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United Way Mass Bay and the Faith & Action Initiative (A):
Should Faith Be Funded?

In early 1997, United Way of Massachusetts Bay (UWMB) was emerging from what had
been a difficult period of scandal, reduced revenues, and a realignment of the corporate
philanthropic landscape. UWMB, like its counterparts across the country, raised money from
donors—notably during an annual workplace fund drive—which it channeled to charities in the
greater Boston area that it judged deserving. But the reexamination of mission forced on UWMB in
the cauldron of the mid-1990s had resulted, many felt, in constructive and energizing reform. A
new focus on prevention and youth programs, on funding those organizations most active and
effective in their communities, had allowed UWMB to feel in some ways even more valuable
despite the reduced number of dollars going to programs.

But precisely the sense of relief UWMB felt at emerging from crisis made it difficult to
contemplate taking on what Senior Vice President Pat Brandes was proposing. As their meeting of
March 27 approached, members of the Community Investments Committee (CIC)—which made
the UWMB funding decisions—were variously intrigued and concerned. On the agenda was a
proposal that UWMB set aside money—about $350,000—to fund faith-based organizations
working with inner-city youth specifically because their programs encouraged religious or spiritual
belief. The proposed “Faith and Action” initiative would seek out programs that aimed at
“spiritual transformation” for participants, fund them for three years, measure results, and—
UWMB hoped—Ileave the grantee organizations stronger and more capable.

This was a radical departure for United Way, which traditionally insisted that all its
affiliated programs be secular. United Way funded such groups as Catholic Charities or Combined
Jewish Philanthropies strictly on the condition that faith be excluded from UW-supported
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programs. Now Brandes was proposing to stand that policy on its head because, as she argued,
urban—especially black—churches were making the greatest difference in hard-to-reach
communities and should be assisted. A number of congregations in Mattapan, in Dorchester,
Roxbury and other areas short on traditional social services were running after-school programs,
teen mentoring programs, and academic enrichment—with prayer added. What’s more, these
programs seemed to be getting results in terms of keeping kids in school, reducing gang violence,
and building community identity.

But a number of committee members were dubious. Who was to say churches were more
or even as successful as standard social service organizations? How could one measure spiritual
transformation? How could—or should—United Way monitor that no proselytizing occurred?
How would UWMB balance funding to different denominations to avoid discrimination? Would
adopting this initiative renew donor anxiety, so recently laid to rest, about United Way financial
dealings? What might other affiliates (long-standing UWMB grant recipients) think? Committee
members would have to weigh those concerns against the apparent benefits in order to decide
whether or not to recommend to the board that UWMB fund faith-based organizations.

United Way Mass Bay—Brief History

The 1990s had been a turbulent decade for United Ways across the US. In 1992, United
Way America President William Aramony resigned in the wake of a bribery scandal which
severely undermined the credibility of the state-level United Ways as well. Aramony, who had
been president since 1970, was convicted of defrauding the agency of some $1 million.

In addition, the corporate fund drives which had fueled much of United Way’s growth
were starting to run dry. The old model of the philanthropic boss who gives generously to his local
community, with his employees right behind him, had given way to global corporations with little
sense of local affiliation or responsibility. Start-up high tech companies did not necessarily endorse
the community-based philanthropic philosophy of the banks and insurance companies of the past.
Moreover, other programs for workplace-based charitable giving had proliferated and these
lobbied employers to expand workplace giving options.

United Way of Mass Bay experienced all of these changes. The United Way chapter dated
its founding to 1935, and had enjoyed decades of a near-monopoly of workplace giving programs.
Now there was new competition. In Boston, for example, the Charitable Campaign Coalition in
1996 won out over UWMB to run the annual charitable campaign for area federal employees.” The
National Association for Choice in Giving (NACG) claimed some corporate clients. In addition,
individual charities not “affiliated” with United Way, but seeking a share of charitable dollars,

Ricki Morell, “Marian Heard Wants Y our Money,” Boston Globe, December 27, 1998. The Charitable Campaign
Coadlition isled by Action for Boston Community Development (ABCD). The coalition serves as the fiscal agent
for its member organizations, forwarding all funds with no overhead or fees assessed.
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were making their way into corporate giving campaigns. As for the waning corporate sense of
civic responsibility, one UWMB board member recalls the founder of a Boston-based high-tech
company who said that his firm felt it had no obligation to support charitable organizations. Its job
was to pay out high dividends. Shareholders could, if they wished, give those extra dollars to
charity.

Between 1990 and 1994, annual donations to UWMB dropped from $47 million to $39
million. In 1992, when Marian Heard took over as president and CEO, the organization was $11
million in debt. Heard determined to turn it around: over the next few years she cut staff 15
percent, axed some affiliates, and encouraged leadership giving (Massachusetts had ranked 87"
among United Ways which could boast of individuals donating $10,000 or more a year). Affiliates,
those charities with a longstanding UWMB connection and accustomed to receiving level or
increased UWMB funding year in and year out, were in for a particular shock. Brandes, who
became Senior Vice President for Community Investments in 1992, recalls that one of her first
duties was to announce to 200 affiliates that their UWMB grants would be cut 20 percent—an
unprecedented step.’

Redefining the Mission

But the UWMB leadership did not merely tweak existing procedures and carry on with
business as usual. Instead Heard, Brandes and the board of directors decided to take advantage of
the forced cutbacks to redefine, sharpen and refocus what UWMB did. In April 1994, the board
adopted what it called a Strategic Focus. The board resolved to recast UWMB as an advocacy
organization concentrated on preventing social problems and serving youth. UWMB reaffirmed its
mission “to unite the voluntary strength of our community to care for one another.” But now it
would focus on three broad areas: build “the capacity of children, families and communities to
address their own needs”; prevent crises; and invest in communities of greatest need.’

