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Situation Analysis:

Introduction:  Hope Pregnancy Centers (HPC), Incorporated was established in 1980 as Alternatives to Abortion with a focus on meeting the emotional, practical and spiritual needs of women experiencing unplanned pregnancies.  HPC is incorporated under the Texas Non-Profit Corporation Act and is affiliated with Care Net, a national organization dedicated to equipping pregnancy care centers to offer quality care.   (HPC, 2007) 

 HPC is operated as an outreach Christian ministry and is committed to presenting the Gospel message by word and deed to women with crisis pregnancies.  Commensurate with its purpose, those who labor at HPC as board members, directors, and volunteers are expected to be Christians. 

The services offered by HPC are free to its clients.  These services include pregnancy tests, peer counseling, and educational materials.  HPC also provides assistance to clients by referring them to adoption agencies, maternity homes, and medical care when needed. 

Additionally, HPC seeks to educate the general public on the subjects of pregnancy, development of the pre-born child, abortion methods, the physical and emotional risks associated with abortion, and alternatives to abortion.  HPC also offers faith-based post-abortion support. 

HPC currently has four centers serving three Central Texas communities.  One center is in Temple, two in Killeen, and one in Copperas Cove.   The current Executive Director (ED) is, Kathy Mellon, she oversees the paid staff at each center.  Volunteers fill all other staff positions.  Each volunteer is given specific job training for several weeks prior to working with clients.  

Funding is provided by the Ralph Wilson Public Trust, local church groups, businesses and individuals.  Policy, fiscal oversight, and strategic direction are provided by a local board of directors. 

 Volunteers perform most of the work at HPC.  They are critical to the accomplishment of the HPC mission.  Ms. Mellon’s main concern is about attracting, training and maintaining a dedicated group of volunteers to work in each of the four centers.  If enough volunteers can be recruited and trained, HPC would be able to take advantage of opportunities to open additional centers.   Another concern is funding.  Contributions from church groups and individual contributors provide most of the operating funds for HPC but are not sufficient to support additional clinics.    

Vision: Hope Pregnancy Centers does not have a stated vision. Our group offers the following vision statement: To be the salt and light of the community by empowering men, women, and youth about positive pregnancy, sex and lifestyle choices.


Purpose: Founded on biblical principles, Hope Pregnancy Centers exists to provide accurate, up-to-date information to empower individuals to make informed choices about pregnancies.


Mission: Hope Pregnancy Centers, a Christ-Centered Ministry, offers practical support and empowers men, women, and youth to make informed choices regarding sexual integrity, pregnancy, and the sanctity of human life.

Values statement:


Truth:  HPC is committed to providing its clients with accurate and complete information about both prenatal development and abortion.


Compassion: HPC is committed to assisting women to carry to term by providing emotional support and practical assistance.

Awareness: HPC is committed to creating awareness within the local community regarding the needs of pregnant women and the fact that abortion compounds human need rather than resolving it. 

Prevention: HPC offers up-to-date information on STD’s, their effects and risks. In addition to offering this education, HPC maintains a belief in the sanctity of marriage and encourages sexual integrity.

Intervention: HPC offers free confidential pregnancy tests, peer counseling, abortion information, adoption information, parenting classes, practical assistance in the form of maternity and layette items, and spiritual counsel and support when a client is open to it. HPC also offers referrals to social and community services and organizations.

Restoration: HPC offers a program called Hope Restored for those women and men who experience post traumatic stress syndrome following an abortion.  

Stakeholder Analysis with issues:
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Hope Pregnancy Centers consists of the following stakeholders: Cathy Mellon, the executive director, who is in the center. She is high power/high importance and serves as the ex-officio board member, oversees all operations of the ministry, and serves to develop relationships in the community including fundraising. Cathy’s issues are increasing volunteers and funding. The board of directors and the center directors are also high power/high importance. The board of directors expects Cathy Mellon to carry out policy, oversee fiscal, and follow the strategic direction the board has set forth. They do not have any issues at this time. The center directors expect open lines of communication, flexibility, and some degree of autonomy. The issue for the center directors is not enough volunteers. They would like to offer more hours to better serve their clients. 
The volunteers, community, churches, and clients are low power/high importance. The volunteers expect to be treated as co-workers, appropriate training, continuing education for the job, and to receive sound guidance and direction. They also expect to be heard and recognized and appreciated as a value co-worker (HPC, 2007).  There are no issues for the volunteers at this time. The community expects HPC to be a morale and ethical organization. The churches being one of the main sources of funding, expect HPC to share the love of Christ with those they come in contact with at the center. The clients expect confidentiality, compassion, and education regarding their situations during visits to the centers. Just like the volunteers, the community, churches, and clients do not have any issues at this time. 

