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EXECUTIVE SUMMARY
BACKGROUND

Founded in January 2008, ACAM is an alliance of community assistance ministries that provide
emergency assistance in the Greater Houston area. The vision that drives the alliance is a
high-performing network of social purpose ministries, funders, and community partners who,
through synergistic alliances, will effect change for those in need. The mission of ACAM is to
provide its member organizations with a professional forum to strengthen their capacity to fulfill
their mission. To achieve this mission, ACAM goals and services are organized around three
program components: Capacity Building, Networking and Training, and Advocacy and
Outreach.

Capacity Building

A key ACAM initiative is to help member organizations increase their capacity to provide
sustainable, effective services. To achieve this goal, ACAMf unds membersd devel opr
efforts through the Capacity Building Projects grant program.

Networking and Training

ACAM provides networking opportunities for community assistance ministry (CAM) leaders and

select staff positions. The goal is to expand memberorg ani zati ons 6 soci al resou
thereby: 1) enable leaders and staff to share experiences, give support and learn from their

peers; 2) increase the number of collaborative opportunities for joint projects; and 3) increase

the visibility of the CAMs. ACAM also sponsors: 1) training eventstos upport t he CAMs?©®
professional development goals; and2) i cloear ni ngoé events to foster rel
funders and CAM Executive Directors (EDs).

Advocacy and Outreach

ACAMG6 s vi s i-merorming netvorkhof spdial service providers operating throughout
Greater Houston. ACAM therefore seeks to: 1) expand its membership to include organizations
working in underserved areas; and 2) increase racial, ethnic and geographic diversity among its

members. ACAM also seeks to increase awareness ofthe CAMs 6 contri buti ons t o h
prevention, and thereby increase support for their mission and their clients.

EVALUATION PROJECT

A three-year evaluation project was initiated in July 2009. The purpose of the evaluation is to
examine ACAM activities and assess the impact of these activities on member organizations.
Two research questions are central to the project:

1. What impact do ACAM programs have on the capacity of member organizations to
provide social services?

2. What impact do ACAM programs have on the sustainability of member organizations and
their programs?



Process and Outcome Indicators

The evaluation plan and performance measurements are structured around the three program
components that guide ACAM activities and services: Capacity Building, Networking and
Training, and Advocacy and Outreach. Initial goals and measures for the research were
developed with input from ACAM staff members. Table 1 presents the process and outcome
indicators utilized in Year 1 to evaluate each of the three program components.

Table 1.Process and Outome Indicators

PROGRAM PROCESS INDICATORS OUTCOME INDICATORS
COMPONENT
Number of capacity building assessments ' Ch_e_mge n organ|z§t|onal cgpacny Scores
Capacity performed . Critical competencies ac.quwe('j .
Building Amount of grant funds dispersed . Results related to capacity building
achievements
Number and structure of networking Membe( evaluatlor} qf and satisfaction with
) networking and training events
Networking events

and Training

Attendance rates

Application and impact of information gained
to ministry operations / services

Advocacy
and
Outreach

Description of ACAM member
composition at beginning and end of the
evaluation period

Participation in community forums

Geographic scope and diversity of member
organizations (e.g. size, demographic
characteristics)

Member assessment of alliance structure and

composition

Research in Year 1 has primarily focused on documenting the alliance structure and activities,
gathering baseline data, developing database tools, and analyzing results of the 2008-2009
Capacity Building projects. Data sources include: ACAM documents and reports; Capacity
Building grant reports; organizational capacity audit reports; CAM Annual Service Data reports;

and interviews with Executive Directors of member CAMs.

STRUCTURE AND MEMBERSHIP

ACAM operates under the 501(c)(3) status of the Greater Houston Community Foundation,

whi ch
ACAMO s

manages ACAMOs funds
governance is the

and provides board
E x e c u d of: a)awo CaMrERécutivee e ,

Directors elected by their peers; and b) three representatives of local funders.

ACAM operates with a very lean staff of just two employees: an Executive Director and an
Assistant Executive Director. In addition, ACAM currently contracts two consultants on a
regular basis who coordinate and facilitate networking meetings for ACAM members.

ACAM is a member organization in which organizations: 1) must meet certain requirements to
join; 2) may remain members as long as they adhere to the terms and conditions of
membership; and 3) are eligible to participate in ACAM programs and receive member benefits.

gov

whi



ACAM Member Organizations

ACAM evolved out of a three-year pilot program initiated by Rockwell Fund, Inc. to provide
organizational development support to Houston-area ZIP Code Assistance Ministries (ZCAM).
The ZCAMs are faith-based social service providers comprised of area congregations that
pledge to support the ministry with volunteers, financial contributions, and in-kind donations.
Emergency assistance with rent and utilities was a founding purpose for these ministries and
remains a core part of their mission today.

Seven of the original 10 ZCAM-ODP members transitioned into ACAM when it began in 2008.
By the end of 2009, ACAM had recruited 5 additional CAMs, as well as the one remaining
ZCAM-ODP participant still in operation.! The former ZCAM-ODP members and the 5 newer
members are listed below:

Former ZCAM-ODP Members New Members

East Ft. Bend Human Needs Ministry (EFB) Catholic Charities (CC)

Emergency Assistance Coalition (EAC) Epiphany Community Health
Outreach Services (ECHOS)

Humble Area Assistance Ministries (HAAM) My Br ot herds Kee
Interfaith Caring Ministries (ICM) St. Vincentdés Ho
Katy Christian Ministries (KCM) Wesley Community Center (WCC)
Memorial Assistance Ministries (MAM)

Northwest Assistance Ministries (NAM)

West Houston Assistance Ministries (WHAM)
Organizational Diversity
All ACAM member organizations vary in terms of scope of services and resources. However,

the original ZCAM-ODP members share four fundamental characteristics that shape their
identity and differentiate them from the newer ACAM members:

1. Geographic Service Area: As the ZCAM label implies, these community assistance
ministries primarily use ZIP codes to define their geographic service boundaries.?

2. Organizational Age: The ZCAMs were established during the mid-1980s and on average
have been operating for 24 years.

! One of the remaining original ZCAM-ODP members, Northwest Assistance Ministries, joined ACAM in fall 2009; a second ZCAM-
ODP member, Southwest Area Ministry, is no longer operating.

2 Emergency Aid Coalition is the only ZCAM-ODP participant that is not ZIP code based.



3. Religious affiliation: Founded through the collaborative efforts of neighboring churches,
each continues to receive significant support from religious congregations in its ZIP code
area; they do not receive support from denominations or other religious jurisdictions.

4. Central Mission: The ZCAMs were established by the congregations to pool resources and
screen requests for emergency assistance with food and rent. This strategy remains a

centr al
ZCAMs.

part of

each

CAMO s

mi ssi on,

The addition of the 5 new members significantly increased the organizational diversity of

ACAMO s

member shi p.

The

newer members not

exhibit considerable variation among themselves (Table 2).

Table 2.ZCAM and New Member Organizational Characteristics

although

only

ORGANIZATIONAL
CHARACTERISTIC

ORIGINAL ZCAM-ODP
MEMBERS (N=8)

NEW MEMBERS (N=5)

Geographic Service
Area

ZIP code boundaries (except
for EAC)

No boundaries except for SVH, which
limits its services to Galveston Island

Average: 24.2 years

Average: 47.8 years

Organizational Age | Median: 25.5 years Median: 55.0 years
Range: 1971 27 years Range: 51 105 years
Founder: Coalitions of Founder: Varies to include: a single
neighborhood congregation, a denomination, an

Religious Affiliation

congregations;

Affiliation Structure: pledged
support from ZIP code-
based congregations

archdiocese, & a single individual;

Affiliation Structure: Varies to include
denominational, diocesan, and informal
congregational support

Central Mission

Emergency assistance with
food and rent

All provide emergency assistance, many
have other programs including healthcare
access, youth & senior services, and
comprehensive social service programs

prc

di



MEMBER RESOURCE AND CLIENT SERVICE DATA

At year-end, Affiliate and Collaborating members must submit an Annual Service Data Report.
This report asks for organizational information regarding CAM operations, services, and clients.
In this baseline year of the three-year evaluation project, it is important to document the 2009

statistics. The size and source of the CohAdMs O r es
sustainability. Similarly, program and client data demonstrate scope and therefore are
potentially useful for measuring the impactof A CAM capacity building prog

service capacity.

