HUMAN SERVICES CAMPUS - MARICOPA COUNTY, ARIZONA
Community Challenge
The establishment of a $25 million Human Services Campus (HSC) in downtown Phoenix, Arizona is the result of a unique collaborative effort among several sectors of the community to address the problem of chronic homelessness.  Maricopa County government took the lead as faith-based and non-profit providers, philanthropic organizations, the business sector and state and local governments joined together to plan, fund and implement this project.  This collaboration not only is meant to achieve the vision of a new campus in central Phoenix to serve homeless individuals from throughout the “Valley of the Sun”,  but also to serve as a catalyst for regional solutions to the problems of homelessness  throughout Maricopa County and beyond.

Twenty-five years ago, widespread homelessness did not exist in Maricopa County. De-institutionalization of the mentally ill, combined with a loss of affordable housing in the community, changed that picture. Today, there are an estimated 10,000 -14,000 homeless men, women and children in Maricopa County.  Approximately 700 – 1,000 of these individuals congregate in downtown Phoenix at any one time, sleeping in shelters or on the street.  This chronically homeless sub-population primarily consists of adult men and women.  They often present with multiple problems, such as drug and alcohol issues, behavioral health issues including serious mental illness, medical needs, and job development and placement needs.   

For over two decades, a handful of care providers and advocates for the poor have worked together in downtown Phoenix to deliver services to the homeless population in an environment of care and compassion.  In a way, these providers had formed the core of a default service campus – although their programs and services existed in a largely uncoordinated manner.  Individual  needs were being addressed in a piece-meal fashion, as individuals were referred from one agency to another, often requiring travel from one city address to another.   Unfortunately, both the care providers and clients were subjected to unsafe conditions:  severely deteriorated and unstable buildings not built for their current uses.  In addition, the surrounding physical conditions of the area at large did not provide security for the clients or the neighboring community.   Over time, the area had simply become a homeless zone with no clear central organization, direction or management.
This situation not only had a negative impact on homeless individuals, but it also created a multi-block area of blight between an enervated downtown Phoenix core, known as Copper Square, and the State Capitol mall that also is undergoing revitalization and expansion. Recognizing the convergence of these factors and acknowledging that no governmental entity – federal, state or local – was mandated to alleviate the problem of homelessness, Maricopa County government assumed a regional leadership role in responding to this issue.  Business leaders, elected officials, and faith-based and non-profit providers came together to seize the opportunity to create a new and innovative response to the difficult issue of chronic homelessness.  Conflict often is observed in metropolitan areas where the economic development objectives of the business and governmental sectors collide with the social advocacy objectives of organizations helping the homeless. The unique collaboration demonstrated within Maricopa County achieved the opposite – a melding of interests among many community sectors to meet the need to reduce and eventually alleviate homelessness among its residents. 
Program Implementation
The Campus is being constructed in two major phases on an 11-acre parcel of land on the western edge of the downtown Phoenix core, adjacent to some of the decaying facilities where agencies already were providing homeless services.  Phase 1 construction entailed four buildings that house emergency shelter beds, dining facilities, a primary health clinic, a dental clinic and multi-agency resource center.  Phase 1 construction was completed in October 2005, and programs housed in these buildings are fully operational.   The second construction phase, which has been initiated now that old facilities serving the homeless can be demolished, will result in emergency shelter beds and programming for seriously mentally ill homeless individuals.  The campus was designed to increase accessibility to services and promote optimum services capacity and efficiency. Maricopa County’s Capital Facilities Department has managed the construction project on behalf of the project partners.  
The major service providers housed on the campus include Central Arizona Shelter Services (CASS), the Maricopa County Health Care for the Homeless Program (HCH), NOVA Safe Haven (NSH), St Joseph the Worker (SJW) and St. Vincent de Paul (SVdP).  These agencies have a combined history of over 100 years’ providing services to homeless populations; however, they had always operated as independent, autonomous agencies, with limited interaction.  Development of a Human Services Campus was the catalyst for incorporating a new operating philosophy, with the underlying goal of client-centered services integration.   To support this goal, these key campus providers formed a non-profit limited liability corporation in April 2004 to manage the campus common areas and the new Lodestar Day Resource Center.  Such an arrangement in which multiple providers come together to jointly govern a multi-use facility is very innovative for agencies accustomed to operating with total independence.  Although the provider agencies will each retain their own identities, Boards of Directors and operating budgets, formation of the limited liability corporation illustrates how committed the partners are to a new business model based on integrating services to benefit their target population. 
Campus Services
CASS provides 400 single-bunked emergency shelter beds for individual men and women, a state-of-the-art dental clinic, showers and laundry facilities, as well as an employment program housed in the Lodestar Day Resource Center, described below.  HCH delivers health care through an interdisciplinary approach combining aggressive street outreach, primary health care, mental health services, and substance abuse counseling.  Mobilizing a large cadre of community volunteers, SVdP serves meals to individuals and families who are homeless or at risk of becoming homeless.  NSH, one of two HUD-designated safe havens in Arizona, serves hard-to-reach homeless persons with severe mental illness.  Twenty-five emergency shelter beds and a daytime drop-in center, offering an array of supportive and psychiatric services, form the core of the NSH program.  Housed in the Lodestar Day Resource Center, SJW assists homeless and low-income persons secure and keep permanent meaningful employment.  Clients work side-by-side with job developers to determine past obstacles to employment and develop a career path.

