee Williams. A milestone occurred in 1982 when HRC gained 
national attention in the wake of its fundraiser in New York City, with 800 in attendance 
and former Vice President Walter Mondale featured as the keynote speaker. 

After two years of substantial growth, HRC became the 17th-largest PAC in the United 
States. The mid-1980s also saw the installation of Vic Basile, one of the leading GLBT 
rights activists in Washington, D.C., as the new executive director. Under Basile's 
leadership, HRC merged with the Gay Rights National Lobby, the other leading national 
group working on gay issues that was also located in Washington, D.C. The fusion of the 
two groups resulted in a more powerful and cohesive entity, wielding more influence than 

either had independently.6 

Throughout the remainder of the 1980s, AIDS and related issues were the focus of the 
organization's efforts. Protests, major newspaper advertisements, and testimony by Basile 
before the Presidential AIDS Commission were among the strategies employed to draw 
government resources into the battle against AIDS and the discrimination commonly 
experienced by those afflicted with the disease.7 

In 1986, at the fifth annual HRC dinner in New York, Coretta Scott King, the widow of 
Martin Luther King, Jr., addressed the crowd and declared her "solidarity with the gay 
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and lesbian community in their struggle for civil and human rights in America." By 
working closely with other civil rights groups, HRC was successful in defeating President 
Reagan's nomination of Robert Bork to the Supreme Court in 1987. In the following year 
HRC was joined by the Fairness Fund-another gay and lesbian grassroots mobilization 
effort. 

As HRC's first decade drew to a close, Basile departed as the executive director, and an 
ensuing reorganization transformed the group into a membership-based organization with 
an associated PAC to support the group's expanded lobbying efforts. Tim McFeeley was 
named as the new executive director and membership climbed to 25,000. Furthermore, 
the HRC gained another outspoken ally in Nobel Prize winner Elie Weisel.8 

During the 1990s, HRC contfnued to expand its membership and develop political muscle 
in an attempt to emerge as the nation's largest gay and lesbian rights advocacy 
organization. By increasing the number and scope of its initiatives, HRC became 
instrumental in bringing forth major shifts in the social and political landscapes. The first 
landmark event of this period for HRC was President George H.W. Bush inviting the 
group to the signing ceremony for the Hate Crimes Statistics Act in 1990. Later that same 
year, President Bush signed the Family Unity and Employment Opportunity Act. This act 
was significant for GLBT rights in that it removed the "sexual deviation" clause that had 
been used since the McCarthy era to prevent gays and lesbians from entering the country 
or becoming naturalized citizens.9 HRC achieved a new record level of campaign 
contributions-more than $500,000-in November 1990; roughly 85 percent of its 
supported candidates won elections in the House and Senate. 10 

In 1991, the Human Rights Campaign Foundation (HRCF) began to push for the removal 
of the ban on gays and lesbians in the military. The organization conducted a poll 
showing that 80 percent of Americans opposed the exclusion of gays and lesbians from 
the armed forces. The following year gay and lesbian citizens contributed substantially 
million to HRC-endorsed Democratic presidential candidate Bill Clinton. Their vote 
contributed substantially to Clinton's five percent margin of victory. 11 The executive 
director, along with leaders of other lesbian and gay organizations, met face-to-face with 
President Clinton in 1993, the first time gay and lesbian leaders had an audience with a 
sitting president. Their efforts for openness, however, were later disappointed when 
Clinton promulgated the "Don't Ask, Don't Tell" policy regarding gays in the military 
services a few months later. 

HRC adopted the national "Coming Out Day" project in 1993, which grew out of the 
earlier and heavily attended "March on Washington" for gay and lesbian equality. The 
goal of "Coming Out Day" was-and still is-to raise awareness among the general 
population of GLBT people struggling for acceptance. Soon, the event expanded to all 50 
states and seven foreign countries. 

In the mid-1990s, HRC advocacy efforts continued to pay off. In 1993, Congress passed 
the Hate Crimes Sentencing Enhancement Act, providing stiffer sentences for federal 
hate crimes including those aimed at gays and lesbians. HRC was largely responsible for 
getting the Employment Non-Discrimination Act (ENDA) introduced in 1994, which was 

2 



then attached to the Defense of Marriage Act (DOMA) in 1996. DOMA became federal 
law in 1966 and allows each state to recognize or deny any marriage or domestic 
partnership between persons of the same sex that has been recognized in another state. (It 
also restricted marriage, however, to the union between one man and one woman.) 
DOMA was the first gay and lesbian civil rights bill passed by Congress. 12 

Elizabeth Birch took over the reins as HRC's executive director in 1995. Although 
fundraising thrived under her tenure, legislative achievements were not so easily 
forthcoming. 13 One of Birch's first major initiatives was to meet with representatives of 
the transgender community in hopes of adding their group to ENDA, as well as securing 
their backing of hate crimes legislation. Furthermore, Birch led HRC in financing the 
successful legal challenge to Colorado's Amendment Two, which would have barred 
individual protections against discrimination based on sexual orientation. 

The extent of HRC's political power became clear in 1998 when it coordinated the defeat 
of an amendment that would have gutted Clinton's executive order banning anti-gay 
discrimination in the federal civil service. Later that year, HRC's PAC distributed over 
one million dollars in campaign contributions to more than 200 congressional candidates, 
achieving an impressive 91 percent success rate. Elizabeth Birch spoke at the Democratic 
National Convention in August 2000, becoming the first head of a national gay and 
lesbian organization to address the convention of a major political party. Her address was 
considered a testament to HRC's 20 years of successful advocacy work. 14 Although Birch 
retired from her position as executive director in January 2004, she coordinated the effort 
to raise nearly $25 million to renovate the Washington, D.C., office and oversaw its 
completion in 2003. 15 

Cheryl Jacques took over as executive director in January, 2004. She was 42 and had 
been elected in 1992 to the Massachusetts State Senate, where she served continuously 
until joining HRC. As a legislator, politician, and law professor, she was considered to 
have the requisite experience and political savvy to lead the organization and build the 
bipartisan bridges crucial to further success. Jacques addressed the Democratic National 
Convention in July 2004 on behalf of HRC, the only GLBT rights group to address the 
convention. 

However, in December 2004, after serving only 11 months of her three-year contract, she 
resigned as executive director. Her sudden departure came in the wake of the 2004 
elections in which 11 states passed amendments banning gay marriage and in which 
many of the HRC-supported candidates lost. The recent Republican electoral sweep of 
the executive and legislative branches presents what may be the most challenging 
political climate ever faced by HRC in its efforts to expand GLBT rights. 

Organization and Structure 

Board of Directors 

HRC board directors have several primary responsibilities: long-term planning, strategic 
guidance, fiduciary management, and oversight of the executive director. The board 
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maintains a number of standing committees, which execute its various areas of oversight. 
These include the strategic planning committee, which drives the overall planning 
process and reviews and revises the strategic plan every five years; the finance 
committee; the development committee; the public policy committee; and a diversity 
committee. The development committee addresses governance, performance, and 
nominations; the public policy committee makes decisions on political endorsements and 
the HRC's stance on proposed legislation. The diversity committee ensures that the 
organization maintains a culturally diverse workplace. 15 

The board is currently more involved than usual in day-to-day operations of the 
organization due to the vacancy in the executive director position. The two cochairs of 
the board also act as interim executive directors. The board meets once per quarter, with 
provisions for the executive committee of the board to meet monthly. 

Upon commencing their term, board members must sign a contract that includes a 
confidentiality agreement and an obligation to donate or raise $50,000 every year. 
Overseeing the recruitment process for new board members is a primary responsibility of 
the development committee. It meets monthly to discuss prospects and maintains short
term and long-term "cultivation" lists. Its goal is to recruit based on the needs of the 
board in terms of skill, background, and diversity and to find individuals who are willing 
to make contributions and do fundraising. 

Board of Governors 

The HRC board of governors, established to increase the reach of the organization, has 
150 members dispersed throughout the country. They organize fundraising, advocacy, 
and political communications at the local level. In cities where members of the board of 
governors reside, HRC has established steering committees. The governors commit to 
the organization's national goals. Governors can serve up to two terms of two-years, and 
sometimes under unusual circumstances they can serve a third term. The board of 
governors does not make decisions concerning which candidates are going to be 
endorsed, nor are they are bound by the fiduciary responsibilities held by the board of 
directors. In many ways, the board of governors resembles a committee, albeit a large 
one, of the board of directors. 16 

HRC staff frequently interact with the governors, planning events and activities, making 
sure in-district lobbying visits run smoothly, and holding meetings with the local press. 
The governors fulfill a critical role in disseminating the organization's message to the 
public. The board of governors has its own committees as well: nominations; 
performance management; diversity; finance; and major donors. 

Staff 

Directors of both HRC and the HRC Foundation serve up to two three-year terms. The 
executive director, also referred to as the president of the organization, is expected to be a 
high-profile leader who plays a vital role both in the stewardship and the public image of 
the organization. The executive director has to motivate people and manage an 
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organization with a $30 million budget and 120 person staff. Second, the executive 
director has to be a leader for the GLBT communitr Finally, he or she has to be a civil 
rights leader on par with other civil rights leaders. 1 

The director, along with other HRC leaders, sits on the executive committee of the 
Leadership Conference on Civil Rights with organizations such as the National 
Association for the Advancement of Colored People (NACCP) and National Association 
for Women (NOW). He also is a visible presence in Washington, advocating for GLBT 
Americans on Capitol Hill. The director lobbies on high-profile issues, when the full 
impact of the status and authority commonly associated with that position are required. 
While the organization has a team of skilled lobbyists, the situation may call for the 
director to meet personally with prominent legislators. 

A variety of departments within the organization handle the multitude of day-to-day 
tasks. HRC has several senior staff who have been with the organization for at least 10 
years-the legal director for 17 years, development director for 10 years, and the political 
director for 10 years. Employee turnover is considered average and varies among 
departments, although it has generally improved over the past five to six years. The HRC 
has become a training ground of sorts for political professionals and for development 
staff. People are drawn to the organization to "learn top notch skills from top notch 
people [who are] "very, very well-respected in town."18 1t is not uncommon for people 
who have developed their skills in the nonprofit and public sectors to move on, not 
because they are dissatisfied with the organization, but because they can advance more 
quickly by moving to other agencies. 

The various departments within the HRC include Board and Volunteer Management, 
Communications, Development, Human Resources and Diversity, and a Field 
Department, which links the staff and their work in Washington, D.C., with individual 
activists, state organizations, local leaders, and allies across the country. Others include 
the Finance Department, a Legal Department, a Political Department (which develops 
and implements political strategy and is responsible for legislative and lobbying efforts), 
the Operations and Information Technology Department, and a Retail Department, which 
markets a variety of signature merchandise (jewelry, clothing, accessories, etc.) via an 
online store on the website and two retail locations. 
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Figure 1.1 
HRC Organizational Chart 

Human Rights Campaign/ 
Human Rights Campaign Foundation 

President 

Source: Email from Barbara Menard, Deputy Political Director, Human Rights Campaign, to Kathryn 
Robinson, March 2005 . 

HRC maintains an active internship program, hiring both paid and unpaid interns for full
and part-time positions. Internships are generally for a term of one academic semester but 
can be adjusted and often lead to temporary positions. Internships are available in every 
department and students from all academic majors are invited to apply. Eighteen different 
internship positions provide students interested in policy advocacy and GLBT issues with 
the opportunity to learn skills such as managing media relations, political lobbying, 
running a PAC, mobilizing volunteers and grassroots efforts, and producing large-scale 
and community events. 

Finances 

As a fiscally healthy organization, the HRC enjoys diverse sources of income. According 
to its 2002-03 annual report, the projected budget for 2004 had reached $30 million. 
From 1999 to 2003, combined revenues for both the HRCF and HRC more than doubled, 
increasing from approximately $8.3 million to $20.5 million. 19 These positive financial 
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trends have enabled the organization to sustain a high level of service in the domain of 
GLBT advocacy. 

Figure 1.2 
Eight-Year Combined Income Summary 

1996 1997 1998 1999 2000 2001 2002 2003 

I• HRC• HRC Foundation I 

Source: The Human Rights Campaign and The Human Rights Campaign Foundation, 2002-2003 Annual 

Report, Washington, D.C., 2004. 

According to the FY 2002-03 annual report, a plurality of HRC's budget goes to its 
fundraising efforts (26 percent), with federal, field, and legal advocacy programs 
accounting for 22 percent. Both "public policy education and training" and 
"management and general" each command a 16 percent share of the budget. Fifteen 
percent is spent on "membership education and services," while the smallest 
programmatic expense is "communications and media advocacy" at 5 percent. 
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In FY 2002-03, thirty-four percent of the revenue came from members. Major donors 
brought in the second-largest share of the organization's income at 28 percent. Proceeds 
from special events such as the gala dinners composed 24 percent of annual income. The 
remaining 14 percent came from corporate and foundation grants (4 percent), earned 
income and other revenue (4 percent), merchandise sales (3 percent), bequests and 
planned giving (2 percent), and in-kind contributions (1 percent). 

Figure 1.3 
FY 2002-03 Use of Income 

5% 

15% 

• 26% Fund raising 

• 22% Federal, Field & 
Legal Mvocacy 

015% Membership, 
Education & Services 

o 16% Public Policy, 
Education & Training 

•16% Management & 
General 

• 5% Communications & 
Media Mvocacy 

Source: The Human Rights Campaign and the Human Rights Campaign Foundation, 2002-2003 Annual 

Report, Washington, D.C., 2004. 

The HRC engages in an array of fundraising activities; however, being a membership
based organization, membership dues provide the largest share of revenues. As a result, 
membership recruitment is highly integrated with fundraising operations, and in addition 
to the initial fee, donations are solicited from members via email and direct mail 
campaigns. 
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Figure 1.4 
FY 2002-03 Sources of Income 
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Source: The Human Rights Campaign and the Human Rights Campaign Foundation, 2002-2003 Annual 

Report, Washington, D.C., 2004. 

The HRC engages in an array of fundraising activities; however, being a membership
based organization, membership dues provide the largest share of revenues. As a result, 
membership recruitment is highly integrated with fundraising operations, and in addition 
to the initial fee, donations are solicited from members via email and direct mail 
campaigns. 

Programs 

The HRC and HRCF manage an array of programs designed to secure equal rights for 
GLBT Americans. The most prevalent of these is the right of same-sex couples to legally 
marry. HRCF's projects are nonpolitical and generally educational outreach-oriented, 
while the HRC's programs are centered on political advocacy, corporate partnerships, 
and fundraising. The foundation's programs seek to educate the public, policymakers, 
corporate leaders, the media, and others about issues surrounding GLBT prejudice, 
discrimination, and violence. 

The HRCF's programs include Worknet, Familynet, the National Coming Out Project, 
Million for Marriage Campaign, and the Historically Black College and University Pilot 
Program. Worknet provides a national source of information on workplace policies and 
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Jaws surrounding sexual orientation and gender identity such as domestic partner health 
benefits. Familynet is a similar program for families that was developed in cooperation 
with other national GLBT organizations. The program provides information and 
resources associated with a broad array of issues affecting families such as adoption, civil 
unions, coming out, custody and visitation rights, family law, families of origin, 
marriage, parenting, and religion. 

The National Coming Out Project is designed to promote honesty and openness about 
being gay, lesbian, bisexual or transgender in all aspects of life-at work, in the 
community, and at home. It is an extension of National Coming Out Day, celebrated 
every October 11th and includes the distribution of print and online materials and 
resources to support GLBT people who are revealing their sexuality. Another program, 
the Million for Marriage Campaign, educates Americans on the rights, responsibilities, 
and privileges that come with marriage, which gay and lesbian couples are denied, and 
counters opposition to same-sex marriage, including constitutional amendments. 

The Historically Black College and University program educates and mobilizes students, 
faculty, and staff around GLBT issues at select historically back colleges and universities 
around the country. The objective is to encourage campuswide debate on GLBT issues, 
encourage students to "sustain the dialogue," and to build strong student-led GLBT 
organizations. 20 

HRC's programs encompass a range of activities, from direct lobbying to educating 
college students about GBLT issues. The organization administers programs such as the 
PAC, the Equality Fund grants program, the Youth College program, and the Action 
Network. The PAC is a nonpartisan group that makes financial and in-kind contributions 
to candidates running for seats in the U.S. Senate and House of Representatives during 
each election cycle. Using carefully developed criteria, HRC's PAC endorses candidates 
who have a documented history of support for gay and lesbian equality in areas such as 
hate crimes prevention, the Employment Non-Discrimination Act, HIV/AIDS care, 
treatment, prevention, and research. The other program that bolsters HRC's legislative 
agenda is the Action Network, which has a staff of experienced organizers who develop 
grassroots infrastructure that will support HRC's legislative and electoral goals. More 
than 500,000 people participate in HRC's Online Action Center, through which they 
receive timely updates concerning a range of GLBT issues and stay informed about 
upcoming votes in Congress and in state legislatures across the country. Moreover, the 
Action Center asks constituents to send emails and faxes to their state and federal elected 
officials to demonstrate support for GLBT equality. 

There are also programs that donate funds to statewide organizations that participate in 
the struggle for equal rights. The Equality Fund Grants program has awarded some 
$500,000 in the last four years to statewide GLBT organizations to assist their legislative 
and policy initiatives.21 To train leaders, the Youth College program develops political 
campaign skills among college-age students every election cycle. Twenty participants, 
ages 18 to 24, are chosen to come to Washington, D.C., for an intensive week of hands
on training on how to run a winning campaign. 
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Constituent Relations 

HRC strives to incorporate its constituents' concerns into the development of its agenda. 
In fact, there are several staff members whose sole function is constituent service; they 
retrieve and respond to a constant influx of emails and phone calls, from members and 
nonmembers alike.22 Each new member receives a welcome packet that explains the 
organization's agenda and asks demographic questions about color, sexual orientation, 
age, etc. The staff follows up on incidents of membership nonrenewal in an attempt to 
determine the reason why the former member decided not to renew. A senior staffer 
suggests that a large percentage of members are straight. The HRC tries to represent 
GLBT constituents but is also careful to keep its straight allies in mind. 23 The staffer also 
observed that the GLBT community is very vocal and does not hesitate to let the 
organization know when they are unhappy. The predominant form of communication 
from the GLBT community is via email and website feedback from members and 
nonmembers. The organization works hard to facilitate open communication with its 
members and the community at large. Membership surveys conducted in 2004 found that 
HRC's efforts were in alignment with the priorities of most constituents.24 

Communications/Media Relations 

HRC maintains a media relations team with four full-time staff. This group crafts the 
organization's message and disseminates it to the public through press releases and press 
contacts in both print and visual media. The media staff also works to ensure that 
everyone in the organization has the same talking points. 25 Another facet of the team's 
role is to assess popular support for GLBT rights by sponsoring polls and survey 
research. The information gleaned assists the organization in communicating its message 
to the general public in a more effective and meaningful way. 

The organization has determined that it needs to introduce the GLBT community to 
Americans, and it plans to do that by telling personal stories. Rather than focusing on 
civil marriage in the abstract, for example, the messages will portray the real-life sagas of 
someone who cannot visit their partner in the hospital, someone who receives domestic 
partner benefits from their employer but then has to pay taxes on them, or a person who is 
in a relationship with an individual from another country and then gets separated because 
the immigration code does not recognize their relationship.26 

The new message will take multiple forms via print and television and through training 
people to speak within their communities to groups like chambers of commerce and 
community associations. The public relations arsenal at HRC has included many 
innovative advertisements for print and television, reaching millions of readers and 
viewers. High profile allies such as the parents of slain University of Wyoming student 
Matthew Shepard and Betty DeGeneres, mother of actress Ellen DeGeneres, have 
produced public service announcements educating the public about GLBT issues.27 
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Legislative and Litigation Efforts 

Legislative advocacy is a cornerstone of HRC's programs. A skilled team of lobbyists 
regularly meets with members of Congress to advocate equal marriage rights, job 
discrimination protection for GLBT Americans, protection against hate crimes, and 
advancement of fair, science-based federal policy on HIV/AIDS. They also monitor 
federal judicial appointments to promote fair-minded appointees and equity for GLBT 
Americans. 

HRC does not engage in direct litigation to advance its mission. However, their legal 
team collaborates with law firms, GLBT litigation groups, and other allies in filing 
amicus curiae28 briefs in high-profile court cases. The legal department does act as a 
resource for other departments within the organization. HRC attorneys also serve the 
function of examining language in legislative bills, outlining the differences in bills and 
proposed changes to them, and keeping the organization compliant with federal election 
laws. Two legislative lawyers work directly with the political department and help 
oversee the Field Department. 

HRC enjoys the benefits of pro bono legal work, much of which is unsolicited. The group 
receives hundreds of thousands of dollars' worth of legal work from large law firms in 
the Washington, D.C., area. In addition, every year numerous law students who want to 
do their internships or clerkships at HRC contact the organization. Although the pay is 
low and the work is demanding, the interns are paid with experience and the satisfaction 
of contributing to a cause they care about. 

Planning 

The board of directors' strategic planning committee is responsible for reviewing and 
revising the strategic plan every five years. On the department level, at the beginning of 
each calendar year the management staff prepares annual work plans and develops 
budgets for the fiscal year that commences on April 1st. The process involves completing 
work plans and budgets in each department, incorporating them into the plan for the 
organization as a whole, and then presenting the plan to the board for ratification. Within 
the individual departments, planning is more critical in some areas than others. For 
example, contributions to candidates from the PAC must meet certain deadlines or the 
candidate cannot legally use the funds. 29 

Membership 

The HRC is defined by its status as a membership organization. As indicated above, 
membership dues make up one-third of the revenue of the organization. Accordingly, the 
organization offers a number of membership levels. There are four different categories of 
membership based on the level of one's contribution, with benefits rising 
commensurately. The basic membership category is general membership at $35 per year. 
The highest is the Federal Club Council, whose members must contribute at least $5,000. 
In return they are given access to special events and supporters of celebrity status, 
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special invitations to political briefings and social engagements held in their respective 
communities, and as in-depth political briefings led by key members of Congress. 

The deputy director of development reported that a large portion of the heterosexual 
membership base comes from door-to-door efforts. The organization also solicits new 
members through mail, sending out four million pieces through the course of a year.30 

According to the deputy director of development, "Our straight membership has grown 
tremendously ... it's a significant portion of our membership base, which is great-we 
know we can't win this without our allies across the board-if you look at any civil rights 
movement, that's been the case."31 

At the beginning of the year, HRC kicks off a new membership drive to coincide with the 
new congressional session. This membership drive is, in essence, an ongoing effort; it 
actually spans about eight months as HRC solicits new members while continually 
contacting existing members until they either renew or communicate that they do not 
wish to renew. 

The goal of the organization is to increase membership from 600,000 members to one 
million members. Officials believe that this goal is possible, since it is estimated that at 
least 5 percent of the U.S. population is gay.32 However, the proactive nature of the 
organization does not appeal to some. Many gay individuals often prefer to give 
financial support to local service and community organizations. HRC does not expect all 
of the prospective members to come from the gay community; it will have to recruit from 
the straight community as well.33 

The membership fee structure is something the development team wrestles with every 
year. The basic membership fee has been $35 for over 10 years. Over the years, the 
organization has recognized that people who are willing to pay the minimal amount to 
join tend to show a stronger commitment and for a longer period of time; until there is 
evidence to indicate otherwise, the general membership fee will remain at that level.34 

The HRC receives support from an impressive list of corporate members, including IBM, 
Volvo, Citigroup, Prudential Financial, American Airlines, Washington Mutual 
Mortgage, and others. Some of these corporate allies offer financial incentives to HRC 
members or those associated with HRC (using a website coupon, for example), such as 
discounts on automobile purchases and expenses associated with home loans. The 
corporate sponsors are honored at black-tie dinners held around the country. 

Volunteers 

Like so many nonprofit organizations, the HRC relies heavily on volunteers; indeed, 
many staff members started out as volunteers in their communities. The organization 
maintains an expansive structure of volunteers in communities across the country by 
means of its board of governors, steering committees, and general volunteers at the local 
level. In any given month, there is a plethora of volunteer opportunities to suit any 
supporter, from the ubiquitous envelope stuffing to helping out at a gala dinner to 
lobbying on Capitol Hill. The deputy political director emphasized the importance of 
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volunteers to HRC, stating that they could not run the organization without the 
volunteers they have recruited. ''The amount of hours that people put in to run a dinner, 
our dinner co-chairs spend more time with each other than they do with their families."35 

Volunteers are solicited in a variety of ways-through the website, direct mail to 
members, and of course, the traditional method of networking and word of mouth. Gay 
pride festivals in most of the major cities provide another vehicle for recruiting. HRC's 
website makes it easy to become a volunteer; potential volunteers can click on the 
"volunteer" link and fill out a form with contact information. The form also lets the 
respondent indicate which type of events and activities they would prefer to engage in. 
After submitting the form, the individual's name is added to HRC's volunteer list. As 
efforts gear up to launch pride festivals, dinners, community events, and lobby visits, a 
local HRC representative contacts the prospective volunteers to follow up on their 
availability. 

Relations with Other Organizations 

The HRC performs much of its work in coalition with other GLBT organizations and 
non-GLBT groups as well. Building coalitions and alliances with other civil rights groups 
to leverage support for their public policy and political goals is a fundamental part of its 
long-term strategy.36 HRC's partnerships and collaborations with other groups have been 
k f 

. . 37 ey actors m tts success. 

In January 2005, the HRC spearheaded a "State of the Movement" op-ed piece that was 
signed by numerous GLBT leaders, including the head of the National Center for Lesbian 
Rights, the American Civil Liberties Union (ACLU), the Log Cabin Republicans, and the 
Lesbian Task Force. HRC leaders sit on the executive committee of the National 
Leadership Conference on Civil Rights, a coalition of 180 national organizations that 
conduct ongoing civil rights programs and that has coordinated the national legislative 
campaign on behalf of every major civil rights law since 1957.38 Having a non-GLBT 
civil rights voice of support on Capitol Hill has been a significant asset to HRC's efforts. 
Support and cooperation from non-GLBT groups was most vocal during the fight against 
the Federal Marriage Amendment. In 2004, a partnership was formed called the Coalition 
Against Discrimination in the Constitution which included many GLBT organizations but 
also others like the ACLU, Americans United for Church and State, Leadership 
Conference on Civil Rights, and People for the American Way. 

In the past, the relationship with the Log Cabin Republicans 39 may not have been as 
close as with other GLBT rights groups in spite of HRC's bipartisan character. The Log 
Cabins Republicans' endorsement of GOP candidates with traditionally anti-gay views 
was at odds with the HRC's mission. Interestingly, the increasingly difficult political 
environment confronting gay and lesbian rights advocates has resulted in a stronger 
alliance between HRC and the Log Cabin Republicans. In fact, the two groups are now 
enjoying the strongest relationship in their tenure.40 Working with this group along with 
other gay and lesbian Republican associations, such as the Republican Unity Coalition 
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and the Republican Main Street Partnership, has improved HRC's ability to educate and 
join forces with Republicans who support their cause.41 

HRC strives to reach out to other GLBT organizations and maintains solid partnerships 
with them. Indeed, the recent push by Republican leaders to ban gay marriage has united 
GLBT organizations like never before. For the first time, 22 such organizations, 
representing a range of political strategies, have released a joint list of priorities.42 They 
include pushing for equal employment opportunities, adding sexual orientation and 
gender identity to federal hate crimes law, fighting for protections for children of GLBT 
couples, overturning military restrictions on gay soldiers, opposing anti-gay state and 
federal legislation, and fighting for the freedom to marry. The political director of HRC 
noted in a Washington Post article that this cooperative effort among organizations has 
effectively declared their unanimity by setting aside their differences (for now) to work 
toward a common goal.43 

HRC also collaborated with other groups in support of the Hate Crimes Prevention Act. 
Many diverse groups, such as the Anti-Defamation league, the NAACP, the National 
Council of Jewish Women, chiefs of police of local law enforcement agencies, and the 
American Association of University Women worked well together when advocating for 
this law.44 

There are a number of other national-level gay and lesbian organizations, but they are 
primarily niche organizations-focusing primarily on military or family or other specific 
issues. HRC takes advantage of every opportunity to cooperate with other GLBT 
organizations and does not see any of them as competitors.45 

Special Problems 

The most immediate challenge confronting the HRC is filling the executive director 
position-finding someone with an essential combination of talents, skill, and experience 
who can lead it successfully.46 The fact that the organization is in an interim period 
without an executive director creates an inherent sense of uncertainty. Furthermore, 
because the former executive director, Cheryl Jacques, resigned after serving only 10 
months of a three-year contract, the organization wants to ensure that its next president 
will serve out the contract term. Although HRC has retained a professional recruiting 
firm and the board of directors has formed a search committee, it may take some time to 
find the kind of leader needed to guide the organization through what could be a 
tumultuous next few years. 

The obvious, more long-term challenge to the HRC lies in maintaining progress and not 
backsliding in a political environment that seems to be increasingly conservative and 
homophobic.47 Preventing discrimination from being written into the United States 
Constitution is at the core of the battle ahead. The staff realizes that overcoming several 
thousand years of religious beliefs surrounding marriage will be difficult and that 
educating and convincing the public to separate marriage from religion is a tough sell, but 
they believe it can be done.48 

15 



Another issue for the HRC is inspiring members and supporters to take action
encouraging them to make a phone call or email their representatives in Congress to stand 
up for their gay and lesbian family members and friends. The polls say that there is a high 
level of support for civil unions, but less support for gay marriage. Thus, the challenge 
for HRC is how to persuade those who back marriage to make politicians aware of their 
convictions. 

Among the other critical issues cited by staff is the fact that the AIDSIHIV virus is on the 
rise again among young gay men; thus, influencing the next generation to fight the 
disease requires renewed attention. Apparently, this younger generation of gay men 
believes the crisis has passed and does not realize the extent of damage that the disease 
can cause.49 The organization will have to resort to some of the educational strategies that 
worked previously to raise awareness of the disease to forestall the devastation it caused 
in the 1980s and early 1990s.50 

Getting the next generation of the community to step up and advocate for equality is 
another hurdle to overcome. Many individuals have developed a sense of complacency 
that is sustained by such pop culture items as the television show Will and Grace, a 
popular prime-time sitcom in which the leading male character is gay. The reality is that 
in 36 states an individual can be fired for being gay, and that gay men and women are not 
allowed to visit their partners in the hospital. Most people do not realize that gays and 
lesbians are barred from over 1,100 rights and responsibilities under the federal code by 
not being allowed to marry, so getting that message out is absolutely critical. 

Effectiveness 

Many staffers believe that the organization has been extremely effective because of its 
pragmatism, bipartisanship, lobbying team, and the highly charged nature of its cause. As 
with any large institution with a range of programs, different individuals will define and 
measure effectiveness by varying standards. The communications director might measure 
effectiveness by how many times he achieved coverage of the executive director in the 
New York Times. The development director will look at how many times the organization 
made a profit from a dinner and the political director might gauge effectiveness by the 92 
percent success rate of candidate endorsements by the political action committee.51 

Certainly some would point to the success of its legislative efforts over the past 10 years, 
which includes helping to defeat every anti-gay bill filed in Congress, getting increased 
funding for HIV programs, and playing an instrumental role in passing anti
discrimination acts twice in both chambers. 52 Growth in membership and revenues is 
another benchmark the organization uses to gauge its success. Increasing its membership 
from 100,000 to nearly 600,000 over a decade indicates the organization is doing 
something right, although many feel the pinnacle will be reached when membership hits 
the one million mark. 

For the HRCF educational and outreach programs that are funded through grants, the 
requirements for program evaluation and outcomes measurement are dictated by the 
individual grantors. For the vast majority of these programs, however, there is no 
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standardized process for measuring effectiveness. 53 The relative success of the programs 
and activities carried out by HRC's various departments is analyzed carefully with 
varying benchmarks relevant to the program objectives; however, there is no official 
system of evaluation across the board. 

Evaluation 

Few would argue the position of the Human Rights Campaign as the preeminent voice for 
GLBT civil liberties. The familiar blue and yellow equal sign logo of the organization has 
become an icon for equality, making for a unique sort of brand recognition among 
advocacy groups. In the process of analyzing the data available from the inception of the 
organization to the present, it is clear that the HRC has largely been effective throughout 
its existence. While there have been successes over the years, by the same token, there 
are instances of setbacks and strategies that did not prove as successful as planned or 
intended. 

HRC's diverse mix of revenue sources attest to a high level of sustainability. No single 
source provides more than a third of overall funding. HRC is striving to gain a greater 
share of its revenue from foundation grants- a difficult task due to the political nature of 
its work-and it is making steady gains in this area. Steady growth of the organization 
over the past decade has produced a solid membership base and an extremely reliable 
income stream. Even if the growth trend of the past decade were to level off, there is no 
reason to believe that membership would decline, and it is more likely that membership 
levels will continue to increase in the foreseeable future. The fact that HRC undertook a 
major capital campaign in 2003, raising $23.7 million for acquisition and renovation of 
its new headquarters facility, and still produced a small operating surplus for that fiscal 
year, speaks to the extensive financial support behind the organization. 

The HRC has demonstrated its ability to respond in an agile manner to shifting political 
climates and trends. The best and most recent example of this was the major change in 
tactics in the communication of the organization's message in response to the electoral 
defeats of 2004. At the beginning of 2005, HRC's leaders announced intentions to reach 
out more vigorously to Republican leaders and expand its conversations regarding GLBT 
equality to religious, corporate, and political leaders, communities of color, and other 
community leaders across the country. The organization has maintained its course, 
continued coalition work, and formed stronger alliances with other organizations during 
the interim period without an executive director, further demonstrating its resilience. 

HRC has always presented itself as a bipartisan or nonpartisan organization, a strategy 
that has contributed greatly to its success over the years. It is unlikely HRC would have 
enjoyed the growth of its membership and as many legislative successes over the years 
had it aligned itself with only one political party. HRC leaders recognize the critical need 
to work with politicians of all party affiliations to build the broadest coalitions and level 
of support. The partisan positions taken in the 2004 presidential campaign represented a 
veering away from the lower profile, more pragmatic course generally followed in the 
past. Some in the GLBT community perceived this as a serious misstep by HRC, which it 
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would later regret. 54 The new board co-chairs have reaffirmed the group's commitment to 
reaching out to both sides of the aisle. 55 

The recent trend toward conservative Republican domination of federal politics and a 
backlash against gay marriage is testing the HRC's resilience. The organization has 
engaged in careful self-examination and its current leadership indicates that it will make 
any adjustments deemed necessary to maintain forward progress. HRC has weathered 
similar challenges in the past only to emerge with greater clarity of mission and a more 
cohesive base of support. The ability to adapt to changing circumstances and political 
climates has sustained the organization through demanding times and proved invaluable 
in sustaining a consistent pattern of growth and capacity-building. 

Out of necessity, the HRC and HRCF must maintain a balance between reactive and 
proactive measures on a daily basis. While the organization would, of course, prefer to 
act rather than react, as long as anti-gay legislation continues to be proposed, the 
organization will be forced to respond to others' agendas. A vast portion of HRC's 
initiatives over the years has been more proactive in nature, including its early 
implementation of technology via web and email-based communications. The website 
has new content almost daily and has evolved into one of the most effective vehicles for 
delivering the message and putting tools for action into the hands of its constituents. 
Throughout its existence, the HRC has devised many innovative methods and programs 
to advance GLBT equality. One such example was the decision to retain a Republican 
research firm and a Democratic pollster to conduct demographic research that was 
instrumental in convincing members of Congress to restore millions in funding for 
AIDS.56 

HRC's progress toward its goals can be attributed in part to its collaborative work with 
other civil rights and anti-violence organizations. Forming partnerships with a diverse 
mix of groups has facilitated a stronger and more unified voice for equal rights, and in 
some cases, greater ability to influence public sentiment and legislation. While most (if 
not all) advocacy groups pursue alliances to some degree to broaden support and amplify 
their message, the HRC has used this strategy over the years to full advantage, 

For a membership-based advocacy group such as the HRC, effectively representing its 
constituents is crucial to its survival. HRC realizes the inherent difficulty in representing 
a group as diverse as the GLBT population, yet strives to collect opinions and feedback 
on the priorities of its members and the community at large. The HRC takes pride in 
focusing its attention only on the issues which uniquely affect GLBT individuals. The 
legislative impact of the lobbying and PAC groups within HRC, as well as the 
educational programs of the foundation, decidedly serve the constituents in moving 
toward the goal of equal rights. The fact that HRC's membership has grown from 
100,000 to nearly 600,000 in the past 10 years indicates its effective performance in this 
area. 

HRC has had the benefit of excellent and visionary leadership during most of its 
existence. HRC's board and volunteer liaison contends that "each ED or president 
establishes what they will do with their personality, their background, experience, and 
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their interests that will benefit the organization and every one brings a certain set of 
assets and some liabilities to the job."57 Therefore the organization's effectiveness is 
partly dependent on its leader's ability to utilize their own skills to the organization's 
advantage. 

The executive director from 1994 to 2003, Elizabeth Birch, was considered exceptional 
for several accomplishments during her tenure, including the marketing of the 
organization and producing a highly recognizable logo. Her ability to motivate and bring 
people together set her apart and her fundraising abilities are legendary within the 
organization and those close to it. However, legislative victories were few during Birch's 
term. When Cheryl Jacques took the reins from Birch as president, Jacques had the 
makings of a dynamic and innovative leader, and there were high hopes for continued 
growth and successful accomplishments under her direction. Her resignation after only 11 
months came on the heels of major defeats at the polls in 2004, reportedly signaling a 
clash of management philosophy between Jacques and the board of directors. For an 
organization so accustomed to having a forceful, dynamic leader it is undoubtedly 
disconcerting to be lacking the most powerful position on staff. 

HRC staff members generally convey an attitude of unity and pride toward the 
organization. The volunteers also contribute extensively. From the 150-member board of 
governors to the one-time Pride Festival attendee, volunteers are a huge and vital 
component of HRC's activities. Because volunteers are so crucial to most of the 
fundraising efforts as well as programs, it is essential to acknowledge their work. 

The staff conveys undeniable passion and commitment to the mission and is articulate as 
to why they are there and the direction the organization is heading. Several staff members 
contend that while tactics may change, the long-term strategy-the plan to achieve the 
mission-never changes. 

The HRC may acknowledge that at times the vision of full equality for GLBT people 
may seem light-years away, but that does not seem to diminish dedication. The recently 
revised strategies of making stronger efforts toward winning Republican support and 
framing the conversation of GLBT rights as more personal (and therefore more 
compelling) should pay off in membership growth and momentum even in the face of a 
difficult political situation. The organization has survived difficult times in the past, but 
still has managed to compile scores of victories over the past 20 years for GLBT civil 
rights. 
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Chapter 2. The Lawyers' Committee for Civil Rights under 
Law of Texas 

History and Development 

The Lawyers' Committee for Civil Rights under Law of Texas, or the Texas Lawyers' 
Committee (TXLC), was founded as a 501(c)(3) organization in 1991. The mission of the 
committee is to protect and defend the rights of immigrants and refugees in Texas. The 
committee believes that government and society "should treat all people humanely and 
fairly, regardless of their immigration status."1 TXLC is an affiliate of the national 
Lawyers' Committee for Civil Rights (national Lawyers' Committee), an umbrella 
organization of eight independent organizations. Each affiliate decides what particular 
civil rights issues to address and the different strategies to utilize, including both 
litigation and influencing policy.2 In 1963, President John F. Kennedy requested that the 
private bar provide legal services to tackle racial discrimination. In response, the national 
Lawyers' Committee was created as a nonprofit legal organization to represent 
minorities, particularly African Americans, in court cases-mostly through class action 
lawsuits.3 

The San Francisco committee was the first local affiliate to incorporate immigration 
issues into its agenda.4 Historically, the national Lawyers' Committee and its affiliates 
were focused on issues related to earlier civil rights legislation; however, they began to 
become involved in refugee issues in the 1980s. While the Refugee Act of 1980 was 
enacted with the intention of implementing an unbiased refugee admittance system, the 
lawyers' committees and other advocates found that increasing numbers of refugees 
fleeing from civil wars in Central America were systemically denied asylum. Together, 
the committees pushed for refugee reform in Congress in the latter half of the 1980s and 
won their first immigration-related class action suit, American Baptist Churches v. 
Thornburgh, which increased protection of Salvadorians whom were granted temporary 

. 5 
protectiOn status. 

The Ford Foundation and the national Lawyers ' Committee jointly created TXLC. The 
national Lawyers' Committee wanted to expand lawyers' committees where previously 
there had been limited or no presence; and the Ford Foundation was willing to fund 
another lawyers' committee to address their concern that the rights of immigrants were 
being ignored.6 In this way, TXLC is different from the other affiliates, which have 
originated primarily from various groups of local lawyers recognizing a problem and 
creating a committee to address it. The cause for this difference, according to the current 
executive director, Javier Maldonado, is that there is not a strong tradition of legal pro 
bono work in Texas. In addition, social attitudes toward breaking down racial barriers in 
Texas were not as welcoming as in other states.7 

The lack of civil rights organizations to guard the constitutional rights of immigrants 
spurred the selection of Texas as an affiliate. 8 In addition, the San Francisco affiliate 
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committee was already working in south Texas in the 1980s.9 The national Lawyers' 
Committee first determined the level of interest in the state by holding a reception at the 
Dallas Bar Association, which expressed significant support for the work. Originally, the 
national committee was going to create the Dallas Lawyers' Committee; however, it was 
later decided that the organization should have a statewide focus and TXLC was 
created. 10 Only a year after its creation, the board moved TXLC to San Antonio in light 
of the fact that its lawyers were mainly working in the Austin and San Antonio areas. 11 

When the committee was first formed, it concentrated on immigration issues, but it also 
dealt with other social issues such as housing and public benefits. In 2001, after the 
committee's first strategic planning cycle, the board and the staff decided to focus all of 
TXLC's resources on immigration issues when an independent review found that the 
organization was "spread too thin."12 

Currently, TXLC remains the only statewide nonprofit law firm conducting litigation and 
advocacy for immigrants in the state. 13 TXLC' s primary service is to litigate cases 
referred to them by grassroots organizations, other immigrant advocates, private sector 
laws firms, individual attorneys, or other civil rights groups that deal with law 
enforcement abuse or misconduct and institutional discrimination. 14 Their focus is on 
affecting the treatment of all immigrants, rather than only specific individuals. Therefore, 
TXLC pursues class action litigation as opposed to providing direct legal services to 
immigrants, such as asylum petitions.15 For example, in the 1994 case Benjamin Murillo 
et al. v. Dale Musegades, the organization sued the Immigration and Naturalization 
Service for federal agents systemically conducting unlawful searches, seizures, and 
harassment of citizens and noncitizens. The suit originally stemmed from Border Patrol 
agents stopping and detaining Hispanic students at Bowie High School in El Paso, 
Texas. 16 It was winning this case that put TXLC "on the map." 17 

In October 2004, federal judge Marilyn Hall Patel granted nationwide class certification 
to the suit Santillan et al. v. Ashcroft et al. The suit claims that lawful permanent 
residents were denied proof of their legal status. The suit, filed in July 2004 in a 
California district court, claims that the Department of Homeland Security consistently 
rejects and delays requested documentation for months and sometimes years. Immigrants 
need this documentation to enroll in school, obtain driver's licenses, travel domestically, 
and prove eligibility to work. 18 Because the suit is a class action, if a court order restores 
the rights of the plaintiffs to receive documentation expeditiously, it will effectively 
enforce it for lawful permanent residents nationwide. 

Organization and Structure 

Unlike other lawyers' committee affiliates, TXLC does not work with only one or two 
law firms to conduct most of the legal work for the organization. One of the advantages 
of not having this arrangement is that TXLC decides what type of cases to accept rather 
than having the firm-which must also consider private company interests--conducting 
the legal work of the committee. In addition, it takes a substantial amount of time for a 
TXLC staff member to package and prepare a case to pitch to a firm. The disadvantage of 
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not having a relationship with a finn is that TXLC does not have as much access to 
human resources such as legal support and infonnation technology staff. As a result, 
TXLC has to be more selective about what cases the organization will handle. According 
to the associate director, because of the human resources constraint TXLC has grown at a 
steady rate instead of trying to match the committee's workload to the scale of a finn that 
would provide the human resources to the committee. 19 

For most of its existence, TXLC had field offices in El Paso and Dallas. In 2002 some 
staff members were hoping to develo~ more of a presence in the Rio Grande valley, but 
not necessarily with a fonnal office.2 However, in 2003, because of funding and 
personnel issues, both of these field offices had to close. The Dallas field office closed 
when a foundation-sponsored fellowship ended and the El Paso office closed due to the 
loss of that office's senior staff attorney.21 

Executive Director, Staff, and Board of Trustees 

The executive director is responsible for programming, fiscal responsibility, litigation, 
and external relationships. When TXLC was created, it had two part-time co-directors, 
Barbara Hines and Lee Teran. In 1995, a full-time executive director was hired, Mary 
Kenney, who left approximately six years later. Lynn Coyle, who had been a staff 
attorney for eight years, was made interim director until the current executive director, 
Javier Maldonado, was hired in 2001.22 

In 2002, an associate director's position was created to assist the executive director with 
management of program and human resources issues?3 According to the Management 
Assistance Group (MAG) report, the previous executive director was handling too many 
aspects of the organization, which made the work overwhelming. 24 To enable the 
executive director to focus on his duties, the current associate director, Martin Acevedo, 
is responsible for the non-legal aspects of the organization, including fundraising, board 
d I d 

. . 25 eve opment, an commumcatwns. 

The operations coordinator has been with the organization since its fonnation in 1991.26 

Conversely, the policy advocacy position was not created until 2004. Gina Amatangelo, 
an ex-policy coordinator, was with the committee for six months as a consultant. She 
tracked legislation, wrote policy briefs and opinion editorials, and scheduled press 
conferences. A board member funded the part-time policy coordinator position, and now 
the lawyers' committee is pursuing funding for a full-time position?7 According to the 
committee's 1997, 2000, 2001, 2002, and 2003 tax returns, this position has not 
attempted to influence legislation or sway public opinion on a legislative issue.28 

TXLC has a board of trustees with 15 members from across the state that are responsible 
for funding allocation, budget approval, and individual fundraising_29 Its members are 
affiliated with the business community, ranging from lawyers to bankers, but the 
organization currently does not draw members from the government or nonprofit 
sectors.30 Before 2002, the board served more as an advisory committee than as a 
governing board.31 Historically, the board met infrequently--only twice a year-partly 
because of the wide geographical dispersal of directors.32 However, because the current 
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executive director wants to encourage more board involvement, the board now meets 
three to four times a year and each trustee receives monthly emails.33 

Currently, some trustees are more active than others.34 The board's level of involvement 
with the organization depends on the trustee and its area of concern. The current 
president is very invested in the work of the committee and has made direct appeals to 
legislators and coauthored opinion editorials.35 A current trustee provided the impetus for 
the formation of the Litigation Committee, a scaled-down version of an earlier proposal 
for a Case Intake Committee. The proposed Case Intake Committee would have involved 
the board in case selection and strategy on a weekly basis, but the current executive 
director thought that the Case Intake Committee would slow down casework and be 
viewed as board micromanagement of the staff attorneys. In the end, the organization 
created the Litigation Committee, which functioned like the proposed Case Intake 
Committee but it followed guidelines to prevent micromanagement.36 

From its inception, TXLC's board of trustees has had various committees. In 2003, the 
committees were dissolved because of the low number of trustees (only eight at the time). 
It proved easier for TXLC to consult individual trustees on an issue rather than a 
committee; in particular, the recently formed Litigation Committee was not responsive to 
issues. Also in 2003, 10 more board members were added. The board additions were 
aimed at broadening the range of occupations represented by the trustees to include those 
outside the immigration field; ~resumably, a diversified board would stimulate an 
increase in fundraising efforts. 7 However, TXLC's staff had some concern that the new 
board trustees, especially those who could help leverage funding, would serve only their 
one-year term. 38 Currently, TXLC is trying to recruit three new trustees to replace 
departing trustees. The staff has profiled the current board membership, including the 
number of women and geographic representation of the board, and the current trustees 
have been asked to identify potential candidates, of which approximately six will be 
recruited to join the organization and be voted on by the board.39 

During board meetings, the president, Ricardo G. Cedillo, defers to the current executive 
director, as Mr. Maldonado is more intimately familiar with the workings of the 
organization. Beginning three weeks before each board meeting, the executive director 
starts focusing on the agenda for the board meeting, then runs the meeting and presents a 
summary of the current litigation and financial overview of the organization.40 

Finances 

Foundations have been the main source of revenue for the organization since its origin. 
Foundation support has come from the Ford Foundation, Public Interest Projects, the 
Mertz Gilmore Foundation, and the Texas Equal Access to Justice Foundation.41 The 
previous executive director led all of the fundraising initiatives but now the board is 
asked to take greater initiative in fundraising. Board members are expected, but not 
required, to donate.42 While individual board member donations increased with the 
addition of nine more trustees, some of the "older" trustees have been reluctant to 
fundraise and hope that the committee can "host a special event or 'grant write' its way to 
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financial stability."43 According to TXLC's executive and associate directors, fundraising 
is absolutely necessary, but not their favorite activity. The associate director provides the 
executive director with periodic financial reports, and the executive director focuses on 
the financial health of the organization on a quarterly basis.44 

The committee has "diminishing cash reserves and net assets from year to year, which 
has made strategic planning and organizational budgeting a challenge. "45 The 
organization's revenue has been slowly declining from over $400,000 in 2000 to under 
$350,000 in 2003 and its expenditures increased by over $40,000 in two years, but 
leveled off to over $370,000 in 2003-still over budget for the year.46 According to 
Guidestar, "the overwhelming majority of charities do not have sufficient funds to cover 
even one year of operations, and the median percentage difference between revenue and 
expenses is about 5 percent."47 During the 2000 fiscal year, the difference between the 
committee's revenue and expenditures was 5 percent. However, for 2001 and 2002, the 
difference jumped between 20 percent and 30 percent. Then, in 2003, the committee's 
expenditures were closer to its revenue, with the difference between the two being a little 
over 17 percent. 

