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BEMIDJI AREA PREVENTION ALLIANCE

I.  General Provisions

A.  Mission:
A collaboration of prevention based organizations and community partners focused on increasing protective factors and reducing risk factors as a means of eliminating substance abuse, violence, and suicide for residents of the Bemidji area.
B. Vision:

Working collaboratively by integrating and aligning our resources, we will make our community safer and healthier.  Our prevention efforts are focused across the six substance abuse prevention domains and will be designed to increase protective factors and reduce risk factors.  The six domains are: Individual, family, peer, school, community and society (environmental).

C.  Name and Geographic Area:

The name of the collaboration is the Bemidji Area Prevention Alliance and will be referred to as the “Prevention Alliance” or “BAPA”.  The geographical area that the Prevention Alliance serves is defined as the general area of Bemidji, Minnesota.  However, the Prevention Alliance will network with area, regional, state, and national “substance abuse prevention services and programs” to ensure that their work is consistent with the “best practices” of substance abuse prevention.

D.  Fiscal Year:

The fiscal year of the Prevention Alliance will be July 1 through June 30th of each year.

E.  Records:

The alliance shall keep as permanent records, minutes from all general meetings and steering team meetings.  The alliance shall also keep a copy of its operational procedures and all amendments thereto.

F.  Contracts 

Contracts may be approved by the Steering Team and executed by a fiscal agent on behalf of the prevention alliance.

II. BAPA Core Beliefs
1. Prevention  requires  community wide support and participation
2. Everyone deserves access to the education, resources and support systems that enable them to thrive 

3. The cost of “social clean up” outweighs the cost of prevention $10 to $1
4. Resources and efforts are most effective when they are purposeful, targeted and involve a comprehensive approach
5. Healthy communities include a balance of intervention and prevention services
III. Membership
A.  BAPA MEMBERSHIP:
Community members who share the common goal of prevention and who actively engage in collaborative efforts to educate, support and intervene in the lives of area youth to prevent the harmful effects of substance abuse, violence and suicide among individuals, families and the overall community.  No person will be denied membership because of sex, sexual preference/identity, age, race, nationality, religion, political views, and or disabilities.
Anyone from the Bemidji area can be a BAPA member. Interested parties are asked to sign a membership agreement form at the point of initiating membership.  Each year, they will be reminded of their membership electronically and unless they request removal from the membership roster their membership will continue.
B.  BENEFITS OF BAPA MEMBERSHIP:
· Access to a coordinated network of prevention focused agencies 
· Participation in a coordinated system where collaborative program development, grant writing, and community feedback are accessible
C.  WORK OF THE BAPA MEMBERSHIP:

· Participate in idea circles where agencies discuss community issues, gaps and over laps in service, and emerging community issues from a prevention perspective
· Identify and share grant opportunities that are best pursued within a   collaborative setting
· Develop and promote community movements that focus on prevention.

IV. Financial Status
BAPA does not hold a nonprofit status, nor is it a mandated service or entity. Participation in BAPA is voluntary.  BAPA, as an entity, may not; apply for funding, hold in its possession equipment or goods, or employ staff.  BAPA shall rely on a fiscal agent (501(c)(3) for fiscal management and distribution of all funds allocated to BAPA as described later on in this document under Section VB.
V.  Daily Operations
In order to successfully conduct ongoing business,  implement the goals and objectives of this Alliance, respond to the need for financial transparency, and insure the long term sustainability of this organization the BAPA Membership shall rely on three inter-related systems of support;   A) Steering Team, B) Fiscal Agent, and C)  Coordinating Agent.
A.  BAPA STEERING TEAM
1)  Purpose:

 A steering team elected from and by the BAPA Membership, will serve as the decision making system for the BAPA Membership, the fiscal agent, and all other entities established to implement the goals and objectives of BAPA. 
2)  Team Members:

The elected steering team will consist of 7 members, with no more than one representative from any particular agency.  This team will seek to be diverse in skill set and cultural background. 
The Executive Director of the nonprofit that serves as the fiscal agent for the Prevention Alliance will be a voting member of the Steering Team.

