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Introduction

From Educational Vision to Institutional Readiness

A vision earns public trust when it is supported by disciplined systems.

Parts 00, 01, and 02 established the foundation of the WhaleWorks Safe Haven Youth Center.
They introduced the purpose of the Center, examined the community need and long-term vision,
and described an educational framework built around academic enrichment, technology,
creativity, mentorship, workforce readiness, leadership, wellness, family engagement, and
service.

Part 03 turns toward the practical responsibilities that make those opportunities safe,
dependable, and sustainable.

A youth center is not defined only by the programs it announces. It is defined by the quality of its
leadership, the clarity of its policies, the consistency of its daily operations, the safety of its
environment, the preparation of its staff and volunteers, and the integrity with which it responds
when challenges occur.

The purpose of this part is to present an operational, governance, and youth protection
framework for the Safe Haven Youth Center. It is not a substitute for adopted board policies, legal
advice, insurance requirements, licensing standards, emergency plans, or detailed operating
procedures. Those documents must be developed, reviewed, approved, and updated as the Center
advances through each stage of implementation.

This framework establishes the principles that should guide that work.

A Culture of Safety and Trust

Safety is not a single policy or background check. It is a culture created through clear
expectations, appropriate supervision, trained personnel, respectful boundaries, thoughtful
facility design, reliable documentation, and the willingness to address concerns promptly.

Young people and families should be able to understand how the Center operates, who is
responsible for decisions, how concerns can be reported, and what standards guide staff,
volunteers, mentors, contractors, and partners.

Trust grows when expectations are visible and consistently practiced.

Governance as Stewardship

Governance is more than compliance. It is the disciplined stewardship of mission, resources,
relationships, and public confidence.
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The WhaleWorks Board of Directors is responsible for protecting the organization's purpose,
exercising fiduciary oversight, establishing policy, evaluating executive leadership, and ensuring
that the Center grows at a pace supported by its people, finances, facilities, and partnerships.

Executive leadership is responsible for translating that direction into daily practice. Staff and
volunteers carry those practices into every interaction with participants and families.

Each level of responsibility must be clearly defined.

Operations That Support the Mission

Effective operations should make the Center feel welcoming rather than bureaucratic.
Registration, attendance, scheduling, transportation, technology access, emergency response, and
recordkeeping are administrative systems, but each system influences the participant
experience.

A family should not have to navigate unnecessary confusion to access a program. A young person
should know where to go, who can help, and what behavior is expected. Staff should have the
tools and authority necessary to respond appropriately. Volunteers should receive training and
supervision rather than being left to interpret expectations independently.

Good systems reduce uncertainty so relationships and learning can flourish.

Responsible Growth

The Safe Haven Youth Center is intended to grow in phases. Early programs may operate through
partnerships, pilot activities, shared spaces, and limited schedules. Later phases may include
expanded staffing, transportation, dedicated facilities, specialized equipment, and regional
programming.

Every phase requires an operational structure appropriate to its actual size and risk.

A small pilot still requires supervision, emergency contacts, participant consent, incident
reporting, and appropriate boundaries. A larger facility requires more advanced systems for
staffing, access control, maintenance, cybersecurity, insurance, training, financial oversight, and
emergency coordination.

Growth should never move faster than readiness.

A Living Framework

Policies must evolve with experience. WhaleWorks should review systems, invite feedback,
document lessons, and correct weaknesses before they become patterns.

The chapters that follow establish a common standard: every decision should protect young
people, strengthen trust, advance the mission, and preserve the Center's ability to serve future
generations.
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03.01 - Operational Philosophy

Mission-centered systems for safe and dependable service

Operations are often described as the work that happens behind the scenes. At the Safe Haven
Youth Center, operations are part of the mission itself.

The way participants are welcomed, supervised, supported, and heard communicates the
Center's values as clearly as any lesson or program. A reliable schedule communicates respect for
families. A prepared staff communicates care. A clear response to concerns communicates
accountability. An accessible facility communicates belonging.

Operational excellence is therefore not separate from youth development. It creates the
conditions in which youth development can occur.
Mission Before Activity

Every proposed program, event, partnership, purchase, and expansion should be evaluated
according to whether it advances the mission and can be delivered responsibly.

Organizations can become busy without becoming effective. New opportunities may be exciting,
but activity should not be confused with progress. Before accepting a project, WhaleWorks
should consider the participant need, required staffing, financial impact, safety considerations,
facility capacity, partner responsibilities, and method for evaluating results.

The question is not only, "Can we do this?" It is also, "Should we do this now, and can we do it
well?"
Consistency Creates Confidence

Young people benefit from predictable environments. Families benefit from knowing what to
expect. Staff and volunteers perform more effectively when responsibilities are clear.

Consistency does not mean rigidity. The Center must remain flexible enough to respond to
individual needs and changing circumstances. It does mean that core standards should not
depend on who happens to be present on a particular day.

Arrival procedures, attendance, supervision, participant release, incident reporting, technology
access, emergency communication, and behavioral expectations should be practiced consistently
across programs.

The Least Restrictive Effective System

Policies should protect participants without creating unnecessary barriers.

An effective operational system is clear enough to guide action, strong enough to manage risk,
and simple enough to be used consistently. Complex procedures that staff cannot remember or
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families cannot understand may create the appearance of control without producing reliable
practice.

WhaleWorks should seek the least restrictive system that effectively protects safety, privacy,
accountability, and program quality.

People and Systems Together

No policy can replace judgment, relationships, or professional care. At the same time, good
intentions cannot replace preparation.

The Center requires both capable people and dependable systems. Staff should understand not
only what a procedure requires, but why it exists. Supervisors should encourage questions before
uncertainty becomes error. Volunteers should know when a situation exceeds their role and
must be referred to staff.

Systems should support responsible judgment rather than attempting to eliminate it.

Dignity in Every Interaction

Operational decisions should preserve participant dignity.

A young person who makes a mistake should be addressed respectfully. A family requesting
accommodation should be heard without embarrassment. A volunteer raising a concern should
not fear retaliation. A staff member receiving corrective feedback should understand the
expectation and the path toward improvement.

Dignity and accountability are compatible. In fact, accountability is most effective when people
understand that standards are applied fairly and respectfully.

Continuous Improvement

The Center should treat operations as a learning system.

Attendance patterns, incident reports, family feedback, staff observations, partner input, facility
issues, and program outcomes all provide information. Reviewing that information helps
leadership identify recurring barriers, training needs, policy gaps, and opportunities for
improvement.

Changes should be documented, communicated, and incorporated into training. Informal
workarounds should not become permanent practices without review.

Operational Readiness Standards

Before launching or expanding a program, leadership should confirm that several conditions are
present: a defined purpose, qualified supervision, appropriate participant ratios, safe space,
required permissions, emergency procedures, adequate funding, reliable equipment, and a
method for documenting participation and outcomes.
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If essential conditions are absent, the responsible decision may be to delay, redesign, reduce
scope, or seek a partner with the necessary capacity.

Readiness is not hesitation. It is stewardship.

Framework Objectives

¢ Align every operational decision with the mission and participant well-being.

o Establish consistent practices across programs, schedules, and locations.

® Use clear systems that staff, volunteers, families, and participants can understand.
¢ Balance flexibility with dependable standards.

* Preserve dignity while maintaining accountability.

¢ Confirm operational readiness before launching or expanding activities.

¢ Use data, feedback, and experience to improve systems continuously.

¢ Treat responsible operations as a direct expression of community trust.
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03.02 - Organizational Structure

Clear roles, reporting relationships, and decision authority

A strong organization allows people to understand where responsibility begins, where it ends,
and how decisions move from policy to practice.

