
Memorandum (Please circulate to anybody lmo would be interested) 

to: Everybody interested in or working in the community center program 
from: Lois Chaffee 
concerning: Preliminary thinking before the ·coFO staff meeting. 

The COFO staff will have to make some ba~ic decisiens at its general confer­
ence in Dacember. In the general evaluation and planning of the program, I hope 
that the community centers will receive some special attention because the program 
has some basic problems which need the organization•s best aonsideration. This 
memo represents my anplysis of the problems, ·and some ideas I have about construc­
tive action. I hope you will examine these ideas, evaluate them, send me some 
reply if you can, and come to the conference with ideas, plans, suggestions, etc. 
for improving and extending the program. 

I. Functions of a community center. Following is a list of ideas which I have corn­
piled by observing center operations, talking to a lot of interest~d people, and, 
in some ca~~s, thinlQ.ng, It represents the ;ange~ of people~•s con9.hrt!on~ of t.ffiat 
a center s~ould be, ·' ~ ;t 
1. a day care program in the morning and a teenage hangout after schdol--or some 

other combination of programs presently within o~~ reach, 

2. a "focus" of dynamiC}, community action (If l-re decide that we support this idea, 
can we make it mor.e specific?) For instance, a program 

a. to analyze "J;~ @tt'l11llmlni tyl s social needs, and inVQl ve local people in this 
examinatioil ~ 

f,~ 

b,· to make a beffhlnfing toward solutions of these ppoblems--a pilot ·program 
approach. 

c. to organize ~~e Q.€lmmuni ty around these pilot programs to demand· full-scale 
programs from appropriate public agencies. ' 

J. 8 center, modeled after Northern settlement houses, where the main· pre~ccupation 
is to broaden the cultural horizons of the people in the neighborhood. This 
would imply to some extent that outside staff is alwatD needed, that the center 
should never be completely in the hands of neighbor ood people. We would 

need to draw some rough boundaries of where local independence leaves off and 
where outside help. is needed permanently if \ve adopt this idea. 

II. Programs in th~·· center, and some difficulties they have, 

1. What is the main· purpose behind our programs for small children? What do tve 
hope to accomplish in the civil rights mo~men~, trorld.ng. with s.?ef' olds? 

2. What do we want to a~complish with teenagers, especially those 1.ffio seem attrac­
ted to us only out of nothing' else. to do, who are not in:terested in working with 

our program, or attracted to the Free,dom School program as it stands now? · How 
can we handle these people (on some projects just handling them ~s a problem) 
best? 

3. What is the outlook for our more ambitious programs, such as li.Yeracy, public 
health and ~ederal programs? Have we been buil(ij.ng the kind of base we need 
for them? How do you do that? What kind of resources ana community cooperation 
do we need to have good programs in these areas of basic social need? 

4. Now that we have hundreds of thousands of second-hand hoods, what can we do to 
make real libraries of them? '!~-That can we do to add better books to them? 
Have we lost a significant percentage of our good books through carelessness or 

theft? 

5. Have some of our programs turned out to be, frankly, a burden on the time and 
energy of the staff, tv.i. th n? real compensation? 

6. Have some of the programs become a name-only activity with little or no actual 
achievement and with little or no community support?· 

1. What is the relationship betweeri the center's educational program and the rest 
of the project's activities? Does anyone work full-time in a community center 
or some variant thereof on your project? Do we as people interested in cc work 
have any recommendation to make to the general GOFO stat£ about cooperation 
between various program areas? Do we cooperate sufficiently with, for instance, 

the political program? lli t,le cooperate too much, to the detriment of a-strong 
program of educational and social s~rvices? TO wbat extent ~o the goals of the 
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political and educational programs coincide? Is there any point of departure? 

