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ENTITY STRUCTURE AND PROGRAM ASSIGNMENT
Integrated pursuant to The Dual-Entity Structure and Articles & Bylaws v5 · July 2026
ENTITY ASSIGNMENT OF THIS DOCUMENT'S PROGRAMS
HAC-ES now operates as two affiliated entities: the Human Asset Foundation of Eugene-Springfield (Oregon ORS Ch. 65 nonprofit; 501(c)(3) application pending) and the Human Asset Cooperative of Eugene-Springfield (ORS Ch. 62 worker and community cooperative). Assignment of this document's programs:
The Foundation owns the HAIS codebase and carries the AGPL-3.0 open-source publication and the open-model migration path (Amendment Two of this Plan); the Cooperative operates HAIS business services (Business Member back-office, staffing and bookkeeping tools, group purchasing) under a no-cost license. Grant funding for HAIS development flows to the Foundation; service revenue flows to the Cooperative. UBIT allocation per counsel item C3.

Total Investment: $195,000–$385,000 over 24 months  ·  Phase 1 Launch: $15,000–$35,000  ·  Funding: Grant-ready from Day 1


EXECUTIVE SUMMARY
The Human Asset Intelligence System (HAIS) is the operational brain of HAC-ES — the AI platform that transforms the Cooperative from a legal structure into a living, functioning system that matches resources to needs, measures human flourishing, governs the Human Asset Fund, and continuously improves based on real community data.

The good news: the technology to build HAIS exists today, and the cost has collapsed dramatically. What would have cost $2M+ to build five years ago can now be deployed as a functional Minimum Viable Product (MVP) for $15,000–$35,000, with full-featured production deployment achievable for $150,000–$250,000. AI API costs from Anthropic, OpenAI, and open-source models have dropped by orders of magnitude, cloud infrastructure is commodity-priced, and the open-source ecosystem provides dozens of building blocks that can be assembled rather than built from scratch.

The challenge is not technical — it is organizational. HAIS will succeed if it is: built in close collaboration with the members it serves; governed with genuine democratic accountability; deployed incrementally so trust is built before autonomy is granted; and maintained by a team that treats the system as a public good, not a proprietary product.

	Phase
	Timeline
	Investment
	Key Capabilities

	Phase 1 — Foundation
	Months 1–3
	$15,000–$35,000
	Member database, communications, grant monitoring, basic reporting

	Phase 2 — Intelligence
	Months 3–9
	$40,000–$80,000
	Resource matching, needs assessment, fund administration, Tier 1 autonomy

	Phase 3 — Governance
	Months 9–18
	$60,000–$120,000
	Full stakeholder scoring, Tier 2 functions, Human Flourishing Dashboard

	Phase 4 — Full Deployment
	Month 18+
	$80,000–$150,000
	Complete HAIS, federation tools, open-source publication, national replication





PART I
WHAT HAIS ACTUALLY IS
HAIS ARCHITECTURE OVERVIEW
HAIS is not a single monolithic AI system. It is a modular platform — a set of interconnected AI-powered functions that can be built, deployed, tested, and improved independently. This modularity is not just technically smart; it is a governance requirement written into the Bylaws: individual functions must be auditable, pausable, and replaceable without disrupting the whole system.

The Three Layers of HAIS
	Layer
	Purpose
	Key Technologies
	Cost Range

	Layer 1 — Data & Infrastructure
	The foundation: secure databases, member profiles, encrypted storage, API connections to partner systems, and audit logging. Every other layer depends on this.
	PostgreSQL + encrypted storage, AWS/DigitalOcean, REST APIs
	$8,000–$18,000 to build; $500–$1,500/month to run

	Layer 2 — Intelligence Functions
	The AI core: needs assessment, resource matching, fund administration, stakeholder scoring, grant intelligence, impact measurement. Each function is a discrete AI module.
	LLM APIs (Claude/GPT), RAG systems, classification models, rule engines
	$40,000–$100,000 to build; $2,000–$6,000/month to run

