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Company Description 

Short history 

Recovery Association Project’s (RAP) target market is people in recovery. What 

began in the 90’s as a grassroots organizing effort has segued into an organization 

focused on housing first, organizing second.  The housing offered is democratically run, 

self sufficient, and targets people in recovery from domestic violence, 

addiction/alcoholism, chronic homelessness, and those in recovery from 

addiction/alcoholism using medication assisted means (methadone, suboxone, antabuse, 

naltrexone, etc.). Essentially this means that RAP is the largest public voice for people in 

recovery throughout the state of Oregon. Because of this specific geographic focus I will 

be utilizing information specifically for the non-profit industry within Oregon. 

While it may seem counterintuitive to include the non-profit world as an industry: 

it is exactly that. Behind the scenes of good works are environmental stressors, funding 

restrictions, industry trends, and a business. RAP is one such business operating as a non-

profit focusing on a dyad of services: grassroots organizing, and recovery housing. RAP 

is rather unique because of the services they offer, the purpose of the organization, how 

they operate, and whom they serve.    

Product offerings 

During the last two years RAP, specifically, was losing houses because of an 

increase in foreclosures. We were presented with a financial crisis that demanded we 

diversify our services. Instead of panicking and laying employees off we created housing 

for separate populations based upon our core model. What makes our model unique is 

that there is no extensive staffing costs insofar as onsite staffing. Because the housing is 
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democratic in nature, the members of the house hold elected positions, and run the 

business of the house itself. We do not have anyone monitoring the houses. There is no 

staff that lives there, nor do we pay for staff to sleep there, not even periodically. The 

bright side to these economic crises was that there was an increase of homeless, domestic 

violence, and addiction and alcoholism. Yes, it is irrational to think that way yet it 

afforded the opportunity for new funding streams to address the housing needs of these 

populations. The housing is self-sufficient in that it does not rely on funds from outside 

sources to meet its needs. The very basis of this type of housing is similar to grassroots 

organizing: peer-to-peer based services developed to fit the individual meeting the needs 

of the group.  

These peer-to-peer delivered services are something that no other housing 

organization in Oregon can boast of. This model of housing and the inherent organizing 

ability is something that appeals to funders. The model of housing is successful: those 

members who live in the housing for 18 months are shown to relapse 86% less than those 

who live in the housing for shorter amounts of time. This success rate coupled with the 

amount of staffing costs makes this model attractive to private and public funders.  

The grassroots organizing that is the backbone of RAP began in the late 90’s. This 

model of organizing is based upon the Industrial Areas Foundation (IAF) type of 

organizing. The very foundation is intentional conversations with community members, 

people of power, and special interest groups (churches, non-profits, etc.). RAP belongs to 

the northwest affiliate of IAF. This affiliate is called MACG, or Metropolitan Alliance 

for the Common Good, a group made up of unions, churches, and non-profits. Through 

our affiliation with MACG RAP has worked on heroine overdoses, the needle exchange 



	  

	  

program, Alcohol and Drug free housing funds totaling over 6 million dollars, domestic 

violence housing, post prison housing, and many other items. The goal of each organizing 

effort is to conduct an action resulting in an ask of increased funding or increased 

services.  

The housing that RAP currently has is a great platform to engage newcomers in 

community organizing. RAP works with people who have never had a say, nor have they 

ever been in a position of power sitting at a table advocating for something. Typically a 

newcomer to recovery is feeling pretty disenfranchised, isolated, and starved to be a part 

of something. Community organizing is a great way to teach them about their own gifts 

of power in a positive light.  

Scope of operations 

The scope of operations for RAP tends to be generated by the management team. 

The management team is made up of the Executive Director, the Women’s Program 

Manager (myself), and the Field Services Supervisor. My role is very diverse in that I am 

the senior most member of the staff. I also do the contract administration, the billing, the 

reporting for all our contracts, and I have developed the women’s program throughout the 

state. According to The Scope of Operations Management text by McGraw-Hill Higher 

Education Scope of Operations is defined as:  

The scope of operations management ranges across the organization. 