3)  Election of Steering Team Members:
Nominations for steering team members will be called for by the general membership in the month of April each year. Nominations will be reviewed by the Steering Team to insure that nominees are able and willing to commit to the expectations required of them as steering team members.  Steering team nominees will be voted on by the general membership at the May meeting each year, or at the first full membership meeting following April of each year. 
4)  Steering Team Vacancies:

If a vacancy occurs during a Steering Team member’s term, the remaining Steering Team members may fill the vacancy by appointing a new member from the membership.  Confirmation of this appointment shall come from the majority of members represented at the first general membership meeting following the appointment.

5)  Term Limits:

Each elected steering team member is expected to serve a full term, which is defined as two years from the date of the first meeting of the steering team after election by the full membership.  Elected steering team members may serve up to three consecutive two year terms.  
6)  Quorum:
A quorum of the steering team will consist of a majority of steering team members in office.  If a quorum is present when a vote is taken, the vote of a majority of the steering team members present shall be the act of the steering team.  Once established, a quorum remains in effect for the full duration of a meeting.

7)  Meeting Procedures:

Meetings will be facilitated by the elected chair person of the steering team or by a representative appointed by the chair person.  Team members will use Roberts Rules of Order as a guide for decision making processes.

Meeting agendas will be developed by the steering team and facilitated by the the elected Steering Team Chairperson.

Steering Team meetings may consist of elected steering team members, documented prevention alliance members who have attended 2 or more general membership meetings within the year, and team approved invited guests.

8)  Frequency:

A minimum of five (5) steering team meetings will be held each year.  These meetings will be held to insure the sustainability of the alliance.  Additionally, the steering team will meet briefly before each general membership meeting, as needed, to discuss upcoming issues or conduct business that may have arisen prior to or after the regularly scheduled steering team meeting. 
9)  Attendance:

Steering team members are expected to attend all steering team meetings. Regular attendance is particularly important during the formation stage of this new alliance.  The steering team has the authority to remove a steering team member for cause which may include failure to attend three team meetings within one year. 

Procedure for removal of steering team members includes recorded discussion at a regular meeting of the team, a private discussion between the team member under consideration and another steering team member, and finally a vote by a majority of the remaining seated Steering Team.  No seated steering team member may act alone without prior notice of the full steering team.  An individual removed from the team, without their consent, may present their disagreement with removal through a written notice that will be presented at the time that a steering team vote is to be taken.
10)  Conflict of Interest:

A steering team member shall fulfill his/her duties in accordance with his/her good faith and judgment for the best interest of the alliance.  A member will excuse themselves from any vote and related discussion that would result in advancing their own or their agency’s self interest.

11)  Electronic Meetings:

An electronic meeting may be held for decisions that need to be made between regularly scheduled steering team meetings.  A quorum of the steering team must respond to an electronic vote and documentation shall be maintained in the official file of meeting minutes.  The steering team Chair will call for discussion on an issue prior to a vote being conducted.  A term of three (3) days with a deadline for discussion will be emailed to steering team members along with any necessary informational materials.  Once the deadline for discussion has passed no other discussion will be considered.  The Chair will request a vote on the issue after the deadline for discussion has passed.  Votes will be accepted for two (2) days after the call for a vote.  Voting shall be individual and sent directly to the Chair, not to the whole steering team.  If a vote is not cast by the deadline, a non-responsive steering team member will be recorded as not responding and their vote will be an abstention.

12) BAPA Steering Team Officers: 
The prevention alliance steering team shall elect officers including a Chairperson/Liaison, a Secretary, and a Treasurer by a majority vote of all seated steering team members.

a)  Terms of Office:

Officers will be elected in May of each year and will serve a two year term.  There is no set limit to the number of terms an elected officer can serve as long as they are elected by a majority of the seated steering team. 

