BLM Employee Field Level Guide to Working with (or Understanding) Nonprofits 

INTRODUCTION 
The three legged stool upon which the functions of society rest (including the management of public land and environmental resources) is made up of private nonprofit organizations, for-profit businesses and the government, each with their own roles and responsibilities.  In order to have a successful partnership, the focus must go beyond simply leveraging resources to creating and working toward a common vision. The creation of a collaborative learning culture and mutual trust between partners is critical to long-term success.  
During the 2004 White House Conference on Cooperative Conservation, participants identified a number of problems and potential solutions for advancing cooperative conservation efforts.  Regarding the relationship or interaction between federal agencies and nonprofit organizations, conference participants noted that the two organizations use different definitions and language to talk about goals, programs and policies.  When individuals are speaking different languages, misunderstandings and conflicts often arise.  In order to advance cooperative conservation, federal agency staff must get to know the nonprofit world - learn their language, culture, way of doing business, and the problems and barriers they face.  
Making an effort to know each other's mission, management issues and idiosyncrasies is the first step towards understanding the differences in corporate culture. The key is getting to know the individuals who are managing the partnership and establishing a trusting relationship and good communication with them. In order to facilitate this process, capacity building activities and materials should be developed and disseminated through all levels to facilitate such learning opportunities.  
This electronic desk guide is one product designed to meet this need.  The guide is written from the perspective of nonprofits.  It is organized in the form of questions and answers and is divided into four sections: (1) background and best practices; (2) case studies; (3) challenges and potential solutions; and (4) additional resources.  The purpose of the desk guide is to provide a resource for BLM employees at the field level to understand the nonprofit world; assess the strength, resiliency, flexibility and stability of an existing or potential community-based nonprofit partner; and provide an introduction for private groups or individuals wishing to form a community-based nonprofit organization to partner with specific BLM units.
BACKGROUND & BEST PRACTICES
What is a nonprofit? 
Nonprofits are private, self-governing organizations that are overseen and benefit (at least in part) from the work and contributions of volunteers. While these organizations are able to turn a profit, they must use them to ultimately serve a public purpose or benefit rather than returning earnings to owners/shareholders.  Most nonprofit organizations fall into the Internal Revenue Service’s 501(C)3 classification. For the most part, these are tax-exempt organizations that can receive tax-deductible contributions from individuals and organizations in order to serve religious, educational, charitable, scientific and literary purposes. While 501(C)3 organizations can let the public know how a piece of legislation might affect the cause their organization supports; they are NOT allowed to spend any significant resources to lobby the legislature.  Link – chart of nonprofit types and designations.  Also see Link - IRS publication 557 or visit http://www.irs.ustreas.gov/prod/bus_info/eo/eo-types.html
How do nonprofits work?  
In many ways for-profit businesses and nonprofit organizations are very similar.  The number one difference is that the mission of a for-profit business is to make money, while for a nonprofit it is to work toward some public good.  When it comes to evaluating success, nonprofits often refer to the double bottom line – or both the financial results of an organization and the social change they have created.  Remember, it is okay (and desirable) for nonprofits to end the year with more money than they started with, they just cannot distribute these profits to their owners and/or shareholders – it must be reinvested into the organization.  

How are nonprofits governed?
Nonprofits are governed by a volunteer board of directors that have no financial interest in the nonprofit’s business and have agreed to accept legal and fiduciary (or public trust) responsibility for the organization. In short, the board is responsible for ensuring that the nonprofit is doing what it set out to do, and it must make sure that funds are spent properly.  A board member’s role includes staying well informed about the organization’s work, clarifying organization’s mission, selecting leadership, managing the budget and ensuring the organization has the resources to carry out its goals, setting policies, approving long and short range plans, fundraising, overseeing and serving as an ambassador for the organization. There are a variety of ways that nonprofit boards and associated committees can be structured. Link - Additional information on boards.  Link – Nonprofit Board Models.  Link – Board Resources. Also visit Board Source http://www.boardsource.org and/or the Board Café http://www.boardcafe.org 
In addition to establishing a board of directors, advisory boards are also commonly formed to either provide advice because of members’ professional expertise or to identify prominent names that can be listed on the organization’s letterhead.  Advisory board members do not have governance responsibilities, and typically do not engage in the day to day workings of the nonprofit organization.  
What is the life-cycle of a nonprofit (organizational development stages)?

