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MISSION STATEMENT 
 

Our mission is to speak for the best interests 
of abused and neglected children in court. 

 
We promote and support quality volunteer 
representation for children to provide each 
child a safe, permanent, nurturing home. 
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Introduction 

This Guide is presented to the CASA Network to increase awareness for those agencies involved 

in or thinking of being involved in a joint venture with another organization.  It is meant to 

provide a framework for cost/benefit analysis as well as a springboard for discussions prior to 

committing to such arrangements. Based on a survey of CASA programs and an extensive search 

of nonprofit management literature, the following information  is offered: to planning 

committees in the early stages of developing a new CASA program; to programs that are 

considering restructuring under an umbrella organization; and to programs that are considering 

the merger of two or more established CASA programs. 

 

Types of Umbrella Organizations 

 

Over the past several years, the National CASA Association has noticed a growing trend for its 

member programs to be structured and administered jointly with other community organizations. 

Most frequently, these partnerships are pursued by CASA programs just starting.  However, 

there have been a number of well-established CASA programs that have been acquired by other 

organizations or neighboring CASA programs and, in at least two urban areas, adjacent CASA 

programs have discussed merging.  Some possible models for affiliation include: 

 

1. A new CASA planning committee looks for an existing, successful agency to provide start-
up security for the program, including low-cost overhead, support services and credibility 

through an established community connection; 

 

2. A new CASA program is started by an established community agency that provides 
governance and oversight. The degree of independence of the CASA program varies; 

 

3. A well-established, but poorly funded CASA program seeks an established community 
agency to take over its governance and administration; or  

 

4. Two well-established CASA programs decide that it is in the best interests of both to merge 
operations. The new organization may be one of equal partners or one in which one program 

becomes the parent organization of the other. 

 

Survey 

 

To obtain information about the existing structural and administrative models that currently exist 

in the CASA network and to learn from the experiences of these organizations, National CASA 

conducted a survey of programs in early 1998. Initially, a question regarding a program’s 

administrative structure was asked on the annual survey of programs. Those programs that 

reported being part of an umbrella organization or which administer other programs were 

surveyed again in further detail.  The majority of CASA programs that responded to this 

questionnaire were under umbrella organizations and began their operations under that structure. 

A smaller number were taken over by another organization after the program was operational.  
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Of the programs responding to the annual program survey, eighty-six, or 36%, reported that they 

are administered by an umbrella organization.  Forty-eight, or 56%, of those programs responded 

to the later survey which specifically asked for information about their relationship with the 

partner organization.  The types of organizations that were reported most frequently as the 

administering organization were: 

 

 Nonprofit Family & Children’s Services Agency  40% 

 Child Advocacy Center     16% 

 Civic/Community Organization    15% 

 

Other types of umbrella organizations include United Way agencies, child abuse prevention 

councils, a mental health association, and a multi-service social services organization.   

 

Benefits and Challenges of Umbrella Relationships 

 

Benefits of an Umbrella Structure 

The development of a new CASA program under the administrative structure of an established 

organization is a model that has been used with increasing frequency in recent years. There are a 

number of advantages which make this option appealing to many CASA planning committees. 

Though the exact nature of the relationship between CASA and the “parent” organization varies 

somewhat, the benefits of such a collaboration can include: 

 

♦ The use of the umbrella organization’s tax-exempt status to raise funds; 

♦ The use of existing office space and equipment; 

♦ Availability of services such as bookkeeping, accounting, telephone, clerical support, and 
grant writing, thus reducing administrative time and cost; 

♦ Reputation, name recognition, and credibility of the parent organization; 

♦ Access to potential funding sources; and 

♦ Guidance from the existing organization on program and policy development. 
 

