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1c h a p t e r Timeline and Process
"In the world today you have to have some computer experience and I still didn't know a thing
about computers.  But what could I do?  I had no money for computer classes or transportation to
get them and I certainly didn't have money to buy a computer."

Nancy Farrow, as submitted by Linda Berno
CTC @ Ryal School

Why is Community Technology Needed?

The community technology movement began as a grassroots, community response to
provide access to technology resources where inequities existed.  Community technol-
ogy centers, or CTCs, allow low-cost or free access to all sorts of computing technologies
in an environment supportive of learning.  Those able to harness and apply the power of
technology have access to a wide variety of opportunities  that span education, employ-
ment, arts & media, and communication.  Community technology helps ensure that
people are not deprived of such opportunities due to a lack of personal resources while
at the same time fostering community development and connectedness.

An Annie E. Casey Foundation report found that:

l CTCs are popular with children, youth, and adults.  Both the people who
come to learn about computers and the staff who run CTCs recognize that
computer proficiency is associated with success in school and in the work-
place.  Mastering this complex, modern tool is a powerful, affirmative expe-
rience -- one that offers challenge as well as hope.

l CTCs address a wide variety of needs and interests, both community and
individual.  These include becoming literate, learning business computer
skills, practicing math skills, creating newsletters and brochures, playing
games, performing research online, assembling a computer, and administer-
ing a computer network.  Often community members create online informa-
tion systems about their neighborhoods, cultures, or families.  They experi-
ence the computer as a powerful and versatile tool.  ("Computer and Com-
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munications Use in Low-Income Communities: Models for the Neighbor-
hood Transformation and Family Development Initiative," available at
http://www.ctcnet.org/casey)

CTCs can make a clear statement about the importance of embracing diversity by think-
ing and planning for all members of the community.  This is especially true for those
organizations providing access to and training on technologies that facilitate participa-
tion and independence for people with disabilities.  CTCs have an opportunity to play
an influential role in increasing access within their organizations and communities.  All
people benefit from an environment in which it is easier and safer to move and func-
tion.

Nearly everyone has been affected by disability whether by contact with a family mem-
ber or through personal experience. There is an 80 percent chance that most people will
experience a significant temporary or permanent disability at some point in their lives.
The incidence of disability is highest in communities of color, poor and rural communi-
ties.  67% of all adults with disabilities are unemployed.  Disability (seen or unseen) is a
part of every community and it is critical that everyone move toward a more accessible
environment.

Community technology has become a tool of both individual and community empower-
ment.  The technology we have today enables people to take charge of their own lives,
allowing a richer experience because it does not channel what one is doing.  Rather,
technology allows for greater self-expression, self-directed learning, and opens up new
pathways for community interaction.  New technology will continue to develop in
response to and in anticipation of our needs, and our communities have a responsibility

Disability is a universally common occurrence and characteristic of the human condi-
tion.  The US Census Bureau states that in the United States there are 54 million
people with disabilities – or nearly one in five people – with a disability.  People with
disabilities are the nation’s largest minority. (National Organization on Disability.
Closing the Gap — Expanding the Participation of American with Disabilities
(N.O.D./ Harris Survey of Americans with Disabilities — A Summary).  A disability
is a condition caused by an accident, trauma, genetics or disease, which can affect or
limit a person’s ability. A disability can affect or limit a person’s mobility, hearing,
breathing, vision, speech or mental function.  A disability can be visible, such as a
spinal cord injury necessitating wheelchair use, or invisible, such as diabetes, heart
disease, epilepsy, hearing loss, mental retardation or a learning disability (Kailes, J.I.
& Jones, D, Guide to Planning Accessible Meetings, Independent Living Research Utiliza-
tion (ILRU) Research and Training Center on Independent Living at TIRR, Houston, 1993.)
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to ensure that these technologies are accessible to all community members.  Hence,
CTCs are a vital, community-building resource, providing opportunities for continuing
technology literacy amidst a backdrop of larger societal inequities.

What is a Community Technology Center (CTC)?

Describing the role of CTCs, Seattle City Planner,  David Keyes stated:

CTCs are stepping-stones to opportunity, equality and civic participation for
youth, senior citizens, minorities, low-income people and new residents.  These
centers also serve as focal points for job skill development, lifelong learning and
community building.  CTCs may be stages for cultural activity, electronic hear-
ings, public events and conferencing.  CTCs are often part of larger programs
and can be found in community centers, public facilities, non-profit agencies and
schools, housing communities, and libraries.  CTCs provide a range of services
from general access to advanced training.  They usually include access to com-
puters and the Internet and may be linked to other community network technol-
ogy services such as web or email hosting.  CTCs use a range of information
technologies and applications to do their work.