Member Resources

Based on the 2009 reports, there is tremendous variationi n CAMs 6 resources. As
shows, the average amount available to the CAMs across all resource categories is notably

larger than the median. This indicates that a few organizations have significantly larger

resources than the others, which pulls the average above the median. For example, the 2010

operating budget for one CAM is over $27 million, more than 100 times the $193,000 operating

budget of the smallest and youngest organization.

In some cases, the reported variation in resources may relate to differences in organizational

characteristics and reporting. For example, variations in how CAMs track and report the support

they receive from congregations is influenced by differences in how they structure their

relationships with congregations. One CAM reports that they received direct financial support

from just 12 congregations; the same CAM reports $900,000 in financial contributions from

congregations, which they received indirectly through the diocese. In contrast, CAMs supported

by ficoalitionsd of neighborhood congregations, re
member congregations. Congregational support may vary also in whether or not they include

in-kind donations, contributions designated for special programs (e.g. Back-to-School supply

drives), or donations from other types of religious organizations (e.g. Sunday school classes).



Table 3. CAM Resources

Resource Overall Range Median Average
$193,000 -
2010 Budget $53,307,517 $27.410,000 $1,673,500 | $4,100,578
$191,261 -
2009 Revenue $54,031,736 $28.940,751 $1,613,283 | $4,156,287
$185,104 -
2009 Expenses $48,090,655 $23.473,992 $1,607,615 | $3,699,281
$95,286 -
2008 Expenses $42,293,888 $19.785,403 $1,130,453 | $3,253,376
2008 Administrative / $17,722 -
Management Expenses $2,519,570 $575,695 $122,898 $193,813
2008 Fundraising
Expenses $1,753,967 $0 - $943,036 $24,258 $134,921
2008 Administrative/ $27 567 -
Management & Fundraising $4,273,537 i $196,957 $328,734
$1,518,731
Expenses
2008 Pct Expenses
Administrative/Management 10.1% 7.7% - 28.9% 15.5% 15.1%
& Fundraising
Direct Full-Time Equivalent 563 17 296 21 43
Employees
Conf[ract Full-Time 14 0i 5 1 1
Equivalent Employees
Total Full-Time Equivalent 577 17 296 22 44
Employees
Volunteers 12,680 4371 2,793 426 975
Volunteer hours 411,478 48271 114,343 21,000 31,652
Supporting Congregations 303 51 49 24 23
Aggregate Amount from $1,060,781 | $6,450 - $910,674 | $75,170 | $150,829
Congregations e ' ' ' '
Square Footage Occupied 509,942 2,21571 117,629 25,400 39,226
CAM Facilities 55 17 25 3 4
N=13

Vi




Client Data

The Annual Service Data report asks for information about the number and demographic
characteristics of the clients the CAMs serve. Through their collective programs, the CAMs
provided services to nearly one-half million people in 2009:

Total Unduplicated Clients: 463,754
Total Number of Client Visit Units per Service: 1,005,908

Table 4. Demographic Characteristics of CAM Clients

Percent Average
Category Number of of Percent of
Clients Clients Clients
TOTAL NUMBER OF UNDUPLICATED CLIENTS (N=13) 463,754
ETHNICITY
Black / African American 94 514 36.7 34.8
Asian / Pacific Islander 2,722 1.1 14
White / Caucasian 62,331 24.9 19.7
Hispanic 90,078 35.4 42.9
Native American 23 0 0
Other / Unknown 5,219 2.0 1.2
Total (N=11)% 260,859 100.0 100.0
AGE RANGES
071 12 25,394 25.3 28.6
137 18 9,407 9.4 11.8
19171 26 9,537 9.5 10.6
271 59 46,900 46.7 41.0
6071 74 7,064 7.0 5.8
75 & Over 1,928 1.9 1.8
Unknown 170 .2 3
Total (N=8)? 100,400 100.0 100.0
INCOME RANGES per HOUSEHOLD (N=5)
$0 - $5,000 5,477 26.7 27.9
$ 5,001 - $12,000 5,323 26.0 24.5
$12,001 - $21,000 4. 846 23.7 229
$21,001 - $34,000 3,496 17.1 15.9
$34,001 - $45,000 909 4.4 55
$45,001 - $55,000 264 1.3 2.8
$55,001 & Over 84 4 .3
Unknown 83 A4 3
Total (N=5)? 20,482 100.0 100.0

#Excludes some CAMs that either did not report these statistics or used different category ranges.

VIi




As Table 4 (above) shows, CAM programs provide needed services to all ages, and their clients
represent the ethnic and racial diversity of the Greater Houston area.

Client Data: Reporting Challenges

It is important to note that data collection and reporting is limited, for some CAMs, by technology
barriers and staffing issues. Several Executive Directors reported that technology investments
have been an important benefit of their ACAM patrticipation. Still, some CAMs have limited
infrastructures or unfinished implementation projects, and some are confused about data
definitions. It is equally challenging for ACAM to format an Annual Service Data Report that
works for all members given the variations in their data systems, client services, and
organizational models.

These data reporting issues were noted in the preliminary evaluation report distributed in
October 2009. As a result, ACAM leaders requested that the evaluation team work with the
CAM s to develop data standards that all can use. This work is planned for 2010-2011.
Particular emphasis is given in this report to documenting data related issues identified in the
Annual Service Data Report and interviews with Executive Directors to aid in the process of
developing data standards. For example:

Demographic Statistics: Demographicdatawas col | ected for only a fract
and no CAM was able to provide data for all requested categories. In addition, CAMs do not all

use the same category ranges to report data such as age and household income. It is also

difficult to determine what percent of adult clients are uneducated and among the working poor

because report numbers (not included here) suggest that some CAMs probably include children

in the Education and Employment statistics.

Client Data: The Annual Service Data report asks for: 1) the total number of unduplicated
clients; 2) the total number of unduplicated clients per programs; 3) the total number of client
visit units per service; and 4) the total number of clients turned-away due to lack of funds.
ACAM provides detailed instructions for how members are to report each statistic. Regardless,
technology barriers, staffing issues, program challenges, and program variations make it difficult
for CAMs to provide all data asked for and in the requested format. These issues also make it
difficult to interpret or aggregate client numbers for the purpose of the evaluation. Table 5
provides an overview of these issues based on a review of the reports and interviews with CAM
staff members.

VIii



Table 5.Client Data Reporting Issues

Number of CAM
Client Data Category | Reports with Data Data Issues Possible Contributing Factors
Issues
Estimates New software
Total Unduplicated 5 Data irregularities Reporting limitations
Clients Inconsistent definition
_ Unable to provide Reporting limitations
T_otal Unduplicated 9 Data irregularities Inconsistent definition
Clients per Program . .
Report is not clear Some program clients not counted
_ N Unable to provide Reporting limitations
To_tal Client Visit 8 Data irregularities Inconsistent definition
Units per Service .
Report is not clear Some programs not counted
Estimates Category not tracked
Total Clients 5 Unable to provide Changes to service policies (e.g.
Turned-Away Measurement some CAMs reduce services
reliability rather than turn-away clients)

CAPACITY BUILDING

A significant part of ACAMOs work involves
organizational capacity. In 2009, this effort included 2 important grant awards that enabled
participating ACAM members to provide expanded client services in the areas of homeless
prevention and mental health:

A Homeless Prevention and Rapid Re-Housing Program (HPRP): ACAM was awarded
$998,000 through the HPRP grant. This grant provides 3 ACAM member organizations with
over $250,000 to help eligible clients keep or obtain housing through case management and
approximately 6-months of financial support. ACAM supported the development of a second
collaborative involving 4 more CAMs, which was awarded $995,920.

A Counseling Program: Provides free mental health counseling to individuals and families in
need at 4 ACAM member organizations.

Capacity Building Grant Program

ACAM6s Capacity Building Grant Pr ogtoluidahigh- a
performing network of sustainable social service organizations. Through this program, ACAM
awards grants to help member organizations accomplish specific capacity building goals. In
2009, 10 member organizations completed and reported results on capacity building projects.
Table 6 presents the grant funds distributed for these projects.

hel pin

maj or



Table 6.Capacity Building Grant Award s: Grant Cycle 20082009

Amount Awarded Each CAM
for Capacity Building Projects

Number of
Plan Training & CAMs Awarded Total
Implementation Consulting Total Grant Funds Awarded
$25,000 $5,000 $30,000 7 $210,000
$10,000 $4,000 $14,000 3 $ 42,000
$252,000

Assessing and Building Organizational Capacity

Upon joining ACAM, each organization undergoes an initial assessment to determine its
organizational capacity. This assessment is based on a capacity mapping system, CapMap®,
which was designed by Local Initiatives Support Corporation (LISC). The CapMap® system
defines specific organizational practices that demonstrate competency across nine dimensions
of capacity. ACAM capacity building projects focus on four of the nine CapMap® modules: 1)
Board Governance; 2) Financial Management; 3) Fund Development; and 4) Human Resources
and Staff Development.

