I. GRANT PROPOSAL SUMMARY SHEET

~ FOUNDATION " Toobtain an electronic version of this application, visit www.chescocf.org
This page will be shared electronically with Grant Panel Members & Fund Advisors + posted online.

Date 9/17/26

Contact Information

Organization Name: Gemma Services ED/CEO Name: Kristen E.M. Gay, Ph.D.

Address: 512 W. Township Line Rd.,

Plymouth Meeting, PA 19462 ED/CEO E-mail: info@gemmaservices.org

Phone: 610-825-4440 ext. 3206 Board Chair Name: Clifford P. Haugen

Website: www.gemmaservices.org Board Chair Approval (check here): X

Year Incorporated: 1859 (date of founding of

Silver Springs — Martin Luther School). Gemma formed

in 2019 by merger of Silver Springs and theVillage. Primary Contact Name: Lynn Unipan, MSW, CFRE

FEIN: 23-2300184 Primary Contact E-mail:
Lunipan@gemmaservices.org

Organization Information:

Field/s of Interest:

Arts, Culture, Heritage | X | Education, Library || Environment, Animals
X | Health X | Human Services Social Justice, Civic
Engagement
Religion If other, please describe:

Mission: Guided by the vision of a world where every person knows they matter, Gemma Services’ mission is
to accompany people of all ages through life's challenges using individualized, data-informed support.

Geographic Area Served (if not all of Chester County, specify primary Chester County regions served): Gemma primarily
assists the five-county Greater Philadelphia region (including Montgomery, Bucks, Chester, Delaware, and
Philadelphia counties), and in one program, other counties in PA and the State of Delaware.

Describe Population Served & Annual Number of People Served. (Include Chester County # &/or % served.)

Gemma Services assists more than 3,000 youth and families each year from throughout the Southeastern
Pennsylvania region and surrounding counties who are facing emotional and behavioral challenges. Last year,
we served 10 children and families from Chester County.

Annual Budget $_62,795,022 _ 391 # of Full-Time Equivalent Paid Staff
86 % of budget for program expenses 17 # of Board Volunteers
8 % ofbudget for administrative expenses 280 # of Active Non-Board Volunteers
6__ % of budget for fundraising expenses 860 # of Volunteer Hours

100% = total

Top 3-5 funding sources: Gemma Services’ programs are supported by a mosaic of funding that includes
reimbursements from public sources, payers with whom we contract, which account for approximately 95% of
our funding. These include Managed Care Organizations (MCOs) that manage Medicaid dollars, the
Department of Human Services, School Districts, Pennsylvania Department of Education, and others. To fully
cover the costs of the services we provide, we rely on charitable donations from individuals, foundations,
corporations, and organizations.

This grant proposal is for: _X___Direct Service Programs & General Operating &/or Capacity Building


http://www.chescocf.org/

If Capacity Building Proposal, the focus is:

Contingency Planning Partnerships, Collaborations Merger, Closure

Mission, Vision, Strategy Board Engagement & Leadership Marketing, Communication
Resource Development Operations Technology

If other, please describe:

Grant Amount Requested from the Community Foundation: S_5,000

Proposal Summary: (a few sentences, please)

Gemma Services respectfully requests a $5,000 grant from the Chester County Community Foundation to
support general operating expenses for vital behavioral health, prevention, and education programs we
provide to youth and families who are navigating life’s challenges.
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Il. GRANT PROPOSAL NARRATIVE

Provide clear, concise information in 1-3 pages. Please be brief.

1. Nonprofit’s overall aims, key initiatives, key achievements & distinctiveness

2. Funding request

ik wN e

o

What specific needs & issues are being addressed, via what programs and services?
Why is it important to fund this now?
How will results & impact be demonstrated?

Additionally, for capacity building grant proposals:
o How will this capacity building initiative impact your nonprofit?
o How will this impact be demonstrated?
o Include a description of the expected activities; timeline & costs to implement the initiative. If
external consulting services are required, include the anticipated costs & expertise of the consultants
to be hired. Include external consultant proposal/s if applicable.