In essence, a CTC is a community service, social action, and/or educational facility
where computers and related communications technologies are available to people who
otherwise might have little or no opportunity to use or learn to use these technologies.
A CTC may be an independent agency dedicated to this mission, or it may be a pro-
gram within a nonprofit organization.

Each CTC has its own unique qualities, yet all share a commitment to technology access
and a belief that a CTC can be a means for participants to increase their self-sufficiency.
A  successful CTC offers opportunities to improve education levels, gain job-related
skills, and build personal and community capacity. It can offer a place where partici-
pants gather together and link with the entire community. An important criterion for
success will be the degree to which the CTC becomes an integral part of its community.
Participants can and should take part in the planning process and have a real role in
directing and sustaining center operations.
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How is a CTC Created?

The start-up process for a CTC generally moves through the following steps:

1. Form a CTC Steering Committee to serve as the governing body for the CTC
or as an advisory committee to the agency's existing governance structure.

2. Engage in a process of community mapping to identify interests and needs
of prospective participants. This process should also identify assets and
strengths available through community enterprises and community mem-
bers themselves.

3. Form partnerships and develop commitments for assistance from members
of the community (e.g., space, volunteers, funding, equipment & furnish-
ings, etc.).

4. Research community technology needs.  Structure program offerings in
response to identified needs and interests (e.g., adult education, afterschool
sessions, job preparation, elder services, family and pre-school programs).

5. Conduct a pilot program to test the planned programming structure and to
further refine conclusions relating to community interest and need.

6. Consider and plan for the operational needs of the CTC (e.g., space,
hardware, software, personnel, and resulting financial requirements).

7. Develop a business plan identifying the CTC's operational and financial
projections so interested parties and funders can buy into the effort.

8. Engage in whatever additional fund-raising, space and equipment acquisi-
tion, staff and volunteer recruitment is necessary to make the plan
operational.

Note -- Do not plan to start full operations until the Steering Committee is
satisfied that the CTC has sufficient backing to stay in operation for at least
12 months.

How Long Will it Take to Create a CTC?

The time required to create a CTC depends upon many variables, such as staff, comput-
ers, participants, space, and available funds for operations. For example, a CTC can be
established within a short time if a supervisor, hardware, and space is readily available.
In general, however, it is likely to take at least a year to establish a CTC. This timeframe
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assumes that Steering Committee members have constraints upon their time, such as
full-time jobs and families, which means that the time given to the CTC will be limited.

The following is a suggested timeline for the creation of a CTC, beginning with the
decision to proceed:

Months 1-4

l Form the CTC Steering Committee (see below).

l Conduct the first meeting of the Steering Committee; establish subcommit-
tees of the Steering Committee.

l Institute community mapping of neighborhood institutions (see Chapter 2).

l Research the creation and establishment process of other CTCs in your local
region.

l Identify agencies to partner with.

l Conduct the second meeting of the Steering Committee, including new
members identified through community mapping.

l Gather in-depth information regarding intended constituency needs and
assets (see Chapter 2).

l Formalize Steering Committee membership to reflect constituency needs,
assets, and information obtained in community mapping process.

l Determine governance structure for the CTC and, if necessary, initiate
process for obtaining non-profit status.

l Design a fund-raising plan (see Chapter 8).

Months 5-8

l Hold Steering Committee meetings once a month.

l Determine the programmatic focus(es) of the CTC to reflect identified needs
and interests of the community (see Chapter 3).

l Build partnerships with neighborhood institutions.

l Develop all elements of a business plan (see Chapter 9).

l Implement the fund-raising plan.

l Design a strategy for ongoing operations and conduct  a pilot program.

l Acquire physical space for the CTC.
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Months 9-12

l Hire a professional to run the CTC (see Chapter 4).

l Identify software programs for the program needs of the residents (see
Chapter 5).

l Acquire computers and software (see Chapters 5 and 6).

l Develop a memorandum of understanding for each partnership, clarifying
partner roles and responsibilities.

l Prepare and move into space.

l Welcome the assistance of volunteers with initial orientation sessions (see
Chapter 4).

l Conduct pilot program and finalize strategy for ongoing operations.

l Plan a grand opening event.  Be sure to conduct outreach to the local media
for coverage of this event (see Chapter 7).

l Open the CTC.