The items in each CapMap® module define ten progressive stages of competency essential to
successful performance in that dimension of organizational capacity. The number of items
necessary to complete all ten stages, or to reach the ideal organizational capacity level, for each
module ranges from 17 to 41. To complete 100 percent of all four CapMap® modules, CAMs
must fulfill requirements for a total of 123 items.

I nitial stages of each module identify critical ¢
infrastructure, such as establishing by-laws, complying with fiscal and human resource

regulations, and implementing basic fundraising practices. The critical competencies

associated with later stages relate to managing organizational performance, and the final stages

outline practices that help ensure sustainability. Table 7 presents the critical competencies for

each module and a framework developed in this evaluation that categorizes the ten stages of

each module into three organizational development phases: Stages 11 3: Building

Infrastructure; Stages 41 6: Practicing; and Stages 7 1 10: Sustainability Planning.

CAM leaders used the CapMap® results obtained from the Initial CapMap® assessment to
define their goals and develop proposals for the Capacity Building Grant Projects. The
individual projects were designed to addresst h e  Crebdti§, Hut also to improve its
CapMap® scores. Final reports submitted by each grantee in August 2009 include:

1) Updated CapMap® assessment. The CapMap® assessments submitted by 7 CAMs were
conducted by a trained external evaluator; the remaining 3 CAMs submitted self-assessments in
February 2009 that were later verified by ACAM staff.

2) Goals and Achievements Report. Completed by CAM EDs, the report includes each goal
stated on the original grant application, the specific CapMap® competency associated with the
goal,andthe CAMs 6 t op a c h iostooreeselatédgo the Gapacity Building Project.



Table 7.CapMap® Critical Competencies and Development Phase

Critical Competency

Development CapMap® Financial
P bviap Board Governance Fund Development Human Resources
Phase STAGE Management
1 Mission and strategy Fiscal compliance with Ie_gal Articulates a comp_elllng and Protects the legal stan_dm_g
and governmental regulations focused vision and assets of the organization
Buildin g Bviaws and qovernance Organizes financial Uses a variety of vehicles to | Established human resource
2 y oIicgies information and accounts for communicate the vision, policies that include federal
Infrastructure P funds mission, and programs guidelines
. . Monitors fundraising Personnel records are
Strategic allocation of . . - ;
3 2 Standardized internal controls progress and utilizes a organized, up-to-date, and
organizational resources :
standardized approach secure
Strategic recruitment and . Financial statements are Board members are effective Supports the professional
4 ; . timely, accurate, and accrual . )
orientation of members based fundraisers development of its staff
Monitors financial
.- L . performance of individual Mitigates risk through
Practicin g 5 Obtains financial resources programs and the diversification Staff are regularly evaluated
organization
_ . . Development efforts are Institutionalized Human
Oversees and evaluates Institutionalized operating . .
6 - integrated throughout the Resources operating
nonprofit performance procedures A
organization procedures
Contributes to the nonprofit's Ar_1€_;1|yzes h'Sto.”C.al data _and Varlety of sophlstlcated Effective staff retention
7 g utilizes analysis in decision- techniques to increase .
public image ; strategies
making support
. .- Enhances its effectiveness Plans for long term financial Executes specialized or Mitigates risks of potential
Sustainabili ty 8 through self-assessment and health major gifts campaigns organizational liabilities
- development '
Planning — — . .
9 Brokers relationships with Liquid and unrestricted net Advocates for new funding Tracks and analyzes key
strategic partners assets mechanisms human resources data
Produces measurable and Meets or exceeds financial Adequate funding to develop
10 visible changes in the a new line of business and/or Manages staff transitions

community

targets

weather financial crises
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Capacity Building Grant Project Results

This section examines results of the capacity building grant projects based on: 1) increases in
C A MLéapMap® scores; 2) critical competencies achieved by the CAMs; and 3) outcomes
associated with these achievements.
2009 CapMap® Scores

Median Percent Group Comparison
Tables 8 and 9 below present the average percent of modules completed before and after the
capacity building projects. As the table shows, increases for the group with initial scores below
the median percent were dramatically higher than increases for the above-median group.
A On average, ACAM members who joined with over the median percent (59.4) of the total

CapMap® items already complete, increased the percent completed of each module by a

range of 9.9 percent to 15.9 percent.

A In comparison, ACAM members who joined with less than 59.4 percent of the total CapMap®
items complete, had average increases ranging from 25.5 percent to 77.6 percent.

Table 8.Average Percent of Modules Completedinitial CapMap® and 2009CapMap®

Above-Median Percent Group

Table 9.Average Percent of Modules Completednnitial CapMap® and 2009CapMap®

Below-Median Percent Group

Date of Board Financial Fund Human Total
CapMap® | Governance | Management | Development | Resources | CapMap
Initial
CapMap® 67.5 76.3 71.8 76.6 73.5
2009
CapMap® 77.5 85.5 78.8 88.8 83.6
AVG %
[ 14.8 11.9 9.9 15.9 13.7
N=5

Date of Board Financial Fund Human Total
CapMap® | Governance | Management | Development | Resources | capmap
Initial
CapMap® 30.6 46.7 55.3 39.0 41.1
2009
CapMap® 54.4 61.8 69.4 61.9 61.0
0
IS e 77.6 32.5 25.5 58.7 48.3
Increase
N=5
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Overall Change to Average Percent Completed by Module (Table 10):

A On average, the CAMs had completed nearly three-quarters (72.3 percent) of all CapMap®
items at the end of the grant cycle.

A The CAMs gained an average of 34.2 percentage points in the Board Governance Module.
Still, the average percent completed of this module (65.9 percent) remains below the scores
for the other 3 modules.

A With an average increase of 30.4 percentage points, the percent of the Human Resource

module that has been completed is on par with Financial Management (73.6 percent) and
Fund Development (74.1 percent).

Table 10 Average Percent of Modules Completednitial CapMap® and 2009CapMap®

All Groups

Board Financial Fund Human Total

Governance Management | Development Resources CapMap
Initial CapMap® 49.1 61.5 63.5 57.8 57.3
2009 CapMap® 65.9 73.6 74.1 75.4 72.3
AVG % 34.2 19.7 16.7 30.4 26.2
Increase
N=10

Critical Competency Stages Achieved

In terms of CapMap® scores, the grantees made significant gains in the 2008-2009 grant cycle.
But what do these changes in CapMap® scores mean in terms of critical competencies gained?
The following highlights some goals that the CAMs achieved during the Capacity Building
Grants Projects.

Board Governance

A On average, the largest gain in the Board Governance Module, 32.5 percentage points,
occurred in Stage 2. This stage focuses on building effective policies related to board
composition and term limits.

A In many cases, CAMs implemented board-related bylaws with the longer term goal of
recruiting board members based on skills sets and organizational needs. Some
accomplished this longer-term goal as indicated by an average 20 percentage point increase
in Stage 4, which relates to the strategic recruitment of board members.
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AA |large number of CAMso6 goals also focused on inm
the allocation and acquisition of financial resources with an average gain of 20 percentage
points for both Stages 3 and 5.

Financial Management

A CAMs6 goals in this module focused mostly on conm
phase with an average 32.5 percentage point gain in Stage 3, which relates to implementing
standardized internal controls.

A The CAMs also worked towards institutionalizing their financial operating procedures with an
average 20 percentage point gain in Stage 6.

Fund Development

A In 2009, CAMsofocus in this module involved developing strategies for monitoring
fundraising progress with an average gain of 26.7 percentage points in Stage 3.

A Many CAMs enhanced their fundraising techniques with a 30 percentage point gain in Stage
7.

Human Resources and Staff Development

A Many CAMs joined ACAM without having completed the Infrastructure development phase
for the Human Resources and Staff Development Module, therefore, a large number of
CAMs focused on Stages 1-3, ensuring that their human resource policies and procedures
meet federal guidelines.