The Safe Haven Youth Center may begin with a small team in which individuals perform
multiple functions. As the organization grows, those functions should become more clearly
separated. The objective is not to create unnecessary hierarchy. It is to prevent confusion, protect
accountability, and ensure that essential responsibilities are not overlooked.

The Board of Directors

The WhaleWorks Board of Directors holds ultimate responsibility for governance. It protects the
mission, adopts major policies, oversees finances, evaluates executive leadership, manages
conflicts of interest, and ensures that the organization remains accountable to its charitable
purpose.

The Board governs the organization. It should not attempt to manage every daily decision.

A healthy relationship between governance and management requires clear boundaries. The
Board establishes direction and oversight. The Executive Director leads implementation and
manages staff, programs, and operations within that direction.

Executive Leadership

The Executive Director serves as the primary link between the Board and daily operations.

This role is responsible for organizational leadership, strategic implementation, staff supervision,
financial management, partnership development, fundraising coordination, policy
administration, and communication with the Board.

As the Center expands, executive leadership may be supported by an Operations Director,
Program Director, Finance or Administration Manager, Development Director, Youth Services
Manager, or other specialized leaders.

Titles may evolve, but accountability should remain clear.
Program and Operational Functions
The Center's work can be understood through several major functions:

Programs and Education: curriculum, workshops, participant engagement, mentorship, career
exploration, and program evaluation.

Operations and Safety: scheduling, facility access, attendance, supervision, emergency readiness,
incident response, transportation coordination, and equipment management.
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Administration and Finance: budgeting, accounting, purchasing, payroll, records, insurance,
contracts, and compliance calendars.

Community Engagement and Development: partnerships, volunteers, donors, grants,
communications, events, and public accountability.

In a small organization, one person may carry responsibilities across multiple functions.
Leadership should still document which responsibilities belong to whom.

Decision Levels

Not every decision requires Board approval, and not every decision should be made by a single

employee.

WhaleWorks should establish a decision-authority matrix identifying decisions reserved for the
Board, decisions delegated to the Executive Director, decisions assigned to managers, and
decisions staff may make within approved procedures.

Examples include spending limits, contract approval, hiring authority, participant suspension,
emergency closure, media response, policy exceptions, data access, and facility access.

Clear delegation allows the organization to act efficiently while preserving oversight.

Separation of Duties

Financial and administrative systems should include reasonable separation of duties.

The same person should not control every stage of receiving money, approving expenses, issuing
payment, and reconciling accounts. When staffing is limited, compensating controls may include
Board review, dual authorization, documented approvals, external bookkeeping, and regular
financial reporting.

The principle applies beyond finance. Sensitive participant concerns, allegations involving staff,
and significant safety incidents should not be handled entirely by one individual without
appropriate review.

Committees and Advisory Groups

The Board may establish committees for finance, governance, fundraising, facilities, programs, or
risk. Committees should have written purposes, defined authority, and reporting expectations.

Advisory groups can provide valuable expertise without exercising governing authority. Youth
councils, family advisory groups, educator roundtables, employer networks, and technical
advisory groups can help the Center remain connected to community experience.

Advisory input should be taken seriously, but final decision responsibility must remain
identifiable.

Safe Haven Youth Center: Prospectus & Development Framework - 9



WHALEWORKS PUBLICATION SERIES | VOLUMEII | PART 03

Growth Without Confusion

Organizational charts should be reviewed as staffing and programs change. Job descriptions
should reflect actual responsibilities. Temporary arrangements should be documented and
revisited rather than continuing indefinitely.

The structure should remain understandable to participants and families. They should know
whom to contact for program questions, safety concerns, accommodations, complaints, volunteer
opportunities, and partnership proposals.

Clarity is a form of service.

Framework Objectives

® Define the governance role of the Board and the management role of executive leadership.

¢ Establish clear reporting relationships across programs, operations, finance, and development.
® Document decision authority and approval thresholds.

* Maintain reasonable separation of duties and compensating controls.

e Use committees and advisory groups with written purposes and boundaries.

¢ Update organizational charts and job descriptions as the Center grows.

¢ Ensure families, participants, staff, and partners know where to direct questions and concerns.
* Build a structure that supports accountability without unnecessary bureaucracy.
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03.03 - Board Governance & Fiduciary
Responsibility

Stewarding mission, resources, ethics, and public confidence

The Board of Directors serves as the governing body of WhaleWorks. Its responsibility is not
ceremonial. Board members are entrusted with the mission, assets, reputation, and long-term
direction of the organization.

Effective governance creates stability while allowing qualified staff to lead daily operations. It
also provides an independent source of oversight when difficult decisions arise.

Duty of Care

Board members should prepare for meetings, review information, ask thoughtful questions, and
make decisions with the level of attention a reasonable person would use when managing
important affairs.

This includes understanding programs, finances, risks, legal obligations, insurance, staffing
capacity, and strategic priorities. Board members do not need to be experts in every subject, but
they must be willing to seek qualified guidance when necessary.

Decisions should be documented through accurate minutes and supporting records.

Duty of Loyalty

Board members must place the interests of WhaleWorks above personal interests when acting on
behalf of the organization.

Potential conflicts of interest should be disclosed promptly. The individual with the conflict
should not control the discussion or vote. Related-party transactions should be evaluated
carefully, documented fully, and approved only when they serve the organization and are fair,
reasonable, and lawful.

A written conflict-of-interest policy should apply to directors, officers, key staff, and others with
decision authority.
Duty of Obedience

WhaleWorks must remain faithful to its charitable purpose, governing documents, adopted
policies, and applicable law.

The Board should ensure that funds are used for authorized purposes, restricted contributions
are honored, required filings are completed, and activities remain consistent with the mission
represented to the public.
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Mission drift can occur gradually. Regular strategic review helps prevent attractive opportunities
from moving the organization away from its core responsibility to young people and community
development.

Board Composition

A healthy Board benefits from a range of experiences and perspectives.

Useful areas of knowledge may include education, youth development, finance, law, business,
nonprofit leadership, healthcare, public safety, technology, facilities, fundraising, human
resources, community engagement, and lived experience within Grays Harbor.

Diversity should include more than professional credentials. The Board should value geographic,
cultural, generational, economic, and personal perspectives that strengthen its understanding of
the community.

Policies Reserved for the Board

The Board should approve major governance and risk policies, including conflict of interest,
whistleblower protection, document retention, financial controls, executive compensation, youth
safeguarding, nondiscrimination, privacy, emergency authority, and complaints involving senior
leadership.

Operational procedures may be developed by staff under Board-approved policy. The distinction
allows policies to remain stable while procedures adapt to changing circumstances.
Executive Oversight

The Board hires, supports, and evaluates the Executive Director.

Evaluation should be based on written goals, financial stewardship, program quality, staff
leadership, partnership development, compliance, organizational culture, and progress toward
strategic priorities. Compensation decisions should be documented and supported by appropriate
comparability information.

The Board should avoid both extremes: neglecting executive oversight or interfering constantly
in daily management.
Financial Oversight

Board members should receive clear financial reports and understand the organization's
financial position.

Oversight includes approving budgets, monitoring cash flow, reviewing restricted funds,
understanding major variances, overseeing audits or financial reviews when appropriate, and
ensuring that internal controls match the size and complexity of the organization.

Financial questions should be welcomed. Transparency protects both the organization and its
leaders.
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Board Development and Evaluation

Board service requires orientation and continued learning.

New members should receive governing documents, policies, financial information, strategic
plans, program descriptions, meeting expectations, and an explanation of fiduciary duties. The
Board should evaluate its own performance periodically, including attendance, participation,
committee effectiveness, diversity, succession planning, and the quality of its relationship with
executive leadership.