How Should a CTC Steering Committee Be
Formed?

One of the most important tasks that the CTC will undertake is assembling the Steering
Committee. Assembling the Steering Committee is important because the CTC
organizer rarely has all the experience needed to establish a CTC. The CTC organizer
can marshal the expertise needed by recruiting and selecting people who possess the
necessary skills and experience to develop and grow a CTC.

Therefore, at a minimum, the Steering Committee should consist of:

l CTC organizer

l Representatives from the proposed CTC constituency

l Representatives of the local business community

l Representatives from the educational community

l One or more professionals

The number of members of the Steering Committee is a function of the CTC needs. As
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key neighborhood institutions, as defined in Chapter 2, are identified, their representa-
tives may be added to the Steering Committee.

This section will discuss the roles and basic tasks of each Steering Committee member.

CTC organizer

This is the prime mover/organizer whose idea it is to establish a CTC - the
agency head or an employee, a community activist, a teacher, an owner/manager
of property. The organizer pulls the pieces together and makes, or delegates, key
decisions about how to make the CTC operational.

It may be that the CTC organizer becomes the Center Director, or, when a Center
Director is hired, delegates the bulk of the operational decisions to the Director.
In the latter case, the relationship between the organizer and the Center Director
becomes collegial, similar to that between a CEO and the Board Chairperson (see
the Staffing section of Chapter 4).

Community representatives

The CTC is being designed to serve residents of the immediate and/or the sur-
rounding community. Residents must active participants on the Steering Com-
mittee from the beginning. Tenant organizations, neighborhood associations,
local religious institutions, community service agencies, PTAs, etc. are good
sources for community representatives.  In addition, someone with expertise in
meeting the technology needs of people with disabilities and functional limita-
tions (for example, someone from an ATA Assisitve Technology Resource Center)
should be involved.

Community representatives serve as the liaison with the intended CTC partici-
pants. They publicize the development of the CTC in and for the community, and
their experience serves to inform the Steering Committee of the needs, interests,
and assets present in the community.

Business community representative

Representatives from the local business community can bring special skills,
expertise, and possibly other business support to CTC development. For ex-
ample, a local technology company representative may be able to offer knowl-
edge about computer hardware and software; a corporate representative from a
human resources company may offer expertise in staff development and training;
and an employment services representative could help with job preparation and
placement.  Such folks are typically well-connected to other business leaders in
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the community and can offer feedback on local commerce needs.  Consider con-
necting with area business associations and local Chambers of Commerce.

Professionals

The CTC will need a variety of professional advice and/or service at various
stages of its development. For example, an accountant is needed to set up the
accounting system. Tracking and reporting of income and expenses is important
for several reasons. First, if federal funds are being used to start the CTC, the
CTC may have to have an independent accountantindependent accountantindependent accountantindependent accountantindependent accountant certify that the costs of the
project were what the CTC said they were. This certification will be difficult and
costly without an accounting system in place that generates regular income and
expense reports.

Second, the accounting system will assist the organization in keeping within its
budget. Third, funders will want to see the CTC’s track record. The records
generated by the accounting system are an important piece of the track record.
This accounting system should be computerized and the staff must receive train-
ing in its use.

The CTC should consider obtaining the services of an attorneyan attorneyan attorneyan attorneyan attorney to assist in the
establishment of the CTC. The kinds of activities for which a lawyer may be
needed include:

l establishing the CTC as a nonprofit corporation under state and
federal law;

l entering into subcontracts or partnerships;

l reviewing leases and/or obtaining variances from the local planning
body as necessary for use of the proposed space as a CTC; and

l reviewing any insurance policies.

A marketing/public relations professional  marketing/public relations professional  marketing/public relations professional  marketing/public relations professional  marketing/public relations professional can also provide a valuable service to
the CTC in the creation of a marketing and community outreach plan, and as an
advisor on the issue of developing a strategy for the long-term future of the CTC.
These professionals have the following expertise: ability to write press releases
and place them in newspapers; experience writing grant proposals; and access to
local media organizations such as television, radio and cable stations. Marketing/
public relations professionals may include a public relations company executive,
a public relations specialist from a local corporation, or a professor of public
relations.
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Representative of the educational community

Representatives from the educational community (local schools and their PTA's,
colleges, and universities, libraries, museums,
and adult education programs) will be valuable members of the Steering
Committee. Educators not only will know what the school system offers but also
may provide entry to the other systems as well. The educational community also
may be a valuable source of volunteer instructors, professional development
opportunities, education programs, and so forth.