A Utilizing ACAM programs and ACAM training funds, the CAMs gained an average of 20
percentage points in stages related to the professional development of staff.

Achievements and Outcomes

The improved CapMap® scores generally indicate process improvements such as providing
needed training for board members or implementing procedures for monitoring fundraising
progress. They do not measure outcomes or verify the impact of these improvements on a
CAM6s ability to fulfildl its mission.

To analyze the impact of CAMsd6 capacity building
to identify the top 3-5 achievements that their organization accomplished in 2009 as related to

their grant awards and specific CapMap® goals. They were also asked to describe the results

of those achievements. Their responses are summarized in Table 11, which: 1) categorizes

their achievements, 2) states the number of CAMs that reported achievements in each category,

3) identifies the process improvements that led to the achievement, and 4) provides examples of

specific outcomes resulting from the achievements. The outcomes presented in the table

document the impact the capacity building projects had on the CAMs and their ability to fulfill

their mission. For example, 4 CAMsd top achievem
Process improvements associated with these achievements include recruiting board members
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with specific skills. A sample outcome related to this accomplishment is that 1 CAM received
the equivalent of $28,000 in professional services as a result of this achievement.

Table 11 Achievements, Process Improvements and Outcomes

: # of CAMs
Achlivement Reporting Process Improvement Outcomes
rea :
Achievement
1. Training 1. Several CAMs developed
2. Donor tracking database special fundraising events
Funding 8 3. Board involvement
Strategies 4. Fundraising committees 2. Several CAMs initiated
5. Strategic plan capital campaigns
6. Communication plans
1. Training and consultants 1. Board approved
2. Board retreats expansion of
Board 4. Initiated capital campaign & resale shop
Involvement in 6 5. Established line of credit
Fund Raising with a credit union 2. Board member negotiated
discounted price for donor
tracking software
1. Amended bylaws related to | 1. CAM received the
board composition. equivalent of $28,000 in
Board 4 2. Strategic board member professional services from
Development recruiting new board members
3. Training
1. Training 1. Increased funding &
2. Job descriptions volunteers to expand
Human 3. Perf luati program services
RESOUrces 2 . Performance evaluations
Professional 4, Employee handbook
Development 5. Hired staff 2.FTED led CAMto
implement 3 new services
through partnerships
1. Purchased computers 1. Improved reporting for
2. Implemented data systems grant Writing: CAM with little
3. Developed client services grant experience awarded
Technology 3 reports P 17 out of 18 proposals
4. Improved donor & volunteer
tracking
1. Added accountant to staff 1. CAM quadrupled the
2. Improved financial reporting | @mount of grant funds
. . and procedures received & managed
Financial .
: 3. Developed disaster plan for
Information & 2 . .
Management accounting systems 2. Disaster plan enabled

4. Grant management training

CAM to perform payroll &
other critical services during
an IT crisis
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NETWORKING AND TRAINING

In 2009, ACAM hosted 31 networking and training events. The majority (27) were hosted for
one of four networking groups: 1) Executive Directors i 12 meetings; 2) Congregational
Liaisons i 5 meetings; 3) Client Service Managers i 5 meetings; and 4) Volunteer Coordinators
T 5 meetings). The remaining 3 events ACAM hosted were designed to expand these
networking opportunities and were open to CAM leaders, community partners and funders.

Participant Evaluations

Participants were asked to complete a standard evaluation form at the end of each event. On
the evaluation they were asked to rate 6 program elements: 1) overall quality of the event, 2)
speaker quality, 3) whether or not the information presented was new to them, 4) whether or not
the information is relevant to their work, 5) whether or not the event helped them establish new
connections with others in the ACAM program, and 6) whether or not the event helped
strengthen existing connections. Response choices for these questions were from:
Excellent/Strongly Agree, Good/Agree, Fair/Disagree, and Poor/Strongly Disagree.

Overall feedback for the programs was strong. In most groups, about three-quarters of
participants rated the overall presentation, speakers, and relevance of the information as
excellent. The following provides an overview of the feedback received from each attendance

group.

Open Meetings

A 70 percent or more of the open meeting attendees rated the following as excellent: overall
presentations (73.3 percent), speakers (82.7 percent), and relevance of the information (76.0

percent).

A Ratings were slightly lower, but consistently good, in terms of whether or not the participants
agreed that the information was new for them, or that the meetings established new, or

strengthened existing, relationship s . The majority only O6agreed, o

with these statements.

Executive Director Networking Meetings

A Similar to the ratings for the open meeting, the majority of EDs agreed that overall
presentations, speakers, and relevance of the information were excellent. Top ratings were
given to these categories by approximately 60 percent, 65 percent and 70 percent
respectively.

A Ratings were relatively low for question 5, which asks participants if the event helped them
establish new connections. Many participants left this question blank, and the question was
left off the form for two events. This is not surprising given that networking meetings are
closed and have a standing group of select members that meet regularly.®

® Participant evaluation forms, which were developed before this research began, have been revised to address this and other
issues. The revised forms will be implemented in 2010.
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Client Services Manager Networking Meetings

A Ratings given by the Client Service Managers were strong across all categories. The
weakest, finew information, o was stil/l rated eith
percent) by all participants.

A Close to 80 percent rated the overall presentations and speakers as excellent; nearly three-
guarters strongly agreed that the information was relevant.

Congregational Liaison Networking Meetings
A 90 percent of the Congregational Liaison group gave combined ratings of either excellent or
good; however, the ratings given by this group were generally weaker relative to the other

three groups.

A AStrengthening existing relationshipso is the or
majority of the group.

Volunteer Coordinator Networking Meeting
A The Volunteer Coordinator networking group also gave high ratings for the 2009 events.
Approximately 80 percent strongly agreed that the overall presentations, speakers, and

relevance of the information were excellent.

A Approximately half of the volunteer coordinators strongly agreed that the events helped
them create new, or strengthen existing relationships.

ADVOCACY AND OUTREACH

The third program component supporting ACAMOés mis
program element combines a variety of strategies to:

1. Ensure there is a high-performing social service network operating throughout Greater
Houston

2. Raise awareness of issues that affect clients served by CAMs
3. Gain support f oandseéukkdudding that grdvides pathwags out of poverty

for clients

Accomplishments

ACAM has expanded its networking resources to include 13 member CAMs, and its geographic
reach extends from Katy at the western edge of Houston to Humble, and from The Woodlands
in northwest Houston to Galveston Island (see map on following page).
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Map 1. ACAM Member Service Area

ACAM Members
Catholic Charities of Galveston-Houston
(Not ZIP code based)
East Fort Bend Human Needs Ministry
Emergency Aid Coalition
(Not ZIP code based)

pip Ci ity Health O h Services
(Not ZIP code based)
Humble Area Assistance Ministries
Interfaith Caring Ministries
Katy Christian Ministries

My Brother’s Keeper Outreach Center
Northwest Assistance Ministries

St. Vincent's House, Galveston
Wesley Community Center

(Not ZIP code based)

West Houston Assistance Ministries

DU AENEEEE ¥ B =

This color indicates additional zip codes that
get significant service coverage by assistance
ministries that are not zip code based. These
ministries’ services are open to Greater
Houston and surrounding geographic areas.
Between the four of them they cover more
than 100 zip codes.
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During 2009, ACAM and CAM leaders hosted and participated in a variety of activities to bring
greater awareness to their wor k s.aTalde 12 Highlightss sues t h
some of these strategies and activities.

Table 12 Advocacy and Outreach Goal Strategies and Activities

Goal Strategies ACAM Activities

Hosted Annual Meeting with 64 attendees
including funders, CAM leaders &

A Increase CAM visibility & legitimacy supporters, & community partners

Participated in:
A strengthen networks

1) One Voice/Basic Needs Workgroup
2) Coalition for the Homeless Board &

A Shapeandstrengt hen Hynett _
Homeless Prevention Task Force

A Increase awareness of homeless prevention | 3) United Way Basic Needs Grant advisor

efforts 4) Forums related to Homeless
Prevention & Rapid Re-Housing Program

5) Financial Opportunities Center Model

A Demonstrate CAM effectiveness in homeless :
(LISC working group)

prevention
6) Application for the Regional

_ ) Catastrophic Planning Grant Program
A Promote philanthropy and volunteering

Presented at the Annual Conference of

Alncrease awareness of -
the Coalition for the Homeless

A Gain resources for CAM clients
Partnered with local organizations:

1) The Monarch School

2) The Houston Apartment Association

MEMBERS &VALUATION OF ACAM

Al liances involve an artful bal ance between membe
from the collaborative relative to the costs of participation. An important factor in this equation is

the degree to which the benefits that members gain through the collaboration are aligned with

the reasons they joined. Member sé satisfaction w
to the stability of an alliance and an important measure of its success.

