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Bear Me. Garlucei:

We have reviewed celegted asctivities of the War on Poverty
Commictee of Mewmphis aud Shelby County, Tennessee, an Uffice of Econowlce
Ooportuaity (DEO) grantee. The flieldwork, which was completed in July
1970, was directed towerd evaluatiang significant sspects of the grantee's
progran noanageument aad thres major progran componentg--the WNelghborbood
Qenters, the Sumaer Youth program, and che Ewmevpeancy Food and Mediesl
Services program. Qur veview was conducted primarily at the offices of
the grantes in Memphis, Temnessee.

We were iaformed that DEG terminated the funding of the grantee
effective Qotober 31, 1970, for its failupe to inplement recommendss
tiong of (QEQ veview teams sud @ consuleant firm, 2imed at necessary
improvements in prograu opepyations. Becouse of this sccurrvenve, we
do not plan any furcher reporting of the resulis of our review other
than byinping to your sttention the following Filedings.

Qur veview showed that the grantee had experienced two wajor
problems, (1) serinus orsanizstional difficuities ineluding signifi-
cant steff turnover and, (2) inadeguate vecoyds and program evaluae
gions by which the praatee could have measured its progress agalnst
established poals end which would have enabled it o better plan
future programe for assisting the poor.

Althoush the pgrantee's operacions have been terminated sad no
further coveeeiive agtion can be caken, the problewy noted in our
review appear to be compon bo other comamunliy action agencies and
our views expressed here should be applicable to sgeneies wirh
simllayr problems. Algo, in the event thac OBO funds another grantee
in the Mewphis area, we believe it would be desizable to alert the
new grastee’s bosrd and administwative peveomnel to the cype of prob-
lems we noted o that sueh problemsz caan be avolded to the extent feasi~
ble.

CRANTEE STAPFING PROBLEMY |

Tue grantee had gxperienved sevious orgenizational problews in
ics administrative stsff, iscluding sipnificant gteff curnover and
vacancies for several months in sweh key positions as fssistant
Divector for Program Servicés, Program Operations Coordinator, amd
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divectors for Herly Chiidbood Development zad For Human Services
Project. There were delayes by the governing board in developing

and by the grentee in implementing persvanel policies and procedures
necessery for au opderly edministretlon of programs. Because of

the sericusness of these problems, s congulisnt £{vm was hired by

the governilng boaspd o perfovs 3 veview of che personnel and adminle
gtracive probless. Also, an UEO vegionsl raview teaw performed a
veview of the grentes’s sgeivities relatlve te ite parsonnel probleas.
Boch roviews resslced in reports ashing similar obgervatlons on goaff
turaover and merale problewms and recommeaded corrective action. We
have been isformed thet failure bo loplewment these recomasndations
ied to OBO's decision to terminate funding of the grantese’s prograng.

PROGRAM PLANNING HND BVALUATION

The grentes had taken certain actions to gomply with leglelative
and QB0 regquirements for planniupg and gvaluatiag i¢s programs, bul
the actions teken wevre not adeguste Lo be used sz 5 basis, where nocgs-
sary, for yeallogating vesourees or wodifylag pregrems, two iloperiant
poieccives of the pleasing sad svaluation processes.

With respreg to plaunisg, our review showsd that the grantee
dig not adhere te 0807s plaunivg guldelines besoause iU did nok have
an sdequate planniay cappbility. During the lasi Lwo program years,
ghe OEO regiouel offige 43id not provide eny planuing funds to the
grantes to ecable scquisitlon of sueh 2 wspabilicy.

The grantee's evaluations of its program sebivities were of
limdted soope and depth, did oot idencify actual asccomplishments of
irs pyograns, and did not appear to bave significantly affecied the
subgequent year's plans and progrses. The grantee actributed the
jncompletenasss of s evaleations primarily to & lack of steff and
insdeguate ORO guldanes. During the proyvas yvoay 1968~-1969, che hey
staff pogivion of evalustion coopdinator had besu vaeant foy aboul
geven aoniha, :

We believe that a oloser Wonitorinp of the grantee's operations
and sctive assistance to the grantee by the OED vegional office would
have enabled the developnsnt of needed plasning and evaluation capa-
hilities. ‘ :