Like its counterparts across the country, UWMB enjoyed considerable discretion in
awarding the bulk of its grants. The great majority—circa 80 percent—of public donations to
UWMB went to a common pool known as Community Care (donors designated the remaining 20
percent to targeted causes or specific organizations). UWMB then distributed the Community Care
dollars to charities—known as affiliates—in the greater Boston area with which it had a
longstanding relationship. To be a UWMB affiliate, a charitable organization needed a strong track
record as fiscally trustworthy and socially effective.

: At the time, Brandes' position was called Senior Vice President for Allocations; it later changed name and this

account for clarity’s sake will use the later name.
Investing in Our Community, Report of the United Way of Massachusetts Bay Board of Directors, June 1994.
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Strategic Focus. Under the new Strategic Focus, however, UWMB would shift from its time-
honored practice of supporting individual agencies to supporting communities. UWMB would no
longer be simply a channel for funds from donors to affiliates. Rather, it would now seek to
influence the policy debate on social services, analyzing and advocating for unmet community
needs. “We started doing some really different things,” recalls then-staffer Sarah Alvord.

With the launch of the Strategic Focus, this United Way began to get
involved in advocacy and policy efforts, to get business leaders in town on
board, to engage power in this community in a way we hadn’t in the past,
in order to invest in and influence what we’d heard from all constituencies
involved needed to change.’

This meant a difficult adjustment for some affiliates. UWMB decided that it would
reexamine its affiliates, decide which ones no longer fit the mission, and cut their funding
altogether. “We were going to reward those organizations that were actually closest to their
constituents in the community, were most driven by the needs of the community, and where we
could have the greatest impact with United Way dollars,” says Brandes.® Over the next several
years, the number of affiliates fell sharply, from 201 in 1993 to 181 in 1997. Moreover, many would
become Specific Care affiliates, meaning they would receive only those monies which donors
specified for their use.

UWMB also renewed its commitment to reach all needy Boston communities. UWMB had
long prided itself on the comprehensive reach and spread of the charities it funded. But stubborn
pockets with few or no UWMB-funded services remained. Under its new philosophy, UWMB
resolved to make a conscious effort to “reach into neighborhoods and support those organizations
which were doing the most impactful work in those neighborhoods,” comments Brandes. The CIC
had initiated efforts in that direction even before the board approved the new Strategic Focus.

Community Investments Committee

The Community Investments Committee had decided to create what it called the
Neighborhood Fund in September 1993. The CIC, with its 15 or so volunteer members, was one of
the most powerful committee at UWMB. With the help of dozens of “Allocation Volunteers,” the
committee reviewed and recommended for approval all UWMB funding. The board then formally
approved the budget. The committee reported directly to the board and its chair automatically
joined the board. CIC members came from prominent UWMB donor companies, or from other
respected charitable foundations, or they were leaders in the non-profit community. Says Brandes:

Author’ sinterview with Sarah Alvord, March 10, 2004, in Cambridge, MA. All further quotes from Alvord, unless
otherwise attributed, are from this interview.

Author’ sinterview with Pat Brandes, Boston, MA, on March 4, 2004. Any further quotes from Brandes, unless
otherwise attributed, are from this interview.
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“They really are the decision makers for the board on how money gets spent. The board listens to
them.”

Neighborhood Fund. The CIC created the Neighborhood Fund in order to better reach 13
communities where needs seemed larger than average.” Of those 13, three neighborhoods in
particular—Chelsea, Chinatown and Mattapan—were singled out for special attention because of
their high poverty rate, the high percentage of children in the communities, and the minimal
presence of UWMB affiliates. In Mattapan, for example, nearly 1/3 of residents were under 18, 36
percent of those children lived below the poverty level, and 54 percent were in single-parent
homes.’

CIC funded the first Neighborhood Fund projects on an ad hoc basis out of its
discretionary Community Care dollars. In June 1994, however, during the budget process for the
next fiscal year, the UWMB board voted to provide separate funding for the Neighborhood Fund.
The dollar amount was not large. Of an overall grants budget of $26.2 million, UWMB directed
$146,800 for Allocation Year (AY) 1995 to the Neighborhood Fund.’ In addition, UWMB counted
toward the effort of serving the 13 Neighborhood Fund communities an extra $219,000 already
added to the allocations of affiliates serving those communities (which was reflected in another
part of the budget). Neighborhood Fund grants were for only one year, they were modest sums,
and they were specifically for non-affiliates.

For the next several years, the amount allocated to the Neighborhood Fund rose steadily,
but never to significant amounts. From the original $146,800 in AY1995, funding went to $519,500
for AY1996 (from a total budget of $25.9 million), while in AY1997 the Fund got $645,000 from the
overall $26.9 million budget. The difficulty was that, especially in Mattapan, it proved
maddeningly difficult to find anything to fund. Traditional social service agencies were
conspicuous by their absence. The only organizations that seemed to be doing anything effective
were the churches—and the United Way was very clear about the separation between secular and
church-based activities. It did not fund religious programs.

Churches as Leaders

The church in inner-city Boston, however, had in the early to mid-1990s assumed a new
prominence. The black churches, in particular, had adopted a newly activist philosophy which
brought ministers out from behind the pulpit and onto the streets. Their immediate incentive was

The 13 were: Cambridge, East Boston, Roxbury, Mattapan, Dorchester, Jamaica Plain, Chinatown, the South End,
South Boston, Chelsea, Lynn, Waltham, and Quincy.

