Case #1

Family Giving Tree (the “Tree”)
http://www.familygivingtree.org/index.html
Mission

The Family Giving Tree exists to provide the exact holiday wish, or a backpack filled with school supplies, to those children in the most need in our communities while striving to inspire the values of kindness, philanthropy and volunteerism.

History

The Family Giving Tree began in 1990 as a San Jose State University MBA class project. Jennifer Cullenbine and Todd Yoshida were asked to "create a program that adds value to someone else's life." They created the Family Giving Tree with the hope of providing holiday gifts to 300 children in East Palo Alto. Encouraged by the success of the first year, Jennifer decided to continue and expand the organization. In the 18th year of the program's existence, the number of gifts and backpacks donated has grown to over 650,000, making the Family Giving Tree the largest gift and backpack donation program in California.  Annually, Family Giving Tree serves 60,000 wishes, with 7,000 volunteers, in 16 Bay Area counties. They manage this with a full time staff of 12.  

The programs work by selecting families, students and homeless persons who have registered with recipient social service agencies and schools. These individuals are interviewed to ascertain their current needs. During the holiday season, their requests are printed on cards which are distributed to host companies throughout the Bay Area. Many of the hosts place ‘Giving Trees’ (with the wish cards attached) in break areas or cafeterias so their employees can participate in the program. Other hosts place their Giving Trees in more public locations such as building lobbies where customers, as well as employees, may donate gifts. Employees and/or customers pick one or more wish cards from their tree, purchase the gift, return it with the wish card attached, to the Giving Tree location. Volunteers collect, sort and distribute the gifts to the recipient agencies. 

In addition to the holiday program, the Family Giving Tree runs a Back-to-School Drive to collect and distribute backpacks filled with school supplies to children in September. 

Client issue

The client has one overriding dream – to conquer the world with compassion.  Jennifer and her team are convinced that people will give if they are asked and if the method to give is simple.  The Tree does just that.  As a result, the Tree wishes to expand nationally.  To do this the Tree has to overcome some fairly significant obstacles:
· Resources – Currently, the Tree operates on a cash budget of $1.4 million and a donated goods budget of $1.9 million for a total of $3.3 million.  As noted above this serves 60,000 wishes and a staff of 12.

· Reputation – with all the operations located in the greater Bay Area and only having one warehouse, the Tree has effective control over operations.  Jennifer expressed some concern about the damage the Tree’s reputation could suffer if any of the following were to happen:
· Injury of a child by a toy given through the program;
· Corruption and greed – theft of presents in distant warehouses or theft by the grantee organizations;
· Going national with the possibility that the Tree could stretch itself too thin and “ruin a good thing.”

· Warehousing – Each year, the Tree locates an empty warehouse to house the presents and recruits volunteers who prepare the presents for distribution to the wish cards recipients.  Finding sufficiently large warehouse space in outer locations could be problematic.  (For example, in 2008, Jennifer was unable to locate a suitable warehouse until December 7th.  This left a mere 10 days to assemble the necessary volunteers and match the gifts with the cards.)
· Creating the ability to find volunteers and companies to participate – Jennifer indicated that the process of watching the gift matching in a huge warehouse with hundreds of volunteers working at the same time is very contagious.  Creating enough synergy in locations where her permanent staff is not located presents a problem since having volunteers come to the warehouse and watch the process creates a passion that is difficult to replicate without that visual element. 
The Tree’s objective to expand nationally is simple and follows Jennifer’s dream of conquering the world with compassion.  Jennifer is concerned about the poverty in a country as rich as the U.S. and wants to provide at least some small amount of joy to as many children as possible.  Currently, the Tree has three small operations in Portland, Oregon, Seattle, Washington, and Austin, Texas.  The choice for these locations is the result of Jennifer having family in all these cities.  The Tree is serving approximately 500 children in each of these cities.  The Tree has not been successful in these cities, Jennifer believes because of the visual element described above is not present in these cities.  The Tree budgets to purchase the necessary gifts for the recipients in these cities if donor companies are not found.  This creates a budget constraint to the Tree.
Staff has discussed the pros and cons of how to go national and what is needed.  They have varying ideas of what would be the best approach which include, but are not necessarily limited to the following:

a. Marketing or physical presence – Staff believes these two elements are interchangeable.  They understand the need for volunteers and for volunteers to see the excitement of the warehouse to become true believers.  The hope is to get the word out through a marketing or advertising campaign. Through the history of the Tree they have only paid for advertising once. Current staff, however, is not trained or possibly educated in effective marketing campaigns.
b. Fundraising – Most of the staff members realize that the Tree needs money to expand.  Funding is needed for more staff, for the aforementioned marketing/advertising campaign, as well as for contingency funds if gifts must be purchased to fulfill the gift requests.  Staff realizes that their current development model is time consuming and does not possibly yield the financial results they need to move toward a national structure.