Effectiveness Analysis: 

 Internally HPC displays a high level of efficiency and effectiveness in accomplishing its mission.  In 2006 the four clinics made a total of 2,725 client contacts.  That number declined slightly from the 2,775 contacts made in 2005, but is still substantial.  The clinic was able to make those contacts due to the dedication and hard work of the paid staff and volunteers.  Providing services with HPC's limited resources requires both efficient and effective coordination between paid staff and volunteers, in order to meet the needs of that many clients.  Externally HPC needs to develop additional sources to acquire the services of more volunteers and the additional funding that will provide more clinics for the volunteers to work in.  Client satisfaction is reflected in the fact that many of the new clients seen at HPC are referred by existing or former clients.  The communities in which HPC operates are provided a service that some could not afford to provide to pregnant women.  HPC contacts civic organizations like the Exchange Club to inform about their services and to solicit for volunteers and contributions.  HPC teaches young women and men about social and personal responsibilities.  It reaches them with that message at a time when the client can clearly see how the idea of responsible behavior or a lack of it directly affects their life.  The benefits of teaching young people to be responsible for their actions; will have a positive affect on the individuals and the communities in which they live. 
SWOT Analysis:  


Strengths:

                                                   






· Dedicated paid staff and volunteers 
· Internal efficiency 
· All services are Free 
· Christian faith based
· Strong culture that supports current strategy
· Affiliate of Care Net 
Weaknesses:

·  Insufficient Funding
· Lack of sufficient advertising 
· Lack of an alliance for sponsorship 
· Absence of a clear concise vision statement 
· Insufficient staffing

Opportunities: 

· Collaborate with more organizations to increase funding
· Expansion of medical services to include STD testing
· Obstetrical ultrasounds performed at each center
· Recruitment of nurses and male volunteers

Threats:
· Right-to-choose organizations 

· Abortion clinics 

· Complacency in church and civic groups 
Issue(s) Statement:

Kathy Mellon is in need of more volunteers and additional funding for HPC. Finding a source for both is strategically important for HPC at this time.  The current situation at HPC does not present a traditional OD issue.  However, there are OD interventions that can assist Ms. Mellon in finding potential solutions to these problems.

What must Kathy Mellon do to locate source(s) that will provide HPC with more volunteers and additional funding?

Organization Transformation/Development Analysis:
Alliance intervention:

 HPC’s issues of acquiring additional funding and more volunteers may be resolved by pursuing a strategy of collaboration.  Collaboration would allow HPC to pursue its goal of opening more clinics by providing a single source of funding and volunteers by forming an alliance with a church group large enough to provide support financially and also be a consistent source of volunteers.  The first step in developing an alliance will require board approval due to the change in strategy that must take place to form an alliance.  Once board approval has been gained, HPC must begin to search for an appropriate alliance partner.  The search would most likely include the 10 largest church groups that are currently providing some support.  An alliance always involves a cost/benefit trade off, in HPC’s case the cost is going to be the yielding of its autonomy and some control over its activities.  Once the alliance partner is identified and a relationship is established the priorities change to structuring the partnership and building trust between the partners (Cummings & Worley, 2005).   Being a faith based ministry that already works with and receives support from local churches this step should not be difficult due to the fact that a working relationship with potential alliance partners that is based on trust has already been established.  Once the alliance is functioning each partner should periodically review and clarify the capabilities contributed, the lessons that have been learned, and the benefits that each has received (Cummings & Worley, 2005).
Spiritual Leadership:


Spiritual leadership comprises the values, attitudes, and behaviors that one must adapt to intrinsically motivating one’s self and others so that they have a sense of spiritual survival through calling and membership. They experience meaning in their lives, have a sense of making a difference, and feel understood and appreciated (Fry, 2003&2005). With extrinsic motivation the idea for effort, performance, and reward is to give me a reward to work, where as intrinsic motivation my work is my reward. As part of our group project, we conducted a diagnosis of the Hope Pregnancy Centers using the Spiritual Leadership Survey. The survey consisted of 40 items that measure Spiritual Leadership Theories Nine Variables. It utilizes a 1-5 response set that ranges from strongly disagree, disagree, neutral, agree, to strongly agree. For the bar graphs: averages are given in the lower right corner with possible ranges from 1-5, and strongly disagree/disagree, and agree/strongly agree categories are combined to give percentage of respondents who agree, are neutral or disagree (Fry, 2003 & 2005). See Appendix for graphs. 