III. Staff 

A. from outside the community 

1. What human qualities are needed to go into a community and start a center pro­
gram? What material resources? 

2. What qualities are needed to inspire the confidence of community people and re­
eruit.them to work in the center? 

3. Is there any role for outside center workers after they have recruited local 
·people: to run the · center? Or should they leave, perhaps to ·start again in an­
other location'l · 

D. from the coo.munity , 

1. What qualities should ~~ look for in people when we recruit ~en~er personnel from 
the·lOcal community1 for instance; 

a. reliability above everything else 
b. abi'l.;Lty to manage small chilcren 
c. respect of the town's Negro leadership 
d. ability to ~rork full·tilTle . 
e. deep coJm:!li~'!ll~nt:, primarily to the movement, rather .than to 

any local project .· 
f. combination of some or all of these qualities--or others not 

me.nti.one'd. · 

2. Who should be responsible for hiring local people ? Same proc~ss as for nther 
COFO workers? If not, should we spell out some reconnnendations here? 

J. Whet role shouid ·teenagers pln~ in the center administration? (We should discuss 
the experience o.f the Harmony and Hattiesburg centers in this respect. In one 

·place the teen~gers started out as an informal boar<'! of directo:Fs, -but the adult 
.. h~adership 'Qlandly overruled them in both large and small. decisf ons; in the other 
case the teenagers have undisputed authority, and have discouragec'l others, . es­
pecially younger children, from attending the center functions.) 

4. Shoih.ld the pay scale for local staff workers be different? Can we expect to . 
recruit good people !l.lth roots and responsibilities in the community for $9.64? 
If not, llhat should we pay them, and t'l'ho should decide to pay them more? Should 
the same arguments apply to others who work with the pr9ject, whether in the 
center or in the political program? 

IV, Miscellaneous 

1. 1rlhat is the rclatio,nship of the cc and · Freedom School staff to ~h~ local pro­
ject director, especially if he is wholly or primarily interested in the poli­
ticnl progr~? If it is not exactly the same as the vr T-Torkers

1 
on the . I?roject, 

hot.r is it different? In nny case, how far should the projcot director go in 
transferring his staff from one program area to another? What ~esources other 
than his lJWTI ~eos a project director have if he sees that one Pf ogram area is . 
especially weak, short of firing everYbody in that program and putting in a new 
staff? · 

2. P,re COFO's most serious problems on the project level 
ferences within the project? Problems of relating to 
of getting needed resonrses from outside .the project, 
Other kinds of problems? ·. 

' ·. 

those of personality dif­
the community? problems 
such as from Jackson? 

I 

J, Wllat kind of guidelines shoUld we set· for .fun~raising? 

4. Do we need more contact bett~en people in different projects than we have now? 
If so, do we have any ideas for promoting exchanges, improving contact, etc.? 

v. Jackson coordination 1 

1. in the community center program, should there be a formal ncooJ dinator" in the 
sense that the Freedom Schools and. the pr FDP have coordination1 (I have main­
tained that I~ not a coordinator--l.just try to tell people ~hat. other centers 
are doing.) If not just like the Freedom Schools, is something else needed from 
Jackson? Is the ·present system .all rights:, but in need o.f specific improvements, 
which this g·roup ~an suggest? Wd need to lay out n framework £or Jackson coor­
dination, if thatis what we want. 
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Part II. Report onlwnediate Problems--money and. staff education. 