Figure 2.1 
Revenue and Expenditures: 2000 to 2003 
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December 1, 2004. 

Between 2000 and 2003, most of the expenditures for the organization came from 
personnel costs. However, total personnel expenses declined by almost $100,000 after 
200 I when several staff attorneys left the organization. Other significant expenditures 
from 2000 to 2003 were occupancy (or rent), which fell from over $30,000 a year to just 
under $25,000 a year; and legal fees that spiked to almost $35,000 in 2002 but fell back 
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down to just over $15,000 a year later. Before 2003, development expenditures never 
rose above $10,000; however, in 2003 development expenditures spiked to over $25,000 
in one year due to TXLC hiring MAG to help them develop a strategic plan.48 

Most of the revenue the organization receives is from foundations. Contributions, mostly 
composed of foundation grants, represented over 85 percent of its budget in 2000 and 
over 95 percent of the funding in 2003. Since the terrorist attacks of September 11, 2001, 
there has been a contraction of support from private foundations for statewide and local 
immigrant advocacy organizations. National and larger immigrant organizations have 
been receiving the "lion's share" of funding. 49 After 2001, the amount of contributions to 
the committee declined from $346,404 to $307,683.50 

Figure 2.2 
Personnel Expenditures (Disaggregated): 2000 to 2003 

Source: Lawyers' Committee for Civil Rights under Law of Texas, About Us, "Form 990: 2000, 2001, 
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Most of the revenue the organization receives is from foundations . Contributions, mostly 
composed of foundation grants, represented over 85 percent of its budget in 2000 and 
over 95 percent of the funding in 2003. Since the terrorist attacks of September 11, 2001, 
there has been a contraction of support from private foundations for statewide and local 
immigrant advocacy organizations. National and larger immigrant organizations have 
been receiving the "lion's share" of funding. 51 After 2001, the amount of contributions to 
the committee declined from $346,404 to $307,683.52 

The committee's other revenue sources include government grants, program services 
revenue, sales, and interest on savings, investments, and securities. However, these 
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funding sources have fluctuated dramatically over a four-year period. The amount of 
government grants hovered around $10,000 for two years and then a year later 
disappeared to nothing. Interest on savings, investments, and securities has declined over 
the last four years from $26,278 in 2000 to $1,751 in 2003.53 

Program services revenue can include such items as workshop and settlement fees. In 
1997, the program services revenue consisted of workshop fees ($8,725) and litigation 
settlement fees ($5,700). The committee earned an additional $18,141 during a 
fundraising event that rose awareness of immigrants' and refugees' civil rights issues. 54 

Three years later, with only workshop fees ($1,962) and settlement fees ($21,939), 
program services revenue was a little over $9,400 more than the program services 
revenue in 1997. The program services revenue in 2001 consisted of only workshop fees 
($406); in contrast, in 2002, the program services revenue was composed of only 
settlement fees of $47,482. A year later, honorarium fees for speaking engagements 
($114), government fees and contracts ($13,947), and workshop fees ($295) comprised 
this type of revenue. Overall, program services revenue declined from $23,901 in 2000 to 
a low of $406 a year later, spiked again, and then plummeted again from $47,482 in 2002 
to $14,356 in 2003.55 
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To counter the decline in funding, TXLC has recently hired a development assistant who 
is compiling a list of 600 to 1,000 individual donors who have given before, attended 
special events, or are friends of one of the board trustees. A majority of the people on the 
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donor list are based in San Antonio. Appeals for funding are also placed in the 
newspaper, and the committee's website is set up to take online donations.56 In 2004, the 
Mertz Gilmore Foundation gave TXLC $60,000 to establish an annual fund and diversify 
its funding sources. 57 In response to the grant, the committee has contracted with the Dini 
Partners, a fundraising firm in Texas, to establish the annual fund and major gifts 
campaigns. 58 

Programs 

When the organization was first created, it dealt with a wide range of civil rights issues, 
from housing to the Children's Health Insurance Program, while maintaining its focus on 
immigration. The programs were geared toward grassroots problems and the organization 
had a very visible profile in the immigrant community. In 2002, the board decided to 
refocus the direction of the organization. Two big programmatic issues were addressed. 
First, the executive and associate directors jointly decided with the board to move away 
from more individualistic cases to high impact cases or cases that would positively affect 
many immigrants. Second, the organization decided to move away from other civil rights 
issues, such as housing, and to focus only on immigration-related civil rights.59 The 
organization's current goals are to: 

1. guarantee due process; 

2. pursue judicial review over arbitrary agency action; 

3. mitigate unlawful governmental detention; 

4. stop abusive police power; 

5. remove denial of access to safety net services; and 

6. remove roadblocks to legal permanent residency and citizenship.60 

The committee works to achieve these goals through five programs, including Law 
Enforcement Abuse; Roadblocks to U.S. Citizenship and Naturalization; Access to Public 
Benefits; Unlawful and Unfair Detention; and Immigrant Children's Project, which is a 
program to protect and help immigrant children with issues in the other four programs. 
These programs include services such as pro bono legal representation for low-income 
immigrants, legal support to other organizations, legal education and training, testimony 
before Congress, and working within the federal administration to change 
implementation of rules and law.61 

The five program areas have been performed by TXLC to some degree since its creation. 
The Law Enforcement Abuse program usually involves more individual cases, and is the 
most expensive program area because it requires special expertise and does not pay out 
substantially in the end. On the other hand, the Removing Roadblocks to U.S. Citizenship 
and Naturalization program is much more popular among grant makers. The Access to 
Public Benefits program has suffered somewhat since September 11 because of the 
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decline in funding for such benefits. The Immigrant Children's Project is the combination 
of the other four programs, but with a specific focus on children.62 In other words, the 
purpose of the project is to: 

1. Protect the due process rights of immigrant children; 

2. Stop arbitrary agency action, unlawful governmental detention, and abusive police 
power against immigrant children; 

3. Remove the denial of access to federally mandated public benefits for immigrant 
children; and 

4. Remove barriers to legal permanent residency and citizenship for immigrant children. 

One of the strategies of the project is to conduct training seminars for immigrant service 
providers on how to identify abused, abandoned, or neglected immigrant children.63 

According to TXLC's "2002 Outline of Organizational Priorities & Goals," the two 
highest priority program areas are Law Enforcement Abuse and Unlawful and Unfair 
Detention. The programs that are middle priority are the Roadblock to U.S. Citizenship 
and Naturalization and Access to Public Benefits. According to an independent review of 
the organization in 2001, the staff's perception of the programs with the lowest priority 
were the Immigrant Children's Project and the Roadblocks to U.S. Citizenship and 
Naturalization because there was no extensive opportunity for impact litigation and other 
groups were already addressing the areas.64 If the executive director wants to add a 
priority issue or change a priority setting, then the board must be consulted.65 However, 
in low-priority cases, the executive director has discretion to make changes without 
consulting the board. Which program area receives the most attention often depends on 
what law student fellowships are available and the level of need for the program. For 
example, a fellow on a Soros fellowship spearheaded detention work at TXLC for four 
years until 2003.66 The main strategy for each program is impact litigation; however, the 
other strategies of advocacy, community education, and legal support to other lawyers 
and nonprofit groups are applied to each program as well.67 

In 2002, TXLC created a list of criteria for selecting case and programmatic areas, 
including whether or not private immigration attorneys would address the issue area, the 
geographic location, overall impact of the case, and the extent of harm to a significant 
segment of the immigrant community.68 In addition, the committee determined that the 
decision criteria for addressing policy issues would include the bills being introduced in 
the legislature or the current legislative agenda.69 Usually, TXLC addresses immigration 
problems that other lawyers, nonprofits, and community members bring to the 
organization's attention. When someone brings an issue to the organization's attention, 
the executive director has a list of people (including people from organizations such as 
the Catholic Dioceses and Casa de Proyecto Libertad) that he contacts to see whether 
they view the issue as a problem worth addressing.70 In addition, TXLC reaches out to 
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community organizations to help determine what immigration issues need to be 
addressed. 71 

The organization has started to cultivate informal relationships with the news media, 
including with the Associated Press and newspapers like the Houston Chronicle and the 
San Antonio Express News. TXLC generally makes the news when they are involved in a 
high-profile case. The executive director makes himself available to the press and takes 
time to explain immigration law issues. The fact that the executive director is an 
immigrant and fluent in Spanish has helped the organization reach the Spanish media and 
other Latino-specific organizations. TXLC often includes newspaper clippings about its 
work when applying for grants.72 In addition, the organization has a website that is 
updated regularly.73 According to TXLC, while the organization is well known in Texas 
immigration advocacy circles, it does not have "significant name recognition and 
visibility ... beyond the immigrant and immigration law community."74 

Planning 

For the first 10 years of its existence, the organization did not have any formal strategic 
planning process. In 2001, TXLC asked MAG, a nonprofit organization that assists other 
nonprofit groups with organizational problems (for more information regarding the 
Management Assistance Group, see http://www.managementassistance.org/index.html), 
to help the board and staff create a strategic plan, including identifying the weaknesses 
and the strengths of TXLC.75 MAG interviewed six members of the board of directors, 
seven staff members, two foundation officers-one from the Ford Foundation and one 
from the Mertz Gilmore Foundation-and seven people from other nonprofit 
organizations, including the American Civil Liberties Union Immigrant Rights Project 
and the Mexican American Legal Defense Fund.76 

One of the major findings of the MAG review was that the organization was "spread too 
thin."77 During the strategic planning retreat, the board and the executive director decided 
to discontinue taking on low-impact cases so the organization could focus on high-impact 
cases-those cases that were class action lawsuits or individual cases that could 
potentially have a broad outcome.78 Another key issue dealt with by MAG was whether 
the committee should address other civil rights issues or only focus on immigration.79 

The organization decided to focus exclusively on immigration issues based on the 
capacity of the organization and the level of need and problems for immigrant civil rights 
in Texas.80 

During the strategic planning retreat in 2002, the committee decided which programs had 
a high or medium priority. In addition, the committee set goals for each program area 
(except for the Immigrant Children's Project, because goals related to minors were 
established under the four other programs), and listed strategies that would be used to 
achieve the goals. For example, in each program, one of the goals involved litigation; and 
one strategy to achieve the goals in each program area was to seek pro bono involvement 
from lawyers outside the committee.81 
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Since 2002, the organization has created strategic objectives for different aspects of the 
committee, including administration/operations, litigation, fundraising/institutional 
development, communications, board of directors, and policy.82 Additionally, the policy 
coordinator and the committee planned the strategies for the policy program and 
identified potential advocacy opportunities. 83 The organization has not conducted another 
comprehensive strategic planning review since 2002. Moreover, they do not have a set 
time period to conduct strategic planning, but are trying to plan every three years.84 

Membership 

The organization does not have formal membership because the committee's statewide 
geographic emphasis makes it different from most of the other affiliates. With the 
exception of the Colorado affiliate, all affiliates have a local geographic orientation and 
therefore have been able to establish a relationship with the local bar association. The 
local bar associations collect dues from their members and redistribute a portion to the 
lawyers' committee in each city. The Colorado affiliate has managed to establish a 
relationship with the Denver bar association, but TXLC has not been able to establish 
such a relationship with the San Antonio, Austin, or state bar association. The committee 
has no intention of establishing a membership structure in the future, partly because the 
executive and associate directors believe that they would have to change the 
organization's tax status.85 

Volunteers 

The executive director and the staff attorney supervise the legal interns, most of whom 
come from the University of Texas and St. Mary's University. In addition, there are 
either one or two summer interns from law schools, usually through the law fellowship at 
the University of Texas. Barbara Hines and Lee Teran, the ex-codirectors who teach at 
the University of Texas and St. Mary's University, respectively, often identify interns to 
work at TXLC.86 TXLC usually only takes undergraduate interns when it has a special 
project; these interns are selected based on a resume and writing samples.87 

One of the disadvantages of using interns is that the work often conflicts with students' 
school assignments. In addition, some interns need more supervision and "hand-holding" 
than others. On a similar note, pro bono attorneys often have to be provided 
administrative assistance by TXLC's staff, many are not bilingual, and they sometimes 
have a different strategy than TXLC's attorneys. 88 Finally, because of the lack of onsite 
volunteers there is often confusion between TXLC and the volunteers regarding work 
expectations.89 

Relations with Other Organizations 

One of the organization's steadfast relationships is with the national Lawyers' Committee 
and its affiliates. TXLC has a phone conference once a month and an annual conference 
with the national Lawyers' Committee and the other affiliates. The executive and 

33 



associate directors are the youngest affiliate r;J'resentatives at the annual conference and 
learn a great deal from older affiliate leaders. 

While the committee does not have a formal relationship with the local bar association, 
like most of the other affiliate committees, the current executive director does have an 
informal relationship with a member of the Litigation Assistance Partnership Project 
(LAPP) of the American Bar Association.91 LAPP matches pro bono litigation with 
private law firms nationwide and helfs TXLC find attorneys who are willing to provide 
pro bono work for the organization.9 Before 2002, according to MAG, the committee 
had not engaged "the £rivate bar in partnership on immigrant and refugee issues through 
a pro bono program." 3 

Traditionally, there has been a theoretical divide between the think tank-type model and 
the grassroots model for immigration rights. According to the ex-policy consultant, one 
of the important characteristics of a successful nonprofit organization that is not 
grassroots is for it to stay connected with grassroots organizations.94 The current 
executive director has been able to maintain a number of informal contacts within the 
grassroots immigrant advocacy community. Before Lynn Coyle-the former interim 
executive director-left the committee, she introduced the executive director to the 
contacts the organization needed to sustain its effectiveness.95 The organization does not 
provide direct legal services to immigrants but instead refers people to other nonprofits 
such as those that belong to the San Antonio Immigrant and Refugee Rights Coalition. 
TXLC has developed ongoing ad hoc relationships with organizations such as the St. 
Mary's University School of Law, Immigration and Human Rights Clinic; Catholic 
Charities Archdiocese of San Antonio Immigration Services; and the Refugee and 
Immigrant Center for Education and Legal Services. TXLC depends on these and other 
grassroots groups' expertise to help the organization determine which legal cases will 
best serve the interests of the immigrant community.96 

Formalized collaboration among nonprofit immigrant advocacy groups in Texas has been 
foundation driven. The Ford Foundation provided the seed money for the creation of the 
Texas Immigrant Rights Coalition organization, which was intended to connect every 
immigrant advocacy group in Texas. TXLC helped to lead the coalition, which was only 
active for two to three years because the individual organizations were not able to remain 
active in the association without additional capacity-building support.97 

Instead of institutionalized relationships with other organizations, TXLC is pursuing 
collaboration with them by writing grants for specific projects. This type of approach is 
possible because the immigrant advocacy community is very small and everybody knows 
each other.98 For example, in 2003, TXLC and the Center for Public Policy Priorities 
both wrote proposals for and received a $30,000 grant from the Texas Bar Foundation to 
grant training to social services providers to support immigrants dealing with 
immigration law and safety net services.99 Since collaborative projects are based on what 
grants are received, the collaboration does not diminish TXLC's resources for other 
programs. 
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The disadvantage of this collaborative approach is that each organization feels it knows 
the best way to address a problem. Many nonprofit organizations do not understand the 
nature of TXLC' s work. For example, some immigrant nonprofit groups do not know 
why TXLC will not take individual client cases, and other civil rights advocates still want 
the committee to take on non-immigration cases. Housing rights advocates have asked 
the committee to work on housing issues because TXLC has done so in the past. 100 

When working with any organization, TXLC tries to find where its mission and other 
nonprofits' missions overlap and then collaborate on those areas. 101 When 
misunderstandings arise about each organization's role, TXLC relies on its informal 
friendships with people in the groups with which it collaborates to solve the problems. 
For example, TXLC provides training with the Border Network on Human Rights 
(BNHR), a community organization in El Paso (more information regarding BNHR: 
http://www.fordfound.org/publications/recent_articles/docs/close_to_home/part2.pdf). 
Lynn Coyle, an ex-staff attorney for TXLC, is on BNHR's board, so if problems develop 
regarding the collaboration, TXLC can rely on its relationship with its ex-employee to 
help work out the differences. 102 

TXLC also has relationships with major national immigration advocacy organizations. 
The committee has worked with organizations that focus on a wide range of issues, 
including the American Civil Liberties Union Immigration Project and national 
organizations that focus on immigration issues, including the National Immigration 
Project of the Lawyer's Guild and the National Immigration Law Center. 103 

Special Problems 

The committee is trying to address a few problems that stem from its growing pains; 
because it is relatively young, the committee is still trying to balance its goals and its 
capacity. One of the major issues the organization faces is funding. In its infancy, the 
committee relied mostly on funding from the Ford Foundation. However, this funding 
source has decreased over the years. As a result, the committee's expenditures have been 
higher than its revenue for the last four years. 104 The committee recognizes that it must 
diversify its funding. In its strategic objectives for 2002, the committee planned to 
develop and implement one- and three-year fundraising plans. 105 

Unfortunately, the committee has run into some roadblocks. First, fundraising for 
immigration and refugee rights in the state of Texas is difficult due to the state's 
conservative political climate. 106 On a national and state level, grant-making to immigrant 
advocacy groups has "traditionally made up a relatively tiny slice of all foundation 
giving" because of the fear of being perceived as helping people who break the law by 
entering the country illegally. In addition, "the political dimensions of immigration [with 
divisive liberal and conservative camps] are too complex for many foundations" to want 
to address. 107 Second, many grant makers do not want to fund an organization that helps 
people who have been incarcerated. TXLC helps many such people under its Unlawful 
and Unfair Detention and Law Enforcement Abuse programs. 108 Third, the committee is 
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in the process of trying to change the current fiscally disengaged culture of some board 
members to having all board members involved in fundraising. 

The other capacity issue that is raised frequently is personnel needs. Currently, in an 
organization of six people, TXLC is trying to hire three much-needed employees, 
including an additional staff attorney, a policy analyst, and a legal assistant. 109 Due to the 
fact that the organization does not have a legal firm that conducts all of its legal litigation, 
it does not have the same access to trained paralegals, legal secretaries, other legal 
support staff, information technology support, or the same level of support for conducting 
discoveries of evidence for litigation. As a result, TXLC has to be more selective about 
what cases the organization will handle. According to the associate director, the human 
resources constraint is not necessarily a problem because it forces TXLC to grow at a 
steady rate instead of trying to fit the committee to the scale of a firm. 110 

In addition to addressing issues of capacity, new organizations such as TXLC also face 
the problem of establishing their name and reputation. TXLC is already seen as a leader 
in state immigration advocacy; however, because TXLC's policy efforts are nascent, it is 
still developing its image with legislators. Similarly, the organization must continue 
strengthening its relationship with the press. 111 

The committee also faces an external problem created by the U.S. Congress through its 
polarization regarding immigration issues. Furthermore, "after 9-11 the attention of the 
nation focused on security issues" and immigration issues are only being brought to the 
forefront when it affects national security. 112 As a result, funding for immigration 
advocacy groups, both at the national and local level, has been even more difficult to 
obtain after the September 11 terrorist attacks. 113 

Effectiveness 

Both the executive director and the associate director agree that an effective organization 
has a good working relationship with other organizations and is viewed by other groups 
within its field as having integrity. Moreover, both believe that an organization needs to 
be able to leverage funding from diverse sources. According to the executive director, an 
organization must also have several additional components to be effective. 

An effective organization has programs that have a social impact, and the leadership in 
the organization must have a good relationship with the staff. The associate director feels 
that an effective nonprofit organization needs a multi-pronged approach that includes 
litigation, policy advocacy, media outreach that places a human face on issues, and 
community education. 114 The ex-policy consultant echoed the associate director's 
attitudes regarding the importance of using the media, claiming that effective 
organizations should not only respond to the policy issues being debated but should also 
generate and shape public debate by creating media opportunities. 115 

The organization feels that it has been effectively conducting impact litigation. It 
maintains a docket of approximately 15 open cases, of which usually one-fourth set 
precedent. TXLC wins an estimated 50 percent of its legal cases; however, the legal cases 
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that TXLC does not win often force the Department of Homeland Security to revisit its 
policies, ultimately preventing further abuse. 116 Also, because there is a high demand for 
its legal education programs and it is the "go to" agency on law enforcement abuse 
against immigration issues, the committee thinks these strategies are also effective. 117 

The ex-policy consultant claims that an effective immigration advocacy group should be 
able to both provide sound information and policy development ideas. Some successful 
advocacy organizations use polling to see where people stand on different policy issues, 
and to find where prospects for change lie. While TXLC does not conduct polling, the ex
policy consultant claims that the committee is still in the beginning stages of utilizing its 
policy strategy. 118 

Evaluation 

TXLC is an effective organization in that it is respected in its field, focused on its 
constituency, strong in its organizational culture, and adaptable to internal and external 
pressures. On the other hand, the organization does not effectively provide for its 
financial sustainability, is not outcomes-oriented, and is restricted by the nature of its 
work from being holistically proactive. The committee is not effective in all of its efforts, 
but it is effective enough to fill a vital role in immigration advocacy in Texas. 

The committee has been pursuing the litigation and community education routes 
effectively since its inception. Almost every person interviewed by MAG, an independent 
review group, commented that the committee was extremely valuable and consistently 
provided high-quality legal work. 119 For example, its executive director, Javier N. 
Maldonado, was honored in 2004 by the Defending Immigrants Partnership San Antonio 
Bar Association: Immigration Nationality Law Section and the Texas Chapter of the 
American Immigration Lawyers' Association "for his leadership and the untiring work of 
the Texas Lawyers' Committee to defend immigrant rights." 120 Overall, the board is 
viewed as experienced and dedicated to the committee's mission, and some board 
members are seen as experts in the field of immigration law and litigation. 121 While the 
talents and resources of board members cannot be overemphasized, the committee has 
had systemic problems with comprehensive board development. Currently, some new 
members are not participating at the desired level and older members do not want to 
fundraise. 122 According to the MAG review, the committee now needs the board "to 
steward the organization more rigorously." 123 The committee has tried to address board 
development by designing board orientation materials in 2003. 124 

While the committee has had problems with board development, its entire staff is 
dedicated. In particular, the volunteer staff of fellows is extremely important to the 
organization since the issues fellows work on often dictates the type of cases that TXLC 
will accept. Therefore, while TXLC values its fellows and staff, key personnel leave 
when fellowships end, resulting in recurring searches for and training of staff and shifting 
of programmatic focus. 

TXLC has adapted to these cyclical internal staff changes, and to unexpected external 
pressures. An example of this adaptability can be seen in the success of one of its legal 
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cases. After the terrorist attack on the World Trade Center on September 11, 2001, the 
U.S. government implemented new national security measures and tightened restrictions 
on immigration policies and enforcement. 125 The Department of Justice conducted a 
series of roundups of immigrants who had committed felonies. The Immigration and 
Nationality Act required courts under the purview of the Executive Office of Immigration 
Review to detain these immigrants without an opportunity for release on bail during 
removal proceedings. As a result, many immigrants were detained without a hearing for 
years. Despite the heightened concern regarding the security of the immigration system, 
TXLC was able to spearhead a case that prompted U.S. District Court Judge Barbara 
Lynn of Dallas to declare this federal law unconstitutiona1.126 

As a relatively young organization, whether or not TXLC has the capacity for long-time 
sustainability is unknown. The committee itself cited the ability to leverage funding from 
diverse sources as a characteristic of an effective organization. 127 However, it does not 
have this characteristic of sustainability. From 2000 to 2003, 85 to 95 percent of its 
revenue has been from contributions-almost all in the form of grants-and the 
committee has been spending more than it garners in revenue for at least the last four 
years. 128 Because the organization has had support of foundations it has become reactive 
to available foundation grants rather than trying to proactively build a stable and diverse 
funding. 129 In addition, it has not built a reserve of funds, and if there were a dramatic cut 
in funding the organization's only option would be to cut its programs. The committee 
realizes that it needs to diversify and increase its funding and has made positive steps to 
accomplish this goal with the establishment of a direct mail contribution appeal. 130 The 
extent to which the funding issue affects the effectiveness of the organization is 
unknown; however, it does restrict the committee's capacity to hire staff-particularly 
staff attorneys-and limits its ability to have a presence in other areas of the state aside 
from San Antonio. 

While the organization has been relatively successful in its litigation and education 
strategies, it is still building its ties with the media. The organization is well known in its 
field. It has a strong relationship with grassroots immigration organizations, which TXLC 
uses to stay constituent-focused. The committee asks these groups what issues are 
important to the population they serve and then bases its case selection on their 
opinion. 131 However, TXLC is not well known in advocacy circles outside of 
immigration. This limitation ultimately affects its potential for increasing funding sources 
and overall sustainability. In addition, according to a former policy consultant, an 
effective organization should not only be responsive to the policy issues being debated 
but should also utilize the media as a vehicle for shaping public debate; but the 
committee only responds to what is already on the legislative agenda. 132 

According to the MAG review, the committee has historically been too reactive to 
external requests and opportunities. 133 Part of the reason for this reactionary stance is the 
nature of the committee's environment. The committee's litigation can only respond to 
already existing statutes or to the implementation of rules promulgated by agencies. In 
addition, court dates and deadlines are not under control of the committee, forcing the 
organization to work around outside entities' schedules. 134 
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While a comprehensive proactive litigation stance is not feasible, the committee is 
proactive with its community education, but not its policy advocacy. TXLC has been 
very effective in the education programs that it has conducted. 135 For example, it created 
an innovative partnership with the Center for Public Policy Priorities to train social 
service providers on public benefits available to immigrants. 136 The committee also 
conducts "know your rights" education programs with grassroots immigration groups
proactively educating immigrants on their civil rights so they know when these rights 
have been violated and how to report abuses. On the other hand, because of the 
embryonic nature of its policy strategy, its effectiveness in this area is still undetermined. 
However, if the committee is going to have an effective policy program that shapes and 
influences policy development, the organization should be more proactive in its approach 
by formulating legislation, rather than reacting to the legislature's agenda. 

In addition, the organization has no official evaluation of whether it has achieved the set 
strategic objectives it outlined at the beginning of each year. A characteristic of an 
effective organization is that it proactively plans for anticipated challenges and 
opportunities, and that it is outcomes-orientated, measuring whether its desired outcomes 
were accomplished. The organization does have monthly case reviews to evaluate the 
litigation, and the committee hands out feedback surveys to measure the effectiveness of 
its education programs. 137 However, a comprehensive formal yearly performance review 
could help the organization identify strengths and weaknesses more frequently than 
conducting strategy planning every three years. Despite the lack of a broad evaluation 
system, the organization maintains a clear vision of its mission from its collaborations 
with other nonprofit groups. When the committee is determining whether to establish a 
partnership with another organization, it clarifies its mission in an informal manner to 
decide where its mission overlaps with another nonprofit organization. 138 

Overall, the committee has some very common organizational problems: fundraising, 
which potentially affects long-term sustainability and staff levels; board development; 
and strategic planning. However, the committee acknowledges its issues and limitations 
and is actively pursuing resolutions. Despite TXLC's problems, it has become an 
effective leader in immigration advocacy in the state of Texas in a little less than 15 
years. 
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Chapter 3. Lesbian/Gay Rights Lobby of Texas, Inc. 

History 

The Lesbian/Gay Rights Lobby of Texas (LGRL) is a 501(c)(4) nonprofit lobbying 
organization. Their mission is to "work toward the elimination of social, legal, and 
economic discrimination based on sexual orientation and gender identity through 
lobbying, education, and research directed toward the Texas legislature and other state 
governmental agencies." 1 The LGRL has been a visible presence in virtually every 
legislative battle in Texas concerning the gay, lesbian, bisexual, and transgender (GLBT) 
community for over 20 years. 

The LGRL began to take shape in 1978 when a group of gays and lesbians created the 
Human Rights Advocates to represent gays and lesbians in Texas' 66th legislative 
session? The organization successfully lobbied to remove an appropriations rider that 
"mandated state-funded colleges and universities to discourage the formation of 
lesbian/gay student groups on their campuses."3 In 1980, in preparation for the 67th 
Legislature, members of the Lesbian/Gay Democrats of Texas and the Texas Gay Task 
Force collaborated and hired a lobbyist for the gay community. In 1982, these two gay 
rights groups again collaborated and decided to create a permanent lobbying organization 
for gays and lesbians in Texas and created the Lesbian/Gay Rights Advocates. The first 
executive director was Bettie Naylor, the first lobbyist who had been hired in1978.4 

During Naylor's time as the executive director, the organization mainly focused on 
fighting employment discrimination based on sexual orientation.5 

The next executive director of the LGRL was Glen Maxey, hired in 1987. According to 
the Texas Triangle, a weekly news magazine for GLBT Texans, "Not until that time was 
there a 'gay in and gay out' presence in the Texas capital complex."6 Maxey worked on 
legislation on issues affecting gays and lesbians in all aspects of their lives, including the 
many AIDS-related bills introduced during this period.7 

Many changes occurred over the next few years. In January 1988, the LGRL transformed 
into a membership organization, and by June 1988 had as many as 350 members 
contributing at least $25 a year. In 1989, the organization was renamed the Lesbian/Gay 
Rights Lobby ofTexas.8 New by-laws were also adopted by the board in 1998 to create 
two new elected board positions for at-large members, granting LGRL members direct 
board representation. The organization struggled in its early years to collect enough 
contributions, its major source of funding, to continue operations.9 But by the end of 
1989, income was above expenditures and membership numbers exceeded 750. In 1990, 
the LGRL created the Allen G. Calkin Human Rights Education and Research Fund 
(Lesbian/Gay Rights Lobby of Texas Calkin Fund), the charitable 501(c)(3) branch of the 
organization, whose goal is to "educate the public as to how policies regarding sexual 
orientation affect the lives of lesbian and gay Texans."10 
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Glen Maxey served as the executive director until1991, when he was elected as the first 
openly gay state representative in Texas. 11 He was succeeded by Laurie Eiserloh. "AIDS 
issues were still front and center back then," according to Eiserloh, and consumed a 
majority of the lobbying efforts. Eiserloh resigned in 1993, but initiated the struggle to 
repeal the Texas sodomy laws before she left. 12 

Dianne Hardy-Garcia led the LGRL for the next eight years, from 1994-2002. During her 
tenure as executive director, the LGRL helped defeat legislation aimed at banning gays 
and lesbians from adopting or foster-parenting children, successfully lobbied against a 
Texas Defense of Marriage Act three times (1997, 1999, and 2001), and "organized the 
first passage of the Non-Discrimination in Education bill that included sexual orientation 
and gender identity in the Texas House of Representatives." 13 A historic victory for the 
LGRL occurred in May 2001 when the James Byrd, Jr. Hate Crimes Act was passed. 
Although the brutal 1998 murder of African American James Byrd set in motion the 
passage of the law to increase punishments for prejudicially motivated crimes, the LGRL 
had been working for hate crime legislation for years, driven by the 30 anti-gay murders 
that had occurred in Texas over the past decade. The law included "sexual preference" 
among the types of prejudice with which it dealt. In an interview with Chuck Smith, the 
finance and administrative director, he recounted that the LGRL had fought for the use of 
"sexual orientation" instead of "sexual preference" reflecting the organization's view that 
being gay is not a personal choice, but had to compromise in order to get the legislation 
passed with any protection for the GLBT community. 14 This was the first time gays, 
lesbians, and bisexuals were "legally recognized and protected by Texas Iaw." 15 The 
LGRL continued to grow under Hardy-Garcia's leadership; the organization's budget 
increased fourfold mostly due to a large increase in membership numbers, which more 
than tripled during this time, and increases in major donor contributions. 16 

Hardy-Garcia retired in 2002, and was succeeded as the executive director by Randall 
Ellis. In December 2002, the LGRL saw the need for a coalition of organizations to fight 
anti-gay legislation aimed at taking the right to be a foster parent and adoptive parents 
from gays, lesbians, and bisexuals, and founded the Family Coalition, which successfully 
defeated multiple bills in the 78th session of the Texas House of Representatives. 17 

In December 2003, the LGRL launched the Equality Knocks campaign to "identify fair
minded voters who will support the civil rights of lesbian, gay, bisexual and transgender 
(LGBT) Texans at the voting booth," 18 mainly through door-to-door campaigns. In 
addition to previously mentioned achievements, the LGRL has also worked to increase 
AIDS and HIV funding and defeat AIDS-related discriminatory legislation. Moreover, 
they helped make the workplace friendlier for gays and lesbians by facilitating the 
appointment of openly gay government employees and working with large companies to 
put nondiscrimination policies in place. 

The LGRL has experienced significant organizational and programmatic growth over the 
past few years. Smith attributes this to a new executive director and staff, increased 
funding from grants, and the current visibility of gay issues in the political arena.19 He 
said the strongest external sources of momentum for the organization are anti-gay 
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legislation and the increasingly visible gay rights movement, activating both the 
opposition and supporters; the strongest internal sources of momentum are a more skilled 
and professional staff, more strategic planning and budgeting, and increased efficiency. 20 

Currently the LGRL has over 2,000 members. Although it has remained relatively small, 
with only four full-time and four part-time staff members and 15 board members at 
present, it has been a prominent advocate for GLBT rights in Texas since its inception in 
1978. 

Organization and Structure 

Board of Directors 

The LGRL consists of two organizations: the Lesbian/Gay Rights Lobby of Texas 
(Lobby), which is a 501(c)(4), and the Lesbian/Gay Rights Lobby of Texas Calkin Fund 
(Calkin Fund) which is a 501(c)(3). The Calkin Fund and the Lobby share the same board 
of directors, which is composed of 15 officers, although the by-laws state that it may 
grow to as large as 27 people. Board members must be LGRL members and serve two
year terms. Members are selected by a majority vote of the board of directors and are 
chosen to "ensure gender, geographic, age, sexual identity, ethnic, racial, and political 
diversity."21 Standing committees include board development, financial development, 
budget, personnel, and an executive committee. There is also a pride committee, which 
plans the annual Pride Festival, and the board is currently establishing a marketing 
committee that will be composed of board and community members. There is a yearly 
retreat for the board of directors. 

According to board member Lisa Scheps, the board is primarily involved in the big 
picture issues, such as planning and goals, leaving the day-to-day operations and office 
policies to the staff.22 The board approves goals and objectives every year, including the 
budget and the yearly development plan, and reviews the by-laws approximately every 
two years. In the past, this has been a long and involved process as there has been 
contention over the organization's goals, but recently the board has held a more unified 
vision for the organization. 
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Figure 3.1 
Organization Chart 

Source: The Lesbian/Gay Rights Lobby of Texas, "LGRL Staff." Online. Available: 
http://www.Igrl.org/aboutlstaff/. Accessed: April 1, 2005; and interview by Becky Breidenbach with 
Chuck Smith, LGRL, Austin, Texas, April 8, 2005. 

According to the finance and administrative director, the board development committee 
has recently recognized that the type of board members needed has changed with the 
growth of the organization. 23 Although it used to be hard to attract board members, as the 
movement has gained momentum the pool of candidates has grown. This has allowed 
LGRL to more selective in identifying new members. Board members are recruited in a 
variety of ways; volunteers and members sometimes become board members, and current 
board members identify potential candidates from their communities. One board member 
identified the primary requirement for board service as a passion for the issues, but 
professional experience and diversity are also important. 

The board development committee is responsible for creating a diverse board that is 
representative of the community, a goal of major concern to the organization. It tries to 
foster diversity on the board and parity in terms of geography, age, gender, transgender, 
political, and socioeconomic representation. Now that the organization is more focused, 
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board searches have become more targeted. They identify organizational needs and then 
focus on finding individuals with the requisite skills and experience to best meet those 
demands. 

Board members are expected to contribute financially to the organization. The LGRL has 
a "give and get" policy-board members are expected not only to give a certain amount, 
but also to recruit a certain number of members and hold house parties for fundraisers. 

Staff 

The LGRL has only four full-time employees: the executive director, the field director, 
the development director, and the finance and administrative coordinator. There are also 
four part-time employees (two of whom were hired very recently). Staff time is split 
between the Lobby and the Calkin Fund. While the full-time staff has clearly defined 
responsibilities, there are no formal job descriptions, partly because of the small size of 
the organization and the changing nature of the political arena the organization is trying 
to influence. As the needs of the organization change, they identify the skills of existing 
staff and give them projects in line with their interests.24 

Though the executive director is responsible to the board, he works with the directors in 
establishing the legislative agenda for the session, the media and communications plans, 
and the organization and board development plans. The executive director is also the only 
employee who is a registered lobbyist, so he is the main representative of the 
organization at the Texas Capitol. The executive director is a major driving force for the 
agency because, according to the finance and administrative director, he is "active and 
involved in trying to take the organization to a level it has not been at previously."25 

The field director organizes grassroots efforts by encouraging member and community 
participation in education and lobbying efforts. He is also in charge of numerous 
programs, including the District Lobbying Project, the Family Coalition, the Students, 
Teachers, and Allies Making Progress (STAMP), Equality Knocks, Student Lobby Day, 
March on Austin, and LGRL Lobby Day.26 The development director manages all of the 
organization's fundraising efforts, including seeking grant funding, donor cultivation, 
house parties, direct mail, and fundraising events?7 This position was a much needed 
addition to the organization, since many of the responsibilities for fundraising and 
development had previously fallen on the executive director. 28 

The finance and administrative director oversees, with the executive director, the 
organization's financial and administrative operations. He also manages "Texas Cabinet" 
level membership, the highest level of sustaining contributors?9 The volunteer 
coordinator is responsible for training, recruitment, and retaining volunteers. She works 
in collaboration with other staff to ensure volunteer participation in grassroots actions and 
assistance at fundraising events.30 

There has been very little turnover at the LGRL in recent years. Staff are highly 
motivated, though salaries some lower than the leadership would like. Full-time 
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employees do receive generous medical and dental benefits. The staff is rewarded for 
their hard work with bonuses when possible. 

There is a strong focus on staff development. Staff training is not only encouraged, but 
also provided for in the budget. Full-time staff members regularly attend workshops 
focused on their job duties. These trainings can be especially useful, since they are often 
tailored specifically to LGRL programming. The National Gay and Lesbian Task Force 
also provides training that is particularly useful for working with the GLBT community, 
including an annual "Creating Change" conference. 

When money permits, part-time staff members are hired to help the full-time staff with 
specific projects. Since the organization has a small staff and limited funding, it tries to 
solicit volunteer help from its members and the community for areas in which the 
organization lacks expertise or manpower. 

Finances 

While the LRGL has faced financial difficulties in the past, its financial condition has 
recently improved. 31 According to the LGRL's board co-chair Steve Atkinson, "The 
financial success is a combination of lots of things: special events, a great board of 
directors that helps with fundraising, increased awareness of [the] LGRL and its work 
leading to more members and donors and an increased monthly donor base.'.n 

The budget is prepared by the executive director and the staff and is approved by the 
board. The executive director and the development director share the primary 
responsibility for drafting the program components associated with development and 
income, while the finance and administrative director assists with the expenditure side of 
the budget. While some expenses are fixed, many are connected to programming, which 
is based on available funds. The organization starts with the fixed expenses then 
determines what else can be funded with the unrestricted resources. Grants provide 
funding for some fixed expenses, but they always need to be supplemented with 
fundraising proceeds. 

Preparing the budget begins in the early fall. The previous year's expenses and the 
success of various fundraising strategies are evaluated and potential grant sources are 
researched and considered along with the probability of realizing those funds. The 
organization considers the budget process as an ongoing and fluid process, since the 
organization's actions depend on what is happening in the Texas Legislature. It is also 
difficult for the organization to do multiyear budgeting, since much of the work it does is 
reactive. 

The Lobby's 2005 operating budget was $315,000, which was primarily from 
membership donations and the annual Texas Gay Pride Festival. Grants from 
foundations, including the Gill Foundation, the Hollyfield Foundation, and the National 
Gay and Lesbian Task Force (Task Force), fund the Calkin Fund, which had a 2005 
operating budget of $159,000. The Task Force grant is specifically for state organizations 
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facing anti-gay ballot initiatives and is the LGRL's largest and newest source of 
temporary funding. 

The main areas of expenditures for the organization include lobbying, fundraising, 
payroll, and operations. Printing and copying are both significant costs, since many direct 
mail pieces are still done in-house and mailings sent about once a month. The 
organization has not had a problem with unbalanced budgets in the past few years, and 
the director commented that with the increased focus on financial planning, this should 
not be a problem in the future. 33 

Diversifying funds is always a priority for the organization. While the issue of gay 
marriage has brought in a significant amount of new funding, the Task Force grant is only 
for two years. The finance director noted that because contributions to the Calkin Fund 
are tax-deductible, some people prefer to donate to it, but contributions to the Lobby are 
encouraged since it does not receive any grants. Also, the Lobby can contribute money to 
the Calkin Fund if it has a surplus, but the Calkin Fund can not donate to the Lobby, so 
all donations that are not earmarked are given to the Lobby first. 

The development director, with the assistance of the executive director and the chair of 
the board's development committee, recently produced a development plan for increasing 
funding. They have undertaken an analysis of where the organization's members are 
located in order to identify areas that are ripe for expansion. Furthermore, they are 
looking to bring the house party fundraisers to new areas and are analyzing how much 
money the house parties bring in. The board is crucial in expanding the organization's 
geographical base, and the purpose of the analysis is to have the current statistics on each 
board member's area so fundraising goals can be developed. The development plan also 
calls for an analysis of direct mailing to verify how many are sent out, the cost compared 
to the revenue raised, and how to make mailings more successful. The organization 
conducts a cost-benefit analysis of many of its activities and tries to identify areas that 
part-time staff could assist with to free full-time staff for more fundraising or program 
activities. 

The LGRL hosts a number of fundraising events throughout the year, the largest being 
the annual Texas Gay Pride Festival-the proceeds of which last year were split between 
the Lobby and the Calkin Fund. Other events include the Valentine's Day Flaming Hearts 
Brunch and the Ball Drop New Year's Eve Party, both of which were started in the past 
few years. The house party series functions as a fundraiser, an educational event, and a 
membership drive. The host of a house party invites their friends over for a social 
gathering and pays all of the expenses of the party while all of the proceeds go to the 
LGRL. Sometimes the parties have a minimum suggested contribution for attendees 
while other times the host or possibly an attending board or staff member will make an 
appeal for donations, volunteer work, and legislative involvement. The house parties are 
very successful, since they utilize personal networks to garner support. For the past six 
years the LGRL has received half of the proceeds of the Dallas/Fort Worth Black Tie 
Dinner, Inc., and will be the recipient again in 2005. The black tie dinner is an annual 
Texas fundraising event for the Human Rights Campaign, the national gay rights 
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organization. Each year, Texas GLBT organizations apply to be the partner for the gala 
and one is chosen to receive half of the gala's proceeds. The participating organization 
must provide volunteer assistance and purchase a certain number of seats for the dinner. 

The LGRL also raises funds through direct mail to past donors and to people who have 
previously indicated their interest in assisting by donating time or money. Organization 
officials believe direct mail is more effective with people who are familiar with the 
organization or when it is issue-driven. According to the finance and administrative 
director, prospecting is more effective when there is personal contact, as with the house 
party series. The LGRL has tried a fundraising phone bank in the past but has 
discontinued it since many people do not appreciate unsolicited calls. The organization 
has found that phone banks where volunteers call a list of acquaintances are much more 
successful than cold calls. Another fundraiser is the LGRL Marriage Certificate for 
couples who would like a non-legal document to represent their commitment to one 
another, available on the website for a fee. 

Programs 

The LGRL has numerous programs and special projects. In addition to existing programs, 
the LGRL has plans for new ones, such as the Texas Workforce program to deal with 
discrimination in employment, since currently only a few large cities have laws 
protecting the GLBT community from discrimination in the workplace.34 

Equality Knocks 

Equality Knocks is the LGRL's largest program-a voter identification initiative where 
volunteers conduct block walks, going door-to-door to identify voters who will support 
GLBT rights at the voting booth. It specifically focuses on garnering grassroots support 
to oppose the constitutional amendments banning gay marriage in Texas but also bolsters 
the organization's other goals. People who are identified as likely to help with marriage 
amendments will also likely be supporters of other LGRL initiatives; therefore, building a 
base of people who oppose such amendments will also increase general support of equal 
rights for the GLBT community.35 

Students, Teachers and Allies Making Progress (STAMP) 

STAMP is a program composed of workshops and conferences to educate the public 
about protecting GLBT students in Texas public schools?6 STAMP has been in existence 
for five years and is funded by the Calkin Fund. Collin Cunliff, the field coordinator, who 
was a participant in STAMP before working for the LGRL, has been responsible for 
bringing the workshops to other areas in Texas. In the past, the annual STAMP 
conference has been held in Austin but the LGRL plans to take it around the state in the 
coming years. 37 The LGRL has held workshops in San Marcos, Lubbock, and El Paso in 
recent years. The program mainly functions as a tool to get secondary school and college 
students involved in the legislative process and government in general. For this reason, 
when and where the workshops are held is partly a result of where organizations 
interested in cosponsoring the event are located, especially since local campus 
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organizations help advertise for the conference and find participants. These events are 
also a way to train future leaders for the movement.38 

District Lobbying Project 

The District Lobbying Project is funded by the Lobby. The program's intent is to make 
lobbying less intimidating for the public and, "for every Texas Representative and 
Senator to receive at least one visit by a GLBT or [ally of the GLBT community] in his or 
her district office."39 The project supplies lobbying kits to people who request them and 
are also available for download from their website. The kits include a description of the 
project, clear instructions on visiting elected officials, and a response form so the LGRL 
can track how many visits were made and how each went. 

The finance and administrative director argued that it is more effective to have citizens 
lobbying because legislators respond when people take the time to come to their office 
and talk to them. Legislators often realize that if one person feels strongly enough about 
an issue to confront them directly, then there must be other constituents in their district 
who feel the same way.40 It also could be the first time that a legislator has even 
interacted with an identified gay person, and "Nothing is more effective at debunking the 
biases and stereotypes invoked by [GLBT] opponents than actually showing legislators 
and the public who gay, lesbian, bisexual and transgender Texans are."41 The main 
challenge is that many legislators "feel they can't vote for proactive legislation because 
they worry about losing their job."42 Individual visits can help show legislators that they 
represent people who support equal treatment. 

Save Our Constitution Website 

The Save Our Constitution (SOC) website is the LGRL's "online hub to fight an 
amendment to the Texas Constitution banning same-sex marriages."43 The website 
provides information about the proposed amendments, including a link to the actual text 
of the bills and a Frequently Asked Questions section explains why people should oppose 
these amendments. There are form letters available, which people are encouraged to 
personalize, and the website identifies the user's representatives and faxes a letter directly 
to them. The LGRL prefers faxing letters to email since, "In the swarm of 
correspondence a lawmaker receives every day, a fax is more likely to get noticed than an 
e-mail. A handwritten, personal letter is even better."44 The Get Involved section offers 
opportunities to donate (using PayPal), volunteer, and email friends about the website. 
There is a substantial amount of research resources as well, including the "Press Room" 
with a collection of recent news stories about gay marriage around the country and a 
section with lobbying tips, marriage and partnership resources, and gay demographics. 

Constituent Relations 

The LGRL considers the GLBT community and allies as its constituents. In 2003, the 
LGRL posted a survey on its website directed at the general public in order to gather 
feedback on how the organization was doing and to identify issues and priorities in the 
community. It also has held Town Hall meetings on specific issues in various cities. The 
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meetings are used to inform people about the LGRL's stance on issues and the status of 
issues in the Texas Legislature. Town Hall meetings also function as a tool to gather 
constituent input on a specific issue, whether it is a priority for them, and an assessment 
of the publicly supported method to tackle the issue. The LGRL is also kept aware of 
discrimination problems in the state through phone calls from people confronted with 
discrimination who are looking for help or information. This serves as an informal 
method of identifying needs of the community. 

The District Lobbying Project was created in response to feedback from constituents 
outside of Austin expressing an interest in helping out with legislative issues but not 
knowing how they could. The project was intended to assist these people by providing 
all of the pertinent information they would need to talk with their representatives. There 
is also an evaluation form for participants to fill out that not only provides the LGRL with 
numbers of how many people visited their legislators in their home towns and how those 
meetings went, but also allows participants to give their feedback and recommend ways 
to improve the project and preparation. 