Overall, CASA programs reported being satisfied with the current relationship with their parent 

organizations. The majority cited numerous benefits to such an arrangement with the most 

common being a reduction of administrative time and cost. According to respondents, the 

following services are provided to CASA programs by their umbrella organizations: 

 

♦♦♦♦ Accounting  84%  

♦♦♦♦ Bookkeeping  83% 

♦♦♦♦ Office space  76% 

♦♦♦♦ Telephone   72% 

♦♦♦♦ Clerical Support  66% 

♦♦♦♦ Public Relations  66% 

♦♦♦♦ Fundraising  56% 

♦♦♦♦ Grantwriting  55% 

♦♦♦♦ Legal Services  42% 
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Challenges of an Umbrella Structure 

Starting a CASA program under another organization can often present serious challenges.  

Although it might be perceived as an easy short cut for getting a program off the ground, there 

are possible disadvantages to be considered, even when it works well. 

 

If CASA is part of another agency, its visibility in the community, and to a large extent, the 

public’s perception of CASA, will be as a “project” of the parent organization. This perception 

may make it difficult for CASA to develop its own identity and may be an obstacle to recruiting 

volunteers and raising funds.  If the parent agency does not actively publicize and promote 

CASA, the program may have little exposure in the community and may simply become lost. 

About half the programs reported a loss of distinct identity and felt that the program’s 

independence was diminished as a result of the relationship.  

 

Some sponsoring organizations charge the program an administrative fee, usually a percentage of 

the CASA portion of the budget, for the services it provides to the program. This is certainly a 

justifiable action and often remains a cost-effective way of doing business. However, some 

programs under this type of administrative structure have reported that this can become a 

problem when the percentage of the fee charged by the administering agency is increased each 

year. Once the fee reaches a certain level, CASA must consider whether or not it could purchase 

the same services independently at less cost. More than half the programs reported that they are 

not charged for the services provided by the umbrella agency. About one-third indicated that 

they do pay a fee that is based on a percentage of their budget, while the others reported paying a 

flat fee or an hourly fee for the services provided. 

 

Other challenges cited include occasional incidents of conflict of interest when the parent 

organization serves the same clients as the CASA program; the necessity for sharing funds raised 

with the parent agency; and an increase in required paperwork. 

 

A number of programs established via this model have made the decision after a year or two to 

become independent for the purpose of gaining more control over their own operations.  One 

CASA program that began as part of another agency was dissolved when the board of that 

agency decided to guide their organization in another direction.  Other programs have not been 

allowed to expand to the extent necessary to serve more children.  
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Questions for Consideration 

If an umbrella structure is being considered, there are some fundamental questions that should be 

carefully considered prior to any agreement: 

♦ Is the mission of the proposed parent organization compatible with that of CASA? 

♦ What is the community’s perception of that organization? 

♦ Is there a potential for conflict if the two organizations are serving the same population? 

♦ Is the organization financially sound? 

♦ Will the organization be able to carry the additional start-up costs for CASA?  

♦ Is the sponsoring agency’s interest long-term or do they wish to spin off the program in 
the future? 

♦ How actively will the sponsoring agency market CASA, pursue funding for the program, 
and utilize existing political contacts to support CASA? 

♦ What will be the role of the umbrella agency's board with respect to CASA? 
♦ Will CASA have its own board to establish policies and set goals?  What will its role be? 

♦ What will be the financial relationship between CASA and the umbrella agency? Are 

there limitations on fundraising?  

♦ How will future planning for CASA be approached after the program's establishment? 

♦ What, if any, restrictions will be placed on future growth? 

 

Compatible Missions as a Starting Point 

It is vital that the parent agency's mission is compatible with the CASA mission and that the 

goals of each organization are compatible.  It is wise to cautiously consider the potential for 

conflicts that may occur between CASA and the parent organization. Many times there is the 

possibility that both organizations could be serving the same families, with CASA serving the 

child and the umbrella agency serving the parents. When this occurs, the potential for 

disagreement about the proposed permanent plan for the child or the visitation schedule between 

the child and parents is likely at some point. Issues of confidentiality also arise when one party 

has confidential information that the other would find helpful. If CASA is to be under such an 

organization, it is important to create procedures for dealing with and resolving conflicts prior to 

implementing the joint organization. 