1. Money. The general news is that the centers tdll have to have more money than 
is notv available. Most towns where ~>Te work wave no decent buildings available for 
centers, and even where Ife have an acceptable center building, the program needs 
expensive equilment and furnishings. Please remember that in estimating these 
needs I am cutting expenses to a minimum and counting on heavy support from the 
local community (to contribute labor and land, materials, supplies, etc.), but 
even so, the cost will be high for our resources. Each new center will cost between 
$10,000 and $12,000 in materials, and every center, old or new, needs about $1,000 
invested in good, long-term equipment. Besides field needs~ the program needs some 
investment in Jackson coordination, in my opinion. The first thing is a banM ac- ­
count. The cc program presently has no separate budget, so all emergency eXpenses 
have to be dratm from the general fund. I have not been satisfied '1-T.i th this arran­
gement so far, because it takes too long, and re~uests for these expenses tend to 
get lost in •vhe shuffle, The last .three months' experience has shown me that 
certai:~ kinds of ·expensest,rill E~.rise .pe~odillPllly in the cc pl"ogramf and should be 
paid more reli:rbl,.Y than th0y have been~' These expenses arc: .emergency subsistence 
advances for Iot•~i poop1e tct-10 have beeJ wor~ng on the staff; b:Ut have not beem 
put on the pnyr~n ~ ·physical expenses in the cenrber (plumbing repairs; heaters, 
and. ~:·c.of impro,:·~-:o~(')nr.s 1 f er ex~:."7l~le ) an d miscellaneous expenses such as renting a 
tru ck t.o f:>e t ::: \ibr.3.r~r t o a c;n : ~enter, ~oject.ing the demands of the last three 
months f or <:. ;.~e<>~ :' ;: ~. ~;:l.nk t-il~ r :t::erl a contingency fund between $800 and $1,000. I'm 
ke~2pi !1g ·i t ~:m.'iJJ ·: ;•::-· :.:.·t:.::! ~S I ~ 1n t hll')ki_ ~g onl y of emergencies such as a burglary or 
un.f.•::.·s0en :sxp;;:w.:s :J ,_:,1~dJ "ts o~c::r:i.1~-.g :-1. ne H center whi.ch need~ ~11~5 to .f'ix it up, . plus 
& J J t t le f::-:x' " ., • , ct(~ ,~ (·rs.f",£:!:r }::'i·c· 'Js o.f expenses , such a1 supplies, should be 
pl2c·::ms d [L):r j i J .;;,.;;, .• - ~1 :~0~ ~ tt.:.-r '~: X'df; ~ \J E.::.· b~ .. ~ 6get. The other major expense for J ack~on 
: ~ :: car I.'cr..:· ~~ .J2.(~l~:~; (•~ · ! ~ ··\trcH ~-::~ i:crc , Fo;• reasons I '11 explain to anyone interested, 
I t.l1i_r.'k :l.t .: s nc1 r~r:s ::.; ;,L~Y t!:.at t..!1.e: ·)~~ ~o o:r-cl.Lnator travel more, and have more control 
o:tter t he k i..rd -~·f tt·:.• c:;vd_ ;-1t.,_ c-:-,:J TP! ,n['.g e., This proposal comes as a result of bitter 
expe~·.it: r"·~~ ; :c s -::, ::~ rt.<3d >'>,lt t h·i.n .'"> J l thir-king that I should be able to rely on normal 
h,._\f "i-'~1-~ ' ·,c ~: ..,;s.,:,n }.i:!.'Oj ~:rd~:': ,·:~~ (; t..~! .-) hu .:; t o make the necessary rounds. '1\us r eally 
c1f·<~Bi t 1' t '" ·-'-' ' ~. ;: ~. I ~:rn. n:: •: ::<m: c ~:t.J :-. ;;.r;:) need exclusive use of a car, and I t...r.il l c-r~rt<tin­
:i-7 !"-~·:lK . ·' ru:r ~'!vt-18 1-~-~.c1r~ •·:·-'.: ~:," :·.\·: : · .:~-rc.mgement ;-Ji.th--any other travelling Jackson people, 
b: d; ;,;(·! r•-~· ) ,~ ;;:...:;:1> ·~d.tt-~: ·"; f. l · ls·:.; ~i..:· . .r· ·::,- vr~sportation in the connnuni ty center prG!?-''" <;~~,., 
~''::> t' i·-:l:) 1\.;1~:-' :1. ~ -·~Y be.~~·n t·:-· r: ·.rc11~1.':':f !FYG l'rhere I wanted to go and felt I n \3eck-:.: t .,; 
f:0 J : • .)tl"', >i;.:;.J:y t G ~~hc:rc ·!:i1(::r ::' i·.rr:::.·~ a :r:tde. available. 