Public Education and Media Relations 

The LGRL does a significant amount of public education through its different programs. 
House parties, which function primarily as a method of fundraising, also serve as forums 
for public education. The LGRL also has several ongoing outreach projects-the District 
Lobbying Project, the Family Coalition, and the Rural Outreach Program-all of which 
seek to spread information about the GLBT community and the issues facing it in order 
to increase the grassroots base. The organization's website has an enormous collection of 
resources, from current news items to legislative information to links to all sorts of other 
GLBT websites. 

According to the finance and administrative director, the LGRL is a "known commodity 
in Austin."45 The organization has a good relationship with the television stations in 
Austin and is called upon to respond when an issue affecting the gay community arises. 
For example, when Representative Warren Chisholm filed the gay marriage amendment 
bill in 2005, the LGRL was forewarned and was able to organize simultaneous press 
conferences in Houston, Dallas, San Antonio, and Austin on the same day the bill was 
introduced. 

The organization is "always in the process of trying to grow and expand a group of 
knowledgeable people who can be available to the media in their home markets and can 
effectively communicate [the] LGRL's position."46 In 2004 it held a media training 
workshop to prepare committed couples to tell their story on television. Having citizens, 
as opposed to a paid lobbyist, portrayed in the media sends a stronger message, since it 
puts a human face on the issue. According to the finance and administrative director, 
"Sometimes having a couple, or a student who was discriminated against in school is a 
better voice [and is] more powerful."47 
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The LGRL is well known in Austin. However, the organization receives less media 
coverage in other areas of Texas. As a consequence, many people are not aware that it is 
the statewide GLBT lobbying organization. 

Legislative Advocacy 

The LGRL does both direct lobbying at the Texas Legislature and encourages grassroots 
lobbying. It addresses the following issues in the legislature: foster care and adoption, 
education, employment, AIDS/HIV, marriage, hate crimes, gender identity, housing, 
parity in public health, public accommodations, and sodomy laws.48 

The organization conducts thorough preparation and planning prior to the legislative 
session. The executive director prepares a legislative agenda with not only bills for which 
the organization will need to be on the defensive, but also proactive bills that it will seek 
to get sponsored and passed. The agenda is revised and approved by the board. During 
the session, the executive director is at the capitol almost full-time, since he is the only 
registered lobbyist. He visits legislators regularly to develop relationships, secure bill 
sponsors, work with legislative staffers, and ensure that bills get a committee hearing. 

Grassroots lobbying is encouraged through the District Lobbying Project, the Save Our 
Constitution website, and direct mail and email appeals for action. The organization also 
goes door-to-door to encourage people to vote on gay issues and gathers witnesses to 
testify at committee hearings. In the 2003 legislative session, the organization helped 
defeat legislation that would have barred gays and lesbians from being foster care 
parents. The finance and administrative director recounted that the "Chair of the House 
Committee on State Affairs commented afterwards that the sizeable testimony of gay and 
lesbian adoptive and foster parents was a large factor in the defeat of the bill ... [and 
that] the committee was persuaded that gays and lesbians served a valuable purpose in 
providing loving homes for children no one else wanted."49 The LGRL's biggest 
accomplishment was its contribution to the passage of the James Byrd, Jr. Hate Crimes 
Bill in 2001, which marked the first time Texas state law protected sexual orientation. 

In the last three to four years, the organization has tried to ensure that legislation is 
inclusive by only supporting language that includes the transgender community. 
According to a member who is currently the transgender representative on the board, 
much of this inclusion is new and can be attributed to the current executive director. 
When the organization was working on the hate crimes legislation, it did not work for the 
inclusion of transgender language, which caused a lot of contention between the 
transgender community and the LGRL. However, according to a board member, since 
Ellis has become the executive director, he has done an excellent job of including the 
transgender community's concerns and making sure they feel they are represented by the 
organization. The organization is trying to make sure that it not only opens the door for 
transgender inclusion, but prove it cares. 5° Organizational policies are now inclusive, and 
several staff members are also involved with the Transgender Advocates of Central 
Texas. 
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The organization is currently looking into ways of lobbying more effectively through the 
use of technology and e-advocacy. For example, the Save Our Constitution section of its 
website has new features to make it easier for people to take action on important issues, 
such as sample letters that are personalized so people can fax the letter directly to their 
legislators from the website. The LGRL is also looking at products that will not only 
make it easier for people to take action, but will track who responded to what pieces of 
legislation. 51 

Events 

The LGRL holds numerous events throughout the year, ranging from activities centered 
on lobbying to educational workshops to social activities that bring the GLBT 
community, family, and friends together. 

The Texas Gay Pride Festival 

The Texas Gay Pride Festival is a yearly event in Austin to celebrate Gay Pride Month 
and Texas Pride Weekend. The event is held in early June and serves as a fundraiser, a 
membership drive, and an event for the community to celebrate gay pride. In the past, 
the activities have taken place over a few days, with the Women's Dance, the Texas 
Sunrise Brunch, and the festival itself, featuring live music, artists, community booths, 
and food and drinks.52 

Family Pride's Texas LGBT Family Conference 

In 2005, the first LGBT Family Conference was held in Dallas. The event was organized 
by the Family Pride Coalition, composed of the LGRL; Parents, Families and Friends of 
Lesbians and Gays (PFLAG); Dallas Family Pride; Lambda Legal; Austin Rainbow 
Parents; other local parenting groups; Texas family law attorneys; and faith leaders.53 The 
one-day conference featured workshops and panel discussions on a range of GLBT issues 
and provided youth programming by the Children of Lesbians and Gays Everywhere for 
youth over nine years old. 54 

Student Action Summit 

The Student Action Summit is a student-run event offered for the first time in 2005. The 
event consists of workshops focused on lobbying skills and planning and organizing 
grassroots activities, followed by a day of lobbying for the Dignity for All Students Act. 
During the lobbying day, students meet with legislators to discuss why they need legal 
protections from discrimination and harassment in Texas schools.55 

LGRL March on Austin and Lobby Day 

The LGRL Lobby Day and March on Austin are held every two years when the Texas 
Legislature is in session. A brief training on communicating with legislators is provided 
for participants, who are then matched up with experienced volunteers for the visits to 
their legislators' offices. 
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The LGRL has cohosted with numerous community organizations the Annual 
Transgender Day of Remembrance event in Austin the past two years. Other events 
include various fundraising events, Town Hall meetings in major cities across the state, 
STAMP conferences and workshops, and media trainings. It also organized a rally at the 
Capitol following the Lawrence v. Texas Supreme Court decision in 2003 that repealed 
the Texas sodomy laws. 

Planning 

The LGRL wants to be recognized as "the voice of LGBT Texas ... [and] the 
organization that is working on a statewide basis for Texas."56 The organization hopes to 
get more people involved in the legislative process by increasing the public's awareness 
of the current issues and encouraging them to advocate for themselves. It also would like 
to bolster its funding to further its mission, even if it means taking on a statewide 
campaign. The LGRL assumes that in the near future there will be a need for a statewide 
campaign and needs to plan and budget preemptively to make sure it has the funds to 
search for and hire a campaign manager and "to hit the ground running and not have to 
start raising money at that point in time."57 

The LGRL's plan for the next five years is "to do all that even better."58 It is difficult for 
the organization to plan far in advance because a majority of its work changes based on 
what is happening in the community and in the Texas Legislature. The 2005 fiscal year 
will be the first time there has been an organized strategic planning session and the 
LGRL staff are "hoping it will give more guidance to staff and the board, and allow them 
to be more proactive instead of reactive legislatively and organizationally."59 

Since many of the programs are funded with grant money, the organization is required to 
track various measures of effectiveness for these programs because its funding often 
depends on its progress. Not meeting these goals could have a substantial impact on the 
organization. The LGRL also sets program and financial targets every year. The 
financial targets are reviewed and evaluated during the budget process, and the 
organization has been improving its performance in this area. 

Membership 

The LGRL is a membership organization, with individual members from all over Texas; 
however, the majority of members are from major cities, especially Austin. Anyone who 
donates more than $35 a year is considered a member. There are six tiers of membership 
above the basic membership level called "Texas Cabinet" memberships that start with 
contributions of at least $240 a year. Three of the levels are for yearly contributors and 
three for monthly "sustaining" donors. Currently, member benefits are identical for all 
members, consisting of LGRL Action Alerts, the quarterly LGRL newsletter, and 
invitations to special events.60 However, efforts are underway to develop more benefits 
for "Texas Cabinet" members. In addition, the organization is planning additional 
receptions and events in different cities to offer these members better recognition for their 
contributions. 
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Over the last few years, membership has increased substantially and retention rates have 
been stable. The growth in membership along with the increasing popularity of the Pride 
Festival has contributed significantly to the financial growth of the Lobby (whereas 
increased grant funding has contributed to the growth of the Calkin Fund). There are two 
main annual cycles of membership renewals, one when the LGRL sends out its annual 
renewal letters, and the other at the Pride Festival. The recent publicity of the same-sex 
marriage issue has also raised awareness in the GLBT community and brought in a 
sizeable number of members. The finance and administrative director also credited the 
Equality Knocks program for significantly boosting membership by increasing awareness 
of the LGRL in the community and by encouraging people who want to help but can't 
find the time to volunteer to become financially supporting members. 

The finance and administrative director argues that the LGRL is "becoming much more 
proactive in terms of soliciting and recruiting memberships and encouraging people to 
become sustaining members."61 The organization is trying to increase the number of 
sustaining members as a part of its goal to improve fiscal stability, since monthly donors 
are not only more dependable and predictable, but because they also tend to be longer 
term. 

The organization recently conducted a geographical analysis of the monthly donors. The 
analysis revealed that 40 percent of the sustaining members are in Austin, probably due 
to LGRL's increased visibility there, and it is now looking to expand its membership base 
in Dallas/Fort Worth, Houston, and San Antonio. There are very few members from 
small towns. While the organization tries to reach out to rural areas, it is hampered by 
obstacles such as the expanse of the state and the small size of its staff. Many of the calls 
it receives regarding discrimination (especially employment discrimination), however, 
come from small towns. These calls make the organization aware of the presence of 
GLBT people in rural areas. The organization is also aware of the increased 
discrimination small town residents may face when doing grassroots activism in their 
communities, but would still like to encourage these people to meet with their legislators 
(although many of these areas have unreceptive legislators as well). 

Organizations and businesses are also considered members if they donate more than $35 
a year. The LGRL tries to recruit members for the Lobby, but many businesses shy away 
from political or lobbying involvement. Therefore most nonindividual financial support 
is earmarked for the Calkin Fund, since it is charitable and educational and does not 
directly lobby. Businesses also contribute by sponsoring the Pride Festival or being a 
vendor or distributor at the Pride Festival. 

Volunteers 

Volunteers are "absolutely essential" to the LGRL's work and success.62 "Many of [the] 
LGRL's actions are volunteer-driven, and [their] staff oversees volunteer nights at [the] 
Austin offices and other regular volunteering and lobbying events."63 Volunteers are 
essential because of the nature of the organization; being a grassroots organization, it 
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needs two components to be successful, "a lobbyist in the capitol and ... a large mass of 
grassroots activists spreading the message in the community and statewide."64 

The volunteer program is carefully planned. Specific days are selected for certain 
activities, and there is a volunteer phone bank to remind people of upcoming volunteer 
opportunities. There are standing Thursday volunteer nights, which are usually used to 
help the staff with routine work they were unable to do during the week, like data entry 
and filing. Volunteers are encouraged to bring friends, and there are snacks and drinks. 

Other volunteer nights are organized for specific projects and issues and are usually more 
focused. Tuesday night volunteers recruit others for the regular Saturday block walks and 
door-to-door canvasses under the Equality Knocks program. During the recent Task 
Force Power Summit, the LGRL coordinated a volunteer drive. The effort resulted in 400 
commitments to participate in block walks, which was "very successful and very 
inspiring."65 The LGRL anticipates adding additional volunteer nights during legislative 
sessions. 

In the past, the LGRL has had volunteer appreciation events only once a year, but 
recognizes it is something that it should do "more frequently and in different ways."66 

The organization has been exploring models and attending trainings on how to work on 
volunteer retention and make opportunities exciting and interesting for volunteers. Some 
volunteers help out for years and some only come once or twice. At least part of the 
volunteer turnover is due to the volunteer base, which frequently is heavily composed of 
college students due to the LGRL's proximity to the University of Texas at Austin. 
Another reason for the turnover can be attributed to the nature of the organization and the 
fact that its need for volunteers comes in cycles. The organization tries to avoid both staff 
and volunteer burnout by encouraging people to commit to a manageable period of time. 
The organization tries to let its volunteers know exactly what is expected of them and 
avoids open-ended commitments that could intimidate people from helping out. 

Relations with Other Organizations 

The LGRL "look[s] to build coalitions on everything."67 The organization tries to interest 
a larger segment of the population, and coalitions are imperative. The organization forms 
partnerships with other Texas GLBT groups as well as national organizations. Such 
partnerships were exemplified through working relationships LGRL has with the 
National Gay and Lesbian Task Force, with whom it organized the recent training for 
GLBT advocates in Austin, and the Human Rights Campaign, with whom it has 
collaborated at numerous HRC Black Tie Dinner Galas. The organization is currently 
working with the Austin Gay and Lesbian Chamber of Commerce, which organizes the 
annual gay pride parade in Austin, and other community organizations to coordinate the 
Pride Festival. 

The LGRL tries to develop good working relationships with progressive legislators as 
well as other community-based organizations through identifying common ground and 
helping allies feel more comfortable with the issues. Some of the non-GLBT 
organizations it has collaborated with in the past include the ACLU, pro-choice 
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organizations, civil rights organizations, health care reform groups, and HIV/AIDS 
organizations. 

Special Problems 

The main problem the LGRL encounters is the conservative nature of Texas, the small 
population it represents, and its work. Its ability to organize statewide in Texas is 
different from what it would be in more liberal states like Massachusetts and California. 
Instead of fighting for marriage rights for GLBT Texans, it must focus on securing more 
basic rights like outlawing employment discrimination based on sexual orientation. The 
political climate in Texas is hardly supportive of gay equity. Part of the solution is 
educating Texans about the rights that the GLBT community is still denied and 
convincing members of the legislature that they do not have to be afraid of losing their 
seats if they support gay issues. In addition, the sheer geographical size of Texas causes 
logistical problems. It is harder to reach people in rural areas and harder for those people 
to reach out for help. Statewide outreach is especially difficult due to limited staff and 
funding. 

The organization feels it could be more effective with a larger staff, with the numerous 
issues the community is facing, but it is hard to accomplish what it needs to with the 
limited resources available. However, it is working to increase its funding. 

Effectiveness 

The LGRL uses many different ways to gauge its effectiveness, including both 
quantitative and qualitative measures. The LGRL uses one such standard as to whether 
positive legislation was passed or negative legislation defeated. It often takes more than 
one session to pass a bill. Progress can mean that during one session it finds sponsors and 
is able to get the bill introduced, the next session the bill gets a hearing, and the next 
session it gets out of committee and actua11y makes it to the floor. This slow but steady 
progress shows the organization is "engaging additional legislators or changing their 
minds."68 Effectiveness from a lobbying standpoint can be gauged by whether the public 
votes people into office who wi11 support the GLBT agenda and replace legislators who 
do not support GLBT rights. 

The organization believes it is "effective if [it] moves people's hearts and minds over 
time."69 One example of effectiveness over time is the hate crimes legislation passed in 
2001, which it had been supporting for ten years. In addition, LGRL thinks the 
continuing growth of the organization in funding, infrastructure, members, and increased 
geographical representation indicates it is being effective. 

Most of the organization's programs and activities have quantifiable goals and objectives 
that are used to measure their effectiveness. Many of these quantitative methods are, 
however, outputs as opposed to outcomes. For example, the number of attendees at 
various programs and events are tracked, such as the number of legislators contacted 
through the District Lobbying Project, and the number of GLBT-supportive voters 
identified through the Equality Knocks Program. 
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Staff evaluations also serve to measure how effectively the organization is using its staff. 
There are annual performance reviews for staff, but staff meetings also serve as informal 
evaluations since they keep staff aware of their current responsibilities and how well they 
are doing their duties. An annual review of the executive director is completed by the 
board of directors. 

The LGRL also measures its effectiveness based on its relationships with other 
organizations. According to the finance and administrative director, "all of our successes 
and failures to a certain extent are tied to the coalitions that we build with all of the 
organizations [with whom] we work."70 

While media coverage in and of itself is not used as an effectiveness measure, the LGRL 
does view media coverage as a tool for educating the public about GLBT rights. While 
having the media come to the organization as a source on gay issues is not its ultimate 
goal, it does see the increasing coverage of GLBT issues in the media as a sign of 
effectiveness. Overall, the LGRL feels it is an effective organization. 

Evaluation 

The LGRL has been advocating for GLBT rights for over 20 years, "but until there are 
equal rights for everybody [its] mission won't be done."71 The organization is very 
effective by most measures of success, and, regardless of any weaknesses, it has 
maintained its position as the leading advocacy group for GLBT rights in Texas. 

Although the LGRL is mainly dependent on a few sources of funding-membership, 
fundraising events for the Lobby, and foundation funding for the Calkin Fund-it has 
maintained sufficient funding through these sources to keep itself afloat for over 20 years. 
There were times in the past when the organization experienced financial difficulty, but 
for the past few years it has not had a deficit, has increased its financial planning, and has 
hired a financial and administrative director to oversee its financial resources. 

While it is trying to diversify funding, the controversial nature of the organization as well 
as the Lobby's advocacy focus limits potential funding. Although diversification of 
funding sources may be an obstacle, the LGRL has increased all of the current funding 
sources, especially in the past few years, and has continued to grow and expand its 
programs. While the Lobby's dependence on a few large funding sources could prove 
risky, the membership donations and fundraisers which support the Lobby are relatively 
stables sources of income. Sudden large losses from either source are very unlikely as 
long as the community's perception of the organization remains positive and GLBT 
rights remain threatened. The organization has numerous fundraising events throughout 
the year as well as other ways of fundraising, like marriage certificates and house parties. 
Volunteer support has been crucial to the organization's success and has allowed it to do 
much more with the available funds. In recent years it has improved its financial 
condition and has a cash reserve fund. 

With the national gay rights movement moving at a rapid pace recently and the Texas 
Legislature ambivalent about gay rights, the LGRL would not have been able to survive 
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without being an extremely adaptable organization. It has been able to alter its strategy 
quickly as new legislation is introduced or movement in the national debate puts pressure 
on Texas' government. 

The LGRL has proven to be an innovative organization, especially under the leadership 
of the new executive director, Randall Ellis. It has been aggressively pursuing more 
effective ways of spreading its message, such as looking into new forms of technology 
and using the experience and expertise of members and volunteers. The LGRL forms 
partnerships with many different organizations and is innovative in its approach to 
partnerships. 

The LGRL also regularly plans, not only for the yearly budget and organizational goals, 
but also for the legislative session, both to respond to negative bills as well as introducing 
proactive bills. It also plans ahead for potential challenges, like efforts to raise enough 
money to be ready if a constitutional amendment to ban same-sex marriage is passed by 
the legislature. Furthermore, it recently called in a strategic planner to help the 
organization become more proactive. 

The LGRL has effectively represented the GLBT community and its members. It has 
been involved in every legislative battle concerning GLBT Texans since its inception. 
Much of its focus is reactive, determined by what anti-gay legislation is introduced; as a 
result its agenda can be driven more by the legislature and the political atmosphere at 
large than by the community directly. Legislative battles are prioritized based on their 
political viability as opposed to constituent's stated priorities. For example, many people 
in the GLBT community have been energized by the recent national debate over same
sex marriage and, at the same time, the national movement has led to reactionary negative 
legislation in the Texas Legislature. 

The organization recognizes that the political atmosphere in Texas is not yet receptive to 
this battle when more basic rights like nondiscrimination in employment have yet to be 
won in the state. (Austin, Dallas, Fort Worth, Houston, and San Antonio have varying 
degrees of employment protection.) In addition, the LGRL believes that fighting for 
same-sex marriage could jeopardize the struggle for more basic rights. However, this 
issue will be forced to the top of the organization's priorities if legislation is introduced 
that would define marriage in the state constitution in a way that would permanently ban 
same-sex marriages or any legal rights for gay couples. The LGRL has also expanded the 
groups it represented to include the transgender population, and now will only support 
legislation that includes transgender rights as well as rights for gays, lesbians, and 
bisexuals. 

The LGRL has benefited from many dynamic executive directors. Ellis, the current 
executive director, has propelled the organization in many new directions and has 
provided solid leadership. The organization has been successful in attracting staff and 
board members with relevant experience and supporting these individuals with staff 
training and a positive management style. The organization also focuses on fully utilizing 
the experience and expertise of members and volunteers and has garnered volunteer 
support through a well-organized and highly structured volunteer program. 
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Because of the nature of its mission, much of the organization's success is measured in 
terms of incremental progress and changes in public attitudes regarding GLBT rights. For 
this reason, it is difficult to gauge its effectiveness other than through legislative victories 

67 



Notes 

1 The Lesbian/Gay Rights Lobby of Texas (LGRL), "About LGRL." Online. Available: 
http://lgrl.sitestreet.com/about/. Accessed: October 27, 2004. 

2 Ibid. 

3 Ibid. 

4 Amy Smith, ''The Lesbian/Gay Rights Lobby Returns to the Capitol for the 77th Session," Austin 
Chronicle (January 19, 2001) . Online. Available: http://www.austinchronicle.com/issues/dispatch/2001-01-
19/pols_feature.html. Accessed: November 20, 2004; and telephone interview by Becky Breidenbach with 
Bettie Naylor, former executive director, LGRL, January 14, 2005 

5 Naylor interview. 

6 Matt Lum, "Glen Maxey Ushered Decade of Monumental Change," Texas Triangle (December 6, 2001). 
Online. Available: http://www.txtriangle.com/archive/1009/maxey.htm. Accessed: November 20, 2004. 

7 LGRL, The Lobby Report, The Quarterly Newsletter of the Lesbian/Gay Rights Lobby of Texas (June 
1989). Online. Available: http://www.lgrl.org/events/lobbyday/report/89. Accessed: December 7, 2004. 

8 The Lesbian/Gay Rights Lobby of Texas, "About LGRL" (online). 

9 LGRL, The Lobby Report (online). 

10 The Lesbian/Gay Rights Lobby of Texas, "About LGRL" (online). 

11 Lum, "Glen Maxey Ushered Decade of Monumental Change" (online). 

12 Smith, "The Lesbian/Gay Rights Lobby Returns to the Capitol for the 77th Session" (online). 

13 The Lesbian/Gay Rights Lobby of Texas, "Hardy-Garcia Announces Resignation from the Lesbian/Gay 
Rights Lobby of Texas" (January 17, 2002). Online. Available: 
http://lgrl.sitestreet.com/press/release.asp?id=l2. Accessed: November 20, 2004. 

14 Interview by Becky Breidenbach with Chuck Smith, LGRL, Austin, Texas, January 25, 2005. 

15 The Lesbian/Gay Rights Lobby of Texas, "Governor Rick Perry Signs the James Byrd, Jr. Hate Crimes 
Act into Law" (May 14, 2001). Online. Available: http://lgrl.sitestreet.com/press/release.asp?id=l2. 
Accessed: November 7, 2004. 

16 The Lesbian/Gay Rights Lobby of Texas, "Hardy-Garcia Announces Resignation" (online). 

68 



17 The Lesbian/Gay Rights Lobby of Texas, "Foster Care, Adoption & Parenting." Online. Available: 
http://lgrl.sitestreet.com/issues/issue.asp?issueiD=l. Accessed: November 20, 2004. 

18 The Lesbian/Gay Rights Lobby of Texas, "LGRL Launches Equality Knocks Campaign" (January 17, 
2002). Online. Available: http://lgrl.sitestreet.com/press/release.asp?id= 175. Accessed: November 20, 
2004. 

19 Smith interview, January 25, 2005. 

20 Ibid. 

21 Lesbian/Gay Rights Lobby of Texas organizational bylaws, adopted August 1998, p. 2. 

22Unless noted otherwise, all of the information in the Board of Directors section is from a phone interview 
by Becky Breidenbach with Lisa Scheps, LGRL board member, February 27,2005, and the Smith 
interview, January 25, 2005 . 

23 Smith interview. 

24 Ibid. 

25 Ibid. 

26 Brent Brumley, "Our Big Guns Take the Hill," Texas Triangle (March 14, 2003). Online. Available: 
http://lgrl.sitestreet.com/news/article.asp?id=49. Accessed: January 17, 2005; and email to Becky 
Breidenbach from Chuck Smith, March 13, 2005 . 

27 Brumly, "Our Big Guns" (online). 

28 Ibid. 

29 Smith email. 

30 Ibid. 

31 Brumly, "Our Big Guns" (online). 

32 Ibid. 

33 Interview by Becky Breidenbach with Chuck Smith, LGRL, Austin, Texas, April 8, 2005 . 

34 Smith interview, January 25, 2005. 

35 Ibid. 

36 Lesbian/Gay Rights Lobby of Texas Calkin Fund, Independent Auditor's Report and Financial 
Statements, Montemayor & Associates, P.C., Brownsville, Texas, December 31, 2003. 

69 



37 Smith interview, January 25, 2005. 

38 Ibid. 

39 The Lesbian/Gay Rights Lobby of Texas, "District Lobbying Project Goals." Online. Available: 
http://lgrl.sitestreet.com/dlp/goals. Accessed: March 15, 2005. 

40 Smith interview, January 25, 2005. 

41 The Lesbian/Gay Rights Lobby of Texas, "District Lobbying Project Goals" (online). 

42 Smith interview, January 25, 2005. 

43 The Lesbian/Gay Rights Lobby of Texas Save Our Constitution website, "About." Online. Available: 
http://soc.lgrl.org/aboutl. Accessed: March 15, 2005. 

44 The Lesbian/Gay Rights Lobby of Texas Save Our Constitution website, "About" (online). 

45 Smith interview, January 25, 2005 . 

46 Ibid. 

47 Ibid. 

48 The Lesbian/Gay Rights Lobby of Texas, "LGBT Issues." Online. Available: 
http://lgrl.sitestreet.com/issues/. Accessed: January 17, 2005. 

49 Smith email. 

50 Scheps interview. 

51 Smith interview, January 25, 2005. 

52 LGRL Press Release, "Texas Pride Weekend Poised for Explosive Growth in the Midst of Marriage 
Media Frenzy" (May 3, 2004). Online. Available: http://lgrl.sitestreet.com/press/release.asp?id=248. 
Accessed: February 11 , 2005. 

53 The Lesbian/Gay Rights Lobby of Texas, "LGBT Family Conference." Online. Available: 
http:lllgrl.sitestreet.corn/calendar/event.asp?eventiD=293. Accessed: March 15, 2005 . 

54 Ibid. 

55 The Lesbian/Gay Rights Lobby of Texas, "Student Action Summit." Online. Available: 
http://lgrl.sitestreet.com/calendar/event.asp?eventlD=307. Accessed: March 15, 2005. 

56 Smith interview, January 25, 2005. 

70 



57 Ibid. 

58 Ibid. 

59 Ibid. 

60 Lesbian/Gay Rights Lobby of Texas, We're Out For Equality (brochure), n.d. 

61 Smith interview, January 25, 2005 . 

62 Ibid. 

63 Lesbian/Gay Rights Lobby of Texas, We're Out For Equality. 

64 Smith interview, January 25, 2005. 

65 Ibid. 

66 Ibid. 

67 Ibid. 

68 Ibid. 

69 Ibid. 

70 Smith interview, April 8, 2005. 

71 Smith interview, January 25, 2005. 

71 



72 



Chapter 4. NARAL Pro-Choice Texas 

History and Development 

NARAL Pro-Choice Texas, originally known as The Texas Abortion Rights Action 
League (TARAL), was founded in 1978 as a political advocacy organization. It was a 
state affiliate of the National Abortion Rights Action League (NARAL), established in 
1969 at a national gathering of grassroots activists in Chicago. Originally, its mission was 
to provide information and organize efforts to repeal restrictive state laws. Over time, 
however, the mission evolved to encompass "develop[ing] and sustain[ing] a 
constituency that uses the political process to guarantee every woman the right to make 
personal decisions regarding the full range of reproductive choice, including preventing 
pregnancy, bearing healthy children, and choosing legal abortion."1 

When the Supreme Court decriminalized abortion in 1973 by upholding Roe v. Wade, 
NARAL opened its national office in Washington, D.C. Five years later, the NARAL 
Foundation, a 50l(c)(3) tax-exempt educational organization, and the NARAL Political 
Action Committee were formed. In 1993 NARAL changed its name to the National 
Abortion and Reproductive Rights Action League, reflecting the growth of its mission to 
include access to contraception, responsible sexual education, adequate pre- and post
natal care, and the right to choose abortion.2 Today, NARAL Pro-Choice America has 27 
state affiliates (including the one located in Texas). 

In 1976, Congress passed the Hyde Amendment to the 1977 Medicaid appropriation. This 
amendment barred the use of federal Medicaid funds for abortions, except when a 
woman's health would be endangered by carrying the pregnancy to term. It was the first 
successful measure after Roe v. Wade to limit access to abortion. In 1978, TARAL was 
founded because of the need for a state-based abortion rights advocacy organization to 
deal with the Texas Legislature and other conservative groups. 

In 1989, T ARAL determined that there was a paucity of research and education at the 
local level and created the TARAL Foundation to address this deficiency. 3 The 
previously established NARAL Foundation had provided TARAL with national research 
and education materials. However, by creating the state-based foundation, T ARAL could 
undertake projects, conduct research polls, provide activist training, and hold public 
events aimed at educating the public, media, and elected officials on issues pertaining to 
Texas.4 

The early 1990s marked the zenith of the organization; TARAL had expanded to occupy 
the entire top floor of their office building and had eight staff members and six intems.5 

When TARAL was founded, it had one full-time staff member and a volunteer board. By 
1996, when Executive Director Kae McLaughlin was appointed, TARAL had acquired 
one more full-time staff member and one intern. The full-time staff eventually stabilized 
at three. 
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Nationally, a trend emerged of increasing attempts at the state level to inhibit access to 
abortion through laws requiring parental and spousal notification, informed consent, 
waiting periods, and mandatory hospitalizations. While the Supreme Court had ruled 
these statutes unconstitutional, public opposition to abortion spread. In 1989, the 
Supreme Court upheld Webster v. Reproductive Health Services, which broadened 
restrictions on the use of tax money for abortions and upheld a State of Missouri 
requirement of viability testing on fetuses after 20 weeks. The Court appeared to be 
changing its original stance on access to abortion, which created a sense of urgency and 
reaffirmed the need for organizations like T ARAL to protect access to abortion. 

The threat against abortion access increased with the Court's decision in 1992 in Planned 
Parenthood of Southeast Pennsylvania v. Casey, which ruled that parental notification, 
informed consent, a 24-hour waiting period, and confidential reporting regulations were 
constitutional. However, the Court did reaffirm Roe by stating "a recognition of a 
woman's right to choose to have an abortion before fetal viability and to obtain it without 
undue interference from the State, whose pre-viability interests are not strong enough to 
support an abortion prohibition or the imposition of substantial obstacles to the woman's 
effective right to elect the procedure."6 

In 1992, the election of pro-choice Democrat Bill Clinton and the Court reaffirmation of 
Roe led many to feel the threat to Roe was past. Organizations like NARAL were not 
deemed to be as important, and contributions decreased. In the space of a year, funding 
for NARAL dropped from $10 million to $4 million and the organization lost more than 
half its stafr.? The effect on T ARAL was "devastating," almost causing the organization 
to disband, until NARAL intervened and provided funds in 1992-1993.8 TARAL reduced 
its staff to one part-time staff member and began to rebuild. 

The late 1990s and early 2000s were marked by an increasing reliance on the internet. 
Membership databases went online, masse-mails replaced mass mailings, and TARAL 
began publishing its newsletter online.9 TARAL can now contact volunteers and 
members via email instead of through time-consuming phone calls and expensive mailing 
campaigns, saving time and money; thus the number and scope of projects has increased 
due to newly available funding and staff. 10 

In December 2004, T ARAL changed its name to NARAL Pro-Choice Texas (NPCT). 
The name change coincides with what the director sees as a turning point for the 
organization brought on by the election of a president with known anti-choice policies 
and attitudes. Whether the anti-abortion movement will "mobilize around the threat" or 
miss this opportunity for revitalization remains to be seen. 11 

Organization and Structure 

NARAL Pro-Choice Texas has a separate board for each of its three organizations: 
NARAL Pro-Choice Texas, Inc., (NPCT) a 501(c)(4); NARAL Pro-Choice Texas 
Foundation, (the Foundation), a 501(c)(3); and NARAL Pro-Choice Texas PAC (the 
PAC). Each organization has its own focus and needs, hence the composition of the 
respective boards vary. Currently, the organizations are trying to shift board composition 
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to reflect new priorities. The Foundation board is attempting to focus more on finance 
and education. It sees a need for stronger ties to the local financial community to 
facilitate fundraising and to the medical community to assist with doctor outreach 
programs. 12 The NPCT board is moving toward an activist board made up of members 
who can mobilize people to advance NPCT's cause. 13 The PAC board is aiming for 
members connected both to the legislature and the financial community. 

According to the by-laws, the board must consist of at least seven but no more than 15 
members, and no board member may be compensated for services. Board members can 
be elected only for two two-year terms, which are staggered so no more than one-third of 
the board is up for election in any one year. The board meets every other month, and if a 
member misses two consecutive regular meetings, the board may declare that position 
vacant. The executive committee or a majority of board members may call special 
meetings. Officers of the board include the president, vice-president, secretary, and 
treasurer. Each officer serves for a term of one year and cannot hold that office for more 
than two consecutive terms. If there are any vacancies over the course of the year, the 
president appoints a replacement with the board's approval. 14 The only standing 
committee is the political committee. All other committees are ad hoc committees, and 
the only one currently formed is the executive committee. 15 

Even though the by-laws lay out these rules, some have not been followed in practice. 
Currently, board members do serve more than four years on the board and officers more 
than two years in their positions. This change developed over time. Board members 
contributed significantly to the organization, especially in filling gaps in staff skills, so 
there was reluctance to replace experienced members with untried persons. The 
organization now faces either rewriting the by-laws to match the new practice or laying 
out a plan to reinstate board terms without overly disrupting the business of the board and 
the organization. 

New board members are recruited through staff, member, or board member 
recommendations. 16 NPCT usually appoints new board members in the first few months 
of the year prior to the board's yearly planning session, so the whole board can spend a 
day working together and new members are not coming into a "clique-ish" situation. 17 

Spending the day together planning strategy helps the board meet new members in an 
environment where cooperation and sharing new ideas are emphasized. 

The relationship between the board and staff is collaborative. Board members are chosen 
not only for their skills, but also to "shore up the weaknesses of [the] staff." 18 The 
organizations look for board members who are sufficiently involved in advocacy, 
enabling them to bring "insight and information." The staff, however, deals with the 
everyday issues and ultimately provides the "vision."19 The decision-making process is a 
mutual and important one, with the board depending on the staff for more detailed 
knowledge of the issues. Though board members are ultimately responsible and liable for 
the actions of NPCT, they depend heavily on reports and recommendations from the 
staff. 
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The executive director is elected by and accountable to the board for all decisions. He or 
she has final approval on all outgoing communications, budgeting matters, expenditures, 
and policy or procedure changes. 20 

The previous executive director helped rebuild the organization from its near collapse in 
1992, but NPCT needed to move forward. The board of directors sought someone with 
financial expertise, grassroots networking skills, campaign experience, knowledge of the 
Capitol, and connections with Republicans. Kae McLaughlin, whose resume matched the 
board's requirements, was elected in 1996.21 Her first move was to hire an assistant, 
leaving her free to focus on her new position without the duty of managing the office as 
well.Z2 She believes that "what's really important in any organization is that you hire 
where you're weak," and two areas she found lacking were fundraising and lobbying.23 

She hired a development specialist and then in 2000 a director of public affairs. When the 
development director left, the position was not filled, leaving NPCT with the three full
time positions it has today. 

The other two staff positions at NPCT are the director of public affairs and the 
community organizer. NPCT seeks to foster an environment in which major decisions are 
produced by the best efforts of the group, not the individual.24 The staff's interactions are 
characterized by a combination of autonomy, with each being a "manager in her area," 
and collaboration.25 With such a small staff and so many organizational foci, each staff 
member must be self-directed within her areas of responsibility and must know when to 
rely on other staff members for assistance. 

The director of public affairs works with the board and political committee to execute the 
political agenda of the organization and to recruit and elect pro-choice candidates to state 
office. The director of public affairs must have drive and determination in order to 
advance the legislative agenda of the organization. She also is responsible for media 
relations, relations with elected officials, and the foundation's programs.Z6 

The community organizer position developed from the office manager's duties. She was 
initially hired as the office manager, but as her skills and familiarity with abortion and 
reproductive rights developed, her role in the organization expanded. She is still 
responsible for the day-to-day functioning of the office, from purchasing supplies to 
keeping records of member, volunteers, and donors, but the position has evolved to 
include the res.ponsibility for grassroots development, volunteer organization, and event 
coordination.2 

While NARAL Pro-Choice Texas is a statewide organization, the biggest base of support 
is in Austin, the capital. NPCT is attempting to broaden their scope by organizing 
supporters in other parts of the state. First, it is setting up Choice Action Teams, which 
are located in communities without direct access to NPCT, such as Dallas, Fort Worth, 
and San Antonio. Second, it has campus organizations at the University of Texas at 
Austin, University of North Texas, and Texas Tech University. Finally, it is attempting to 
get board representation from cities across Texas. However, with the expense involved in 
conference calls or flying distant members in, it is difficult to be as geographically 
diverse as the organization would like to be.Z8 
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Finances 

Projected budgets for the Foundation and NPCT depend upon the amount of money 
raised each year. Since the organization relies heavily on public support, revenue varies 
from year to year. Budgeting is done annua11y. Long-term budget planning is not 
practical, considering the current funding sources of sma11 and large individual 
contributions, large private gifts, and foundation grants. These funding sources are not 
guaranteed for multiple years and neither organization has a large reserve. 

The executive director ~repares the budget with input from the staff and then takes it to 
the board for approval. 9 Staff input is an integral component of the budgeting process 
because they implement the programs and are aware of the costs involved. Also, the 
public affairs director writes all foundation grant proposals for the 501(c)(3) research and 
thus has the requisite information in terms of funding available and received from those 
sources. Due to her previous experience as a bank president, the executive director 
prepares the budget and all financial reporting 

Financial documents from the Foundation for 2001-2003 demonstrate that the majority of 
the NPCT Foundation's income is due to contributions, gifts, and foundation grants. All 
three funding sources are defined as direct public support by the IRS 990 forms. In 2001, 
99 percent of income came from direct public support, with interest on savings and other 
cash investments making up the other 1 percent.30 In 2002, the income from direct public 
support made up 95 percent of total income, with 5 percent coming from special events.31 

In 2003 revenue from direct public support had reached 99.9 percent and interest on 
savings and other cash investments supplied 0.1 percent. 32 

In 2001, expenditures for program services comprised 88 percent of the NPCT 
Foundation's budget, with administration costs making up the remaining 12 percent. 33 In 
2002, expenditures for program services increased to 92 percent of the budget, while 
administration costs dropped to 7 percent. Expenditures for program costs as a percentage 
of the budget increased again in 2003 to 93 percent, with administration costs dropping 
further to 5 percent and fundraising costs rising to 2 percent.34 

Almost 100 percent of the 501(c)(4)'s revenues come from direct public support, with a 
very small percentage coming from interest income. According to the executive director, 
the average breakdown of funding for the last several years is as follows: 35 percent from 
direct mail campaigns; 40 percent from events; 20 percent from major donors; and 5 
percent miscellaneous (including membership dues). 35 

Fundraising is extremely important, since virtually all revenue comes from the public. 
NPCT faces a challenge in raising funds because donations given to it are not tax 
deductible, as they are for the Foundation.36 NPCT strives to be flexible in fundraising by 
allowing donors to choose which organization (501(c) (3) or 501(c) (4)) they want to 
fund based upon the donor's interest in education, research, or lobbying. 
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Programs 

Programs at NARAL Pro-Choice Texas are organized around issues and often span 
several years.37 They include lobbying, research to support program efforts, educating the 
media, members, and public, and member involvement. Since it is important to keep 
activist supporters motivated, NPCT encourages member education and involvement.38 

Current NPCT programs are the Access Texas Campaign, PrEsCribe my EC! Campaign, 
New Abortion Provider Training Initiative (NAPTI), and the Contraceptive Equity 
Campaign. NPCT initiated the Access Texas Campaign in 2001 with the joint goals of 
improving access to reproductive health care in Texas and supporting reproductive health 
policies that better meet the needs of Texas women. NPCT conducted a survey of 
reproductive services at Texas hospitals and published a report, "Where Can a Woman 
Go?" that led to a partnership with the Texas Association Against Sexual Assault 
(T AASA). The partners disseminated information and sample protocols for dispensing 
Emergency Contraception (EC) to all hospitals not providing the service. 

NPCT also addressed access to reproductive services in rural counties through an 
outreach program to physicians in counties where EC was not available. Through this 
outreach, more counties were added to the www .not-2-late.com website, which lists 
doctors who prescribe EC by county. 

The final component of the Texas Access campaign was legislative. In 2003, NPCT's 
hospital survey findings served as the impetus to introduce HB 1381 and HB 2629. While 
the bills received both media and ~ublic support due to previous outreach initiatives, they 
did not make it out of committee. 9 

The PrEsCribe My EC! Campaign began in the fall of 2004 in response to incidents of 
pharmacists refusing to fill birth control and EC prescriptions. PrEsCribe My EC! is 
focused on increasing EC access in particular, as opposed to access to reproductive 
services in general. All three components of the program (education and outreach, 
research, and lobbying) are designed around "increasing awareness and increasing 
access" to EC.40 

NPCT conducted research on Texans' views on pharmacies denying EC and birth 
control, which helped the organization prepare its legislative agenda for the 2005 
session.41 NPCT issued press releases to increase the media's knowledge of the issue and 
raise public awareness. NPCT also sent a mailing to its contacts and developed a 
PrEsCribe My EC! website campaign to further educate the public. Drug manufacturers 
and other organizations lent additional support for efforts to educate the public on the 
benefits of making EC available over the counter.42 

Finally, the Contraceptive Equity Campaign began in 2000 after findings showed many 
health insurance companies covered Viagra but not the full range of FDA-approved 
contraception.43 The campaign solicited information about members' experiences to build 
awareness of the issue and gather anecdotal evidence for use in lobbying. This campaign 
was ideal because it not only educated NPCT's membership, but it also involved them in 
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the campaign.44 The second part of the program focused on educating the media and 
public via editorials in state newspapers and by sharing particularly compelling stories 
with the media. The final step of the initial campaign involved lobbying for a law 
designed to provide contraceptive equity, and such legislation was passed in the 2001 
legislative session. 

In early 2005, the Texas Insurance Commission indicated that contraception was not 
being routinely covered by health insurance plans in Texas. NPCT has designated this 
issue as a priority for the next stage of the contraceptive equity campaign; it will include 
a variety of tactics, from introducing legislation to inviting members to speak out about 
the "outrageous" lack of equality insurers provide for women's health.45 

Planning 

Planning is done at several different levels within NPCT, starting at the program level. 
Second, NPCT plans for the total effort of the Texas organization. Third, there is 
collaboration with the other affiliates and the national organization 

Planning on the programmatic level begins with identifying issues of interest to NPCT's 
constituency. Once an issue is identified, the organization decides how to best involve the 
membership. Decisions are made about funding, which grants to apply for, and which 
parts of the campaign to fund with grant money. That is an important decision, because 
grant funding drives the priority of a project.46 Planning on the project level also entails 
creating contingency plans if the project needs to be changed. 

Planning is done once a year during an annual planning retreat. With the fiscal year 
starting on January 1, the optimal planning time is in December or November. The 
organization did consider moving the fiscal year to a September 1 start, but with the big 
fundraising season in the fall, setting a budget without knowing the income available 
would be difficult. According to the executive director, this seemingly "backwards" 
planning works surprisingly well. 47 In the yearly planning retreat, the board and staff do 
strategic planning, then set the goals for the next year with a plan for the new campaigns 
they want to launch, the directions in which they want to take the old ones, what events 
they want to hold, and when to hold them. 

Coordination with the national organization requires collaboration between the staff and 
board and requires the executive director to travel to Washington, D.C., several times a 
year. One of those trips is reserved for meeting with all of the other executive directors to 
discuss what is happening in other states and nationally.48 The entire staff, along with 
several board members, generally makes the journey to D.C. once a year. Balancing 
attention to reproductive rights between Texas and the national organization is difficult. 
If one aligns too closely with the national organization, there is a risk of being 
unresponsive to local needs, while if one focuses only on local issues, one will miss the 
impact national events have on local pro-choice sentiment. 
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Membership 

NARAL Pro-Choice Texas, Inc., was set up as a membership-based organization. A 
member pays a yearly fee of 25 dollars. NPCT recruits its members through various 
events and has a link on its website to allow people to join online. 

With the increasing use of the internet, NPCT has also developed an unofficial 
membership base-the Choice Action Network (CAN). CAN is an email list for which 
interested persons can sign up online and receive notification of volunteer opportunities 
as well as updates about current threats to abortion and reproductive rights. All members 
are on the list, but it is open to everyone. The CAN is an important tool for organizing 
and contacting people around the state 

Volunteers 

The community organizer coordinates volunteer activities, with the exception of the 
volunteer internship program, which is supervised by the director of public affairs. NPCT 
offers several different ways for volunteers to get involved with the pro-choice 
movement. The volunteer internship program lasts one semester. The intern and the 
public affairs director design to meet the needs of the intern as well as the needs of the 
organization. Though the internship is unpaid, student interns may be eligible for class 
credit or allowed to develop class projects parallel with their internship responsibilities. 
This program is the most structured of the volunteer activities. 

Short-term volunteers are used for general needs, such as a mailing project, special event, 
or major outreach project. Volunteers are contacted by email initially, but if not enough 
respond, the staff place calls to "key volunteers" to help staff on the project.49 

Campus organizing is another type of volunteer activity. Under this program, NARAL 
Pro-Choice Texas has representatives on three different university campuses-the 
University of Texas at Austin, the University of North Texas, and Texas Tech 
University.50 Yet another type of volunteer activity is the Choice Action Teams (CATs), 
which are being organized in Austin, Dallas, Fort Worth, and San Antonio. Choice 
Action Teams are community-based groups designed to advocate locally around 
reproductive issues surfacing in the legislature. 51 These teams provide volunteers outside 
Austin a way of becoming more involved, consequently strengthening the activist base of 
the organization. NPCT hopes the CATs will become a source of volunteers as well as an 
outlet for local activists and causes. 52 

NPCT recruits its volunteers in a number of ways: the organization is listed on a variety 
of volunteer referral websites; it also recruits volunteers at community functions, but the 
majority of volunteers sign up through the NPCT website. 53 For some projects, it would 
cost the organization as much to use volunteers as it would to contract the work. 
Typically in those situations, NPCT uses volunteers to promote activism and help the 
volunteers feel like an integral part of the movement. 54 
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Relations with Other Organizations 

NARAL Pro-Choice Texas belongs to several coalitions, both permanent and temporary. 

Depending on the issue, NPCT will either lead a coalition or be a member. The alliances 
with which the organization is currently involved are: the pro-choice coalition at the 
legislature~ the coalition opposing Bush judicial appointees~ and the Texas Women's 
Coalition. The pro-choice coalition, the main coalition during the legislative session, 
meets regularly to exchange information about developments at the Capitol and to assign 
tasks. The current members, in addition to NPCT, are Women's Health and Family 
Planning Association of Texas, Planned Parenthood, Jane's DUE PROCESS, and People 
for the American Way. 

The second coalition was organized in opposition to President Bush's judicial appointees. 
NPCT is currently very active in helping to organize the rest of the groups in this 
coalition. It is composed of a broad range of interest groups, not just women's health 
advocates, and includes the NAACP, the League of Women Voters, Texas Watch, and 
various consumer groups. 

The Texas Women's Coalition supports women's rights advocacy at the state level. 
NPCT is a member of this organization, along with other local, state, and regional 
organizations advocating for various women's issues in Texas. Sarah Wheat, the current 
public affairs director of NPCT, sits on the board for the Texas Women's Coalition as the 
secretary. This coalition, founded in 2003 as a nonpartisan organization, helps unite the 
disparate women's groups in Texas into a stronger, united voice for women's rights. At 
the moment, member organizations do not have to advocate for all issues supported by 
other organizations, but they have agreed not to advocate against some issues. This 
organization is young, so it is still developing its membership, expanding its influence, 
and attempting to create a stronger link amongst its member organizations. 

At the same time, even though several organizations might have the same stance on an 
issue, they do not always form a coalition. In an effort to keep their "own issues clear," 
some organizations will work behind the scenes instead of publicly.55 However, when it 
is possible to define a shared ideal in NPCT's language, the group will step in and 
advocate for the same solution even though the stated reasons are different. This past 
year, for example, NPCT came out in support of gay marriage by taking the position that 
"part of reproductive rights is the right to have children with a same-sex partner."56 

In some instances, partners in one coalition will take an opposing stance on a bill. 
Coalitions are very fluid in that organizations can be on the same side of one issue, not 
care one way or another about a second, and oppose each other's viewpoints on a third. 