Nonprofit organizations face life cycles not unlike those of humans.  Generally speaking, there are six stages of nonprofit development that are influenced by a group’s management and/or leadership, the services and programs it provides, it’s financial resources including fundraising and internal systems such as accounting and personnel policies.   Understanding what stage a nonprofit organization is important because the strengths that an organization relies on in one stage may become problems in the next, different leadership styles may be needed as an organization moves from one stage to the next, and nonprofit relations with partner organizations or customers may change as they progress through different stages.  Link – nonprofit organization life cycles.  Link – Life cycle quiz.
What criteria should BLM use for selecting existing non-profit partners?  

If you know people with mutual interests, you know potential partners. If you can identify benefits for the potential partners as well as for yourself, you have the basis for a partnership.
· What non-profits share the same or complimentary purpose, values, and vision as yours? 

· What non-profits serve a similar clientele? 

· What is the purpose of the project or service you want to develop, and what resources and expertise are needed? 

· How will both the agency and the non-profit benefit from the partnership? 

· Does the non-profit have a compatible image? 

· Evaluate the capabilities of the non-profit's board of directors, fiduciary management, staffing, etc. to determine if the non-profit has the capacity or can develop additional capacity to take on the new responsibilities of the partnership? 

· Do you or your agency have past experience with the non-profit, and if yes, is there an existing agreement in place? It is often easier to build upon a current relationship than to build a new relationship from scratch. 
· Does the nonprofit have the ability to leverage federal funding either through private foundation grant money, program income, membership dollars, or volunteer hours? 

· If there is no existing organization that can function as the desired partner, should a new nonprofit be established? If so, what is the appropriate structure? Will an informal organization serve the purpose over a short term, or should a more formal group be established as a long-term partnership? 

What role can a BLM employee play in creating a nonprofit organization?
If nonprofit organizations with a similar mission do not currently exists, it is possible to create one.  BLM employees can facilitate activities that lead up to the creation of a nonprofit, such as calling a meeting to facilitate the organization of a nonprofit and/or speaking with individual community members about the benefits of a nonprofit.  In all activities it is important to avoid the perception of a conflict of interest.  See the Link - DOI Ethics Issues in Partnerships document or visit http://www.doi.gov/partnerships/ethics.html .  Link – Federal land management/nonprofit partnership fact sheers, Link – BLM partnership authorities
It is important to recognize that the creation of a new nonprofit can be a difficult task, filled with uncertainty.  Prior to making such a decision, consider asking an existing nonprofit to act as a fiscal sponsor.  As a fiscal sponsor an associate nonprofit acts as an umbrella organization that houses your program idea, giving it the opportunity to grow legs before going out on your own.

What limitations are imposed by the Federal Advisory Committee Act (FACA)?
The Federal Advisory Committee Act (FACA) was enacted to promote good government values, such as openness, accountability and balance of viewpoints consistent with administrative efficiency and cost-containment. If an organization is established to provide a federal agency with advice or recommendations on any matter, it is subject to FACA guidelines. There are several ways the federal agencies can work with various interests and partners and still uphold the law:
· Have non-federal entities initiate and conduct meetings. 
· Have open meetings (town halls, hearings, county commissioner-style meetings, etc.) where the meeting is publicly announced and open to all. 
· Use any method of communication that is open to anyone - computer bulletin boards, fax-back telephone systems 
· Follow the legislative mandates for choosing an Advisory Committee (i.e., Secretarial appointments) (http://ipl.unm.edu/cwl/fedbook/faca.html) 
Link - FACA guidebook and brochure or visit http://www.blm.gov/adr/adrFACA.html  
What are the steps involved in setting up a nonprofit corporation?
1. Choose a name for your nonprofit
2. Form your incorporating board of directors 

