
OF/BY/FOR ALL Staff Handbook 1.2  
 
OF/BY/FOR ALL exists to accelerate inclusive change at civic and cultural 
organizations. The way we work with each other as an organization directly impacts 
the authenticity and effectiveness of our external work. This handbook provides the 
basics on how we work. It’s a living document and very much subject to change. 
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ORGANIZATIONAL STRUCTURE 
OF/BY/FOR ALL is a nonprofit startup. That means we operate like both a nonprofit 
and a startup.  
 
Functionally, we’re a tech startup with a social mission. As a STARTUP we: 

● Use a lot of tech-inspired tools to do our work and track progress. 
● Move quickly, take risks, and experiment. 
● Are data-driven, intuitive, and opportunistic. 
● Rely on a mix of earned and contributed income, with a goal to maximize the 

proportion of our budget covered by earned income. 
● Are growth-oriented, with blurred and frequently-changing staff roles. 

 
Legally, we are a 501c3 nonprofit charitable entity. As a NONPROFIT, we: 

● Are driven by mission and charitable impact, not profit. We use money to 
accomplish our mission, not to get rich or reward shareholders.  

● Are not “owned” by anyone. Under our 501c3 charter, the public owns 
OF/BY/FOR ALL and the board of trustees is appointed to ensure we work for 
the public good. 

● Take donations to supplement earned income (instead of investments). 
 
Currently, we’re a small group, with all staff reporting to the CEO and the CEO 
reporting to the board. This staff structure will change as we grow.  

CORE VALUES AND BEHAVIORS 
Our values as an organization show up in what we do and how we treat each other. 
This section is about values and behaviors to emphasize the fact that we only live up 
to our values when we act in accordance with them. Great OF/BY/FOR ALL staff 
members exemplify these behaviors and hold each other accountable to them. 
 
As an organization, we live by these core values & behaviors: 

1. Share power 
2. Clear the path 
3. Bring energy 
4. Celebrate growth 
5. Apply an equity lens 
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Core Values and Behaviors - Detailed Descriptions 

1. Share Power 
We exist to enable community organizations to share power with people who they 
may previously have excluded or ignored. As an organization, we strive to set a 
positive example of how to move from hoarding to sharing power.  
 
We SHARE POWER in our own work when we: 

● Ask “who will this decision affect?” and involve those colleagues.  
● Ask “who could help me make a better decision?” and seek involvement from 

those colleagues/advisors/partners.  
● Ask “whose voice is not in the room?” and build relationships with individuals 

from those communities. 
● Communicate clearly about when we are asking each other to consult vs. 

collaborate vs. lead on a project. 
● Make transparent decisions, and increase transparency when asked. 
● Call out decisions where power imbalances may affect the outcome.  

2. Clear the Path 
In our programs, we give busy practitioners clear, uncluttered paths to taking action 
to build more inclusive institutions. We believe organizations can move faster when 
the path is clear of obstacles and distractions. We pursue that clarity for ourselves, 
too.   
 
We CLEAR THE PATH in our own work when we: 

● Communicate directly and simply. 
● Set specific goals and destinations we are trying to reach.  
● Move as fast as possible towards stated goals. 
● Speak up about unexpected obstacles or potential needs to change course.  
● Say no to distractions and encourage each other to do so. 

3. Bring Energy 
Becoming more inclusive is a positive step for organizations and communities. It’s 
hard work, but it’s not drudgery or pain. We bring joyful energy to our partners and to 
each other, inspiring everyone to keep moving forward.   
 
We BRING ENERGY in our work when we: 

● Find specific ways to add positive value in all our interactions.  
● Are fully “on,” prepared, and present when at work. 
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● Prioritize “off” time for self-care, vacation, and activities that help us recharge.  
● Listen actively and fully. 
● Inject joy, gratitude, and humor in our communication. 
● Share candid feedback in caring ways that criticize actions, not people. 