One of the most enduring partnerships at both the national and state level is with Planned 
Parenthood. Locally, there is also a lot of overlap in their memberships, so it considered 
one of NPCT's closest allies. Planned Parenthood was initially founded as a 501(c)(3) 
service organization and came later to lobbying, while NARAL Pro-Choice America was 
founded as a lobbying agency. The two organizations complement each other's focus: 
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Planned Parenthood has a broad base of clients forming a built-in constituency, while 
NARAL Pro-Choice America has the organizational skil1s and capacity for advocacy. 57 

Special Problems 

The NPCT staff identified several major problems. First, the abortion issue itself is so 
polarizing that most people cannot find a middle ground. Second, NPCT has had to learn 
to "talk around" abortion. The third is the lack of many young people in the movement; 
they see abortion as a non-issue, or they become involved in the movement in less 
traditional or noticeable ways. 

The issue of abortion and reproductive rights is very controversial. 58 First of all, many 
religious denominations reject a woman's right to make a choice concerning the life of 
the fetus. Ironically, many women who find themselves choosing abortion believe their 
needs are unique, and that many other women in need of an abortion are either "stupid or 
sluts."59 Moreover, some women a11ow men to make the choice for them, even though 
"77 percent of anti-choice leaders [are] men [and therefore] will never face pregnancy."60 

Additionally, the issue of abortion is still cloaked in shame, and the progress of abortion 
and reproductive rights is hampered by the fact that most women who get abortions will 
not advocate. It is difficult for NPCT to raise funds for abortion, especially since many in 
the putative constituency will not admit to needing such services. The issue of abortion 
rights shapes the press coverage for NPCT, limits the number of organizations willing to 
form partnerships with them, and reduces its donor base.61 

There is little common ground between abortion rights and anti-abortion advocates. 
Abortion rights advocates in Texas are on the losing side of the political battle at the 
moment, with the White House, U.S . Senate, U.S. House, Texas Legislature, and Texas 
Governor's office all controlled by "anti-choice" politicians.62 With these in power, there 
has been some rolling back in abortion access, as well as banning much of sex education 
and limiting birth control. Even the seemingly straightforward and unifying topic of 
unwanted pregnancy prevention fails to bring such disparate groups to consensus. The 
fact that abortion is not an issue where compromises are easily found contributes to many 
of the problems NPCT faces. 

The second problem, communicating a message and learning to talk around abortion, is 
inherent in current abortion rights advocacy. The NPCT community organizer referred to 
the problem as "learning to talk around choice"-that is learning not to talk about 
abortion per se.63 The word "choice" is used in the abortion rights' debate because the 
movement is not just about abortion, but more about a woman's right to choose for her 
own body. 

A third problem is the lack of young leaders. At a Roe v. Wade luncheon held by 
NARAL Pro-Choice Texas, the executive director went out of her way to acknowledge 
the under-30 crowd, using the phrase "passing the torch."64 The organization has many 
under-30 volunteers, and one-third of the people at last year's March for Women's Lives 
were under 30. However, this age group is noticeably lacking in the leadership structure 
of most pro-choice organizations. There are two complementary reasons for this 
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phenomenon. The first is that young people have "different ways of organizing," thus 
their efforts might go unnoticed. Secondly, many younger people do not see abortion 
rights advocacy as a primary issue affecting them.65 

Effectiveness 

In the current political environment, NPCT has had to adjust its more traditional 
effectiveness measures. Instead of measuring in terms of pro-choice legislation passed or 
anti-choice legislation blocked, NPCT takes a different approach to goal setting and 
measurement. According to the executive director, "if we [were] judged on whether we 
passed something or not we would quit and go home right now."66 

NPCT utilizes effectiveness measures that are twofold. First, for each program or 
component, a "reasonable" goal is determined. Meeting more realistic goals determines 
the effectiveness of that program. Second, NPCT measures the overall effectiveness of 
the organization. This component involves the whole range of their accomplishments, 
which can include programmatic successes, increases in membership, and legislative, 
political, or lobbying victories not tied to specific programs. 

Program goals use a variety of measures. For example, in member education and 
outreach, the goal is to have a certain percentage of members participate. Further success 
comes when increases in membership result from public education. A program counts as 
even more successful when overwhelming numbers tum out. A legislative victory could 
entail forcing as many "difficult votes" on the opposition as possible, both to make them 
aware of the complexity of the issue and to be able to use those votes against them in 
their next election campaign.67 Programmatic success could also be measured by 
increasing media support of an issue through education about NPCT's stance on that 
issue. Each situation is unique and the goals set for a win will depend upon the scope of 
the program. 

Program effectiveness is one aspect of organizational effectiveness. By incorporating 
other measures like political effectiveness, increases in membership, and increased 
geographic diversity in the membership, NPCT can still consider itself effective even if 
many programs do not achieve their announced goals.68 A large and geographically 
diverse membership provides the infrastructure that allows NPCT to mount solid 
campaigns against anti-choice candidates, since having enough activists in an area is 
necessary to place choice on the radar and force a candidate to address the issue. Without 
membership across the state, the organization cannot support its claim to represent Texas 
women in their struggle to improve access to abortion and reproductive rights. NPCT 
measures its membership strength through the number of people in the Choice Action 
Network in Texas. The current CANS numbers are 13,102,69 which is an increase of 
5,000 from last year prior to the March for Women's Lives.70 

Evaluation 

NPCT is a strong organization but has its weaknesses. As a small organization based in a 
state where the majority of legislators are unreceptive to its policy positions, NPCT has 
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had to become highly adaptable. The cohesive organizational culture has become one of 
their strengths. Every staff person, board member, and volunteer is highly valued by the 
organization, which helps motivate them to perform at their highest levels. Part of 
NPCT's mission is to build grassroots support by focusing on its membership and 
involving activists; its agenda, however, is set by the board and staff, without seeking 
members' input. Due to the hostile political environment, goals have become more 
modest and less quantitative. NPCT was designed to be a proactive organization, and 
while it is still proactive in regards to programs and agenda-setting, it has become 
reactive in terms of lobbying efforts. 

The organization's financial sustainability is uncertain. NPCT is funded on a year-to-year 
basis, and the revenue raised in a given year finances the programs and activities of the 
organization. NPCT's resources have thus far sustained the organization; however, it 
needs more secure revenue to develop further. Currently, the funding pool for nonprofit 
organizations is small, and funding sources for reproductive rights issues are even 
smaller.71 However, NPCT is seeking to develop new revenue through the NPCT 
Foundation. The organization hopes to strengthen ties to Austin's financial community 
through new board members, thereby increasing its sources of funding. 

Since the majority of funding comes from donations, a bad year in fundraising would 
have a detrimental effect. However, the organization has managed to remain active for 
the past 17 years, and, when it experienced a loss of funds in 1992, NARAL Pro-Choice 
America intervened to help NPCT regain solvency. So while NPCT lacks diversified 
funding, its affiliation with a national organization helps counterbalance this weakness. 
Since the organization is skilled at using its limited resources efficiently and has access to 
support through its national organization, its future sustainability appears positive 

The executive director has indicated that NPCT and the pro-choice movement are at a 
crossroads, which provides the organization an opportunity to revitalize the pro-choice 
movement in Texas. Board realignment is a necessary first step in preparing the 
organization for the difficulties in which the pro-choice movement currently finds itself. 
These efforts parallel NPCT's effort toward expanding and organizing the activist base 
(through CATs and campus organizations) and reexamining bylaws. The organization 
feels it could play a larger role and is maneuvering to set up the support necessary to 
realize that aspiration. 

The organization also responds quickly to challenges. When the pharmacist threat to birth 
control and emergency contraception (EC) materialized in 2004, NPCT redirected its 
focus to this new issue and began informing its membership and the media about the 
implications. Being able to expand the efforts of the organization to include this new 
threat allowed NPCT to prepare a bill, introduced in January 2005, opposing pharmacy 
denial of prescriptions. Instead of playing catch-up, NPCT was ahead of the game in 
gaining media support and public awareness. 

As the needs of NPCT change, it recruits staff to fill those needs. The current executive 
director, for example, was hired to meet certain requirements that the previous executive 
director did not. NPCT is also resilient. The organization lost funding in 1992, but even 
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with reductions in programs and staff, it was able to continue serving its mission and 
members. NPCT can adjust to funding changes by expanding or curtailing programs as 
necessary and so was eventually able to rebuild with help from the national organization. 
NPCT has since rebounded to become an influential pro-choice advocate on the Texas 
political scene. 

In general, NPCT is a proactive organization. It conducts strategic planning, is willing to 
adjust, and employs coalitions to build a bigger base. NPCT responds quickly to new 
issues or challenges, which often allows the organization to define an issue instead of 
reacting later to opponents' definitions and goals. 

The political environment, as discussed above, requires NPCT to be reactive vis-a-vis the 
Texas Legislature. Building political support is contingent on first gaining public support, 
often facilitated by media attention. Securing press coverage is important, and NPCT 
succeeds in this endeavor when media outlets contact the organization for stories instead 
of NPCT trying to "sell" issues to the media. The staff is encouraged to be both 
autonomous and collaborative so new solutions are found, not just the typical or 
traditional ones. 

NPCT is also a member of several coalitions that not only cooperate in legislative efforts, 
but in programs as well. NPCT's coalitions serve its mission by building a larger base of 
support for the issues and influencing how issues are defined. By working in a coalition 
NPCT can allow other, non-abortion rights members to be the public face for the issue, if 
it is better served that way. 

NPCT is a member-focused organization and is greatly concerned with member 
involvement, whether it is asking for their opinions, engaging them in lobbying activities, 
or involving them with media outreach. The organization's mission is to sustain a 
constituency, and its focus on its membership and activists indicates its alignment with 
that mission. 

In developing programs, the needs of its constituents are paramount. When NPCT found 
most health insurance plans in Texas did not cover birth control prescriptions, it began 
the Contraceptive Equity Campaign. Currently, the PrEsCribe my EC! Campaign 
responds to the growing number of pharmacists in Texas who refuse to fill emergency 
contraception (EC) and birth control prescriptions. On the other hand, while NPCT does 
consider members' input, it rarely solicits members' opinions as to what issues should be 
addressed because, in reality, NPCT is usually more informed and involved than its 
membership. 

Volunteer activities expand the organization's reach, but also benefit the volunteers 
themselves. Keeping members committed and making them feel like they are helping to 
lead the movement is a priority for NPCT. The website is updated consistently to provide 
more information to members and to provide more ways for them to get involved with 
NPCT or take action as an individual. The website also directs members to other 
organizations involved in work aligned with NPCT's focus. 
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NPCT is always looking for new ways to engage its membership. On Valentine's Day, 
for example, website visitors could buy dark chocolate candy bars that said "I Love a 
Pro-Choice Boy/Girl," and e-cards may be added to the site so members can send pro
choice messages and information to friends and family. When NPCT realized Austin did 
not have a Roe v. Wade celebration, it organized the first Roe v. Wade luncheon in 
January 2005. 

NPCT's organizational culture is one in which every person, from the board of directors 
to the executive director to the volunteers, is valued. When making decisions, the 
executive director seeks staff opinions so the decisions reflect the views and ideas of the 
entire staff. Staff members are valued not only for the work they perform, but also for the 
opinions and experiences they bring to the organization. Through interviews with staff, 
the high level of trust and respect they felt for each other became apparent. 

The organizational culture of NPCT is dominated by the passion which everyone, from 
the board to the volunteers, feels for abortion and reproductive rights. This level of 
interest provides the incentive to make that extra effort in order to accomplish their work 
timely and well. At the same time, however, that amount of caring could potentially 
hasten burn-out among the board and staff. 

The executive director is a strong leader who expects her staff to perform to the best of 
their ability (and they do). The executive director's success in encouraging high 
performance is due to several factors. First, she allows the staff a large degree of 
autonomy in how they accomplish their tasks and goals. Second, staff members know 
that when necessary, they have access not only to the support of other staff members, but 
also that of the executive director. 

Volunteers are an integral part of the organization. They help the organization 
accomplish projects and programs in a timely fashion. NPCT sees volunteers as the 
foundation of its activist base. The organization wants to keep its activists interested and 
involved in pro-choice issues. Therefore, even when it is as cost-effective to outsource a 
project to a business as it is to use volunteers, NPCT will use volunteers to keep them 
active and engaged. 

The mission of NPCT is to "develop and sustain a constituency that uses the political 
process to guarantee every woman the right to make personal decisions regarding the full 
range of reproductive choice, including preventing pregnancy, bearing healthy children, 
and choosing legal abortion."72 This mission statement is one reason the staff and board 
are committed to the organization. They believe in the pro-choice movement and feel 
NPCT is instrumental in promoting it. 

NPCT undertakes annual strategic planning to set the agenda for the following year's 
activities. It also plans each program and its expected impact in a manner that fits into the 
overall strategy. Programs have both a research and lobbying focus aimed at defending a 
woman's right to make choices in her health care decisions. There is also an education 
and outreach focus aimed at attracting new members and invigorating current ones. All 
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fundraising and volunteer events, education and research initiatives, and lobbying efforts 
are built around promoting the pro-choice movement and attracting new activists. 

At the same time, NPCT is realistic about goals and outcomes. Due to the hostile 
political climate in Texas, their goals have become more modest. In education efforts, 
NPCT does not expect every organization or individual to change the way they operate, 
but does expect some of them to revise prior opinions when exposed to new information. 

The political environment has also affected the way it measures effectiveness. Measures 
are more qualitative than quantitative; political successes are rare, and if they were the 
only measure, the organization would appear ineffective. Effectiveness is more often 
measured on a programmatic level. Programs are efficacious when, for example, media 
support increases, membership grows, or a larger number of doctors or hospitals 
prescribe emergency contraception. Measuring effectiveness on a case-by-case basis is 
one way to assess the organization's overall effectiveness. 
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Chapter 5. Native American Rights Fund 

History and Development 

The Native American Rights Fund (NARF) is one of the oldest and largest nonprofit 
ethnic advocacy organizations in the United States. NARF's mission includes protecting 
tribal existence and natural resources, promoting Native American human rights, 
ensuring the accountability of governments to Native Americans, and developing Indian 
law and public education. NARF provides the Native American community with lawyers 
who specialize in Indian law and understand the complicated relationship between Native 
American tribes and state and federal government. Founded in the 1960s, NARF has 
expanded to employ 15 lawyers and occupy three office locations. 

The equal rights' movement of the 1960s produced an array of governmental programs, 
one of which was the Office of Economic Opportunity (OEO), created to provide federal 
help to disadvantaged groups.1 It funded an offshoot of the California Rural Legal 
Assistance group, known as the California Indian Legal Services (CILS), which 
represented Native American groups? Shortly after CILS began providing legal aid for 
Native Americans in California, they realized that tribes across the nation needed legal 
advice and representation. CILS founded NARF in 1970 with help from the Ford 
Foundation, naming its attorney, David Getches, as the first executive director of 
NARF.3

•
4 The first group of NARF attorneys traveled throughout the country visiting 

tribes and identifying their respective legal issues. NARF soon moved to a more central 
location in Boulder, Colorado, and began its work with an emphasis on identifying key 
issues and working on significant pieces of legislation. 5 

One of the initiatives on which NARF worked was the Indian Self-Determination Act of 
1975 (ISDA). With the passing of the ISDA, the federal government was charged with 
assisting Native Americans by helping tribes establish greater tribal sovereignty.6 This 
was a marked improvement over the federal government's previous treatment of Native 
Americans, which paid little or no attention to tribal independence. This legislation 
established a legal foundation on which NARF built many of its successful cases. NARF 
began to make an impact over the next few years by creating more awareness of tribal 
sovereignty and helping Native American tribes throughout the United States understand 
their rights. 7 

NARF reached a stumbling block, however, with the issues it faced in Alaska, where a 
large portion of the population consists of Inuits. 8 Alaska's distance from the 48 
contiguous states made it difficult for NARF to monitor state regulations, and in 1984, 
NARF attorneys set up an office in Alaska to improve awareness of Native American 
rights and protect and cultivate tribal sovereignty.9

•
10 

NARF is kept busy in Alaska. Recently, it assisted efforts to protect the Arctic National 
Wildlife Refuge (ANWR) from oil development. 11 It has also opposed a suggested 
regionalization of funding for tribes rather than direct funding as is now the procedure. 

93 



NARF's concern lies with the threat to tribal sovereignty posed by this regionalization 
plan. In response to this threat, NARF is leading efforts to launch a national campaign to 
give voice to tribal governments by obtaining testimonies from such entities throughout 
Alaska on issues of self-government and government service to tribal members. 

Another challenge arose when the Supreme Court began to rule against Indian interests in 
the mid-to-late 1980s. Indeed, in the past two decades, Indian tribes have lost 80 percent 
of their cases in the Supreme Court. 12 Since the Court's ideological shift to the right, it 
has rejected previous decisions supporting tribal sovereignty. Previous rulings held that a 
state must first check with tribal governments before implementing state law within those 
jurisdictions, but the Court now holds that state law applies in Indian country, shifting the 
burden of proof to the tribes, which must show that the law will have an adverse affect on 
the relevant tribe(s). 13 

As a consequence of this and other similar decisions, NARF decided to limit the 
frequency of its Supreme Court appeals. 14 It now takes cases that are relatively safe, or 
those where a loss would have a serious impact on the Native American community or 
set an unfavorable precedent. 15 

NARF efforts to sustain tribal autonomy also suffered another blow, ironically, when the 
federal government granted Native Americans the right to open casinos on their land 
under the Indian Gaming Regulatory Act of 1988. 16 Though most reservations derived an 
economic benefit from gaming, the tradeoff was a reduction in self-government. 17 This 
has served to weaken the very sovereignty rights which NARF fights to protect. (NARF 
does not receive any money from gaming and refuses to take cases concerning it.)18 

However, many potential NARF donors see gaming as a source of new income, assuming 
the organization is a beneficiary; thus, NARF has experienced a steep decline in 
donations. 19 

In 1990, NARF spearheaded a campaign for protection of Native American cultural 
patrimony. This effort culminated in the passage of the Native American Graves and 
Repatriation Act (NAGPRA). This act requires, among other things, that any federally
supported institutions, such as museums and universities, inventory their Indian holdings 
and provide for their return to the tribe of origin. 20 

NARF has been a major player in protecting Native American trust funds in its cases 
against the departments of Interior and Treasury filed in 1996. In 1887, Congress passed 
the General Allotment Act, dividing most tribal lands formerly held in common among 
individual tribe members.21 The natural resources associated with these properties were to 
be managed by guardians appointed by state courts, although the program was ultimately 
under the jurisdiction of the Bureau of Indian Affairs (BIA.)22 Previous to NARF's suit, 
the House Committee on Government Operations brought the mishandling of the royalty 
accounts to light when it issued a report in 1992 documenting the mismanagement of 
Indian trust assets. 

Although the government implemented a program to remedy the mismanagement, this 
issue persisted. In a class action suit, NARF represented some 50,000 Native Americans 
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and gained publicity as it uncovered years of mishandling of funds by the Department of 
the Interior. At first, the Bureau of Indian Affairs failed to take the case seriously, 
evidenced by its inability to produce trust fund documents after promising them to the 
judge, who then held the defendants in contempt of court. 23 In the decade this case has 
lasted, court rulings have generally favored Native Americans interests. The apathetic 
response to the suit by the BIA resulted in a great deal of negative publicity for the BIA, 
while attracting attention to the unfairness of the BIA' s alleged mismanagement of 
Native American trust funds. Playing off the bad publicity, NARF assisted in gaining a 
$2 million appropriation to implement the Indian Tribal Justice and Legal Assistance Act 
(ITJLAA), which provides for supplemental funding from the Justice Department to 
Indian legal services programs representing Indian peoples who fall below the poverty 
guidelines. 24 

Organization and Structure 

NARF consists of a board of directors, the executive director, and 15 attorneys. 25 

NARF's organization places all policy-making initiatives under the board of directors, 
using the executive director as a liaison between board and staff to implement policy and 
manage the organization. The staff takes charge of day-to-day operations and tries cases 
approved by the board. 

Board of Directors 

NARF is governed by 13 board members, who assemble three times a year for board 
meetings and once for an executive staff meeting. Other meetings may be called by the 
chair or one-third of the board?6 The board must always have a minimum of six 
members, who serve for three-year terms, with a maximum of two consecutive terms. If 
any member misses two consecutive meetings, he or she shall automatically lose their 
position on the board but may petition for a reinstatement. The board elects new members 
by a majority vote of the board members and nominates only Native Americans who are 
active and well known in the Indian community. 

The board of directors sets policies for NARF, which are then implemented by the 
executive director and staff. The board's priorities are: 

(1) preserving tribal existence -allowing tribes to continue to live according to their 
traditions and treaty rights and protecting their independence and sovereignty on 
reservations; 

(2) protecting tribal natural resources-preserving land rights, ensuring sustainability; 

(3) promoting human rights-enforcing and strengthening laws to support Native 
American rights in matters such as religious freedom and education; 

(4) holding the government accountable for enforcement of laws that concern the lives of 
Native Americans; and 
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(5) developing Indian law and educating the public about Indian rights, laws, and 
issues.27 

Board decisions are made by a majority vote. The board sets priorities, such as providing 
legal representation in matters which significantly affect legal rights of a substantial 
number of Native Americans and providing services to educate members of the Native 
American community on legal rights, issues, and possible solutions.Z8 The executive 
director attends all board meetings but does not vote. 29 

The board has several committees. The executive committee, which reports to the board, 
consists of at least four members. The nominations committee is responsible for 
evaluating nominees. The investment committee studies and makes recommendations 
regarding investment options. The tribal fundraising committee searches for potential 
donors and establishes relationships with individual tribes to encourage them to 
contribute. To keep board members informed, members receive weekly summaries of 
activities, information about the progress of important cases, the newsletter, and relevant 
literature. 30 

The board of directors selects NARF's corporate officers, consisting of the law office 
administrator, the director of development, the litigation management committee, and the 
grant writer, by a majority vote and may remove them by the same process.31 The officers 
meet at least once a week to discuss the management of the organization. 

Executive Director 

John Echohawk, a celebrated figure in Native American law, has served as executive 
director of N ARF since 1977.32 He was one of the first graduates of the Indian Law 
program at the University of New Mexico. Former senator Ben Nighthorse Campbell (R
Colorado), chair of the Senate's Indian Affairs Committee, suggests that Echohawk's 
integrity is beyond reproach: "I just don't know who would question it." The National 
Law Journal has named John Echohawk one of the 100 most influential American 
lawyers since 1988.33 

The litigation management committee manages the heart of the organization-legal 
affairs. It consists of NARF attorneys elected by the staff and approved by the board. 34 

This committee serves as both special assistant to the executive director and as a 
substitute for him in his absence. It also screens new cases, coordinates day-to-day 
practice, manages attorneys, approves legal and financial matters, and supervises the 
National Indian Law Library. To screen potential cases, it uses specific criteria such as 
NARF's mission statement, federal Indian law, and the impact on Native Americans. 
Also important to case selection are attorneys available, NARF's expertise, and possible 
conflicts of interest among staff members Until recently, NARF's staff in the main office 
at Boulder, Colorado, mainly focused on litigation. However, based on a 
recommendation by an evaluator ten years ago, NARF added positions to the Boulder 
staff to focus more on funding and donations.35 Some of the recommended positions are 
listed below. 
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The law office administrator and treasurer at NARF (one person holds both positions) is 
one of the corporate officers supporting the executive director. As law office 
administrator, she manages the day-to-day operations of the office; as treasurer, she is 
responsible for all corporate funds and securities and keeps accounts. 36 

The director of development plans and manages NARF's initiatives in funding. She takes 
charge of major gifts and fundraising projects and analyzes mail-outs by researching 
statistics and evaluating the target population for potential donations. The development 
staff consists of a public relations officer, director of planned giving, a development 
projects coordinator, and an administrative assistant.37 

In addition to the development staff, a group of volunteers called the National Support 
Committee (NSC) assists NARF with public relations and fundraising efforts. Presently, 
the group consists of some 40 individuals.38 

The grant writer develops and edits NARF's funding applications, produces reports, and 
serves as the organization's corporate secretary. The reports include the annual report and 
the legal report, the two newsletters that NARF compiles on a regular basis.39 

The National Indian Law Library (NILL), one ofNARF's programs, is also located in 
Boulder, and employs three individuals: the law librarian, the technical services assistant, 
and the librarian assistant.40 For any additional help needed, NILL relies on volunteers, 
generally from universities.41 

Finances 

NARF's fiscal year runs from October 1 to September 30, or as otherwise designated by 
the board.42 The board approves NARF's budget and reviews its implementation on a 
quarterly basis. 

NARF is a 501(c)3 nonprofit, whose revenues consist mainly of private personal 
contributions.43 In FY 2003, NARF received a total of some $6,892,000. The percentage 
of this revenue from each source is displayed in Figure 5.1. 
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Figure 5.1 
NARF Revenue Distribution, 2003 
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Source: Guidestar Analyst Report, "Native American Rights Fund." Online. Available: 

http://www.guidestar.org/services/gajsp. Accessed: February 8, 2005. 

In the same year, NARF's expenditures totaled $7,942,200, producing a deficit of some 
one million dollars. The distribution of these expenditures is shown in Figure 5.2. 

Fundraising 
22% 

Administration 
13% 

Figure 5.2 
NARF Expenses, 2003 
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Source: Guidestar Analyst Report, "Native American Rights Fund." Online. Available: 

http://www.guidestar.org/services/ga. Accessed: February 8, 2005. 

During the period from 2001 through 2003, NARF's revenues declined roughly 23 
percent and its expenditures increased about 7 percent. Net assets decreased about 25 
percent.44 
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Figure 5.3 
NARF Financial Snapshot, 2001-2003 
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In 2004, NARF analyzed its increasing deficit.45 Its top three expenditures were attorney 
salaries, program consultants, and fundraising. The income of NARF lawyers ranges 
from $50,000 to more than $100,000, depending on experience. NARF often takes cases 
that extend over many years, with little to no immediate financial reward even if damages 
are eventually awarded.46 

A group of foundations provide a large portion of NARF's revenue, with the Ford 
Foundation being the largest contributor. Events like the annual banquet and art auction, 
which showcases Native American art, are also a source of income. NARF receives little 
money from government grants or corporate donations; its treasurer speculates that one 
reason for this could be NARF's numerous cases against corporations and the 
government. Currently, NARF is investigating planned giving in order to augment 
revenue.47 As the director noted, "We're facing a shortfall [again] this year ... projections 
are the same for next year. ... We'll be getting dangerously close to depleting [our 
reserve] funds completely."48 

Both the board and executive director visit corporations and tribal leaders throughout the 
nation to ask personally for donations. The board of directors also conducts research to 
identify potential donors, makes personal contributions, and reaches out to the public 
about donations to NARF.49 

Programs 

NARF offers programs both independently and in cooperation with other organizations. 
A few years into its operation, NARF realized that Indian law lacked a repository for 
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cases, records, and other references. Consequently, the organization founded the National 
Indian Law Library (NILL), a national public library, with funding from the Carnegie 
Corporation.50 Its collection of tribal codes, ordinances, and tribal constitutions is the 
largest in the United States. In addition to archiving important legal documents, NILL 
also provides reference and research assistance to clients and the public for a nominal fee; 
it also publishes the Indian Law Bulletin to keep tribes, the public, and professionals 
informed. 

As another resource for Native American lawyers, NARF established a litigation training 
program called the Indian Law Support Center (ILSC), supporting some 33 legal service 
programs around the nation.51 In 1999, ILSC helped coordinate efforts to enact the Indian 
Tribal Courts Technical and Legal Assistance Act of 1999. It also hosts an annual 
training conference on tribal courts. However, due to a reduction in funding from the 
Legal Services Corporation, ILSC has had to scramble for other funders. 52 

NARF created the Tribal Education Departments program (TEDs) through a partnership 
with the Rosebud Sioux Tribe. 53 NARF developed guidelines for the tribe on how to 
track and report students' needs. Other tribes have since used them as a template to 
advocate for education. Private foundations provided the initial funding for TEDs. NARF 
also created the Tribal Education Departments National Association (TEDNA) that 
serves to assist tribes with the creation, implementation, and funding of their own TEDs. 

Another community project NARF undertook provides legal guidance for business 
development through the Economic Development Law Project (EDLP).54 The ELDP is 
aimed at achieving increased tribal government supervision over their communities so 
that these communities will be sustained. Members of the EDLP serve on national Indian 
policy task forces and are involved in the EPA's Tribal Operations Committee to ensure 
funding for tribal environmental programs. 

NARF joined with the National Congress of American Indians (NCAI) to cases appealed 
to the Supreme Court under the Tribal Supreme Court Project. 55 As noted above, the 
large majority of cases in Indian law brought before the Court have been lost in recent 
years. NARF sees the Supreme Court as the largest threat to tribal sovereignty, and the 
project emphasizes the importance of a strong and consistent approach before the 
Supreme Court and presenting cases that would increase its chances of winning. 56 The 
project has brought together a working group of some 200 attorneys and academic 
experts across the nation to offer assistance to tribes and tribal attorneys in determining 
whether to take a case to court and how to proceed once the decision is made. 57 Of the 
four cases appealed to the Supreme Court since the project began, three have been won. 
NARF attributes these both to the project's ability to filter out weak cases and to the 
willingness of many states to file amicus briefs in favor of the tribes. 

To expand rights advocacy beyond the U.S., NARF and NCAI are collaborating on a new 
policy acknowledging the right to Native American self-determination in the Americas as 
a whole. The "Draft Declaration on the Rights of Indigenous Peoples" emphasizes 
acceptance of the rights of tribal groups as well as native individuals on both continents. 
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NARF has been granted special consultative status in the UN, which offers them a 
consulting role in all UN activities dealing with indigenous peoples. 58 

Planning 

Because most of NARF' s focus , litigation, lasts years, advanced planning is difficult. 
NARF's litigation committee selects cases to file based on the policy adopted by the 
board of directors. There is some planning done, however, in many of the organization's 
non-legal programs. 

Membership 

NARF does not have a membership program per se.59 As stated in their articles of 
incorporation, the corporation in not a membership organization.60 Nor do donors have 
any input into the organization or its programs. 

Volunteers 

NARF accepts only a handful of volunteers. Since most casework is confidential, 
volunteers cannot be of assistance in it.61 NARF does accept volunteers for administrative 
tasks and enlists them in filing, as receptionists, and for general maintenance.62 

The law library does benefit from volunteer assistance. NILL makes the most use of 
volunteer assistance, as it has only a staff of three to manage the law library, so 
volunteers are welcome. They respond to requests for research assistance, do shelving, 
and have other administrative duties. 

NARF does offer a few clerkships with some regularity, giving the students a choice 
between summer and year-long programs.63 Assignments are broad, giving them 
experience in all facets of NARF's legal practice. With NARF's limited funding, it 
cannot offer more than a few clerkships, but the individuals selected work alongside 
some of the most experienced and knowledgeable minds in the field of Indian law. 

Relations with Other Organizations 

NARF only infrequently joins in partnerships with other organizations, but it does enlist 
the aid of other law firms specializing in Indian law.64 NARF also works with the 
American Indian College Fund (AICF), a nonprofit organization founded at roughly the 
same time as NARF. AICF provides financial support for Native American students 
attending college. Additionally, NARF has joined forces with Earth Justice, an 
environmental litigation nonprofit, as both organizations share an interest in 
environmental issues. 
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Special Problems 

As discussed above, the Supreme Court has rejected most NARF positions on Indian 
rights over the last several decades. NARF loses ground when the Court renders a 
decision that circumscribes Native American rights.65 

Also as discussed above, NARF's financial problems have been exacerbated by the 
growth of gaming on Indian land. Today, some 377 Indian casinos generate roughly $15 
billion dollars in annual revenue66 and the general public assumes that Native Americans 
are awash with funds. 67 Because the organization receives most of its revenue from 
donations, their decline has presented a dilemma.68 As one NARF attorney commented, 
"Gaming has changed everything so much. We are struggling to find our way in this new 
Indian law world ... How can we continue doing this and stay afloat?"69 Since it has 
brought greater external regulation, gaming has also affected tribal sovereignty. 

NARF has identified another problem as its lack of public visibility, even among many 
tribes. This has a detrimental effect both on the cases NARF receives and its funding. 
After NARF's initial successes in its early years, press coverage has declined.70 

Effectiveness 

The board assesses NARF's performance every two years to determine the effectiveness 
of ongoing efforts and whether changes are required. The board uses achievements in its 
priority areas as a gauge of NARF's effectiveness: protection of tribal natural resources, 
promotion of Native American human rights, ensuring the accountability of governments 
to Native Americans, and the development of Indian law and public education through 
litigation, lobbying, and other programs. In addition, the board evaluates the executive 
director every two years to determine the effectiveness of the director's performance.71 

Among other means of evaluation, NARF holds retreats for both board and staff in which 
participants address major issues and assess progress.72 First, NARF evaluates the past 
year's activity in four priority areas outlined above, forming committees to study each. 
These committees analyze the current legal and program environment and search for 
trends that might affect it. Attendees then develop a funding plan, in which they identify 
funding problems and develop solutions to address them. The document created is then 
used for forming policy at NARF. 

Evaluation 

Throughout its 34 years of existence, NARF has established an enviable record and 
become the largest Native American legal organization in the nation. Nonetheless, NARF 
appears to lack some of the qualities commonly associated with effective and successful 
nonprofit organizations. 

Sustainability, or financial resilience, is an important criterion. As we have seen, the 
organization's financial position has deteriorated over the past few years. To help counter 
this , NARF added a fundraising expert to the staff who has evaluated those groups most 
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likely to give the most and has since targeted those groups. NARF has also focused on its 
natural constituency, Native American tribes, to increase awareness and develop reliable 
sources for funding. Thus far, the organization has experienced some success but has not 
yet reached satisfactory levels of fundraising and public awareness. And though NARF 
has a varied funding base and substantial reserves, it now is threatened by a recurring 
annual deficit. 

Finally, the organization demonstrates a certain entrepreneurial ethic, reflected in its 
requirement for all board members to locate and obtain sources of funding. NARF has a 
reputation for integrity and expertise, and its director and staff appear dedicated to its 
mission. 
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Chapter 6. National Immigration Forum 

History and Development 

The National Immigration Forum has been the United States' premier immigrant 
advocacy organization since the early 1980s. Since its inception in 1981, the Forum has 
vigorously promoted immigration policy that embraces immigrants, refugees, and asylum 
seekers. Its mission is "to embrace and uphold America's tradition as a nation of 
immigrants." 1 

During the 1970s, Rick Swartz, a 1975 graduate of the University of Chicago School of 
Law, developed relationships with numerous ethnic minority organizations formed by 
post-1965 immigrants.2 Swartz was an accomplished pro-immigrant advocate who had 
spearheaded an immigrant rights project at the Lawyers Committee for Civil Rights. By 
the 1980s, he realized these immigrant groups with whom he had established close 
contact were politically weak and were virtually unable to advance issues and make an 
impact on legislation.3 Thus in 1981, he founded the Forum-originally named the 
National Immigration, Refugee and Citizenship Forum-to give immigrants and their 
interests a voice in policy circles. 

Swartz asserts that the Forum's purpose was "to best insure that the value of immigrants 
and immigration in the American story is understood, sustained and protected because of 
the fundamental belief that there is something about the immigration phenomenon that is 
truly of great value to the country."4 From the onset, one of the chief characteristics of the 
Forum was its tendency to form broad partnerships. In this spirit Swartz moved swiftly, 
in 1982, to merge the Forum with the American Immigration, Citizenship and Refugee 
Conference, a much older organization composed of predominantly white ethnic groups.5 

This affiliation with old and new immigrants heightened the Forum's legitimacy. 

Under Swartz's leadership the Forum observed a steady pattern of growth. It set up task 
forces and meetings to bring together diverse ethnic and special interest groups to discuss 
proposed immigration reform initiatives on various issues, such as amnesty for 
undocumented workers. The purpose of these gatherings was to find common ground and 
devise strategies to coordinate political action. These developments strengthened the 
Forum and increased the number of organizations involved in its coalition. Within several 
years of its founding the Forum boasted more than 100 national and community 
organizations as members.6 This growth fulfilled the Forum's conception as an 
organization of organizations as opposed to individual members, since Swartz believed 
"institutions are the mechanisms, as de Tocqueville understood, through which power is 
gathered." 7 

Despite this growth, it is important to point out that the Forum was not free from setbacks 
and did experience some conflict during its early years. It came in many forms, among 
them funding limitations, which meant Swartz often worked for little or no pay.8 

Additionally, tensions between the board of directors and Swartz emerged, due in part to 
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a disagreement over the type of organizations each believed the Forum should form 
partnerships with.9 (This tension between the board of directors and the executive 
director would manifest itself throughout most of the Forum's history.) 

In the mid-1980s a series of immigration reform propositions stirred a lively debate in 
Congress and among labor unions, businesses, immigrant organizations, and others. 
During this time, the Forum was instrumental in conducting research on the 
consequences of those reforms and providing relevant information to immigrant-related 
constituencies and policymakers. While in favor of certain provisions, such as amnesty 
for immigrants, the Forum was against proposed employer sanctions. Nevertheless, in 
1986 the Immigration Reform and Control Act (IRCA) passed with both the amnesty and 
employer sanctions provisions intact. In essence, IRCA provided amnesty for immigrants 
who could prove they had begun residing in the country before 1982 while making it 
illegal for businesses to hire undocumented immigrants. 10 In the years that followed, the 
Forum, along with numerous other advocacy and service organizations, engaged in a 
concerted campaign to publicize the law's many provisions, ensure congressional intent 
was carried out, aid amnesty applicants in proving residence, and educate immigrants, 
service providers, employers, law professionals, and the public on the rights and 
responsibilities established by IRCA. 11 At the same time the Forum was engaged in 
!RCA-related activities, it also managed to advocate for such momentous issues as 
securing safe havens for Salvadoran civil war refugees and opposing the English Only 
movement. 12 

In 1990, Swartz was able once again to find new allies in the struggle to defeat anti
immigrant legislation. Swartz approached interest groups-many of them conservative 
groups with which the Forum had not maintained strong relationships-which favored a 
pro-immigration agenda. He realized that despite their differences they could use each 
other's strengths. This approach proved successful, but it also increased tension between 
Swartz and the board of directors. He realized he needed to detach himself from it if the 
organization was going to become a permanent fixture. 13 This realization led to his 
departure from the executive directorship in 1990, though he continued to work on 
immigration issues and would later go on to join the Forum's board of directors. 

In 1990 Frank Sharry, another immigrant advocate, who worked for Centro Presente (a 
group aiding Central American refugees in the greater Boston area), took over as 
executive director. 14 The 1990s turned out to be much bleaker for immigrants' rights and 
the pro-immigration movement than the preceding two decades. In the early 1990s, a 
recession in California prompted the state to reevaluate its relationship with immigrants. 
In 1994, California's Republican governor Pete Wilson championed Proposition 187, 
which denied public schooling to children of illegal immigrants. Fearing a potential 
spillover effect in other states or even at the federal level if the proposition were to pass, 
Sharry took a leave of absence from the Forum and served as the deputy campaign 
manager of Tax-Payers against Proposition 187. 15 Although he was unsuccessful in 
defeating the proposition, his experiences in that position increased his stature with the 
press, which had become increasingly interested in publicizing immigration issues since 
the early 1990s. 16 
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The heated debate around Proposition 187 seemed to engender a climate of greater 
hostility toward immigrants and immigration. Motivated by this national sentiment, the 
heads of the immigration subcommittees in their respective chambers, Senator Alan 
Simpson (R-Wyo.) and Representative Lamar Smith (R-Texas) proposed harsh cuts in 
legal immigration-reduced by up to a third-as well as a series of measures to crack 
down on illegal immigration. In the spring of 1996 it was evident that Simpson and Smith 
had the votes needed to pass their immigration reform bill. Nevertheless, the Forum 
played an important role in building an eclectic coalition that would ultimately remove 
the immigration cuts from the bill. 17 This union represented the most disparate set of 
groups-including ethnic, business, libertarian, liberal, religious, and technology 
factions-ever assembled under a pro-immigration agenda. 18 The public debate over the 
Simpson-Smith bill confirmed immigration's more visible role in the American media. 
From then on, immigration issues were more public and the Forum, as well as its 
partners, had to learn to talk to the press and how to promote their message. 

This diverse coalition created strong tensions between Sharry and the board of directors, 
which ultimately led to a major restructuring. 19 Some members of the board believed it 
was better to oppose the entire Simpson-Smith bill, while others, aware the legislation 
had strong backing and was likely to pass, wanted to focus on limiting its negative 
effects. When the Forum opted for the latter action, many board members resigned. 
Around this time, the Forum went through a revision of its board structure. After an 
arduous process, the board decided to reduce its size from 40 members to 25, recruit 
more people with money and/or connections to the board, focus more heavily on raising 
funds and, most importantly, delegate most of the power to decide the best way to 
achieve the priorities and policies of the organization to the staff. This last decision meant 
the board would be less active on policy issues.20 

During this period the Forum also began to embark on research and publication projects 
on immigration-related issues and continued to grow-both financially and in numbers. 
One of these first projects was the Integration Initiative, the purpose of which was to 
examine immigrant integration and immigrant group interactions in several major U.S. 
gateway cities, such as Miami and Houston. By 2000 the Forum included more than 200 
member groups and had revenues in excess of $1.8 million. 

In 2001, the Forum took part in what it considered a major opportunity for immigration 
reform. In his first few months in office, President George W. Bush established strong 
ties with his counterpart in Mexico, President Vicente Fox. One of the many issues they 
were working on was an immigration accord. Both presidents made public statements on 
several occasions alluding to their interests in such an accord and the benefits it would 
bring to both nations. The Forum saw this as a turning point, because no American 
president before had discussed establishing such a close relationship with Mexico. Along 
with some of its national partners, the Forum started crafting a message regarding the 
immigration accord with the aim of influencing the public and rallying support for the 
measure. Unfortunately, the tragic events of September 11,2001, would postpone this 
opportunity for immigration reform indefinitely. 
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The events of September 11 presented a major challenge. Sharry and his staff not only 
had to respond quickly to the immediate problems posed to immigrants by the 
consequences of anti-terrorist acts, but soon found they would have to stand up to 
opportunistic anti-immigrant forces now seeking to exploit the tragedy. On January 31 
and February 1, 2002, the Forum held a conference, "A Nation of Immigrants in the 21st 
Century: Moving Forward in a Time of New Challenges," which dealt with both 
traditional issues, such as advancing immigrant homeownership, as well as new issues, 
such as how to ensure that civil liberties were guaranteed for all while simultaneously 
establishing a more secure nation.Z1 In February 2003, the Forum, along with a few other 
organizations, began monitoring the implementation of the newly created Department of 
Homeland Security. In early 2004, the Forum launched the Community Resource Bank 
on its website, an online clearinghouse providing communities with information, 
resources, and other tools on how to assist immigrants. 22 

Organization and Structure 

From its inception the Forum has had to manage two main roles to achieve its mission 
and objectives. The first role it plays is that of an independent organization trying to offer 
an effective message. The second is that of a partner or player in diverse coalitions, 
which demands compromise among the various groups as all their interests are 
considered when deciding on collective action. To a large extent, the work of the 
organization revolves around these two, at times conflicting, roles. To better understand 
the roles and position of the Forum it is necessary to examine the components of the 
organizational structure. 

Board of Directors 

The Forum has an elected board of 25 directors. In many instances they are key staff 
from the associate member organizations of the Forum. The board has gone through 
several changes since the mid-1990s. Since then, it has come to play a less active role in 
setting the direction of the organization and has also been reduced in size. The 
composition of the board has become more diverse, with representatives from immigrant 
and ethnic communities; immigrant advocacy and service groups from the national, state, 
and local levels; the business and labor sectors; and religious institutions. Collectively, 
this body is likely to be the most diverse board (along ideological, ethnic, geographical, 
and religious lines) ever assembled around a pro-immigrant agenda. The unique 
composition of the board of directors serves as an indication of the Forum's centrist 
position on advocacy-one that brings together the interests of the more established pro
immigrant left sectors with those of the pro-immigrant right. The board has four elected 
officers (chair, vice-chair, treasurer, and secretary) and operates through small 
programmatic committees, such as the financial audit committee and the development 
committee. It convenes three times a year. 

Staff 

The Forum's small staff is composed of highly skilled individuals from diverse 
professional fields with specialized knowledge in immigration advocacy. An unusual 
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feature of the Forum is its director-heavy orientation, with six of its ten staff members 
serving as directors. One associate with the Forum commented that "we are the premier 
immigrant advocacy organization in the country and we need depth in the programmatic 
areas and not so much on operation."23 

The executive director and the deputy director provide vision for the organization, make 
major strategic decisions, and assist in fundraising activities. They also function as 
spokespersons for the Forum, energize the base of immigrant groups through meetings 
with fellow advocates at the state and local levels, and are responsible for overall 
management. The deputy director formerly acted solely as the overseer of programs, but 
with the recent creation of a policy director position, those responsibilities have expanded 
to include overall administrative and management operations as well. 

The director of finance and operations is in charge of preparing and adjusting the budget, 
supporting fundraising, and monitoring office operations. The new director of policy 
supervises policy analysis and lobbying and liaison efforts. He came to the Forum with 
little practical background on immigration issues, but quickly attained the needed 
expertise and is now one of the leading press and media officers on immigration 
advocacy. The director of public information manages the website. The Forum also has 
two policy and communications associates and a senior policy associate. They engage in 
coalition building, coordinate policy with immigrant advocacy organizations, and provide 
training to relevant nonprofit and community leaders. Finally, the Forum has a 
receptionist who doubles as an office assistant. 

The Forum has its offices in Washington, D.C., only a few blocks from Capitol Hill. 
Although the Forum has no satellite offices, its presence is felt nationally through various 
avenues. Key members travel all over the country throughout the year to meet with 
immigrant advocates, community leaders, coalition partners, state and local officials, and 
contributors (in most cases, the executive director meets with major donors). 
Furthermore, a few times a year the Forum organizes specialized training for immigrant 
and ethnic community leaders in key cities around the nation in order to foster their 
efforts.24 Perhaps more importantly, the Forum has an extensive network of partners in 
locations where key constituencies reside. The Forum is in daily contact with these 
groups by phone or email. Finally, the Forum has an efficient public information and 
communications team. The website contains a vast amount of information divided into 
various sections and directed at different social sectors. Equally important is the 
communications director's daily exchange with the press and the frequent media 
appearances of the executive director. 

Finances 

The director of finance and operations develops an annual budget in consultation with 
area directors. The budget is then presented to the financial audit committee, which is 
composed of board members, many of whom have financial or executive management 
experience. The committee's concerns are addressed and its input incorporated, then the 
budget is submitted to the board for approval. Roughly halfway through the year the 
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budget is adjusted according to necessary changes and shifting priorities. Management is 
conservative in its budgetary projections, which allows it to frequently have a small 
surplus at the end of the year. The company has net assets equal to about one year of 
operational expenses, and during a year in which the Forum ran a small deficit it was able 
to dip into these reserves. One advantage the organization enjoys is that for the staff, 
finances are a parallel part of their thought and action. They do not need to be reminded 
that resources should not be spent lightly. 

Expenditures are divided into three areas: programs, administration, and fundraising. The 
director of finance and operations is quick to point out that the Forum spends the bulk of 
its financial resources (80 to 90 percent) on programs, only around 10 percent on 
administrative costs, and even less on fundraising (see Table 6.1). Within the 
programmatic area, the majority of expenses are for employee compensation and 
benefits . 

The majority of the Forum's funds come from foundation grants (see Table 6.1). These 
grants are sometimes multiyear but generally expire annually and must be renewed or 
applied for. Among some of the prominent funders in the last few years are: the Fannie 
Mae Foundation, the Ford Foundation, the John D. and Catherine T. McArthur 
Foundation, and the Thomas & Agnes Carvel Foundation?5 The government has also 
provided generous grants accounting for a significant part of revenue, as was the case in 
2002. However, in the last several years government grants have decreased 
significantly.26 Additionally, the Forum collects associate dues and receives funds from 
some program services. A minor portion of income is generated through investments. 

Table 6.1 
Revenues and Expenditures, Fiscal Year Ending December 31,2002 

Revenue 

Contributions 

Government Grants 
Program Services 
Investments 

Special Events 

Sales 

Other 

Total Revenue 

Expenses 

Program Services 
Administration 

Fund Raising 

Other 

Total Expenditures 
Net Gain/Loss 

$1,464,124 

$316,058 

$183,256 

$26,046 

($152,201) 

$0 

$49,547 

$1,886,830 

$1,518,010 

$140,434 

$117,175 

$0 

$1,775,619 
$111,211 

77.60% 

16.75% 

9.71% 

1.38% 

-8.07% 

0.00% 

2.63% 

85.49% 

7.91% 
6.60% 

0.00% 

Source: National Immigration Forum, Form 990, Return of Organization Exempt From Income Tax, 
Washington, D.C., 2002. 
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One of the functions of the financial audit committee is to perform an annual audit, which 
is outsourced to a firm that reports directly to the committee. This ensures that the 
auditors have no conflict of interest, since their operations are entirely independent from 
the Forum's management structure. The main purpose of the audit is to offer a guarantee 
to contributors that the organization has solid financial management practices. 