3. Write Articles of Incorporation and submit them with the required fee to state

4. Obtain a Federal Employer Identification Number

5. Develop organizational bylaws

6. Hold first board meeting

7. File appropriate IRS documents to apply for 501(c)3 status and pay fees

8. Register as a charity within state

9. Check if state requires separate tax exemption

Link - Additional information and required documents for forming a nonprofit organization (this has a number of sub-links as well).
What does the planning process entail?
Newly forming nonprofit organizations tend to focus on a short term action plan focused on a few small achievable goals.  As your organization matures, however, you will be forced to make hard decisions about where to spend your energy.  This is where the planning process comes in.  There are essentially four main categories of planning, which are highlighted below. 
Strategic Plan  

This plan sets the three to five year goals for the organization and describes the objectives that must be accomplished to achieve these goals.  Funders will often ask you to include your strategic plan with your proposals.  Plans typically include: an executive summary; a statement of the organization’s mission, vision and values statement; a description of the planning process; organizational goals; strategies to achieve these goals; and appendices with summaries of background information used to determine the plan. The best way to get started on a strategic planning process is to form a planning committee comprised of a group of board members, staff and one or two outside people that will take on the role of guiding the planning process and pull together the background information needed to make decisions.  
One of the important steps in forming a strategic plan is to assess, as a group, the internal and external situation.  One common way to organize this information is through a S.W.O.T., or an analysis of the internal Strengths and Weaknesses of your organization, as well as the external Opportunities and Threats, followed by a focused discussion of ways to turn weaknesses into strengths and threat into opportunities.  
In addition to compiling a strategic plan it is also recommended that you develop a 1-2 page synopsis of what you are trying to do, how you plan to do it and what resources you need to accomplish your mission. This is often called an elevator summary (the amount of information you could convey to someone during an elevator ride).  
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Annual, Action or Business Plan    
It is important to review your strategic plan and mission every year to be sure your organization is on track in terms of your work load and tasks, as well as the division of roles and responsibilities.  This can be done as part of your annual planning process, whereby you identify specific objectives, a deadline for completion and lead person who is responsible for completing the task.  An annual plan should also include an organizational budget for the current year (be sure an account for in-kind contributions). Your annual plan forms the basis for your year-end report detailing organizational accomplishments. 
Sustainable Funding Strategy   

Successful fundraising is based on a plan that recognizes and develops an organization’s likeliest sources of funding, as well as ways to diversify revenues streams.  There are five basic steps involved in creating a fundraising plan: 

1. provide a brief overview of previous income sources

2. outline sources of earned revenue (e.g., fee for service, accrued interest, etc.)

3. develop goals for accessing different types of contributions (e.g., government grants or contracts, foundation grants, corporate contributions, individual contributions, annual fund, major gifts, memberships, special events)
4. identify who will work on each fundraising goal and outline a timeline

5. craft a plan for recognizing contributers, and 

6. figure out the cost of achieving each fundraising goal.  

It is important to remember that BLM employees are able to educate and inform about programs and needs, but they cannot solicit donations.  
Evaluation and Adaptation
Evaluation is particularly important for nonprofit organizations because of their emphasis on a double bottom-line.  When designing an evaluation, it is important to consider why, what and how you’re going to evaluate, as well as who is going to be interested in your results.  There are several types of evaluation, such as process evaluation (did the project do what it was supposed to do?); goal-based evaluation (did the project reach its goal?); and outcome evaluation (did the project have the desired outcome?).  Some projects require a combined evaluation approach. 
Link – Resources to develop strategic and action plans.  Link – Fundraising resources.
How often should the organizational planning process occur and who should be involved?
It is best to revisit the organization’s mission statement and strategic plan each year to be sure they are still relevant.  This, then, is followed by an annual planning process designed to identify activities that support the mission, goals and objectives of your organization, as well as to craft implementation and funding strategies to ensure the annual work gets done.  
It is important to involve all partners early and often in the organization development process.  The annual planning provides a unique opportunity for all partners to communicate about who they are organizationally, what they are trying to do and how they are planning to get there.  This helps establish understanding, sets realistic expectations and provides clarity on areas where the organizational goals and objectives overlap (e.g., how can partner(s) use their skills and resource to help BLM get their work done AND how BLM do the same to help the partner(s) get their needs met).