Investing in Our Community, Report of the United Way of Massachusetts Bay Board of Directors, June 1994, p.9.
Investing in Our Community, Report of the United Way of Massachusetts Bay Board of Directors, June 1994, p.26.
The UWMB fiscal year runs from July 1 to June 30; FY 1996, for example, started on July 1, 1996. But because

UWMB raises fundsin one year for usein the next, it also uses the term Allocation Year (AY) to refer to the year
in which funds are raised. Thus AY 1996 started on July 1, 1995; AY 1997 started on July 1, 1996 etc.
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gang violence, which had risen to epic proportions in Boston. In 1990, there were 152 homicides,
fed by crack cocaine and turf-based gangs."”

In 1992, some 40 churches banded together into what they dubbed the TenPoint Coalition,
dedicated to addressing the violence in their midst. The leaders were the Reverends Ray
Hammond, Eugene Rivers Il and Jeffrey Brown." While relations with law enforcement were at
first hostile, by mid-1996 the clergy and police recognized that they could be more effective
through collaboration than confrontation. Under Operation Cease-Fire, ministers helped police
identify gang members, made home visits, and held community meetings. By the end of 1996, the
homicide rate had fallen to 59. In 1997, it was 43.

The churches directed this energy into other streams as well. To address what they saw as
the underlying causes of the street violence, they started daycare programs, after-school tutoring
programs, peer mentoring programs and others. A few Boston-area private foundations
encouraged this work. Nationally, the Lilly Foundation as well as the Ford Foundation had
pioneered private philanthropic support to churches. In Boston, the Hyams Foundation began in
1990 to direct funds to these churches and their community outreach programs. Hyams
championed what it dubbed the Black Church Capacity Building Project.

UWMB’s Pat Brandes, for one, was envious of Hyams’ ability—as a private foundation—
to fund religious activities. “In my heart of hearts,” she says, “l wanted [UWMB] to find a way to
get involved in this because | could see that, in the communities of color, the black church was
really important... [But] it seemed almost impossible to think about the United Way getting
involved in this.”

She spoke often with Sylvia Johnson, associate director at Hyams, about the foundation’s
work with black churches. Brandes considers herself a Christian, and still remembers vividly a
comment the outgoing CEO made at his goodbye party shortly after Brandes joined United Way in
1989. “In his speech,” recalls Brandes, “he spoke about how United Way does God’s work. And |
was really struck, wondering what does he mean by that? | had never thought about United Way
as being anything but highly secular.”

But his words resonated with her and, seven years later, Brandes thought she might have
found an opportunity to make concrete what that outgoing CEO had said. With the right strategy,
it might be possible to nudge UWMB toward direct interaction with the faith-based community in
Boston. But it would not be easy.

10

See Bernard E. Harcourt, ed., Guns, Crime, and Punishment in America, chapter by Jenny Berrien and Christopher
Winship “ Should We Have Faith in the Churches?” New Y ork University Press, 2003, pp. 222-248.

Hammond founded and ran the Bethel African Methodist Episcopal Church in Mattapan; Rivers was founder and
pastor of the Azusa Christian Community in Dorchester; and Brown was pastor of the Union Baptist Church in
Cambridge.
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Community Ventures Committee

United Way was a quasi-public organization, secular and accountable to the public. Even
though it was founded in 1887 in Denver by a group of ministers, it had always stayed away from
funding any program which expected participants to profess a particular faith or faith in a deity.
As UWMB board member Robert Cowden puts it: “The whole tilt was that this is a secular
organization here at the United Way... We fund secular services, not anything to do with the
promotion of faith.”*

But United Way Massachusetts Bay did have the Community Ventures Committee (CVC).
This was a small, entrepreneurial subcommittee of the Community Investments Committee.” CIC
had created CVC specifically to provide venture grants to promising organizations outside the
usual UWMB purview. Among other functions, CVC helped UWMB identify projects which met
the requirements of the Neighborhood Fund, and many of the programs CVC recommended were
financed out of the Neighborhood Fund. Committee members included venture capitalists and
other individuals not ordinarily involved in UWMB decisions. “It was a fairly radical little group,”
recalls Brandes.

The committee provided one-time grants of $10,000 to $50,000 to non-affiliates. The grant
recipients were entrepreneurial, small-scale, grassroots organizations—not affiliates in training.
Sarah Alvord was the UWMB director assigned as staff to the CVC. It was always clear, says
Alvord, “that these funds were not the first step to affiliation. These are venture grants, and we
were experimenting.” In the mid-1990s, for example, the CVC funded programs for adolescent
girls under the “Today’s Girls... Tomorrow’s Leaders” initiative. It also provided monies for gay,
lesbian, bisexual and transgendered (GLBT) youth programs. “Some of the initiatives were
controversial, some weren’t,” comments Alvord.

With Neighborhood Fund priorities in mind, the committee also kept a special eye out for
opportunities in the communities of Mattapan, Chinatown and Chelsea. In June 1996, for example,
CVC recommended for funding the Mattapan Community Development Corporation, the
Chinatown Coalition and the Horizons Transitional Housing Program in Mattapan. But CVC
members quickly discovered that while these social service agencies did a good job, another
group—Ilocal churches--was reaching communities of youth untouched by agencies. In Mattapan,
especially, the churches were the only organizations serving kids. “Historically,” says former FAA
staffer Kim Haskins, “black or minority populations went to churches before they went to service
organizations, and that still is true for a large number of people.”™

12

Author’ sinterview with Robert Cowden, February 25, 2004, in Boston, MA.. All further quotes from Cowden,
unless otherwise attributed, are from thisinterview.

The committee was originally called the Cl Subcommittee.