The board has a development committee in charge of strategies, recruiting new donors, 
identifying new fundraising opportunities, and other sources of contributions. The 
director of finance and operations asserts that the development committee "has been 
pretty active ... we have some new enthusiastic people on it that have a lot of ideas and 
are positioned to make some of them happen.'m The director and deputy director assist 
the development committee, meet with contributors, and write grant proposals. It is 
essential to note that, like many other nonprofits, the Forum's program agenda is 
determined to a certain extent by funding streams. That is, if the Forum becomes aware 
of a funding opportunity on a particular issue, and if that issue seems to fit the 
organization's mission, the Forum wil1 work to obtain that financial support. 

In the last few years donors have wanted proposals concentrating on solving what they 
saw as two large problems: (1) a disconnect between what goes on in Washington policy 
circles and what goes on in the local areas, and (2) an abundance of advocacy groups 
sending out different messages about their priorities. The Forum has seized this 
opportunity and responded by recruiting partners to jointly raise funds with the purpose 
of strengthening connections between Washington and advocacy groups in the field as 
wel1 as improving coordination among similar organizations.28 

The Forum also organizes an annual fundraising banquet. One of its purposes is to honor 
and recognize leaders who provide their communities with meaningful service. The other 
purpose of the event is to serve as a venue to raise funds by bringing together groups and 
individuals motivated by immigration advocacy.29 Financial1y, the revenues from the 
banquet are very important because it is one of the only sources that produces 
unrestricted funds. Most, if not all, revenues from the banquet are used to pay for 
administrative expenses, since most donors tend to want their gifts to go to programmatic 
expenses.30 

Programs 

The Forum deals with an incredibly diverse set of concerns. Generally speaking, 
however, the three main programmatic issues on which the Forum focuses are (1) 
comprehensive immigration reform, including legalization, (2) post-9/11 due process and 
detention concerns, and (3) integration of immigrant communities into American society. 
Another salient feature of the program is how the Forum has historically tackled its 
agenda both as an independent organization and by forming coalitions. Furthermore, 
while many of the Forum's partners are analogous liberal advocacy groups with a strong 
pro-immigrant stance, the ideological makeup of coalitions runs the gamut from left to 
right. 
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One of the Forum's strongest beliefs, shared by most other major pro-immigrant liberal 
organizations in Washington, is that the immigration system in the United States has not 
functioned properly for some time. Immigration laws are antiquated because they do not 
acknowledge the country's need for immigrant labor. Moreover, the different 
governmental entities dealing with immigration issues are not well connected and lack 
resources to effectively conduct their responsibilities, process applications, and address 
other immigration-related concerns. The realization of these problems led the Forum to 
push for comprehensive immigration reform. Within that reform, the Forum considers a 
process of legalization or regularization of the status of millions of undocumented 
immigrants to be necessary. 

Dependent to some degree on funding opportunities, the Forum's strategy toward 
immigration reform, in the last few years, has become increasingly focused on increased 
collaboration with its various members. This strategy has the purpose of sending a 
stronger, more unified message. It resulted in the creation of the Coalition for 
Comprehensive Immigration Reform (CCIR), a 501(c)(4) organization, in early 2004. 
The CCIR was initially a looser coalition in which the member groups decided coming 
together institutionally was a better approach than occasionally working collectively on 
specific issues or legislation.31 The CCIR allowed the 11-group association to clearly 
define a goal: achieving meaningful progress on comprehensive immigration reform both 
within and outside Washington.32 

To achieve this goal, the CCIR developed an internal structure made up of a board of 
directors and a small staff to run three major components: a legislative strategy group, a 
field operations department, and a media and communications committee. The board
chaired by the Forum's executive director-provides institutional priorities and works out 
the finances. The legislative strategy group is essentially a roundtable of individuals who 
work on legislative advocacy in Washington and its effect on the country and are also 
employees of one of CCIR's member organizations. The field operations department 
coordinates with the legislative strategy group to come up with the most effective way to 
rally and organize grassroots efforts to put pressure on key legislators and government 
officials. The media and communications committee is, in a way, the communications 
consultant of the field operations department. 

While in an ideal situation the needs of immigrants and the groups that represent them 
would be the only thing to color the Forum's agenda and priorities, the reality is that the 
Forum has to factor in such considerations as the country's political climate. The post-
9111 environment created a unique set of challenges for immigration rights advocates. 
The Forum responded by actively participating in coalitions defending the right of due 
process and working to end unfair and discriminatory government practices against 
immigrants. One of these collaborating bodies was designed to jointly monitor the 
operations of the recently created Department of Homeland Security (DHS). As one 
associate with the Forum said, "We were very involved with the congressional debate 
surrounding the creation of the department," and cautioned that since the government was 
going to reorganize immigration under this department, it needed to do so in an effective 
way. 33 The monitoring group was formed after the department's creation. The group is 
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entitled the DHS Working Group and is cochaired by the Forum. It is divided into 
different committees to better concentrate on the numerous immigration functions of the 
department. Despite varying levels of activity, all committees meet or communicate 
regularly to discuss particular concerns, overall progress, and produce reports. Some of 
them work together every day, while others only communicate via email. The various 
committees focus on such issues as appointments, civil rights, enforcement, services, and 
appropriations. Any organization is welcome to join the DHS Working Group, and 
currently there is somewhere between 200 and 300 organizations involved. 

The National Asian Pacific American Legal Consortium (NAPALC) chairs the other 
collaborating alliance in which the Forum is involved, the Rights Working Group. This 
group focuses on the entire basket of due process issues, and, to some degree, its 
operation is more complex because it involves the broader rights community-including 
human rights, civil rights, privacy groups, etc.-and not just the immigrant rights 
community. This constellation of groups comes together with an agenda that, among 
other things, tries to introduce legislation, such as the Civil Liberties Restoration Act. 

The Forum has always considered integration as a piece of the immigration dynamic that 
has been commonly neglected, as evidenced by the bulk of immigration debate 
concentrating on how people arrive in the U.S. and focusing very little on what happens 
to those people after their entrance. To counter this, several years ago the Forum 
launched an integration initiative with the creation of the Center for the New American 
Community. The Center's goal was to elevate post-entrance integration efforts and focus 
on three main issues: English as a second language (ESL) classes, homeownership, and 
citizenship. The Forum chose these areas because it identifies them "as the markers for 
any successful integration into the system. You learn English, you buy a house and plant 
roots in your community and then eventually you become a citizen."34 One of the 
objectives of this broad programmatic issue was to obtain federal funding, but that never 
materialized; after a year and a half the Center lost funding and two employees had to be 
let go. At this time, the Forum is channeling new resources toward this issue. 

Planning 

The Forum uses different organizational mechanisms to ensure its vision translates into 
action and ultimately produces results. The Forum's approach is to analyze where the 
immigration debate is headed and think of it in terms of two questions: what is possible 
for the pro-immigration movement to achieve and what is the best way to get there?35 

According to one staffer, the executive director, Sharry, has a very good sense of what is 
good policy as well as organizationallimitations.36 He draws his vision from consulting 
with a number of groups, including grassroots immigrant community and immigrant 
advocacy leaders, people who work for foundations, politicians, and pollsters, as well as 
critics and opinion leaders.37 He also tries to prepare the Forum in case there is a major 
shift in any of the factors affecting immigration, since such things as economic 
information, security threats, or terrorism can have a major impact on immigration issues. 
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One of the more important planning events for the Forum is its staff retreat. The Forum 
holds an annual two-day retreat for staff members for the purpose of evaluating issues 
and activities from the previous year, reexamining priorities, and organizing the year 
ahead. The retreat is useful in that it provides a medium for the staff to develop the 
annual plan that they present to the board. The plan offers a relatively well-defined idea 
of what steps should subsequently be taken. Furthermore, employees get a clear idea of 
what they will be able to accomplish and what is not practical. They also discuss what 
priorities will come first. After all these issues are determined, the Forum notifies its 
partners on what its focal points will be and where it will have to scale back or play a 
larger role. This information enables collaborating organizations to develop appropriate 
expectations of the Forum. Additionally, the program staff holds meetings every week to 
discuss where each employee stands with regard to his or her tasks.38 

Membership 

The Forum's membership is composed of more than 200 organizations called associates 
or associate members . Among the more than 200 associate members are immigrant or 
ethnic advocacy and service organizations, labor and trade associations, business groups, 
and religious groups located throughout the country. To become associates, these 
organizations must have missions compatible with the Forum's policies and vision. The 
Forum occasionally accepts individual professional members, but this type of 
membership is not encouraged, nor does the Forum bestow as big a role upon these 
individuals as compared to institutional members. Government membership for city, 
county, state, or federal entities entitles those members to specialized research services 
and their annual dues are fixed at $250.39 Associate dues are paid annually based on a 
sliding scale according to each organization's total revenue for the previous fiscal year 
(see Table 6.2). 

Table 6.2 
Annual Dues According to Total Revenues 

Total Revenues Annual Dues 

$0-$50,000 $100 

$50,001 - $100,000 $150 

$100,00 l - $500,000 $200 

$500,001 -$1 million $400 

$1,000,001 - $5 mil $800 

More than $5 million $1,500 
Source: National Immigration Forum homepage. Online. Available: 

http://www.immigrationforum.org/membership/. Accessed: February 21,2005 . 

Membership rewards include receiving discounts on Forum publications and events and 
allowing organizations to have a vote and elect board members. Because members can 
vote, the Forum is selective about who it will accept as an associate member. It is 
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important to note that the staff at the Forum believes this membership structure is 
effective and does not consider developing a larger individual member base a priority. 

Volunteers 

With the exception of the board members, who are not compensated for their service (and 
thus could be considered volunteers), the Forum does not work with volunteers. 
Currently, the Forum does not have the resources to run a successful volunteer program. 
Each member of the staff already has numerous responsibilities, and if the Forum were to 
start working with volunteers it would need to hire an additional employee to operate a 
volunteer program. 

Relations with Other Organizations 

Since its beginnings, one of the Forum's chief characteristics has been its ability to 
establish partnerships that bring together common interests in search of the same 
objective. Of equal importance is that the types of partnerships that the Forum has 
established over the years have evolved into stronger, broader, and more effective 
collective entities that wisely utilize the particular strengths and specialties of the many 
parties involved. The Coalition for Comprehensive Immigration Reform (CCIR) 
symbolizes the latest progression in terms of collaborations, as it has incorporated eleven 
major players in the immigration debate: the National Council of La Raza, The Center for 
Community Change, the Hotel Employees and Restaurant Employees International 
Unions, the National Asian Pacific American Legal Consortium, the National 
Immigration Forum, the Service Employees International Union, the Pifieros y 
Campesinos Unidos del Noroeste, the Coalition for Humane Immigrant Rights of Los 
Angeles, the Illinois Coalition for Immigrant and Refugee Rights, the New York 
Immigration Coalition, and the United Food and Commercial Workers International 
Union (UFCW). 

One of the CCIR's first actions was to form a loose but much larger coalition called the 
New American Opportunity Campaign (NAOC) to coordinate immigrant groups at the 
national and grassroots level to make them more effective in advocating collective 
agendas on such issues as immigration reform, post 9/11 issues, integration (these 
previous three constitute the Forum's programmatic focus), access to benefits and social 
service, labor rights, and more.40 The executive director sits on the board of directors of 
NAOC along with representatives of other organizations such as the National Council of 
La Raza, the Service Employees International Union (SEIU), the Illinois Coalition for 
Immigrant and Refugee Rights (ICIRR), the New York Immigration Coalition (NYIC), 
the Center for Community Change (CCC) and the National Immigration Law Center 
(NILC). 

Special Problems 

The types of challenges confronting the Forum today can be categorized as either internal 
or external problems. One of the main internal challenges to the organization stems from 
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a general desire to accomplish more than what the Forum's human resource capacity 
allows. Immigration-related needs are great, and the Forum-as a leading representative 
of pro-immigration interests-tends to feel the need to play a role in most (if not every) 
major immigrant issue. As a result, the Forum often ends up taking on too many issues. 
This situation, in tum, results in staff members being assigned too many responsibilities. 
Naturally, some issues are neglected or overshadowed more than initially expected. 

Another internal challenge the Forum often faces pertains to the difficulty associated with 
constantly raising funds while at the same time striving to attend to programmatic issues. 
This challenge, although related to the first, is different in that the Forum is devoting 
substantial time and resources to an activity not directly related to the mission of the 
Forum, yet crucial to its existence. The director of communications gave an illustration of 
this conflict when he spoke of planning for the Forum's annual awards banquet, which, 
among other things, is an important and unrestricted fundraiser for the Forum: "It is an 
incredibly time consuming way of raising money, but it needs to be done and ... in the 
meantime ... we may have several sets of legislation introduced, and we have lots of 
other things going on."41 

The largest external challenge for the Forum arises from its work with many diverse 
partners, necessitating different types of relationships with them. The Forum is an 
organization that has traditionally worked in coalitions with other groups because of the 
advantage of gaining more influence and increasing the overall ability to accomplish 
tasks. However, working in coalitions also limits the Forum's control because it has to 
consider the interests of each party. This reality demands compromise among those 
involved, but the process of arriving at a point of agreement can create tension. As a 
result, the Forum must perform a balancing act between remaining true to its identity and 
mission, and at the same time reaching consensus with its many partners. 

Differences arise from the Forum's position on advocacy: one of its recent projects and 
national-local relationships best illustrates the external challenge of having to find the 
right balance.42 The Forum's centrist position on immigration advocacy, which considers 
the interest of both the pro-immigrant left and right, forces the organization to function as 
a mediator between fundamentally disparate groups. As mentioned previously, one of the 
newest projects the Forum and other partners have started is the creation of the Coalition 
for Comprehensive Immigration Reform (CCIR), an institution comprised of 11 
organizations. However, this new type of institutionalized relationship has brought about 
new challenges with regard to cooperation between groups with competitive views. 

Finally, local and national immigration organizations are focused on the same issues and 
are trying to attain similar goals, yet they often have different institutional priorities 
because they retain individual views of the problems at hand. The Forum, being "an 
organization of organizations" as described by founder Rick Swartz,43 has the hard task 
of ensuring national and local or regional groups understand each other so they can work 
collectively. 
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Effectiveness 

The Forum, like all organizations, has various measures of effectiveness. To comprehend 
the processes of measuring effectiveness, it makes sense to separate these into internal 
and external processes. 

The internal process of measurement is conducted in two forms. The first is broad and 
flexible in nature and tries to consider the Forum's effectiveness in terms of the larger 
picture.44 If there is one member of the staff who is not meeting his or her responsibilities 
and thereby pulling the group down, then that individual is not being effective. This 
translates into a diminished assessment of the staff's ability. -

The second internal measurement is more established and systematic. One of the best 
examples of this process is the organization's annual personnel evaluation. The executive 
and deputy directors evaluate every staff member. This evaluation provides each 
employee with a standard by which to measure their performance. It also "allows 
managers in two different areas to evaluate their personnel on essentially the same 
criteria." 45 Internal measurement is also applied to duties such as meeting payroll, 
managing the budget, and ensuring that a majority of the funds are being spent on 
programmatic areas as opposed to administrative expenses.46 

Some of the external effectiveness measurement processes rely on public visibility of the 
Forum as well as the application of its strategies and suggestions. Management at the 
Forum concerns itself with such questions as, "Does the field of immigration advocacy 
feel the Forum is giving them something they can use?"47 Another measure of 
effectiveness has to do with the press. Does the press look for the Forum's opinion when 
there is a hot immigration debate? Is the Forum doing a good job when the press does 
seek its opinion?48 Has the press given a favorable review of the Forum? For example, 
The Hill, a newspaper in Washington, D.C., that reports congressional news, rated the 
Forum as one of the top immigration lobbying organizations in the country.49 Other 
measures of effectiveness are less formal, such as how many other list-serves post action 
alerts originated by the Forum. 

Some other results may be more anecdotal or hard to measure but still demonstrate 
effectiveness in some degree. Among them are instances in which community 
organizations, opinion leaders, congressmen, or even the president adopt messages or 
policies developed by the Forum. For instance, the communications associate mentioned 
the importance of crafting an effective message, saying, "Literalll, things that President 
Bush has said were at one point on Frank [Sharry]'s computer."5 She then explained the 
message did not go from the Forum's executive director directly to President Bush, but 
that it went to many people who transmitted the Forum's message and was eventually 
picked up by the president. 

Another important part of being effective for the Forum is meeting expectations. 
Different bodies, such as its own board of directors or the leadership of a partner 
organization, expect the Forum will accomplish the goals it has identified. The Forum has 
to turn in an annual report to the board, which reviews the year's accomplishments and 
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lays out the challenges ahead. Similarly, the Forum has to give associated foundations a 
report detailing what has been done with donors' contributions and how successful it has 
been in achieving its goals. Increasingly, foundations are requiring beneficiary 
organizations to show that donations are creating an impact. This phenomenon has 
resulted in a boom in formal program evaluation. One of the Forum's newest grants from 
the Knight Foundation provides the organization with money to hire a consultant to aid in 
evaluations of funded programs. 51 

While the Forum has had its failures, it considers itself an effective organization. It 
usually meets the expectations of contributors and has a respectable reputation among 
them.52 The Forum also believes that even though it may not fulfill every objective by the 
end of the year, it does continue to be a leader in the field of immigration. 53 Additionally, 
it understands it has to find the right balance between covering the basics, with regard to 
immigration on the one hand, and being innovative and taking chances on new but risky 
opportunities. 

Evaluation 

While the Forum has some challenges when it comes to sustainability, the organization 
has proven very capable of improving its financial situation over the years. Since its 
inception it has consistently stressed fundraising, which has allowed it to grow in many 
areas. Nevertheless, the Forum could still do a better job of diversifying its donor pool, as 
most funds are derived from a small group of foundations that have consistently 
supported the organization. Although the Forum has already experimented with having a 
director of development, currently they do not employ one; perhaps it would be 
worthwhile to consider that possibility again. A notable point is that the Forum maintains, 
in total assets, the equivalent of approximately one year of annual expenses. 

Adaptability has been one of the organization's foremost attributes, and it can be 
reasonably asserted that it is responsible for the organization's survival through turbulent 
periods unfavorable to progressive immigration initiatives. From the pre-IRCA debates 
through the proposed crackdown on both legal and illegal immigration by Senator 
Simpson and Representative Smith in the mid-1990s, to the post-September 11 
challenges, the organization has shown remarkable resilience. Not only has it been 
capable of taking on these issues but it has done so in an astute manner. With time, the 
approaches and main messages of the Forum have evolved and achieved a greater level of 
sensitivity and pragmatism. Moreover, the organization has incorporated into its modus 
operandi the lessons learned through its successes and failures. Today, immigration 
issues are more prevalent in the public arena than in the past, and the Forum is engulfed 
in a perpetual struggle to ensure that these issues are given proper and fair consideration. 

With regard to the needs of its constituency, the Forum has performed quite well, despite 
its informal approach. Staff members deal with representatives or members of the many 
sectors of its diverse constituency on a daily basis, including immigrant organizations, 
ethnic advocacy groups, business and labor associations, and faith-based institutions. 
This continuous contact creates a dialogue that informs the organization of the beliefs and 
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concerns of the constituency while notifying the latter of the latest developments in the 
political debate. This informal yet powerful mechanism is reinforced through the 
executive and deputy directors who regularly attend various forums across the nation in 
which they listen directly to immigrants and other constituent groups. Finally, 
conversations among staff and weekly meetings allow for the exchange of constituency 
inputs. This well-established feedback process successfully provides the Forum with the 
information necessary to remain useful and up to date. 

Another mechanism keeping the Forum in step with its constituents is the heterogeneous 
nature of its board of directors. Throughout its history the organization has altered its 
constituency to make it broader and more diverse. The board reflects these changes by 
having representatives of the many constituency sectors serve as directors. Thus, the 
Forum has a built-in mechanism that allows it to adequately meet the needs of its diverse 
constituency by having their concerns brought to the board and staff directly. 

The organization constantly innovates, understands its mission, works effectively in 
coalitions, and plans carefully. The Forum's leaders are highly knowledgeable and 
skilled, well regarded, and visionary. These traits provide a sound foundation for 
successful innovation, and the results are numerous. For example, the Forum realized it 
could be a much more effective advocate if it included as many of the parties holding a 
stake in the immigration debate as possible. This novel approach made it an entity that 
brings together seemingly disparate interests and is able to communicate to the media and 
the public its composite, moderate message. Consequently, the Forum has remained at 
the forefront of the political debate for the past 10 years. Careful planning has also been 
key, since decisions are not made solely on the basis of constituency concerns. In fact, the 
director considers it crucial to consider what is politically feasible and reasonable. Only 
when all of these issues are addressed are plans for the organization determined. 

The organization's leadership has fostered a healthy environment where staff members 
motivate each other and professional growth is encouraged. The executive and deputy 
directors cultivate a culture of hard work, commitment to the mission and objectives of 
the organization, open staff communication, and leadership by example. The staff 
members seem to know each other well, and there appears to be general admiration of 
each other's work-a motivating factor. Employees also feel they can advance 
professionally within the organization. Their opinions matter, and often they are given 
more responsibilities and encouraged to develop ideas and projects. 

The Forum continuously assesses its performance to ensure expectations are met and 
results contribute to the mission of the organization. While this process is more informal 
than formal, it shows signs of moving in the direction of establishing more systematic 
and formalized approaches to linking action to results. When it comes to staying true to 
its mission, the Forum has managed to stay right on target by having a forward-thinking 
and centrist perspective on the immigration debate that strongly influences the vision of 
the organization. Therefore, the programs and approaches of the Forum are carefully 
planned and designed to advance its mission. Moreover, the staff at the Forum, and 
particularly management, pay attention to the organization's performance. Employees, 

123 



programs, and approaches are evaluated consistently, some in a more formal context than 
others. Among these evaluative procedures are personnel evaluation, analysis of 
outcomes, external feedback, media exposure, and public and constituency awareness. 
Additionally, the organization is currently establishing more formal methods for 
evaluating its programs. All of these characteristics assist the Forum in achieving 
effectiveness and maintaining a continuous process of improving performance. 
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Chapter 7. The National Immigration Law Center 

History 

Founded in 1979, the National Immigration Law Center (NILC) is a nonprofit national 
support center whose mission is to protect and promote the rights and opportunities of 
low-income immigrants and their family members. With a staff specializing in 
immigration law, employment, and public benefits rights of immigrants, the center 
conducts policy analysis and impact litigation. In addition, it provides publications, 
technical advice, and training to a broad constituency of legal aid agencies, community 
groups, and pro bono attorneys. 1 In the past 26 years, NILC has earned a national 
reputation as a leading expert on immigration, public benefits, and employment laws 
affecting immigrants and refugees. 2 

The predecessor of NILC was a small, local project named Aliens' Rights Project (ARP), 
begun in 1977 as a subsidiary of the Legal Aid Foundation of Los Angeles (LAFLA), a 
nonprofit law firm assisting low-income individuals in the Los Angeles area. In 
concordance with LAFLA's mission to promote access to justice, strengthen 
communities, fight discrimination, and effect change, ARP's role was to serve the 
immigration needs of alien populations situated in Los Angeles and surrounding 
communities. In addition to handling individuals' problems, ARP initiated several class 
action lawsuits addressing aliens' rights to due process, access to counsel, and eligibility 
for public benefits. 

Because of the expertise and reputation that ARP quickly established, as well as the 
growing need to address these issues in other areas of the country, the project soon began 
to adopt the role of co-counsel in various litigations and provide technical assistance to 
other legal aid and immigrant assistant programs. In 1979, the project was elevated to a 
national support center named the National Center for Immigrants' Rights. However, due 
to its small size the center remained part of its umbrella organization, LAFLA. 

During the 1980s, as immigration policy became more restrictive, the demand for 
immigrant-related counseling and litigation increased rapidly, driving the center's 
growth. In the center's early years, the passage of the Refugee Act of 1980 brought 
dramatic flows of refugees fleeing persecution in Haiti and Central America. During this 
period, the center focused heavily on litigation to defend these and other immigrants from 
due process violations and acts of misconduct by the Border Patrol and the Immigration 
and Naturalization Service (INS). NILC's efforts to thwart such legal abuses were 
evidenced by its role in Haitian Refugee Center v. Civiletti in 1982. In this class action 
lawsuit, NILC helped protect the rights of 5,000 Haitian refugees arbitrarily denied due 
process and equal protection on the basis of nationality and race. As a result, the 
government was ordered to reprocess their asylum applications in accordance with the 
fundamental principles of due process. 

129 



In the mid-1980s, the Center sought additional funding from The Legal Foundation of 
Washington (LFW), which supports legal and educational programs for low-income 
persons by using interest on lawyers' trust accounts. The center expanded its size and 
staff and added public benefits as an area of specialization. 

Plyler v. Doe of 1982 was the center's most significant case on aliens' rights to public 
services, in which the center challenged the constitutionality of a Texas law that denied 
undocumented children the right to go to elementary school. Because of the success of 
Plyler v. Doe, all children residing in the United States were guaranteed the right to a free 
elementary school education regardless of their immigration status or that of their 
parents. 

The enactment of the Immigration Reform and Control Act (IRCA) in 1986 brought new 
challenges to immigrants. Congress attempted to stem illegal immigration by imposing 
sanctions on employers who hired undocumented workers. As a result, the INS denied 
many Central American refugees legal status and therefore the ability to work to support 
their families. Even some permanent residents found themselves faced with blatant 
discrimination due to their national origin and citizenship. On the other hand, almost 
three million undocumented persons residing in the United States were allowed to 
legalize their status.3 The center played a dual role by providing assistance to legalized 
immigrant workers and fighting IRCA-related discrimination. It disseminated thousands 
of clients' rights brochures in English and Spanish nationwide, which spurred the 
creation of the Legalization Update Newsletter (later the Immigrants' Rights Update). 
The center worked with a number of immigrants' rights coalitions to provide outreach to 
the amnesty population, particularly in California and Texas. 

Beginning in the early 1990s, Congress addressed the reform of legal immigration by 
passing the Immigration Act of 1990. NILC responded with trainings and publications, 
analyzing the new grounds on which applicants for permanent residence could be 
excluded from the U.S. Its memos addressed other aspects of the law most likely to affect 
low-income immigrants, such as a new legal status for undocumented children in foster 
care and the family unity program, with the intention of hastening the reunification of 
amnesty aliens and their families . 

The NILC grew substantially in the early 1990s and opened a new office in Washington, 
D.C., in 1994 to address the latest immigration policy and public benefit issues. However, 
in 1995, having lost funding from Legal Services Corporation (LSC), the center broke 
away from LAFLA. Up until 1995, the center received major funding under the name of 
its umbrella organization, LAFLA. At that time, approximately 57 percent of LAFLA's 
funding came from LSC, a nonprofit organization established by Congress to administer 
a nationwide legal assistance program. However, that year Congress decided to add 
restrictions and gradually eliminate all funding for LSC's national support centers 
working for undocumented immigrants. As a result, the center decided to break 
administrative ties with LAFLA and become an independent organization. The same 
year, the newly independent center changed its name to the National Immigration Law 
Center. 
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Since the late 1990s, the center has survived the loss of LSC funding and emerged as a 
more powerful and resilient organization working to identify and address a broad range 
of issues from aliens' rights and immigrant employment to public benefits issues. In 
addition to its Los Angeles headquarters and D.C. location, NILC now maintains offices 
in Oakland and operates a Sacramento office for the California Immigrant Welfare 
Collaborative (CIWC), its collaborative organization. 

Today's NILC has three main program areas: general immigration law and constitutional 
rights, employment issues affecting immigrants, and public benefits issues affecting 
immigrants. It deals with a broad set of concerns, including driver's license issues, INS 
and local police enforcement policies, and the impact of 9/11 on due process rights. 
Furthermore NILC addresses employment issues such as IRCA employment verification 
and antidiscrimination protections, public benefits issues such as food and nutrition 
programs, the Development, Relief, and Education for Alien Minors (DREAM) Act, and 
so on. Organizational activities involve policy analysis and advocacy, litigation, 
conferences, technical assistance to other groups, publication and training, and coalition 
building. 

Organization and Structure 

As noted above, NILC became its own entity apart from the Legal Aid Foundation of Los 
Angeles (LAFLA) in 1995, and set up its own office in Los Angeles. A year later, it 
added the Washington, D.C., and Oakland offices. In addition, NILC is a founding 
member of the California Immigrant Welfare Collaborative (CIWC) and operates a 
Sacramento office administered by one policy analyst working for their joint programs. 
All three offices work collaboratively in three main program areas: general immigration 
laws and rights, immigrant employment, and public benefit. 

NILC has a relatively small board of eight members drawn from major national and state 
nonprofit organizations representing communities affected by NILC's work on behalf of 
low-income immigrants. The board members have expertise in legal services for 
immigrants, and include attorneys, counselors on immigration issues, and professors of 
law.4 

According to NILC's bylaws, the board is empowered to select and remove all officers, 
including the executive director and employees, and to prescribe powers and duties to 
employees and fix compensation. The bylaws also mandate that no more than 49 percent 
of the members on the board at any one time be "interested persons," i.e., persons 
compensated by the organization for services or any close relatives of such persons. 

The board holds annual regular meetings, usually in January. In special cases, such as 
replacement of the executive director, the board meets as necessary. During board 
meetings, members conduct a general review of overall operations and discuss the 
financial health of the organization. To some extent, the board is also involved in 
strategic planning with the staff. 
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NILC's executive director provides administrative support to the board, reports on the 

operating situation of the organization, and mediates between board and staff. The 

executive director is also responsible for strategic program planning, financial 

management, and human resource management. He has been instrumental in securing 

precedent-setting victories in nationwide class action cases such as Gorbach v. Reno and 

Walters v. Reno, both of which enhanced the center's reputation.5 

Under the executive director are the general program and finance directors~ these three 

persons compose the executive management team. For the program sector, three teams 

represent the program areas: public benefits, immigration rights and laws, and 

immigrants' employment. Each team has one leader and from zero to three staff 

members. 

Currently, the NILC has a staff of 20, including a grants manager position created in 

2001 to fill the need for coordination of grant applications. Most of the program staff has 

a strong legal service background. Given the broad range of work, the NILC requires its 

small staff to consist of all-around immigration experts. For example, Tanya Broder, the 

public benefit program team leader, answers hundreds of requests from people all over 

the country concerning benefit issues. She also works on litigation as a legislative and 

advocacy advisor in addition to contributing to publication and trainings. 

Financing 

In terms of revenue, expenses, and net assets, NILC is financially strong. According to 

the record of fiscal years 2000-2001, the center's total revenue, expenses, and net assets 

were $3,861,524; $2,437,051; and $3,258,180, respectively. 

Figure 7.1 shows NILC's revenue and expense streams from 1998 to 2003 where two 

trends are evident: NILC's revenue fluctuates over the years, from a low of $1,752,416 in 

1998 to a high of $3,861,524 in 2001 ~ in contrast, expenses show a continuing upward 

trend. Besides the growth of the center and its programs, an average 2.5 percent growth in 

inflation rate also contributes to increasing expenses.6 
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Source: National Immigration Law Center, "GuideStar Analyst Report" database. Online. Available: 
http://www.guidestar.org/. Accessed: January 10, 2005. 

Nll..C's major income source is grants and contributions. Additional revenue comes from 
attorneys' fees, publications, training, and interest on investments. Figure 7.2 shows the 
average percentage of allocation of various income sources based on data from fiscal 
years 1996 to 2003.7 Although attorneys' fees comprise an average of 4 percent of 
revenue, they vary greatly. In fiscal year 1997, there was no revenue from attorney fees, 
while in 2000, benefiting from the Walters v. Reno case, revenue from attorney fees rose 
to $386,940. 
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Figure 7.2 
Income Sources of NILC 

86% 

•arants 

• Attorney fee 

0 Publication 

OTraining 

•Interest 

•other 

Source: National Immigration Law Center, "GuideStar Analyst Report" database. Online. Available: 

http://www.guidestar.org/. Accessed: January 10, 2005. 

Foundation grants declined after fiscal year 2000.8 This decreasing share indicates that 
obtaining grants is becoming more and more difficult for NILC. NILC is trying to 
diversify grant resources because many grants have become more restrictive and the 
amount of funding available has declined over the last couple of years.9 Personnel 
expenditures are the largest expense, followed by operating and management costs (rent, 
phone, travel, supplies, etc.), as shown in Figure 7.3. Regular projects include training, 
publications, and litigation; special projects include large, one-time only expenses such as 
NILC's focus groups, national polling on the public's view toward immigrant benefits, 
and some joint projects with CIWC. 
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Figure 7.3 
Expenses by Function 
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Source: National Immigration Law Center, "GuideStar Analyst Report" database. Online. Available: 
http://www.guidestar.org/. Accessed: January 10, 2005. 

Another way to measure NILC's expenses is by its three main program areas: general 
immigration laws, immigration employment, and public benefits. In fiscal year 2001, for 
example, the shares of the three areas were 23 percent, 14 percent, and 42 percent, 
respectively, with the remaining 21 percent going to general and managerial support. 

Figure 7.4 
Staff Time by Program Areas 
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Source: Memorandum from Susan Drake, Executive Director, National Immigration Law Center, to NILC 
Program Committee, NILC Board, Washington, D.C.,September 3, 2002. p. 1. 

Since the lion's share of expenses goes to personnel, NILC began tracking staff time by 
program area in 2001. 10 All attorneys, policy analysts, and professional staffrecorded 
their time on a timesheet for each of the three program areas plus general support. Figure 
7.4 shows the percentage allocation for fiscal year 2001. 11 
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Fund raising 

Since NILC's inception in 1979, the LSC had served as its primary funding source. This 

ended in 1995 when NILC became an independent organization. After surviving the loss 

of LSC funding, NILC aggressively pursued a fundraising program seeking grants from a 

mix of private foundations, government sources, and a wide range of smaller gifts, 

including grants and contributions from public charities and other organizations. NILC 

has received over 70 grants from some 20 different sources since its establishment as a 

separate entity. 12 

Currently, the center receives funds from several sources: public and private foundations, 

state and federal government grants, and a small amount from individual donors. 

Foundations providing financial support to NILC include the California Endowment, 

California Wellness Foundation, Ford Foundation, Evelyn & Walter Haas, Jr. Fund, 

Horizons Foundation, Open Society Institute, David & Lucile Packard Foundation, 

Rockefeller Foundation, Rosenberg Foundation, State Bar of California- Legal Services 

Trust Fund Program, and U.S. Department of Justice- Office of Special Counsel. 

The board of directors has limited fundraising abilities. Each board member is 

encouraged but not obligated to contribute a certain amount to the organization. "The 

board understands that they have the responsibility for the organization financially, but 

they have different capabilities to do that."13 Since 2001, NILC has had at least one full

time staff position dedicated to development and diversifying the center's funding base to 

include more donations from individuals as well as increasing the number of foundation 

grants. According to NILC's current grant manager, her duties include managing current 

funding, checking to ensure that current grant applications meet the donor's guidelines, 

and searching for new funding. 14 In an average year, NILC will prepare and submit 

between six and twenty grant applications and several direct donor requests. 15 

The means of soliciting funding depends on the funding resource. For those sources 

already on the sponsors' list, fundraising is rather like an automatic renewal process. "It's 

just a process to let them know our grant is ending and the new cycle begins."16 For 

funders not familiar with NILC, the grant manager tries to interpret what the center is 

doing and attempts to develop a relationship with them. "It may entail phone calls, 

emails, sometimes we talk to people that we are working with, knowing the foundations 

they are getting money from." 17 In addition, both the organization's website and its 

bimonthly newsletter contain general requests for contributions. 

Programs 

In line with its mission to protect and promote the rights and opportunities of low-income 

immigrants and their families, the center's primary constituency is composed of low

income immigrant communities. 18 NILC also works with and provides assistance to other 

local, state, and national partners, including statewide and regional immigrant coalitions, 

immigrant rights organizations, ethnic groups, antipoverty organizations, and labor 

unions, who constitute its expanded constituency 19
. 
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The center pursues a broad set of concerns, including immigration documentation, 
statistics on immigrants, employment discrimination against alien workers, Medicaid and 
other health programs, and food stamps, nutrition and other social welfare programs. 
NILC defines three core program areas: general immigration law and immigrant rights, 
employment issues affecting immigrants, and public benefits issues affecting 
immigrants. 20 

NILC achieves its goals mainly through policy analysis and litigation. With a strong 
presence in Washington, D.C., the center develops in-depth analyses of proposed 
legislative and regulatory changes. Policymakers rely on this analysis for accurate, 
insightful information. NILC also convenes workgroups of national advocacy 
organizations and community agencies and coordinates responses to policy changes. In 
terms of litigation, NILC co-counsels with leading public interest and private law firms, 
California legal services programs, and poverty law and civil rights groups to help 
establish legal precedents and statutory interpretations that benefit low-income 
immigrants and defend against laws that adversely affect them. NILC mainly deals with 
class action lawsuits, although sometimes it provides assistance on individual cases. 

Immigration Laws and Rights 

NILC has won several notable litigations nationwide. One of NILC's successful co
counseled class action lawsuits, Escutia et al. v. Reno, largely improved the maintenance 
of immigrants' family unity and employment authorization. Enacted as part of the 
Immigration Act of 1990, the Family Unity program allows spouses and children of 
permanent residents legalized through the 1986 amnesty program to remain and work in 
the U.S. However, the processing of applications did not go smoothly due to limited INS 
resources. At the time the suit was filed in August 2002, many applicants at the INS 
California Service Center had been waiting more than two years for the INS to issue what 
should have been routine approvals. As a result of the litigation, the INS was required to 
assign adequate resources to processing Family Unity applications, and the process was 
to be shortened to within 90 days. 21 

Another significant class action case was Walters v. Reno, challenging INS practices of 
alleging immigrants had used false documentation without giving them an opportunity to 
be heard in court. This decision protected the right to legal assistance for immigrants 
charged with using fraudulent documents.22 The scope of NILC's work in immigration 
law and immigrants' rights also includes INS police enforcement policies, post-9/11 due 
process rights, inappropriate alien detention and deportation, legal status for immigrants' 
children, asylum, and naturalization. 

Immigration Employment Issues 

Immigration employment issues have long been a major concern to advocacy groups, 
because despite growing rates of immigrant labor force participation and contribution to 
the U.S. economy, wages and job benefits are generally low and rarely protected.23 In this 
area, NILC works on preventing employment discrimination based on immigration status, 
securing safe working conditions, unemployment insurance, and social security, and 

137 



helping workforce development of immigrant workers. Again, class action litigation has 

been the main tool. NILC's most recent case is Hoffman Plastic Compounds, Inc. v. 

NLRB, in which Nll...C successfully guaranteed the right to back pay for undocumented 

workers illegally fired by Hoffman for engaging in union organizing activities. 

Public Benefits Issues 

Nll...C's spectrum of activities in public benefits issues includes immigrants' access to 

Medicaid, food stamps and nutrition programs, welfare, child care, equal opportunity in 

youth education, driver's licenses, etc. For example, the driver's license issue has been 

one of Nll...C's major concerns for the past few years. Nll...C works closely with 

concerned groups nationwide to strive for the right of all drivers to obtain a license, 

regardless of immigration status. Nll...C also plays the leading strategic role in this issue 

on a national level by convening conference calls to allow local and national groups to 

communicate; coordinating and encouraging sharing of the latest information among 

organizations, advocates, and policymakers; and providing policy analysis and other 

materials such as The Driver's License Restrictions in the REAL ID Act: Questions & 

Answers, now posted on their website24
. 

Other Functions 

In addition to litigation and policy analysis, NILC provides other services to implement 

programs, including technical assistance, training, conference, coalition building, and 

publication. NILC provides technical assistance to state advocates, legislators and 

administrators, other legal services programs, pro bono attorneys, and community-based 

advocates, health providers, and the media by responding to direct telephone, email, and 

fax requests for assistance regarding immigration policies and issues. In an average 

month, Nll...C staffers answer nearly 500 queries, about half of which relate to general 

immigration law issues such as eligibility for visas, defenses to deportation, and 

responses to specific immigration policy enactments. Requests have increased as a result 

of the Illegal Immigration Reform and Immigration Responsibility Act of 1996. 

During the year, NILC conducts some 80 trainings and conference presentations on a 

range of topics, throughout California and nationally. These trainings and conferences 

educate constituents, build the capacity of newer and smaller immigration groups and 

advocates, foster dialogue and networking among participants, and provide groups the 

opportunity to identify the "bigger picture" of advocacy efforts and their roles in it. 

In addition to conferences and workshops, NILC has established collaborative 

relationships with nine state and local immigrant advocacy organizations in California, 

Florida, Illinois, Massachusetts, New York, Texas, and Washington. Together, these 

states account for almost three-quarters of the immigrant population in the U.S.Z5 

Through these collaborations, Nll...C enhances efforts to address complex welfare 

implementation issues and identify policy and service gaps at local, county, and state 

levels. By working closely with local community advocates, NILC facilitates the 

development of a shared national policy agenda and strengthens the advocacy presence of 

immigrant rights organizations at the federal level. 
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To increase the capacity of advocates and community groups, Nll...C provides access to 
current information through manuals and publications that explain relevant legal issues 
and offer analysis. These publications include "Immigrants' Rights Update," a newsletter 
focused on changes in policy, legislation, and case law affecting low-income immigrants, 
and "California Update- California Immigrant Welfare Collaborative," a newsletter 
explaining the latest developments in California regarding immigrants and welfare. With 
the capabilities of internet technology, Nll...C now emails the "Benefits Update" to 
roughly 700 subscribers around the country 15 to 20 times a year. The brochure analyzes 
proposed legislative and administrative changes in public benefits laws. 

The Nll...C's website has also become an important resource; it was launched in June 1999 
and now averages more than 500 hits per day. The website contains Nll...C memos and 
analyses, articles from their newsletters indexed by topic, community education 
materials, and links to key organizational and government websites.26 

Planning 

Nll...C's strategic plan functions as a review of its earlier work and alignment of current 
work, a guide to decision making on programs and resource distribution, and a 
mechanism to hold the organization accountable for its performance. Strategic planning is 
also a good opportunity for the board and the staff to discuss the future of the 
organization. Each year, the executive director and senior management staff guide the 
development of work plans and outline the goals and timeframes in a manner consistent 
with the strategic plan. The executive director provides quarterly reports to the board on 
progress toward goals. 27 

Program planning encompasses potential working areas. Administrative plans provide 
practical goals to improve leadership and management capacity and financial and human 
resource management. Planning also specifies the current board's duties and 
responsibilities. 

Components of strategic planning are usually staff-driven. For example, if the staff feels 
the necessity of a certain action, their recommendation is first voiced at the staff retreat 
meeting, where needs are determined by specific concerns. The recommendation is later 
submitted to the board and planning begins with all parties involved. During the course 
of planning, the organization's vision, mission, and guiding principles are critically 
examined and refined. The responsibilities associated with planning also include 
identification of the organization's constituents and carrying out the fundamental 
activities necessary for adherence to Nll...C's mission. Finally, this process provides a 
venue for contributions from internal and external stakeholders and a "SWOT" (Strength 
and Weakness, Opportunity and Threats) analysis. The plan articulates Nll...C's desired 
strategic goals for the next three years. The board and executive director review, 
evaluate, and modify the plan as needed. 
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Relationships with Other Organizations 

The NILC believes partnerships and collaborations with immigrant rights organizations 

and other nonprofit agencies working on behalf of immigrants are essential in achieving 

its goals.28 "Our impact depends on the coalition with other groups on the issues that we 

are interested in, as well as helping other groups on the issues that they care about, 

providing our legal and technical expertise, keeping in touch with groups that are willing 

to work together," commented a staffer in the Washington, D.C., office.29 This principle 

underlies much of NILC's strategic planning. A priority is to build infrastructure and 

alliances with immigrants' rights groups and other nonprofit organizations working in the 

field.30 

NILC cooperates with other groups by several means. In litigation, NILC co-counsels 

with other legal aid agencies, civil rights groups, and immigrants' rights organizations.31 

NILC also provides technical assistance to these groups and smaller nonprofits. In an 

average month, NILC attorneys respond to almost 500 requests for legal advice and 

analysis from legal services attorneys, health and social service providers, government 

workers, community organizers, and legislative staffers. NILC regularly provides 

research support for a wide range of research and advocacy groups, including the Urban 

Institute, the Center on Budget and Policy Priorities, Families USA, United Jewish 

Communities, the U.S. Catholic Conference, the AFL-CIO, and individual labor unions. 

As noted, NILC conducts trainings and conference presentations throughout the country. 

They sponsor a biannual national immigrants' rights conference in Washington, D.C., 

which attracts local and national level immigrants' rights groups, civil and ethnic rights 

organizations, public benefit and welfare groups, and a variety of individuals.32 As an 

example of intergroup relations, NILC, in response to the problems immigrants faced in 

obtaining driver's licenses, worked closely with other leading organizations such as 

National Council of La Raza (NCLR), American Civil Liberties Union (ACLU), and 

American Immigration Lawyers Association (AILA).33 

Special Problems 

Funding is a major problem which NILC, like many other nonprofit organizations, faces. 

Staff believes its current fundraising structure is especially weak. Much attention has 

been paid to foundations and federal and state funding sources, but little has been done to 

solicit individual donations. NILC does not maintain a regular contact system or database 

for private donors and realizes that laying the groundwork for developing an individual 

donor base must become an immediate priority. Second, compared to its peer groups such 

as the National Immigration Forum, NILC holds relatively few special events for 

fundrai sing. 

Another problem with NILC is the small size of its board. Currently, NILC has eight 

board members, which limits its solicitations for funding and thus leaves much 

fundraising work to the executive director and grant manager. In addition to fundraising 
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issues, the small board also constitutes limited community representation that is 
disproportionate to NILC's geographically varied constituency mentioned above. 

The rise of strong anti-immigration organizations has become problematic. Anti
immigration sentiment has grown since the debate on immigration reform in 1980s and 
was exacerbated by the 9111 terrorist attack. This negative reaction creates difficulty for 
in NILC in working with some types of groups, such as "some libertarians, [and] 
religious groups who do not like the international idea in terms of immigration."34 

Effectiveness 

The executive director and the team leader of the Washington, D.C., office are of the 
opinion that effectiveness is a primary consideration for NILC, but is very difficult to 
measure. As an advocacy group, much of NILC' s work has an incremental effect, or the 
effect is visible only in the long run.35 Generally the staff feels the group as a whole is 
effective, certainly as measured by growth?6 During the past 26 years, NILC has grown 
from a two-person office under the umbrella of LAFLA to a 20-person national 
organization. It has gained a nationwide reputation in immigration issues and has 
supported several national conferences. Many of the nation's most reputable media 
outlets, such as the New York Times and the Los Angeles Times, come to NILC for its 
opinions on the latest immigration issues. Financially, NILC survived the loss of LSC 
funds and still maintained a relatively healthy budget by seeking other sources of support. 

In terms of changes in legislation, NILC can boast of significant accomplishments: it has 
protected the right of children and victims of civil war in Central America to apply for 
asylum (Haitian Refugee Center v. Civilette) and stopped the Immigration and 
Naturalization Service (INS) from instituting deportation without giving immigrants 
adequate notice of the charges against them (Walters v. Reno). NILC has played a pivotal 
role in restoring $12 billion in Supplemental Security Income (SSI) and more than $800 
million in food stamps for legal immigrants unfairly treated by the 1996 welfare law and 
helped to preserve prenatal care for immigrant women in California. Additionally, NILC 
is responsible for obtaining a landmark clarification of INS public charge policy, 
ensuring for the first time that immigrants can safely receive health care, nutrition, job 
training, and other non-cash services without jeopardizing their immigration status; it also 
has successfully defended the rights of asylum seekers to work in the U.S?7 Further, 
NILC has contributed to a heightened public awareness of immigration issues.38 

Finally, for work in which it is hard to see an immediate result, NILC uses an indirect 
way to measure its effectiveness by analyzing how much of its work is utilized by the 
communities served.39 Nll..C responds to requests for legal advice and analysis from 
numerous legal services attorneys, government workers, community organizers, and 
legislative staff. It provides technical review for a wide range of research and advocacy 
groups and conducts trainings and conferences throughout the nation. A measure of 
effectiveness can be derived from how many of the above types of organizations or 
individuals have access to NILC's information, compared with how many actually use 
those resources. 
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Evaluation 

NILC has achieved a healthy financial position which will likely sustain it in the long 

run. It has developed credibility among a number of funders and maintained stable 

relationships with them. Attorney's fees, though usually one-time payments, are a large 

source of income. NILC also generates revenues from its contract workshops and 

publications. Lastly, NILC holds substantial assets, which provide a cushion in the event 

of future financial hardship. 

Looking into the future, however, both the executive director and the grant manager 

acknowledged some concerns about the diminishing level of grants from government 

sources and foundations, a common problem in the nonprofit sector. In response, NILC 

hired additional staff to pursue grants and research new funding sources. The current 

priority in fundraising is to build up a private donor base and keep track of its 

contributors. NILC is attempting to diversify its bases of support. 