Is a written agreement between the BLM and nonprofit partners required?
While not required, it is strongly suggested that partnerships are formalized by the signing of a Memorandum of Understanding (MOU).  This helps outline the roles and responsibilities of various partners, including the BLM.  If the transfer of funds or resource is expected to occur between the Feds and their nonprofit partners, then a financial assistance agreement (such as a cooperative agreement or a grant agreement), contract, contributed funds agreement or reimbursable agreement is required. If these agreements are for transfers less than $100,000 a State Procurement Analyst or Assistance Officer will sign.  Agreements for transfers greater than $100,00 must be approved by the Washington Office Procurement Analyst. Assistance agreements have 5 year life span, with the option to renew, and typically include a clause that allows the termination of the agreement by either party with 60 days written notice.  See the BLM’s Guide to Agreements IB98-100 available on the BLM Guide to Agreements website http://www.blm.gov/natacq/tools/ib98100.html
Can funds flow both ways between partners?

Yes.  Money can be transferred from the BLM to an outside group for a project of mutual interest where substantial agency involvement is anticipated.  For instance, Federal funds can be expended on private lands for activities such as trail maintenance or watershed restoration ro other cross-boundary issues. Money can also be transferred from nonprofit organizations and foundations to the BLM.  For instance, BLM employees can also have their travel expenses paid by non-Federal organizations for participation in trainings, conferences and/or meetings. Similarly, the BLM can pay travel expenses for a non-Federal representative through a volunteer travel authorization.  Partner organizations CANNOT pay for the salary of Federal employees.  
BLM cannot give non-Federal partners money to contract services for BLM sites or projects.  In other words, the government cannot pay non-Federal salary. A contract must be used when the supplies or services are for the direct benefit of the Government. If the former partner-now-contractor continues as a active member of the partnership, it would be important that they recuse themselves from participating in partnership activities, including financial, that have the appearance of a conflict of interest.

In general, agreements should be fairly broad and flexible but clearly state the goals and objectives of the partnership and what resources each partnership will provide to achieve the goal. It is highly recommended that if several or more tasks are required to accomplish the goal, assistance agreements allow for the issuing of task orders to implement specific actions and services.

What is the difference between Friends Groups and Cooperating Associations?
There is no specific legal definition for friends groups.  In general these are local volunteer groups that are organized for a specific purpose or interest in a particular geographic area.  If a friends group has nonprofit 501(c)3 status, they can also qualify as a cooperating association.  

Cooperating associations, often referred to as interpretive associations, are nonprofit organizations that may have a cooperative agreement with a federal public land agency to support interpretive, educational and/or scientific programs. The organizations are authorized to sell interpretive and educational materials in outlets on public lands and their revenues must be used to fulfill their mission of supporting educational, interpretive and/or scientific programs.  Link – Other types of resource generating partners.
Are nonprofit partners, even those that are salaried, considered BLM volunteers? 
Yes, nonprofit volunteers and/or salaried employees are viewed in the same manner as any other ‘hosted worker’ (meaning they are paid by a third, non-Federal party).  To officially be considered as a BLM volunteer, a volunteer agreement must be completed and include a position description detailing the type of work to be done, when it will be done and what resources are needed to accomplish the work.  Like all other volunteers, partners should participate in training regarding the rights and responsibilities of BLM volunteers.  Link to Helene’s reference from GSE
Are nonprofit partners able to access government equipment?
Just like other BLM volunteers, nonprofit partners are allowed to use government equipment on an as needed basis. Regarding computer access, the job description provided in an volunteer agreement should specify (1) why computer access is needed, (2) what type of computer access is needed (e.g., word processing, graphics programs, internet access) and (3) the hours when they will be in the office using such equipment.  All BLM volunteers are required to successfully complete the required security screenings and trainings before IT access will be granted.  Link to policy guidance regarding volunteers from GSE - Helene
Are BLM employees able to serve as liaisons to nonprofit partners and/or on their Board?
It is not only allowed, but it is recommended that the BLM identify a liaison to nonprofit partner organizations to help coordinate efforts, facilitate agreements, financial documentation, annual plans, etc. Link to Helene’s reference from GSE
Additionally, BLM employees may also serve on a nonprofit organization’s Board of Directors.  It is important, however, that Federal employees do not engage in activities that are or could be perceived as a conflict of interest. Typically this is addressed by limiting BLM board involvement to an ex-officio advisory capacity.  
When official time is granted to an employee (including managers) for service in a private sector organization, especially service as an officer, the primary beneficiary of the employee's service must be the DOI programs and operations and not the individual employee or the outside organization. Employees may serve in outside organizations under three different circumstances:
· The employee is participating in the outside organization in his or her private capacity and not on government time. The outside organization has no relationship with the Department of the Interior or its programs.
· A supervisor may allow official time for an employee to attend outside functions, such as meetings or conventions, when it is in the best interest of the government.
· The Bureau or Office requires that the employee participate in the outside organization in his or her official capacity, as a representative of the Department of the Interior. 