. ATTACHMENTS

Email this support information. If it is on your website, please provide the URL.
Copy of 501 (c) (3) federal tax-exempt letter
List of Board of Directors, with their affiliations URL:
Most recent annual report URL:
Audited or reviewed recent financial statement URL:
Itemized organizational operating budget with actual results for prior fiscal year & current fiscal year to
date
Please note: The P&L is not audited as our audit for FYE 6.30.26 is underway
If capacity building initiative, itemized budget (including external consultant’s proposal, if applicable)
Current strategic plan. If your nonprofit does not have a current strategic plan, explain why.

Visit our website to learn more at www.chescocf.org

Proposals are only accepted electronically: https://chescocf.org/receive/apply-for-grants/

Email proposals to grants@chescocf.org

Proposals are considered “complete” when CCCF has confirmed receipt of the Grant Proposal Summary
Sheet, Narrative & Attachments.

Proposals are shared electronically and online with Fund Advisors, Donors & Grant Panels.

Per IRS Regulations, applicants must be charitable, tax-exempt organizations with 501(c)(3) certification &
cannot be individuals.

Please contact Kevin Baffa, Grants Administrator
at (610) 696-8211 or grants@chescocf.org with any questions.

Connecting people who care with causes that matter,
so their philanthropy makes a difference, now & forev


http://www.chescocf.org/
https://chescocf.org/receive/apply-for-grants/
mailto:grants@chescocf.org
mailto:grants@chescocf.org

/=~ CHESTER COUNTY .
( @F; commun lty CAPACITY BUILDING FOR NONPROFITS:

FOUNDATION Coping with Cutbacks

Capacity building is about empowering nonprofits to do more good, more effectively, and for the long term. It
strengthens an organization’s ability to fulfill its mission, enhance sustainability, and better serve its community.

At its core, capacity building focuses on improving a nonprofit’s internal systems, leadership, and resources so that
impact can grow and endure.

Traditionally, capacity building has included efforts such as board and staff leadership development, strategic planning,
fundraising, and technology investments to improve operations and organizational effectiveness.

Today, however, nonprofits face a rapidly changing environment. Shifts in federal policies have resulted in rapid changes
at all levels and in new directions. Nonprofits must “meet the moment” and cope with cutbacks— think differently,
shift paradigms and transform how we understand and interact with the world around us...adapt how we plan, lead,
fund, and collaborate.

Capacity building can play a critical role in helping nonprofits adapt and innovate. This may include funding scenario
planning, exploring new revenue models, expanding partnerships, pursuing mergers or strategic alliances, and other
adaptive strategies that strengthen long-term resilience.

Capacity building support can take many forms, tailored to each organization’s unique needs. Examples of projects that
may be funded include:

e CONTINGENCY & SCENARIO PLANNING
Scenario Planning — Financial Modeling & Forecasting

e PARTNERSHIPS, COLLABORATIONS
Coalition Building — Collaboration - Mergers & Acquisitions

e MERGER, CLOSURE
These unprecedented times may present the need for a merger or closure of your organization.
Contact chaya@chescocf.org to confidentially discuss funding to assist in the planning or initial steps.

e MISSION, VISION, STRATEGY
Organizational Assessment - Strategic Planning — Strategic Restructuring — Coping With Cutbacks

e BOARD ENGAGEMENT, LEADERSHIP
Board Recruitment — Board Engagement — Increasing Networks & Community Support - Leadership Development —
Executive Transition & Succession Planning

e MARKETING, COMMUNICATION
Nonprofit Business Messaging & Storytelling — Re-branding — Marketing Planning & Re-Positioning — Crisis
Communications Planning

e RESOURCE DEVELOPMENT
Major Gift Donor Identification, Cultivation, Development & Stewardship - Development Campaigns (Annual, Capital,
Planned Giving) - Earned Income Development - Social Enterprise Feasibility & Development

e TECHNOLOGY, OPERATIONS
Business Continuity Planning - Financial Management - Human Resources - Volunteer Management - Industry
Certification - Risk Management - Technology Improvements Bt
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SERVICES matter