4. Celebrate Growth  
Building inclusive organizations is an iterative change process. There are mistakes 
along the way. But we believe that the only way forward is to try, and try again.   
 
We CELEBRATE GROWTH in our work when we: 

● Act quickly and imperfectly, launching experiments to learn more. 
● Push ourselves beyond our comfort zone.  
● Openly discuss failure.  
● Reward failures on the path to growth. 
● Pursue individual and collective learning and professional development. 

5. Apply an Equity Lens 
We are working to change oppressive structures and systems. We live and work in 
those systems too. But we try not to be complicit with oppression. We resist and 
rebuild systems that may prevent us from fulfilling our greatest potential.  
 
We APPLY AN EQUITY LENS in our work when we: 

● Make hiring, contracting, and volunteer recruitment decisions that empower 
systemically-marginalized people. 

● Implement employee policies (pay, promotions, time off, benefits) that are 
anti-racist and responsive to diverse needs and contexts. 

● Create pricing structures for our external programs that empower 
organizations rooted in systemically-marginalized communities. 

● Take responsibility for learning and sharing ideas about equity. 
● Seek and pursue opportunities to deepen our commitment to equity. 
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HOW WE WORK 
OF/BY/FOR ALL is a global, networked movement, and so is our team. We are a 100% 
remote, distributed team.  
 
Building a distributed team is right for us because it enables us to: 

● Recruit highly motivated, incredibly talented people. 
● Expand the diversity of lived experience on our team. 
● Support Change Network members in different places and time zones.  
● Empathize with the challenges of being part of a global, networked program. 

 
To be successful, we’ve established some norms for how we communicate, make 
decisions, build trust, and make work feel purposeful, connected, and joyful. 
 

When We Work 
If you are reading this, you are a full-time employee of OF/BY/FOR ALL. You are paid 
well for your hard work, and you are an exempt, salaried employee.  
 
This means: 

● You don’t have to track your hours or overtime (but do tell your manager if you 
are getting overwhelmed). 

● Your workload is dictated by the projects you are doing and the goals you are 
pursuing. You will always be involved in setting deadlines and targets for your 
work. We expect you to relentlessly pursue your goals - and to let your 
manager know if you hit a roadblock or obstacle. 

 
We work hard - typically 40-50 hours per week - but we don’t all work at the same 
time.  
 
For now, as a small team in the US, we’re balancing freedom with collaboration by 
establishing the following norms for work time: 

● We maintain a very high level of responsiveness to each other. When 
colleagues ask you for information or help during the work week, respond 
promptly (ideally, same day) to help or to set up a later time to help. 

● In general, everyone puts in about 8-10 hours of work per day Monday through 
Friday. We use Google calendar to book known meetings, unavailable time, etc.  
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When We Don’t Work 
The world of a startup nonprofit is intense. We encourage everyone to take frequent 
breaks, full weekends, and work-free vacations so we can all bring our best energy 
and focus to work. 
 
All employees receive 30 days (6 weeks) of paid time off (PTO) per year. We do not 
separate PTO into buckets like holidays, vacation, or sick leave. Everyone celebrates 
different holidays and has different needs for rest and recharge. All PTO is treated 
the same.  
 
Here’s how the policy works:  

● Three months after your start date, we allocate 30 days of PTO to you in the 
Gusto payroll system. 

● When you want to take time off, inform your manager in advance:  
○ 3 days in advance for a half or full day off. 
○ 3 weeks in advance for a week off. 
○ 3 months in advance if you want to take more than 1 week off in a row. 

● Your manager will log the time off in Gusto, and you’ll see your balance with 
each paycheck. 

● If you want to take off more time than you have available for a longer vacation 
or project, talk with your manager about it. We will always try to say yes. The 
better you can explain how your work will be covered in your absence, the 
easier it will be to make this happen. 