The first variable measured is vision, which describes the organization’s journey and why we are taking it, and defines who we are and what we do. “The HPC is an outreach ministry of Jesus Christ through His church. Therefore, HPC, embodied in its volunteers, is committed to presenting the gospel of our Lord to women with crisis pregnancies- both in word and deed (HPC, 2007).”  At this time, HPC does not have a stated vision. Even though there is no stated vision, HPC respondents reported high on the level of agree. The average for this variable was 4.77 out of the 17 surveys we collected. Under the variable of hope/faith, the average of 4.63 gives evidence that HPC is assured of things hoped for, and believes its organization will fulfill its stated mission. The altruistic love variable yielded an average of 4.87, which was the highest of the nine variables reported. HPC feels a sense of wholeness, harmony, and well-being produced through care, concern, and appreciation for both self and others. They believe the leaders in the organization “walk the walk” as well as “talk the talk”. They feel the organization is trustworthy and loyal to its employees, and the leaders have the courage to stand up for their people. 


The meaning/calling variable average was 4.76. The employees believe that the work they do makes a difference in its client’s lives. Being a Christian base organization and given the fact that HPC is served primarily through volunteers, there is a real sense that the job activities are personally meaningful to both the paid and non-paid staff. As per a comment made on the questionnaire, it was stated that “HPC is a perfect fit for my convictions, background and talents”. The membership variable along with inner life had the second highest average of 4.85. The respondents reported high as well in this category. There is definitely a sense that the members of HPC are understood and appreciated. The extent to which one maintains a spiritual practice under the variable of inner life was reported high with an average of 4.85. One of the requirements to be a volunteer at HPC is that one must be a Christian. They must show evidence that they do indeed maintain a spiritual lifestyle. Volunteers are encouraged to be continually in prayer, studying the word, and in fellowship in a church (HPC, 2007). 


The organizational commitment variable reported moderately high with an average of 4.49. This variable represents the degree of loyalty or attachment to the organization. From the questionnaire, two volunteers expressed there feelings about working for HPC. The first comment stated that, “more volunteers are needed to serve more people-but I do love volunteering here”, and the second comment stated that, “being able to pray at work with the people you work with is an awesome job opportunity”. The productivity variable reported high with an average of 4.70. Productivity measures how efficient the organization is in producing results, benefits, or profits. HPC now has four centers serving in the Killeen, Copperas Cove, and Temple areas. They saw a total of 2725 clients for the year 2006. The average is high, but HPC knows that it needs more volunteers and funding to continue to offer the services they provide to their clients free of charge (Mason, M., interview, July 2007). The last variable in the survey is satisfaction with life. It measures one’s sense of subjective well-being or satisfaction with life as a whole.  The satisfaction with life variable reported the lowest average of the nine categories with a 4.38. In response to question #35- if I could live my life over, I would change nothing reported the least amount of strongly agree / agree responses. Even though it had the lowest average, HPC respondents reported moderately high on the level of agree. The overall response on the Spiritual Leadership Survey produced enough evidence to show that HPC is indeed a spiritual organization.

Integrated Strategic Change (ISC):

The concept of ISC is a recent intervention that extends traditional organization development (OD) processes into the content-oriented discipline of strategic management. It is design to coordinate processes that leads gradually to systemic realignments between the environment and a firm’s strategic orientation, and that results in improvement in performance and effectiveness. It is designed to be a highly participative process. The ISC process has four phases: performing a strategic analysis, exercising strategic choice, designing a strategic change plan, and implementing the plan. In the first phase, a diagnosis of the organization’s readiness for change and its current strategy and organization is conducted.  The most important indicator of readiness is senior management’s willingness and ability to carry out strategic change. The key dimensions in this analysis are the leader’s willingness and the commitment to change and the senior team’s willingness and ability to follow the leader’s initiative (Cummings, & Worley, 2005). The senior management team at HPC is not aware that a strategic change is needed. Although, the executive director knows that the organization is in need of more volunteers and funding, she is not responsible for the strategic direction of the organization.  The responsibility of strategic direction belongs to the board of directors; therefore the executive director will need to address these issues with them. Until senior management is made aware of the issues, HPC will not be able to complete phase one of the ISC process. 