Author’ sinterview with Kimberly Haskins, March 4, 2004, in Boston, MA. All further quotes from Haskins,
unless otherwise attributed, are from this interview.
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The CVC, therefore, looked for programs to fund that might have a church affiliation, but
were not faith-based. So for AY1995, for example, the committee recommended and the board
approved a grant of $20,000 for an organization known as Mattapan/Dorchester Churches in
Action (MDCA)—an interfaith coalition of churches. The UWMB monies were intended to help
MDCA close drug houses, secure funding for community policing, and repair parks and
playgrounds.” The grant went well; two years later, in June 1996, the CVC recommended a second
grant for MDCA of $15,000 to support a summer daycamp.” In 1996/97, UWMB also funded three
other faith-based projects through the Neighborhood Fund: the Hyams Foundation Black Church
Capacity Building Project, Essex County Community Organizing, and the Youth Ministry
Development Project.”

But in accordance with UWMB policy, these grants were given to secular programs that
happened to have a church affiliation. There was no concerted effort to fund organizations like
Churches in Action. But then came the meeting with New Covenant Church.

“Blown out of the water”

Brandes remembers vividly the CVC meeting at which a new face appeared to present a
program, one out of Mattapan which would probably meet the Neighorhood Fund requirements.
It was December 1996, and the presenter was Chris Hill from the New Covenant Christian Church
in Mattapan. Hill ran a program for youth at risk which introduced hundreds of teenagers to the
benefits and opportunities of a college education. His presentation, says Brandes, “blew everybody
out of the water.”

There wasn’'t a person in the room that didn’t say ‘Wow, this is
phenomenal!” The energy, the results, everything about this program just
far outshadowed everything else.

The committee voted to give the program $10,000. During the discussion, however, one
CVC member spoke up with special energy. “I said, ‘This is kind of strange, but if we want to help
Mattapan more, then we have to augment the black churches,”” says Ann Romney, who also
served on the UWMB Board.” “I could see Pat [Brandes’] eyes get big, and | thought ‘I’ve really
blown it.” I thought now I’m going to the principal’s office because | suggested something that is
not appropriate at all.”

15

UWMB 1994 Annual Report.

Cl Subcommittee Recommendations to Community Investments Committee, June 20, 1996. UWMB internal
document.

Source: CIC 1997 Minutes (date missing).

Author’ sinterview with Ann Romney, March 22, 2004, in Belmont, MA. Any further quotes from Romney, unless
otherwise attributed, are from thisinterview. Ms. Romney’s husband, W. Mitt Romney, had run unsuccessfully for
the US Senate in 1994. In 2002, he won €election as governor of Massachusetts and took over in 2003.
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Brandes did take Romney aside immediately after the meeting, but to praise, not to chide
her. Brandes could see that Romney’s interest had been piqued. She also knew her as a devout,
life-long Mormon. “I told her, ‘I have always wanted to start something that would focus on faith-
based programs. | wonder if you’'d be willing to chair it,’” recalls Brandes. Romney says she
protested that she was too busy to take on any additional commitments, but then acknowledged
that this was “so different... | said I'd love to do it.”

Romney had long been an advocate of faith-based social programs. She plainly recalls
pulling up alongside a van full of boys headed for a juvenile detention center, and wishing she
could get those children the kind of help she knows works. She says:

I thought those kids need to know that someone loves them and cares for
them on such a deep level that they can change their lives. That’s what the
faith piece does that’s different from other agencies—it can change their
heart... I've seen time and again that these programs can change their
hearts and get them help.

Brandes gave Romney a packet of materials to read about black churches and their history
in the Boston area. She also sent her out to tour Boston’s black churches and church-based
programs with Kristen McCormack, a community activist and management expert on contract to
UWMB who knew urban Boston both personally and professionally. McCormack was working on
the CVC project for girls and leadership, but she and Brandes had long discussed how to involve
UWMB in faith-based programs.

After the CVC meeting, remembers McCormack, Brandes reported that Romney “said she
would be really interested in pursuing an initiative focused on faith-based youth programming.
We just have to do this!”** McCormack readily agreed to pull the program together logistically. She
had been on both sides of the philanthropy table, as both a foundation trustee and nonprofit
grantee. She also had experience developing foundation guidelines and funding criteria.

McCormack’s experience with programs in her own church, among other places, led her to
support faith-based organizations. “My experience has been that that element of faith really was
value-added, that faith-based programs have more of an opportunity to sort of change hearts as
well as change lives,” says McCormack. “I had witnessed that firsthand.”

McCormack and Romney immediately began a series of fact-finding interviews, speaking
eventually with 15 people in eight interviews. They wanted to know what organizations existed
that might be role models for others, which were struggling but could benefit from UWMB
funding, and who were the community leaders a faith-based initiative might work with. Says
McCormack: “It was finding out what's going on in the community, what are their most effective

19

Author’ sinterview with Kristen McCormack, March 16, 2004, in Boston, MA.. All further quotes from
McCormack, unless otherwise attributed, are from this interview.
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programs, why do they think they're effective.” Unofficially, the two women were identifying both
potential members for a steering committee, and potential grant recipients.

Meanwhile, Brandes (who besides being Senior Vice President for Community
Investments was also UWMB Chief Operating Officer) worked on building internal support for the
idea, and on the financial picture. She met with the chief financial officer to determine how much
funding might be available. Using as a model the Community Ventures Committee, which had a
budget of roughly $300,000, she argued that a faith-based initiative deserved a like amount. The
staff team also approached UWMB CEO Marian Heard for her support. Heard, says McCormack,
“was very enthusiastic.”

But the idea was still only a concept. It needed fleshing out.