Strong governance is developed intentionally.

Framework Objectives

¢ Protect the mission and charitable purpose of WhaleWorks.

¢ Exercise the duties of care, loyalty, and obedience.

* Maintain transparent conflict-of-interest practices.

¢ Build a Board with relevant expertise and diverse community perspectives.

* Approve major governance, financial, ethical, and safeguarding policies.

¢ Evaluate and support executive leadership without managing daily operations.
¢ Review financial performance, risk, and long-term sustainability regularly.

¢ Invest in Board orientation, development, succession, and self-evaluation.
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03.04 - Executive Leadership & Management

Translating Board direction into responsible daily practice

Executive leadership carries the responsibility of turning mission, policy, and strategy into daily
action.

The Executive Director must hold both vision and detail. This role communicates the long-term
purpose of the Safe Haven Youth Center while ensuring that payroll is processed, staff are
supervised, incidents are addressed, programs are prepared, partners receive follow-up, and the
Board receives accurate information.

Leadership credibility is built through consistency.

The Executive Director's Role

The Executive Director is accountable to the Board for organizational performance.

Core responsibilities generally include strategic implementation, program oversight, financial
management, fundraising, staff leadership, partnership development, compliance coordination,
public communication, risk management, and Board support.

The Executive Director should operate within written authority established by policy, budget,
and Board action. Major exceptions, emerging risks, and significant incidents should be reported
promptly rather than delayed until a routine meeting.

Management Through Clear Expectations

Staff cannot meet expectations that have never been defined.

Managers should use written job descriptions, annual goals, supervision schedules, performance
feedback, training plans, and documented procedures. Regular one-on-one meetings help identify
workload concerns, unclear responsibilities, participant issues, and resource needs before they
become larger problems.

Corrective action should be timely, fair, documented, and proportional.
Leadership Presence
Youth-serving leadership requires visibility.

Executive leaders do not need to be present in every room, but they should remain connected to
program reality. Periodic observation, participant feedback, family communication, staff
meetings, and direct engagement with volunteers help leadership understand whether written
systems are functioning as intended.

Decisions made only from reports may miss important context. Decisions made only from
personal impressions may miss patterns. Effective leadership uses both experience and evidence.
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Ethical Decision-Making

Leaders will encounter situations not fully anticipated by policy.

A useful decision process considers participant safety, legal and ethical obligations, mission
alignment, fairness, privacy, financial impact, precedent, and the perspectives of those affected.
When time permits, leaders should consult appropriate staff, Board officers, legal counsel,
insurers, or subject-matter experts.

Emergency authority should be defined in advance, including who may close the Center, contact
emergency services, communicate with media, notify families, or suspend an activity.
Communication and Transparency

Executive leadership should establish predictable communication channels.

Staff need timely operational information. The Board needs accurate governance information.
Families need clear program and safety communication. Partners need defined expectations.
Donors and the public need honest descriptions of progress, needs, and outcomes.

Transparency does not require disclosing confidential information. It requires communicating
what can responsibly be shared and explaining when privacy limits additional detail.
Succession and Continuity

Organizations become vulnerable when essential knowledge exists with only one person.

WhaleWorks should maintain emergency succession procedures, delegated signing authority,
accessible records, current passwords and account inventories, contract calendars, grant
deadlines, vendor information, insurance contacts, and written operational procedures.

Long-term succession planning should also identify future leadership development needs.
Leadership continuity is not a sign of reduced confidence in current leaders. It is a sign of
responsible stewardship.

Preventing Burnout and Concentrated Risk

Mission-driven leaders often carry excessive workloads because the work feels urgent.

The organization should monitor span of control, after-hours demands, emergency coverage,
vacation use, and responsibilities that remain concentrated with one individual. Sustainable
leadership requires delegation, cross-training, realistic priorities, and permission to delay work
that cannot be performed safely or well.

A culture that depends upon exhaustion is not sustainable.
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Framework Objectives

¢ Define the Executive Director's authority and accountability to the Board.

* Translate strategy and policy into clear operational expectations.

e Use regular supervision, feedback, and performance management.

¢ Keep leadership connected to participant, family, staff, and volunteer experience.

¢ Apply an ethical and documented process to difficult decisions.

* Maintain timely communication with the Board and stakeholders.

* Establish emergency and long-term succession plans.

® Protect organizational sustainability through delegation, cross-training, and realistic workload
management.
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03.05 - Youth Protection & Safeguarding

Building a culture in which safety is everyone's responsibility

Youth protection is the highest operational responsibility of the Safe Haven Youth Center.

Safeguarding includes the prevention of abuse, neglect, exploitation, harassment, grooming,
bullying, unsafe supervision, boundary violations, and avoidable environmental hazards. It also
includes creating clear ways for participants, families, staff, and volunteers to raise concerns and
receive an appropriate response.

A safeguarding culture assumes that safety must be designed, practiced, supervised, and
reviewed.
Code of Conduct

WhaleWorks should adopt a written youth protection code of conduct for directors, staff,
volunteers, mentors, contractors, interns, and partners who interact with participants.

The code should address appropriate communication, physical contact, transportation, gifts,
social media, photography, electronic messaging, discipline, one-on-one interactions, restroom
and changing-area supervision, overnight activities, and relationships outside program hours.

Expectations should be explained during orientation and acknowledged in writing.

Screening and Selection

Background screening is one component of a broader selection process.

Roles involving youth should include applications, identity verification, reference checks,

interviews, disclosure questions, and screening appropriate to the position and applicable
requirements. A clear review process should address incomplete information, concerning
history, and rescreening intervals.

No screening method can predict every risk. Ongoing supervision remains essential.
Supervision and the Rule of Visibility
Programs should be designed to reduce isolated interactions.

Whenever practical, activities should occur in observable and interruptible spaces. One-on-one
mentoring may be valuable, but the setting, schedule, communication method, and supervision
should be structured. Closed or hidden spaces should be avoided unless necessary for privacy
and managed through approved procedures.

Staffing ratios should reflect participant age, activity type, facility layout, individual support
needs, transportation, and risk level.
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Boundaries

Caring relationships require clear boundaries.

Adults should not ask participants to keep secrets, use favoritism to create dependence,
communicate through unapproved private channels, or involve youth in adult personal
problems. Gifts, money, rides, and contact outside the program should follow written rules and
supervisory approval.

Boundaries protect both participants and responsible adults.

Reporting Concerns

Every person working with the Center should know how to report suspected abuse, policy
violations, unsafe behavior, or concerning patterns.

Training should explain internal reporting channels, emergency response, mandatory reporting
responsibilities that may apply, preservation of information, non-retaliation, and the limits of
internal investigation. When a report involves possible criminal conduct or child abuse, the
organization should not delay required external reporting while attempting to resolve the matter
internally.

Specific procedures must be reviewed for compliance with applicable law and professional
guidance.
Response and Support

Reports should be received with seriousness, respect, and appropriate confidentiality.

The immediate priority is participant safety. Leadership may need to separate individuals,
contact emergency services, notify guardians when appropriate, preserve records, consult
authorities, involve insurers or legal counsel, and provide support resources.

The person receiving a report should avoid promising absolute secrecy or conducting an
untrained interrogation.

Training and Reinforcement

Safeguarding training should occur before unsupervised service and continue regularly.

Topics should include recognizing indicators of abuse, responding to disclosures, appropriate
boundaries, digital communication, bullying, harassment, trauma-informed interaction,
participant release, transportation safety, and incident documentation.

Training should be reinforced through supervision, observation, refreshers, scenario practice,
and policy acknowledgment.