Steering team members will make every attempt to insure a level of consistency/continuity in steering team membership and officer representation. The goal of the team will be to maintain at least 50% of seated positions during each election of steering team and officers.

b)  Vacancy of Officers:

If a vacancy of the Chair/Liaison, Secretary, or  Treasurer occurs during an elected term, the steering team may appoint a new member by a majority vote to finish out that term.
c)  Duties of the Chair:  
The Chair will attend all meetings of the Steering Team and the full Prevention Alliance.  The Chair shall be responsible for delegating business at each meeting. 

The Steering Team Chairperson will serve as the primary liaison of BAPA to organizations that provide funding to BAPA (Trustees) for projects and/or Alliance development.  The Chairperson shall:
· Attend trustee meetings and provide summary updates on the progress of pertinent projects.  

· Provide information to Trustees that may help clarify and expand their understanding of the range of substance abuse prevention. 

· Act as the “touch stone person” for Trustees should they have any questions regarding BAPA projects.

d)  Duties of the Treasurer:  
The Treasurer shall oversee and communicate accounting records for the Prevention Alliance to the Steering Team and BAPA General Membership.  The Treasurer must work with the 501 (c) (3) that serves as the fiscal agent to keep accurate accounts of all transactions.  
e)  Duties of the Secretary:  
The Secretary shall keep minutes, or insure that minutes are kept, of all Steering Team meetings and general membership meetings.  

B. FISCAL AGENT(s)
In order to address potential conflicts of interest and insure accountability for all funds allocated to BAPA for prevention projects, while establishing a firm foundation for sustainability of the prevention alliance, BAPA will separate fiscal responsibilities into two categories: a) Fiscal Responsibility for allocation of project funds, and b) Fiscal Responsibility for ongoing Alliance Operations.
1) Fiscal Responsibility for Distribution of Project Funds

BAPA project funds may accumulate from a wide variety of sources with varying expectations and/or limitations attached. It is vital to the integrity of the organization that all project funds be expended in compliance with the expectations that accompany them, regardless of the complexity of this endeavor. 

BAPA partners recognize that funds for prevention work are highly competitive and therefore require close scrutiny to insure that they are used in a manner that produces the greatest impact for the least investment. Therefore, BAPA partners and steering team members will consider each funding source individually to determine where it best fits for purposes of financial administration. 
When/if funds are provided to BAPA for the purpose of prevention work within the Bemidji area; without a dedicated fiscal agent or specified prevention project, BAPA will secure an agreement with Bemidji Area United Way to allocate and distribute such funds in accordance with the practices developed by United Way and the implementation of a prevention specific “Investment Team”. As per the “Responsibilities of Steering Team Members”, the United Way investment team(s) will be advised by BAPA steering team members to insure that the overall goals and objectives of BAPA are the basis for financial decision making. 

Only funds as defined as and expended as Project Funds will be the basis for reimbursement of the fiscal agent at an as agreed upon percentage. (Example: BAPA Membership approves $50,000 for dispersal; fiscal agent receives an agreed upon 6% or $3,000). 

b) Fiscal Responsibility for Long Term Sustainability

BAPA partners recognize that every organization requires a plan and process to insure its long term vitality and sustainability. In order to develop and maintain the working structure of this unique, community wide, prevention alliance the BAPA steering team will develop and present to the membership for approval an annual budget specifically for alliance “operations”. This budget will be presented at the annual meeting of the BAPA membership.  The operations budget will be managed by the Steering Team, under the supervision of the Steering Team Treasurer, and held by the Coordinating Agent for the Alliance. Anticipated expenses that fall within “Operations” include such things as: website development and maintenance, meeting space rental, and BAPA approved contracts for administrative and coordination duties. 