September 17, 2026

Chester County Community Foundation

c/o Kevin Baffa, Grants Administrator

28 W. Market Street, Lincoln Biography Building
West Chester, PA 19382

Dear Members of the Board of Trustees:

We write to you today from Gemma Services, a local nonprofit dedicated to providing vital services for
more than 3,000 youth and families each year through a continuum of behavioral health, child welfare,
prevention programs, and a K-12 special education school. We partner with youth and families as they
navigate life’s challenges to help them heal from traumas, strengthen coping skills, and achieve their
goals. Gemma Services respectfully requests $5,000 for General Operating expenses to support these
vital programs.

History, Goals, Key Achievements & Distinctiveness

Gemma Services was formed in 2019 by the merger of two long-standing, Philadelphia-area nonprofits:
Silver Springs — Martin Luther School and theVillage. Both organizations were founded in the 1800s as
orphanages and evolved and grew through the years to respond to growing needs in their communities.
Uniting to become one organization now known as Gemma Services enabled each organization to
continue its vital work in more ways. Today, guided by the vision of a world where every person knows
they matter, Gemma accompanies people of all ages through life's challenges using individualized, data-
informed support.

Recent accomplishments we are proud to share include:

e Our growing K-12 Martin Luther School (MLS) has moved to a new campus in Whitemarsh
Township, one mile from their previous location in Plymouth Meeting. The newly renovated
school, called Martin Luther School — Whitemarsh, opened to students in September.
Construction on this campus continues with a large addition that will house electives’
classrooms and a gymnasium.

e MLS opened an autism-centered school program in September 2026 for a small number of
students in grades K-5 referred from our school district and charter school partners, called
Martin Luther School — Plymouth. The new program is grounded in a developmental,
relationship-based framework designed to meet each child where they are and build upon their
individual strengths to support academic and emotional growth.

e We are proud also to be responding to the needs in our communities through a new program
out of our Southwest Philadelphia location, which is called Rapid Service Response (RSR), funded
by Philadelphia’s Department of Human Services (DHS). RSR is designed to deliver timely,
intensive, and family-centered interventions to Philadelphia families with children ages 0 to 18
to stabilize households, address identified safety concerns, strengthen caregiver capacity, and
prevent out-of-home placement of children.

Plymouth Meeting Whitemarsh Mt. Airy Southwest Philadelphia
Administrative Offices & All Mailings 5200 Butler Pike 7301 Germantown Ave. Preheim Center

512 W. Township Line Rd. Plymouth Meeting, PA 19462  Philadelphia, PA 19119 6517 Chester Ave.
Plymouth Meeting, PA 19462 610.519.1600 267.297.5170 Philadelphia, PA 19142
610.825.4440 215.730.2240

gemmaservices.org



RSR services are voluntary and prevention-focused and support families to achieve safety,
stability, and long-term well-being. Across all of Gemma'’s programs, our overarching goal is to
improve the lives of the youth and families we accompany so they can be successful at home, at
school, and in all of their settings. Our vision is to create a world where all people know they
matter; we work toward that goal in all we do.

Key Initiatives & Issues to be Addressed

If fortunate to receive a grant from the Chester County Community Foundation, funds would support
our vital programs that assist children, youth, and families facing difficult challenges. We do this through
Gemma’s continuum of programs that include:

e Psychiatric Residential Treatment Program in Plymouth Meeting providing 24/7/365 trauma-
focused clinical services for approximately 100 youth each year, 6-14 years old who are
experiencing significant emotional and behavioral difficulties causing them to be too unsafe to live
in a home setting presently.

e Martin Luther School (MLS), an Approved Private School with two locations in Montgomery County.
Through Martin Luther School - Whitemarsh, we provide comprehensive special education for
students in grades K-12 referred from 50+ Philadelphia-area school districts and Charter Schools
because their emotional and behavioral difficulties are disrupting their academic progress. Martin
Luther School — Plymouth accompanies students in grades K-5 with autism, also referred by school
district and charter school partners.

e Ten Community Based Programs provided through our two Philadelphia locations and via
Telehealth through which we accompany thousands of children and families each year through
challenging circumstances. Programs include Outpatient Mental Health Services, in-home and
school-based mental health assistance, adoption and foster care programs, and four prevention
programs.