 

There are some community agencies that should not administer the CASA program because of 

an inherent conflict. The agency responsible for child protection in the community is an obvious 

example. Though their mandate is to protect the child, their role is to balance the interests of the 

state and the parents with those of the child while CASA is focused solely on the child. The 

office of the public prosecutor and the attorney general’s office are two other obviously 

inappropriate entities for administering CASA. 
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Factors Supporting Successful Umbrella Arrangements 

The experience of many CASA programs administered by umbrella organizations has 

demonstrated that there are a number of conditions that support the effectiveness of this type of 

structure. 

 

1. Independence of CASA. In order to provide recommendations regarding the best interests of 
children to the court, CASA volunteers must be totally independent. There should be no 

possibility, or even the perception, that an umbrella organization could influence the 

volunteers or the program in any way.  

This can be achieved, in part, by having a separate advisory board for the CASA program. 

The role of such a board would include: 

♦ Developing and approving policies for CASA, including agreements with the court and 
social services when appropriate; 

♦ Developing and recommending the program’s budget; 

♦ Promoting a collaborative relationship with the umbrella organization and periodically 
reviewing the agreement that guides the relationship between the organizations; 

♦ Promoting CASA through public relations activities; 

♦ Monitoring and evaluating program operations; 

♦ Developing and implementing fundraising activities for the benefit of CASA. 
 

There should be members of the umbrella agency’s governing board on the CASA advisory 

board and membership from the CASA board on the umbrella agency’s governing board. 

 

2. Separate staff for CASA.  In the early stages of program development, an umbrella agency 
may be tempted to utilize existing staff to recruit, train, and supervise volunteers. Because of 

the nature of the work of CASA volunteers, ready access to expert supervision is critical to 

the volunteer’s and the program’s success. CASA is a time-intensive program that requires 

consistency and continuity. It can not easily be assigned to staff who have other duties or 

divided up among several staff members. National CASA standards recommend that a full-

time supervisor should supervise no more than 30 volunteers. If the program expects to have 

that number of volunteers within the first year or two of operation, it is strongly 

recommended that there be separate staff for the CASA program.  

 

3. Written Agreement.  A formal written agreement between the two entities outlining the 

responsibilities and rights of each should be developed. Such an agreement assures that both 

entities have carefully considered the implications of this arrangement in advance and that the 

unique needs of each organization will be balanced as implementation proceeds. The 

governing board of the parent organization should approve and sign this letter before the 

CASA program begins using the agency’s tax-exempt status to raise funds. 

 

The agreement should be for a time-limited period, allowing adequate time to develop a solid 

working relationship and to work out any potential problems that arise. At least one year, but 

no more than two years is recommended. At the end of the agreed time, each party should 



 

  6

  

   

 

complete an evaluation. The results should be shared jointly with both boards and appropriate 

action taken to resolve any problems or to modify the arrangement if either organization 

wishes to. This evaluation process should be completed annually.  

 

The development of a CASA program within a sponsoring organization can be an effective 

method of combining community resources and creating a strong, sustainable program. More 

than three-fourths of the survey respondents reported that the CASA program was started by the 

umbrella organization and that they consider the arrangement to be permanent.  However, only 

about one-third of the respondents reported agreements with their umbrella organizations.  

Developing a written plan that respects the uniqueness of each organization and realistically 

addresses the possibility of disagreements and conflicts will help to assure that the arrangement 

succeeds. 

 

Mergers and Consolidations 

 

In this time of shrinking resources and perpetual need for identifying new funding, many well-

established CASA programs are struggling to meet the increasing demands of the court for more 

volunteers; others are simply trying to stay afloat. CASA programs serving neighboring or 

overlapping court jurisdictions may find that they are competing with each other for both funding 

and volunteers, thus limiting the potential growth of each program. One option being considered 

by a handful of programs as a solution to these challenges is merger with an adjacent CASA 

program or with another stable organization. Of the programs that restructured after the CASA 

program was established, most reported that the new structure was positive for the CASA 

program. Of those programs, the most common reason cited for entering into the new 

arrangement was to achieve better cost efficiency and overall funding stability. 