'J'l.t;.s i';;.ll :l· P. vo "!;.?:~:-.::r, ~:xr.i·· 3'ti-3ps to raise moeey for the overall center prDgl'<u~!" 
In th:Ls ; Iq\"B b<'!en he>JnpGreci to ::ome e.:;..'iient by confusion over just what 1-res per;:-u s~· 
sible H:l. t.h:i ~ l t.hf; GO!its:A-t of GCJlii ) .fund-raising, but an even larger problem vms r.:y 
l:;:ck J.~ <.):;:pt:r i r:;n•:;e <>.nd m~r igr;o:;_~t::~1f~e about l.Vhere the monor is, I did ' hD!.v'BY8 T :· e-nt 
t.;,n th:l.r:gs s t;a.r.·~c d; I S~'ut :o.. mn.i.ling to the peopl0 Hho had contributed -to Gv?i) i n 
'the ;;::~~-~:; ·;-. -= .. nC tu t~( .. j} ~ c: l1ar:rbe:r·s :::l:out adopting projects; ~'i1 d I t·~1 ... ate a p-rospectllS f~Jr 

· c\ fcru.iF~.~tJ.rm t[r<:~:rr :; wb:i cr! n ::.nrj_il Hich qJ CORJ offt:,:-e .4 t o present. t,,, _ s e ver<J . .l im.:.:nda~ 
t:i onf'> ,1m:-in1~ tb' :r::-; ~ tth:; o.f' tTovBm!;e:r. and Decembere~ ~Cbe:rc:: h<:"'Te bec:1 nc rGt:U., [ :~;s yet" 
r·::.l s t·~• : .. ~ tv:r: i..~ .. t-.:' 1 .': 0 !'· Lba n3ounclatiori proptJsc>.l c.~o c] ~:: 1-Lnvc dbs olu·t,ely r: t) ::Ldo8 of 
t.b :.:! ;.:;:!· :.rr!" cs~ ( l,i' ·;) -·.=: Vh·1··1··· ' ·:·'1 : ·t;·.( · ·L· ma-iled off tt..e I-·· ~q' > :. ,·\ ·1- ·~;1 "'1 . 'T'l-o· e~ a •'l~"•rJ·~J" c:·n t"'] Pn ... ~'";I . l. J • • • · · •. _. ~ . • • ..L. ' l.l. -'·1• ~ ... ~ ... ~ ,, •• •• ~ ~ . .. ,. , '"' '"" t· ...... .. .. . t..... . ., 

hr•S .-~,:· c·:n ~ ~:;_::"tt:: :··: ~-'"·:; .; ' ) ;. t:~-~nl:. !-rr:: can safely say thn-L ·i~ r~ · l'£8 P0?1218 t·HS (J·i.G<;> J~r·ointing. 
Tl-.(:'(' ·,--f ·)~· ; : ~ ~~ .! :--.-: · :- h;_J c: ·:•_'1Y'( :T5.r~t; exciting to repo!'t < ~:" ,...,f notv~ bn-t it" s ~; t>:: :·~:ti~le 
thr~·~ , :;~: l,::IT!. :;F:··· c· . ~: .· : ~-.·;:-: " :rr:' b:':'eak later in the h'"..:_ r- -t.·:.:;:f o ~'.i h;_•:[-,:) iT:~I' t-ho ::.· c~~~ :.;J . t.u ._.;~ 
t:lc:sc -:·.:;11 -,:-::·:·> .-:·:-.:· -.- , !) ! ::· /u i.d ·reconunend to the GC;h! E ii;"'.f.f t.1n 1:. ;.;.e !Jia:n.J s .Jnl ::- kL11J 
of ;; ::.:~ :ic-:: .. · ;~] ·· o::,t fl..it! G.· ·-c :-!:,:d i·J~, ': ·oecause I have been u.:..c c·lnl''•;J· ~: r.J:;le · about ·tr~9 f>-·t. -fJ t<1t 
~>:; ;,:,· · ~:. ~·~<:1.::; rw trp-· t-\.lr-·datA l;·::licy to guide us, and I felt the needs uc:re quite u:..·gent., 
It l. s ny feeling ·thaJv JvhG c0rnmuni ty center program ought to be self-suppcrt:i.ng to 
a nc~G·:.< gx·eatar exteni; t han it is right now. One reason is that CoFO tdll probably 
r.e 'l'-,r have the meney, or t .. -ant to allocate it, for building 20 or 30 community cen­
·c01·-s at. $lO ,ooo a throw, Another reason is that the cc progrc?.m is one of the 
least contro,rersial of the programs in COFO. I think that if N'O NlliXk raise money 
independently of the political program, we progably c~n get a foundation support for 
at l east part of the program. If we are able to support ourselffes as a program, 
I th~nk we ought toe 