	Layer 3 — Interface & Governance
	The human layer: member portal, staff dashboard, Governing Council tools, public transparency dashboard, voting and proposal systems.
	React web app, mobile-responsive design, role-based access
	$25,000–$60,000 to build; $500–$1,000/month to run



The 12 HAIS Modules — Build Sequence
	#
	Module
	Function
	Phase
	Complexity
	Timeline

	1
	Member Registry
	Core database of Individual and Organizational Members with profiles, contribution tracking, and good-standing status
	Phase 1
	Low
	Weeks 2–4

	2
	Communications Engine
	Automated outreach, newsletters, meeting notices, renewal reminders, and member notifications
	Phase 1
	Low
	Weeks 3–6

	3
	Grant Intelligence
	Continuous monitoring of foundation and government grant opportunities; AI-generated match scoring and draft LOIs
	Phase 1
	Medium
	Weeks 4–8

	4
	Compliance Monitor
	Automated tracking of Oregon Secretary of State filings, IRS requirements, and financial deadlines
	Phase 1
	Low
	Weeks 4–6

	5
	Needs Assessment Engine
	Anonymized intake and continuous assessment of member basic needs gaps across 8 categories
	Phase 2
	Medium
	Months 2–4

	6
	Resource Matching
	Real-time matching of Organizational Member service capacity to Individual Member needs — the core service delivery function
	Phase 2
	High
	Months 3–6

	7
	Fund Administration
	Human Asset Fund management including contribution processing, priority-hierarchy deployment, and dividend calculation
	Phase 2
	High
	Months 4–7

	8
	Human Asset Profiler
	Maintenance of each member's Human Asset Profile tracking economic potential and cooperative equity stake
	Phase 2
	Medium
	Months 3–5

	9
	Stakeholder Health Scorer
	Quarterly scoring of Organizational Members on living wages, worker voice, mission adherence, problem-solving balance
	Phase 3
	Medium
	Months 7–10

	10
	Human Flourishing Dashboard
	Continuous calculation and publishing of all 8 human flourishing metrics plus Inclusion ROI
	Phase 3
	High
	Months 8–12

	11
	Governance Engine
	Election administration, proposal analysis, meeting management, voting, and Council decision support
	Phase 3
	Medium
	Months 9–14

	12
	Federation Tools
	Replication support, open-source documentation, federation member onboarding, and cross-network analytics
	Phase 4
	High
	Months 15–24





PART II
TECHNICAL ARCHITECTURE
TECHNOLOGY STACK
The HAIS technology stack is selected to maximize three properties simultaneously: mission alignment (open-source where possible, no vendor lock-in, data sovereignty guaranteed), cost efficiency (commodity infrastructure, pay-per-use AI APIs, avoiding enterprise licensing), and auditability (every decision logged, every model explainable, every data access tracked).

Recommended Technology Stack
	Component
	Technology
	Rationale
	Monthly Cost

	Database
	PostgreSQL
	Open-source, battle-tested, excellent security, free. Hosted on Supabase (free tier covers Phase 1) or self-hosted on DigitalOcean ($20–50/month). Member data and needs data stored in separate schemas with separate access controls.
	$0–$50/month

	Backend / API
	Python + FastAPI
	Fast, open-source, excellent AI library ecosystem. Runs on any cloud. Python is the native language of AI/ML work — same language as model fine-tuning, data analysis, and audit tools.
	$20–$100/month hosting

	AI Engine — Reasoning
	Anthropic Claude API
	Primary AI engine for complex reasoning: needs assessment analysis, grant proposal drafting, stakeholder scoring, governance support, and Tier 3 decision analysis. Current: claude-sonnet-4-6 at $3/$15 per MTok.
	$200–$1,500/month at scale

	AI Engine — Classification
	Claude Haiku / open-source
	High-volume, lower-stakes classification tasks: routing needs to resources, flagging compliance issues, categorizing communications. Haiku at $0.80/$4 per MTok, or self-hosted Llama 3 for near-zero cost.
	$50–$300/month