Operations management people are involved in product and service design, 

process selection, selection and management of technology, design of work 

systems, location planning, facilities planning, and quality improvement of the 
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organization’s products or services. The operations function includes many 

interrelated activities, such as forecasting, capacity planning, scheduling, 

managing inventories, assuring quality, motivating employees, deciding where 

to locate facilities, and more.  (McGraw-Hill, 2007) 

Specific to RAP, the scope of operations is almost as diverse as the staff. Sometimes, this 

is something that all staff participates in and sometimes it is the management team 

making the decisions.  

 Forecasting: This is not something that RAP has as a strength. The Executive 

Director does this informally through manual excel spreadsheets. The accounting 

program, Quickbooks, also does this type of reporting but due to the shortcomings of 

Quickbooks there is not much stock in those reports. Because of our limited revenue 

streams: four contracts, and our static expenses the forecasting has not been a huge focus. 

This is something that needs to happen at a very detailed level for planning purposes to 

address what the financial future of RAP looks like with nine staff, five staff, and three 

staff. More on this later in the Current Situation section. 

 Capacity Planning: RAP identifies the need for beds. We look at the population 

and determine how many beds per capita an area can handle. We also know that when the 

demand for beds increases we treat this differently then the per capita analysis. There are 

seasonal fluctuations in addiction and recovery. In summer relapses increase and people 

are able to sleep outside comfortably, in winter relapses decrease and people want to be 

warm. During these seasonal fluctuations we recommend doubling people up on beds. 

We have houses track the amount of calls they are getting and if they are able to build 



	  

	  

their bank account with the doubling up they can feasibly save enough to open a new 

house. 

 Scheduling: Because RAP has only nine staff the scheduling is independently 

driven by the employees. Employees have their particular area, or region, where they are 

working with community providers, doing outreach presentations, training leaders, and 

working in houses and with chapters. RAP has a staff meeting every other week where 

we discuss what is happening in each area. We share wins, losses, and things that may 

become legal issues. After this sharing then employees go over their schedule. The Field 

Services Supervisor sometimes requests they do something in another area, or with 

another staff. Primarily this is to get the employee out of their comfort zone and to 

increase their exposure to varying work styles. An important note is that staff needs to be 

reminded every staff meeting to take two days off in a row. If they could, they would 

work without a day off regularly. RAP offers a flexible work schedule. The only 

requirement is they meet the 40 hours a week, however, each employee has flex time that 

they can access if they are not going to meet that 40 hours. Many times employees work 

weekends, evenings, and sometimes-even holidays. I discourage this because of the 

emotional toll it takes on our employees and their families. Hence, the scheduling of two 

days off.  

 Managing Inventories: The inventory that RAP primarily manages is the leaders 

throughout the state. We need to make sure that leaders are being brought up, taught, and 

given projects to work on. A key component lacking in our leadership identification 

process is we do not match leaders with roles. This is an electoral society. We can, 
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however, influence the early development of a leader through: preparation, monitoring, 

and intervention. Preparation is communicating the skills, values, and time commitment 

that is involved with the electoral system. Monitoring would be observing them as they 

become more involved in their houses or chapters. Intervention is providing regular 

feedback and coaching. It is in mentoring a new member, taking them to an outreach 

presentation or sitting with them at a house meeting. These types of activities will 

strengthen the leadership base that we are currently grooming for electoral positions. 

(Ram, Drotter, & Noel, 2011) Another inventory that RAP manages is the housing stock 

the members live in. We are always keeping our eyes out for houses that can hold eight or 

more people.  

 Assuring Quality: Quality in this environment looks two ways; the niceness of the 

neighborhoods we open homes in, and ensuring that our staff is following principles of 

recovery. We have a conflict of interest policy that all the staff signs. Our primary goal is 

to be able to support our staff. We recognize they may have conflicts because they have 

lived in houses before. It is how they uphold the principles of honesty, personal integrity, 

and professionalism that we are interested in.  