Youth Voice in Safety

Participants should receive age-appropriate information about their rights and the Center's
expectations.
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Young people should know that they may say no to inappropriate contact, ask for another adult,
report behavior that makes them uncomfortable, and seek help without punishment. Feedback
methods should include options that do not require confronting the person involved.

A safe culture listens to young people.

Framework Objectives

¢ Adopt a comprehensive youth protection code of conduct.

* Use screening, reference checks, orientation, and ongoing supervision together.

* Design spaces and activities to remain observable and interruptible.

¢ Establish clear boundaries for communication, gifts, transportation, and contact outside programs.
¢ Train all personnel to recognize, report, and respond to safeguarding concerns.

* Maintain non-retaliation and confidential reporting channels.

¢ Coordinate promptly with appropriate authorities and professional advisors.

e Teach participants their rights and provide accessible ways to seek help.
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03.06 - Enrollment, Consent & Participant
Records

Welcoming families through clear, secure, and respectful administration

Enrollment is often a family's first detailed interaction with the Safe Haven Youth Center.

The process should gather the information necessary for safety and program participation
without creating unnecessary complexity or collecting information the Center cannot protect
responsibly.

Clear enrollment practices strengthen access, communication, and trust.

Registration Information

Registration should collect participant identity, age, guardian information, emergency contacts,
authorized pickup individuals, relevant medical or accommodation information, communication
preferences, and program-specific permissions.

Forms should explain how information will be used, who may access it, and how families can
update it.

The Center should avoid requesting sensitive information merely because it might be useful
someday. Data collection should have a defined purpose.
Informed Consent

Families should understand the nature of the activity, schedule, supervision, transportation,
technology use, physical demands, foreseeable risks, costs, refund practices, and emergency
procedures.

Consent should be specific enough to be meaningful. A general enrollment form should not
automatically authorize every future field trip, media use, specialized activity, or data-sharing
arrangement.

Participants should also receive age-appropriate explanations and opportunities to ask questions.

Medical and Accommodation Information

The Center may need information related to allergies, medications, disabilities, behavioral
support, emergency care, dietary needs, mobility, communication, or other accommodations.

This information should be handled respectfully and shared only with personnel who need it to
support safety and participation.

WhaleWorks should communicate honestly about its capacity and work with families to identify
reasonable solutions. The objective is inclusion, not the creation of unnecessary barriers.
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Authorized Release

Participant release procedures should identify who may pick up a young person and how identity
will be verified.

Changes to authorization should require a defined process. Staff should know how to respond
when an unauthorized individual arrives, when guardians disagree, when a participant is not
picked up, or when safety concerns are present.

Older youth may be permitted to leave independently when authorized by a guardian and
appropriate to the program. That permission should be documented.

Attendance and Participation Records

Accurate attendance supports safety, evaluation, billing when applicable, grant reporting,
transportation, and emergency accountability.

The Center should record arrival, departure, program participation, and unusual changes.
Attendance systems should be simple enough to use consistently and protected from
unauthorized access.

During emergencies, staff must be able to determine who is present without relying on memory.

Confidentiality and Access

Participant records should be organized according to sensitivity and need.

Not every employee or volunteer requires access to complete files. Role-based access helps
protect privacy. Paper records should be secured. Digital records should use approved systems,
strong authentication, and reliable backup procedures.

Requests for records, corrections, transfers, subpoenas, or external disclosures should follow
written procedures and legal review when appropriate.

Retention and Destruction

WhaleWorks should adopt a record retention schedule addressing enrollment forms, consent
records, attendance, incident reports, medication documentation, financial records, background
screening, volunteer files, and program evaluation data.

Records should not be retained indefinitely without purpose. Secure destruction reduces privacy
risk and supports responsible administration.

Family Communication

Enrollment information changes. Phone numbers, emergency contacts, medical needs, pickup
permissions, and school schedules may be updated throughout the year.

The Center should establish a simple method for families to report changes and a periodic
process for confirming critical information.

Good records remain accurate because communication remains active.
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Framework Objectives

® Collect only information necessary for safety, participation, and responsible administration.
¢ Provide clear and activity-specific consent.

¢ Protect medical, accommodation, and family information.

* Maintain reliable authorized-release procedures.

* Record attendance and participant location accurately.

® Use role-based access for paper and digital records.

* Establish retention, correction, disclosure, and secure-destruction procedures.

® Make enrollment understandable, accessible, and respectful for families.
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03.07 - Staffing Framework

Recruiting, supporting, and retaining qualified people

The quality of the Safe Haven Youth Center will depend heavily upon the people entrusted with
its daily work.

Facilities and curriculum matter, but participants experience the Center through staff members
who greet them, teach them, listen to them, supervise activities, respond to conflict, and model
professional behavior.

Staffing should be treated as a strategic investment rather than an administrative expense alone.

Workforce Planning

WhaleWorks should identify the positions required at each stage of growth.

Early programming may rely upon an Executive Director, program coordinator, part-time
instructors, and trained volunteers. Expansion may require dedicated operations, youth services,
administrative, development, technology, wellness, transportation, and facility roles.

Workforce plans should account for supervision, time off, training, evening or weekend
coverage, seasonal programs, and emergency backup. A staffing plan based only on ideal
attendance or continuous availability will not remain reliable.

Job Descriptions and Qualifications

Every position should have a current job description describing purpose, responsibilities,
reporting relationships, minimum qualifications, physical or scheduling expectations, decision
authority, and youth protection responsibilities.

Qualifications should be connected to actual job needs. Some roles may require degrees,
certifications, licenses, technical expertise, or prior youth experience. Other roles may value lived
experience, community relationships, bilingual ability, or specialized practical skills.

Requirements should not create unnecessary barriers while safety and competence remain non-
negotiable.

Fair Recruitment and Selection
Recruitment should be broad, transparent, and mission-aligned.

Selection should include structured interviews, consistent evaluation criteria, reference checks,
required screening, and documentation of the decision. Interview questions should explore
judgment, communication, boundaries, adaptability, teamwork, and experience supporting
diverse young people.

Hiring should never be rushed simply because a program date is approaching.
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Orientation

New staff should receive orientation before assuming full responsibility.

Orientation should cover mission, organizational structure, job expectations, youth safeguarding,
emergency procedures, participant conduct, confidentiality, technology, incident reporting,
family communication, mandated reporting obligations that may apply, and whom to contact for
help.

Employees should acknowledge key policies and demonstrate understanding through discussion
or scenario practice.
Training and Professional Development

Learning should continue after orientation.

Training priorities may include first aid, CPR, trauma-informed care, de-escalation, disability
inclusion, cultural responsiveness, digital safety, classroom management, mentorship,
transportation, food safety when applicable, and program-specific technical skills.

A professional development plan should connect individual growth with organizational needs.

Supervision and Performance

Regular supervision supports quality and retention.

Managers should provide feedback, recognize strengths, address concerns, review goals, and
discuss participant needs. Performance evaluation should include both results and conduct. A
talented instructor who ignores boundaries or documentation requirements cannot be
considered effective.

Serious concerns should be addressed promptly. Minor concerns should not be allowed to
accumulate without feedback.

Compensation and Sustainability

WhaleWorks should seek compensation practices that are responsible, transparent, and
competitive within its financial capacity.

Budgets should account for wages, payroll taxes, benefits where available, training time,
preparation, supervision, background screening, and administrative support. Underfunded
positions create turnover and hidden operational risk.

Executive and key employee compensation should follow Board-approved processes and
appropriate comparability review.

Staff Well-Being

Youth-serving work can be emotionally demanding.
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Leaders should monitor workload, secondary stress, exposure to difficult disclosures, schedule
intensity, and the need for debriefing. Staff should know how to seek support without being
viewed as incapable.