Other members

After several months, the Steering committee may discover a need for adding
new members. For example, people with knowledge of equipment acquisition,
fundraising, and hiring may be valuable. In addition, as neighborhood institu-
tions with resources that the CTC can tap into are identified by the Steering
Committee (see Chapter 2), representatives of these potential partners should be
added.

What Will CTC Governance Structure Look Like?

One of the first issues the Steering Committee must address is that of governance.
Committee members must agree upon a framework under which the CTC will operate
and they must specify the nature of the decisions that are to be the responsibility of the
different components of that framework. There are multiple options. The most likely
include:

l Governance by an existing non-profit agencyGovernance by an existing non-profit agencyGovernance by an existing non-profit agencyGovernance by an existing non-profit agencyGovernance by an existing non-profit agency. . . . . If the CTC is to be an addi-
tion to offerings of an existing service agency, no separate governance struc-
ture may be needed. On the other hand, it is strongly recommended that the
agency establish a sub-committee of its existing board or a separate advi-
sory group, similar in membership to that recommended for the Steering
Committee, to assist the Center director in handling issues peculiar to CTC
operation. Such issues might include outreach and program promotion,
hardware and software donations, technology-skilled volunteers, resource
identification, and fund-raising opportunities.

l Governance by the communityGovernance by the communityGovernance by the communityGovernance by the communityGovernance by the community..... Here, the Steering Committee develops
organizational documents (such as articles of incorporation, bylaws, a
mission statement) that are required for the establishment of a nonprofit
entity that is tax-exempt according to section 501(c)(3) of the Internal Rev-
enue Code. This entity would then be governed by an elected board of



Center Start-Up Manual

12

directors whose primary responsibilities would be to make sure that the
CTC:

n is clear about its purpose;

n has enough money; and,

n does what it is supposed to do.

An alternative to launching a new non-profit corporation or similar entity is
for the Steering Committee to seek a collaboration with an existing non-
profit that is willing to serve as fiscal agent.fiscal agent.fiscal agent.fiscal agent.fiscal agent. Having a fiscal agent buys time
for the Steering Committee to proceed with planning and operationalizing
the CTC before becoming bogged down in the technicalities of setting up a
formal governance structure of its own. The disadvantage is that the fiscal
agent charges a fee to cover the expenses incurred, usually between 5% and
15% of the gross revenues earned by the CTC.

l Governance by the property owner or managerGovernance by the property owner or managerGovernance by the property owner or managerGovernance by the property owner or managerGovernance by the property owner or manager..... If a property owner or
manager is the primary catalyst for the creation of the CTC and/or provid-
ing a majority of the financing, he or she will make the decision as to
whether the CTC will be will be under the management control of the for-
profit enterprise or independently run under the auspices of a non-profit
organization, which might either be one that is established specifically for
this purpose or, perhaps, an existing nonprofit that provides other services
to residents. In making this decision, the owner/manager must recognize
that for-profit entitities seldom qualify for donations or grants that are tax-
deductible for the donor. Property owners often find that governance by a
non-profit organization helps ensure stronger ties to the community, in-
creasing the program's likelihood of success.

Whether the Steering Committee of the CTC is constituted as a Board of Directors or as
an Advisory Board, it should meet on a regular basis. It should consist of between 5 and
15 people to allow for orderly meetings and constructive work to be performed. Sub-
committees should be constituted to allow inclusion of non-members. The Board/
Committee's major responsibilities, both in the organization and implementation
phases, are policy development, fiscal oversight, and fund-raising. Its major CTC
contact is the Center Director.
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Documentation

The process described in this chapter should result in the production of certain items
that will be necessary in formulating a business plan (see Chapter 9) and assist in the
day to day operation of the center:

l a list of Steering Committee members with their affiliations, addresses,
phone numbers and email addresses;

l minutes of all Steering Committee meetings;

l a timeline for opening the CTC together with a preliminary list of tasks to be
addressed and the designation of those responsible for follow through (this
timeline will be added to and made more detailed as plans for the CTC
progress); and

l a description of the proposed governance structure for the CTC, along with
any documents required for non-profit status application (should that be the
determined governance structure).
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Additional Resources
l Board CafeBoard CafeBoard CafeBoard CafeBoard Cafe

