Case #2
Community Health Awareness Council (“CHAC”)
http://www.chacmv.org/
Mission

The Community Health Awareness Council exists to provide alternatives to self–destructive behavior, and to help create healthy lives for the children and families of Mountain View, Los Altos, Los Altos Hills, and surrounding communities. 
Core Values 

Empathy – All who come to CHAC for assistance are treated with dignity, respect and empathy. Personal self–esteem is encouraged as well as respect for others.

Healthy Families – CHAC’s services focus on developing healthy families including the growth and stability of each member and the family–as–a–whole.

Healthy Life–styles – CHAC promotes healthy life–styles through a comprehensive approach to mental health. Counseling, psychotherapy and community awareness education are offered along with programs for the prevention and intervention of substance abuse.

Availability of Services – CHAC is committed to offering programs and services to children, youth and families without regard to their ability to pay.

Diversity – CHAC values the diversity of the communities served and does not discriminate. 

Collaboration – CHAC believes that collaboration with other organizations is needed to meet the complex needs of our communities. Innovative and creative ideas are always welcome. 

Professionalism – CHAC expects a high degree of professionalism and integrity from staff, board members and intern counselors. Open communication and willing cooperation are used in day–to–day operations and problem–solving.

Fiscal Responsibility – Fiscal responsibility is CHAC’s standard in every endeavor. 
History

CHAC began as a grass–roots movement in 1973, led by a group of parents and community leaders who were concerned about the growing problem of adolescent alcohol and drug abuse in the cities of Mountain View, Los Altos, and Los Altos Hills. The original partnership (Joint Powers Agreement
 or “JPA”) included the governments of these three cities and their respective school districts. The seven Joint Powers Agreement entities provided the initial funding for CHAC services. Since 1973, the demand for, and variety of CHAC’s services has grown greatly in scope and funding has considerably diversified. Today, the Joint Powers Agreement cities and school districts provide less than 13% of CHAC’s funding. The majority of program funds are raised through individual donations, corporations, local businesses, Santa Clara County contracts, churches, service clubs, and foundations.
CHAC’s programs address a variety of emotional problems that effect children, teens, and families. Issues include parenting and family problems, drug and alcohol use, physical and psychological abuse, teen pregnancy and truancy, depression, academic underachievement, anxiety, domestic violence, gang participation, economic stress, and other problems that lead to unhappiness or destructive behavior. Many of CHAC’s programs are designed to protect young people from high–risk behaviors such as alcohol or illicit drug abuse, violence, and premature sexual activity, while building personal assets such as school success, valuing diversity, maintaining good health, and the ability to delay gratification; all of which will help insure that they have the greatest chance for success in life. 
CHAC is governed by a Board of Directors that represent each of the three school districts and three city governments that comprise the Joint Powers Agreement, as well as other community leaders. The Board meets monthly, and determines policy and direction for the agency. The Board has an exceptionally close working relationship with the Executive Director and staff. 
Client issue

As an organization that is nearly 40 years old and one that started as a grassroots organization, its original donor base is aging, i.e., the baby boomer generation.  The children of the original donors and donors of the 1980s no longer require the services the agency provides.  Additionally, the demographics of the areas CHAC serves have changed.  The areas are more ethnically diverse, economically challenged, and some residents have cultural issues with seeking the help CHAC provides.  CHAC is seeking to develop a more cohesive method to develop new donors and a method to develop a larger net to capture those in the areas served who are in need of the services provided.  Jamie Freeman, Public Relations Manager, does not believe these two needs are mutually exclusive.  
Advancing into the modern technology age is necessary given both the client’s needs to expand its donor base and expand its client service model.  The original website was designed to capture donors but Ms. Freeman believes that it must be multi-dimensional given that their potential clients are “connected” and “on-line”.  The website, in her opinion, does not capture the essence of the organization.  She stated that the agency’s brochure contains photos of those they help and as a result captures the essence of the agency’s work.  The Website has “too many words, not enough pictures, and leaves the user wondering what CHAC actually does”.
While the need to move toward a more modern website (and possibly other social networking avenues), money is an issue (as it is with most of the smaller NFPs).  CHAC believes that there are many problems that have yet to be addressed in their primary client target group and uses every available “dime” in the furtherance of its mission (as evidenced by the fact that 90% of their total expenses are functionally allocated to “program” expense).  The substantial portion of CHAC’s fundraising expenses are the result of specific fundraising efforts, i.e., the program staff becomes aware of a problem not presently served and will seek funding to pay for the new program.  This process results in a lack of unrestricted revenues to be used on business expansion and/or infrastructure changes.
Ms. Freeman clearly stated that the current website does not capture the attention of the reader.  We discussed that the front page does not provide instantaneous information to potential donors, clients, volunteers, or interns to understand what the agency does.  She stated that they have attempted to start a Facebook page but that their attempts have not worked out for their broader audience.  A better/more modern website would broaden the outreach of CHAC to a larger audience.
Current Business Model