 

A merger or consolidation is a corporate combination in which the assets and liabilities of two or 

more corporations are combined into a single corporate structure.  In a merger, one organization 

is merged into another, which becomes the surviving entity.  In a consolidation, a new 

corporation is formed to house the parties and neither of the original corporations survive.  In 

both cases, assets and liabilities are combined into a single surviving entity.  The terms of 

mergers and consolidations are set by negotiations between the organizations and by mutual 

agreement.  The rules are set by the state’s corporate law. 

 

Programs considering a merger or consolidation face the same issues that starting programs do; 

but they also face additional ones. An established organization contemplating the idea of a 

merger should examine the following  questions: 
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♦ Will the proposed new structure strengthen the program’s capacity to pursue its mission? 

♦ Are there costs associated with developing the new organizational structure? What costs 
will CASA have to bear? 

♦ Is the proposed partner a strong, vital organization with a reputation that would enhance 
the CASA program? 

♦ Why does the other organization desire the arrangement?  What’s in it for them? 

♦ How will the role of the CASA director change if the new structure is implemented? 

♦ What will be the role of the CASA board under the new arrangement? 

♦ How will the new structure affect other staff?  Volunteers? 

♦ Will CASA’s relationship with the court be affected in any way? 

♦ How will the new structure affect CASA’s current affiliations and alliances? 

♦ How will the long-term goals of the program be affected? 

♦ Can the relationship be dissolved if either party is unhappy with the arrangement after a 
trial period? 

 

Planning a New Structure 

The first and most important aspect of negotiating any successful partnership is to create an 

atmosphere of trust and respect.  At the outset of discussions, the board of each organization 

should record a vote to consider the merger.  This ensures that each group is “on record” as being 

serious about the merger and sets the stage for a report back from those involved in negotiations. 

 

The resolutions also empower each board to appoint an ad hoc merger committee to enter into 

negotiations and to make recommendations back to their respective boards.  Although the 

committees are empowered to conduct negotiations, they should have no authority to act on 

recommendations.  That is the responsibility of the whole board. 

 

David La Piana, in his publication, Nonprofit Mergers, suggests that the first meeting of the joint 

committee should begin with introductions of the participants. (It may be useful to immediately 

precede the formal meeting with a social hour icebreaker so the members can meet and socialize 

informally.)  After formal introductions, the agenda should be discussed and approved.  A typical 

agenda for a first meeting might include an introduction of each organization including its 

history, mission, services, and current situation; a discussion of what brought each of the groups 

to consider the merger; a discussion of what each organization expects from the merger; a 

decision on whether the parties are ready to continue the dialogue; brainstorming on issues that 

need to be resolved to determine if merger is a good idea; scheduling of the next meeting time 

and place; and formal adjournment.  To maintain a sense of equality, future meetings should 

alternate between the two organizations’ facilities or take place in a neutral location. 

 

All participants in the discussions must be committed to negotiating with an open mind, 

particularly around the potential pitfalls.  These include the new organization’s mission and 

values, the decision regarding who will be the new chief executive, the new organization’s name, 

the formation of a new board, provisions to be included in the new by-laws, the location of the 

office, and issues of job security and job consolidations. 
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Using an Outside Consultant 

Using a consultant who has some expertise in this area and who has no personal agenda can be a 

real asset to the negotiation process.  Their role would be to help the leadership from each 

organization determine whether there is sufficient common ground for the merger. A neutral 

facilitator can also be very helpful in providing structure to the meetings, preparing the agendas, 

and keeping accurate records of the proceedings. 

 

The cost of such a consultant can be shared equally by both organizations, or, if they are of 

radically different sizes, shared according to each entity’s budget and resources. 