Choosing a Co-Chair

One urgent matter was to identify a co-chair to serve with Romney. “I knew | had to have
someone like Ann, who was also on our board of trustees, to represent the initiative at the board
level,” says Brandes. “Her credibility and leadership were really important. On the other hand, we
also needed a co-chair—someone that had credibility in the community of faith in the
neighborhoods—who could represent the initiative in the community.” Her choice was Gloria
White-Hammond.

White-Hammond was a pediatrician, who in early 1997 was within months of earning a
degree from the Harvard Divinity School. She and her husband, Ray Hammond, had started the
Bethel African Methodist Episcopal Church in Mattapan in 1988. She had created youth programs
at the church—including a writing program dubbed The Write Thing for troubled teenage girls.
She knew the urban faith-based community inside out.

The only problem was Brandes did not know White-Hammond; she had heard her speak
once. Moreover, Sylvia Johnson at the Hyams Foundation cautioned Brandes against approaching
White-Hammond unless she was absolutely sure United Way would follow through. Johnson also
advocated strongly for a separate committee, comprised of decision-makers from the faith-based
community, to administer the new initiative. Remembers Brandes:

[Johnson] really challenged me with this. How were we going to structure
this? Who was going to have the power? She said, ‘You’ve got to prove to
me why United Way is actually going to do anything right by this
community.’” She knew how corporate United Way was.

So Brandes prevailed on Johnson to arrange an interview with White-Hammond. Recalls
Brandes: “I used up all my chits with Sylvia to convince her to call Gloria and get her to agree to
take a meeting with UW to hear us out.” In February 1997, Romney and McCormack met White-
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Hammond at an Au Bon Pain restaurant in Harvard Square. White-Hammond listened with
growing enthusiasm—>but made it clear she could not accept any commitments until after her
graduation in June and surgery scheduled for the summer. Says White-Hammond:

I was really far too frazzled to figure out whether we could do it. | didn’t
know either of them, as a matter of fact. But | was certainly intrigued by
the notion of providing funding for faith-based groups.”

She had seen how effective faith could be, especially with teenagers. Her girls’ writing
group had started with a strictly secular philosophy. But at a moment of crisis, she recalls, “we
only knew to pray. That was a real breakthrough in terms of our interaction.” Moreover, she knew
that church communities could provide a constant caring that few other organizations offered. “I
say, ‘You graduate from high school; you don’t graduate from church family.” So it’s a cradle-to-
grave operation,” notes White-Hammond. In her church, if parishioners had landlord issues, the
church found a lawyer. If a mother could not read, it found a teacher to tutor her. “It was all of
those sort of things that made it clear to me that there’s something different that church has to offer
that we should capitalize on,” she says.

The basics. At the restaurant that day, the three women discussed what the basic tenets of a
faith-based grants program should be. In keeping with the Strategic Focus, grants should go
primarily to youth programs, or to those which built community. The women agreed that a non-
negotiable element would be inclusivity. UWMB could not support any program which excluded,
for religious or other reasons, any potential participant. Moreover, UWMB-funded programs could
not proselytize or seek to convert. But it was equally important that the programs contain an
intentional faith element. It would be that which set the faith-based initiative apart from other
UWMB projects. Recalls White-Hammond:

Ann was the one who | saw as being very clear about in some sense
requiring more than just saying it’s OK to expose your kids to faith, that
that would be one of the things that we would in a sense require, and that
would distinguish our portfolio from the rest of the United Way: that we
would be faith-intentional in that sense.

When they parted, they had secured White-Hammond’s provisional agreement to join as
co-chair in September 1997. At the moment, however, no formal initiative existed. Romney,
Brandes and their allies had to persuade first the Community Investments Committee, and then
the full board, that UWMB should take on a project which turned on its head one of the chief
principles in the canon of grantsmaking held dear by staff and volunteers alike: separation of
religious and secular activities.

20

Author’ sinterviews with Gloria White-Hammond, March 17 and March 20, 2004, Boston, MA. Any further
quotes from White-Hammond, unless otherwise attributed, are from these interviews.
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Selling the Committee

Brandes knew that careful planning would have to go into a presentation. “l was
worried,” she remembers, “that this would not get through the board and the Community
Investments Committee. | felt like this was really radical for United Way.” She saw two key
guestions she would have to answer: what made it okay for philanthropy to get involved with
churches; and how could UWMB ensure that programs it funded were inclusive?

On the first point, Brandes had confidence in the precedent set by the Hyams Foundation
for philanthropic involvement with churches. She also planned to point to the critical role black
churches had played in the so-called Boston Miracle, which so dramatically reduced the city’s
crime rate. As she saw it, “the faith-based community has a big role to play in keeping our
communities healthy.”

Therefore, the United Way should be supporting those efforts. It’s a part
of our entrepreneurial outreach, to make sure that we’re helping those
problem solvers out there get the work done.

McCormack confirms that “there had been a recognizable and very public success of faith-
based organizations, through the TenPoint Coalition and the work on gangs.”

The faith-based community was being given credit, both locally and
nationally, for stemming a rise in teen violence and in fact turning it
around. And the collaboration between the Boston police department and
the faith-based community was recognized, both locally and nationally, in
law enforcement circles, in media circles... | think it absolutely gave some
credibility.

On the issue of inclusivity, Brandes could only assure committee members that grants
guidelines for the faith-based initiative would require that programs be non-exclusionary. Finally,
Brandes planned to invoke with committee members what she considered a powerful argument in
favor of adopting a faith-based grants program. Namely, that in the 13 communities served by the
Neighborhood Fund, UWMB itself was being exclusive in not allowing grants for faith-based
organizations. “I tried to position this as a gap in what we were doing, and filling a gap in what we
were doing,” she says.