Currently, CHAC obtains funding from the following sources
:
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Percent Amount

In Kind (non-cash) 14% 344,422 $            

Government Support - JPA 11% 258,270              

Other Government, including First 5 41% 1,016,604            

Corporate and Foundations 11% 270,513              

Individuals 8% 198,074              

Program Fees 6% 155,628              

Other 9% 227,849              

100% 2,471,360 $         


With over 50% of their current budget coming from government sources (and 23% coming directly from California state sources, including First 5 – see note 2 below), the client is at risk for losing a significant portion of their funding (simply due to government budget constraints).
CHAC does not have income restrictions for their clients.  CHAC charges their clients for services based on a sliding scale based on family income.  The vast majority of the clients served fall in the $35k/year range.
  Very few of CHAC’s clients have family income of $65k/year or more.  Some services are set-fee-based and some services are free.  Considering CHAC had approximately $365k in program revenue (sum of program and a portion of other above) and serviced 3,676 clients with a total of 35,056 in service hours, program revenue represents only $99/client or $10.40/client service hour. 
CHAC currently has a total of 40 staff (full time and part time combined) which includes 6 fully licensed counselors and an MSW supervisor.  It is a qualified provider of intern hours for post graduate students (MSP or PhD candidates) needing to obtain their necessary counseling hours for licensing.  The organization currently uses the services of 65 interns from 10 institutions in the Bay Area.

To a great degree, the organization still operates somewhat organically.  Many of their clients come to them through word of mouth, through the schools that are part of the JPA, and through a liaison they have established with various police departments. The organization’s overriding goal is to stop pre-teens and teens from taking endangering risks.

Other Information

At the present time, the board has not considered a merger with a similar organization.  By the time of the actual project, the board may discuss this as option.  You will be advised if merger is a possibility for the organization.  The organization with the most in common to CHAC in the immediate area is Adolescent Counseling Services (http://www.acs-teens.org/).  

Call for proposals

As a result of CHAC’s desire to revamp their website to spur a broader audience, the client has issued RFP for consulting services.  You are one of the 5 “firms” that have been asked to provide them a viable solution to their above described needs.  The parameters of the RFP are as follows:

a. Given the resource obstacles, you must address how you believe the organization can pay for website redesign costs.

b. Since resources are clearly an issue, you will need to outline how the client can most effectively raise the funding necessary for continued support of existing programs.  Your proposal will not need to include financial modeling but you will need to address how the client can pay for expansion of programs.

(The client has clearly expressed their belief that they are a safety net to a growing underserved population.  They believe the trickle down effect of their services benefits society as a whole, therefore, they object to spending funding for non-program expenses.  Therefore, your proposal must address this.)
c. Since social networking has become part of our national fiber, suggestions on how that could be employed to further distributing CHAC’s mission and reach out to potential donors and service recipients.
d. Pros/Cons of seeking a merger partner. (Teams will be advised at the time of the project if the Board believes this is something they wish to be explored.)
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.

Teams must address items a, b, and e; and choose to address either one or both items c and d.

Judging criteria

Each proposal will be judged on the following criteria:

a. Has the essence of the organization been captured?

b. Does the plan provide for a reasonable funding plan?  

c. Would a merger be beneficial?  

d. Once the plan is created, how easily can it be implemented?

e. All required items are addressed.

� joint powers agreement n. a contract between a city, a county, and/or a special district in which the city or county agrees to perform services, cooperate with, or lend its powers to, the special district.


� First 5 California is dedicated to improving the lives of California’s young children and their families through a comprehensive system of education, health services, childcare, and other crucial programs. Since its creation nearly a decade ago, First 5 California has brought these critical services to millions of parents, caregivers and children ages 0 to 5, and they are striving to reach thousands more every day.


� The national poverty line for a family of 4 is $20,650.  Per an October 2007 SF Chronicle article, a family of 4 living in the SF Bay Area requires $53,075 to cover necessities (assumes no need for childcare).
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