 Motivating & Training Employees: When new employees are hired we have them 

shadow the senior staff members for a week. Throughout the shadowing we meet with 

the staff member for coaching and review of what they are learning. Essentially we are 

exposing them to multiple styles so they can learn what they do not like in order to 

become the best outreach worker they can become. This is very much a mixture of on-

the-job training and mentoring and coaching. On-the-job training is personalized (a 



	  

	  

definite bonus since our services are so unique), cost effective, and immediately relevant 

to what an employee will be doing. Mentoring and coaching allows us to direct, instruct, 

and train an employee to develop specific skills. (Daft, 2012) 

 Locating Facilities: RAP is always on the lookout for houses that will hold eight 

or more people. The houses we look for are within a mile of the bus stop, a grocery store, 

and in a neighborhood that is nice and clean. This is not always as easy as you would 

think. RAP does sign long term leases; sometimes upwards of two years. The Equal 

Expense Shared (EES, or rent) for each member needs to be comfortable. For people with 

children this means that they need to be able to pay rent and still have enough for diapers. 

The ideal range is from $350-$450. The EES covers utilities and basic house supplies. 

Most of the time the biggest barrier is finding an affordable house, especially in the Tri-

County area. 

Industry Analysis 

Brief description of the industry 

The Non-Profit industry in Oregon has changed dramatically over the last five 

years. These changes are largely because of the economic crises but they are also because 

of emerging scientific data, and funder requirements. In Oregon the revenue of the 10,429 

active charitable non-profits was approximately $13 billion, with total assets of $16 

billion. Non-profits employ over 160,000 people, which is approximately 13% of 

Oregon’s private employment (Nonprofit Association of Oregon, 2011). I would like to 

offer a standard of comparison. According to the Portland Business Journal the state of 
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Oregon is the largest employer in the Portland metro with 18,400 employees (Portland 

Business Journal, 2011). 

Where your company fits into this industry 
 
  In 2011 alone, 54% of nonprofits reported increased revenue and 20% reported 

decreased revenue. In 2011 there was a significant increase in demand for services. What 

this looked like for RAP was a decrease in vacancies within the houses. RAP was 

receiving more calls from families displaced by the economy with nowhere to turn. 

During this time the actual State of Oregon was decreasing staff levels and contract 

amounts that inadvertently had an effect on non-profits operating budgets and staffing 

needs throughout the state of Oregon. What was once the job of four people became the 

job of two people. Staff was getting more frustrated and the climate of the non-profit 

world seemed to shift towards an atmosphere of scarcity.  

In 2011, nonprofits continued their struggle to meet increased needs with 

limited budgets forcing many organizations to continue cutting costs. One-

third of Oregon nonprofits cut administrative and overhead costs, 26% scaled 

back programs, and 16% initiated a salary freeze. Additionally, 15% reduced 

staff hours, 15% collaborated with other nonprofits to reduce overhead, 13% 

served fewer clients and discontinued existing program(s), and 12% had to lay 

off staff. (Nonprofit Association of Oregon, 2011) 

Key competitors 

I do not believe that RAP has any competitors. The housing model is so unique that no 

one else offers it. The threat is associated with the contract that funds the housing type. 

When this contract is awarded to another agency then we will have a competitor. We 



	  

	  

will, however, serve very different populations. The agencies that compete (insofar as a 

referral source) are; Central City Concern (CCC), Northwest Housing Alternatives 

(NHA), Iron Tribe, and Bridges to Change. We each work with the same clientele at 

various stages of their recovery process. Each agency has a valid place and incredible 

employees who create long term change in a very challenging population.  

Relevant trends that impact the managerial processes of the organization and shape the 
way they do business 

Specific funding streams are very beneficial in the non-profit world if an agency 

is culture oriented, or arts oriented. Non-profits that focus on social injustices or 

populations that have been disenfranchised are forced to ask for funding that pigeon holes 

the services being delivered.  