c. Website/social networking – While the website has been recently re-designed, several staff members believe that the website could be improved to assist in meeting the ideas presented in (a) and (b) above.  

d. Board development – Currently the board is locally based and provides some hands-on operational assistance.  For example, board members will do site visits to grantee organizations to provide senior management with assistance on their monitoring activities (to thwart possible greed and/or theft by those participating through the grantee organizations).  One thought was to expand the board membership nationally as a first step to nationalization.  
e. Franchise vs. satellite offices – Some organizations that have gone national have created a franchise process.  For example, United Way, YMCA, or the Red Cross operate under a franchise-like model.  Each of these organizations has locations around the US which are separately incorporated tax-exempt organizations.  They are obliged to operate within a stated framework but they are independent from the national organization.  Other organizations, for example, the Sierra Club, operate as satellite offices.  Both types function with one overriding mission, but the satellite model allows headquarters to maintain operational controls at a relatively high level while the franchise model could generate potential issues for the national organization if one or more of the “franchisees” suffers local problems.  As noted, reputation is VERY important to the client.  
Current business model

The current business model which has been unchanged for 20 years is relatively simple:

· The Tree, mostly through word of mouth, has companies and firms participate.  These companies and firms are asked to place the wish cards in their offices so that employees/customers can easily pick up the wish cards.  

· The cards will indicate a gift for a child (typically) that indicates the age and the specifics of the gift desired.  For example, an 8 year old girl desiring a Barbie doll.

· The employees/customers have a deadline for returning gifts and then a company volunteer takes the gifts to the Tree’s central warehouse.

· Volunteers match the gifts with the various grantee organizations (recipient agencies).  Note that this business model differs from “Toys for Tots” which does not personalize the gifting.

The client has no desire nor will they entertain any change to their basic business model.  The personalization is key to the Tree’s success and overall reputation as a charitable organization serving those of lesser means.

Current cash resources

As noted above, the client’s cash budget is approximately $1.4 million.  The funding comes in from individual donations (63%), Foundation giving [substantially from HP] (20%) and corporate sponsorship or matching (17%).  The time element in processing approximately $900k in small donations takes away from doing the mission of the organization.  Heading too far toward large donors, could cause the organization to tip into private foundation status which would not be beneficial to the client.  Financial information is included as part of the case information.  
Call for proposals
As a result of the Tree’s desire to go national, the client has issued RFP for consulting services.  You are one of the 5 “firms” that have been asked to provide them a viable path for going national.  The parameters of the RFP are as follows:

a. Given the obstacles and risks involved with going national, you must address how you believe these can be overcome in your proposal. The client has clearly expressed their fear of reputation loss through going national.  Their reputation is as important, if not more so, as the founder’s desire to fulfill her dream.  Therefore, your proposal should attempt to address this concern.
b. Resources are clearly an issue.  As a result, you will need to outline how the client can most effectively raise the necessary funding for expansion to a national level.  Your proposal will not need to include financial modeling but you will need to address your thoughts on how the client can pay for expansion.

c. Since social networking has become part of our national fiber, incorporate suggestions on how it could be employed to simulate the physical presence element that the client believes wins people over to the process.
d. How developing a national board would assist in this process.

e. Since this RFP is for a plan of action, the plan should include an implementation timetable and what resources the client can draw upon to implement the plan.

All items must be addressed in proposal.

Judging criteria

Each proposal will be judged on the following criteria:

a. Has reputation risk been minimized?

b. Does the plan provide for a reasonable growth plan?  Consideration should be given to expansion of the existing cities which the client currently has limited operations.

c. Given the client’s current staffing, should the client consider adding to their current staff so that they can operate nationally more easily?  That is, should they spend money in infrastructure before moving to a national platform?

d. Would a national board be beneficial?  Criteria for board member qualifications should be suggested.

e. Once the plan is created, how easily can it be implemented?
f. All required items are addressed.