To assess membersod satisfaction with ACAMpn-t he CA
one interviews. These interviews took place between August 2009 and January 2010. During
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these conversations, the EDs were asked about their experiences with specific ACAM programs
and three overarching questions:

1. What motivated you to join ACAM?
2. What are the greatest benefits of your participation in ACAM?
3. Do you have any disappointments or concerns regarding your participation in ACAM?

It is important to note that these questions were open-ended and sequenced to avoid response
bias.

Key Findings

In interviews with Executive Directors, three themes emerged about their reasons for joining
ACAM.

A Capacity Building
A Funding and Access to Funders

These same themes were prominent in discussions about the benefits they have achieved
through the alliance, as well as their concerns. Table 13 summarizes EDs responses and
demonstrates the common thread that relates the CAMsomotivations, perceived benefits, and
concerns across the three themes. As the table shows, members cited benefits that relate
directly to their reasons for joining ACAM, and reported some unanticipated benefits as well.
Some of these benefits include:

Capacity Building i Organizational improvements achieved through the Capacity Building grant
program boosted their own and board membersé conf

Funding 1 Accordingtomany EDs, me mber shi p represents a fAstamp of
and opportunities like the HPRP grant have provided even greater access to funding than

expected. Some feel that their experience with the grant will improve their knowledge of case

management and client services and outcomes.

Networking 1 Most EDs mention the networking meetings and the personal support they receive
there as one of the greatest benefits of ACAM membership. Information and resource sharing
now takes place outside the actual meetings through emails and phone calls. Examples of
information shared include: performance evaluation tools, annual report formatting suggestions,
food pantry resources, and job descriptions for CAM staff positions.

Obviously, ACAM met, and in some casesexceed ed member s6 expectations.
concerns also relate to these focal areas of CAMs
frequently mentioned capacity building as a reason for joining ACAM and a major benefit of their

participation. They also complained about the amount of time that the CapMap® projects

require (e.g. the CapMap® assessment). Another concern mentioned is that ACAM funding

programs, such as the Capacity Building Grants, could actually dilute their direct relationships

with funders.

While some EDs stated that the organizational diversity of the CAMs enhances their networking,
others remarked that they get more out of talking with members who have similar programs and
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organizational structure. In some cases, even those who claimed that the diversity is a benefit

qualified their remark by saying that they thought smaller organizations might feel intimidated by

the group or that larger organizations might feel the alliance is not beneficial for them. The

personal support the EDs receive through their networking group is very valuable for most.

However, some remarked that the Asupport groupo t
a few suggested that the format was perhaps too a

It is critical to keep in mind that EDs®6 negative

tempered with statements about how important ACAM is to their organization and how proud
they are to be part of it.

Table 13 Three Themes Related to Motivatns, Benefits and Concerns

Theme | \jotivation Benefit Concern
CAPACITY | Growth Growth CapMa® stages
BUILDING Expertise CapMa® assessment
Confidence process
FUNDING Access to funders Access to funders Limits direct access
Legitimacy Legitimacy Competition for grants
Foundationgrants
HPRP
NETWORKIN( Resource sharing Resource sharing One size does not fit all
Professionasupport Mandatory meetings
Meeting content

CAM Executive Directorso® Visions for

An important determinant of continued member satisfaction is that members remain supportive

of ACAMOs vision. Al'l organizations must ensur e
environment and its stakeholders. The focus and expectations of ACAM members may change

as a result of things such as organizational growth and professional development; a shift in

resources, client needs and services; or the introduction of new leaders and member

organizations.

The EDs were each asked the following question : AThi nki nandérhgertetm geals,o r t
whatvisiondo you have for ACAM?0 It is clear from the
for ACAM to bring greater clarity to its mission. In some discussions, EDs posed more

guestions about the future direction of ACAM than suggestions. Some stated that there needs
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to be more intentional di alogue about ACAMb6s miss
for recruiting the larger CAMs. These comments included suggestions about improving the two-
way flow of communication between ACAM and its members.

It also appears that there may be a lack of consensus about the best strategic direction for the
alliance. The three suggestions mentioned most often relate to the following goal areas:
ministry development, client needs, and technology. These and additional ideas presented by
the EDs are discussed below.

Ministry Development

Several believe it is time for existifeygnetACAM me mb
identifying service gaps and recruiting and mentoring other nonprofits. As one stated:

The EDs have talked about all the otherareas of Houston that dondt
anything like the CAMsd the gap in services and we wonder Owhat i s t
member ship supposed to belPdher,smaller a | ot of us
organizations. | would like to see ACAM members have a team that can go

out and help [smaller organizations] figure out who they are and what they

want to do.

Client Needs

A few EDs would like ACAM programs to include more emphasis on client service models and
outcomes, and some believe ACAM should work to become an important advocacy arm for
people precariously housed. The following remarks by one ED are an example of this vision for
ACAM:

Ultimately, isnodt s? hvouldlikehoyseewneréfoorsfranoi ng t hii

ACAM on self-sufficiency programs and tracking improvements in education and

jobs. Most of the CAMs are about basic needs, but some are doing some

interesting things that | would like to know more about and have more focus on.

Basicneeds programs are mor e abohlowmanpyddw many di d
you help with rent?5b The focus is too much o
what programs you are doing.

n

Technology

A vision shared by a few is that ACAM become the lead group in developing a shared database
that could be used to coordinate service delivery. This goal includes establishing data
standards across the CAMs, reducing service abuse and duplicated services in the community,
and identifying where there are gaps in services. Several EDs expressed concern that it is
difficult for CAMSs to acquire the funding and expertise they need to develop their technical
infrastructure. They recommend ACAM continue its efforts to help close the technical divide
among the CAMs.
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RECOMMENDATIONS

This report documents the structure of ACAM in Year 1, the baseline year of the evaluation

project. I't provides a profil e O©apMap®Csaokks, endme mber s
details the goals, programs and services ACAM provided members in 2009. The report

demonstrates the impressive gains the CAMs achieved in organizational capacity during the

2008-2009 grant period and the important initiatives accomplished by ACAM leaders. The

report also presents important insights from CAM Executive Directors about their participation in

the alliance and what they value most, as well as their concerns.

Going forward, the Year 1 report provides the foundation to help: 1) guide strategic planning

efforts, 2) identify and drive mission critical initiatives, 3) evaluate and demonstrate the

cumulative effect over Years 2 and 3, and the impact of future program, 4) provide an

organizational narrative for stakeholders,and 5) validate ACAMO6s strategi
accomplishments for policymakers and community leaders interested in social service networks.

At the beginning of 2010, ACAM leaders initiated a strategic planning process. This is a timely

initiative for the young alliance given several factors. First, since its founding, ACAM has

acquired a new leader and doubled in size with the introduction of 6 new members. Second,

ACAM has completed its first full year of the Capacity Building Grant Program. Finally, results

from Year 1 of the evaluation project provide information that can help leaders identify

successful programs and needed improvements. At this juncture, it is appropriate to examine

whet her or not the original mi ssion and strategie

The following recommendations are based on lessons learned during Year 1. In addition, they
suggest possible adjustments to Year 2 to ensure that evaluation plan goals and methods align
with changes resulting from the ACAM strategic planning process currently underway.

1. Develop data standards and reporting tools that work for all ACAM members.

Technology issues and data challenges that can impact outcome measurement are not unusual

for faith-based nonprofits and have been documented in other research.* ACAM6's st ruct ur e &
its Capacity Building Grants that help fund technology improvements, and the alliance structure,

create a useful environment for addressing these issues. We recommend that the evaluation

team, ACAM, and CAM leaders work together to develop data standards in 2010 (Year 2) of the

evaluation project. Goals and strategies that might drive this effort include:

A Identify the most important data elements for helping ACAM accomplish its mission (e.g. data
needed for grant applications), and ensure that these statistics are available, reliable, and
formatted for efficient use.