● When you are on PTO, we do NOT expect nor want you to work or check in. 
Put on an auto-responder and enjoy yourself. When you’re back, we’d love to 
hear about the awesome experience you had. 

● If you would like to plan a period of time to work part-time (whether on a trip 
or not), talk with your manager about how to set that up. It may or may not 
involve using PTO depending on the situation. 

 
In the future, we may explore a policy for sabbaticals. We’re not there yet. 

We Use Tools to Work Together 
We use lots of online tools. Here are a few key ones we all agree to use together: 

● Trello for project and task management  
● Slack for team communication (outside of task-specific communication) 
● Appear.in for small group video calls, or Zoom for big groups  
● Google Team Drive for all documents 
● Lastpass for shared password storage 
● SpendManager for Amex credit card travel/expense tracking 
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A few notes for using these and other tools: 

● If you don’t know how to use a tool, ask and learn. We chose these tools 
because we think they’re awesome. If something isn’t working for you, bring it 
up and we can hopefully help you have a better experience. 

● Default to these shared tools. While it’s fine to use your own favorite tools for 
specific solo activities, it’s not OK to store documents in places other than 
Google Drive, or track tasks in places other than Trello. The more we use the 
same collaborative tools, the more we can understand and support each other 
in our work.  

● Practice good data security. Use secure passwords. Don’t log on to sketchy 
wifi hotspots or read off the company credit card over the phone in a public 
space. While we encourage you to work wherever you want, be aware that in 
public spaces and on public wifi, you are more exposed than in an office.  

● When it comes to expenses, use your judgment. When you are traveling on 
behalf of the organization, all your travel costs are covered by the 
organization. We trust you to determine what flights to take, where to stay, 
and where to eat. Use the organization American Express credit card for these 
expenses and log all receipts in the SpendManager app. 

We Communicate Openly and Actively 
Because we’re distributed and diverse, we have to work overtime to understand each 
other and move forward with shared clarity.  
 
That means: 

● Show and share your work. Communicate in public channels. Track your tasks 
and progress on public boards. Record video calls. Document any key 
decisions or agreements made.   

● Provide context where you can. Even a short preamble like “I’m working on X 
and I’d like your advice” helps your colleagues know what you seek. 

● Let us know where you are. Use Slack status updates to indicate where you 
are or when you’ll be online. 

● Lead with empathy. Always assume positive intent. Tone and nuance can get 
lost over chat. Assume your colleague is coming from a positive place. 

● When in doubt, ask in a human way. Ideally, jump on a video call. 
Miscommunications in text are often quickly resolvable when we can see and 
hear each other. 
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● Bake in extra time for asynchronous decision-making. We won’t always be 
able to make a decision together in real time. That’s OK. Don’t force it. 
Document the key questions and find a way to ask, answer, decide, and 
commit. 

 

We Show Up  
One of the beautiful things about working remote is the ability to work pretty much 
anywhere. Go for it! But please keep in mind: 

● On work days, during online times, please work in a location with excellent 
internet connectivity. If you are unsure of whether you’ll be able to take that 
video call or hear that person, move to a more consistent location. 

● When you are on a video call with outside partners or participants, make sure 
your visual backdrop and clothing is neutral or represents OF/BY/FOR ALL 
values. And make sure your audial backdrop is free of loud or distracting 
sounds. 

● When you are on a video call with our team, invite your pet. Take a walk. As 
long as we can see and hear each other, we’re good. 

● When you are at a conference or event representing OF/BY/FOR ALL, make 
sure you are carrying OF/BY/FOR ALL swag, wearing an OF/BY/FOR ALL shirt, 
or otherwise able to effectively and visibly share the OF/BY/FOR ALL message. 

 

We Get Together IRL 
There are certain things that are just easier and better to do together in person. We 
try to get together as a whole team a few times per year for 3-5 days. This in-person 
time can include: 

● Strategy/working retreats 
● Group professional development trainings 
● Meetings with advisors 
● Presentations/workshops we offer at conferences or other sites 

 
All travel costs associated with in-person time is reimbursed or paid directly by the 
organization. When possible and as desired, partners, families, and pets may be 
invited to participate in some in-person experiences.  
 