The nature of its activities requires NILC to be highly adaptable to external changes. For 

the past several decades there have been major changes in U.S. immigration policy and 

legislation. NILC has been able to keep close track of those changes, enabling them to 

respond quickly and forcefully. Their speed and expertise prompts numerous 

immigration, civil rights, and ethnic groups to consult NILC for opinions and analysis of 

the latest policy changes. 

NILC was also able to rebound from setbacks and continue pursuing its mission. NILC, 

as discussed, has experienced financial difficulties, among which the loss of LSC funding 

in 1995 was the most severe. NILC responded by forming an independent group 

responsible for generating the requisite revenues for self-sufficiency. Moreover, NILC 

quickly found new private funds to support its expanded programs. 

NILC turns out to be both proactive and reactive. This dualistic position is determined by 

the activities it takes. When new legislation is enacted, NILC provides prompt 

interpretation and analysis to low-income immigrants and peer groups. For instance, 

when the Immigration Reform and Control Act (IRCA) was passed in 1986, NILC 

reacted by disseminating immigrants' rights brochures in English and Spanish 

nationwide, alerting its constituents of the new provisions for immigrant workers. 

Litigation is generally proactive, bringing constituent needs to court. In working 

proactively and reactively, NILC functions as a hinge, bridging the gap between its 

constituents and the policymakers. 

NILC has maintained strong coalitions with a number of peer groups nationwide. 

Coalitions and collaboratives generally come together on specific issues such as drivers ' 

licenses, or short-term projects such as joint projects with CIWC. Whatever the form 

taken, NILC values them as effective and innovative means to address its concerns. By 

sharing with organizations with similar concerns, one needs fewer resources to approach 

broader communities.40 
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Nll..C maintains a focus on the needs of its constituency. In addition to its fundamental 
constituency of low-income immigrants and their family members, Nll..C defines a 
broader constituency as other immigration, civil rights, and ethnic groups consulting or 
working with them. One of Nll..C's major efforts is to respond to requests from the latter 
groups and individuals. Their needs are explicitly addressed in their requests, and the 
staff includes their major concerns in the strategic planning meeting for the next year. 

For training sessions and workshops, NILC compiles feedback from participants' 
evaluation forms to help in planning and implementation of subsequent training 
sessions.41 In addition to qualitative feedback, Nll..C also looks at such quantitative 
indicators as participation rates of individuals in various conference calls, list serves, 
conferences, and trainings. 

Nll..C has a highly professional organizational culture. For the most part, the staff is 
composed of those holding doctor's and master's in law, business administration, social 
work, education, and other related fields, and most are quite experienced.42 

Nll..C currently does not use volunteers, although sometimes it hires short-term law 
interns. This is largely because of the nature of their work requires continuous dedication 
that is more difficult to secure with volunteers. However, Nll..C realizes the value of 
volunteers as a unique resource for the nonprofit sector and is exploring possibilities to 
incorporate them into its programs. 

Nll..C holds fast to a clear mission to protect and promote the rights and opportunities of 
low-income immigrants and their family members. The mission is reflected in the 
strategic planning process and is used as the yardstick to judge its performance. While 
impact is hard to measure, Nll..C assesses progress toward desired outcomes through 
various methods. In addition to tracking congressional passage of legislation that 
improves immigrants' health, access to benefits, economic well-being, and security, 
Nll..C monitors demonstrable growth in support, such as increased numbers of 
cosponsors, for such legislation. The organization also watches closely any guidance, 
regulations, and interpretive materials issued by federal and state agencies to determine 
whether to incorporate Nll..C recommendations and analysis. 

To help determine success in promoting and increasing understanding of the rights of 
low-income immigrants, Nll..C keeps an eye on the use and dissemination of resources 
and educational materials. The organization also tracks subscriptions to, and requests for, 
NILC publications and examines how frequently advocates cite or include analysis from 
NILC issue briefs, publications, know-your-rights alerts, and other materials in their own 
publications and campaigns. They measure their impact, reach, and role as a convener by 
measuring advocates' active participation in their various conference calls, list-serves, 
conferences, and trainings.43 
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Chapter 8. National Rifle Association 

History and Development 

After the Civil War, Union veterans Colonel William C. Church and General George 
Wingate felt there was a need to improve the marksmanship of American troops. To 
address this need, they founded the National Rifle Association (NRA) in 1871 to offer 
opportunities for marksmanship practice and competition. New York State granted the 
original charter and General Ambrose Burnside, former governor of Rhode Island and a 
U.S. Senator, became the first NRA president. 

The NRA defends gun ownership rights following its interpretation of the Second 
Amendment of the United States Constitution, which states, "A well-regulated Militia, 
being necessary to the securit(' of a Free State, the right of the people to keep and bear 
Arms shall not be infringed." 

From the beginning the NRA used various publications as a means of informing its 
members about firearms development and upcoming legislation. It formed a Legislative 
Affairs Division in 1934 in response to legal restrictions on firearms that became 
commonplace with the rise of crime during the Prohibition Era. At this time, the NRA did 
not lobby directly, but was involved in informing members, who then could take action 
on their own.2 

World War II created a surge in membership. The NRA cooperated with the federal 
government to offer the use of its ranges, encourage members to serve as plant and home 
guard members, and to develop training materials for industrial security.3 Following 
World War II, the NRA focused on those who enjoyed hunting. War veterans familiar 
with guns took up hunting upon returning from war, keeping the interest in 
marksmanship alive. This eventually led to the creation of an additional magazine, 
American Hunter, to cater to the interests of this portion of the membership. 

In the 1960s, assassinations and assassination attempts brought gun control into the 
limelight. Lee Harvey Oswald, for example, was said to have "purchased his rifle, a 
Mannlicher-Carcano, through an ad placed in the NRA's American Rifleman magazine."4 

In 1968, the NRA hired an public relations expert to rebut the media's persistent claim 
that the NRA was more of a lobbying organization than a nonprofit. 5 

In the 1970s, the NRA continued to expand. It established the Whittington Center in 1973 
as a nonprofit organization. Located in Raton, New Mexico, it hosts rifle competitions 
and provides recreational and educational activities. In 1975, the NRA formed the 
Institute for Legislative Action (ILA), which lobbies Congress to preserve the rights of 
individuals to purchase, possess, and use firearms-as provided under the Second 
Amendment.6 

147 



Increasing regulation of firearms forced a reevaluation of the focus of the organization. A 

1977 meeting, known as the "Cincinnati Revolt," resulted in the modification of 15 

bylaws. Among other things, these revisions provided that members could nominate 

directors by petition, a change demanded by the rank and file to make the board more 

representative of the entire membership.7 There were policy changes as well, and 

protection of Second Amendment rights became the cornerstone of its mission. The NRA 

no longer focused mainly on shooting activities and education, but on political action. 

The NRA Political Victory Fund (NRA-PVF) was formed in 1976 in an effort to "re-elect 

friends and defeat foes" in elections at all levels of government.8 The NRA-PVF ranks 

political candidates-irrespective of party affiliation-based on voting records, public 

statements, and their responses to an NRA-PVF questionnaire.9 The NRA's first official 

political endorsement of a presidential candidate came in 1980, when they lent support to 

Ronald Reagan's campaign. 

In 1978 the NRA Board of Directors created the NRA Civil Rights Defense Fund, a 

501(c)(3) organization, to become involved in court cases pertaining to gun owners. The 

fund provides legal and financial assistance to selected individuals and organizations. 10 In 

an effort to further protect the interests of gun owners, the NRA Foundation was 

established in 1990. A 501(c)(3) organization, the foundation has raised several million 

dollars to fund gun safety and educational projects. 11 

The American Guardian was established in 1997 in addition to American Hunter and 

American Rifleman. The Guardian was created to cater to a more mainstream audience, 

with less emphasis on the technicalities of firearms and a more general focus on self

defense and recreational use. It was renamed America's First Freedom in June 2000. 12 

Today, the NRA, with over four million members, continues to be a leader in firearm 

education. 13 It also continues to back candidates who support its positions at every level 

of government. 

Organization and Structure 

The NRA's organization and structure has changed over time to meet the interests of its 

diverse membership. As the organization has grown, the number of employees has 

increased, new programs have been developed, and more member services have been 

provided. 

Board of Directors 

The board consists of 76 directors who serve three-year terms. The bylaws require that 

one-third of the directors' terms expire each year. Currently, nominees for the board are 

selected by a nominating committee or by virtue of a petition signed by at least 250 

voting members. NRA members can vote for a total of 25 nominees each year, and those 

elected have the right to select NRA's executive vice president at the annual members' 

meeting. 14 Only a small percentage of eligible members participate in elections. In 2000, 
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a total of 1,299,360 ballots were mailed to eligible association members and only 126,075 
ballots, or 10 per cent, were cast. 15 

Staff 

The NRA president is the public figurehead and uses his extensive contacts to promote 
the organization's positions and engage the public through speeches, media campaigns, 
and television interviews. The executive vice president of the NRA is responsible for 
managing the day-to-day operations of the organization. Under the direction of the board 
of directors, he implements NRA policy and serves as president of the National Firearms 
Museum Fund and trustee of the NRA Foundation. The current executive vice president 
has held the position since 1991. 

The first vice president, currently a woman who champions firearm ownership as a self
defense tactic for women, organizes the Law School Second Amendment Symposium 
and provides educational programs for lawyers, teachers, students, civic groups, 
legislators, and reporters. The current second vice president is a lifelong hunter, 
competitive shooter, and Second Amendment activist. He frequently drafts legislation for 
legislators and recruits, educates, and assists the election of pro-gun candidates. Other 
key board members include the executive director of the ILA, the secretary, and the 
treasurer and chief financial officer. 16 

There are approximately 400 NRA employees in its nine divisions. The Field Operations 
Division organizes the NRA's competitive shooting programs, including all annual 
matches and its complex tournament program. This division also administers the 
association's hunter information, the hunter recognition awards programs, and it compiles 
statistics for hunter casualty reports. 17 Additionally, it oversees marksmanship 
qualification programs and all marksmanship training and safety education activities. 

The Education and Training Division is responsible for improving firearm education 
courses and training coaches for competitive shooting programs. However, it is the 
Competitive Shooting Division that conducts the shooting competitions for everyone 
from the novice to the advanced competitor. This division holds some 10,000 shooting 
tournaments and over 50 national championships each year. 18 The association also 
focuses specifically on law enforcement education and training with its Law Enforcement 
Activities Division, which supports law enforcement officers' training through schools, 

0 0 d 19 competitiOn, an programs. 

The Membership Division develops the promotional work for recruiting new members 
and renewing current membership, while the Community Service Programs Division 
conducts programs for school-age children, the "Refuse to Be a Victim" program, and the 
Women on Target program. The Development Department works closely with the 
Membership Division and other divisions of the association to inform members about all 
the opportunities to donate to the organization.20 

The NRA's Legislation and Public Affairs Division monitors legislation and informs 
members through its magazines. The division has various staff who promote NRA 
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programs and work with ILA to foster public relations.Z1 Lastly, the Purchasing Division 
handles all sales, purchases, accounting and shipping responsibilities and maintains the 
headquarters building. 

Finances 

According to the NRA's 2003 annual report, the organization at that time had a total of 
$202.1 million in assets and $70.1 million in total liabilities, putting it in a strong 
financial position. Early in the organization's history, financial assistance came from the 
federal government. Government funding enlisted the assistance of the NRA to help 
distribute arms and ammunition, organize civilian rifle clubs, support government rifle 
ranges, and transport military instructors to assist clubs.Z2 Today, the NRA continues to 
receive government support, although at a diminished level. Its other sources of income 
include membership dues, grants and contributions, program fees, and income from 
investments. 

Members of the NRA support the organization primarily through annual dues. Categories 
include three-year, five-year, and lifetime memberships. Dues go to the NRA Foundation 
and donations for the most part to the Civil Rights Defense Fund. The NRA's investment 
portfolio has done well. The association received a 22 percent return on its investments in 
2003. Advertising in NRA publications is another source of revenue. American Rifleman 
carries many advertisements by gun dealers, hunting supply companies, and others. Table 
8.1 indicates the revenue allocation for the 2003 fiscal year. 

Table 8.1 
Percentage of Total Revenue Allocated to Specified NRA Activities 

Revenue Source 

Members' Dues 

Contributions 
Program Fees 
Product Sales & Licensing, 
Royalties 
Investment Income 

Revenue 
Directed to 

Activity Funded Activites 
Education; Safety & Community Service; 
Publications; Member Services; Legislative & 

41.8% Political Action 
Education, Safety & Community Service; Legislative 

28.6% & Political Action 
14.8% Education; Safety & Community Service 

7.9% Communications; Public Relations & Administration 
6.9% Growth in Reserves 

Source: National Rifle Association, Annual Report 2003, Fairfax, Virginia, 2004, p.l5. 

Crit~cs ~f the org~nization. claim that NR~ ~unding "essentially
2
foes to two places: 

buymg mfluence m Washmgton and recru1tmg new members." In the 2000 campaign, 
disclosure forms indicated that the NRA contributed $18 million to primarily Republican 
candidates, including more than one million dollars for advertisements to support George 
Bush.24 While the NRA is a large campaign contributor, the association strives to fund its 
program services with "the maximum percentage" of its revenue.25 During 2003, the 
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association appropriated 75 cents of every dollar to program services such as educational 
and general operations programs, legislative activities, and member services?6 

Fund raising 

The NRA has a development department that addresses fundraising needs. The NRA 
sends pleas to members in direct mailings and advertisements in American Rifleman 
urging financial support for legislative actions. Members can give to the tax-deductible 
programs to sustain the activities they most enjoy. The NRA Foundation collects 
donations from corporate sponsors (consisting of mainly sports outfitters and arms 
dealers), Friends of the NRA sponsorships, licensing partners, and clubs and associations. 
The Friends of the NRA are both local and statewide volunteers who work with NRA . 
field officers to raise money for qualified local, state, and national programs. Companies 
that are licensed partners produce "special edition" products that benefit the NRA 
Foundation Endowment. A portion of the proceeds from the sale of these products goes 
directly into the endowment-a permanent fund that produces investment income. 
NRA's strategic plan includes programs that encourage the growth and expansion of the 
shooting sports. The endowment distributes grants to firearms-related public service 
activities of the NRA and other groups.27 

NRA supporters also donate funds for legal research and education on a wide variety of 
gun-related issues. The NRA Civil Rights Defense Fund has become involved in court 
cases establishing legal precedents in favor of gun owners. The fund provides legal and 
financial assistance to selected individuals and organizations defending their right to keep 
and bear arms.28 At the end of fiscal year 2001 the Civil Rights Defense Fund funded 60 
legal cases in 27 states and the District of Columbia. 29 

The NRA's members donated some $12 million to its Political Victory Fund (PVF) for 
the 2000 election.30 Other PVF funds include fees for admission to shooting activities at 
the annual convention and nonmember spectator admission.31 The Charlton Heston 
"celebrity shoots" also raise funds by getting high-profile members like former senator 
Phil Gramm to participate.32 "Friends of the NRA" dinners, put on by volunteers, also 
bring in donations. 

Programs 

The NRA conducts an array of programs, some reflecting members' interests. For 
example, when a new type of gun is popular, a shooting event is scheduled to help 
promote the usage of that weapon. The NRA's programs include competitions and 
shooting training, public education, publishing, police programs, hunting, marketing, 
communication, and legislative efforts and litigation. 

Shooting Competitions 

The NRA's competition and shooting program includes air gun and collegiate shooting 
activities, disabled shooting services, NRA pistol programs, rifle programs, silhouette 
programs, and toumaments.33 The disabled shooting services program is a leader in 
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research and development of shooting sports opportunities for people with disabilities. 

Indeed, rifle shooting has become a form of physical therapy in the rehabilitation of post

injury patients. This program is partly supported by a grant from the Eastern Paralyzed 

Veterans Association. 

Public Education 

In addition to men, the NRA's education program also includes women and children. The 

association began addressing youth in 1903 when it implemented programs at public 

schools to encourage youth involvement in marksmanship.34 More recently the NRA 

sponsored a national essay contest for elementary and secondary students on the topic of 

"The Second Amendment to the Constitution: Its Meaning, Past, Present, and Future" to 

encourage young students to learn more.35 The "Eddie Eagle" program is also geared 

toward youth. The NRA created the character "Eddie Eagle" to help teach firearm safety 

to children in a classroom setting. It also provides competitive scholarships to students 

who write about ways to inform the public about Second Amendment rights.36 Partly as a 

result of these appeals to younger persons, junior membership in the NRA has grown. 

InSights, a youth-oriented publication, is printed bimonthly and a youth editorial board 

was created for input from young readers. 

There are also public education programs catering to the concerns and interests of 

women. Volunteers conduct "Refuse to Be a Victim" seminars, which present a variety of 

self-defense strategies but do not advocate the use of firearms. 37 The NRA' s "Gun 

Safety" and "Refuse to Be a Victim" seminars were developed in response to a survey 

suggesting that a majority of women are at risk of being attacked sometime during their 

life. A Personal Protection Program Handbook was created for women to learn about the 

use of handguns for self-defense. The NRA also created a program called "Women on 

Target" in 1999, encouraging women to participate in hunts and shooting events. 

Participation in charity shoots for causes such as defeating breast cancer, the Special 

Olympics, and Habitat for Humanity are encouraged. 

Police Programs 

Law enforcement officials have always been participants in NRA programs. NRA police 

training activities are designed to improve marksmanship by holding competitions among 

American police forces. 38 The NRA has developed a pistol training manual designed for 

plant guards that includes information on using shotguns for guard duty.39 Additionally, 

the police program distributes publications designed for law enforcement officials that 

informs them of upcoming NRA activities and relevant news. The program also 

administers the Jeanne E. Bray Memorial Scholarship Fund for the children of law 
enforcement officers who were killed on duty and were NRA members.40 

Hunting 

Hunter safety is a major initiative undertaken by the NRA, which conducts surveys of 

hunting accidents to create a uniform incident report.41 The hunting program collects 

information from hunters on the most efficient deer rifle and loading techniques, and the 
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most effective placement of a shot. The program has also developed a code of hunting 
ethics.42 The hunting program has several special services for NRA members. The 
Whittington Center has become host to a majority of the hunting activities the NRA puts 
on for its members. It offers full-service, guided hunts for elk, deer, antelope, black bear, 
and turkey and a number of other hunting programs.43 

Publishing 

The NRA underwrites the publication of books that are consistent with their mission. 
This strategy was first employed in 1923 when Army captain John G. Dillin of 
Pennsylvania wrote a book called Kentucky Rifle, which the NRA decided to publish. 
Dillin's book stimulated the hobby of gun collecting in America, which aligned with the 
organization's mission.44 Other books are published to help promote the NRA's 
objectives.45 The association has also started developing a series of hunting videotapes, 
launched an NRA credit card, and offered a Sportsman's Premium Package giving 
bargain coupons redeemable at shooting sports suppliers.46 

Marketing and Communication 

The NRA and the media have never had a pleasant relationship. In recent years, several 
media outlets have not permitted the NRA to purchase advertising and refuse to show 
their commercials. This has limited the NRA's efforts to ~et its message out, but its own 
publication and information campaigns help fill the gap. 4 

Legislative Efforts and Litigation 

Up until the 1960s, the NRA supported certain gun control regulations. However, with 
the public demand for stricter control due in part to the assassinations of John Kennedy, 
Martin Luther King, Robert Kennedy, and others, their policy stance shifted toward 
opposition to any control measures. As mentioned, one of the NRA's key methods of 
ensuring these rights is through political and financial support of candidates who support 
their ideology. By 1995, its lobbying budget was around $30 million and it had seven 
full-time lobbyists in Washington.48 

Lobbying efforts have been strengthened by the internet. The ability to easily reach the 
public became an invaluable tool for the NRA in getting its message out. The NRA 
currently has three websites and has launched webcasting, NRA LIVE, to refute 
unfavorable coverage. Their websites provided a means to lobby against the Clinton-Gore 
administration's anti-gun legacy and launch pro-NRA infomercials and advertising 

. 49 campmgns. 

In 2003 the NRA was involved in litigation of some 60 cases. A major success was the 
outcome of United States v. Emerson, where the court of appeals held that the Second 
Amendment guarantees an individual the right to keep and bear arms for defense of self 
and home. 5° The same court rebuffed the position of the anti-gun lobby and rejected their 
argument that Second Amendment rights belong only to the government or can only be 
exercised in service of the government. 51 

153 



Planning 

The NRA has annual board meetings where the priorities of the organization are decided 
for the coming ~ear. The NRA had eight standing committees directing information to the . 
board in 1966.5 Standing committees serve as direct representatives of the membership 
and play an intermediary role in making sure priorities as well as services are met 
through the various departments. 

Annual meetings provide a forum for the NRA leadership to make short-term changes as 
well. At the 1973 annual meeting, the board created a committee to evaluate how the 
NRA lobbying effort should be organized.53 Based on this committee's work, the NRA 
board changed its policy direction and resolved to oppose "any proposed legislation at 
any level of government which is directed against the inanimate firearm rather than 
against the criminal misuse of the firearms."54 

Membership 

The membership of the NRA is broad and increasing. Recruitment is done in a variety of 
ways. Pleas are made in American Rifleman urging members to get their family and 
friends involved. Members are offered a wide variety of programming and services. The 
NRA offers its own insurance program, an NRA Platinum Edition Visa Card, an NRA 
student loan program, NRA checks, NRA relocation and real estate services, vacation 
packages, and prescription drug discounts. 

The internet and the NRA websites are also effective recruitment devices. In 1990, a 
membership task force was assembled to brainstorm new ways of meeting member needs 
and attracting a larger base. To reverse a drop in membership that characterized the 
1980s, the NRA hired a consultant to determine the causes for the decline. As a result of 
these new recruiting initiatives the trend was reversed, and by 1993 half a million new 
members had enrolled and membership surpassed the three million mark.55 Today the 
membership numbers some 4,300,000 among its ranks. 56 

This said, the NRA's membership has dropped several times as a result of the 
organization's harsh rhetoric.57 Recently, the NRA lost approximately 300,000 members 
as a result of a direct mailing that referred to public officials as "jack-booted thugs." This 
extreme kind of language has presented a difficulty in retaining members who are 
offended by such language. In fact, President George H.W. Bush stopped supporting the 
NRA because of this specific incident. The majority of the members are more interested 
in articles and stories about guns and hunting than politics. 

Celebrity status members also create a draw for new potential members. Many celebrities 
and federal officials were or are members of the NRA. President Richard Nixon and 
President Dwight Eisenhower were members. Presidents Theodore Roosevelt, George 
H.W. Bush, Ronald Reagan, and John F. Kennedy publicly supported the NRA. Actors 
such as Tom Selleck, who graced the cover of American Rifleman in January 2005, also 
bring members to the organization. The celebrity most associated with the NRA is actor 
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Charlton Heston, who was allowed to remain president of the organization for an 
unprecedented fourth term. 

While white males form the majority of the membership, the NRA is not exclusive. Many 
women and youth are also active members in the organization. Early in the organization's 
history, all local National Guard divisions were required to be members, as were some 
law enforcement agents. 58 Until recently, Boy Scouts were required to qualify in the 
NRA's junior marksmanship program to obtain a merit badge in marksmanship.59 Other 
organizations associated with the NRA have included the Future Farmers of America 4-H 
clubs, Veterans of Foreign Wars, and the American Legion.60 The organization's rhetoric 
has also attracted those from the militia movement and from racist and anti-Semitic 
groups. Because the NRA proclaims itself the guardian of Americans' "right" to own 
guns, it also appeals to those who believe they must arm themselves to protect their way 
of life.61 

Volunteers 

Volunteer recruitment is not a challenge for the NRA. With such a large and active 
membership base, volunteers are readily available. The NRA's website provides a link 
for potential volunteers to sign up for events and activities that the organization will 
notify them about when their services are needed. As noted, the Volunteer Resources 
Department was developed in 1980 to coordinate the efforts of individuals willing to lend 
h 

. . 62 t etr experttse. 

Volunteers work in firing ranges, air gun ranges, and sales facilities, assist with scoring 
operations, and perform a myriad of tasks. Volunteers are also used for ad hoc projects, 
such as the recruitment of 30,000 volunteers to staff phone banks and canvass 
neighborhoods to fight California's Proposition 15, which would have increased 
regulation.63 Volunteers are used extensively for annual meeting activities, including 
running the NRA store, providing membership services, assisting with exhibitor 
registration, and serving as firearms inspectors on the exhibit floor. 64 Finally, volunteers 
and field representatives generate support for the NRA's educational programs by 
throwing "Friends of the NRA" banquets in local communities. These fundraisers 
provide an opportunity for socializing among members from different walks of life who 
share an enthusiasm for shooting sports.65 

Relations with Other Organizations 

The NRA is the largest of pro-gun groups in America and has the longest history.66 The 
NRA has a close relationship (some feel too close) with gun manufacturers and 
distributors and the gun industry at large.67 The U.S. government once worked hand in 
hand with the NRA, providing its members with surplus guns and ammunition. 
Eventually the financial relationship between the federal government and the NRA 
waned, but the political ties remained. 

The National Coalition to Ban Handguns and Handgun Control, Inc. (HCI) are two of the 
NRA's main opponents. At times, these organizations attacked them on multiple fronts . 
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The NRA countered the HCI with a nationwide advertisement series, "Defend Your 
Right to Defend Yourself." HCI worked to cause a split between the NRA and law 
enforcement through an editorial entitled, "NRA Undermines Public Safety." Further, it 
purchased gun control advertising featuring Sarah Brady, wife of former White House 
press secretary James Brady, who was shot in the assassination attempt on President 
Reagan.68 

The NRA has positive relationships with other nonprofit organizations. The International 
Association of Game, Fish, and Conservation uses NRA standards in reporting hunting 
incidents to the NRA.69 To be more active in the development and preservation of 
shooting opportunities, the NRA works with the Wildlife Management Institute, the 
National Wildlife Federation, and the Izaak Walton League of America. The NRA also 
has ties to landowner and sportsmen groups70 and the National Skeet Shooters 
Association (which has adopted NRA qualification ratings).71 

Special Problems 

The NRA has faced several problems stemming from both internal and external issues. 
Internally, the organization has experienced conflict among its leaders, which on 
occasion has made the organization appear weak and divided. The "Cincinnati Revolt" in 
1976 was a major turning point for the NRA in terms of its organizational focus and 
direction and its approach to advocacy. Conflicting leadership styles are hard to foresee, 
but the NRA membership and board make resolving issues of that nature a priority. 
Another internal conflict the NRA faces is the harsh, offensive language it sometimes 
uses, which has alienated many former members. However, there is evidence that this 
type of language also engages a number of current members. The political culture in the 
NRA has been radicalized in recent years to the degree that bipartisan moderates have 
fled. The division now is between Republican Party hardliners and a militia-driven 

. 72 constituency. 

The NRA also faces external issues. The NRA's values are threatened by the courts and 
their ability to modify previous interpretations of law. The NRA was victorious with the 
ruling in Emerson, which validated gun owners' rights, but the Supreme Court can 
reverse course in the future. 

President John F. Kennedy was killed by a man who bought a mail-order gun through an 
NRA magazine in 1963. Because of the multiple assassinations and attempted 
assassinations that followed, the NRA had to defend its belief that guns are not the 
problem but rather the people behind the guns.73 More recent events like the Columbine 
shooting in Littleton, Colorado, in 1999 and gang violence and murders in low-income 
areas throughout the country create a hostility toward gun ownership. The NRA's 
position becomes increasingly difficult to defend when such public events stir the 
emotions of the public. In addition, attacks by opponents and negative media coverage 
force the NRA to direct more revenue toward defending their reputation.74 
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Effectiveness 

The NRA defines effectiveness by the size of its membership base and whether or not it 
is able to prevent legislation regulating gun ownership.75 The NRA defines an effective 
lobby as being able to generate a good legislative strategy, to analyze legislation, and to 
muster the grassroots.76 It further measures its effectiveness by its ability to swing 
elections. For instance, the NRA claimed that it helped George Bush win a couple of 
swing states in the 2000 presidential election.77 

The NRA has demonstrated its capacity for effective legislative and political action on 
several occasions. Bill Clinton told Dan Rather in a CBS interview, "I don't think there's 
any doubt that in at least five states I can think of the NRA had a decisive influence. 
They've done a good job. They've probably had more to do than anyone else in the fact 
that we didn't win the House this time."78 The organization's legislative efforts are 
successful because it does not shy away from debate, is well funded, has aggressive 
political advertisements, and knows the legislative process.79 

Evaluation 

The NRA has proven to be a sustainable organization. Some argue its financial health is 
dwindling due to overspending, but it has acquired sufficient funding from a broad range 
of sources to remain self-sustaining for the foreseeable future. The NRA is rich in capital 
assets-its headquarters, Camp Perry, and the Whittington Center, to name a few. In 
addition, the NRA has a large endowment and an active investment portfolio to ensure 
funds for the future. Dues continue to generate revenue for the organization. Given that 
the minimum dues per member is $15 and that the NRA has approximately 4.3 million 
members, the organization can expect income of at least $60 million a year in dues alone. 
Many of the NRA' s programs are self-sustainable or make a profit. 

The NRA has demonstrated the ability to identify and access new sources of revenue. 
Whether or not they use them as efficiently as possible is another question. Some would 
argue the amounts they spend on advertising and public relations may not be cost
effective, yet it is vital to both preserving the longevity of the organization and 
persuading public opinion in favor of its cause. 

Throughout its history the NRA has generally displayed flexibility in its approach. 
However, in recent times, it has grown more rigid in its policy stances. Former president 
Wayne LaPierre explained the new strategy: "We've got to be visionary. We've got to be 
strong. We've got to be inflexible. We've got to be uncompromising. In other words, 
we've got to be the leaders."80 The NRA's new legislative strategy, apparently, is to be 
less flexible in their policy approach. Though its ideology has hardened, the organization 
has been flexible enough to adapt to changes in its environment, including funding 
challenges, membership decline, and changes in governmental policy. 

The NRA has been particularly innovative in membership and programming, and often 
tenacious in its efforts to stave off greater gun regulation. The organization makes a 
conscious effort to attract and maintain members that will be proactive supporters. 
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Featured sections in American Rifleman highlight real-life occurrences that in their view 

justify the use of firearms in everyday life. NRA emphasizes to its membership that its 

advocacy efforts keep members' self-interest at the forefront. 

The NRA's proactive approach to hostile legislation is exemplified by the fact that any 

time a bill is presented in opposition to their policy stance on gun use and ownership, a 
public relations effort is almost immediately mounted. Through mass mailings, phone 

banking, and articles in various publications, the NRA has usually been able to quickly 

mobilize its members. These members flood Congress and state legislatures with letters, 
emails, and phone calls in a show of power. One of the association's strategies is to gain 

a political presence by rallying its large membership base so that "politicians [are] afraid 
to ignore the NRA."81 The effectiveness of NRA advocacy was attested to by Edwin 
Bender in 1999: "What the NRA and its allies lack in political contributions they more 

than make up in membership." 82 

Part of NRA' s success stems from the high visibility of its leadership, both past and 
present. Officers of the NRA have been ranking military men, representatives, and 
senators, and those with celebrity status-individuals with political clout, influence, and 

experience. This characteristic has been integral to the success of the organization. 

Perhaps part of NRA's success is that it is a single-issue organization that recruits highly 
motivated members and has kept its focus on the single goal of preserving what it 
considers to be Second Amendment rights. The NRA is also adept at anticipating political 
developments and positioning itself to ward off legislation that would adversely affect its 

mission. 

The NRA faces a challenge in the diversity of its membership. Many of the members are 
interested in the organization for hunting, marksmanship, and related hobbies. Others are 
more tied to the defense of guns rights and the Second Amendment. This tension has 
appeared several times in the organization's history and appears to be an enduring 
problem. Yet the NRA, as an advocacy organization, has been largely successful over the 
course of its existence and appears positioned to maintain its successes in the future. 
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Chapter 9. Southern Regional Council 

History and Development 

Throughout its history, the Southern Regional Council (SRC) has addressed racial 
inequality in many areas, including education, employment, and voting. The context of 
SRC's official founding is representative of the diversity of interests and strategies that 
have become a common thread in the organization. The SRC was officially formed in 
1944 to continue and expand the work of the Commission on Interracial Cooperation 
(CIC). The CIC was started in 1919 in response to violence against African Americans 
after the close of World War I, when African American soldiers returned home and found 
that racial oppression remained prevalent. As a biracial coalition of whites and African 
Americans, the CIC believed in moderate change as a means of improving race relations. 1 

In anticipation of similar racial violence with the close of World War II, African 
American and white civil rights activists created the SRC. 

Among the SRC's founding members were southern white liberals Howard Odum, Guy 
Johnson, and Virginius Dabney, who believed in a moderate position against racism and 
discrimination in the South. They thought that outside intervention, or mass protest using 
"democratic ideology,"2 would actually worsen the race problem in the South by eliciting 
a violent reaction. They held the belief that equality was best achieved through 
intraregional development-a social change led by southerners, as opposed to an 
intervention from the North--dependent upon the recruitment and involvement of whites 
in the struggle. As a result, they were hesitant to take a strong stand against segregation, 
and some felt that the doctrine of "separate but equal" could be realized.3 

This version of southern white liberalism was in opposition to the beliefs of northern 
interventionists and African American leaders who felt that the South would be unable or 
unwilling to change on its own. In 1944, African American and white leaders 
representing both of these schools of thought met and created the SRC to achieve equal 
opportunity for all southerners through research and action.4 The dominant white 
southern liberal view in support of segregation was not explicit in the official position of 
the SRC, but the organization did not initially denounce segregation, continuing instead 
their attempts to attract the support of southern whites.5 Therefore, SRC faced a dilemma 
between the ideology of regional change and an unconstrained push for democracy. The 
SRC eventually made the move in practice from a strict reliance on the South to change 
itself to the fight for democracy without reservation.6 This cautious transition reflected a 
strategy for the long-term survival of the organization. 

The SRC's temperate approach, exemplified in later programs by secret meetings and the 
relative absence of self-promotion and publicity, were viewed as justified, as other 
activist groups that were seen as more radical fell by the wayside. This approach was also 
used in the McCarthy era, as the SRC was able to position itself favorably with-and 
receive funding from-the Fund for the Republic (FFR), a branch of the Ford 
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Foundation.7 Though the FFR funded civil rights organizations, it also conducted research 
on radic'alism, prompting some to classify it as a moderate alternative to McCarthyism. 
Thus, the SRC's ties to the FFR led to suggestions that the SRC was linked with 
McCarthyian anticommunism.8 However, the SRC was also frequently labeled as a 
communist organization, and without the support of the FFR, those accusations could 
have severely compromised the SRC. Moreover, the FFR stabilized the organization's 
funding when the SRC faced extreme financial difficulties.9 

The SRC's mission of change through "research and action" to address the problem of 
racial inequality was put into practice in several areas, including equal employment. 
Early in its existence, the SRC was involved in studies on racism in the workplace. 
During World War II, as more African Americans joined the textile industry, the SRC 
conducted research studying working and hiring conditions. The SRC also began the 
Veterans Services Project to track employment opportunities for African American 
World War ll veterans. In addition, the organization studied racial discrimination in the 
hiring practices of police forces in the South. 10 Projects such as these generated real data 
for the understanding of racial inequality in the South, and also provided the SRC with a 
framework for showing that racial integration of the economic sector would benefit the 
southern economy as a whole. 

Despite the negative attitudes that some union members inevitably had toward 
integration, the SRC aligned itself with unions and worked to educate union members on 
this score as well. 11 The SRC also worked with the National Association for the 
Advancement of Colored People (NAACP) and the Urban League on the Textiles: 
Employment and Advancement for Minorities project to equalize employment in that 
industry. Later projects, such as the Black Women Employment Project and the creation 
of the Southern Labor Institute in 1985, reflected the organization's continued dedication 
to studying and providing solutions to economic problems in the South.12 

The SRC was active in the area of school integration as well. In order to stem the tide of 
growing anti-school integration fervor in the late 1950s, after the Brown v. Board of 
Education decision made school segregation illegal, the SRC worked with communities 
in the open-schools movement to attempt to defuse any major conflicts. Here the SRC 
served as the coordinating body among local communities by introducing successful, 
locally developed integration methods to areas that would otherwise not have known 
about them. 13 Again, the SRC's low profile kept the organization and the open-schools 
movement out of the crosshairs of those working against the civil rights movement and 

d . 14 
stemme reactionary protest. 

In essence, the open-schools movement attempted to move the argument on school 
integration from racial issues to the problems that the South would face if it did not 
comply with the law. While the movement did not receive the support from the business 
community that they had hoped for, the program played a part in the prevention of major 
uprisings of segregationists during the 1960s. 15 More recent education-related programs 
include the SRC-created Center for School Success. In 1994, the center supported literacy 

164 



and education sites through AmeriCorps by "providinf training and technical assistance 
to over 500 literacy and education sites nationwide."1 

The SRC's participation in the civil rights movement has not received the attention that 
was given to other major civil rights organizations, but its work has been extensive. In 
preparation for the Civil Rights Bill of 1964, the SRC worked with the Department of 
Justice on a program called "Operation Compliance," which supported community-based 
groups in favor of integration and coordinated national and local preparations for 
integration. The SRC produced and distributed educational and instructional materials on 
the bill and gathered the opinions of communities regarding the legislation. 17 In 1962, in 
concert with groups such as the NAACP and Student Nonviolent Coordinating 
Committee as well as with the Kennedy administration, the SRC began the Voter 
Education Project, which helped register more than two million African American voters. 
The SRC furnished the plans and administered the project. In 1979, the SRC began 
voting rights programs, which helped create more than 2,000 redistricting plans for 
southern jurisdictions by providing voting, demographic, and precinct realignment 
studies and working with the government to "create model districting or redistricting 
plans for all levels of government."18 

While not commanding a large membership of its own, the SRC has served as a 
coordinating agency among other civil rights organizations and the federal government, 
as evidenced during the Voter Education Project. Through its research and publications, 
the SRC became a primary source of information about the South for major news 
organizations. 19 This tradition continues, most recently in its production of an audio 
history of the civil rights movement in five southern states, Will the Circle Be Unbroken? 

Organization and Structure 

From the events leading up to Brown v. Board of Education through the civil rights 
movement and until the 1980s, the SRC was a council of advocates, not governed by a 
board of directors. An individual was chosen, or invited, to be a member based on his or 
her contributions to progressive movements in the South. These potential members were 
then voted on by current board members. This invitation was, in effect, a prestigious 
recognition among peers, and membership was in an advocate role. In the decades 
preceding the 1980s, the council was composed of approximately 100 individuals. The 
primary funding was from the Ford or Rockefeller Foundations-the large northern 
liberal organizations. 20 

During the 1980s, in response to a changing social landscape, the SRC created a board of 
directors to open membership to the public. Board members no longer were selected 
based on their contributions to southern progressive movements, although most were 
dedicated to southern progressive causes. This change produced the board structure now 
employed by the SRC. Currently, the SRC is in a transition phase, marked not only by 
changes in the types of issues they address, but also in terms of technological 
advancement and structural modifications. This transition is part of a general, long-term 
evolution of the organization in response to changing social realities. 21 
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Board of Directors 

The board of directors currently consists of 20 individuals. Individuals are nominated for 
admission to the board by a nominating committee of six board members and are 
accepted by a majority vote of the existing board. The board is made up of people 
committed to progressive causes in the South, and led by President Charles S. Johnson of 
Holland & Knight LLP. Other members include individuals from various sectors, such as 
Christopher Womack, Senior Vice President of the Southern Company; Sophia Bracy 
Harris, executive director of the Federation of Child Care Centers of Alabama; Professor 
Sara Ector Vagliano; and Michael E. Raff, Department of Human and Cultural Services 
of the City of Jackson. The board is currently 56 percent African American and 44 
percent white. There are six committees on which board members serve: programs, 
membership, development, finance, communications, and executive. 

Formerly, when the board was a 100-member council of advocates, it served as more of 
an advisory body on organizational issues and direction. Now there is much more 
specialization in each issue area addressed by the SRC, and the research arm of the SRC, 
the research advisory council, is better equipped to deal with those issues.22 

Research Advisory Council 

The research advisory council is separate from the board of directors. Because much of 
the organization's work is developed from research on specific issues, the research 
advisory council assists by performing the actual research or connecting the SRC to other 
researchers. For example, if the SRC were to take on the issue of funding inequities in 
public schools, members of the research advisory council would either conduct the 
research or identify people in universities, government, or other organizations who were 
working on the issue. Members of the research advisory council are selected by national 
reputation; the executive director and the board of directors determine who will be on the 
council based on informal nominations. The research advisory council has met twice in 
the past six months and assisted in the October 2004 strategic planning session. It reflects 
the SRC's long-standing relationship with universities and the research community, as 
well as the centrality of research in the advocacy work of the SRC. 

Executive Director 

The executive director handles the day-to-day operations and implementation of the 
policy directives set by the board of directors. The SRC is small enough that the 
executive director has a proportionally large impact on the organization. Executive 
Director Chuck Burris has been in this role since February 2004. He worked in the 
software development industry for 22 years and was also the first African American 
mayor of Stone Mountain, Georgia. He has described his challenge as executive director 
as presenting leading-edge proposals to the board, which includes visionaries who fought 
for school integration before the Brown v. Board of Education decision. (The SRC's 
"visionary" work can be seen in its efforts to challenge negative stereotypes of African 
Americans in the media as early as the 1940s.)23 
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In addition to the day-to-day operations and budget management, the executive director 
works with the board to determine strategic plans and issue areas to focus on for the 
organization. He can have great influence on the direction of the SRC in those 
discussions. In proposing actions to the board, he contributes the knowledge of the 
realities of the organization's daily operations to the board's decisions on the direction of 
programs. In the strategic planning process, he must also manage the traditional role of 
the board as subject matter experts in areas where the expertise of research specialists 
may be better suited. 

Staff 

The SRC office is located in Atlanta, Georgia, and is staffed by three full-time and a 
varying number of part-time employees. The staff (including the executive director), 
rather than the board of directors, designs the research model once an issue area has been 
determined. The current staff consists of the executive director, the program director, and 
the administrator. The part-time staff includes individuals who work on other tasks, 
including the production of the publications. Each staff member is assigned to one or two 
of the board committees. Through membership on the committees, the staff relays to the 
board the administrative realities and capabilities of the SRC in developing programs. 

Figure 9.1 
SRC Organization Chart 
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Source: Telephone interview by William Vetter with Toni Fannin, Administrator, Southern Regional 
Council, March 1, 2005. 

The size of the staff was recently reduced for financial reasons, which has required the 
current staff to "wear multiple hats."24 Tasks such as mailing list administration, 
answering questions about services, responding to requests of materials by libraries and 
universities, and other administrative activities are now in the hands of the remaining 
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staff. The SRC also uses contractors in the administration of its programs when it 
requires more personnel than the current level of staff. 

Finances 

According to its 2002 and 2003 tax returns, the SRC's expenditures were divided as 
shown in Table 9.1. In 2003, the organization had greater expenditures than revenue; the 
recent staff cutbacks and the narrowing of its programs should bring its expenditures 
down for 2004. Recently, the SRC moved production of the journal and newsletter in
house to further reduce expenses. 

Each year at the strategic planning meeting the executive director submits the staff
prepared budget to the board's finance committee for approval. Additionally, 
expenditures are reviewed on a quarterly basis. The SRC annually enlists an independent 
auditor to audit the previous year's expenditures and financial reports. 

Source 

Program Services 
Management/General 
Fundraising 
Total 

Table 9.1 
SRC Expenditures, 2002-2003 

Expenditures (in $) 

2002 
229,844 
115,629 

345,473 

Salaries Administration 
2003 

205,711 
35,828 
41,112 
282,651 

2002 2003 
89,147 141,486 
169,776 37,270 

31,172 
258,923 209,928 

Source: Southern Regional Council, Form 990, Return of Organization Exempt From Income Tax, 2002, 

2003 . Online. Available: http://www.guidestar.org/Documents/2002/580/566/2002-580566241-1-

9.pdf. Accessed: January 27,2005. 

The SRC has received the vast majority of its funding from foundations, including the 
Kettering Foundation, the Ford Foundation, and the Carnegie Corporation. While most of 
it is program support, the Ford Foundation has provided funds for operational expenses as 
well. The program for the reauthorization of the Voting Rights Act is going to be 
supported by grants from the Knight Foundation and the Carnegie Foundation. Funding 
for the Circle project came from The National Endowment for the Humanities, the Ford 
Foundation, and the Corporation for Public Broadcasting. The SRC program to train 
teachers in De Kalb County, Georgia, based on the Circle, is funded by a grant from the 
U.S. Department of Education's "Teaching American History" program. 

According to its 2002 and 2003 tax returns, the income of the SRC fell substantially, as 
shown in Table 9.2. The administrator explained that the significant drop in funding 
resulted in part because of the expiration of one-time grants. Further, the economic 
conditions that produced substantial foundation funds in the early 1990s changed, and 
foundations subsequently have less money to grant.25 
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Table 9.2 
SRC Income, 2002-2003 

Source 
Contributions, Gifts, Grants 
Miscellaneous 
Royalties 
Special Events 
Interest 
CD Project: Will the Circle Be Unbroken? 
Redistricting Services 
Publications 
Membership 
Total 

2002 
635,463 

997 
410 

38,323 
2,209 
31,953 
4,680 
2,207 
8,897 

725,139 

Income (in $) 
2003 

438,613 
1,367 
3,871 
12,010 

295 

456,156 
Source: Southern Regional Council, Form 990, Return of Organization Exempt From Income Tax, 2002, 

2003. Online. Available: http://www.guidestar.org/Documents/2002/580/566/2002-580566241-1-
9.pdf. Accessed: January 27, 2005. 

The SRC is "not geared toward fundraising," nor does it have a comprehensive 
fundraising program.Z6 However, some of its activities have a fundraising component. 
The recent gala based on its program oil Brown v. Board of Education brought in 
$80,000, though the event itself-a forum to present research conducted on education
served a larger purpose than fundraising alone. The SRC intends to have such events on a 
yearly basis, so they could be regular sources of revenue. 27 

Programs 

The SRC attempts to address four issue areas per year, and each issue of its quarterly 
journal Southern Changes focuses on one of these areas. Normally, the SRC holds a 
symposium for two of these areas and roundtables involving the community and business 
leaders for the other two issues. 

The SRC is in a transitional phase. In its strategic planning meeting in October 2004, the 
SRC reaffirmed its mission of racial justice, "the unfinished business of the South,"28 and 
has recommitted itself to a research and analysis role. This approach has included its 
"under-the-radar" methods as well. For example, it is not well known that the SRC 
contributed to the Ashcroft Report, which provided background information used in 
Brown v. Board of Education in determining remedies.29 The SRC also led the Voter 
Education Project, on which activist Vernon Jordan and Congressman John Lewis (D
Ga.) worked as directors, resulting in the registration of over two million African 
Americans in the South.30 

Over the past three years, the SRC tried to expand its direct services work but determined 
that direct services were not its niche, as other organizations are better equipped to 
provide them.31 For instance, the Youth Empowerment Project, a program funded by the 
Arthur M. Blank Foundation, was designed to encourage youth to become more active to 
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help increase youth voter registration.32 The SRC found that it simply did not have the 
manpower to administer a direct services program covering the entire South.33 

Another program that was recently scaled back was Partnerships for Racial Unity. This 
program included an effort to work with Latino advocacy groups to create a network to 
influence the Florida and Georgia legislatures on issues of concern to the Latino 
community, such as driver's licensing for undocumented immigrants. The SRC found 
that, unlike the civil rights movement, there was no institution like the church with the 
infrastructure to assist in this community movement.34 Again, manpower was an issue, 
especially considering the intended geographic reach of the program. 

The SRC' s transition is not seen within the organization as an abandonment of service 
missions such as the Youth Empowerment Project and Partnerships for Racial Unity but 
rather as an evolution and natural progression. The SRC "interrupted" its traditional role 
to embark on these service-oriented programs in part because of the recognition of the 
racial landscape of the South, which is no longer only black and white.35 Further, youth 
programs were gaining in popularity among various contributors.36 The SRC still 
maintains relationships with the groups participating in the Youth Empowerment Project 
and Partnerships for Racial Unity. 

The current slate of programs includes an effort to support the reauthorization of the 
Voting Rights Act. Certain provisions of the act will expire in 2007, and Congress will 
vote on whether to renew them. These provisions include a requirement that any changes 
in voting cannot discriminate among voters, criteria for election monitoring by the 
Department of Justice, and a requirement that voting instructions be available in bilingual 
form. 37 

The SRC plans to team up with the National Conference of Black Mayors (NCBM) to 
start a grassroots campaign to lobby for the reauthorization of the act. The SRC intends to 
provide technical materials, publications, research, analysis, and strategies. Collaboration 
with the NCBM will allow for a broadened reach of the effort through the NCBM 
membership. 