A Review, and adjust as necessary, data definitions and outcome indicators used to
demonstrate the impact of ACAM programs on member CAMs. For example, consider using
the Adoll ar amount of remfalhcadas dinstwanmdbe t mhreo viind end
servedo to improve the validity of the service ¢

* For example, see Nonprofits & Technology: Emerging Research for Usable Knowledge, edited by
Michael Cortes and Kevin M. Rafter. Chicago: Lyceum, 2007. This issue is also discussed in Building Nonprofit Capacity: A
Framework for Addressing the Problem, edited by Carol J. DeVita and Cory Fleming, Urban Institute, 2001.
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A ACAM reporting requirements should be sensitive
collection and reporting and data procedures and requirements already in effect. For
example, several CAMs report client data to a variety of funding agencies. In some cases,
CAM staff members have to enter client data in more than one database to meet these
various requirements. It is important that any changes made to ACAM data requests not
compound these inefficiencies.

A Itis important that CAM leaders and relevant staff members are involved at the beginning of
this process. Their input is necessary to define realistic reporting requirements that they will
support and be able to accomplish. The best approach might be to establish a project team
that represents the diversity of the CAMs in terms of size and technical capacity. Every effort
should be made to align this project with their own goals to ensure their committed
participation.

2. Adjust capacity building evaluation methods to align with recent grant program
changes.

In the fall of 2009, ACAM leaders initiated strategies to improve the Capacity Building Grant
Program and addressmembe r s & c on c er n LCapMap® arbcess. These newlye
developed strategies include: 1) reduced grant reporting requirements for EDs, 2) staggered
grant cycles to ease administrative strains on ACAM staff, and 3) a greater emphasis on the
Nine Elements of Organizational Capacity in the design of Capacity Building Grant Projects,
rather than relying on CapMap® as the primary instrument.”

With the introduction of these changes, it is important that stakeholders and the evaluation team
work together to review, and update as necessary, the methods and outcome measurements
that will be used to evaluate the Capacity Building Grant Program. This review should also
include an analysis of the 2010 project timetable to determine a reporting schedule that ensures
stakeholders receive the information they need on a timely basis.

3. Il dentify strategies to improve, and provide t
of the costs and benefits of participating in the alliance.

Quialitative research conducted in Year 1 indicates that CAM Executive Directors value their
participation in ACAM. In particular, they credit ACAM for achievements they realized through
the Capacity Building Grant Program, networking opportunities with their peers and funders, and
the legitimacy ACAM participation confers on its members.

In most cases, however, the EDs have concerns and disappointments directly related to these
benefits. Perceptions of membership costs relative to the benefits derived are an important
indicatorofme mber sé satisfaction with ACAM progr ams.

As mentioned above, ACAM has already introduced strategies that address many concerns
EDs cited about the CapMap® process. In addition, ACAM leaders initiated a strategic planning
process in January 2010, which should address several other issues that arose in interviews

® The Nine Elements of Organizational Capacity is a framework for assessing and building organizational capacity that was
designed by participants during the ZCAM organizational development project.
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with the EDs. For example, several EDs thought that ACAM leaders should discuss the
allianceds goals with them and clarify its missio

ACAM leaders might also develop new strategies specifically designed to improve EDs
perceptions of membership costs and benefits. One strategy to consider is a communication
plan that highlights ACAM activities and initiatives undertaken on behalf of its members.

In addition, the structure or definition of the relationship between ACAM and its members is an

important concept ACAM stakeholders might want to discuss. What does it mean that ACAM is

a 0 me mb eization?0 Yhahare the roles and responsibilities for ACAM and CAM leaders

that definetherelat i onshi p and best support the allianceds

An important next step that should take place in early Second Quarter 2010 is for the evaluation
team and ACAM stakeholders to jointly review, and modify if necessary, the evaluation plan to
effectively measure and provide timely feedback on any new policies or goals. lItis also
recommended that we review the communication flow between ACAM stakeholders and the
evaluation team to ensure targeted analyses and timely feedback.

4. Explorewaystolinkcapaci ty buil ding goals and achievement s
mission.
The coming year represents an i mportant stage 1in

evaluation project is complete with baseline information and early successes, as well as a few
lessons learned and documented. This year also begins a transition phase for the alliance with
a new strategic plan and a renewed focus on the Nine Elements of Organizational Capacity.

These new initiatives provide an opportunity to reflect on the ways in which building

organi zational capacity directly relates to the a
ACAMOGs visi-pear fi ar mi hg gmet wor k that dwill effect cl
indicators can we use to determine the degree to which capacity improvements result in
achievements directly r e? Hotvead wenmeas@eAidsnipactt\CAMs i on g o
participation has on client services and client outcomes?

We recommend that ACAM and CAM leaders participate in a facilitated discussion to

strategically link capacity building goalstothe CA Ms 6 s e r \and toalefimeimstigcs forn

evaluating the impact of achieving these goals on client services and outcomes. According to

The National Alliance t o EondmicHlyeffeitnewaystmend s: fAiThe m
homel essness is to f AGAMeepreserntstarsemerging strategy in this . 0

national effort: coordination and information sharing among basic needs providers to maximize

existing prevention dollars. To demonstrate the effectiveness of this model requires that we

evaluate the impact of ACAM on CAMsb6 efforts to p

® Toolkit for Ending Homelessness: Featuring the Ten Essentials for Ending Homelessness in Your Community, The
National Alliance to End Homelessness. Download available at www.endhomelessness.org.
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YEAR 2: NEXT STEPS
1. Review the proposed evaluation plan for Year 2 with ACAM leaders.
With Year 1 complete, we should confirm the evaluation goals and methods. New goals and
strategies needed to improve the plan should be developed in collaboration with appropriate
ACAM stakeholders. Some factors to examine include:
A Evaluation goals
o Confirm primary research goals to effectively utilize resources and minimize
impact on CAM staff and operations. This analysis should examine evaluation

priorities related to capacity building, networking and training, advocacy and
outreach, and CAM client services.

o0 Build evaluation activities into the ACAM calendar for communication and
planning purposes

A Establish 2010 timeline related to:

o Capacity Building grant cycles
0 ACAM funder reports
0 Interim evaluation reports

A Capacity Building Projects

o Identify process and outcome indicators to measure organizational capacity
results not related to CapMap®

A ACAM strategic plan developed in 2010

0 Review and document goals, policies, program components, and services
0 Align evaluation plan goals with the strategic plan
o Identify performance measurements

A Communication strategy to ensure that:

o0 ACAM stakeholders receive timely and effective feedback

0 The evaluation team remains current on important developments that might
either draw upon or impact the evaluation research

2. Address data reporting issues identified in the Year 1 Report.

Work with ACAM leaders to determine priorities related to CAM resource and client data.
Develop and execute an effective plan that achieves these priorities.
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1. INTRODUCTION

Founded in January 2008, ACAM is an alliance of community assistance ministries that provide
emergency assistance in the Greater Houston area. The vision that drives the alliance is a
high-performing network of social purpose ministries, funders, and community partners who,
through synergistic alliances, will effect change for those in need. The mission of ACAM is to
provide member organizations with a professional forum to strengthen their capacity to fulfill
their mission.

ACAM evolved out of a three-year pilot program initiated by Rockwell Fund, Inc. to provide
organizational development support to Houston-area ZIP Code Assistance Ministries (ZCAMS).
As documented in 2002, ZCAMs are faith-based social service providers comprised of area
congregations that pledge to support the ministry with volunteers, financial contributions, and in-
kind donations.” Emergency assistance with rent and utilities was a founding purpose for these
ministries and remains a core part of their mission today (Pipes and Ebaugh 2002):

[The ZCAMs] were established independently of one another in the mid-1980s at

the height of Houstonbés oil industry related r
congregations were bombarded with requests for assistance from both white-

collar workers and unskilled laborers. The churches responded by forming

neighborhood coalitions to make resources stretch further and to provide a

method to screen requests so that the legitimate needs of their communities

could be addressed equitably. The service area boundaries for each coalition

are defined by ZIP codes and enforced rather strictly.

The ZCAM Organizational Development Project (ZCAM-ODP) was formally convened in 2005.
Initially, 10 ZCAMs were selected to participate; however, within the first two years, it was
determined that the program was not a fit for two of the participating ministries and they left the
project. This resulted in 8 ministries completing the program. The ZCAM project focused on: 1)
developing relationships between and among the ZCAM Executive Directors, members of the
funding collaborative supporting the project, and program partners; 2) increasing the
effectiveness of ZCAMs in the key elements of organizational capacity and service delivery; and
3) increasing ZCAM participation in relevant collaborations.?