Eighty-six percent of nonprofits collaborate with each other. Those who 

most collaborate are agencies and organizations with the Housing and 

Shelter (97%), Healthcare and Counseling (91%), and Human Services 

and Community Improvement and Capacity Building (tied at 89%) 

subsectors. (Nonprofit Association of Oregon, 2011) 

As you can see the agencies that focus on life changes work together quite strongly. One 

of the movements that is beginning to rollout in the Non-Profit industry is the concept of 

collaboration. This concept is not new (see above data) except for how the collaborative 

effort is moving into the grant application process. Many grant organizations or even 

foundations are changing their grant processes to align with the collaborative efforts. 
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Collaboration is a way to deliver holistic services designed for the individual and is also 

cost effective in not duplicating said services.  

      The Non-Profit industry experiences stressors that have vast effects. When a 

business goes under it generally affects the employees and sometimes 

communities. When a non-profit goes under it can have devastating 

repercussions on the people accessing the services. Within some brief 

information of RAP I have woven information of the non-profit industry: I 

have covered the environmental stressors, funding restrictions, industry 

trends, and the business of an organization itself.  

An inherent roadblock in the world of funding is the service based funding. For example 

the Oregon Health Authority has funds that are set-aside for Alcohol and Drug Free 

Housing (ADF). This type of funding is specific to people in recovery only from drug and 

alcohol addiction. 76% of women living in the alcohol and drug free housing are also in 

recovery from domestic violence. This also makes RAP the largest long-term housing 

agency for survivors of domestic violence. 

 This culture of funding always being threatened can create an unstable work 

environment. Of the nine staff currently employed at RAP six of them have gone through 

years of, “We will know if we have the contract at the end of the month. Prepare to be 

laid off.” This is very damaging to morale. It is not an efficient use of the energy of our 

staff, especially if they are prone to worry. It decreases our staffs ability to adequately 

serve the members in houses. Especially since many of the members they are dealing 

with directly need a high level of coaching. I witness decision fatigue in our staff quite 



	  

	  

regular. I go back to, again, why it is so important during scheduling to ensure time off. 

Decision fatigue is essentially making too many choices resulting in mental fatigue 

affecting willpower and decision-making. (Tierney, 2011) 

Current Situation 

Successes and/or challenges influencing the organization today   

With an already well-established reputation in the addictions and recovery 

community we are focused on expansion into other underserved populations. RAP has 

had major success in integrating itself in the domestic violence service provider 

community. We are poised to rollout the model of housing into the Marion County area 

but lack financial resources to do such. Our five year plan was revised last year because 

we had already met the benchmarks in year one that we were planning on achieving over 

five years.  

RAP has significant challenges right now that are at a critical level. Our primary 

contract went out to bid and we did not catch it. By the time we caught it we had four 

hours to submit eight bid packets in Salem. Our Executive Director has not been honest 

with either or board or staff regarding this and is indicating we “may” not get the contract 

at the end of December. This means we will be laying off five employees. In the 

meantime our other two contracts were awaiting budget finalization and while they were 

waiting our cash flow shrank to nothing. We were late in paying our employee leasing 

agency. Our Executive Director has to date refused to contact our employee leasing 

agency. They have terminated a 10-year agreement because of this lack of 

communication. We have to tell our employees that we do not have health insurance; we 

have lost our Flexible Spending Accounts (FSA’s), our 401k’s, and our workmen’s 
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compensation provider. If either of these events were intentional and planned they would 

not seem so overwhelming. The Executive Director is considering resignation. His 

mental competence is in question with all the employees and he is spinning tales of 

conspiracy at the legislative level. I still think that we can recover from these terrible 

events but I do not believe we will be able to recover if he is at the helm. I think 

strategically he needs to step onto the board full time as the treasurer, hold an Alumni 

Chair position and organize for a change in the legislature.  