A stable workforce is created through clear expectations, fair treatment, meaningful supervision,
professional growth, and a culture that values people as much as performance.

Framework Objectives

¢ Develop staffing plans appropriate to each stage of program growth.

* Maintain current job descriptions and role-specific qualifications.

e Use fair, documented, and safety-centered hiring practices.

¢ Provide comprehensive orientation before independent responsibility.
¢ Invest in continuing training and professional development.

e Use regular supervision and timely performance feedback.

¢ Budget honestly for the full cost of qualified staffing.

* Support employee well-being, retention, and sustainable workloads.
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03.08 - Volunteer & Mentor Management

Transforming community generosity into safe and meaningful service

Volunteers and mentors can expand opportunity far beyond what paid staff can provide alone.

Educators, retirees, business owners, artists, technicians, college students, tradespeople,
healthcare professionals, veterans, public servants, and community members each possess
knowledge capable of inspiring young people.

Generosity becomes most effective when it is supported by structure.

Defined Volunteer Roles

Volunteers should enter clearly defined roles rather than being asked simply to "help wherever
needed.”

Role descriptions should identify duties, time commitment, supervision, required skills, screening
level, training, boundaries, and whether the position includes direct participant contact.

Short-term event volunteers may require different preparation than long-term mentors, drivers,
coaches, or instructors.
Recruitment and Motivation

Recruitment messages should describe the mission honestly and explain what responsible
service requires.

People volunteer for many reasons: community connection, professional contribution, personal
experience, career exploration, or the desire to support youth. Understanding motivation helps
WhaleWorks place individuals in roles where they can succeed while maintaining appropriate
boundaries.

The Center should never imply that enthusiasm alone is sufficient for every role.
Screening
Volunteer screening should be proportionate to access and responsibility.

Direct-service roles may require applications, interviews, references, background checks, identity
verification, driving review, or credential confirmation. Limited event roles may use supervised
access and simplified screening.

The organization should document screening decisions and establish rescreening practices.
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Orientation and Training

Every volunteer should receive an introduction to WhaleWorks, the specific role, supervision,
emergency procedures, confidentiality, participant conduct, youth safeguarding, and reporting
expectations.

Mentors and recurring volunteers need deeper preparation in communication, developmental
differences, trauma awareness, cultural respect, digital boundaries, and how to respond when a
young person shares a serious concern.

Training should match the responsibility being accepted.

Supervision
Volunteers remain part of the Center's operational system.

A designated staff member should approve assignments, observe service, answer questions,
review concerns, and confirm that volunteers remain within their roles. Volunteers should not
be expected to handle discipline, counseling, transportation, medication, or confidential
information unless specifically authorized and trained.

Support prevents uncertainty from becoming risk.

Mentoring Relationships

Mentorship should be purposeful, consistent, and appropriately matched.

The Center should consider participant interests, age, goals, communication style, family input,
mentor experience, availability, and potential conflicts. Meetings should occur through approved
locations and communication channels. Contact outside scheduled activities should follow clear
rules.

Mentoring outcomes may include confidence, goal setting, career exposure, academic
encouragement, leadership, and connection to opportunity. The relationship should support the
participant rather than create dependence upon the mentor.

Recognition and Retention

Volunteers deserve appreciation, communication, and evidence that their service matters.

Recognition may include thank-you messages, impact updates, training opportunities,
community events, references, awards, or leadership roles. Recognition should not replace
supervision, but it strengthens belonging and retention.

Feedback should move in both directions. Volunteers often identify operational barriers and
participant needs that leadership may not see directly.

Ending Service Responsibly

Volunteer service may end because a project is complete, availability changes, performance is
inconsistent, boundaries are violated, or the role is no longer appropriate.
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WhaleWorks should maintain a process for reassignment, corrective feedback, suspension, and
termination. Access to facilities, systems, records, and participants should end promptly when
service ends.

A respectful ending protects the organization and preserves community relationships where
possible.

Framework Objectives

Define volunteer and mentor roles before recruitment.

Match screening and training to the level of access and responsibility.

Provide orientation before service begins.

Assign a staff supervisor to every volunteer function.

Structure mentoring relationships around consistency, boundaries, and participant goals.
Recognize volunteer contributions and invite constructive feedback.

Maintain documentation of service, training, and performance.

End or modify assignments promptly when safety, conduct, or fit requires action.
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03.09 - Daily Center Operations

Reliable routines that create a welcoming participant experience

Daily operations transform written plans into lived experience.

A young person may not see the attendance system, staffing plan, inspection checklist, or
emergency binder. They will experience the results: a prepared room, a mentor who knows the
schedule, equipment that works, clear transitions, and adults who respond calmly when
something changes.

Reliable routines create space for learning and connection.

Opening Procedures

Before participants arrive, designated staff should confirm that the facility is safe, accessible,
appropriately staffed, and ready for the scheduled activities.

Opening checks may include entrances, alarms, emergency exits, restrooms, first aid supplies,
communication devices, room conditions, equipment, internet access, temperature, food areas,
transportation updates, and review of participant needs.

Problems should be documented and addressed before access when safety may be affected.
Arrival and Check-In
Arrival should be welcoming and controlled.

Staff should verify attendance, note transportation or pickup changes, identify visitors, and direct
participants to supervised areas. Younger participants may require direct transfer from
guardians or transportation providers. Older youth may use independent check-in under
approved procedures.

Late arrivals and unexpected absences should be handled consistently.
Scheduling and Transitions
Programs should use schedules that are structured without becoming inflexible.

Participants benefit from knowing what will happen, where they should be, and when transitions
will occur. Staff should communicate changes early and provide support to young people who
may need additional preparation.

Transition periods often create supervision risk. Hallways, entrances, restrooms, equipment
areas, and mixed-program spaces require deliberate coverage.

Room and Activity Supervision

Each activity should have an identified lead person and clear participant capacity.
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Supervision depends upon age, activity, space, equipment, individual needs, and the experience
of personnel. Technology labs, kitchens, workshops, recreation, transportation, and outdoor
activities may require specialized rules.

Staff should remain engaged rather than relying upon physical presence alone.

Visitors and Facility Access

Visitors should enter through designated points, identify their purpose, and remain within
approved areas.

Vendors, donors, partners, media, family members, and public officials may be welcomed, but
access to youth areas should not occur without supervision and appropriate permission.
Contractors should follow safety and conduct requirements.

Access controls should reflect the facility without creating an unwelcoming atmosphere.
Equipment and Supplies
Equipment should be inventoried, maintained, stored, and used according to risk.

Computers, cameras, tools, robotics components, audio equipment, recreational supplies, food-
service items, and vehicles each require different controls. Participants should receive
instruction before use. Damaged equipment should be removed from service until evaluated.

Purchasing decisions should include maintenance, replacement, security, and training costs.

Food and Refreshments

When food is provided, the Center should address allergies, sanitation, storage, preparation,
supervision, and participant information.

Food activities should follow applicable health requirements and the actual capabilities of the
site. Staff should avoid making assumptions about dietary restrictions or medical risk.

Simple procedures protect both health and inclusion.
Closing and Participant Release
The day does not end when the final activity concludes.

Staff must confirm participant release, address late pickup, secure records and equipment,
inspect rooms, document incidents, communicate follow-up needs, and close the facility safely.
Cash, keys, medications, devices, and confidential information require specific controls.

A closing checklist helps prevent important tasks from depending upon memory.
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Framework Objectives

¢ Use documented opening and closing procedures.

* Maintain accurate check-in, attendance, and participant-release practices.

® Supervise transitions and shared spaces intentionally.

¢ Assign responsibility and capacity limits for every activity.