The majority of youth who participate in our programs have experienced traumas commonly considered
to be Adverse Childhood Experiences (ACEs), as defined by a landmark study by the Centers for Disease
Control and Kaiser Permanente. Examples of ACEs are abuse, neglect, violence, exposure to alcohol and
illegal drugs, or parental mental illness or incarceration. Consequences of ACEs can include increased
risk of suicide and mental health diagnoses, violence, chronic illnesses, substance abuse, and more.
Societal impacts include increased costs on the mental health, healthcare, and criminal justice systems.
Intervention during childhood and adolescent years is essential to mitigating these long-lasting effects.
Gemma’s services are critical for youth impacted by traumas, as is the case for many we accompany

across our programs.

Most of the youth and families we assist are from low-income families and communities of color. For
these families, effective interventions can be difficult to access. These families often experience barriers
to accessing support, such as difficulties with transportation, financial challenges, job-related challenges,
technology access, and more. Families often face high levels of community stress and the services that
Gemma provides are vital support.

impact and Results

Gemma Services assists more than 3,000 youth and families each year from throughout the
Southeastern Pennsylvania region and surrounding counties, including Chester County, who are facing



emotional and behavioral challenges. During the 2025-2026 Fiscal Year (July 1, 2025-June 30, 2026),
Gemma assisted 10 youth and families from Chester County.

To measure our outcomes, we track the number of children and families served in each program, how
they are referred to us, and their progress in achieving their individual goals. Each of Gemma’s programs
has specific measures to assess children’s and families” success. For example, in our K-12th grade special
education school (Martin Luther School), children’s progress is measured against the goals described in
their Individual Education Plans (IEP) such as academic progress and growth in social and emotional
skills. In our behavioral health programs, clinical teams measure improvements in children’s distress
using various tools such as depression and behavioral inventories, all rooted in evidence-based
practices. Through our Aftercare Study in the Residential Treatment Program, we assess the long-term
positive impact of our program on youth’s lives. We contact parents/guardians of youth discharged from
our program to a family setting at regular intervals for up to three years to measure if they are "At
Home," "In School," and "Out of Trouble." We have consistently found that approximately 90% of the
youth go to a less restrictive setting after leaving our program, most often their home or a foster home
rather than another residential facility, a group home, or a psychiatric hospital. Additionally, we have
found that approximately 75%-80% of the youth we follow remain in that same kind of setting for the
duration of time we track them, a strong measure of the program's positive impact on youth’s lives.

Need for Funding

Gemma Services’ programs are supported by a mosaic of funding that includes reimbursements for vital
behavioral health, child welfare, and educational services provided for at-risk youth and families.
Approximately 95% of our funding is comprised of reimbursements from public sources, payers with
whom we contract. These include Managed Care Organizations (MCOs) that manage Medicaid dollars,
the Department of Human Services, School Districts, Pennsylvania Department of Education, and others.
To fully cover the costs of the services we provide, we rely on charitable donations from individuals,
foundations, corporations, and organizations. Charitable support of our programs is evermore essential
during times of public funding uncertainty, like we are experiencing presently. Thanks to philanthropy,
we are able to maintain the highest standard of care for the youth and families we accompany.

We welcome anyone from the Foundation for a site visit to see our mission in action, and the youth we
assist. Please contact Lynn Unipan, Chief Development and Communications Officer, at 610-825-4440
x3206 or Lunipan@gemmaservices.org with any questions or to schedule a visit. Thank you for
considering this request to help Gemma create a world where every person knows they matter.

Sincerely,
Kristen E.M. Gay, Ph.D. \ . Unipan, MSW, CFRE
President and CEO Chief Development &

¢ "r v Communications Officer
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