2 n E~a~f education. The next pressing need of the program is staff training. 
Plans on that are in somevrhat better shape than w.i. th the money problem, but here, · ' 
t,(• O ? £1 T:Te need more ideas and better ones. I think we need to accept the fact that 
this progr.~m is going to grow j_nto ~vhatever it grows into noe w.i.th the help of 
c~)orts dra~vn f rmm many fi~lds of excellence, but from our hard work and best judge­
men·::.~ This means rum1inf:; c center with local people, who may or may not be trained 
for· ~enter t;crk ~ and tllit.ll college students and. young married couples who almost 
cer7.cin"J y do not h<\v<:: any special training • However, the program does have demand 
~or s pecialized skills, and so I think we need a fairly elaborate in-sernce trai­
ning program for cent er w-orkers. 

The first part of the program is already in the planning stages. This is the 
6--v.reek training program proposed by Frederick Johnson. The details are not fin­
ally decided, but it will be, hopefully, a comprehensive and intensive course in 
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course in community center adndnistration and programming. It will involve local 
people and possibly staff people as trainees and various kinds of outside r esours e 
people as staff. See Lorne Cress for details on recruiting if you have not already 
spoken to her, and be sure. to let her know about any promising people you know 
who can attend the course. 

The second part of the program is a proposal ~mich I have talked over tdth 
people in several projects, but ·which has not been formally approved • . · I would 
like to hold a series of small specialized meetings at various centers to talk about 
specific problems. Many of our problems can be greatly alleviated just by talking 
to other people who have the same problems. We can plan the program more specif~ 
ically at the December conference, but here are some of the ideas I have discussed 
for subjects of particular meetings: i deas on dealing with rowdy ttenagers who 
haneJ around the center and t end to discourage other ·people from attending; how to 
improve the libraries; arts and. crafts ideas for various age groups; literacy 
workshop; sta.rl§ing golden age clubs f or elderly people; techniques for recrtiiting · 
and using part-time help from local people; and anything else you suggest, such as 
a meeting to discuss possibilities for a health program. Having the meetings ro­
tate is important, I thinJ{, because s everal people have expressed a desire just 
to see other centers and become more familiar with the people on other projects. 
The c~ coordinato1· l·mo'J.d 1mdcrt.ake to find resource people (probably drawn from 
among us), and m.-J.~f' f.l'-.:'2-ngement.s for getting there. The main difficulty of this, 
and the ree.son th.'1t F~'P. 7:i.cu~ att-empts along this line have had only lirni ted success, 

· is that it it!V'Gl ~·r:::'< '='· lot of t.r-avclJ and many staff poople are reluctant to come 
from a1.1 o·;r-c~· t'!l~: :T~~.:·rt .. d 1Jo·i· or.e. ~~ ~::,.) especially tihon the qliali ty of the meeting, 
and i :.::; i m.mcdi:-:t:..> ·r· ,.-..:: r.:'~·;u; r-.. :_, cc;.rnot be guaranteed. For this reason, I am r eluc­
tc>nt t o rccam~0::d J. T· ,J.,:.t.:·-::;<' t.ho? .field workers involved endorse it and plan the 
schodul!B of rr~· f': t:l:-, 1~ .::. , 