Another proposed program that reflects the SRC's return to its research roots is a focus 
on the historical and current plight of the African American farmer. Over the past 
century, as farming has been taken over by large companies and conglomerates, the U.S. 
Department of Agriculture (USDA) has provided disproportionate levels of technological 
support, monetary support (in the form of low-cost loans), and other assistance to white 
farming families rather than to African American farmers. 38 African American farmers 
receive hostile treatment from government agencies even to this day.39 This 
discrimination resulted in a successful lawsuit against the USDA, in which African 
American farmers were awarded over two billion dollars. In the opinion of Judge Paul 
Friedman, the USDA has exhibited "a long history of racial discrimination."40 The 
Environmental Working Group has argued that the USDA has "deliberately undermin[ed] 
the terms" of the decision, and as a result "the vast majority of African American farmers 
have been denied compensation."41 The proposed program will attempt to identify factors 
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that affect African American farmers, provide strategies to confront the problems they 
face, and assist them in obtaining the lawsuit awards. 

The SRC also hopes to address ballot box abuse-a subject of particular relevancy, given 
voting irregularities observed in the 2000 and 2004 presidential elections. Research and 
analysis may focus on the adequate provision of voting machines, the baseless legal 
challenges to African American and Latino voters at voting locations, and specific 
problems with functional aspects of voting machines.42 This program would begin to 
touch on the larger problem of a lack of nationwide standards for voting as well as the 
issue of private companies developing voting technology.43 

Through the Community in Schools (CIS) program, the SRC administers an annual 
thematic event based on education for democracy. In 2004, it was held at Emory 
University and taught high school students about the electoral process through mock 
campaigns culminating in an election.44 

In the area of cultural advocacy, the SRC has given The Lillian Smith Book Award since 
1966. The award is an annual recognition bestowed upon authors who "carry on Smith's 
legacy of elucidating the condition of racial and social inequity and proposing a vision of 
justice and human understanding."45 

Will the Circle Be Unbroken? is the SRC's Peabody-Award-winning narrative of the 
history of the civil rights movement, highlighting five cities: Little Rock, Arkansas; 
Jackson, Mississippi; Montgomery, Alabama; Atlanta, Georgia; and Columbia, South 
Carolina. The Circle focuses on the contributions of the unsung heroes of the movement 
in a 13-CD set. The program consists of 26 hours of first-person narratives by individuals 
who participated in the movement and was aired on public radio stations in 1997 and 
1998.46 The SRC is in the process of developing a website for teachers based on the 
Circle and is now implementing it in De Kalb County schools in Georgia. The website 
will be used to train fifth, eighth, and eleventh grade social studies teachers.47 

In tandem with the Carter Presidential Library, the SRC sponsors the "Southern 
Exposure" humanities series, designed to bestow recognition on southern authors and 
producers of works relating to racial justice and the protection of democracy. The Carter 
Center most recently hosted a review of Throwing Off the Cloak of Privilege, a series of 
biographical essays about white female civil rights activists.48 

This past summer, the SRC brought together an Education Reform Roundtable designed 
to share strategies for education reform and "build an agenda for an education reform 
mode1."49 Participating organizations included the Atlanta Board of Education, the De 
Kalb County Board of Education, Georgia State University College of Law, Metro 
Atlanta Chamber of Commerce, and Teach for America Atlanta. As a result of the 
roundtable, a workshop was held at Sutherland Asbill & Brennan LLP, which created an 
education reform resource directory and developed information-sharing strategies.50 
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Program Organization, Implementation, and Funding 

The SRC maintains flexibility in program determination, both to respond to constituency 
needs as well as to the direction of funding organizations. While the board ultimately 
determines the internal priorities of the organization, such as whether to work on one 
particular issue or another, it does not necessarily decide on an issue area and then seek 
funding for it. 51 Rather, issue areas are in some ways determined by external 
circumstances. For instance, the Kettering Foundation approached the SRC with the issue 
of the African American farmers because of the SRC's reputation in civil rights work. 
Thus while the board largely determines the issue areas, these areas also reflect the goals 
of the funding community and the SRC's constituency. The SRC's reputation and history 
provides it with the luxury of being sought out by funding sources. 

Once a program is defined, the organization and implementation develops in different 
ways according to the program. The recent project, Brown v. Board of Education: A 
Dream in the Balance, is a model that might be applied to the recently initiated fzrograms 
on African American farmers and the reauthorization of the Voting Rights Act. 2 The 
SRC organized a symposium on the issue of education reform and the state of education 
for African Americans 50 years after the Brown decision. The organization invited 
authors to contribute, and the resulting work and research was published in the SRC's 
journal Southern Changes. This information was disseminated to Georgia legislators, 
local media, and universities nationwide. In the case of the African American farmers 
program, research and data would be sent to the USDA, for example, among other 
groups. Because of the organization's small size, SRC staff members generally work on 
more than one of their programs at a time. While the model described above applies 
directly to some of their programs, each of their efforts is unique and requires somewhat 
different strategies that are developed on a case-by-case basis at the discretion of the 
staff. 

Public Education, Media Relations 

The SRC sees its role as that of an advocate behind the scenes rather than an organization 
that publicizes issues through mass media. While much of its work may not receive much 
press attention, the results of those efforts can be extensive, as evidenced by the 
implementation of electronic voting machines in Georgia. In research initiated by the 
SRC, it was found that there were more uncounted votes in Geor~ia than in Florida, and 
that these uncounted votes were related to old voting equipment. 3 Moreover, African 
Americans were more likely to use this outdated equipment than other voters. This 
information was compiled and shared with the Secretary of State of Georgia, and as a 
result, the State of Georgia now uses touch-screen voting machines throughout the state. 
The leadership of the SRC in this triumph garnered only a one-page newspaper article, 
but real change was brought about by their action on the issue.54 

The SRC works to provide materials "to the people who use them," such as De Kalb 
County schools, legislators, and institutions, rather than those that would only report on 
an issue.55 The idea is that the research and data collected by the SRC can be used by 
influential individuals and organizations to further the goal of racial justice. SRC's 
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legislative efforts support organizations lobbying for change as well as addressing 
legislators themselves. As the executive director commented, they get more "bang for 
their buck" in delivering information to those who will use it in their work for racial 
justice. 56 The SRC often publishes the results of its symposia or research in its journal 
Southern Changes, and it provides members and subscribers with its bulletin Southern 
Actions as well. 

Planning 

The SRC determines issue areas of focus based on the discussions among board members 
during the strategic planning process. In identifying an issue area, the executive director 
indicated that the organization's employees use the "logic model" and work backwards. 57 

Specifically, they start with the goal of a just society and determine how it is defined. The 
next step is to pinpoint factors that affect quality of life, including race, religion, gender, 
or anything else that may be a form of unjust discrimination. Once they have identified 
certain issues, they narrow them down until they come to agreement on an area that is 
within the mission of the SRC-namely, racial justice. For instance, while discrimination 
against women may reflect a form of social injustice, the SRC focuses only on those 
issues that are directly related to race. 58 Its reaffirmation of its original mission has led it 
to cut back on programs to find its niche, rather than expanding into new programs. 59 

Once an issue area is determined, the executive director and staff determine how to 
approach the problem. For example, in the case of discrimination against African 
American farmers, SRC attempts to find solutions to the problem in ways consistent with 
its research mission. This includes an information campaign directed toward the general 
public, the USDA, and members of Congress. 

Membership 

Although the SRC currently has members, it has not historically been a membership 
organization. The organization does not track its members in a member list-in fact, 
there is no strict definition of membership.60 Individuals who receive the SRC's 
publications might consider themselves members, as might individuals giving 
donations. 61 The low number of members is not due to any shortcoming of leadership or 
organization; rather, it has been by design. In the past, members have been seen as 
something "nice to have," but there have been no membership drives.62 The SRC has 
"flown under the radar," working behind the scenes to provide research support, laying 
the foundation for major aspects of the civil rights movement. Popular membership was 
not a goal and was thus not pursued. Further, the SRC obtained most of its funding 
through grants from foundations-there has been no historical "return of investment" on 

b h. 63 mem ers 1p. 

Although this position on membership has endured, one of the executive director's goals 
is to increase "membership" to one million, which he says is more than reasonable for an 
organization that covers the southeastern United States.64 This is another example of the 
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evolutionary state of the organization, and will be important in the SRC's attempts to 
broaden its financial resources. 

Although the SRC does not track its membership, the executive director estimates that 
there are currently fewer than 1,000 individuals whom the SRC would consider members. 
Anyone can become a member through the organization's website. An individual 
membership costs $50 and an institutional membership costs $110. Included with the fee 
is a subscription to the SRC-produced journal Southern Changes, a subscription to the 
newsletter Southern Actions, and invitations to all SRC functions. Institutions that sign up 
for membership are offered reduced rates on seats at SRC forums, which these 
institutions can purchase and offer to their employees. Membership revenue accounted 
for just under $9,000 in 2002.65 

Volunteers 

Much of SRC's work can be categorized as volunteer work. Members of the research 
advisory council and its researchers are not paid. Unpaid contributing authors write the 
articles and research collected in Southern Changes, and contributors to galas and 
symposia are not reimbursed. The recruitment of these researchers and authors is done by 
the research advisory council and through the SRC's relationships with universities. 

Volunteers in the more traditional sense come from various areas. Volunteers, for 
example, staffed the recent gala attached to the program on Brown v. Board of Education. 
Volunteers came from the Atlanta Bar Association and were solicited through the SRC's 
board president, who is an attorney. Leadership Atlanta, an organization that "enhances 
the capacity of informed capable citizens committed to using their talents and positions to 
improve the needs of the Atlanta community" also provided volunteers as part of its 
program.66 Colleges and universities with whom the SRC has relationships helped staff 
the event as well. Further, Georgia Power (the regional electric power utility) provided an 
individual to coordinate the volunteer effort, and individuals working in media relations 
offered their services in that field. In essence, the SRC relies on its relationships to solicit 
and manage volunteers as opposed to running a volunteer program as part of its internal 
administration. 

Relationships with Other Organizations 

The SRC coordinates with other organizations regularly. It has a tradition of university 
cooperation and working with organizations on a project-by-project basis. Most of its 
collaborations stem from relationships held by staff and the board.67 The current 
executive director, a former mayor, has connections in the Georgia Legislature. The SRC 
is also open to collaboration with nontraditional allies. It has worked with the Mexican 
American Legal Defense and Educational Fund (MALDEF) in their educational 
workshops for Latinos and African Americans. Other alliances include the Carter 
Presidential Center, National Public Radio, and the National Conference of Black 
Mayors. The SRC also has extensive ties to colleges and universities based on past work 
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and the fact that the organization provides internship positions to Atlanta college 
students.68 

As the SRC is sought out for much of its research and analysis on specific areas, it does 
not face the threat of competition. It is seen as a resource for foundations and is seeking 
to expand its funding outside of grants, as it seems to have a secured funding source 
within the foundation community. The organization only competes in terms of vying for a 
legislator's ear. 

Special Problems 

The SRC faces problems both unique to itself and common among nonprofits in general 
(and advocacy organizations in particular). According to the executive director, the 
primary operational challenge for nonprofit advocacy organizations today is 
technological adequacy.69 The SRC recruited him in part because of his experience in 
information technology. When he started, the SRC was using an outdated computer 
system. Furthermore, the accounting software was outmoded and led to inaccuracies in 
budget preparation. In order to address the problem of technological modernization, the 
SRC has upgraded its computers and improved its accounting software, a process which 
was scheduled for completion by February 2005; before, staff members had to manually 
update missing or incorrect financial information as well as enter new data. 70 

However, the technological issue goes further than hardware and software. The 
"information age" has provided advocacy groups with the opportunity to get their 
message out via the internet. Because of the technology lag in the nonprofit sector, this 
has provided another type of challenge-getting the right skills to perform the new kinds 
of work required of internet advocacy. This problem is exacerbated by the relatively high 
salaries paid to technology professionals in the private sector. Getting information online 
is even more of a challenge. The SRC, along with most nonprofit advocacy organizations, 
cannot create a new technology department, so the challenge must be met from a 
different source. The executive director has found it more difficult to get volunteers in the 
technology sector, so he feels that his best strategy is to get support from either 
engineering students or corporations who can donate time in lieu of money.71 

The internet has produced an "artillery barrage" of information, much of which is not 
accurate.72 Compounding the challenge of getting the information out, advocacy groups 
now have to contend with the sheer volume of information-including misinformation 
and information that may be counter to its message. This requires advocacy organizations 
to be technologically savvy and quick to react. 73 The SRC (and all nonprofits for that 
matter) needs people who can update sites fast, as new information becomes available.74 

In order to face the other challenge of the information age--combating misleading 
information-information accuracy is the SRC's best tool. In the executive director's 
opinion, it is not necessary to be impartial so long as information is accurate. By having 
accurate information, he believes that the SRC can be a respected and well-used 

75 resource. 
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A challenge specific to the SRC is the recruitment of more members while maintaining 

its tradition of "flying under the radar."76 While this method may have been instrumental 
in its early success, it is not politically necessary to follow the same approach now. 

Nonetheless, the SRC does not focus much of its resources on member recruitment, so 

this will require a change in strategy. According to the executive director, it will have to 
promote its successes while not taking away from its mission of working for the people 

who will use the information and programs it puts together. This will require a marketing 

effort that has not previously been part of the SRC's strategy.77 

The executive director sees several ways to improve the SRC's marketing effort to attract 

more members and support. He points to the lack of press coverage on the SRC after 

electronic voting machines were implemented in Georgia. The one-page newspaper 
article noting the SRC's involvement in this development may not be enough to increase 
membership, but the SRC could promote such accomplishments through other means. He 
feels that making its current membership aware of SRC's successes and publicizing 
successes in other arenas would produce more members.78 

The executive director believes that the publications of the SRC could be better delivered 
to policymakers, journalists, editors, advocates, and universities. By improving the 

distribution and reach of its publications, he sees the possibility for more support. 
Further, the executive director would like to put Southern Changes online and 
downloadable for members (in fact, the Emory University library has much of it 
archived).79 This could provide both a benefit of increased membership as well as another 
outlet for the journal. He would also like to further market Will the Circle Be Unbroken? 
Following the SRC's tradition of developing programs for those that use them, the Circle 
is being implemented in the form of a teaching website for De Kalb County, Georgia, 
schools. The organization wants to extend the reach of the set as well and sees potential 
growth in funding both directly from the sale of the set as well as indirectly from the 
positive response it receives. 

SRC's administrator observed that recent years have brought a belt-tightening in the 
nonprofit advocacy arena; as the economy has worsened, foundations have granted less 
money. 80 The SCR is aware that this can be somewhat ameliorated by a diversification of 
its funding sources. This is not as large of a problem for the SRC because of its long 

history with organizations such as the Ford Foundation, but diversifying funding sources 
can bring more than just income-it can bring recognition and momentum as well. The 

challenge will be to market the organization for the solicitation of this new funding both 

from membership and corporate sponsorship while continuing work that is "behind-the
scenes." 

As discussed above, the SRC has cut its budget and is returning to its primary 
involvement in research and analysis. To diversify the funding base, the executive 
director wants to expand in several directions. First, he wants to increase membership to 
over 1,000 for the southern region. He would also like to begin fundraising efforts (which 
the SRC has not traditionally done). Another strategy is to solicit support from individual 
philanthropists and emphasize the need for more board members with financial resources 
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and ties. He feels that certain issue areas require research specialization that can 
sometimes be better provided by professional researchers than by the board. Finally, he 
would like to enlist corporate support not only in the form of funding, but in terms of 
material resources. For example, he believes that corporate support could provide the 
organization with the printing services for its journal and newsletter as well as technical 
expertise. In addition, by eliminating broader programs, the SRC can use consultants on 
an as-needed basis, rather than hire staff required for service administration. 

Effectiveness 

The executive director has acknowledged that some recent projects, such as the Youth 
Empowerment Project, did not achieve their goals-to increase youth voting and general 
participation in democracy and prove that certain factors influence youth participation. 
He argued that this failure was not one of execution, but rather a lack of adequate pre
and post-tests in the research design. 

For the SRC's work in the Communities in Schools (CIS) program, the SRC provides an 
assessment test for students before and after the program to gauge the knowledge that 
participants have gained in the process. Further, the CIS staff provides evaluations 
documenting expectations prior to the project. A week later, the SRC collects the CIS 
staff post-project evaluations, which have shown that the project has "always exceeded 
expectations."81 For more general evaluations of the organization's performance, the SRC 
sends evaluation forms to the 10,000 subscribers of its journal and bulletin, which it uses 
to gauge response to its programs. 

The SRC also measures its success in its teach both in delivering its research to those in a 
position to use it to advance racial justice and in changes that have occurred partly 
because of its work. SRC's effort to push the State of Georgia to update voting machines 
provides a working example of their effectiveness. 

Evaluation 

The SRC's skill in developing strategies and the flexibility of its programs have allowed 
the organization to survive for over 60 years. The organization has remained relevant 
even when "causes" became outmoded. Its participation in research and the diversity of 
the issues it addresses, including inequality in labor, education, and segregation, has 
allowed it to persist past the heyday of the civil rights movement and without a large 
membership. 

After attempting to reach into the services arena, SRC is returning to its original mission 
of research. This evolution is wise not only because it employs a time-proven strategy, 
but also because it will allow the organization to address other pressing challenges, such 
as broadening its financial base; streamlining administration; and maintaining a narrow 
focus, allowing for easier effectiveness measurement and thus better promotional 
capabilities. 
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The vast majority of SRC's revenue comes from foundation and government grants. This 
should not be surprising, given that for most of its history it has not provided services. 
The SRC's long and stable relationship with the Ford Foundation and other organizations 
makes funding more secure relative to newer organizations.82 Reflecting the strength of 
this relationship, the SRC's recent strategic planning process was funded by the Ford 
Foundation. However, a drop in funding after 2002 led to a staff reduction and cost
cutting measures, and the executive director has identified funding as a source of 
concern. He is currently looking for ways to attract more funding, be it through 
membership, corporate giving, or board-driven financial support. 

It is a testament to the SRC that it can carry on its traditional mission despite cutbacks; 
history has allowed it to operate without the fear of financial failure. Nonetheless, its 
success in diversifying the funding base will determine the breadth of SRC's programs in 
coming years. Returning to its original mission should help by reducing expenditures, as 
less is required for research than for direct services. Moreover, by delivering on narrower 
goals than "increasing youth participation," SRC should be able to clearly present its 
mission and success to potential members and donors. Its ability to promote its successes 
is especially important in light of the "behind the scenes" nature of its work. 

The SRC is extremely constituent-focused. The board and research advisory council are 
widely represented in business, government, and academia, and because of its historic 
relationships, the SRC is attentive to issues of advocacy affecting African Americans in 
the South. It is flexible in determining issue areas, exemplified by its use of forums to 
gauge the needs of its constituency. The SRC is not reluctant to discontinue programs 
that prove to be ineffective. However, if the SRC orients its board to improve its 
fundraising capability, it should ensure that it does not sacrifice the expertise and 
collaborative relationships inherent in an issue-specialist board. 

In terms of leadership, the executive director brings both a passion for public service, 
demonstrated through his term as mayor, and technical knowledge gained from a career 
in the software industry. He is respected by the staff and shows an ability to respond to 
challenges with innovative solutions. His expertise in software development is a valuable 
asset during an era in which nonprofits are trying to keep pace in the realm of technology. 
While he was in part recruited for his technological experience, he exhibits a dedication 
for civil rights advocacy; the software industry was his "career" and his work in civil 
rights is his "passion and interest."83 

As an organization, the SRC could be classified as "proactive." It has historically been on 
the forefront of race issues and tackles issues with the purpose of raising awareness 
where action has not yet been taken. For instance, seizing the opportunity offered by 
Florida's missteps in the 2000 presidential election, the SRC successfully worked on the 
effort to upgrade Georgia's election system. The SRC's planning process allows for 
sufficient breadth in approaching issues that are not widely reported, yet important to its 
mission. In terms of relationships, the SRC actively seeks collaborations with a broad 
range of organizations to accomplish its goals, and its history provides it with the benefit 
of many organizational contacts. 
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The SRC can be further described as outcome-oriented. The organization has traditionally 
been able to measure its outputs quite easily. Much of its work involved research and data 
analysis and the delivery of that information to key decisionmakers in government. When 
the SRC attempted to provide services, the organization found that it could not measure 
its success. By returning to its traditional mission, it can ensure that its programs are well 
defined and its results are measurable. Throughout the organization's history, its goals 
have centered on enacting or changing legislation or ending discriminatory practices. The 
SRC's history also provides it with clarity of vision for the goals of the organization
there does not seem to be any confusion about the SRC's designs. In addition, the SRC's 
new programs are sufficiently narrow to allow for future evaluation. 

In a larger sense, the SRC has evolved in response to changing social conditions for so 
many years that it is almost adaptable by definition. On a programmatic level, the SRC 
has also demonstrated an ability to adapt. The organization's small size allows for 
flexibility within programs, and the influence granted to the executive director gives him 
a good amount of leeway. Returning to its original mission will allow the SRC to better 
define its goals up front, making it less likely that it will need to alter its course down the 
road. 

The small size of the staff increases each member's importance and facilitates the hiring 
of talented individuals. The SRC staff is deeply involved in the mission of the 
organization and makes an important contribution to the planning process. 

The programs that the SRC has undertaken have had an important impact on southern 
race relations by any measure. Whether the organization's current programs will have a 
lasting impact remains to be seen. However, the SRC will be well served if it continues to 
tighten its administrative and financial processes, stay on course by maintaining its 
traditional mission of research, broaden its funding base, and select sufficiently narrow 
areas of focus that allow it to measure its effectiveness as well as remain flexible. 
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Chapter 10. Planned Parenthood of the Texas Capital Region 

History and Development 

Planned Parenthood of the Texas Capital Region, Inc. (PPTCR) is a nonprofit health care 
organization dedicated to providing inexpensive and high-quality sexual health care. 
Initially founded as Planned Parenthood of Austin, the organization later changed its 
name to Planned Parenthood of the Texas Capital Region to reflect the greater ten county 
area it now serves. The care it offers includes medical services, education and outreach, 
and advocacy to protect access to services and reproductive rights. 1 The clinic has 
evolved considerably from its humble beginnings in the 1930s to become a local leader in 
the birth control movement. 

The early days of its development are best understood in terms of the nascent birth 
control movement of the early 1900s. Margaret Sanger is largely recognized as the leader 
of this movement for establishing the first birth control clinic in New York. In those days, 
federal Comstock laws restricted the use, dissemination, and discussion of birth control. 
Eventually, due in part to Sanger's advocacy and the "revolution in manners and morals" 
across the country, the subjects of sex and birth control became less taboo? When 
elements of the federal Comstock law pertaining to birth control were struck down by the 
U.S. District Court of New York in 1936 (U.S. v. One Package of Japanese Pessaries), 
the movement gained legal support.3 The Birth Control Federation of America formed in 
1939 in order to provide education and outreach to America's poorest citizens.4 In 1942, 
the organization was revamped and became the Planned Parenthood Federation of 
America (PPFA). 

Within three years of the One Package ruling, six birth control clinics had been 
established in Texas, one of which was located in Austin.5 Inspired by the number of 
women requesting information on birth control from physicians and government welfare 
agencies, a group of Austin-area advocates established the Maternal and Child Health 
Clinic in the basement of Brackenridge Hospital on July 20, 1937.6 The clinic offered 
medical services, birth control, and education, at little or no cost to poor, married 
women.7 For the first time, birth control was available to even the most impoverished 
women in Austin.8 

Eighty percent of the patients in the first year were referrals from physicians, and the 
majority were white. Some wanted help in spacing their children, but almost half wanted 
to stop conceiving due to health problems such as tuberculosis, syphilis, or mental 
disorders.9 The clinic's operating practices "reflected the attitudes and conditions of the 
times," in that sessions were private and they saw only married women; those who lost 
their husbands to death, divorce, or separation were not treated. 10 

The Maternal and Child Health Clinic faced early opposition from vocal Catholics. One 
year after opening, a five-to-one vote by the Catholic-dominated city council forced the 
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clinic out of Brackenridge Hospital on the grounds that it was too controversial. The 
clinic relocated across the street, where it remained until the mid-1950s. 11 

The 1940s marked a period of growth for the clinic. Patient numbers grew steadily, 
mostly due to the large number of military personnel in the area during World War II. To 
improve its image in the religious community, the clinic established a Ministerial 
Advisory Committee and made efforts to build contacts with local churches and women's 
organizations. However, the clinic was still not reaching out effectively to the minority 
populations it wanted to serve, and despite the growing caseload was in financial crisis. 
So in July 1946, the clinic's Board of Directors voted to become an affiliate of PPFA, and 
the Maternal and Child Health Clinic became Planned Parenthood of Austin. 12 

National affiliation offered the small Austin clinic access to valuable resources. For 
example, field consultants came from the national office to assist with creating more 
effective outreach and education programs. Moreover, an advisor established a special 
large gifts division and taught the importance of emphasizing the educational component 
of fundraising campaigns, a technique PPTCR still utilizes today. 13 A fundraising event 
was held and garnered enough money to enable PPTCR to pay the national federation 
ten percent of the funds raised, a requirement for full affiliation. 

Throughout the remainder of the 1940s and into the 1950s, operations became more 
organized and professional. 14 PPTCR hired its first full-time director, established 
publicity and education committees, expanded minority outreach programs, and 
broadened its focus to include married couples as well as women. 15 To accommodate the 
growth, a larger and better equipped clinic was built in 1957. 

In 1960 PPTCR reached another turning point in its development with the election of Dr. 
Robert Ledbetter as board president. 16 His mission was to "instill a new spirit of social 
purpose and rigor in the Center's operations." 17 During this time, PPTCR presented the 
ideas of the birth control movement in the context of "population control" as a tool for 
winning public approval. Ledbetter established PPTCR's newsletter to keep supporters 
informed about events and ideas pertaining to the movement. (Later, this newsletter was 
to become an important fundraising tool.) 18 

The FDA's approval of the birth control pill in 1960 fueled the sexual revolution, which 
in tum affected PPTCR. The convenience and effectiveness of the pill brought more 
patients, with a notable increase among married couples, and PPTCR began offering 
services to unmarried women. 19 Greater public acceptance of sexuality and contraception 
ultimately led to the United Way's decision in the 1960s to admit PPTCR as a member 
organization. This brought greater legitimacy within the Austin community as well as 
financial stability. 

In 1970, Title X of the Public Health Service Act established the first federal program 
sponsoring family planning services. Initially, this grant made it possible for PPTCR to 
hire more employees, pay physicians, and expand outreach efforts. However, PPTCR 
faced an uphill battle against conservative lawmakers seeking to limit Planned 
Parenthood's activities through restrictions attached to federal funding. The Reagan 
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administration first imposed what became known as the gag rule in the mid-1980s. Any 
organization accepting federal family planning funds was prohibited from rroviding or 
mentioning abortion as an option or giving referrals for abortion services? 

In the summer of 1991, PPTCR faced the reality of having to limit their speech and 
services or tum down $140, 000 a year in federal grant money. 21 After careful 
consideration, PPTCR' s board of directors decided if the gag rule were enforced, they 
would forego Title X funding. With the prospect of losing a significant portion of their 
yearly operating budget looming, PPTCR decided to merge their two clinics and forgo 
federal support. This lowered overhead and streamlined services to ensure PPTCR could 
still see the same number of patients. The project was completed through generous grants 
of time and services from individuals and businesses?2 

In 1973, an estimated 20 percent of the births in Austin were to women below the age of 
20, and of those, 33 percent were unmarried.23 Studies showing the positive effects of 
education on lowering teen pregnancy rates convinced the board to start a teen clinic. 
This was the first time unmarried women under the age of 21 were provided services, and 
in that year, women aged 16 to 21 constituted the largest proportion of patients at the 
clinic.24 1973 also saw a change in PPTCR's policy toward abortion. In its early days, 
PPTCR initially opted to steer clear of the abortion debate for fear of public backlash, but 
concern over the often disastrous effects of "back room" or "alleyway" procedures 
eventually forced it into the fray. 25 The board reevaluated its position and developed a 
new policy calling for liberalization of abortion laws and has remained a vocal champion 
of a woman's right to choose ever since. 26 

During the early 1980s, PPTCR began offering services through Self-Sustaining Centers 
(SSC).27 Critics charged PPTCR had abandoned the low-income and indigent clients it 
had vowed to serve in favor of making a profit on those who could afford to pay. PPTCR 
argued this move would broaden its focus to include the "working poor" and those of 
moderate income. According to the executive director at the time, the typical SSC client 
was only a few dollars a month removed from unemployed clients eligible for welfare 
benefits and federally subsidized contraceptive services.28 Today, income from these 
SSCs constitutes over half of PPTCR's yearly revenue?9 

Community outreach and education began to develop as a major part of PPTCR's 
services as AIDS came to be recognized as a significant and growing threat. PPTCR felt 
it "should be at the forefront of the effort to educate the public and to dispel myths and 
prejudices" about the disease.30 In the summer of 1988, a research grant from the CDC 
funded Project REACH (Regional Education on AIDS for Community Health), marking 
the beginning of a push to reach East Austin's large numbers of minority and high-risk 
populations who could not be reached by clinic-based efforts. 

Because of groups like Operation Rescue and other efforts by the religious right, PPTCR 
recognized the need to become more proactive in response to conservative attacks on 
reproductive rights. 31 A grant from the Educational Foundation of America in the late 
1980s funded a two-year project wherein PPTCR added a public affairs assistant and 
initiated a plan to identify pro-choice supporters who could be activated as grassroots 
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advocates.32 Planned Parenthood's political involvement has become progressively more 
organized and sophisticated through the actions of its recently established 501(c) 4 
organization and PAC.33 

In 1997, PPTCR made the decision to plan and implement surgical abortion services. The 
board and staff agreed that it was PPTCR's responsibility to offer the full range of 
reproductive health services to clients, hence the Choice Project was begun?4 Ground 
was broken in fall 2003 for a new complex, which consolidated facilities for medical 
services, counseling, education, training, outreach, volunteer activities, and 
administrative support.35 

Organization and Structure 

PPTCR' s bylaws have established the organization as exem~t from federal income tax 
under sections 501(a) and 501(c)(3) of the federal tax code. 6 This status qualifies the 
affiliate for tax-deductible donations and grants from private foundations, but places strict 
limits on its lobbying and political activities?7 Although the IRS allows a 501(c)(3) to 
spend up to approximately 20 percent of annual expenditure on lobbying activities, the 
organization is largely focused on medical services and never comes close to reaching 
that limit.38 

In 1998, PPTCR established a 501(c)(4), and the board later voted to form a Political 
Action Committee (PAC). Under these umbrellas, PPTCR is able to engage in grassroots 
lobbying and political endorsements, respectively. Both are completely separate 
organizations from the 501(c)(3), with separate boards and bank accounts. Employees are 
shared among the different organizations, and keep record of hours worked for each 
division so the 501(c)(3) can be reimbursed by the 501(c)(4) for those hours. 39 

PPTCR's board of directors consists of from 15 to 35 volunteer members serving three
year terms. After two consecutive terms, members must rotate off the board for a period 
of at least one year and are not eligible to become staff members (or vice-versa) for a 
period of six months. Every effort is made to recruit members who are representative of 
the community. Decisions are made by majority votes requiring a quorum of at least nine 
members.40 

Duties of the board include deliberation and establishment of PPTCR policies, but 
implementation is up to the executive director. Board members are expected to make 
financial contributions, participate in all aspects of the board's activities, create and adopt 
the annual budget, elect delegates to PPFA membership meetings, select and appoint the 
executive director, and monitor activities to make sure they are conducted "in a manner 
that protects its tax-exempt status."41 

The executive director is a paid staff member who reports to the board of directors. The 
director is in charge of running the agency and managing its day-to-day affairs, reports to 
the board of directors, and is evaluated every year. There are four officers of the board: 
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president, vice-president, secretary, and treasurer. The president is not granted voting 
rights but may vote in the case of a tie. He or she must assume the duties of any officer in 
the case of a vacancy until that position is filled, appoint and consult with the chairs of all 
committees, sign all contracts authorized by the board not delegated to the executive 
director, and generally act as the spokesperson for the board. The vice-president assists 
the president and is responsible for taking over the president's duties in the case that he or 
she is unable to perform them. The secretary records the minutes and attendance for all 
meetings of the board of directors and business affairs committee, while the treasurer acts 
as guardian of the affiliate's funds and co-chair of the business affairs committee. 
Moreover, the treasurer is responsible for monthly financial statements and annual reports 
to the board of directors. The president serves a two-year term, and all other officers 
serve for one year. 

The board has created several committees to assist in performing their duties. Committee 
chairs must be board members, but nonmembers may also be included at the committee 
level.42 There is a business affairs committee, made-up of the officers of the board, which 
may act in the stead of the board of directors "during intervals between meetings or in 
circumstances requiring immediate action."43 The nominating and development 
committee recruits new members and nominates officers. Additional ad hoc committees 
are created to address particular issues, such as the building committee to provide 
oversight for the SAC construction project. 

The board of directors, executive director, and medical director are the three major 
officers. The medical director is a physician who works with the affiliate on a contract 
basis to oversee medical protocol, evaluate Nurse Practitioners, implement new services, 
and work on quality assurance. He or she also spends about a half-day a week in the 
clinic seeing patients whose conditions require the attention of individuals whose medical 
credentials go beyond those of a Nurse Practitioner.44 

The senior management team is composed of the director of public affairs, director of 
human resources, administrative services manager (security issues and training, tracking 
opposition, regulatory matters), director of development (fundraising), and the chief 
financial officer.45 A clinic manager runs each clinic, and nurse practitioners provide 
most of the care. Depending on both necessity and availability of funds, clinics are 
further staffed by medical assistants, reproductive health specialists, office assistants, and 
various other staff.46 "Security specialist" has been added as a new position at the SAC in 
light of the additional security concerns involved with becoming an abortion provider.47 

Each affiliate of PPFA is independently operated. They pay dues based on a percentage 
of their individual budget and revenue, and, pending accreditation and approval, may 
operate under the Planned Parenthood name and have access to resources from the 
national office, including consultants and legal representation. Affiliates are responsible 
for all of their own fundraising, and the day-to-day management of clinic affairs and 
services is almost entirely up to them.48 

An affiliate determines its service area by county. It will stake out and claim a number of 
counties as turf; no other affiliates may build clinics or conduct outreach or lobbying 
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activities in that area. PPTCR's service area includes ten counties: Burnet, Blanco, 
Bastrop, Caldwell, Gillespie, Hays, Travis, Williamson, Lee, and Llano. The decision to 
locate all three of PPTCR's clinics in Travis County is based on research showing that a 
majority of patients were coming from a central area composed of Travis, Hays, and 
W"ll" . 49 1 tamson counttes. 

Budget and Finances 

PPTCR' s two main revenue streams come from client fees and fundraising, representing 
approximately 40 percent and 35 percent of revenue, respectively. These are the areas in 
which the organization can exert control in terms of increasing the budget through upping 
prices for services, adding new patients, or stepping up fundraising efforts. Although 
government grants make up a portion of yearly revenue (approximately 20 percent), these 
are fixed amounts and can only be applied only to the operation of the 7th Street Center. 

Employee compensation and program services make up the largest areas of expenditure. 
PPTCR tries to maintain competitive salaries and benefits, which account for slightly 
over half of yearly expenditures. Costs relating to providing services come in a close 
second, totaling roughly 35 percent. 

Ideally, PPTCR would have managers from each department create their own budgets. In 
reality, most managers don't have the in-depth understanding of budgets to create a 
viable financial plan. The process usually becomes a matter of the chief financial officer 
creating departmental budgets with input from the managers. After the budget has been 
prepared, it goes to the board of directors for approval. There are monthly board meetings 
to examine current issues so that revisions can be made where necessary. All changes to 
the budget must have board approval. 

In the end, services and costs are what determine the allotment of funds for any given 
department, which means there is generally not much flexibility in how the money will 
be spent. As in many nonprofits, construction of the budget is not so much a function of 
what the organization would like to do but rather what it can afford to do. Since medical 
services are the most important part of Planned Parenthood's mission, funds may be 
taken from education and outreach to pay for medical services if necessary. Education is 
very difficult to fund, since there are no grants available for these programs and they 
reach so few people. When money is tight, it is simply not considered an efficient use of 
PPTCR's resources. 

Programs 

Medical service and public education have always been the main foci of PPTCR's 
programs. With the introduction of the 501(c)4 and PAC, the affiliate has begun 
implementing advocacy programs as well 

Currently, PPTCR's medical services include gynecological check-ups, all FDA
approved methods of birth control, menopausal and midlife care, pregnancy testing and 
options counseling, treatment and testing for STDs and abnormal cervical cell diagnosis, 
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cancer screening, abortion medication, emergency contraception, colonoscopy, and some 
male health services.50 

Community outreach and education are important parts of what PPTCR offers. The goal 
is to reach as many people as possible, not only those who come into the clinics for 
services.51 Education and outreach are based on social learning theory and targeted to the 
needs of specific audiences.52 The Christine H. Aubrey Center for Sexuality Education 
houses an outreach and public affairs staff, a resource library, and space for workshops 
and trainings.53 

Providing high-quality sex education means preparing people as trainers who have the 
tools to deliver accurate, positive messages about sexuality and who provide consistent, 
contemporary information.54 Health educators organize meetings on safe sex and lllV 
prevention anywhere and everywhere they can, including Travis County jails and juvenile 
detention centers. 55 "Parents as Sexuality Educators" workshops teach parents how to 
develop open communication with their kids around issues related to sexuality. 56 Peer 
Educator Programs attempt to reach young, low-income women by training other young 
women to talk to their friends and coworkers about reproductive health. During the recent 
Austin Independent School District's sexuality education debate, PPTCR's board and 
staff did more than any single group to keep all the supporters of comprehensive 
sexuality education focused and activated.57 

PPTCR recently established a clergy advisory group. This interdenominational group 
welcomes members of all faiths who believe women should be in charge of their own 
fertility. Members of the group are available at no charge to patients who would like 
additional counseling for abortion services. The group's chaplain regularly organizes 
services of renewal, in which women who have had abortions are invited to church 
services where they may hear and be with others who affirm their decisions and 
morality.58 

The controversy surrounding PPTCR's services has required it to become an advocate for 
reproductive rights. Because of groups like Operation Rescue and other efforts by the 
religious right, PPTCR recognized the need to become more proactive in response to 
attacks on reproductive freedom. 59 According to PPTCR, advocates must be as vocal and 
organized as their conservative countelfcarts if they hope to protect and maintain 
women's rights and their own funding. 0 To this end, a grant from the Educational 
Foundation of America funded a project to identify some 3,000 grassroots advocates that 
would potentially speak out for choice. A public affairs assistant was added to the staff, 
and a plan was initiated to find and activate pro-choice supporters throughout the Austin 
metropolitan area and surrounding counties.61 

PPTCR also devotes a considerable amount of time and resources to legislative efforts. 
Lobby Day, the most significant legislative activity, is a statewide effort to bring as many 
people as possible to the Capitol to speak to elected officials. Organizers typically pick 
one topic on which to educate volunteers, who then go and speak to their legislators in an 
attempt to heighten visibility of the relevant issues. Additionally, PPTCR regularly 
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introduces bills into the state legislature through sponsors in the Texas Senate and House 
of Representatives.62 

One of PPTCR's newest grassroots organizing efforts is Live Action Camp, which has 
been likened to "activist boot camp." Volunteers are recruited and given brief 
explanations of a set of PPTCR's issues, then sent out in the community to work on 
various tasks, such as phone banking, block walking, and demonstrations.63 

Other public affairs activities have included: distributing postcards urging elected 
officials to support their causes; establishing an alert network to educate citizens about 
issues and provide them with action items; starting an action fund to strengthen 
grassroots advocacy; and as discussed, establishing a 501(c)(4) organization to meet the 
challenges that made it necessary for PPTCR to engage in a wider range of political 
activities.64 Additionally, PPTCR is working with its state office (Texas Association of 
Planned Parenthood Affiliates, or T APPTCR) to establish a Texas chapter of Republicans 
for Choice in order to build more support for their mission in the capital. The internet has 
offered PPTCR an effective tool for getting more people involved and engaged through 
email and website activation and for establishing Planned Parenthood as a trusted source 
of information. 65 

Litigation is not generally employed by PPTCR. In the past, the affiliate has had to resort 
to filing lawsuits to protect its services from a legislative attack by conservative 
lawmakers, but Planned Parenthood affiliates do not often use such suits as a too1.66 

Planning 

PPTCR's methods of planning and execution vary depending on the type of program. 
Generally, implementation of most medical services is dictated by national medical 
protocols and state or federallegislation.67 When the goal is to make medical services 
more accessible, PPTCR uses client feedback to devise ways to remove barriers for 
potential and existing patients. For example, PPTCR started project HOPE (Hormones 
with Optional Pelvic Exam) to address the potential obstacle of a pelvic exam as a 
stipulation for receiving hormonal birth control. 

Community outreach is designed to meet community needs determined by requests from 
the community, feedback from education presentations, and by PPTCR's partnership with 
the City of Austin and Travis County. In applying for county funding, Planned 
Parenthood must agree to reach a certain number of people with a specific message about 
an issue identified by the county as important. If the prescribed criteria are not met, 
PPTCR risks losing future grants and funding. Community educators get input from the 
people who invite them to speak on certain topics and issues, parents who call in with 
questions, and other requests from the community. Educational programs are developed 
around these requests. When a Planned Parenthood health educator gives a presentation, 
he or she will conduct pre- and post- tests to evaluate the program to determine if all 
pertinent information was covered, whether participants and sponsors were satisfied, and 
if it is necessary to retum.68 
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Membership 

Planned Parenthood has clients as opposed to members. The average PPTCR client is 
between the ages of 20 to 24, lives just above the poverty level, and wants reproductive 
health care that is accessible and affordable.69 PPTCR sees approximately 22,000 patients 
a year, of which 97 percent are female, 42 percent Anglo, 35 percent Hispanic, and 7 

Af . A . 10 percent ncan mencan. 

PPTCR also considers itself to have a rather broad constituency defined in terms of 
whom it is trying to reach with a particular message. PPTCR identifies its constituency as 
made up of three non-mutually exclusive categories covering donors, clients, and those 
whom the organization's advocacy work is intended to protect. 

Volunteers 

PPTCR is fortunate in that it does not have to work very hard to recruit volunteers-in 
fact, most of the time there are more volunteers than there are positions available. 
Volunteers are put to work on various tasks, depending on individual skills and the type 
of work that is needed. Volunteers usually receive some sort of educational training for 
advocacy activities, such as Lobby Day and Live Action Camp. These programs train 
volunteers to go out into the community as activists to educate and organize others 
around PPTCR's issues. Occasionally, volunteers with a compelling story will be asked 
to attend or speak at public hearings or give media interviews.71 

Relationships with Other Organizations 

PPTCR has a number of different alliances with reproductive rights groups and 
occasionally forms partnerships with organizations whose primary efforts involve 
something other than women's health and reproductive rights. In those cases, the groups 
PPTCR works with generally share concern on an issue but approach it from a different 
angle. By joining together they are able to combine skills and create a broader base of 

. 72 constituency support. 

For example, PPTCR worked extensively with Consumer's Union on an issue involving 
women's healthcare options at a local hospital. Consumer's Union approached the 
problem as a consumers' rights issue and was an especially valuable partner because of 
its ability to get Freedom of Information requests and to analyze and publicize budget and 
financial information. 

Special Problems 

Increasing right-wing opposition to abortion and even sex education presents a challenge. 
According to the public affairs director, the problem lies in trying to achieve a balance 
between providing medical services to clients and being politically active in order to 
protect those services without jeopardizing funding. Planned Parenthood feels it has a 
responsibility to be a vocal advocate for its clients, but must keep in mind the importance 
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of maintaining working relationships with various government agencies and elected 
officials. 

The opposition of Texas senator Steve Ogden poses a special problem. As chairman of 
the Senate Finance Committee, he has an exceptional amount of control over how Texas 
funds are allotted, and uses this influence to initiate legislation that threatens Planned 
Parenthood's medical services, funding, and ability to operate. PPTCR has found him 
unresponsive to constituent mobilization against his proposals. When possible, PPTCR 
will try operating "behind the scenes" by asking a legislator who is friendly with Ogden 
to try to work out a deal.However, the current political climate in Texas makes it 
particularly difficult to find allies among the Republican-dominated house and senate. 

Effectiveness 

PPTCR uses a variety of criteria to evaluate the effectiveness of its programs and 
services. In terms of advocacy and grassroots organizing, success is determined by 
turnout. This can mean the number of people who show up for an event or the volume of 
communiques prompted by an email alert. A large turnout raises visibility of the issue at 
hand by generating media coverage, which is another technique PPTCR can use to assess 
effectiveness. Effectiveness is also gauged by the results of mobilization and advocacy 
efforts. When PPTCR organizes to defeat what it considers bad legislation, and the 
legislation is then voted down or taken off the agenda, this is considered effective action. 

Fundraising is easily evaluated by dollar amounts. PPTCR always feels it could do better 
when it comes to fundraising, and so conducts donor focus groups to find out what 
motivates donors to give. This helps the organization keep in touch with what's important 
to that constituency, which will hopefully translate into larger dollar amounts later on. 

Client feedback is the most important measure of effectiveness, especially where medical 
and educational services are concerned. PPTCR asks clients for feedback to make sure it 
is providing services clients want at the highest level of accessibility. 

Evaluation 

Planned Parenthood of the Texas Capital Region has successfully established itself in the 
Austin community. Since its inception, the organization has continued to expand its 
services and outreach efforts, which has necessitated expansion of fundraising and 
advocacy efforts to ensure it is able to continue with its mission of making reproductive 
choices available to those who need them. 

Although PPTCR does not have a great diversity in funding sources, it has nevertheless 
built a strong and relatively flexible financial foundation. Revenue generated from client 
fees will enable self-sustaining clinics to continue operating into the foreseeable future. 
The board and staff recognize the precarious nature of government funding in light of the 
current political climate, and therefore limits dependence on government support. 
Instead, PPTCR looks to its donor base, which contributes nearly one-third of yearly 
revenue. The controversial nature of Planned Parenthood's services makes it difficult to 
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solicit support from large corporations, so PPTCR must rely on a large and diverse pool 
of small-scale, individual contributors. Although this makes it harder to raise large 
amounts of revenue quickly, the private donor base is more secure than governmental or 
foundation grants whose funding can be pulled at once. While client fees and donations 
assure sustainability, the organization's ability to increase its budget is limited by the 
amount of revenue generated through these means. 

The most effective way PPTCR conserves use of limited funds is by requiring medical 
services to pay for themselves through client fees. This enables clinics to offer a variety 
of low-cost services without depleting the budget, and creates the opportunity for surplus 
funds to be channeled into other projects. During times of financial shortfall, outreach 
and education efforts are sacrificed to make more funds available for programs deemed 
more vital to the organization. Although PPTCR believes education to be an essential part 
of its mission, it is not efficient since it costs so much to educate so few. In the future, the 
executive director predicts that PPTCR will replace human educators with a different 
medium, such as the internet, DVD, or video. This will significantly reduce costs and 
make educational materials more accessible to a larger number of people. 73 

The birth control and sexuality debate has evolved over the years, and PPTCR has 
changed along with it in order to remain at the forefront of services, education, and 
activism on the most relevant topics and concerns. It has faced many obstacles but has 
endured because it is readily adaptable. Expanding operations to i1_1clude a 501(c)(4) and 
PAC has enabled the organization to engage in activities to protect its clients and 
services. Using client fees as the cornerstone of its budget makes it possible to adjust to 
economic and political factors affecting finances, because these fees can be increased to 
absorb rising program services and operating costs. Most importantly, PPTCR has a 
history of identifying the issues looming on the horizon and acting to address them, such 
as HIV/AIDS and teen pregnancy. This insistence on tackling such controversial and vital 
matters of public health is evidence of the fact that the organization has maintained 
relevance over decades of changing attitudes and issues. 

In terms of strategic planning, PPTCR is both proactive and reactive, which is why the 
organization has been able to adapt rather easily to a changing environment. It does what 
it can to look ahead to issues that may arise in the future and tries to prepare itself 
accordingly. PPTCR's response to the possibility of losing Title X federal funding 
illustrates the organization's strategy. PPTCR streamlined operations and cut overhead by 
building a new, larger clinic to house all government-subsidized services under one roof 
and made the remaining clinics completely self-sustaining by way of client fees. If 
PPTCR had lost funding, only one clinic would have had to reorganize. Programs such as 
Lobby Day, in which supporters educate representatives on relevant issues, represent 
more purely proactive initiatives. Litigation in response to legislation seeking to limit 
PPTCR's activities and funding is an example of a reactive response. 

PPTCR is considering novel approaches especially in its outreach and education efforts. 
The biggest difficulty for this type of endeavor is in reaching large enough numbers to be 
effective, and PPTCR is willing to do whatever it is physically and financially capable of 
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to reach as many people as possible. Community health educators have gone so far as to 
conduct HIV I AIDS testing in local bars to reach people who were not going into the 
clinic. A program called the Brown Bag Special provides free condoms and coupons for 
services, easily and anonymously available to teens, who are typically apprehensive 
about buying prophylactics and getting exams. 