¢ Control visitor and contractor access appropriately.

* Maintain equipment through inventory, training, inspection, and repair systems.

¢ Address food, allergy, and sanitation responsibilities.

e Record daily issues and communicate follow-up needs before the next program period.
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03.10 - Participant Conduct, Inclusion &
Belonging

Creating accountability without sacrificing dignity

The Safe Haven Youth Center should be a place where young people feel safe enough to
participate, make mistakes, ask for help, and grow.

Belonging does not mean the absence of expectations. It means that expectations are fair,
understandable, consistently applied, and connected to the well-being of the community.

Participant conduct should be guided through teaching, relationship, restoration, and
appropriate accountability.
Community Expectations

The Center should communicate a small set of core expectations in language participants can
understand.

Respect people and property. Follow safety instructions. Use technology responsibly. Keep hands
and objects to yourself. Include others. Ask for help. Take responsibility for choices. Protect
privacy. Contribute to the learning environment.

Expectations should be explained during orientation and reinforced through staff modeling.

Developmentally Appropriate Responses

Young people develop at different rates and bring different experiences, communication styles,
disabilities, and support needs.

A response to behavior should consider age, intent, impact, pattern, safety, and the participant's
ability to understand the expectation. The same consequence may not be effective or equitable in
every circumstance.

Flexibility should not become inconsistency. Staff need guidance and supervisory support.

Restorative Practice

When harm occurs, the objective is not only to stop the behavior. It is to repair relationships,
understand impact, rebuild trust, and teach a more responsible response.

Restorative questions may include: What happened? Who was affected? What were you trying to
accomplish? What needs to happen now? How can the situation be repaired? What support
would help prevent repetition?

Restorative practice is not appropriate for every situation, and it should never pressure a harmed
participant to engage directly with someone who feels unsafe.
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Bullying, Harassment, and Discrimination

Bullying, harassment, sexual misconduct, intimidation, retaliation, and discrimination should be
addressed promptly.

Policies should apply to in-person and digital conduct connected to the Center. Participants
should know how to report concerns. Staff should document the response, protect against
retaliation, communicate with families as appropriate, and consider safety planning.

The Center should not dismiss harmful behavior as ordinary conflict when there is a pattern,
power imbalance, targeted identity, or significant impact.
Inclusion and Accessibility

WhaleWorks should welcome participants across race, ethnicity, culture, religion, sex, gender
identity, sexual orientation, disability, language, family structure, economic circumstance, and
other protected or personal characteristics.

Inclusion requires more than a nondiscrimination statement. It requires accessible
communication, thoughtful scheduling, reasonable accommodations, culturally respectful
materials, varied learning methods, and staff who understand how bias may influence decisions.

The Center should invite families and participants to identify barriers.

Progressive Intervention

Behavioral responses may include redirection, reflection, skill-building, restorative action,
temporary activity restriction, family conference, support plan, suspension, or termination of
participation.

Immediate removal may be necessary when behavior presents serious danger or major
safeguarding concerns. Decisions should be documented, reviewed, and communicated clearly.

Whenever possible, the Center should identify a path for successful return.
Participant Voice
Young people should help shape the culture of the Center.

Participant councils, surveys, listening sessions, peer leadership, suggestion systems, and
program reflection can reveal whether expectations feel fair and whether certain spaces or
practices create barriers.

Youth voice does not eliminate adult responsibility. It improves adult decision-making.

Safe Haven Youth Center: Prospectus & Development Framework - 33



WHALEWORKS PUBLICATION SERIES | VOLUMEII | PART 03

Framework Objectives

¢ Communicate clear, age-appropriate community expectations.

* Respond to behavior according to safety, development, impact, and individual need.
* Use restorative approaches when appropriate and voluntary.

® Address bullying, harassment, discrimination, and retaliation promptly.

¢ Build inclusion through accessible systems and culturally respectful practice.

® Use progressive intervention with documentation and supervisory review.

* Preserve a path toward learning and successful return whenever possible.

¢ Include youth voice in the ongoing development of Center culture.

Safe Haven Youth Center: Prospectus & Development Framework - 34



WHALEWORKS PUBLICATION SERIES | VOLUMEII | PART 03

03.11 - Health, Wellness & Emergency
Preparedness

Preparing calmly for routine needs and unexpected events

Health and emergency preparedness begin before a crisis.

The Safe Haven Youth Center should maintain systems that allow staff to respond to illness,
injury, severe weather, fire, utility failure, violence, missing participants, hazardous conditions,
and other emergencies with calm, coordinated action.

Preparedness protects participants and strengthens confidence among families, staff, volunteers,
partners, and emergency responders.
Emergency Planning

The Center should maintain a written emergency operations plan appropriate to each program
location.

The plan should address evacuation, shelter-in-place, lockdown when appropriate, severe
weather, earthquake, fire, medical emergencies, missing or abducted participants, hazardous
materials, power outage, water interruption, transportation incidents, and continuity of
communication.

Responsibilities should be assigned by role rather than relying upon a single named person.

Coordination With Responders

Local fire, emergency medical, law enforcement, public health, emergency management, and
facility partners may provide valuable guidance.

Leadership should invite appropriate review of evacuation routes, access points, reunification
plans, alarm systems, emergency supplies, and communication procedures. Contact information
should remain current.

Relationships established before an emergency improve coordination during one.
Drills and Training
Written plans are not enough.

Staff and volunteers should receive role-specific training and participate in drills appropriate to
the site and participant population. Drills should be calm, age-appropriate, inclusive of
participants with disabilities, and followed by review.

The purpose is confidence and improvement, not fear.

Safe Haven Youth Center: Prospectus & Development Framework - 35



WHALEWORKS PUBLICATION SERIES | VOLUMEII | PART 03

First Aid and Medical Response

The Center should maintain accessible first aid supplies and trained personnel during program
hours.

Procedures should address emergency medical services, guardian notification, documentation,
medication when permitted, allergies, asthma, seizure response, bloodborne pathogen
precautions, and the limits of staff authority.

Medical information should be available to those who need it while remaining protected.

Communicable Illness

Ilness procedures should explain when participants or staff should remain home, how
symptoms during programming will be handled, how families will be contacted, and how
cleaning or public health guidance will be followed.

Policies should remain flexible enough to respond to changing public health conditions without
stigmatizing individuals.

The Center should communicate expectations clearly before illness occurs.

Mental and Emotional Crisis

Young people may experience panic, grief, self-harm concerns, suicidal statements, trauma
responses, or other emotional crises.

Staff should receive training appropriate to their roles and know when to involve guardians,
crisis professionals, emergency services, school partners, or healthcare providers. The Center
should not represent general staff or mentors as mental health clinicians unless they hold
appropriate qualifications.

Immediate safety, respectful communication, and referral are central.

Family Reunification and Communication

Emergency plans should include reunification procedures identifying where participants will be
released, how guardians will be verified, what information will be communicated, and how
rumors will be managed.

Communication channels may include phone, text, email, website, social media, or partner
systems. The Center should maintain backup options when power or internet service is
unavailable.

After-Action Review

After a drill, incident, or emergency, leadership should review what occurred, what worked,
what failed, what support is needed, and what changes should be made.

The review should focus on learning rather than blame while preserving accountability for
misconduct or neglect.
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Preparedness improves through honest reflection.

Framework Objectives

e Maintain site-specific emergency operations and communication plans.
* Coordinate planning with facilities and local emergency partners.

¢ Train staff and conduct age-appropriate drills.

* Maintain first aid capability and clear medical response procedures.

¢ Address communicable illness respectfully and consistently.

® Prepare staff to recognize and refer mental or emotional crises.

¢ Establish reliable family reunification and notification procedures.

e Use after-action review to strengthen readiness continuously.