	Vector Database
	pgvector (PostgreSQL extension)
	Stores AI embeddings for semantic search and resource matching. Free extension on PostgreSQL — no separate vector DB vendor needed. Keeps all data in one auditable system.
	$0 (included in PostgreSQL)

	Frontend
	React + Tailwind
	Member portal, staff dashboard, public transparency site, governance tools. React is the dominant ecosystem with the largest talent pool. Tailwind enables fast, consistent styling.
	$0 (open-source)

	Authentication
	Supabase Auth / Auth0
	Secure member authentication, role-based access controls, MFA for staff and Council members. Critical security layer — do not build this from scratch.
	$0–$100/month

	Email / SMS
	SendGrid + Twilio
	Member communications, automated notifications, two-factor authentication. Both have nonprofit discounts.
	$50–$200/month

	Hosting / Infrastructure
	DigitalOcean or Fly.io
	Both offer straightforward pricing, good nonprofit programs, and are not AWS/Azure/GCP — avoiding the major cloud vendor lock-in that conflicts with data sovereignty values.
	$100–$400/month

	Monitoring & Audit
	Sentry + custom logging
	Error tracking, performance monitoring, and the critical audit log that records every HAIS decision for governance review. The audit log is a Bylaw requirement.
	$26–$80/month

	Open-Source Publication
	GitHub
	The HAIS codebase shall be published on GitHub under an open license (AGPL-3.0 recommended — requires any modifications to also be open-source, preventing privatization of the commons).
	$0



Total Infrastructure Cost Projection
	Phase
	Monthly Infrastructure Cost
	What's Included

	Phase 1 (Months 1–3)
	~$150–$300/month
	Database, hosting, email, basic AI API calls for grant monitoring and communications

	Phase 2 (Months 3–9)
	~$800–$2,000/month
	Add needs assessment and resource matching AI calls, fund administration, growing member base

	Phase 3 (Months 9–18)
	~$2,000–$4,500/month
	Full HAIS operations at 500–1,000 members, stakeholder scoring, dashboard, governance engine

	Phase 4 (Month 18+, 1,000+ members)
	~$3,000–$6,000/month
	Full deployment including federation tools; costs scale with usage but so does Fund revenue





PART III
BUILD PLAN & TEAM
HOW TO BUILD HAIS
HAIS can be built three ways, each with different cost, control, and timeline tradeoffs. The recommended path for HAC-ES is a hybrid: use an affordable technical co-founder or lead developer for core architecture, augment with AI-assisted development tools, and engage the University of Oregon and tech cooperative community for ongoing support.

Build Path Options
	Option
	Description
	Cost
	Tradeoffs

	Option A: Technical Co-Founder
	Recruit a mission-aligned software developer as a founding team member (equity/stipend model). They build Phase 1–2 while the Cooperative raises funds for Phase 3–4.
	$0–$3,000/month stipend
	Highest control, lowest cash cost, highest dependency on one person. Best if you find the right person.

	Option B: Cooperative Tech Partner
	Engage Palante Technology Cooperative or similar worker-owned tech org specializing in nonprofit/progressive infrastructure. They build and maintain under contract.
	$8,000–$20,000/phase
	Mission-aligned, experienced with nonprofits, ongoing relationship. Costs more but brings expertise and accountability.

	Option C: University Partnership
	Partner with University of Oregon Computer Science or Data Science programs. Students build HAIS modules as capstone projects under faculty supervision.
	$5,000–$15,000 in stipends/overhead
	Lower cost, strong local talent pipeline, UO becomes an institutional ally. Slower and requires faculty champion.

	Option D: Hybrid (Recommended)
	Technical co-founder or part-time lead developer for core architecture + UO student team for specific modules + Palante for security review and audit
	$2,000–$5,000/month all-in
	Balances cost, control, mission alignment, and local ecosystem development. Builds the talent pipeline that becomes the HAIS maintenance team.