C. COORDINATING AGENT

Coordination generally takes more time than participating organizations have to spare. A recent Stanford Social Innovation Review explained, “The expectation that collaboration can occur without a supporting infrastructure is one of the most frequent reasons why it fails.” (“Collective Impact” by John Kania and Mark Kramer; Winter 2011). Another publication, What Makes an Effective Coaltion: Evidence-Based Indicators of Success asserts that there is “strong evidence that staffing can be valuable when carefully thought out. … (P)aid staff function effectively when they bring strong organizing, coordinating and facilitating capacities.”(The California Endowment, March 2011). BAPA will therefore utilize funding intended to assist in building a sustainable organization to establish a contract with a Coordinating Agent. 
The responsibilities of the Coordinating Agent shall include serving as:

· point of first contact for individuals and agencies with interest in, or questions about, BAPA

· liaison between the Steering Team and the BAPA membership
· a centralized contact for development of teams interested in collaborative grant ventures
· an attendant of the primary mission and goals of the overall alliance

· the convener of BAPA steering team meetings

· an assistant to the BAPA steering team in facilitation of BAPA membership meetings

· oversight of the operations budget and related expenditures

· keeper of BAPA records and holder of the BAPA website/marketing materials

· assurance of outcome measurement for all BAPA projects

In no way does the Coordinating Agent replace individual or organizational responsibility for the shared work of the alliance. This role is intended only as a facilitation role; organizing the work of the alliance so that members may more efficiently and effectively complete their intended goals. Roles and responsibilities of the Coordinating Agent will be clearly defined in an annual contractual agreement. 
A.  Qualifications of the Coordinating Agent

· Possess a good understanding of prevention programming.
· Excellent facilitation skills

· Knowledge of groups and agencies from all sectors of the community

B.  Selection of the Coordinating Agent

· The Steering Committee will issue a notice to area agencies that BAPA is seeking applications for a Coordinating Agent. A description of duties and qualifications and application process will be included in the notice.
· The Steering Committee or assigned Selection Committee will review the applicants, and will interview and select a candidate. 
· The Membership will be notified of the selection and if there are not substantial concerns, all applicants will be notified of the selection.  

To Be Developed
C.  Term of the Coordinating Agent

D.  Reimbursement of the Coordinating Agent

E. Cause for elimination of the Coordinating agent position
VISUAL REPRESENTATION OF THE BAPA STRUCTURE
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* At no time does the Coordinating Agent or Fiscal Agent take directives or requests directly from the Membership.  The Steering Team is responsible for reviewing, deciding upon, and issuing all work requests to these agents.  In addition, feedback from the Coordinating and Fiscal Agents is to flow to the Steering Team, not directly to the membership.

VI.  GOALS AND OBJECTIVES OF BAPA
	GOAL
	OBJECTIVE
	OBJECTIVE

RESPONSIBILITY
	REPORTS

TO

	Goal #1: 
To increase awareness of the risk factors that enable substance abuse, violence and suicide
	Promote community wide systems and structures that are recognized substance abuse inhibitors
	BAPA ADVISORY TEAM
BAPA GENERAL MEMBERSHIP
	NA

	
	1. Develop a means of reaching the public with messages about the consequences of substance abuse, violence and suicide
	BAPA STEERING TEAM

BAPA GENERAL MEMBERSHIP
	NA

	1. GOAL #2: 
2. Promote the development and implementation of collaborative programming targeting substance abuse prevention

	Facilitate discussion, brainstorming and collaboration among existing service providers to increase the impact of limited resources
	BAPA STEERING TEAM

BAPA GENERAL MEMBERSHIP
	NA

	
	Design measurement tools to demonstrate outcomes and impacts that result from prevention services
	UNITED WAY

BAPA STEERING TEAM

BAPA MEMBERSHIP
	BAPA MEMBERSHIP

THE COMMUNITY

	Goal #3: 
Support and promote prevention based agencies and the work they do within our community
	Facilitate networking amongst a wide array of community service providers in an effort to break down barriers and establish trusting working relationships
	STEERING TEAM
	BAPA MEMBERSHIP

THE COMMUNITY

	
	Publicize prevention grant opportunities and facilitate group applications


	UNITED WAY

BAPA STEERING TEAM

BAPA MEMBERSHIP
	BAPA MEMBERSHIP

THE COMMUNITY
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