Safe Haven Youth Center: Prospectus & Development Framework - 37



WHALEWORKS PUBLICATION SERIES | VOLUMEII | PART 03

03.12 - Transportation & Accessibility

Removing barriers while protecting participant safety

Transportation can determine whether an opportunity is truly accessible.

In rural and coastal communities, distance, work schedules, limited public transportation,
weather, and vehicle availability may prevent families from participating even when programs
are free.

The Safe Haven Youth Center should treat transportation as both an access issue and a safety

responsibility.

Transportation Models

The Center may use several models over time: guardian transportation, school or partner
coordination, contracted transportation, organization-owned vehicles, approved volunteer
drivers, public transit support, or limited travel assistance.

Each model carries different responsibilities for insurance, driver qualification, vehicle
inspection, supervision, scheduling, consent, and emergency response.

WhaleWorks should not begin transportation services without adequate systems and
professional review.

Driver Standards
Drivers should meet requirements appropriate to the vehicle and service.

Standards may include valid licensing, acceptable driving history, background screening,
training, insurance verification, vehicle authorization, emergency procedures, and restrictions
on mobile device use or unscheduled stops.

The organization should define who may drive participants and prohibit informal exceptions.

Vehicle Safety

Vehicles used for programming should be maintained, inspected, clean, and appropriate to
passenger needs.

Procedures should address seat belts, child restraints when applicable, passenger counts, vehicle
capacity, loading, unloading, weather, emergency supplies, breakdowns, accidents, and post-trip
inspection.

No participant should be left unattended in a vehicle.

Supervision During Travel

Transportation is part of the program environment.
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Behavioral expectations, safeguarding standards, authorized routes, communication, and
supervision remain in effect. When practical, responsibilities for driving and participant
supervision should be separated.

Field trips should include rosters, emergency contacts, medication information when needed,
staff assignments, destination contacts, and contingency plans.
Accessibility

Transportation and facilities should be evaluated for physical, sensory, communication, and
cognitive accessibility.

Accessible participation may require mobility support, adapted equipment, interpreters,
translated materials, visual schedules, quiet spaces, additional transition time, or individualized
planning.

Families and participants should be invited to describe what support would make participation
successful.

Geographic Access

Aregional program should consider whether its schedule and location unintentionally exclude
communities outside the immediate area.

Rotating programs, satellite partnerships, virtual participation, transportation assistance, shared
school locations, and coordinated schedules may expand access without requiring every
participant to travel to one facility.

Regional growth should be guided by actual participation patterns and partner capacity.
Cost and Equity
Transportation costs should be included honestly in program budgets.

Fuel, insurance, maintenance, driver time, training, dispatch, repairs, replacement, and
accessibility equipment can be substantial. Free programming is not fully accessible when
transportation remains unaffordable or unavailable.

Funding proposals should recognize transportation as a core program support rather than an
optional extra.

Incident Response

Transportation procedures should address late vehicles, missed pickups, unauthorized release,
unsafe weather, accidents, mechanical failure, participant illness, and loss of communication.

Families should know whom to contact and how updates will be provided.

Reliable transportation depends upon planning for the moment when the schedule does not go as
expected.
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Framework Objectives

¢ Evaluate transportation as a core access and safety issue.

e Select transportation models appropriate to organizational capacity.

e FEstablish driver, insurance, and vehicle standards.

* Maintain supervision and safeguarding during travel.

¢ Plan field trips with rosters, consent, assignments, and contingencies.

¢ Identify and address accessibility needs with participant and family input.
e Use partnerships and flexible delivery to improve regional access.

¢ Budget for the complete cost of safe and equitable transportation.
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03.13 - Technology, Privacy & Digital Safety

Using modern tools without compromising trust

Technology is central to the educational vision of the Safe Haven Youth Center.

Participants may use computers, cameras, audio equipment, robotics systems, design software,
cloud platforms, artificial intelligence tools, online research, and digital communication. These
resources create extraordinary opportunity, but they also introduce responsibilities related to
privacy, security, consent, intellectual property, and appropriate use.

Digital safety should be taught and practiced together.

Acceptable Use

WhaleWorks should maintain an acceptable-use agreement for participants, staff, volunteers,
and guests.

The agreement should address account security, respectful communication, prohibited content,
harassment, unauthorized access, downloading, software installation, personal devices,
recording, copyright, damage, and consequences for misuse.

Rules should be age-appropriate and connected to education rather than presented only as
restrictions.

Account and Access Management
Users should receive only the access necessary for their roles.

Shared passwords, unmanaged administrator accounts, and former personnel retaining access
create avoidable risk. The Center should maintain processes for account creation, approval,
multifactor authentication where practical, password reset, device assignment, and prompt
removal of access.

An inventory should identify devices, systems, owners, and renewal dates.

Participant Privacy

Digital systems may contain names, contact information, attendance, accommodations, images,
projects, communications, and evaluation data.

WhaleWorks should understand where information is stored, who can access it, how it is backed
up, whether vendors use it for additional purposes, and how it can be deleted or exported.

The least amount of sensitive data necessary should be collected.
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Photography, Video, and Media

Images can celebrate participant achievement and communicate impact. They can also affect
privacy and safety.

Media consent should be separate, understandable, and revocable within practical limits. Staff
should know which participants may be photographed and how images may be used. Names,
locations, schedules, and other identifying details should be shared cautiously.

Participants should be taught to obtain permission before recording others.

Digital Communication Boundaries

Communication with participants should occur through approved channels that support
transparency and supervision.

Private messaging through personal accounts, disappearing-message applications, or
unapproved social media should be prohibited or tightly controlled. Group communication,
organizational accounts, guardian inclusion when appropriate, and record retention can reduce
risk.

Emergencies and sensitive disclosures should be transferred to appropriate staff rather than
handled casually through text.
Cybersecurity

Basic cybersecurity is an operational necessity.

WhaleWorks should maintain software updates, device protection, secure Wi-Fi, backups,
phishing awareness, vendor review, incident response, and recovery procedures. Sensitive
information should not be stored on personal devices without authorization and protection.

A breach response plan should identify who will investigate, preserve evidence, contact vendors,
notify leadership, communicate with affected individuals, and obtain legal or insurance
guidance.

Artificial Intelligence

Artificial intelligence may support learning, creativity, accessibility, administration, and
research. It also raises concerns about accuracy, bias, privacy, authorship, and overreliance.

The Center should teach participants to verify information, protect personal data, disclose Al
assistance when appropriate, respect intellectual property, and understand that automated
output may be incorrect or unfair.

Staff should not place confidential participant information into public Al systems without
approved safeguards.
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Digital Citizenship

Technology education should help young people become responsible creators and community
members.

Digital citizenship includes privacy, source evaluation, civil communication, media literacy,
security, consent, reputation, and the ability to recognize manipulation or misinformation.

The goal is not to create fear of technology. It is to build confidence, judgment, and ethical use.

Framework Objectives

* Adopt age-appropriate acceptable-use standards.

* Control accounts and access according to role and need.

* Minimize and protect participant data.

® Use clear consent for photography, video, and public communication.
® Require approved and observable digital communication channels.

* Maintain practical cybersecurity and breach-response systems.

¢ Establish responsible guidelines for artificial intelligence.

¢ Teach digital citizenship as part of every technology program.
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03.14 - Risk Management & Organizational
Protection

Identifying risk early and responding with discipline

Risk management allows WhaleWorks to pursue opportunity without ignoring responsibility.

The objective is not to eliminate every possibility of harm. No organization can do so. The
objective is to identify foreseeable risk, reduce it through reasonable controls, prepare for
response, and make informed decisions about what the organization can responsibly undertake.