Direct services are generally the most cost-effective means of implementation. Medical 
programs must be built around prescribed regulations, not leaving much room for 
innovation. PPTCR will adjust delivery of programs and services in response to client 
and staff feedback when possible, such as adding elements to educational programs or 
removing barriers for patients. Grassroots mobilization and other advocacy activities do 
not appear to stray far from the normal range of options available to other organizations 
of this nature. 

PPTCR takes advantage of opportunities to form partnerships with organizations not 
directly involved with its mission. This enables the organization to broaden its base of 
support and maximize its outreach ability. Planned Parenthood's work with the State 
Board of Education on health textbooks, and with employee unions on contraceptive 
equity, brought attention to its issues from less-traditional constituencies. Partnerships 
such as these can be particularly helpful since they make more people aware of how the 
politics surrounding sexuality affects them personally. Planned Parenthood's 
partnerships show its objectives have become more expansive than its earlier focus on 
contraception for poorer women. 

A major factor of PPTCR's success is its client-centered approach. It places great 
emphasis on serving its clients by persistently and actively seeking feedback from them 
and their constituents to make sure it is addressing their needs. A perfect example is 
PPTCR's decision to offer abortion services in response to scores of requests from its 
constituents. Patient and community feedback also provided the inspiration for PPTCR's 
vasectomy program, which remains the only option for low-income, uninsured men in the 
Austin area. 

Planned Parenthood highly values its staff and makes a considerable effort to retain 
quality employees. One of the goals of the national organization is to be ranked one of 
the ten best places to work and volunteer. Planned Parenthood recognizes that the nature 
of the debate on human sexuality requires skilled and dedicated activists and offers 
competitive salaries based on yearly market surveys to attract the kinds of professionals 
who will have a lasting impact. Additionally, PPTCR makes concerted efforts to establish 
a positive work environment for both paid and unpaid staffers. Volunteers are an 
invaluable resource to PPTCR, especially in terms of grassroots advocacy. Heavy . 
reliance on volunteers, coupled with dedicated efforts to recruit and maintain such help, 
are efficacious methods of getting the community involved and committed to 
accomplishing Planned Parenthood's goals . 

Planned Parenthood seeks to guarantee a full range of reproductive healthcare options to 
everyone who needs them. In accordance with this goal, PPTCR has continually 
expanded service options, even in the face of intense controversy, such as the initiation of 
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the Choice Project discussed above. As a result, PPTCR established political ties 
necessary to protect its services and the rights of people to receive them. Over the years, 
PPTCR has become increasingly political, with a larger portion of yearly activity and 
funds dedicated to this effort. In regards to advocacy, PPTCR will continue its lobbying 
efforts even though the political environment is often hostile. 

These attributes coalesce to create a strong, successful nonprofit organization. Planned 
Parenthood of the Texas Capital Region has assured its survival by making itself 
indispensable to the community through a client-centered approach to service and tireless 
dedication to its mission. A history of adaptability in the face of difficulty and efficiency 
in program development further testifies to the success of PPTCR as an enduring activist 
organization as well as a service provider. 
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Chapter 11. Analysis 

History 

An analysis of the histories of the nonprofit organizations studied identified several 
trends. For one, organizations founded by grassroots efforts in response to a perceived 
societal need generally grew larger over time. Further, for a majority of the groups 
studied, expansion of their membership was a key to growth. We also found that local 
organizations often sought to become affiliates of national organizations because of the 
stability such relationships afforded. Finally, we observed that legislation and the 
political environment had a distinct impact on organizational growth. 

Of the organizations in this analysis, six were launched by grassroots efforts in response 
to a perceived societal need. The Human Rights Campaign (HRC) was formed to fund 
liberal candidates who would support gay, lesbian, and transgender (GLBT) rights in 
response to the emergence of organizations raising funds for conservative candidates who 
opposed such rights. The Lesbian Gay Rights Lobby (LGRL) was created by members of 
two other GLBT rights groups who wanted to hire lobbyists to represent them in the 
Texas Legislature. A group of concerned citizens formed NARAL Pro-Choice Texas 
(NPCT) to strengthen women's reproductive rights representation in the state legislature. 

Three of the organizations in this analysis did not begin with a grassroots effort, but 
rather by expanding existing nonprofit organizations or converting them into new ones . . 
The Native American Rights Fund (NARF) and National Immigrant Law Center (NILC) 
both began as local efforts and later gained national status, while the Lawyers' 
Committee for Civil Rights helped create the Texas Lawyers' Committee (TXLC) to 
fulfill a need in that state. 

For most of the organizations, increasing membership was key to growth. For the 
National Immigration Forum (NIF), bringing new organizations into the fold to form a 
broader and stronger coalition was a priority. LGRL struggled for several years before 
gaining sufficient critical membership, at which point it flourished and expanded. HRC, 
though relying on prominent people to represent it in public, labored to increase its 
general membership. NPCT benefited greatly from an expanding membership base. The 
Southern Regional Council (SRC) currently plans to enlarge its membership to gain 
publicity and increase its impact. By contrast, litigation advocacy groups such as NARF 
placed a lower emphasis on expanding their membership base. 

As advocacy groups have increased their membership base, several have expanded their 
activities and scope, often developing educational outreach to the broader public. A good 
example is the LGRL Calkin Fund, set up in 1990 to conduct research and inform the 
public. The TARAL Foundation, formed by NPCT, and the Integration Initiative, created 
by NIF, both work to stimulate public discussion of policy issues. NARF consolidated 
legal documents into a comprehensive library available to the public and also mounted 
programs to educate Native American communities. 

203 



Since its creation, the SRC has conducted research on race relations that it has shared 
with the public; it also has opened the Center for School Success and a voting registration 
program for African Americans. The HRC Business Council created more awareness of 
employment-related issues for GLBT citizens, while Planned Parenthood of the Texas 
Capitol Region informed its constituency about AIDS beginning in 1988 through Project 
Reach. Although these groups began with a concentration on advocacy pure and simple, 
their scope has broadened to cover education and community awareness. 

Organizational growth has been limited by the economy, the public mood, and 
legislation. Both NIF and Planned Parenthood of the Texas Capital Region (PPCTR) 
experienced a decrease in funding due to restrictive legislation. The recession in 
California during the 1990s set the NIF back because more citizens felt threatened by 
immigration. For NPCT, NILC, and LGRL, on the other hand, the strongest periods of 
growth came from the effect of restrictive legislation on their constituents. NILC, for 
example, received more immigrants' rights cases when a more conservative immigration 
policy was adopted. Public complacency may increase when "positive" legislation is 
passed, and restrictive legislation often reenergizes advocacy efforts. 

State and local organizations show a pattern of seeking affiliate status early in their 
development. Both TXLC and NPCT were founded as local branches of a national 
organization. NPCT, for example, was founded by local advocates who early on pursued 
an association with the national advocacy group. PPTCR began independently but also 
sought affiliation with its national counterpart due to the imperative to increase funding. 
Many local organizations became affiliates of their national organizations because 
thereby they gained access, a broader reputation, and additional resources. 

Financing 

The nonprofit organizations serving as the focus of our study generate revenue through a 
combination of the following: government grants, corporation and private foundation 
grants, membership fees, program services fees, and returns on investments. In addition, 
the National Rifle Association (NRA) receives income from charging for advertising in 
its publications. 

Organizations providing services and those with extensive membership generally have 
broader sources of revenue, among them client fees and membership dues. Organizations 
that focus on litigation, on the other hand, rely predominately on grants. The National 
Immigration Law Center (NILC), for instance, received 86 percent of its revenue from 
governmental and foundation grants. Seven of the organizations in our study were 
concerned about funding. They attributed their concern to issues such as declining 
income from foundation grants, reliance on relatively few funding sources, and difficulty 
securing new sources of revenue. A drop in funding from foundations is a worry common 
to all nonprofits . Many foundations have reduced their level of support due in part to the 
economy, they have become more selective in giving, and many have raised their 
requirements for greater documentation of funding requests. 
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Problems regarding the diversification of funds varied across the organizations. For the 
Lesbian and Gay Rights Lobby (LGRL) and the Planned Parenthood of the Texas Capital 
Region (PPTCR), the public controversy surrounding their issues has limited their 
potential sources of funding. In an age of social conservatism, this is especially true with 
respect to government grants. For instance, the National American Rights Fund (NARF) 
attributed the decline in governmental funding partly to its numerous cases on behalf of 
Indians brought against the government. The Southern Regional Council (SRC), on the 
other hand, attributed the drop in funding to the expiration of one-time grants, while the 
Texas Lawyers' Committee (TXLC) was having difficulty securing funding from new 
sources. An organization's size also affects its ability to access funds. NILC's executive 
director, for example, observed that its small number of board members limited its 
capacity to raise funds. 

As funders have increased their requirements, more and more nonprofit organizations 
have initiated fundraising positions, concentrated on the financial planning process, and 
launched special fundraising programs. This was seen in many organizations included in 
our study. The large majority have given increased attention to fundraising positions and 
programs. NILC, NARF, TXLC, and PPTCR all have newly created fundraising 
positions such as grants manager, development assistant, or director of development. 
LGRL has produced a development plan in which the staff analyzes where their members 
are concentrated in order to identify areas where they need to expand. HRC has been 
conducting a new drive for soliciting private donations and member contributions. And 
the National Immigration Forum (NIF) has an active development committee of its board. 

The work of these fundraising positions include maintaining relationships with members 
(as contributors), soliciting new donors, searching for additional potential funding 
sources, and developing more formal evaluation systems to meet the new requirements of 
foundations. For example, the work of NILC's grant manager involves writing proposals 
that include evaluations of their ongoing programs in their requests to foundations. 
NARF's director of development takes charge of major gifts and fundraising projects and 
conducts an analysis of mailouts to identify the target population for potential donations. 

A variety of special events, including member-hosted galas, annual banquets, program
related events, festivals, and parties, also serve to generate revenue. For organizations 
that focus on sensitive issue areas and thus have difficulty in raising money from 
corporations and foundations, these events are especially effective. They often draw in 
potential donors as well as members. LGRL, for example, hosts a number of fundraising 
events throughout the year, among which its house party series is especially successful in 
creating personal networks to rally support. 

In addition to searching for new sources of funding, many organizations have pursued 
several means to protect them from financial shortfalls. These strategies include 
maintaining secure and stable revenue sources, revising current programs to make them 
more likely to receive funding, and creating a reserve fund. 

Sufficient reserves can provide a cushion against financial shortfalls. NIF, for example, 
has net assets equal to about one year of operational expenses, and in a year in which it 
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ran a small deficit was able to dip into them. This is especially important to organizations 
with fluctuating funding sources. The importance of this strategy is also recognized by 
TXLC, whose leadership expressed concern about future sustainability in light of the fact 
that it lacks a reserve fund. 

For organizations providing service programs or involving membership, service fees and 
member dues are two stable revenue streams. In describing its sustainability, PPTCR 
mentioned that even if it loses some other sources of financial support, revenue generated 
from client fees will enable their clinics to continue operating. Large organizations such 
as the NRA are fortunate in having a huge membership base whose dues account for 
about 40 percent of its total revenue. 

For organizations with a relatively long history, preserving relationships with foundations 
that have traditionally supported them is at least as important as seeking new funding 
sources. The three activist groups with over a 20-year longevity, LGRL, NILC and SRC, 
all observed that their established relationships with foundations makes their funding 
more secure relative to newer organizations. Maintaining these relationships is one of 
their long-term fundraising goals. 

Several groups mentioned they would adjust their current programs or return to their 
original goals and programs if the financial situation warranted such action. This is 
exemplified by SRC's recent decision to return to conducting research rather than 
continuing to provide direct services. 

Membership 

Nonprofit advocacy organizations vary as to the relative importance they place on having 
a large membership base. This assignation of importance seems related to the purpose 
and revenue stability of each. 

Membership-driven nonprofits place substantial emphasis on recruiting new members 
and cultivating old ones. Non-membership organizations place less emphasis on revenues 
from membership dues and rely largely on funding from such outside sources as 
foundation grants and governmental programs. They may also place greater weight on 
institutional rather than individual memberships. 

Membership-Driven Organizations 

Among membership-driven organizations, several recruitment techniques are used. 
Several send volunteers door-to-door to recruit new members and educate citizens on 
their issues. Those with large budgets often use direct mailings or purchase 
advertisements in affiliated publications. Others recruit through word of mouth by current 
members. An increasingly common method for membership recruitment is use of the 
"become a member" option provided on websites . With recent technology and 
widespread use of the internet, potential members can find an organization through 
search engines on their own and become members. 
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Most nonprofit organizations do not restrict the types of members eligible to join. On the 
contrary, memberships are typically as inclusive as possible in order to increase income 
and expand member participation. For example, the Human Rights Campaign does not 
limit its membership to gays or lesbians, but allows anyone interested to join and 
participate, a tactic which maximizes public and financial support. Nationwide 
organizations are not constrained by the geographic location of potential members. The 
LGRL, by contrast, solicits membership only from the Texas population as its advocacy 
efforts focus on state policy and legislation. 

Membership-driven organizations labor to keep dues relatively low (around $15-$50) in 
an attempt to allow anyone interested to join. Several of these organizations offer various 
levels of membership for both individuals and groups. They provide opportunities to join 
that vary according to the amount of financial contribution an individual or group can 
afford and the level of benefits they are interested in receiving. Corporations may join by 
making a donation that shows their good will to the community, while at the same time 
lowering their taxable income. In return, the nonprofit generally receives funds or in-kind 
gifts that it may not otherwise be able to afford. Some examples of corporate sponsorship 
include hotel rooms for visiting guest speakers, facilities and food for a special event, and 
flight vouchers for travel to programs and events. 

Member recognition is another incentive for corporate membership. Corporations usually 
receive free advertising in the organization's publications and on invitations to events. 
Individuals, however, do not usually decide whether to join based on receiving 
recognition. Their primary concern tends to be support of the organization and an interest 
in receiving information. 

Several benefits accrue to members. First, they frequently hold an annual special event to 
get members socially engaged with one another, announce upcoming events, and honor 
certain members. Some of these special events are used as additional fundraisers; others 
are geared toward attracting new members. 

Second, these organizations publish some type of newsletter to communicate important 
information to their members covering current issues and events relevant to their cause. 
Most organizations -if they have not already-are moving toward e-alerts that can be 
delivered more quickly and less expensively than a paper publication or notice. Many of 
the organizations still use both means. 

A focus on individuals, representing a community's interests, and the need for additional 
revenue seem to be the major factors in whether an organization pursues members. For 
many of these organizations, membership dues are their primary source of financing. 
Some of these groups are fortunate to have a staff capable of keeping track of the 
membership base and its needs while at the same time focusing on retaining and 
recruiting more members. Finally, the nature of the work of the organization also decides 
what role membership will take. 
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Non-Membership-Driven Organizations 

Scope of the Organization 

The differences between membership-driven and non-membership-driven organizations 
are several. One has to do with the organizations' revenue stream. As the NRA and the 
HRC are large national organizations, they depend somewhat less on their membership 
since they often have other reliable sources of income. Others, such as the National 
Immigration Forum, have a membership comprised primarily of institutions, rather than 
individuals. The NIF is largely funded by these institutions in return for research done on 
their behalf. Both NIF and the SRC exemplify organizations that receive grant monies 
instead of relying mostly on membership dues. Some nonprofits with largely or 
exclusively institutional members are considering encouraging individual memberships 
as well. 

We detected a difference in the type of effort mounted by membership and non
membership-driven organizations. The latter commonly conduct research or litigation as 
opposed to the service-based programs offered by the membership-driven organizations. 
While some protect the interests of their constituency through research-oriented 
advocacy, others use the voices of supporters to promote their cause, requiring individual 
member participation. 

Several of the organizations included in this study allow their members to vote directly 
for members of the board. This grants each member direct involvement in choosing who 
will represent their concerns and keep them informed about the issues affecting their 
cause. This can be a powerful tool for establishing organizational credibility in terms of 
truly representing members' needs and interests. 

Organization and Structure 

Analysis of the organization of the advocacy groups found both similarities and 
differences. Each organization has a traditional governance structure-a staff reporting to 
the executive director, hired by a board of directors, who in tum reports to them. Within 
this model there are variations. In some organizations, the executive officer and the staff 
are active in bringing suggested policies and programs to the board, which acts 
essentially as a rubber stamp. In others, the board is actively involved in determining 
programs and goals, and the executive director plays a subordinate role. 

This latter model is typical of the majority of the nonprofits studied. The board of 
directors of NARF, for example, makes all policy decisions, which are then implemented 
by the executive director. The PPA board decides which major policies and programs will 
be pursued, charges the executive director with implementation, and evaluates him 
annually. The responsibilities of the HRC board of directors include long-term planning, 
policy determination, and financial management, and the executive director is responsible 
for their implementation. In addition, the various committees of the HRC board are 
heavily involved in the management of the organization. The NRA is also an organization 
in which the board sets policy and the executive vice president, a position comparable to 
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an executive director, implements them. Small nonprofits, such as NARAL Pro-Choice 
Texas, have a much simpler structure. Increased size brings greater complexity and thus 
additional levels of supervision. 

Three of the organizations studied have developed a collaborative relationship between 
the board and the executive director. At the LGRL, these entities jointly establish the 
legislative agenda, the media and communication plans, and the development plans. At 
the SRC, the executive director and the board work together to identify issues and 
establish organizational objectives. Lastly, at the NPCT, the executive director often 
provides the "vision" as well as specialized knowledge in determining goals and 
priorities, which the board generally accepts. 

In two organizations, the board has input but the executive director has been given 
primary authority. At the TXLC, for example, the executive director runs the board 
meetings and makes the major policy decisions. However, the board continues to be 
responsible for fundraising and budget approval. Second, the Forum's board has played a 
less active role in the direction of the organization since the mid-1990s, and the executive 
director now sets the organizational goals and makes major strategic decisions. 

Most nonprofits have developed committees of board members to be responsible for 
various functions like budgeting and finance. Such committees have also been established 
to address specific issues, such as membership growth, long-range planning, and revenue 
decline. Standing board committees generally have responsibility for some combination 
of the following: finance, nominations, executive oversight, programs, and planning. 
These committees are developed to monitor the health of the organization as well as the 
implementation of its goals. A finance committee generally supervises budgeting and 
fundraising efforts. The nominations committee, in additional to recommending new 
board or advisory board members, also helps cultivate members who will be able to 
contribute to organizational goals. (Nomination committees appear to be replacing the 
older practice of appointment of new board members through cooptation.) The executive 
committee, which meets more frequently than the full board, is responsible for 
monitoring progress and making minor decisions that cannot be delayed until the annual 
or quarterly board meeting. Among our study organizations, only the TXLC and the 
NILC lack standing board committees. The others have some combinations of the ones 
discussed above. 

Several nonprofits have also created advisory boards in addition to their governing 
boards. This allows additional talent to be tapped without the governing board becoming 
too large and unwieldy. Examples include the HRC, which has a separate "board of 
governors" who support the organization in fundraising, advocacy, communication, and 
event planning. The SRC has a research advisory council that either assists the SRC with 
research directly or puts them in touch with experts in various fields. The members of the 
advisory council have specialized knowledge of the issues that is more in-depth than 
most board members, so they are often consulted when strategic planning, research 
directions, or new programs are proposed. For its part, NARF has a separate national 
committee that assists the organization with public relations and fundraising efforts . 
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Each organization has created a variety of staff positions. The executive director has 
many responsibilities, including acting as a liaison between the staff and the board and its 
committees. The finance and development staff direct fundraising efforts, help secure 
new funding sources, and administer the budget. Another position frequently found is a 
volunteer coordinator. A third is responsible for public communications and working 
with the media. 

Among the organizations studied, the HRC, the Forum, PPA, and TXLC staff all three 
positions. The LGRL and NARF have a finance officer in addition to the other staff 
positions. NPCT and the NRA employ a media director along with the executive director. 
Only the NILC and SRC have just the executive director position. 

Planning 

Strategic and organizational planning are challenges for all organizations. In the private 
sector, planning almost always has clear objectives-how to increase revenues and 
reduce costs. Since nonprofits focus mainly on social goals and lack consumers in the 
traditional sense, planning is not as straightforward. However, these difficulties only 
highlight the importance of making planning in nonprofit organizations a necessity. 

There are specific issues all nonprofits should consider when developing effective 
planning agendas. In his book, Managing a Nonprofit Organization in the Twenty-First 
Century, Thomas Wolf outlines three such issues: consensus on the organization's 
mission, agreement on the strategies to fulfill that mission, and the determination of 
which criteria should be used to measure success. 1 Most of the organizations profiled in 
this report have grappled with these issues. 

Though there is an interest in planning in each of the organizations we studied, they vary 
as to the type and intensity of planning they engage in. Some organizations have formal 
planning mechanisms in place while others plan around specific events such as a new 
grant or litigation opportunity. Strategic planning has evolved gradually for most 
organizations. It is not necessary for the daily operation of the organization, but many 
organizations first realize the importance of planning when prompted by a crisis or 
imperative. The reasons for implementing strategic planning vary but seem to focus on 
three areas: leadership, community climate, and accountability. 

Leadership is a very important factor in whether an organization will create a planning 
process. Organizations that are driven by the vision of a single person do not often see 
strategic planning as a necessary process until the organization faces a crisis of 
sustainability or the looming departure of the founder. Conversely, nonprofits with a 
strong board of directors may develop strategic planning prior to a crisis because of the 
leadership provided by the board and executive management. 

Strategic planning often is the answer for a nonprofit dealing with a community or 
political climate that threatens the long-term viability of the organization. Nonprofits 
facing potential crises are more likely to institute and maintain a planning process. The 
community climate can affect the organization in many ways; political, financial, and 

210 



organizational impacts are a few of the most common. An organization facing a financial 
crisis from reduced government or foundation funding or declining membership will 
consider planning in order to define a stable financial strategy for the long term. 

Organizations can be accountable to members, like the National Rifle Association; 
constituents, like the Lesbian Gay Rights Lobby of Texas (LGRL); parent organizations; 
like NARAL Pro-Choice Texas; grantors, like the Southern Research Council; or a 
combination. This accountability requires some level of measurement and planning. It 
often leads to enhanced planning and eventually to the strategic planning required to meet 
the needs of the organization's constituents. 

From our study, the nonprofits that engage in strategic planning are usually responding to 
more than one of the above reasons. For example, LGRL implemented planning in 2005 
for the first time. LGRL is led by an executive director who understands the importance 
of expanding the organizational mission. Accommodating an expanded mission will 
require the financial support of a broader base of constituents. Financial growth will also 
increase the degree to which the organization represents their constituents since it will 
now be accountable to a broader set of donors. The strategic planning focus of the LGRL 
is a result of many influences converging to drive the growth and sustainability of the 
organization. 

Nonprofits have come to realize that planning is a core function that needs to be 
developed. Without planning, changes in the community and environment can create 
unexpected difficulties. Some organizations are well structured and can usually 
withstand, even profit from, unexpected changes. But for the majority of the nonprofits 
reviewed here, strategic planning is an important tool that improves the organization's 
long-term viability. 

Special Problems 

Although the advocacy groups studied claimed to have problems unique to their 
respective organizations, our analysis indicated that these issues were more common in 
nature. Several organizations had common fundraising problems that evolved as their 
respective advocacy areas changed. Events such as the loss or gain of political support 
can affect any group's efforts, and the terrorist attacks on September 11, 2001, affected 
all three of the immigration groups. Several groups cope with problems that are inherent 
to their issues, such as addressing particularly divisive policy concerns. These 
organizations find that the controversy surrounding their issues hampers their advocacy 
efforts. 

Special problems also include the ability of an organization to carry out its programmatic 
and organizational goals. For example, some organizations are unable to galvanize their 
supporters to actively champion their issues, while others are unable to gain media and 
public attention for their organizations or issues. The first is a matter of energizing their 
constituents while the second is a problem of convincing citizens that their issues are 
important. Finally, a few organizations cited a lack of diversified funding as a problem. 
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Although our analysis studied 10 different organization in five different policy areas, 
commonalities existed. 

Several organizations' fundraising efforts were affected by public opinion and 
misconceptions concerning their advocacy issues. Native American Rights Fund 
(NARF), for example, lost funding after the development and expansion of casinos on 
Native American territories, beginning in the 1980s. The organization feels that the 
growth of casinos and the extended presence of the gaming industry caused a change in 
public perception about the wealth of Native American groups, resulting in a decrease in 
donations. The Lesbian Gay Rights Lobby (LGRL) attributes its fundraising problems to 
the fact that many gay, lesbian, and transgender (GLBT) donors allocate their money to 
national organizations, not local ones, in the mistaken assumption that the national 
organization is active on the local level. The Texas Lawyers' Committee (TXLC) faces 
fundraising problems since many donors do not want to get involved with incarcerated or 
undocumented immigrants. NARAL Pro-Choice Texas (NPCT) is challenged by the fact 
that the pool of donors willing to contribute funds to reproductive and abortion rights · 
groups is small, so it must compete with other such organizations for these limited 
resources. 

The emerging conservative political climate influences the governmental support of or 
opposition to advocacy efforts. NARF found its ability to advocate seriously curtailed 
after the Supreme Court became more conservative and less favorable to Native 
American issues in the 1980s. Also, heightened regulation of Native American lands, 
resulting from the significant increase in revenues from the gaming industry, affected the 
organization's ability to negotiate within the government or the legal system. NPCT's 
and the Planned Parenthood of Austin's (PPTCR) advocacy efforts have become 
increasingly difficult as conservative Republicans came to dominate the Texas 
Legislature, forcing the LGRL to deal with many members of the state legislature who 
perceive their constituents as increasingly homophobic and uninterested in gay rights. 
Currently, the Human Rights Campaign (HRC) focuses on maintaining previous progress 
and not backsliding, where under more friendly political environments it could be more 
active in its advocacy. 

Three organizations, the NRA, the National Immigration Forum (NIF), and NPCT, 
identified their issues as controversial. The NRA helped radicalize its issue through 
language and political culture that has caused the organization to become less attractive 
to moderates. NIF feels the introduction of different coalitions into the conflict-ridden 
issue of immigration has increased dissonance surrounding the issue within the pro
immigrant coalitions. NPCT also considers abortion and reproductive rights to be 
controversial issues, with no common ground between anti-abortion and abortion rights 
advocates and with no place for compromise. 

Several of the organizations mentioned difficulties in getting their members, partners, or 
activists to advocate for their issues. NPCT traces its difficulties in motivating possible 
advocates to the stigma attached to the abortion issue. Some women who have had an 
abortion not only will not advocate for the right to choose, but they will also not admit 
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that they had one; a likely result of the current sociopolitical climate. HRC and NPCT 
both note a lack of involvement from the younger generation in their advocacy areas that 
makes it increasingly difficult to generate grassroots support as the established activists 
become older. NIF's difficulty in increasing member cooperation lies not in energizing a 
grassroots base, but rather in encouraging compromise among organizations on the right 
and left sides of the political spectrum to advocate together, projecting a unified voice. 

Similarly, some organizations have difficulties attracting publicity for their organization 
and issues. This involves not just their ability to get their constituents active and 
interested, but in convincing the media and the public that their issues are important and 
newsworthy. NARF struggles with attracting media attention to its issues and mission, 
which is made more difficult by its refusal to convert to a membership organization. 
Because the Southern Regional Council (SRC) has been "flying under the radar" since its 
founding, it is now faced with attracting media attention, as opposed to avoiding it-a 
skill that it is still trying to develop. TXLC is a relatively new organization that is trying 
to establish a relationship with the media. HRC confronts a problem not of publicity for 
the organization, but of publicity for its issues. Most people are aware of the more 
controversial advocacy issues HRC is involved in, such as gay marriage rights; it cannot, 
however, attract attention for its less popular issues, like ensuring gay men and lesbians 
family-only hospital visitation for their partners. 

Lack of diversified funding is problematic for several groups. The SRC relies heavily on 
one specific funding source. While this organization does utilize other funding sources, 
the bulk of their financial support comes from one donor, foundation, or institution. 
Losing those monies could result in programmatic cutbacks, or even the closure of 
organizations. Both the TXLC and SRC receive aid from the Ford Foundation, whose 
funds can be uncertain when it comes to sustaining funding levels from one year to the 
next. If those funds were cut, both organizations would have overwhelming financial 
difficulties. 

All of the immigration advocacy groups examined have seen a change in their advocacy 
areas due to the September 11th terrorist attacks. The post-9/11 period has been marked 
by increased difficulties in fundraising and the gathering of political allies and support. 
Furthermore, the terrorist attacks gave immigration opponents an advantage: they could 
now couch their opposition to policy initiatives in terms of heightening security. 

Each organization faces individual challenges and problems, yet there are common 
themes among these problems. All of the special problems these advocacy organizations 
face result from either difficulties in funding flow or public or member backing. A strong 
organization will have both financial stability and popular support. 
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Notes 

1 Thomas Wolf, Managing a Nonprofit Organization in the Twenty-First Century (New York: Simon & 

Schuster, Inc., 1999), pp. 279-280. 
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Table 11.1 
Organization Structure and Problems 

Leadership Structure Standing Board Positions Positions 

Board Nomination/ 
Directs Board & ED ED leads Board Executive Finance/ Policy/ 

Organization ED Collaboration organization Executive Finance Development Director Development Media 

Forum No No Yes No Yes Yes Yes Yes Yes 

HRC Yes No No No Yes Yes Yes Yes Yes 

LGRL No Yes No Yes Yes Yes Yes Yes No 
NARF Yes No No Yes Yes Yes Yes Yes No 
NILC Yes No No No No No Yes No No 
NPCT No Yes No Yes No No Yes No Yes 

NRA Yes No No Yes No No Yes No Yes 

PPA Yes No No No No Yes Yes Yes Yes 

SRC No Yes No No No Yes Yes No No 
TXLC No No Yes No No No Yes Yes Yes 

Note: Executive Director is denoted as ED Continued on next page 
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Table 11.1 (continued) 

Geographical Organizations-
Nat'l Geographical Organizations- State/Local 

Branch 
or Geographically 

Organization Advisory Field Expanding Diverse Board 
Boards Offices Grassroots Networks Membership Members 

Forum No No Yes No No 
HRC Yes No Yes No No 
LGRL No No No Yes Yes 
NARF Yes Yes No No No 
NILC No Yes No No No 
NPCT No No No Yes Yes 
NRA No Yes No No No 
PPA No No No No No 
SRC Yes No No No No 

, !XL_C_ . -~0 ~0- No No Yes 
·- -
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Membership 
Organization Driven 
NPCT y 

HRC y 

LGRL y 

NRA y 

Forum Not really 

SRC Not really 

TXLC N 
NILC NA 
PPTCR Client-based 

NARF Donors 

Table 11.2 
Membership Matrix 

Fee Recruitment Benefits 

$25 website Volunteer/action alerts, 
u_Q_dates on threats 

$35 and up telemarketing, political magazine 
door-to-door, Equality, direct action 
direct & alerts , online action 
electronic mail center, programs, 
& website events , leadership 

conference, invitations 
to special events 

$35 and up renewal letter, identical for all levels 
direct mail, but changing; action 
pride festivals alerts, newsletters, 

invitation to special 
events 

$15 and up direct mail, discounts, publications, 
word of mouth, action alerts, updates, 
ads, website, vote for board members 
promotions, 
billboards, 
subscription to 
magazines 

sliding has discretion discounts on forum 
scale*; over who can be publications and events, 
$250 govt a member vote for board 
rate members, offers 

specialized research 
$50 "no stragetic new letter/publication, 
individual; drive" (desire website invites, 
$110 1,000 members) financial resources, 
institutions discounts 
NA NA NA 
NA NA NA 
fee for NA NA 
service 
N/A NA NA 

* The sliding scale is based on total revenue. 
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Special lndv. 
Events Members 

community y 

events 
27 black-tie y 

dinners 

pride y 

festival 

annual y 

meeting, 
friends of 
NRA dinner 

NA y 

NA y 

NA NA 
NA NA 
Fundraising y 

events 
NA NA 

Continued on next page 



Table 11.2 (continued) 

Corp. 
Organization Members Recognition Demo2:raphics Requirements Advocacy_ 
NPCT NA In promotional NA fee only yes 

materials, 
website, annual 
report 

HRC y honor corporate average age 45; fee only members meet 
sponsors at black- 600,000 current with 
tie dinner members; 5% of US congressmen; 

population is gay "call to action" 
em ails 

LGRL sponsor can be listed in all over Texas mainly fee only participate in 
festival only publications or from larger cities; advocacy efforts 

choose anonymity 40% from Austin 
NRA y for corporations open to all fee only send letters, 

at events and in nationwide; women, emails, call 
publications youth, white males, congressmen 

militia 
Forum y NA immigrant/ethnic must have NA 

associates advocacy groups, compatible 
labor & trade missions; must be 
associations, accepted 
business & religious 
I groups 

SRC y NA NA fee only NA 
institutions 

TXLC NA NA NA NA NA 
NILC NA NA NA NA NA 
PPTCR NA NA women ages 20-24 NA volunteer job 

includes 
advocacy work 

NARF y N/A NA NA NA 
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Founded by Group of Membership Key 

Table 11.3 
History Trends 

Legislation Affects Local Orgs. Org. Has Research Reorganization of 
Or)!anization Concerned Citizens to Growth Growth* Become Affiliates Emphasis Org. Structure 
NRA 

HRC 

LGRL 

NILC 

NPCT 

SRC 

TXLC 

NIF 

PPTCR 

Yes, to train troops Yes, huge NIA N/A No Yes, in 1997 focused 
membership on political protection 

of 2nd Amendment 
Yes, to raise funds for Yes, began to focus Pro legislation - N/A Yes, HRC Yes, almost with each 
candidates on membership in pos. growth Foundation (c)(3) new leader 

1989 
Yes, to lobby the Yes, membership Neg. legislation - No, although it is a Yes, Allen G. Calkin No 
Texas Legislature growth successful; pos. growth statewide Human Rights Ed. & 

membership funds organization Research Fund 
support lobby 

No, founded under No Neg. legislation - NIA No Yes 
LAFLA's wing pos. growth 
Yes, grassroots Yes, membership is Pos. legislation = Yes, now NARAL Yes, NARAL No 
activists focus neg. growth affiliate Foundation 

Yes, to expand work No No N/A Yes, conducted Yes, reconfigured to 
of another many studies open board 
organization membership to public 
No, Ford Foundation N/A No Yes, started by a No Yes, resources shifted 
& national committee national affiliate to only immigration 

issues 
Yes, to bring together Yes, organizational Pos. legislation = N/A Yes, has produced Yes, some power shift 
immigrant orgs. membership pos. growth few publications from board to staff 
Yes, public support No Neg. legislation= Yes, in response to No Yes, new vision for 
sponsored a clinic neg. growth financial problems increased publicity 

and acceptance 
*In this column, pos . legislation= positive legislation, legislation passed by the govt. that is positive for the issue for which the organizatiOn 
is advocating. 

neg. legislation = legislation passed by the government that negatively impacts the advocacy issue for the organization. 

pos. growth =the organization experiences positive growth as a result of the legislation passed by the government. 

neg. growth =the organization's growth is impacted negatively by the legislation passed by the government. 
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Organization Board Involvment 
Human Rights Review/revise strategic 
Campaign plan every 5 years 
Lesbian/Gay Rights Planning by board and 
Lobby of Texas executive director 

NARAL Pro-Choice Board driven, yearly 
Texas 

National Immigration Input considered, board 
Forum approves all plans 

National Immigration Board involved (reviews, 
Law Center evaluates, modifies), not 

board driven. Sets 
I priorities yearly 

National Rifle Annual meeting to define 
Association I priorities 
Native American Rights Board sets policy but 
Fund attorneys plan cases to 

I pursue 
Planned Parenthood of Establishes policies, 
Texas Capital Region creates & approves 

annual budget 
Southern Regional Board and staff 
Council collaboration 
Texas Lawyer's Some board members are 
Committee involved in planning 

Table 11.4 
Planning Matrix 

Hard to Plan for 
Strategic Planning Future? 

Yes No 

2005 1st year of strategic Activities based on 
planning, legislative community & legislature-

I planning biannually hard to _plan for future 
Yes Yes 

Yes, yearly Legal cases are difficult 
to plan because of events 

Recommended by staff Yes 
and brought to the board 

Yes No 

No Most cases tak~ many 
years, planning difficult 

Yes Yes 

Driven by issue area & No 
aligned with mission 
1st strategic plan 200 I ; Legal cases are difficult 
also in 2002; goal now to plan 
e~_3 years 
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Organizational & 
Financial Planning Outside Consultants 

Yearly by department, No 
rolled up to org. level 
Budget process and focus Strategic planning 
on fundraising 

Program & financial No 
planning; coordination 
with national org. 
Planning retreat yearly & Independent auditors and 
then submitted to the planning 
board 
Yearly for programs Uses during strategic 
admin/financial and the planning sessions 
board 

I 

Yes Yes 

No goals for income or No 
programs but focus on 5 
organizational goals 
Yes No 

Staff led Independent auditors 

Committee does strategic Used to develop 1st 

& org. planning strategic plan 

--- --- - - -----



Organization 

Human Rights 
Campaign 

Lesbian/Gay 
Rights Lobby of 
Texas 

NARAL Pro-
Choice Texas 

National 
Immigration 
Forum 

National 
Immigration 
Law Center 

National Rifle 
Association 

Native 
American 
Rights Fund 

Planned 
Parenthood of 
the Texas 
Capitol Region 

Southern 
Regional 
Council 

Texas Lawyers' 
Committee 

Table 11.5 
Mission Matrix 

Mission 

Working to advance equality for gay, lesbian, bisexual, and transgender American 
citizens. 

To work toward the elimination of social, legal, and economic discrimination based 
on sexual orientation and gender identity through lobbying, education, and research 
directed toward the Texas legislature and other state governmental agencies . 

To develop and sustain a constituency that uses the political process to guarantee 
every woman the right to make personal decisions regarding the full range of 
reproductive choice, including preventing pregnancy, bearing healthy children, and 
choosing legal abortion. 
To embrace and uphold America's tradition as a nation of immigrants. The Forum 
advocates and builds support for public policies that welcome immigrants and 
refugees and are fair and supportive to newcomers in the United States. 
To protect and promote the rights and opportunities of low-income immigrants and 
their family members. 

Defends gun ownership rights in defense of the Second Amendment of the United 
States constitution, which states "A well regulated Militia, being necessary to the 
security of a free State, the right of the people to keep and bear Arms, shall not be 
infringed." 
NARF's mission includes protecting tribal existence and natural resources, 
promoting Native American human rights, ensuring the accountability of 
governments to Native Americans, and developing Indian law and public education. 
One characteristic that sets Native Americans apart from other ethnic groups is the 
legislation surrounding the Native American way of life. 
To provide comprehensive reproductive and complementary health care services in 
settings that preserve and protect the essential privacy and rights of each individual; 
to advocate public policies that guarantee these rights and ensure access to such 
services; to provide educational programs that enhance understanding of individual 
and societal implications of human sexuality; to promote research and the 
advancement of technology in reproductive health care and encourage 
understanding of their inherent bioethical, behavioral, and social implications. 
To "promote racial justice, protect democratic rights and broaden civic participation 
in the Southern United States." 

To protect and defend the rights of immigrants and refugees in Texas. 
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Focus of 
Organization Activities 

Lobbying, 
NPCT advocacy 

Lobbying, 
NRA advocacy 

Research, 
SRC education 

Lobbying, 
advocacy, 
medical 

PPTCR services 

Lobbying, 
LGRL advocacy 

Lobbying, 
HRC advocacy 

NARF/NILL Litigation 
NILC Litigation 
TXLC Litigation 

Advocacy, 
special 

NIF programs 

Table 11.6 
Volunteer Matrix 

Uses 
Volunteers How Used 

Administrative, 
grassroots 
lobbying, special 

y events 
Administrative, 
grassroots 
lobbying, special 

y events 

Research, special 
y events 

Administrative, 
grassroots 
lobbying, special 

y events 
Administrative, 
grassroots 
lobbying, special 

y events 
Administrative, 
grassroots 
lobbying, special 

y events 
Y (NILL Research, 

only) administrative 
N NIA 
N NIA 

N N/A 
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Controversial 
Recruitment Issue 

website, mass 
emails, tabling 
events y 

website, events y 

through 
universities & 
other orgs N 

website, mass 
emails, tabling 
events y 

website, mass 
emails, tabling 
events y 

website, mass 
emails, tabling 
events y 

volunteer 
initiative N 
N/A N 
N/A N 

N/A N 



Table 11.7 
Relations with Other Organizations 

Extent of Importance to Competition w/other 
Orj!anization Collaboration Mission & Work Nature of Collaborations Innovative Partnerships? Organizations 

Corporate partnerships, formal 
coalitions w/civil rights, GLBT Law enforcement 

HRC Extensive High groups agencies, others No 
Coalitions with other GLBT groups, Progressive, non-GLBT 

LGRL Extensive High civil rights_groups organizations No 
Texas Watch, Texas 
Women's Coalition, 

NPCT Moderate-Extensive High Partnerships, state coalition NAACP No 
Coalitions w/environmental justice, Leadership Conference on 

NARF Low-Moderate Low civil rights groups Civil Rights No 
Formed another nonprofit 

Coalitions w/other immigration consisting of coalition 

NIF Extensive High groups members No 
Other immigration rights 

NILC High High Formal coalitions, partnerships groups No 
Environmental, 

Partnerships, education & outreach- conservation groups, 

NRA Moderate N/A driven sportsmen groups NIA 
Partnerships w/other reproduction Consumers' Union, State 

PPTCR Moderate-Extensive High rights & progressive groups Board of Education No 
Relationships w/universities, research Universities, National 
orgs, use of volunteers from local Conference of Black 

SRC Moderate Moderate associations Mayors, NRP No 
Collaborates on service delivery Partnered with CPPP for 
networking, relation w/other training social service 
immigrant advocates, no formalized providers on immigration 

TXLC Moderate 
----

Moderate coalitions public ben_efits No 
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Organization 

PPTCR 

NIF 

LGRL 

NPCT 

NARF 

NILC 

NRA 

HRC 

SRC 
TXLC 

Table 11.8 
Methods of Measurement 

Reviews Polling 
Medical accreditation process, ed. review, 
budget review, subject to them as they perform Client feedback a cornerstone, 
medical services evaluation forms 

Informal staff evaluation, formal annual "Informal" conversations with 
personnel evaluations, financial evaluation constituents and relationships 

Reviews by-laws biyearly, staff performance 
reviews, ed. review Surveys 

Mailing and emails for client opinion 
on issues; use stories in legislature 
presentations (how an issue affected 

Employ_ee retreats, no independent auditors them); plus general surveys of public 

Employee retreats, reports formed with BBB 
guidelines No information 

Internal review procedures, staff status reports No information 
Surveys & polling, members and 

Independent financial auditors public 
Sponsors independent polls for public 

Internal review procedures opinion on GLBT rights issues 

Independent auditors, periodic board reviews General polls to subscribers 

Periodic board financial review No 
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Testing 

Health educator does pre- and post-
testing afterQresentations 
Annual report, also currently 
implementing systematic evaluation 
techniques 

Targets 

Reasonable goals-adding a county to 
website/number of new people in 
movement 

No information 
Evaluation forms of programs, 
website hits 

No information 

By grantor 
Pre- and post-tests on certain 
programs 
No 



Chapter 12. Recommendations 

It is apparent from the previous discussions that the organizations we studied are quite 
diverse in a number of ways. Yet under closer scrutiny, there are several trends, features, 
and best practices that can support some general recommendations. Obviously, these may 
apply to some advocacy groups and not to others, but they do provide a template against 
which to consider possible changes in policies and procedures. 

Recommendation 1 

Nonprofit advocacy organizations should increase their efforts to develop a diverse 
funding base. 

Nearly all the organizations under study cited continuing financial support among their 
primary concerns. Given that advocacy organizations are frequently involved in 
advocating for social reform and allowing for the current political climate and reduced 
funding from traditional sources, maintaining current levels of revenue or increasing 
them is a major challenge. Under these conditions, reliance on one or several major 
funders is a risk few organizations can afford to take. 

Recommendation 2 

Organizations which have not done so should consider increasing the visibility of 
fund raising efforts by assigning a staff member to be responsible for development and 
support such efforts by creating development committees within their boards of trustees. 

Over the last few years, several organizations in our study have taken a more active 
approach to fundraising, often hiring additional staff to spearhead development efforts. 
Establishment of a board committee responsible for seeking funds and monitoring efforts 
to increase revenue helps to increase the salience and effectiveness of such efforts. 

Recommendation 3 

Advocacy organizations should enlist the support and counsel of organizations whose 
mission is to aid and advise those in the nonprofit sector. 

Several nonprofit organizations serve the nonprofit community in general. One example 
in Texas is "Green Lights," a nonprofit that provides services, training, and consultation 
on a variety of issues to a range of nonprofit organizations in the central Texas area. 
There are counterparts in other areas of the country that could be enlisted in efforts to 
increase funding and advise advocacy organizations on effective development, planning, 
and other techniques. 

225 



Recommendation 4 

Advocacy organizations whose board members consist primarily of adherents and 
enthusiasts should consider expanding their boards to include business persons, 
corporate executives, and other private sector individuals who may be enlisted in 
fundraising efforts and themselves contribute financially to the organization. 

In the early stages of their organization, many advocacy nonprofit boards are composed 
largely of individuals who have great enthusiasm for the mission of the organization. The 
realities of fundraising, however, suggest that these boards can develop better ties to 
possible funding sources by encouraging board membership by recruiting individuals 
from the private sector. 

Recommendation 5 

Those organizations which do not have oversight committees composed of board 
members should consider the possibility of establishing such committees. 

As an organization matures and grows, it often finds it necessary to develop committees 
of the board to have oversight over various aspects of the organization's activities. These 
board committees have included finance, fundraising, program development, budgeting, 
and others. Such committees engage the board more fully in the activities of the 
organization. 

Recommendation 6 

Advocacy organizations should consider the creation of advisory boards in addition to 
their regular governing boards. 

The creation of advisory committees as an entity separate from the regular board allows 
the organization to engage individuals with competence in particular areas. Such advisory 
boards may also function as a training ground for candidates later selected for regular 
board membership. 

Recommendation 7 

Advocacy organizations should consider whether they are using volunteers to the 
greatest extent feasible and explore assigning volunteer supervision to a member of the 
regular staff 

Volunteers are essential to nearly all advocacy organizations, but sometimes the 
volunteers are more numerous than the organization can accommodate. Supervising and 
planning for volunteer efforts are crucial, yet some organizations have yet to 
institutionalize their recruitment and supervision. Recently, efforts have been made to 
improve volunteer management by assigning this function to a regular staff member. 
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Recommendation 8 

Advocacy organizations which traditionally place little emphasis on memberships should 
consider the development of membership programs or the expansion of existing 
memberships in order to improve their financial situation. 

As noted, several organizations in our study, especially those engaged in litigation, place 
little or no emphasis on volunteer assistance. Properly managed, volunteer efforts may 
assist organizations by relieving staff of the more routine work, thus freeing them up to 
attend to more substantial duties. 

Recommendation 9 

Where appropriate, advocacy organizations should consider expanding their membership 
base to include institutional memberships. 

Cultivating institutional memberships not only brings additional revenue, but frequently 
closer contacts with other organizations that may be of assistance in a number of ways. 

Recommendation 10 

In face ofthe growing emphasis on efficiency and accountability, advocacy organizations 
should consider whether their planning procedures are adequate. 

Frequently, the downstream funding of advocacy organizations is unstable, making 
planning difficult. However, funders are increasingly insistent in requiring evidence that 
planning has been given due attention. And although planning is hardly a panacea, it 
apparently does shift the focus of organizations toward longer-term objectives. 

Recommendation 11 

Nonprofit advocacy organizations should attempt to develop quantitative measures of 
effectiveness to complement more qualitative ones. 

Given the increased emphasis on "accountability" by both public and private funding 
entities, there is much greater attention on their part to the measurement of outcomes. 
Granted that many activities of advocacy organizations do not lend themselves to 
quantitative analysis, the reality of grant-seeking places a premium on those applicants 
that make a serious attempt to define, measure, and assess the effectiveness of their 
programs. 

Recommendation 12 

Given the rapid development in electronic communications, advocacy agencies should 
pay due attention to improving their websites and their capacity for mass electronic 
mailing. They should ensure that these sites offer means by which visitors may make 
donations, become members, or volunteer. 
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Advances in technology have opened new ways for advocacy organizations to interact 
with their members, political officials, and the general public. Websites are a powerful 
tool for communication, and those who have placed "action keys" on their websites have 

found this to be an effective way of increasing membership. 

Recommendation 13 

Given the importance of bringing their message to the broader public, advocacy 
organizations should consider whether their media outreach efforts are sufficient. 

Several nonprofits we studied have recently begun to place greater emphasis on media 
relations to get their message out. Several have trained their staff and board members to 
understand working with the media and what responses by the organization make for 
effective media communication. 

Recommendation 14 

Due to the limitation on funds spent in lobbying political institutions, advocacy 
nonprofits should consider the establishment of political action committees to increase 
their capacity to influence the legislative process. 

Those organizations in our study that have created political action committees find them 
a useful adjunct to their efforts to gain access to decision makers and increase their 
political clout. Given the conservative political climate, such committees are often 
crucial institutions in promoting the ability of advocacy organizations to have a voice in 
the political process. 
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