The HAIS Core Team — Who You Need
	Role
	Description
	Time Commitment
	Cost

	HAIS Lead Developer
	Full-stack developer with Python/React experience and genuine interest in the mission. Does not need AI expertise — the AI layer is largely API calls. Needs: database design, API development, security practices.
	Part-time to start (20 hrs/week); full-time by Phase 2
	$60,000–$90,000/year (or co-founder stipend)

	AI Integration Specialist
	Someone who understands LLM APIs, prompt engineering, RAG systems, and AI evaluation. Could be the same person as Lead Developer if skills overlap. This is the person who makes the AI functions actually work.
	Contractor for Phase 1–2; part-time staff by Phase 3
	$80–$150/hour as contractor

	Data Governance Officer
	One of the AI Oversight Officers on the Governing Council. Does not need to be a developer but must understand data privacy, audit requirements, and AI governance. Reviews the audit log regularly.
	Volunteer Council role — 4–6 hours/week
	Volunteer (Council member)

	UX / Member Experience
	Someone who ensures the member-facing interfaces are accessible, clear, and genuinely useful — especially for members with limited digital literacy. Critical for equity.
	Contractor for interface design phases
	$50–$100/hour as contractor

	Community Data Steward
	A staff or volunteer role focused on ensuring the needs assessment and resource matching actually reflects community reality. Works directly with members and Organizational Member partners to validate HAIS outputs.
	Part-time staff — 10–15 hours/week
	$20,000–$35,000/year part-time



AI-Assisted Development — The Force Multiplier
One of the most significant cost reductions available to HAC-ES is using AI tools to accelerate HAIS development itself. A skilled developer using Claude, Cursor, or GitHub Copilot can produce 3–5x more code per hour than without AI assistance. This means:
1. A part-time developer (20 hrs/week) with AI coding tools can produce the output of a full-time developer without them
1. Standard HAIS modules (member database, communications engine, basic reporting) can be built in days rather than weeks
1. Boilerplate code — authentication, database schemas, API endpoints, email templates — is largely generated, not written
1. The Anthropic API itself provides the primary intelligence layer, dramatically reducing the complexity of the AI functions that need to be built

This is how a startup cooperative with a modest budget can deploy a sophisticated AI governance system that would cost a large organization $500,000+ to build from scratch.



PART IV
PHASE-BY-PHASE DEPLOYMENT
PHASE 1: FOUNDATION (MONTHS 1–3)
	INVESTMENT
$15,000–$35,000 total  |  Infrastructure: ~$150–300/month



What Gets Built
1. Member Registry — secure PostgreSQL database with Individual and Organizational Member profiles, contribution tracking, and good-standing status
1. Membership Application — the web form we built, connected to the database with actual data storage and consent management
1. Communications Engine — automated emails for: welcome messages, contribution reminders, meeting notices, and the monthly newsletter
1. Grant Intelligence Module — AI-powered monitoring of foundation and government grant opportunities with match scoring. Uses the Anthropic API to analyze HAC-ES's mission against grant requirements and generate preliminary LOI drafts
1. Compliance Monitor — automated calendar of filing deadlines, renewal dates, and regulatory requirements with Council notifications
1. Basic Reporting Dashboard — internal view of member counts, contribution totals, and grant pipeline for Governing Council

What Does NOT Get Built Yet
1. No autonomous AI decisions — all outputs are recommendations for human review
1. No needs assessment data collection — privacy architecture must be finalized first
1. No fund administration — manual processes with HAIS support only

Phase 1 Success Criteria
1. 100+ Individual Members enrolled and in good standing
1. 5+ Organizational Members with signed Membership Agreements
1. First grant application submitted with HAIS assistance
1. Zero data incidents — the audit log is clean
1. All Council members can access and use the dashboard

PHASE 2: INTELLIGENCE (MONTHS 3–9)
	INVESTMENT
$40,000–$80,000  |  Infrastructure: ~$800–2,000/month