 

Communication with Constituents 

Once the merger discussions have started, rumors and misinformation will quickly reach each of 

the organization’s staff members and volunteers.  Their concerns can best be addressed by 

providing accurate, timely, positive information to all concerned.  As a first step, the joint 

committee must provide regular reports to their respective boards.  In addition, the prospective 

partners should consider preparing written updates on the progress of negotiations that can be 

shared with staff, volunteers, and funders.  These reports should be prepared in a way that does 

not compromise the confidentiality of the process.  A general update provided on a monthly basis 

would likely be adequate. 

 

If the discussions break down or the groups decide that a merger is not in the best interests of 

both organizations, a joint statement that recognizes the efforts of each group should be issued by 

each board to all concerned. 

 

Stumbling Blocks to Avoid 

Because the negotiations require that a number of people with different backgrounds, expertise, 

agendas, and personalities come to agreement on a wide variety of issues, negotiations often 

falter for reasons that are extraneous to the benefits or disadvantages of the alliance.  Being 

aware of the possible pitfalls can help to keep everyone on track. 

♦ Never underestimate the power of organizational culture.  Even well intentioned people 
may not be counted on to act in their program’s best interest, especially when issues of turf 

and ego are involved.  If the negotiating participants of either organization perceive that they 

will be required to give up too much autonomy or identity, they may attempt to sabotage the 

process. 

 

♦ Don’t get hung up on details; they can sink the whole process.  Disagreements over 
symbolic issues, such as the new entity’s name, in addition to the practical ones such as the 

process for determining who will be the chief executive, can get out of hand and destroy the 

feelings of good will and trust that are essential to a successful conclusion.  Keep focused on 

the mission, which is what brought you to the table to begin with. 
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♦ Don’t assume that your organization’s board is speaking with one voice.  Make it clear 
that there should be no outside meetings, however informal or impromptu, of members of the 

two boards to discuss the merger issue.  Decisions that are made outside the formal 

negotiations or even discussions of the issues can derail the process. 

 

♦ Don’t misuse terms when describing the merger.  People both inside and outside merging 
nonprofit organizations routinely misapply corporate terms such as “buyout,” “acquisition,” 

and “takeover” to their situation.  Misunderstandings arising from misuse of these terms can 

make the merger discussions difficult.  (Because of the confusion with corporate takeovers, 

one party may suspect the other is intending an unfair move.)  Use of these and similar terms 

will only engender discomfort and distrust. 

 

Final Advice 

All those involved should keep in mind, first and foremost, that human beings are involved and 

that each will approach a prospective merger with consideration of their own self-interest.  At the 

very least, mergers raise the specter of loss of power and identity, and may even suggest the 

possibility of loss of a job.  These concerns must be addressed through frank, tactful, and careful 

negotiations.  Without attention to the needs of the people who will be affected, the merger will 

likely fail, even if negotiations come to a successful conclusion. 

 

Although sometimes difficult, emotional, conflict-laden, and risky, mergers can dramatically 

improve the fortunes of each organization.  They can meld missions of separate organizations, 

thereby allowing the combined entity to better pursue a common purpose. This can result in 

better representation for abused and neglected children. 
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Agreement Form, the Georgia CASA Association 

 

AGREEMENT  BETWEEN _____________ BOARD OF DIRECTORS 

AND THE ____________ CASA ADVISORY COMMITTEE 

 

____________ hereby agrees to be the sponsoring agent for the ____________ Court Appointed 

Special Advocates (CASA) Program.  The terms of the sponsorship are as follows: 

 

The CASA program will be a direct project of _____________ and will be staffed and 

supervised by its employees.  The ____________CASA Program will have representation at the 

highest level of the organization by adding a CASA Advisory Committee member to the Board 

of Directors or by creating a CASA Committee of the Board of Directors, or by making other 

arrangements that are satisfactory to the CASA Advisory Committee.  There will be a period of 

sixty (60) days to comply with the terms of this paragraph to the satisfaction of the CASA 

Advisory Committee or this agreement will be void with no further obligation to either party. 