Ducks in a row. By mid-March, Brandes felt ready to lobby the CIC for a UWMB faith-based
initiative. The co-chairs were ready to go; Romney had begun to research the landscape and
already knew of some promising potential grant recipients; they had powerful arguments both for
why it would be wise to pursue a faith-based grants program, and foolish to ignore its potential for
effecting lasting change in needy communities. The CIC was scheduled to meet on March 27.
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But the CIC would not be an easy sell.” The committee members were stalwart supporters
of United Way traditions, including its historic religious neutrality. As Brandes acknowledges:

They tended to be people who knew a fair amount about philanthropy
and social issues, who had grown up through the sixties when essentially
secular humanism was the only way to look at things. So for them, it
would be challenging to say it’s okay to have faith in the equation.

Committee chair Kathryn Plazak could be expected to raise some of the most pointed
objections. In fact, as Brandes soon discovered when she approached Plazak to brief her on the
meeting’s agenda, Plazak was disturbed. “I have to tell you, | was very skeptical,” says Plazak.”
Plazak was head of public affairs for a large insurance company and oversaw its charitable giving
program. At the company, she notes, “we had long had a policy that we would not fund religious
institutions. Part of the reason was because we felt uncomfortable with money potentially being
used for religious proselytizing.” She felt United Way was correct in taking a similar approach.

But Plazak had a philosophical objection to faith-based programs in general. She
elaborates:

Coming from a personal belief structure as a non-believer, | have always
had significant doubts about why one needs to think about religion as
playing a role in anyone’s betterment... | don’t buy the notion that de
facto if there’s a church or a synagogue involved, or belief in God is
mentioned, that that’s going to make somebody a better human being.

Plazak was confident that her views would be heard and considered at the CIC meeting.
The committee’s members, she says, were thorough and careful stewards of UWMB funds.

It was very rare that you’d present something and everybody would say
‘fabulous.” They were deep thinkers, and so around the table there was
always at least the effort to make sure that we’d thought through the
consequences and any unintended outcomes.

Elizabeth B. Smith, executive director of the Hyams Foundation, was also a CIC member.
She doubted the faith-based initiative would pass the CIC and the board. “I was not sure that it
was ever going to fly at United Way,” she says.”

21

The 15 membersin March 1997 were: Shirley Carrington, Caroline Chang, Ruth Fein, John Grumbacher, Richard
Harter, Mary Ann Jarvis, Elizabeth Knauss, Paul Murphy, Kay Paine, Kathryn Plazak, Joel Sherman, Elizabeth B.
Smith, Patt Taylor, Juanita Wade, and Toby Y armolinsky.

Author’ s telephone interview with Kathryn Plazak, March 12, 2004. All further quotes from Plazak, unless
otherwise attributed, are from this interview.

Author’ s telephone interview with Elizabeth B. Smith, April 2, 2004. All further quotes from Smith, unless
otherwise attributed, are from this interview.
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Given the situation United Way was in—it had to raise a lot of money, it
had to make a lot of donors happy and comfortable with what it was
doing—I didn’t think some of the corporate funders [who are] board
members would go along with it, because | think within their own
corporations they always tried to stay away from any kind of giving that
actually went specifically to churches.

This initiative was not like funding Catholic Charities or Combined Jewish Philanthropies.
Both of those organizations were independently-chartered non-profits separate from any church or
congregation. Now UWMB proposed to fund individual churches, many of them self-organized
Protestant denominations, or smaller social ministry programs. “That was the real difference,”
says Smith.

As the committee convened on March 27, both Brandes and committee members knew
they faced a difficult afternoon. It was the committee’s job to make sure it raised and answered the
difficult questions, questions which even Brandes acknowledged had merit. It was likely that some
committee members would question whether a faith-based program could confuse the United
Way mission. For example, once UWMB funded a church program, what would United Way do if
the church took a position on a social issue—for example, homosexuality—antithetical to the views
held at UWMB? Other committee members might worry about alienating donors.

There was also likely to be resistance to the very idea that faith-based was better. Why, as
Plazak had asked, was there an assumption that just because a program was affiliated with a
church, it would produce better or even similar outcomes to secular programs? As for results, how
could one possibly measure spiritual transformation? Then there was the question of how to
distinguish “spiritual transformation” from proselytizing. How could UWMB ensure that one
occurred but the second did not? Finally, there were questions of funding equity and fiscal
responsibility. How could the committee justify taking an additional $300,000 from traditional
programs to fund this initiative? The committee would have to weigh the pros and cons of moving
forward with a faith-based grants program within the overall strategy of UWMB.
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Exhibit 1
Faith in Action Committee*
Co-Chairs
Ann Romney Imam Taalils Mahdee
Community Volunteer Masjid-Al-Quran Tmam
Rev, Gloria White-Hammond, M. D. Krsten MoCormack
Co-Pusler Communily Yolunteer

Rethel A M.E. Church, Boston
Boberta Messina

Membiers Comununity Volunleer
Patricia Rrandes

Chief Operating Officer
United Way of Mass. Bay

Rev. Hobertly Miranda
Pastor
T'glesia Bautista Central

Robert E. Cowden, 11T, Esq. 1
{“asner and Fdwards Pau R. Muzphy, Esq,
Foley, Hoag & Fliot
Fr. Dan Finn
St. Marks Chirch Rev Wesley Roberts
Executive Director
Rabbi William Eamillon Black Minixterial Alliance
Congregation Kehillath Israel Paslor
Teaples Baplist Church
Sylvia Johnson
Hyams Foundation Karin M. Wall
Lxecutive Direclor
Nancy Kaufmman Bruce Wall Ministrics