Main issues the managers must deal with, or the main influences, that make a dynamic 
environment for this organization 

 The primary issue that the management team is dealing with (excluding the 

Executive Director) is instilling a sense of trust in our employees. We are having to dance 

a fine line of keeping the Executive Director’s public story of conspiracy as well as 

ensuring our employees that are mission is still intact. This is a difficult thing to do 

because many employees are feeling uncomfortable and (because they do not know all 

the details) are becoming unsettled by what is happening. We have to continue to 

communicate competence in all we do instilling a sense of community during a time 

where we are not necessarily feeling it.  

 Additionally we are working at identifying whether or not or Executive Director 

is actually competent. We are in a wait and see phase within the organization but the day-

to-day stuff still needs to be addressed. The Executive Director often can not complete 

anything, misses crucial details in contracts, abhors communicating within tense 

environments, has become secretive, and is having difficulty managing his time. 

According to the article, Ten Habits of Incompetent Managers we have a real issue on our 



	  

	  

hands (Fast Company Staff, 2007). I still believe that coaching up to my E.D. is the best 

route to go. If I need something finished, I will do it myself, ask for feedback, then 

submit it. I have learned that the best way to achieve results is to just do them. 

Situation Assessment 

Assess how well the company plans, organizes, leads, and controls in the current 
environment 

In the current environment we are poised for others to make decisions. We have 

to rely on the board and our Executive Director to make decisions that impact the staff as 

well as all the members in our housing.  

We continue our planning towards expansion. We develop our leaders, and we 

control what we can that pertains to our individual responsibilities.  

Address each of the managerial functions and point out the inter-relationships among 
them 

• Planning: I do not know what this looks like for the entire organization on a long-

term basis. We need to get through the current crises before we look to the future. 

Immediately it looks like conducting research on employee leasing agencies, 

bringing payroll in house, finding health benefits that are affordable, and a means 

to manage our finances. We immediately lay people off so they can collect 

unemployment and potentially transition into the new contract holder. We start 

the planning of a fundraiser that will develop funds for staff associated costs 

outside of specific programs.  

• Leading: Before we lay off employees we meet with them to have an honest 

discussion about what has really happened with the contract and our employee-
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leasing agency. We assure them that we will continue to pay for their health 

insurance until it is time to lay them off. The full disclosure will be uncomfortable 

but for the remaining staff it will be important they know they can expect honesty 

from their management team. 

• Organizing: All of these items are if the Executive Director leaves and if the 

board decides to promote me to interim Director. Identifying the strengths of each 

employee will be the deciding factor on who stays. The remaining contracts are 

primarily women’s programs and yet the Field Services Supervisor would be an 

incredible asset with fundraising and program development in the community or 

business world.  

• Controlling: This will be easier with only three staff. I would put more 

benchmarks into place with regular accountability sessions. I would invite the 

board to be a part of planning with the programs and discussion around improving 

performance in a depressed culture.  

All these things to play together:  the only difficulty is the waiting for a nepotistic and 

cronyistic board to decide what happens.  

Discuss the impact of industry forces on the company and how well it responds 

 There will always be a need for clean and sober housing. Working diligently to 

identify more houses, increasing independent funding, and stabilize staff will be the most 

pressing issues.  

Recommendations and Closing 

Summarize key findings  



	  

	  

 The primary key findings regarding this company and industry is that there are 

many opportunities for RAP to expand throughout the state into other populations 

needing housing. The industry is poised for this change because of the cost effective 

nature of democratic housing. RAP is unique in the services they offer and has a lot of 

potential. RAP is also in the midst of BIG changes.  

Recommend strategies for improved managerial performance 

 A complete restructuring of the top management needs to happen. In addition to 

the top management I have come to realize that more diversity on the RAP board will 

ensure action in the future. Throughout this change as we await decisions the Field 

Services Supervisor and myself will continue to work diligently with our staff in 

establishing honesty, clear expectations, and a culture wherein coaching is habitual. We 

will do this through one on one meeting, building social capital, holiday gatherings, and 

an inclusive sense of being present.  
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