I 'N c:Jn\3 1.uu1•in :. I r.an ~;qy :-. !"'l"ll~t t his fall's work that we have extended the 
genc::al !~·~r:.: :,f ge·t.tim; :~ 11L~~~ e " in tho conununity, despite a pretty chaotic staff 
si tuc:. t:-5:::;... SenE' of +h.::; ~· ,rrl-.c:~:' -:-; hain;; gone dotmhill from the summer rather than 
impr•1vini:1·' Gr:(1r1 '.i.ocnl 2 :!\~,::.r :J ,c; ;,·N· tion has not appee.red everywhere, and not l1.ll 
s"t..2.:r.'_;' F:Jrb:r::; l<:nf.'H j -:x;·t, :·,:· .1 .:.rJ :;,· r-:~, , '~ll t local help, and just what the relationship 
of - ~ ·· · ,;. ; ,, ..... ,,1'cr-- ·· ~ ····) L.-11'"'·: - · · ) ' .. 1' ·..rn-r1{ r.-~-lng the fall I think t-Te have ': o·u~<1rirod11 

-"'"• !-·-· ,-, ... ' "~·· · ·, -' .. •. V • ' .. <:: ,:...• • ._,, <. · . 1 .) l.JlJ.L.. ' 1.• • • - ' 

but ·: .i· · ~ , ~.- .. ~~c~r !'.m h'.l~~ no"-:. ;.-{' \l\;_; fl H 1:'<-!.st as it did during the summer. For the tdntor 
and f; ~,:t'L1r; ~ I tt·J.nk 110 71- Jt>t.l t . .:> lllnkc greater efforts to consolitlate the program ~md 
carry i i·. i.'~to ['j:·c->as !·i·h~i c~~ t.0'li~h t ho conununi ty more deeply • 

Fir..a l ly! t.:·J.a JX.i.pe." i:.1 F.t r .<;:flcction of my conception o:r the center prcgram. 
I 1m v.rri~~-ng t.hi c t,o yu11 r f P t·J ~rcc:ks before the conference to ask you about y0•1r 
ideas bec~a,:- 0 :i. t~nk thnt t.hc center program is still vory much in an exper:i.I'len­
tal s t1E1g c P thr!t tb~ :f:t.cl cl 5.a fnr ahead of the of fico ·' And therefore that the people 
who 1moH abc,_rc c.<:lJ '(,c.:;x-:..~ ~::re -t.he people in the centcr fl. ·not t he people in the office. 
As tr.re ?Ct rn.ore cxr;;rLc:n;~ e ·' r.nr: form getter generalizat:Lnn::3 nbout hotv- a cc71~'e:::r pro­
gram opc.t·.Tt.r:.b ) ~.-u ~-.i.'J l b ..... ( bJ e t.o adminislber the pr <)gT' o.'!.."l'• i <1 a rr~andard !>!E({ ; perhaps, 
but .'t ·1r -::1::nv, yu1.~ :; 1 :·t~0:. · ·1 :v; o/ lN>Cious that everythin_s Y'"'U t:ry i s somethin~ of an 
inno :p·r.'i.onJ "__he>~ :·r~ , - :~:--: :::::.·-. ·::. :;-·c]~atine a centcf' nc'}CT.' I:.r-'{$ to e>. f ield m~m<uJ., but 
tlw~ in t, ro~-~ {<·:n' ·:! ... ~~~l · •:.' ~ :!'.'i.eld-testing tvhnt is s-+/ 11 an experimental PT c:-,jecta 
Th<;r'i;.::· ·.-.~ ; ,. y uu · b •;1J :~ , ; con;; t.:) t h e conference prepa.r 1:d t, !J :t:·cpu1•t :m thG u •.;e:.eC!S:.; ~>1 
yo:tr .' t'~. t· :t:l[· t·r· _, ~" :- · -~.{· ~ ·~)l':' .!.' EJasons for success and :le.i.l 1J.!'e, <:md generully do yc·~.l:' 
psrt .· .. ,_ .. ::.J1C~~- s-:~s~€. t.~c ant~ i;:u L of knowledge we have a l)Otlt c ommunity center Se rfl18nlc 
ym:.~ 
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