Risk management should support the mission rather than operate only after something goes
wrong.
A Shared Risk Framework

WhaleWorks should review risk across several categories: participant safety, personnel, facilities,
transportation, technology, finance, legal compliance, reputation, partnerships, fundraising, data,
and continuity of operations.

Each significant risk should have an owner, prevention measures, response plan, and review
schedule. A risk register can help leadership and the Board identify priorities and track
improvement.

The most serious risks deserve attention even when they are unlikely.

Insurance

Insurance should reflect the organization's actual activities.

Coverage may include general liability, directors and officers, employment practices, workers'
compensation, property, cyber, automobile, abuse and molestation, professional liability, event
coverage, and other specialized protections.

Policies contain exclusions, conditions, and reporting requirements. Leadership should review
coverage with qualified professionals and notify insurers promptly when required.

Insurance does not replace safe practice.

Contracts and Partnerships

Written agreements should define purpose, responsibilities, supervision, insurance,
confidentiality, data, intellectual property, transportation, equipment, payment, termination, and
incident response as relevant.

A partnership described warmly in public should still be documented carefully in private. Clear
agreements protect relationships by reducing assumptions.
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Individuals should sign contracts only within delegated authority.

Facility Risk

Facilities should be assessed for access, exits, fire protection, electrical safety, security, water,
sanitation, accessibility, hazardous materials, storage, outdoor areas, tools, equipment, and
environmental conditions.

Leases and shared-use agreements should clarify maintenance, repairs, insurance, keys,
emergency authority, and responsibility for injuries or damage.

A program should not operate in a space simply because it is available.
Financial and Fraud Risk
Financial controls protect charitable resources and the people who manage them.

Budgets, approval limits, dual review, reconciliations, restricted-fund tracking, procurement
standards, payroll controls, expense documentation, inventory, and Board reporting should
match organizational size.

Concerns about theft, misuse, conflicts, or falsified records should have a confidential reporting
path and independent review.

Reputation and Communication
Reputation is built through conduct, not publicity alone.

When an incident occurs, WhaleWorks should communicate accurately, protect privacy, avoid
speculation, coordinate with authorities or counsel, and correct misinformation when
appropriate. One authorized spokesperson should lead major public communication.

Attempts to hide legitimate concerns often create greater damage than honest accountability.
Incident Documentation
Significant incidents should be documented promptly using consistent forms.

Reports should identify facts, people present, actions taken, notifications, injuries or damage, and
follow-up. Opinions should be separated from observation. Records should be protected and
reviewed for patterns.

A report is not complete simply because it has been filed. Follow-up must be assigned.

Continuity of Operations

The Center should prepare for interruptions such as leadership absence, facility closure,
cyberattack, severe weather, financial disruption, vendor failure, or loss of utilities.

Continuity planning identifies essential functions, backup locations, remote capabilities,
communication methods, records access, financial authority, and recovery priorities.
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Resilience is the ability to continue serving responsibly under changed conditions.

Framework Objectives

Maintain a risk register covering safety, operations, finance, technology, facilities, and reputation.
Assign responsibility for prevention, response, and review.

Align insurance coverage with actual activities and exposures.

Use written agreements for significant partnerships, vendors, and shared facilities.

Inspect facilities and equipment before and during use.

Maintain financial controls and confidential reporting channels.

Document incidents accurately and assign follow-up.

Prepare continuity plans for major operational disruption.
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03.15 - Accountability, Evaluation & Public
Trust

Demonstrating that the Center learns, improves, and keeps its commitments

Public trust is not secured by a single publication, grant award, partnership announcement, or
successful event.

Trust develops over time when an organization communicates honestly, uses resources
responsibly, protects participants, follows through on commitments, and responds to mistakes
with transparency and improvement.

Accountability is the practice through which the Safe Haven Youth Center remains worthy of
community confidence.
Multiple Forms of Accountability

WhaleWorks is accountable to participants, families, the Board, staff, volunteers, donors,
grantmakers, partners, public agencies, and the broader community.

These groups may ask different questions. Participants may ask whether they feel safe and
respected. Families may ask whether communication is reliable. The Board may ask whether risk
and finances are managed. Funders may ask whether outcomes are documented. Partners may
ask whether commitments are fulfilled.

A credible organization must be prepared to answer all of them.

Operational Measures

Operational evaluation may include attendance accuracy, staff coverage, training completion,
incident response time, equipment downtime, family communication, participant release,
volunteer retention, transportation performance, budget variance, and policy review.

These measures do not replace program outcomes. They help explain whether the systems
supporting those outcomes are functioning.

A strong program cannot remain strong when its operational foundation is unstable.

Complaints and Grievances

Participants, families, employees, volunteers, and partners should have accessible ways to raise
concerns.

The process should explain where to report, how complaints are documented, who reviews them,
when escalation occurs, how confidentiality is handled, and how retaliation is prohibited.
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Complaints involving executive leadership or Board members require independent review
pathways.

People should not need insider knowledge to be heard.

Learning From Incidents and Near Misses

Near misses provide valuable information.

A missing sign-out, an unlocked door, a delayed pickup, an unmonitored message, a training gap,
or a confusing responsibility may not result in harm every time. Treating the absence of harm as
proof that the system is adequate allows risk to continue.

Leadership should review patterns and correct root causes.

Transparency

WhaleWorks should communicate progress, challenges, financial stewardship, outcomes, and
future priorities in ways appropriate to its size and stage.

Annual reports, community meetings, Board summaries, program dashboards, audited or
reviewed financial information when appropriate, and grant reports can help the public
understand the work.

Transparency also means distinguishing clearly between programs already operating, programs
in development, and long-term aspirations.

Privacy and Fairness

Accountability must respect confidentiality.

Personnel matters, participant records, safeguarding reports, medical information, and legal
advice may not be appropriate for public disclosure. Leadership should explain that privacy
limits detail without using confidentiality as a shield against legitimate oversight.

Fair review requires hearing relevant perspectives, avoiding premature conclusions, and
documenting decisions.

Policy Review
Policies should include review dates and responsible owners.

Major policies may be reviewed annually or on a defined cycle, with immediate review after
significant incidents, legal changes, insurance requirements, program expansion, or identified
weakness.

Updated policies should be approved at the correct authority level and incorporated into
training.

The Community Feedback Loop

Accountability is strongest when information returns to the people who provided it.
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When participants, families, staff, or partners share feedback, WhaleWorks should acknowledge
themes, explain resulting changes when possible, and state honestly when a recommendation
cannot be adopted.

Listening builds trust only when people can see that it influences decisions.

Preparing for Part 04

Part 03 establishes the systems that protect the Center's daily work. The next stage of Volume II
can examine the network of partnerships, staffing relationships, volunteers, schools, employers,
public agencies, and community organizations that expand the Center's capacity.

Strong partnerships require a strong operational foundation. Clear roles, safeguarding,
communication, data practices, insurance, evaluation, and accountability allow collaboration to
grow without sacrificing trust.

Institutional readiness is not the end of the vision. It is the structure that allows the vision to
endure.

Framework Objectives

® Recognize accountability to participants, families, governance, partners, funders, and the public.
¢ Evaluate both program outcomes and operational performance.

* Maintain accessible complaint, grievance, and non-retaliation processes.

¢ Learn from incidents, patterns, and near misses.

¢ Communicate progress, challenges, finances, and development status honestly.

¢ Balance transparency with privacy and fair review.

® Review policies on a defined cycle and after significant change.

¢ Close the feedback loop by showing how community input influences improvement.
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END OF PART 03

Operations, Governance & Youth Protection Framework

WhaleWorks Publication Series - Volume II
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