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Core Assets And Achievements


Overall Adoption of the LawHelp Platform

· Programs in approximately 30 states (see Attachment 3) have now adopted the LawHelp platforms and are developing sites.

· These 30 states contain approximately 70% of the low-income population and lawyers in the United States.

· Stakeholder committees with programs throughout each state formed in all states to support and oversee the projects.

· Approximately 500 staff at our nonprofit partners trained and acting as administrators and content providers.

· Active user group has emerged and is providing peer-to-peer support and sharing of best practices.

· Approximately 20 of the 30 states will have launched their public LawHelp sites by Summer 2003

· Usage of public resources:  Predicted annualized visits by poor people to LawHelp sites after all 30 states launched:

· End of Year 3 annualized = 6,200,000

· End of Year 5 annualized = 14,000,000
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(Figures are annualized as of end of year)

· Lawyer Usage in 2002/2003 

· The bulk of the states will launch their advocate sites by Summer 2004; at yearend 2002, just four locations (New York, San Francisco, District of Columbia, and Minnesota) were launched;

· Approximately 12,000 registered users at year-end 2002 (at least 70% are private attorneys/volunteers),

· Predicted registered users in Year 5 of launch of 30 state sites is 25,000-100,000 lawyers,

· Approximately 300,000 unique visits in 2002 and on track for over 350,000 unique visits in 2003, and

· Approximately two million page views in 2002 and three million predicted for 2003.

·    Aggregated and Accessible Content 

· Over 4,000 resources have been collected in 48 state-selected active channels, including client legal education materials, court forms, local court information, social services referral information, and links to related legal information web sites. 

· 1,285 profiles of legal services programs (with up-to-date referral and intake information) have been uploaded across the LawHelp states.

· Usability tested and Section 508 compliant.

· Hundreds of resources in multiple languages.

· Sharing of resources and best practices among legal communities.

· Recognized as a Leader and Innovator within the Community

· Winner of 2002 Innovations in Equal Justice Award, National Legal Aid & Defenders Association.

· LawHelp model has been replicated by other organizations, both in the U.S. and abroad.

Chart of Content Providers and Potential Users of LawHelp Platform
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Widespread Social Returns

Benefits to Tens of Millions of Low- and Moderate-Income People

· For the 80% of poor people whose legal needs go unmet, easy access to well-organized, comprehensive, up-to-date, and accessible information about legal problem solving, including referrals to sources of free or other affordable legal representation, legal education materials, tools for self-representation, and other social services and problem-solving tools.

· Access to more (through increased volunteers) and better supported advocates who obtain the benefits of the advocate tools described below.  Over time, we believe the LawHelp platform will increase the number of full representation cases, and these increases will far offset any minimal, short-term decrease from redirecting funding to support of a LawHelp site.  

Benefits to Hundreds of Legal Aid/Pro Bono Programs

· Increased access to full representation for their clients through greater efficiency and more private attorney involvement.

· Benefits from shared technology investments in LawHelp system by other programs.

· Program web sites at little or no cost.

· More clients provided with brief advice and education material.

· Comprehensive, constantly updated system of information for clients, public, and referral staff, with statewide system for referral information, reducing inappropriate calls for help and facilitating distribution of information to clients and advocates, including cost effectiveness of avoiding duplicative materials.

· Increased participation of volunteers leading to increased financial and political support for civil legal aid.

· Participation in broad state collaboration network, including other legal aid providers, courts, bar associations, law schools, and community organizations.  Breaks down divisions between courts, legal aid groups, private bar, law schools, criminal defenders, civil rights, and other public interest groups.

· Participation in national network of state web sites, with access to tools, data, experiences, ideas, and strategies.

· Platform for future best practices and technology innovations (document assembly, etc.).

· Significant potential for support of advocacy on substantive issues and support for government funding of civil legal aid.

· Usage reports providing powerful input on need and access issues.  Allows programs to shape outreach and content development.  State statistics on need. 
· Potential for subsidies from PBN fundraising and earned income strategies.  
Benefits to Thousands of Individual Volunteer Lawyers

· Lowered barriers to volunteer participation with access to training and support, including shared knowledge base, training, experts and mentors, and model documents.  Connecting volunteers to virtual communities of like-minded public interest lawyers also reduces isolation and increases retention of volunteers 

· Increased involvement and good will in the community and with nonprofit legal organizations.

Benefits to Thousands of Individual Legal Aid Advocates

· Increased morale from being able to reach more clients with some (albeit non-comprehensive) services.  

· Increased efficiency through access to nationally integrated information system and tools to assist clients, including library, news, calendar, and e-mailed updates.

· Access to shared knowledge base, training, experts and mentors, and model documents increases the quality of service

Benefits to Courts and Justice System

· Participation in network with legal aid, pro bono groups, law schools, and bar associations in development of statewide systems of support for pro se clients, with anticipation in structuring cost-effective integrated access point for litigants to access information.