Execulive Thrector
Jewish Commumity Relations Counil
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Source: “Evaluating Faith in Action: An Initiative of the United Way of Massachusetts Bay,” report of The Annie
E. Casey Foundation, October 1999.
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Exhibit 2

Funding Criterig

The fallewing criteria were nsed Y volunleens B evaludle agendies for [upding,

Excellence, Management
& Covernance
+ Demnnstrotes effecHye fefficicod
human-resotirce management
* Dxmonel pates effoctivefefhicien!
fimancdial pnan2gemer
= Llas hiph guality and diverse
lzadveship on beard and slatf

o Shorws clear and shratepic wision

+ Respands appropriatzly fo UwWME
walithee s commerls

* Submits Hmely annuwal audits and
tequiyed UWME reports

Capaciby-Building/Frevention

» Servig a5 a famiy-focwscd nelghbor-
hood pesource with demonatrated
suppotl from the commetnify

+ Tocuses on solf<ofidency and
helping individuals help themselves:
establiabes poet suppos| 2nd self-
help models

v HBoilds he capadiljes of children,
famnilies and comuamities o prevent
prnl::'l_gm

= Walues lhe diveraiby of fe commu-
naty and promotes inclusiveness

+ Builds leg dership wsong cogun-
ity residents

= Imedyes residetis fparticipants in
dedisionmnakiog and priortizng

Resulte-thilcomnes

v Defines how ovubepnes ave measumesd
and cyalueted

v Dernoistrados signifount resuehts for
individuals and fir in the overall
life &f the community

* Fnsures msidentjparlicipm;t wOice
ir evpluation and prngram
planmings

= Promales both short-teon and long-
term systermis change fwongh
arganizing, advacacy aed Sz
leadership development

Createst Needs
o Docurmnenl s gaps berween Cotmun-

nil¥ Meed and resoipees

* Focuses om populatons wilh hmiled

ANDCSE {0 resoLnoss

v Dmwinatrates Grancal e o

Fopulalinns semved

« Emphasizes support 1o children and

their familjes

Relationship with U'WniB/
Campaign Support
» Conducts a high-quality LWHE

CEIMPAIEN

= Tartieipates actively i LTWME
CAMPAMED seryioes (ks prosonla-
Hons, Cotnmaud by Care Tay)

+ Supports UwhE wilh stabiohery

loges, agenwy signs, newsletterf
mediz erdorsements

+ Provides alher suppoct fo WwME,

&3, tarnpaign-leadership volve-
menl, new UWRE account develop-
numl, VWAE public mlations
partivipalion

+ Linky with other cammuanily groups
thoougli collabnors Wves, codlidons,
joirut prgramming, et

v Addresses o tiple-wsue amas ina
covtdinated way

Volunteer [nvolvement

v [nvelves volunbeers appropriatel y

and leverage: heir costeeltecivenss

= Secks volonbeer invelvament as a
comu uni by-bull ding stratemy

Relative Financial NeedImpact
= Dhemonatrates Imencial need and

inabilily bo acees other resugroes

« TIWHRE funds can have sigiifcant
firandal inapact, given funds
avzilable

C16-04-1759.0

Collabaration and Infegration of Setvices
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Exhibit 2 (continued)

United Way of Massachusetts Bay

Faith In Action
Funding Criteria

DEVELOPMENT

Program content includes emphasis on spiritual development
Program content includes emphasis on constructive behavior, positive thinking,
personal self development, and civic responsibility

* Program content contributes to individual development and maturity.

OUTREACH

» Emphasis on cngaging and involving youth oulside the membership of the
congregation or faith membership

¢ Program content promotes respect for and appreciation of other rehigions and respect
for diversity

MANAGEMENT & GOVERNANCE

» Demonstratcs effective/efficient human resource and financial management
» Has strong and diverse leadership
s«  Demonstrates vision

OUTCOMES

Clearly delineates proposed cutcemes

Demonstrates how desired outeomes are related to program goals

Enzures resident/participant voice in development of program planaing

Has developed tools to measure cutcomes for participants

Demonstrates significant benefits for individuals or in the overall lifc of the

community

SOURCES OF FIINDING

+ Institution demonstrates financial need and appropriately seeks other resources (i.e.,
diversified funding base)

= Request is less than 30%; of current program budget
Institution has reasemable plan for continnance of program in absence of ongeing

UWME funding
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Exhibit 2 (continued)
CAPACITY BUILDING

» [nstitution serves as a family focused neighborhood resource with demonstrated
support from the community

* Focuses on scll-sufficiency and helping individuals help themselves; uscs peer

support and scif-help models

Values the diversity of the community and promotes inclusiveness

Builds leadership among community residents

Involves resident/participants in decision making and prioritizing

Seeks opportunities to promote both short-term and long-term sysiemic change

COLLABORATION AND INTEGRATION OF SERVICES

= Pariners with other community groups through joint programming, coalition,
coilaborative, ete.

+ (oordinates services within the institution te address participant needs and to manage
IES0UTCES.

VOLUNTEER INYOLVEMENT

Volunteerism is an integral part of how the agency meets its mission

» Involves velunteers appropriately and leverages their cost-effectiveness
Views volunteer invelvement as a commumity building strategy and actively seeks
volunteers reflective of the community served

s Enconrages lcadership development of volunteers and offers opportunities for growth.