The second phase of the ISC process is exercising strategic choice. Once the existing strategic orientation is understood, a new one must be designed. Base on this analysis, senior management formulates visions for the future and broadly defines two or three alternative sets of strategies and objectives for achieving those visions. Market forecasts, employees’ readiness and willingness to change, competitor analyses, and other projections can be used to develop the alternative future desires (Cummings & Worley, 2005).  As per the spring 2007 newsletter, HPC has formulated the following visions for the future: 

· Expand medical services to include STD testing.

· Volunteer nurses and male counselors for each shift at each center.

· Hire assistant director at each center.

· Pay off mortgages on all properties.

In terms of defining alternative sets of strategies and objectives for achieving those visions, HPC has not developed the strategies to move them to next phase of the ISC process. This is due partly to the fact that phase one has not yet been completed.
Managing Change analysis: 

 Hope Pregnancy Centers is a non-profit organization that is solely supported by gifts donated by public trusts, individuals, businesses, and churches.  The organization primarily operates through the service of volunteers. During the diagnosis process, it was determined that the need to increase volunteers and funding were two issues facing the organization.  Before the organization can implement an intervention to increase funding and volunteers, the organization’s capability to change must be evaluated.  

          The organization does not have a vision statement.  Before the organization can begin planning and implementing the changes necessary to improve its effectiveness, it must create a vision that will describe the desired future state.  A vision statement is need because it will outline what the company wants to be, concentrates on the future, and is a source of inspiration that provides clear decision-making criteria (Wikipedia, 2007).  The vision will also describe the core values and purpose that will guide the organization. Not only will the vision provide a valued direction, but it can also energize commitment to change by providing members with a common goal and rationale for why change is necessary (Cummings & Worley, 2005).  Without a sensible vision, the transformational efforts can take the organization in the wrong direction or nowhere at all (Kotter).  

 In most cases a vision statement is mistaken for mission statement or they can closely resemble each other (Wikipedia, 2007). HPC is a Christ-centered outreach ministry that has values based upon Biblical principles. HPC needs to develop a vision that will embody its core ideology and answer the question of what is the organization’s desired future state.  The vision statement must be realistic, rational, and paint a clear picture of the organization’s vision for the
future. In addition to creating and developing a vision, the vision statement must be assimilated into the organization’s culture. 

Identification and Evaluation of Alternatives:

Course of action #1- Maintaining the status quo. An indicator that an organization should undertake a planned change is the stakeholders’ dissatisfaction with the status quo.  Based upon the research, the stakeholders at HPC seemed to be satisfied with the current strategy. With the stool of change concept in mind, HPC is missing all three pegs that will indicate a readiness for change.  A change in the status quo is not supported by top management, nor is there a perceived need to change or an idea to fit the need. Although there is a need to increase funding and volunteers, the stakeholders at this point do not perceive that there is a threat to the organization’s survival.  The basic assumption here is “if it is not broke, don’t fix it”. There is a lot invested in the current strategy and there is not a perceived need to change it. In addition, budget restraints and limited manpower will make it difficult to support a transformational change.  However, in order to accomplish the mission of the organization some type of change either a transformational change or fine-tuning the status quo will need to be made that will increase funding and volunteers. Under the current strategy, there is not a vision statement. In order to increase its effectiveness, the organization will need to develop a vision and incorporated it into the organization’s culture. 