The most innovative service enhancement on the campus is the Lodestar Day Resource Center (DRC), which reflects the collaborative nature of the campus and its service integration focus.  The DRC has three operational objectives:  (1) to provide a safe place for the homeless population to be during the day; (2) to engage homeless individuals that have been reluctant to participate in formal services provision; and (3) once an individual is engaged, to meet his/her needs using a client-centered case coordination team comprised of individuals from multiple disciplines and agencies.  Rather than refer an individual from one geographically scattered agency to another, this team brings the necessary resources to the client, drawing from the many resources within the DRC.

In addition to housing staff from the five anchor campus organizations, the DRC houses staff from many other agencies that provide services to the homeless population. Examples of what these providers offer include homeless outreach, benefit eligibility, behavioral health screening, housing assistance, legal assistance and a Homeless Court.  Agencies also collaborate to provide employment development, training and placement.  All the services available on campus are intended to change the individual’s situation from one of homelessness to living in independent permanent housing or permanent supported housing.
To assure the smooth implementation of the DRC on the new campus when its doors opened in November 2005, a small DRC pilot program was initiated in the spring of 2004.  This pilot program made it possible to test the many new inter-agency activities to be incorporated into the DRC and to begin to weave the interconnectivity among providers that would be key to meeting DRC objectives.  The pilot program was very successful and during its operations successfully placed nearly 300 individuals into permanent housing.   This rate of housing placement has been sustained on the new campus during its initial two months of operation and is expected to increase significantly.   It is anticipated that all or parts of the partnering and programming developed at the campus can be replicated, as appropriate, elsewhere in Maricopa County, the State of Arizona, and the nation.   Requests to tour the campus and receive more information about its development have been received from around the state and the country.
Program Costs and the Capital Campaign
The Human Services Campus is a $25 million capital construction project.     To fund construction, a Capital Campaign was launched, headed by the Maricopa County Manager, a member of the Maricopa County Board of Supervisors and a top-level executive from the business community.  The goal of the campaign committee has been to fund the campus with a 50/50 split between public and private donations.  The community’s response to the campaign has been robust, with nearly $21 million raised to date from the public and private sectors.  The scope of community support includes contributions from individual donors, private businesses including banks, major sports organizations, the County Industrial Development Authority, utility companies, and many other business sources, from philanthropic organizations, from faith-based and non-profit providers, and from state and local governments.   In addition to capital funding, the campaign is seeking to build a $2.5 million operating endowment to ensure long-term sustainability of the providers on campus.  To date, $250,000 has been committed to the endowment fund.  
Campus Impact 
The campus will continue to have an impact on homeless individuals, on economic development of the downtown core of Phoenix and on how the public and private sectors within Maricopa County will jointly address human services, housing, educational and other policy issues confronting the community.   Since the inception of the campus and the pilot program initiated while it was being constructed, homeless individuals prevalent in the urban core have found a site dedicated to serving them, which not only provides shelter and safety from the streets, but also offers  every opportunity to improve their lives and move beyond homelessness to a more self-sufficient lifestyle.  Since July 2004, more than 350 individuals have been placed in permanent housing. Many sustain this life-style completely on their own through independent job situations facilitated by campus services; others with disabilities have found permanent supported housing, with the help,  in part or whole, of public assistance such as Social Security Disability Income or Veterans Benefits.  The campus is building an exciting portfolio of success stories.

The campus also is having a positive impact on economic development as well as the avoidance of other expensive correctional, medical or behavioral health programs settings. In general, assessed median values in the campus area have increased 28.8% over the past few years, while property values throughout the City of Phoenix as a whole have increased by only 18%. Data from the Maricopa County Assessor’s Office illustrate a marked rise in the land valuations for single family, commercial, and vacant parcels within a four-block radius of the campus area.
Decreased costs to the public and private safety net can be attributed to services provided by the campus.  Shelter services, primary and behavioral health care visits and specialized shelter for chronically homeless individuals with serious mental illness often alleviate the need for more costly health care and criminal justice services. These savings are illustrated in the figure below.
  For example, a shelter day at CASS costs $22.46.   In contrast, a jail day costs the community $45.84 and a day in prison has a price tag of $86.60.  Medical visits to the Health Care for the Homeless Program (costing $62/visit) often prevent visits to hospital emergency rooms (costing an average of $383/visit) or prevent inpatient hospitalization (averaging $1,671/day).  A day at NOVA Safe Haven bears a cost of $58.27 whereas a day in a psychiatric inpatient hospital costs $280.   If only 2% of the homeless population served by the Human Services Campus received care instead from one of these more expensive settings, the increased annual cost would exceed $5.5 million.  Over a 25-year period, the realized cost savings not adjusted for inflation would total approximately $137.5 million.
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Lessons Learned
One of the most important lessons learned from the establishment of the Human Services Campus is the effectiveness of a strong public/private partnership that can be developed among many sectors of the community.  The leadership and innovation exhibited by this collaborative group offers great potential for addressing other regional issues faced by Maricopa County and the cities and towns it encompasses.  For example, permanent affordable housing for homeless individuals and families is an ongoing and increasing need throughout the county.  The partners, led by Maricopa County Government, who were so successful in translating the vision of a Human Services Campus into “bricks and mortar” with innovative programming are now working to address this community need.  
� The Lewin Group, “Costs of Serving Homeless Individuals in Nine Cities”, November 19, 2004. Cost finding reports from CASS, NOVA Safe Haven and HCH; The New England Journal of Medicine, 1996.
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