 

The __________ operating under provision 501-c-3 of the Internal Revenue Code is authorized 

to receive funds for the _________ CASA Program. .  The _________ CASA program will be 

the fiscal responsibility of ___________.  _________ will track the _________ CASA program 

expenses separately and devise a mutually agreeable means of allocating shared expenses.  

__________ will provide a monthly statement of income and expenses to ___________ CASA 

Program. 

 

If the ___________Board of Directors wishes to delegate any fund raising activity to the CASA 

Committee or Advisory Group, the terms should be listed in an Attachment A to this agreement. 

Funds designated solely for CASA will be maintained separately for the exclusive use of the 

_________ CASA program. 

 

The ___________Court Appointed Special Advocates Program will have its own logo and 

identity for the purpose of recruiting volunteers, facilitating volunteer’s work, and building 

relationships with Judges, the Department of Family and Children Services, and other partners 

whose goal is permanency for a child.  All publicity about the CASA program including printed 

information will reference the ____________ as the sponsoring agency. 

 

 

We the undersigned agree to the terms of sponsorship. 

 

 

 

_________________________   ________________________ 

 

Chairman of the Board    Chairman of the Steering Committee 

___________________ ____________Court Appointed Special 

Advocates 

________________     _________________ 

Date       Date 
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Memo of Agreement Between 

Written Agreement, CASA of Santa Barbara, CA 
 

 

The intent of this memo of agreement is to specify the relationship between Klein Bottle Youth 

Programs and the CASA Founding Committee in order to provide high quality services to the 

youth of Santa Barbara County. 
 

Both Klein Bottle Youth Programs and the CASA Founding Committee agree to the following:   

 

1. For the first two years, beginning on January 1, 1993, Klein Bottle will be the administrative agent for the 

CASA project.  This will include: 

a) Use of the 501C3 status as a program of Klein Bottle. 

b) Coverage as part of the Klein Bottle liability insurance. 

c) The staff to be hired will be employees under the personnel policies of Klein Bottle with all rights and 

benefits.  There will be a consensus process in all hiring for CASA. 

d) The CASA Program Director will be supervised on a day to day basis by the management structure of 

Klein Bottle. 

e) Klein Bottle will establish a separate fund within the Klein Bottle Accounting System to receive and 

distribute resources of the CASA Program. 

f) Klein Bottle grant writing capabilities will be shared with CASA to the extent possible and as designated 

by the Executive Director 
g) Provide for the support and expertise to help shape and implement the CASA Program within Santa 

Barbara County. 

 

2. There is an agreement that in all public relations material the name of Klein Bottle is used.  Written material to 

include “CASA is administered in Santa Barbara County by Klein Bottle Youth Programs.” 

 

3. If a conflict arises as to applying for grants or fundraising activities, the Executive Director of Klein Bottle will 

make the final determination. 

 

4. The CASA Founding Committee will provide appropriate individuals for the establishment of a separate 

Founding Committee.  These individuals will: 

a) Provide two individuals to sit on the Board of Directors of Klein Bottle in order to provide the support and 

connection with the Governing Board. 

b) Raise funds so that the program could be self-sufficient and self-sustaining in Santa Barbara County. 

c) Seek to establish itself as a separate non-profit organization within the two-year period as described above. 

d) Adhere to the agreement in the budget as to in-kind contributions from Klein Bottle and as to fundraising. 

 

5. The CASA Program will at all times abide by the rules and policies of Klein Bottle and preserve the positive 

reputation of Klein Bottle in the Community. 

 

6. Funds raised by the Friends of CASA, an Auxiliary Board, CASA staff, or the Founding Board will be used for 

CASA and stay within the CASA account. 

 

7. CASA is regulated by California State Superior Court and must be implemented in the fashion and language 

described in Section 100 of the Welfare and Institutions Code.  Any screening or other activities through Klein 

Bottle must adhere to these regulations. 
 

This document is binding until revised by both parties.  Any party may terminate this agreement with 30 days notice. 

 

              

Klein Bottle Youth Programs  Date  CASA Founding Committee Date 