· Better informed litigants, resulting in more efficient and smoother court operations, with savings throughout.

· Greater visibility, resulting in greater public trust and confidence.

· Availability (when used) of cost–effective, court-identified channel for distribution of court content.

Benefits to Law Firms

· Aggregated information regarding opportunities, trainings, and resources saves significant costs relating to management of pro bono programs.

· Lower barriers to participation.

· Better-supported and more efficient attorneys.

· Increased good will in the community and within nonprofit legal sector from increased participation.

Benefits to Funders/State Planning Bodies

· High impact and sustainable technology investment.

· Diverse funder investments in the LawHelp platform.

· Significant capacity for grantees – including non-technology resources such as fundraising, evaluation, and marketing.

· Concrete project for broad collaborations within and across silos.

· Creation of comprehensive map of referral information, client legal education and self-help information, and advocate support materials.  Ensures less duplication and better identification of content gaps.

· Usage reports providing powerful input on need and access issues.  Allows programs to shape outreach and content development.  State statistics on need.

· Creation of link between national and local funders.

2004-06 Cost Projections for Core Member Services

	
	
	
	
	Actual
	
	Budget
	
	Budget
	
	Budget
	
	Budget
	
	Budget

	
	
	
	
	2002
	
	2003
	
	2004
	
	2005
	
	2006
	
	2007 

	Expenses
	
	
	
	
	
	
	
	
	
	
	

	
	Capital Expenses
	
	
	
	
	
	
	
	
	
	
	

	
	
	Computer Equip/Software
	12,521 
	
	25,000 
	
	25,000 
	
	25,000 
	
	25,000 
	
	25,000 

	
	
	Furniture Expense
	380 
	
	5,000 
	
	5,000 
	
	5,000 
	
	5,000 
	
	5,000 

	
	
	Other
	0 
	
	10,000 
	
	2,500 
	
	2,500 
	
	2,500 
	
	2,500 

	
	
	Web Site Development
	455,823 
	
	250,000 
	
	50,000 
	
	50,000 
	
	50,000 
	
	50,000 

	
	
	Rebuild Reserve Contribution
	
	
	
	
	100,000 
	
	100,000 
	
	100,000 
	
	100,000 

	
	Capital Expenses (software, etc.)
	468,724 
	
	290,000 
	
	182,500 
	
	82,500 
	
	82,500 
	
	82,500 

	
	General & Admin
	
	
	
	
	
	
	
	
	
	
	

	
	
	Marketing & Promotion
	358 
	
	10,000 
	
	15,000 
	
	20,000 
	
	25,000 
	
	25,000 

	
	
	Web Host & Internet
	39,148 
	
	51,360 
	
	75,000 
	
	100,000 
	
	100,000 
	
	100,000 

	
	General & Admin
	102,428 
	
	139,820 
	
	174,600 
	
	222,600 
	
	229,600 
	
	229,600 

	
	Insurance
	6,282 
	
	17,950 
	
	20,000 
	
	20,000 
	
	20,000 
	
	20,000 

	
	Occupancy
	82,315 
	
	88,000 
	
	92,400 
	
	97,020 
	
	101,871 
	
	106,965 

	
	Professsional/Consulting Fees
	23,889 
	
	65,000 
	
	50,000 
	
	50,000 
	
	50,000 
	
	50,000 

	
	Travel & Entertainment
	36,445 
	
	75,000 
	
	80,000 
	
	80,000 
	
	80,000 
	
	80,000 

	
	Wages and Related Expenses
	
	
	
	
	
	
	
	
	
	
	

	
	
	Insurance/Payroll Taxes
	92,343 
	
	145,200 
	
	152,460 
	
	150,161 
	
	157,669 
	
	165,552 

	
	
	Salaries
	506,873 
	
	726,000 
	
	762,300 
	
	750,803 
	
	788,343 
	
	827,760 

	
	Total Wages and Related Expenses
	599,216 
	
	871,200 
	
	914,760 
	
	900,963 
	
	946,011 
	
	993,312 

	Total Operating & Capital Expenses
	1,319,299 
	 
	1,546,970 
	 
	1,514,260 
	 
	1,453,083 
	 
	1,509,982 
	 
	1,562,376 


Core Member Services and Member Responsibilities
· Technology services for members:

· maintenance service, providing

· access to the LawHelp platform;  maintaining the platforms (consumer/lawyer support and program sites), and performing bug-fixing and essential performance related upgrades,

· organizational web sites for all programs in each participating state,

· hosting the servers and usage reports, and

· basic help, virtual training, and set-up assistance.

· shared enhancements (as defined and prioritized by user group).