http://www.boardcafe.org

l BoardSource - Building EfBoardSource - Building EfBoardSource - Building EfBoardSource - Building EfBoardSource - Building Effective Nonprofit Boardsfective Nonprofit Boardsfective Nonprofit Boardsfective Nonprofit Boardsfective Nonprofit Boards

http://www.boardsource.org/main.htm

l bridges.org - Guides to Running a CTCbridges.org - Guides to Running a CTCbridges.org - Guides to Running a CTCbridges.org - Guides to Running a CTCbridges.org - Guides to Running a CTC

http://bridges.org/resources/practical.html#RunCTC

l Computers In Our Future TComputers In Our Future TComputers In Our Future TComputers In Our Future TComputers In Our Future Toolkit - CTC StartUp Checklistoolkit - CTC StartUp Checklistoolkit - CTC StartUp Checklistoolkit - CTC StartUp Checklistoolkit - CTC StartUp Checklist

http://www.ciof.org/toolkits/startup-checklist/index.htm

l Developing YDeveloping YDeveloping YDeveloping YDeveloping Your Strategic Planour Strategic Planour Strategic Planour Strategic Planour Strategic Plan

http://www.managementhelp.org/np_progs/sp_mod/str_plan.htm

l Free Complete TFree Complete TFree Complete TFree Complete TFree Complete Toolkit for Boardsoolkit for Boardsoolkit for Boardsoolkit for Boardsoolkit for Boards

http://www.mapnp.org/library/boards/boards.htm

l Greater Boston Broadband Network — Politics of Public Access Cable and theGreater Boston Broadband Network — Politics of Public Access Cable and theGreater Boston Broadband Network — Politics of Public Access Cable and theGreater Boston Broadband Network — Politics of Public Access Cable and theGreater Boston Broadband Network — Politics of Public Access Cable and the
Community TCommunity TCommunity TCommunity TCommunity Technology Movementechnology Movementechnology Movementechnology Movementechnology Movement; Sponsored by the CTC Vista Project and the
College of Public and Community Service at UMass-Boston, available as video on
demand

http://www.bnntv.org/gbbn/

l Internal Revenue Service — Charities & Non-ProfitsInternal Revenue Service — Charities & Non-ProfitsInternal Revenue Service — Charities & Non-ProfitsInternal Revenue Service — Charities & Non-ProfitsInternal Revenue Service — Charities & Non-Profits

http://www.irs.gov/exempt/display/0,,i1%3D3%26genericId%3D15048,00.html

l Neighborhood Networks Lessons Learned in Starting and Running aNeighborhood Networks Lessons Learned in Starting and Running aNeighborhood Networks Lessons Learned in Starting and Running aNeighborhood Networks Lessons Learned in Starting and Running aNeighborhood Networks Lessons Learned in Starting and Running a
Neighborhood Networks Center - June 1999Neighborhood Networks Center - June 1999Neighborhood Networks Center - June 1999Neighborhood Networks Center - June 1999Neighborhood Networks Center - June 1999

http://www.hud.gov/nnw/resourcesforcenters/nnwguide009.html

l Sample of a Board of Directors Committee WSample of a Board of Directors Committee WSample of a Board of Directors Committee WSample of a Board of Directors Committee WSample of a Board of Directors Committee Work Planork Planork Planork Planork Plan

http://www.managementhelp.org/boards/brdwkpln.htm
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l Starting and Understanding YStarting and Understanding YStarting and Understanding YStarting and Understanding YStarting and Understanding Your Nonprofitour Nonprofitour Nonprofitour Nonprofitour Nonprofit

http://www.managementhelp.org/np_progs/np_mod/orgs_crs.htm

l TTTTTwelve Guidelines for Making the Net Wwelve Guidelines for Making the Net Wwelve Guidelines for Making the Net Wwelve Guidelines for Making the Net Wwelve Guidelines for Making the Net Work for Organisationsork for Organisationsork for Organisationsork for Organisationsork for Organisations

http://www.makingthenetwork.org/tools/oguide.htm

l U.S. Department of Education — TU.S. Department of Education — TU.S. Department of Education — TU.S. Department of Education — TU.S. Department of Education — Tool Kit for Bridging the Digital Divideool Kit for Bridging the Digital Divideool Kit for Bridging the Digital Divideool Kit for Bridging the Digital Divideool Kit for Bridging the Digital Divide

http://www.ed.gov/Technology/tool_kit.html
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