Upon completion of ZCAM-ODP, participating ZCAM leaders and funders enthusiastically
explored a way to bui $sdThesa efforth resulied imtgerAllianées®f s uc c e
Community Ministries (ACAM), which was launched in January 2008.

Evaluation Project

A three-year evaluation project was initiated in July 2009. Initial goals and measures were

developed with input from ACAM staff members. The leader of the ZCAM-ODP evaluation

t eam, Ritalinda D6Andrea Lee, Ph. D. ,progided ves as a
invaluable insights from her previous work with the ZCAMs that helped guide the design phase.

7Pipes, Paul a F. and Hel e nBabdEalitidah B agihall 29®Ryi cesiFaandhSoGadoger nment Fu
of Religion 63:1 49-68.

fLee, Ritalinda DO0ANndr ea Agsistandedmisties @Qrgafzatmpnal Developmehi Progré&ha Eirel

Evaluation Report, o July 2008.



The purposes of the evaluation are to examine ACAM activities and assess the impact of these
activities on member organizations. Two research questions are central to the project:

What impact do ACAM programs have on the capacity of member organizations to provide
social services?

What impact do ACAM programs have on the sustainability of member organizations and
their programs?

The evaluation plan and performance measurements are structured around the three program
components that guide ACAM activities and services: Capacity Building, Networking and
Training, and Advocacy and Outreach.

Capacity Building

A key ACAM initiative is to help member organizations increase their capacity to provide

sustainable, effective services. To achieve this goal, ACAMf unds membersdé devel opr
efforts through the Capacity Building Grant Program. These projects are designed to help

member organizations, the community assistance ministries (CAMSs), identify and achieve

measurable goals in the area of organizational capacity.

Networking and Training

ACAM provides networking opportunities for CAM leaders and select staff positions. The goal is

to expand memberorgani zat i ons6 soci al resources to: 1) enab
experiences, give support and learn from their peers, 2) increase the number of collaborative

opportunities for joint projects, and 3) increase the visibility of the CAMs. ACAM also sponsors

training events to support CAM professional developmentgoalsa nd -lAiecaor ni ngo event s
foster relationships between funders and CAM Executive Directors (EDs).

Advocacy and Outreach

ACAMG6 s vi s i-merorming nevorlhaf spdial purpose ministries operating throughout
Greater Houston. ACAM therefore seeks to: 1) expand its membership to include organizations
working in underserved areas; and 2) increase racial, ethnic, and geographic diversity among its
members.

ACAM also seeks to increase awareness of the CAMs6 contr i but i graventiano homel e
and thereby increase support for their mission and their clients. Many CAM clients are among

the working and under-employed poor, a population that is always one crisis away from being

homeless. As a centralized organization for service providers targeting this group, ACAM

strives to bring these issues into focus by giving increased visibility to the CAMs and their

clientsd needs.

Process and Outcome Indicators

During the three-year project, the evaluators will assist ACAM and its members with the ongoing
development of: 1) process and outcome indicators and 2) measurement tools that can be used
to facilitate this and future evaluations.



Table 1 presents the process and outcome indicators that were utilized in Year 1 to evaluate the
three program components. Research in Year 1 has primarily focused on documenting the
alliance structure and activities, gathering baseline data, developing database tools, and
analyzing results of the 2008-2009 Capacity Building Projects. Sources used to collect data
include: ACAM documents and reports; Capacity Building Grant Reports; organizational
capacity audit reports (described in Section 4); CAM Annual Service Data Reports; and
interviews with Executive Directors of member CAMs.

Table 1. Process and Outcome Indicators

PROGRAM
PROCESS INDICATORS OUTCOME INDICATORS
COMPONENT
1. Number of capacity building assessments L Ch_a_mge n organghonal cgpacny scores
Capacity performed 2. Critical competencies ac.quwe('j .
Building | 2. Amount of grant funds dispersed 3. Results related to capacity building
achievements
1. Number and structure of networking 1. Membe( evaluatlor} qf and satisfaction with
) networking and training events
Networking events > Applicati qi tof inf i ined
d Training | 2. Attendance rates . Application and impact of information gaine
an to ministry operations / services
1. Description of ACAM member 1. Geograpr_nc scope and diversity of member
composition at beginning and end of the orgamzatprys (e.g. size, demographic
Advocacy & . ; characteristics)
Outreach evaluation period _
L . 2. Member assessment of alliance structure and
2. Participation in community forums -,
composition







2. STRUCTURE AND MEMBERSHIP

ACAM operates under the 501(c)(3) status of the Greater Houston Community Foundation,

which manages ACAMb6s funds and provides board gov
ACAM6s governance i s the Executive Co nHErecititecee, whi
Directors elected by their peers and b) three representatives of local foundations.

ACAM operates with a very lean staff of just two employees: an Executive Director and an
Assistant Director. In addition, ACAM currently contracts two consultants on a regular basis
who coordinate and facilitate networking meetings for ACAM members.

ACAM is a member organization in which organizations: 1) must meet certain requirements to
join; 2) may remain members as long as they adhere to the terms and conditions of
membership; and 3) are eligible to participate in ACAM programs and receive member benefits.

Membership Eligibility, Terms and Conditions

There are two membership categories: Affiliate and Collaborating. All members pay annual

dues according to a fee schedule that is based on: 1) the type of membership (Affiliate or

Coll aborating); and 2) the member organizationos
range from $75 to $400; dues for Collaborating members range from $125 to $450.

In the following two sections, member eligibility requirements and commitments are summarized
as they relate to CAM: 1) mission, 2) practices, and 3) membership commitments. The first
section includes conditions that pertain to both Affiliate and Collaborating Members; the second
section includes the list of performance criteria necessary to become a Collaborating Member.
(See the Appendix for copies of the following ACAM documents: 1) Membership Application and
Agreement and 2) Member Benefits and Commitments.)

Affiliate and Collaborating Membership Requirements
I. Organizational Mission

a) ldentifies as a faith-based organization in mission and vision and is willing to commit to
ACAM6s mission and vision.

b) Provides two or more of the following basic needs: food, case management, clothing,

employment services, financial assistance for rent and/or utilities, school supplies/uniforms, or

transportation.

c) Provides a resolution by the organizationébés b
ACAM, is a 501(c)(3) in good standing with the state of Texas and the IRS, and provides a

recent 990 and/or audited financial statement.

II. Organizational Practices:

a) Demonstrates a two-year track record of service.



b) Provides evidence that its board of directors meets and seeks to assist the organization in
achieving its overall goals. The organization should make a reasonable effort to attain a
diversified board in terms of skills, experiences, gender, race, ethnicity, and religious
background.

c) Demonstrates separation of duties between board and staff.

d) Demonstrates support from faith congregations, such as funding, volunteers, or in-kind
support.

e) Demonstrates that the organization provides social services: 1) without charge or based on a
sliding scale to a broad base of community residents; 2) without requiring a particular
expression of faith as a basis for services; and 3) without regard to gender, sexual orientation,
race, ethnicity, or religion.

[1l. Membership Commitments:

a) Shares basic service data with ACAM annually.

b) Undergoes an annual assessment of organizational capacity in areas such as leadership,
board development, fund development, and human resources staffing and management.

c) Participates in a mentoring program.
d) Contributes approximately 8 hours per month to a work group and/or ad hoc committees

involved in planning, implementing, and/or evaluating organizational activities. Each year, the
appropriate organizational leaders and staff members must attend meetings as follows:

1 Monthly Executive Director meetings: attend 75% of meetings
T Quarterly Co-Learning: attend 50% of meetings
1 Staff Networking group meetings: attend 50% of meetings
1

Annual Board/Executive Director meeting
Performance Criteria for Collaborating Members

Organizations apply for ACAM membership as an Affiliate. After one year, an organization may
move to the Collaborating Member status if it meets the performance criteria outlined below:®

1. The organization meets all Affiliate category requirements on a continuous basis.

2. The organization participates in collective action through advocacy, legislation, and in idea-
sharing with the goal of broadening services to clients.

3. The Executive Director of the organization provides representation to the ACAM Executive
Committee if selected by the other member organizations.

% In the initial year, members who were originally part of the ZCAM-ODP pilot phase were granted Collaborating Member status;
other organizations entered ACAM in 2008 as Affiliate members.