· Other Included Member Services:

· national fundraising to support the network, 

· national evaluation of the system,

· national marketing/business development to increase usage and generate earned income,

· pro bono consulting to ensure that the LawHelp system is being used to increase volunteer participation, and

· strategic and business planning:

· planning national content initiatives,

· facilitating collaborations,

· evaluating new strategic opportunities,

· business planning re new earned income streams,

· strategic technology planning, and

· participation in conferences and other nonprofit technology initiatives.

· Tailored member services (members select number of days of local service from menu):

· stakeholder committee development,

· onsite training/circuit rider support,

· local fundraising/strategic plan support,

· local marketing support,

· local evaluation/usability testing support, and

· local pro bono consulting.

 State Participation in Collaboration

· funding a dedicated, full-time Content Coordinator for the state; large states like California and New York should commit to at least 2 Coordinators,

· maintaining an active and diverse stakeholder committee,

· raising additional funding to support its staff capacity and joining PBN in its fundraising, and

· providing PBN with permissions to pursue the earned income strategies. 

Total Cost of Ownership Analysis

The costs to a state (large, medium, or small) of replicating the services provided by LawHelp (referred to as “Total Cost of Ownership or TCO”) greatly exceed the fees set forth above.  This is true whether a state uses Kaivo or tries to build and maintain their own system, as Illinois and Massachusetts have done.  This TCO analysis includes core technology costs as well as costs of state coordination and content management at the state level.  With LawHelp, assuming that the states pay 50% of PBN’s actual costs, the annual cost savings for the states range from approximately $245,000 for large states to $54,000 for small states. 
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Moreover, this chart understates potential savings because LawHelp seeks funding and revenue that would further reduce member fees and support services beyond those in this calculation (national fundraising, evaluation, marketing). 

Staffing and Organizational Structure


The following chart shows our proposed staffing structure starting in 2004.  The main additions to our existing staff are in the following areas that would need to be managed:  technology, the Law Firm Portal product, and marketing/business development (which would include responsibility for marketing and outreach as well as for the sponsorship activity).


In addition to the staffing structure, the chart also shows that we will be developing three advisory committees to provide our various customers and stakeholders with a voice in the organization.  In addition, LawHelp has an active user group that provides it with frequent feedback about the technology and PBN’s other programs and services.  This user group can be distinguished from the Member Advisory Committee in the following way:  the LawHelp user group consists, generally, of administrators of the LawHelp sites, while the Member Advisory Committee will consist of senior managers of Member organizations.  
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Alternatives Considered


As part of our planning process, PBN considered the following issues and alternatives to the ones recommended above.

· PBN considered the idea of focusing its services solely on building software and rejected it.  We do not believe that our overall mission can be accomplished simply by building good software.  It is the integration of our services that make us distinctive.

· We considered and rejected offering our core services in an a la carte manner.  We believe that the core services must be contracted for as a package.  

· We considered and rejected limiting our revenue strategy to foundation fundraising and reliance on continued LSC funding.  These sources of funding will not sustain the core costs of our services over the long term.  Likewise, we also rejected moving toward a model that relied exclusively on member fees.  Our research indicates that continuing subsidies and new resources will be needed for the foreseeable future.

· We considered and tabled, for now, a number of alternatives for generating earned income including:

· licensing of our software,

· content syndication,

· income from referring non-eligible clients to various referral services, and

· an individual donation drive.

As set forth above, some of these ideas have merit, but require further development of the platform and content.

· We considered and tabled, for now, expanding the scope of our mission and services to include:  providing services to legal communities outside the United States or the immediate creation of a pool of resources to support the creation and coordination of national/multi-state content.  While we believe that these two areas are strategically of high importance, we simply do not have the resources to explore them without significant additional funding and strategic planning.  

· In terms of organizational structure, we considered and rejected an “association” model that tied the direction of the organization too tightly to its members.  

�  In addition to these core services, members could contract for additional services at daily consulting rates (e.g., state-specific technology projects/enhancements or additional tailored services).  In addition, new funding would need to be raised for new initiatives such as major enhancements to the site, state or area-specific circuit rider support (9/11, New York).  