Course of action #2- Creating a vision statement.  A vision statement is needed because it will outline what HPC wants to be. HPC is a Christian outreach ministry that educates and empowers youths and adults to make informed decisions regarding pregnancy and lifestyle choices.  In fact, the mission of HPC is as follows: Hope Pregnancy Centers, a Christ-centered ministry, offers practical support and empowers men, women, and youth to make informed choices regarding sexual integrity, pregnancy, and the sanctity of human life. In order to increase the organization’s effectiveness, a vision statement is need to paint a clear, realistic, and rational vision of a desired future state.  It is very important for HPC to develop a vision statement because it will guide the organization on taking the correct paths to achieving its objectives.  According to Megan Tough (2007), if you don’t know where you are going, then you may make choices that will take you in the wrong direction, backwards, or nowhere at all. The organization’s stakeholders need to develop a vision that will state the desired future state of their company.   The vision should embody the HPC’s core ideology and values. A compelling vision will also be a source of inspiration for the organization. The vision should also be rational, realistic, and attainable. If the vision is seen as impossible to achieve, it can depress member motivation (Cummings & Worley, 2005). A proposed vision statement for HPC is; to be the salt and light of the community, empowering men, women, and youth about positive pregnancy, sex, and lifestyle choices. 


Course of Action #3- Form an alliance. HPC should form an alliance with a large local church group that could provide a source of funding and volunteers for staffing centers.  The alliance will call for a change in strategy that must be board approved. The change to an alliance will cost HPC autonomy and control over its operations.  However the alliance will relieve HPC of the burden of searching for additional sources of funding and volunteers. The cost/benefit of loss of autonomy verses the benefit of gaining a single source for both resources will favor HPC and should allow the opening of additional centers in the Central Texas area. 
Recommended Alternative:

The recommended alternative for HPC is course of action # 3, forming an alliance with a large local congregation. Forming an alliance with a large congregation will provide HPC a single source for funding and volunteers.  Funding issues could be resolved from the large amount of revenues that congregations with several thousand members generate on a weekly basis.  Large congregations usually have a large number of "ministries" that they encourage members to participate in.  Volunteering at HPC would be participating in a "ministry" to save unborn children.  HPC already functions as an outreach ministry for local churches, in an alliance it would function as an outreach ministry for one church.  This course of action is the best because it is a way to provide funds and volunteers that HPC needs to open additional centers. 

Course of action # 1, maintaining the status quo will not generate additional funding or volunteers.  The organization may not have a perceived need to change but the need for change still exists.  The opportunity for opening additional centers can be realized only through change.  Maintaining the status quo is not acceptable because it does nothing to meet the two most pressing needs of the organization. 

Course of action # 2, create a vision statement is a viable alternative and should be implemented along with alternative # 1.  When the board approves the idea of forming an alliance it must also approve a change in the strategy of HPC. The forming of an alliance will demand a change in the way HPC does business because an alliance partner will have some say in the way things are done.  Creating a vision statement should be a part of changing the strategy that will be a source of inspiration for the organization.  Creating a vision is important and can be inspirational, but a vision statement will not generate the needed funds and volunteers.  The creation of an inspiring vision statement must follow the creation a new strategy that will be generated by the decision to form an alliance.

Implementation and Conclusion:

The first month will be used to sell the board of directors on the idea of an alliance.  When the board has approved the idea of a strategy change must follow and be board approved. Clarifying the business strategy and understanding why an alliance is appropriate is vital to the success of the alliance.  The next 3 to 6 months will be used in searching for an alliance partner.  HPC's association with local congregations will be a benefit in the search process.  When a suitable congregation is located the alliance structuring and start-up should take approximately 6 months.  The focus shifts at this point in the process to structuring the partnership and building trust in the relationship.  Again, HPC's existing relationships with local congregations should prove beneficial if the alliance is formed with a congregation that HPC already receives some support from.  The following 6 months will be used for operational adjustment once the alliance is functioning.  Diagnosing the alliance and making appropriate adjustments will help to ensure that the alliance is generating positive outcomes.  The total implementation time from the start of the strategy formulation to the operation and adjustment phase of the alliance will take 1 to 2 years.   

HPC is providing the communities which it serves with an important service.  The potential of opening additional clinics will make HPC more effective in its outreach to assist women experiencing unwanted and unplanned pregnancies.  By forming an alliance with a congregation that is large enough to provide both the financial support and volunteers to staff new centers HPC will expand its influence and continue to be the salt and light in the communities that it serves. 
Timeline: 

	    1 month 
	     3-6 months 
	    3- 6 months 
	      6 months 
	 1 - 2 Years 

	Board approval    

Formulate Strategy 


	Select alliance partner
	Alliance structure 

and start-up 
	Alliance operation and necessary adjustments 
	Total time from strategy formulation to operation 
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