What Gets Built
1. Needs Assessment Engine — secure, anonymized intake system for Individual Members to identify basic needs gaps. Data stored separately from identity data with strict access controls. AI analyzes patterns to identify systemic community gaps (the 'Garden Monitoring' function)
1. Resource Matching — the core service delivery engine. When a member identifies a need, HAIS queries the Organizational Member Needs Fulfillment Capacity Declarations and matches available services. Initial version is rule-based with AI enhancement.
1. Fund Administration Module — tracks contributions, calculates Priority 1–4 deployments, generates disbursement recommendations for Council approval (Tier 3 decisions), and maintains the Fund balance dashboard
1. Human Asset Profiler — maintains each Individual Member's Human Asset Profile including the lifetime value calculation, contribution history, and cooperative equity stake
1. Tier 1 Autonomous Operations — after a 30-day testing period with human review of all outputs, activate Tier 1 autonomy for: resource matching notifications, communications, grant monitoring alerts, and compliance reminders

Phase 2 Success Criteria
1. 300+ Individual Members with completed needs assessments (voluntary participation)
1. First successful resource matches — members connected to Organizational Member services through HAIS
1. First grant secured with HAIS grant intelligence support
1. Fund administration handling all contribution processing
1. Zero Tier 1 autonomous decision reversals in first 60 days

PHASE 3: GOVERNANCE (MONTHS 9–18)
	INVESTMENT
$60,000–$120,000  |  Infrastructure: ~$2,000–4,500/month



What Gets Built
1. Stakeholder Health Scorer — quarterly AI analysis of each Organizational Member's Stakeholder Commitment Declaration compliance, drawing on reported data, public information, and member feedback. Produces the Stakeholder Health Score published in the Transparency Report
1. Human Flourishing Dashboard — the Cooperative's primary success metric. HAIS calculates and publishes monthly: Basic Needs Coverage Rate, Inclusion ROI, Middle-Class Security Rate, Positive Freedom Index, Problem-Solving Score, Democratic Participation Rate, Environmental Impact, and Well-Being Index (from annual member survey)
1. Governance Engine — ranked-choice election administration, member proposal intake and AI analysis, meeting agenda generation with data summaries, minute-taking, and the Conflict of Interest registry
1. Tier 2 Decision Activation — HAIS can now act on Tier 2 decisions (notify-and-act) including Fund deployments for Priority 2 basic needs up to defined thresholds, with immediate Council notification and 48-hour reversal window
1. First Independent AI Audit — engage external auditor to review HAIS decision quality, bias metrics, and data governance compliance. Publish results to all members
1. Middle-Out Policy Scorecard — annual AI-generated assessment of Lane County policy environment against middle-out benchmarks, published publicly

PHASE 4: FULL DEPLOYMENT (MONTH 18+)
	INVESTMENT
$80,000–$150,000  |  Infrastructure: ~$3,000–6,000/month



What Gets Built
1. Member ratification vote on full HAIS deployment — democratic authorization for Phase 4 activation, administered by the Governance Engine itself
1. Full Fund administration including Human Asset Dividend calculation when Fund reaches threshold
1. Employee Ownership Transition Pipeline — AI-powered identification and outreach to Lane County businesses considering cooperative or ESOP conversion
1. Federation Tools — documentation, onboarding systems, and data-sharing protocols for replicating HAC communities
1. HAIS Open-Source Publication — full codebase published on GitHub under AGPL-3.0, with deployment documentation, API reference, and contributor guide
1. Anthropic/OpenAI Nonprofit Program Applications — apply for API credits and foundation support to reduce ongoing infrastructure costs



PART V
BUDGET & FUNDING
TOTAL BUDGET SUMMARY
	Budget Item
	Estimated Cost
	Notes

	Phase 1 Development
	$12,000–$25,000
	Lead developer time (80–150 hours), UI/UX design, security setup

	Phase 1 Infrastructure (3 months)
	$450–$900
	Database, hosting, email, domain, SSL