4. The organization is available to mentor Affiliate Members in identified areas on a limited, as
needed basis.

5. The organization has completed Stages 1- 3 of all four CapMap® modules (described in
Section 3).*°

Member Benefits

ACAM member benefits include: 1) ACAM-sponsored training, 2) co-learning events that include
members of the funding community, 3) peer networking groups, and 4) ACAM grant
opportunities. The primary member benefit that differentiates the Affiliate and Collaborating
categories is the maximum amount of funding each is eligible to receive as outlined below:

Affiliate Member Collaborating Member
Training & Consulting Projects: $2,000 - $4,000 $3,000 - $5,000
Capacity Building Projects: Up to $10,000 annually Up to $25,000 annually

ACAM Member Organizations
Seven of the original 10 ZCAM-ODP members transitioned into ACAM when it began in 2008.
By the end of 2009, ACAM had recruited 5 additional CAMs, as well as the one remaining
ZCAM-ODP participant still in operation.™ The map on the following page demonstrates the
geographic reach of the alliance at the end of 2009.
The former ZCAM-ODP members and the 5 newer members are listed below:

Former ZCAM-ODP Members New Members

East Ft. Bend Human Needs Ministry (EFB) Catholic Charities (CC)

Emergency Assistance Coalition (EAC) Epiphany Community Health
Outreach Services (ECHOS)

Humble Area Assistance Ministries (HAAM) My Br ot herdés Kee
Interfaith Caring Ministries (ICM) St. Vincentds Ho
Katy Christian Ministries (KCM) Wesley Community Center (WCC)
Memorial Assistance Ministries (MAM)

Northwest Assistance Ministries (NAM)

West Houston Assistance Ministries (WHAM)

1% This requirement was waived in 2008 for ZCAM-ODP members.

! One of the remaining original ZCAM-ODP members, Northwest Assistance Ministries, joined ACAM in fall 2009; a second ZCAM-
ODP member, Southwest Area Ministry, is no longer operating.



Map 1. ACAM Member Service Area
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ACAM Members
Catholic Charities of Galveston-Houston
(Not ZIP code based)
East Fort Bend Human Needs Ministry
Emergency Aid Coalition
(Not ZIP code based)
C ity Health Outreach Services
(Not ZIP code based)
Humble Area Assistance Ministries
Interfaith Caring Ministries
Katy Christian Ministries
Memorial Assistance Ministries
My Brother’s Keeper Outreach Center
Northwest Assistance Ministries
St. Vincent's House, Galveston
Wesley Community Center
(Not ZIP code based)
West Houston Assistance Ministries

This color indicates additional zip codes that
get significant service coverage by assistance
ministries that are not zip code based. These
ministries’ services are open to Greater
Houston and surrounding geographic areas.
Between the four of them they cover more
than 100 zip codes.



Organizational Diversity

All ACAM member organizations vary in terms of scope of services and resources. However,
the original ZCAM-ODP members share four fundamental characteristics that shape their
identity and differentiate them from the newer ACAM members:

1. Geographic Service Area: As the ZCAM label implies, these community assistance
ministries primarily use ZIP codes to define their geographic service boundaries.*

2. Organizational Age: The ZCAMs were established during the mid-1980s and on average
have been operating for 24 years.

3. Religious affiliation: Although established independently of one another, the ZCAMs all
have similar founding stories and ways of structuring their relationships with neighborhood
congregations. Founded through the collaborative efforts of neighboring churches, each
continues to receive significant support from religious congregations in its ZIP code area
that pledge to provide financial, in-kind and volunteer support; they do not receive support

from denominations or other religious jurisdictions.

4. Central Mission: The ZCAMs were established by the congregations to pool resources and

screen requests for emergency assistance with food and rent. Although program policies

and
eac h

scope
CAMOb s

vary
mi s si

acr oss
on.

t he

ZCAMs , meet i
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Table 2. ZCAM and New Member Organizational Characteristics

ol

ORGANIZATIONAL
CHARACTERISTIC

ORIGINAL ZCAM-ODP
MEMBERS (N=8)

NEW MEMBERS (N=5)

Geographic Service
Area

ZIP code boundaries (except

No boundaries except for: 1) My
Brotheroés Keeper,
based, and 2) SVH, which limits its

for EAC) services to Galveston Island

Average: 24.2 years Average: 47.8 years
Organizational Age | Median: 25.5 years Median: 55.0 years

Range: 19171 27 years Range: 51 105 years

Religious Affiliation

Founder: Coalitions of
neighborhood congregations;

Affiliation Structure: pledged
support from congregations in
ZIP code area

Founder: Varies to include: a single
congregation, a denomination, an
archdiocese, and a single individual;

Affiliation Structure: Varies to include
denominational, diocesan, and
informal congregational support

Central Mission

Emergency assistance with
food and rent

Varies to include emergency
assistance, healthcare access, youth
and senior services, and
comprehensive social service
programs

2 Emergency Aid Coalition is the only ZCAM-ODP participant that is not ZIP code based.
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The addition of the 5 new members significantly increased the organizational diversity of
ACAMOs member ship. The newer members not only di
exhibit considerable variation among themselves (Table 2).

Among the newer members:

A Most do not use ZIP code boundaries to define their service areas, although several provide
services to clients from nearby neighborhoods.

A They represent both the youngest and the oldest organizations participating in ACAM. MBK
and ECHOS are very young organizations that have been operating as 501(c)3 nonprofits for
just 5 and 8 years respectively. Indeed, MBK is headed by the original founder, an operating
stage that is vastly different from the other ACAM members. The other 3 new members were
all founded over 50 years ago. St. Vincentds Ho
Catholic Charities for 66 years, and Wesley Community Center for 105 years.

A None have 0 megatioesr Al receive apngegational support, but either informally
or through denominations or archdioceses.

A Only one, My B rfoousds exclisigely Bnemeegtirgrbasic needs. The mission of
ECHOS is to help individuals access free or low cost health and social services. Wesley
Community Center provides services that target youth and senior citizens. St . Vi ncent 6s
House mission is to provide comprehensive social services for the entire family; Catholic
Charities offers a wide array of programs including adoption services, foster care, housing,
and refugee resettlement.

Member Social Service Programs

As previously mentioned, an organization must provide basic needs to join ACAM; however,
many CAMs provide additional services. These programs include services to help clients
achieve self-sufficiency, such as budgeting classes, GED preparation, and job referrals. Some
CAMs have programs that target specific populations, such as refugees; some serve clients
impacted by a particular social issue, such as domestic violence.

Chart 1 displays the percent of ACAM members that offer services in 9 program categories. For
example, Health Services includes programs ranging from vision screening and prescription
assistance to hospice and clinical care. (See Appendix for a description of the Program
Categories and the services they represent.) The program categories used in this analysis were
defined in a national survey of faith-based social service organizations. Chart 1 compares the
percent of ACAM members who provide services in each category to the percent provided by
respondents in the national survey.*®

'3 The national survey was administered in 2003 as part of the Coalition Ministries and Congregations Study (CMACS) funded by
the Lilly Endowment. Survey responses that are included in this analysis are limited to the 458 faith-based organizations that
provide at least one type of emergency assistance program (e.g. food pantry, rent assistance). A report from this study, Focus on
Faith-Based Partnerships: Coalition Ministries and Congregations in Social Service Ministry is available online at
www.uh.edu/cmacs.

1C


http://www.uh.edu/cmacs

A The percent of ACAM member organizations that provide non-emergency services, health
services and youth services are on par with the national survey respondents. For example,
non-emergency services are provided by 69 percent of the CAMs compared to 73 percent of
the national sample.

Chart 1. Percent of ACAM Members Providing Programs Compared to National Survey of
Faith-Based Emergency Assistance Providers

100%

100% -

90% A

80% -
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10% -
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Emergency Non- Health Svcs  Empl/Life  Counseling Immigration Elder Care Youth Svcs  Housing

Sves Emergency Skills Sves
Sves

R ACAM Members (N=13)
Program Category == CMACS Survey (N=458)

A The greatest variation between the CAMs and the national survey data is in Housing
programs (e.g. Interfaith Hospitality Network, transitional housing). Nationally, nearly 60
percent of faith-based emergency assistance providers also offer Housing services
compared to 15 percent of ACAM member organizations.

A Although many ACAM members see self-sufficiency programs as an important dimension of
client services, only about 46 percent offer services in the Employment/Life Skills category
compared to 67 percent nationally.

A The percent of CAMs with services targeting the immigrant and elderly populations (46.2

percent each), is more than double the percent of national survey respondents for these
categories (16 percent and 15 percent respectively).
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