Employees who are required to or wish to serve, as an officer in a private sector organization, while on official Government duty time must:
1. Have a written Memorandum of Understanding (MOU) or Memorandum of Agreement (MOA) between the employee's Bureau and the organization in which the employee desires to serve as an officer. 
2. Have a waiver of conflict of interest signed by the Director of the Bureau or Office. 
3. Obtain prior permission from the Bureau Ethics or Deputy Counselor, and 
4. Receive ethics training from their Bureau Ethics Counselor prior to accepting the appointment. 
For more information, see the Link - DOI Ethics Issues in Partnerships document or visit http://www.doi.gov/partnerships/ethics.html
CASE STUDIES
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Link to Grande Staircase Escalante Partners
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Link to Friends of Red Rocks Canyon 
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Link to Yaquina Lights
CHALLENGES & POTENTIAL SOLUTIONS
Different and changing budget, funding & planning processes/cycles between BLM and nonprofits
· Nonprofits, if they so desire, have the flexibility to mirror the Federal fiscal year (October through September).  However, since the biggest fundraising season is typically the fourth quarter (Sept-Dec) most choose to follow the calendar year or set their year end at July 31. It is important that the BLM is aware of their nonprofit partners’ budget cycles and reporting requirements.  
· While nonprofit organizations and Federal land management agencies have different timelines, objectives and legal requirements when it comes to planning, every effort should be made to be informed of and involved in partners’ planning processes to ensure the creation and maintenance of a common vision and to keep all parties informed, up-front, about potential problems.
Lack of communication about nonprofit partnerships both across and up the BLM organization 

· Communication between all members of partner organizations is critical.  It is particularly important that key decision makers and spokespeople at higher levels in the organization are aware of what is happening on the ground so that they do not override local decisions and are able to highlight successes as appropriate. 
· The responsibility for ensuring adequate communication and consultation within BLM rests with the BLM’s liaison.  It is his/her responsibility to attend nonprofit meetings and other events to keep up to date on what efforts the nonprofit partner is engaged in and what assistance they require from the BLM.  Since the BLM liaison is often not the local decision maker, they will need to get approval before issuing a decision.  Additionally, the BLM liaison will need to keep the budget folks informed of reporting requirements and deadlines associated with different grant monies.  Often there are press release requirements also associated with grants, so the communications officer must also be kept in the loop.  Finally, some specialized grant projects may require the technical expertise of BLM employees.  

· The bottom line is that the partnership is between organizations, and every effort must be made to ensure that all individuals within the organization are aware and supportive of partnership effort. 
Inability of a nonprofit partner to deliver the goods and services that the BLM needs
· It is important to remember that successful and long-lasting partnerships are mutually beneficial.  In addition to looking for ways that a nonprofit organization can support the BLM, it is also important to look for ways that the BLM can assist their nonprofit partner.  Rather assuming what type of support each organization needs, take the time to ask.
· Often, nonprofit organizations that work with BLM field units are small and rely on volunteers and limited funds.  In order to effectively operate and maintain a competitive edge in today’s world, these organizations need access to basic things such as office space, computer equipment, telephone lines and supplies.  In some instances, nonprofit organizations will also need to rely on the technical expertise and specialized equipment that the BLM has to offer (e.g., archaeologists, biologists, GIS mapping equipment and expertise. 
· Another important point is to be sure to take the time to recognize your volunteers and nonprofit support group and celebrate success.  Formal recognition by Federal partners can help legitimate nonprofit employees in the eyes of their supervisors, board members and funders. 

· In return, the nonprofit organization can offer the BLM volunteers to do needed work, fundraising to provide additional financial resources and members that offer BLM support.  