GREATEST NEEDS

¢ Documents gaps between community need and resources
» Focuses on populations with limited access to resources
» Demonstrates financial need of populations served

For further information, please contact:

Marilyn Anderson Chase

Senior Vice President

Community Investments Division

United Way of Massachuseits Bay

245 Snmmer Street Boston,

Telephaone: (617} 624-B140

Fax: (617) 624-9123 / Email-mchase{@uwmb.
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it3

Exhi

Standard UWMB Funding
Faith in Action Year One (1997-97) and Year Two (1998-99) Grant Activity
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Exhibit 3 (continued)
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Exhibit 4*

Appeadix A
FarTii Is AcTION EvarLUanion ROUNDTARLE: ParRTICIPANTS

Moderataus

Mary o Bane, Mrofessoc o Prblic Policy al the Eenmedy Schoog of Government, Harvard Lniversice, Aary
o condocts reserch oo poweerty and welface soed imimastiuctre. Her inferess i thds Bold began m her vk
in geraernment al v ssng level in Sow York Swane and at vhe faderal leve] Sor the Chinton Adisinistragiae.
She s ooarremtiy a Teflosr o0 Ve Theverd Diveinisy Schad

Chrig Winship, Clair and Prolessar in Socielagy Deapa) nneng at Harvand, He i aiso Chai ol the Jeawish
Ciorpmituily lglations Covaedl Susial Jostice Comuiliee.

Annie L. Caser Foundation
Carole Thompsen, Senior Associate, Annic B Casey Foindalion. Carole i= responsile fir e Foundation
rescatchan Do Gaith Gan sueppasl cammmndty belding,

T kelley, Senior Research Asststant, Apnie £ Casey Foundaticn. Tom worls i the evaluation proun that
suppores Dotk Frndation {nitisties a5 seell wsevalnation models and pracrices.

Romndtable Participants
Jeff Hass i Txpentive Director of e Enaiarne] Gospel Conter, an ggency tlat provides training il
supprort Lo churches. This opguization eecetees tonding foom Ueilesd W Fuinb in fethon Wnitkalieg,

Al Branch 15 founder of Braock Associaies, 7 research and evalwation copanizacion which has wiorked
with iy Faith based programs.

Mark Chaves, Associaie Professr, Depariment of Secrology at the Univeray of Arivong, hark rocently
cornpeiud the “Barional Congregarion Stedya survey of religions congregations i the Uniled Seaes,
Lrcleding data on comgrepalinng' social service activiries aml coflaboretive relationzhips with other
LT O M AR,

Richard Fregisun, Professor of Economics at Harvard Lisversity, has studisd proldems of inoer city lack
vouth, including people in prisons, ad the effect of religioos imolvement,

R . Sloria Whire-Hammond, co-pastor of 1he Bethel 4.5, E, clurch and co-chair of the Faitl in
Action ldbainee.

Syl Johusne, Asgerciate Drivecor wf the Elyams Fowmdaion w0 T oin Syt 52 inemiber of ¥he Fairh
in Actioan Comneitees and develuped the The Black Churech Capacity Builidling Frojec st Hyams,

George Thompsen, [nter-Trenopinational Theolagical Semionury in Aflacs, Georgie. Geotge was previously
at the Chivegs Theolononl Seminaty Pl iNE Tativimg, TE3emr cos Sov dhordn Jeaders. He'has aleo parici-
pated in & demoanseralion project 3hat weas seorliee with 20 alliance of churches e provide eoseurce: o
Lelp posiny people.

® Source: “Evaluating Faith in Action: An Initiative of the United Way of Massachusetts Bay,” report of The Annie
E. Casey Foundation, October 1999.
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Exhibit 4 (continued)

Anpa Madison, Prodessor, Human Seevices Graduate Program, Collese of Pultic and Communily Service,
Prfversiny of dasacliscetl, Boston, Anne bas exlendive svpericnre wilh evaluatons ol yowsh programs,
St has workes] wish youth and the urts and is curremly working willn sustainable agrivuinire and vouks,

Lewis Rudolply, Senicr Lirector, Copmunity Building, United Wiy of America. Lew hag worked in coauno-
niry building for over 30 vears. ITis weork with faith hased orpanizations began in Mississippd during the
civil rights mevement in 1967, and in Detroit with Focns Hope. 2 givil rights organization providing
support for econemic development.

Rev, Larold Dean Trulear, Vice President, [Arector of Clinrch Colluboration Tratiatives, Private Tublic
Vettures. Dean was Leained as a sociologist of rebigion and has sevved as Tean of Mew York Theological
Serinary e ds cucrcntly operating bve Jeid-based projecrs. Do iz @ demonstration project that i mod-
eled Joasely on the Ten Duinr Coalition i Baston, and 15 [noking at the cole that faith-tased instioutions
play n the reducrion of uvenile violence and juvenile crime. The other is working wilh the Pew Charitable
Lrust to docunent dhe capacily lor capmunity service of seven faith-based arganizations in Philadelphia
aver the next ten vears.

Karen Wall is co-founder of Bruce Wall Ministries, an eleven yoar-old organizalion of the Dorchesler
Temple Baptist Church in Boston that recefves lunding trom the Faith in Action [nitfative, Theit primary
[ocus is o kel the spiritual, academic, and social development of young people, childeen, and families.

United Way of Massachusetts Bay Sraff
Sarah Alvord, Senior Uirector of Comunonily Lovestmenls, statt for Faith in Action Commnittee,

Fat Brandes, Chiet Operating Otficer, Tniled way of Massachusents Bav

hen Buchholie, Senior Digecror of Sommanity vestmernics, stall for United Wav's {urcomes Measyrement
[mitiative,

Marilyn Anderson Chase, Senior ¥ice President of Community lnvestmems. has eversighr respongsibilily
tor all of the progeams at United Way whick imvest resources in the community. including the Faish in
Action Initiative,

Recarder:
Cysethiia Nacprave, trainer and congultant 1o gon-profit organizalions, s former Serdor Divector of
Marketing Proprams and Training at United Way.
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