MOBILIZATION OF BESOURCES

The prancee had achisved some notewsrthy accouwplishueents in
mobilizing cosmuinity rescuress by obtaining cash and {o-kind coutzi-
butions in donasted spave, and personal services from the city and
county. We believe, however, that a wmove systematie approach to the
ideniificacion of ail poteatial vesourees and coordination with other
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agengiss providing assistance fo the poor oight have resulged in
che mebilizarivn of addicional vesources. Bpecifically, we believe
that the grantes should have teken the followlany astions:

~epvepared a dogumented plan for coordinating all availe
able communiity resources in & concerted sttack on poverty

--maintaiosd o centval file showing the pesources available
and the ressles of contacts snd Gooperative arvaagements
made with other erganizatious setive in the coumuniny

-wmade 2 gpesific effeory to provide for sn in-house evalua-
tion of the effectiveness of its woblilisation sifores

=wgrested a gpeeific position in the ovganizatlon having
overall asuthority and responsibility for {dentifying,
wobilizging #nd coordinating svallable resources.

The poor bhad been afforded opportunities to pavticipate in the
various facets of the grsantee's opevationsg such ss yepresentatives of
the pooy on the gractee’s boavyd of divectors, snd az ewployees carry-
ing out program operations, and mewmbers of ares councils. We found,
howaver, that wore could have been done by the prantes to (1) stimulate
inverest in elections of pepresentatives of the poor to ayes councils
and loprove Lthe low pevogunlaze of votes cast in sueh elections and
{2y establish programs veguested by the poor wichin the lndividual
Larget aress.

Probleme relating $0 fovolvesent of the poor were noted in two
OO reviews of the grancec's opevations. The veviews veecopnized
that the grastes had established assoeiacions of the poor but had
aot provided adequate ssslstance to these sgsovelstions, and thar
grantee piaff members did not keep themselves adequately informed of
surrent council sexivicies or in sowme cases, did pot know whether
the gouncils seill guisked. We believe that move vigovous follow-up
agtiens by the 0BO reglonal office could have helped the grantee to
iverease ite effectivenssy in involving the poor in graniee activities.

NETCHRORUOOD SERVICE CENTER

A ngighbochood tenter satablished by the gruntee in the South
Memphis aves had begen succssafnl in satisfying some of the immediate
negds of tavgei-aves residents through parsonsl contacts to deitermipe
fomily problems, provizion of food, and fuxnisbing the sssistance of
sueial woriters. Alst, the cenier had succesdad in bringing serviess
provided by other agenciey v the community aloger to vesidenbs of
the area,
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Fragumentary vecordhesping by the grantes’s ngighborhood center
prealuded us frow eveluating the silgctivensss of the centex's
aetivities iu weeting the meed for services by the poor. In the
shpence of soumplate vecopds on gosls aud ponforsance, L was aob
feagible o seasure the lapace whiech distribucion of frese food or
elothing, referrals to o wellfare apeney, o the other services pros
vided by the centeyr hnd oa the votal needs of the varger population.

EMERGENCY FOOD AND MEDIGAL BERVICES PROcRAM

the approved plan of bperation for prosran vear 1958-196% was
aot followed iln that the food stamp component, budgeted at $12,000,
was not lwplensnted. Thede fundy were zedirested by the exgeutive
divestor inte the purchuse of food ratber than food stamps without
obltaining the approval of the bodrd of directors and 0BG, This change
of strateyy rvesulted fn reducing the potential benefivs available to
the population served, 2o the use of food stamps would have asllowsd
the vecipiencs o purchase wove food--in some gases by & factor of 73
persente~for the same cost than the zmount procured undey the divect
surehase method., Por the subsequent prosvss wear 1959-108740, the food
sbamp propian was cervied oub as provided In the progean plan., In
addivion, cthe grantes falied to establish sn advigory couneil for this
progran vesy as was required by 0ED gnidelines.
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e would appreclate any comments you may have oo these wstiers
and we will be avallable oo meelb with you ox your stsff to discuss
them further should you desive, We wish to sckoowiedge the courtesiss
axtended Lo our represencaiives Jduriang this review.

Sincarely yours,
B RRILRT:

Henyy Bsehweye
Apgoriate Diventor

The Hounowable Frawk . Carluoeed

Aevlag Director
Gffice of Beonomis Oppoviuniiy
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