Currently, in-person time is scheduled by the CEO as needed.  
 

8 



We Get Paid 
It’s important to us to have a compensation philosophy that reflects our values and 
the way we work. Our goal is for everyone to be paid well and equitably.  
 
We practice pay transparency at OF/BY/FOR ALL. That means all salaries are publicly 
visible to everyone in the organization. 
 
Here’s how we currently calculate base salaries: 

● We start with the market rate for your position, as calculated at the 50th 
percentile for an employee in the greater San Francisco Bay Area. We chose 
the Bay Area because it’s one of the most expensive places to live in the 
world… and because some of us live there. 

● We apply a “cost of living” multiplier to your position based on the cost of 
living in your primary place of work relative to the San Francisco Bay Area. If 
San Francisco has a cost of living of “1,” your multiplier is: 

○ 1 if you live in a place with a cost of living that is 90-100+% of the cost 
in the Bay Area 

○ 0.85 if you live in a place with a cost of living that is 36-89% of the cost 
in the Bay Area  

○ 0.75 if you live in a place with a cost of living that is under 36% of the 
cost in the Bay Area  

● We ensure that no full-time employee makes more than 3x any other 
employee in the organization, regardless of location or role. This includes the 
CEO. 

 
Right now, we don’t have ranges on salaries. We just have base salaries. We’re 
approaching it this way for now because we expect that many positions may change 
in the next 12-18 months. When you change your position, your market rate changes, 
and that changes your base salary.  
 
We will take another look at this in spring 2020 to see whether this “base salary 
only” approach is limiting anyone’s opportunity for growth or financial well-being. We 
also hope to increase base salary benchmarks to the 75th percentile by end of 2020 
if we’re doing well financially. 
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We Have Benefits to Support Well-Being  
We want all employees to be healthy and happy in work and life. As a full-time 
employee, you receive the following benefits: 

● Health insurance for you, including vision and dental coverage. Health 
insurance is provided through Gusto, our payroll provider. If you choose the 
base “silver” plans, the organization covers 95% of your premium. There are 
other plan options that are completely free to you, as well as options where 
you can pay a portion of the premium to get access to higher-tier plans. 

● Support for health insurance coverage for dependents. The organization covers 
25% of premiums for dependent health insurance on the base “silver” plans. 
Again, there are plan options available where you can pay more or less.  

 
We also have benefits to support you as a remote worker. Specifically: 

● We pay for you to have access to a good working environment, which may 
mean home internet, access to a co-working space, and/or a rented office up 
to $2,500 per year. If this is a recurring cost, the organization will pay for it 
directly. If this is an intermittent cost (like ad hoc co-working), please submit 
receipts for reimbursement. 

● We pay for any computer equipment you need to do your work, up to $2,000 
every two years. This is on a two-year cycle because computers may cost 
more than $1,000 but other equipment costs less. You have the discretion to 
use this allocation however you see fit. If you stay with the organization for at 
least one year, you own the equipment bought with this allocation. 

 
We are working on introducing a retirement plan benefit once we have our 
independent 501c3 (likely 2020). 

We Make Stuff  
OF/BY/FOR ALL makes and shares tools with the world. We do so openly and 
generously, but not always for free. If you ever have a question about whether to 
share something publicly - whether it be a decision, a tool, or an idea - just ask.  
 
OF/BY/FOR ALL owns all your work product created on work time. If you are pursuing 
other projects on the side, that’s great! You own that stuff. But please let your 
manager know if you want to use organizational resources to do those projects so 
we all have clarity on who owns what. If you run into any gray areas, like making your 
own projects that riff off organizational projects, just ask. Better to talk about it 
upfront than deal with it after the fact.  
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