Different interpretations regarding BLM guideline for partnering with nonprofits
Helene is working with the DOI Solicitors partnership group and the Ethics Office to get the questions below answered. It is important to get direction in terms of what CAN be done, not just told what cannot be done.  Also important for OGE to give some idea of what their formal opinion is regarding some of these questions. 
· Is fundraising by volunteers in a Federal building an acceptable use of gov’t equip?
· If yes, can they use government computer and phone lines to do fundraising?
· If no, can they use a private DSL and/or phone line within a Federal facility to fundraise? Or, can the BLM pay for a DSL line to be used in conjunction with a private computer?
· What is the appropriate role of Federal employees in nonprofit fundraising activities?  What is the definition of ‘fundraising?’
· The current guidance states that BLM may provide ‘limited assistance’ to nonprofit entities in order to assist in meeting common goals on public lands. 
· What, specifically, does ‘limited assistance’ mean in terms of using BLM money, staff time or other in-kind contributions to support partnership efforts? 

Changes in Federal and nonprofit staff
· It is important to remember that relationships are important predictors of long-term success.  Select and/or maintain nonprofit liaisons who have tenured, positive relationships with group when possible 
· BLM and nonprofit partners should institute transition protocols to maintain consistency in light of employee turnover
· Consider incorporating nonprofit/BLM partner on hiring committees
Need to build Federal capacity in terms of partnering with nonprofits
· All BLM employees, particularly those working with private nonprofit and for-profit partners, should have a basic understanding of business management, including advertising and marketing.  

· All BLM employees, should have at least a general understanding of how nonprofits work (this desk guide fulfills that recommendation).  Other Federal agencies should take this desk guide and change it as needed to make it applicable to their policies and programs.
· BLM employees working with nonprofit partners should have access to a basic training module about the functions of nonprofits.  This could be addressed in a variety of ways, such as using this desk guide as the basis for an online training program sponsored through NTC, creating a nonprofit 101 module to add to existing BLM training programs or allowing for informal short details to partner organizations.  
ADDITIONAL RESOURCES 
Written
· Nonprofits for Dummies, Hutton & Phillips, Wiley Publishing 
· Taking Flight, FWS publication
· Team Based Strategic Planning, Fogg, Amacom Publishing
· Fundraising for Dummies, Multz & Murray, Wiley Publishing
· Grant Writing for Dummies, Browning, Hungry Minds Publishing

· A Desktop Reference to Collaborative, Community-Based Planning, Sonoran Institute

· Collaboration Desk Guide, BLM 
· A Desk Guide to Cooperating Agency Relationships, BLM
· Standards for Excellence: Ethics & Accountability Code for the Nonprofit Sector LINK
Internet
· BLM Partnership website http://www.blm.gov/partnerships 

· BLM Partnership Q&A http://blm.gov/nlcs/partnerships/qa.html LINK
· DOI Partnership website http://www.doi.gov/partnerships 

· USFS Partnership Resource Center http://www.partnershipresourcecenter.org 
· BLM’s ADR and Conflict Prevention Program http://www.blm.gov/adr/index.html   
· DOI’s ADR and Conflict Prevention Program http://www.doi.gov.cadr 

· Maryland Association of Nonprofit Organizations http://www.marylandnonprofits.org 
· Grassroots Fundraising http://www.grassrootsfundraising.org
· Chronicle of Philanthropy http://www.philanthropy.com
· Association of Fundraising Professionals http://www.afpnet.org 
· Alliance for Nonprofit Management http://www.alianceonline.org 

· Sonoran Institute http://www.sonoran.org 
· National Forest Foundation http://www.natlforests.org 
· National volunteer program online resources LINK
Training 
· Sustainable Funding Strategies Workshop, http://www.ntc.blm.gov 
· Grant Writing Course, http://www.ntc.blm.gov 
· Partnership Series http://www.ntc.blm.gov LINK 

· Board Source, http://www.boardsource.org
· Association of Partners for Public Lands (APPL) http://www.appl.org LINK 
· Additional partnership training and information resources LINK
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Goals: things your organization hopes to achieve


Strategies: approaches or ways to achieve goals


Objectives: measurable, smaller steps that one must accomplish to reach a goal


Outcomes: measurable description of the result of achieving a goal
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