�   In a very small number of very small states this position may not be completely full-time, but the work described here must be the central component of the person’s job description. 
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		Savings with PBN Software		Self-Build Cost		LawHelp Cost		Savings		Savings as %		PB Atty Equiv.		Avg. Total Costs per LSC or PB Pgm		Avg. Contrib, to LawHelp Fee

		Small State		$120,595		$66,875		$54,720.00		45.38%		23		$9,554		$1,429

		Average State		$178,750		$93,000		$85,750.00		47.97%		32		$5,471		$1,059

		Large State		$553,500		$308,500		$245,000.00		44.26%		107		$5,142		$1,092

		Average State

		All Costs Annualized, with capital costs amortized over three years

		Average number of programs (LSC and PB)		17

								FTE Staff Cost (Loaded) Without PBN		FTE Needed Without PBN		Projected Total Cost		Ratio Reduced by PBN		Cost with PBN		Cost without PBN		Saving

		Hosting										$6,000		1		$0		$6,000		$6,000

		Design, Programming, Environmental Maintenance										$10,875		1		$0		$10,875		$10,875

		Testing										$10,875		1		$0		$10,875		$10,875

		Webmaster Maintenance						$70,000.00		0.5		$35,000		1		$0		$35,000		$35,000

		Program Sites (cost/no)						$1,000.00		16		$16,000		1		$0		$16,000		$16,000

		Cnt.Recruitment						$50,000.00		0.4		$20,000		0.25		$15,000		$20,000		$5,000

		Cnt.Loading						$50,000.00		0.2		$10,000		0.25		$7,500		$10,000		$2,500

		Cnt.Monitoring						$50,000.00		0.2		$10,000		0.5		$5,000		$10,000		$5,000

		Stakeholder Management						$50,000.00		0.2		$10,000		0.5		$5,000		$10,000		$5,000

		State Content Development						$50,000.00		1		$50,000		0.15		$42,500		$50,000		$7,500

		PBN Fee										$18,000				$18,000

		Average State Totals														$93,000		$178,750		$85,750

		Large State

		All Costs Annualized, with capital costs amortized over three years

		Average no of LSC and PB prorams		60

								FTE Staff Cost (Loaded) Without PBN		FTE Needed Without PBN		Projected Total Cost		Ratio Reduced by PBN		Cost with PBN		Cost without PBN		Saving

		Hosting										$   12,000		1		$0		$12,000		$12,000

		Design, Programming, Environmental Maintenance										$   21,750		1		$0		$21,750		$21,750

		Testing										$   21,750		1		$0		$21,750		$21,750

		Webmaster Maintenance						$80,000.00		1.5		$   120,000		1		$0		$120,000		$120,000

		Program Sites (cost/no)						$1,000.00		60		$60,000		1		$0		$60,000		$60,000

		Content Recruitment						$60,000.00		1		$   60,000		0.25		$45,000		$60,000		$15,000

		Content Loading						$60,000.00		0.4		$   24,000		0.25		$18,000		$24,000		$6,000

		Content Monitoring						$60,000.00		0.4		$   24,000		0.5		$12,000		$24,000		$12,000

		Stakeholder Management						$60,000.00		0.5		$   30,000		0.5		$15,000		$30,000		$15,000

		State Content Development						$60,000.00		3		$   180,000		0.15		$153,000		$180,000		$27,000

		PBN Fee										$   65,500				$65,500

		Large State Totals														$308,500		$553,500		$245,000

		Small State

		All Costs Annualized, with capital costs amortized over three years

		Average No of PB and LSC Programs		7

								FTE Staff Cost (Loaded) Without PBN		FTE Needed Without PBN		Projected Total Cost		Ratio Reduced by PBN		Cost with PBN		Cost without PBN		Saving

		Hosting										$   3,000		1		$0		$3,000		$3,000

		Design, Programming, Environmental Maintenance										$   8,048		1		$0		$8,048		$8,048

		Testing, Training										$   8,048		1		$0		$8,048		$8,048

		Webmaster						$60,000.00		0.3		$   18,000		1		$0		$18,000		$18,000

		Program Sites (cost/no)						$1,000.00		6		$6,000		1		$0		$6,000		$6,000

		Content Recruitment						$50,000.00		0.2		$   10,000		0.25		$7,500		$10,000		$2,500

		Content Loading						$50,000.00		0.2		$   10,000		0.25		$7,500		$10,000		$2,500

		Content Monitoring						$50,000.00		0.2		$   10,000		0.5		$5,000		$10,000		$5,000

		Stakeholder Management						$50,000.00		0.2		$   10,000		0.5		$5,000		$10,000		$5,000

		State Content Development						$50,000.00		0.75		$   37,500		0.15		$31,875		$37,500		$5,625

		PBN Fee										$   9,000				$10,000

		Small State Totals														$66,875		$120,595		$54,720

												0

												0

												0

												0

												0

												0

												0

												0

												0

												0

												0

												0

												0

												0
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				Projected AnnualizedCost		California		Maine		Washington		Maryland

		Hosting		6000

		Design, Programming, Testing, Training		21750		30000		4000		20000		33000				21750

		Webmaster

		Content Recruitment

		Content Loading

		Content Monitoring

		Stakeholder Management

		State Content Development





		

		Cost of attorney/paralegal		75,000

		Number of cases per atty/paralegal		130

		Cost per case		577

		Average No of Cases/year per PB atty		5

		Value of each PB atty		2885