	Phase 2 Development
	$35,000–$65,000
	Intelligence modules, AI integration, testing, member privacy architecture

	Phase 2 Infrastructure (6 months)
	$4,800–$12,000
	Growing AI API costs, database scaling, monitoring

	Phase 3 Development
	$50,000–$100,000
	Governance engine, dashboard, stakeholder scoring, independent audit

	Phase 3 Infrastructure (9 months)
	$18,000–$40,500
	Full HAIS operations, growing member base

	Phase 4 Development
	$65,000–$120,000
	Federation tools, open-source publication, documentation

	Phase 4 Infrastructure (12 months, ongoing)
	$36,000–$72,000
	Full production operations

	Contingency (20%)
	$44,000–$87,000
	Technical debt, security incidents, scope changes

	TOTAL 24-MONTH INVESTMENT
	$265,000–$522,400
	All phases, all infrastructure, contingency included



	PRACTICAL REALITY CHECK
The ranges above represent the difference between a lean build (mission-aligned co-founder, AI-assisted development, open-source tools, UO student support) and a professional build (contracted development agency, all-commercial tools, full-time team). For a startup cooperative, the lean path is not just cheaper — it produces a system that the community actually understands and owns. Start lean. Scale as the Fund grows.



Funding Sources — HAIS is Highly Fundable
HAIS is one of the most fundable technology projects in the nonprofit space right now. Three overlapping funding trends converge on exactly what HAIS is:
	Funder
	Focus Area
	Grant Range
	HAC-ES Fit

	OpenAI People-First AI Fund
	AI for nonprofits with $500K–$10M budget
	Up to $250,000
	Apply after the Human Asset Foundation receives 501(c)(3) determination and $500K operating budget. Designed for exactly this use case.

	NSF Civic Innovation Challenge
	AI + community organization partnerships
	Up to $1,000,000 (Stage 2)
	Partner with University of Oregon faculty. UO computer science + HAC-ES is a compelling CIVIC application.

	MacArthur Foundation — Just Economies
	Community wealth building and inclusive economies
	$200,000–$2,000,000
	HAC-ES + HAIS is a perfect fit for MacArthur's Economic Justice portfolio. Multi-year grant likely.

	Ford Foundation — Future of Work
	Worker ownership, economic democracy, community wealth
	$200,000–$1,500,000
	HAC-ES's focus on employee ownership and worker cooperative integration is directly aligned.

	Omidyar Network — Responsible Technology
	AI governance, democratic accountability in tech
	$100,000–$500,000
	The AI Governance Charter and democratic HAIS oversight model is exactly what Omidyar funds.

	Oregon Community Foundation
	Lane County community development
	$50,000–$300,000
	Primary local funder. Strong relationships with OCCU, SVdP, and other HAC-ES Organizational Members.

	Lane County Government
	Community resilience and social services
	$25,000–$150,000
	HAIS as a shared infrastructure for Lane County human services — a compelling county investment.

	University of Oregon
	Research partnership, living lab
	$50,000–$200,000 in-kind
	UO as institutional partner provides developer talent, research credibility, and access to federal research grants.



	THE HANAUER / MIDDLE OUT CENTER CONNECTION
Nick Hanauer's Civic Ventures and the Middle Out Center represent the single highest-leverage funding and platform opportunity for HAC-ES and HAIS. HAC-ES is the first institutional implementation of the Market Humanism framework at community scale. Pitching to Hanauer directly — with the founding documents, the HAIS architecture plan, and a compelling Eugene-Springfield launch story — could yield: seed funding from Hanauer's impact investment portfolio, feature coverage on the Pitchfork Economics podcast reaching hundreds of thousands of listeners, introductions to every major progressive economic foundation, and technical assistance from the Middle Out Center's policy team. This is the relationship to prioritize in Year 1.





PART VI
GOVERNANCE & RISK
AI GOVERNANCE IMPLEMENTATION
The Audit Log — Most Important Technical Decision
The single most important technical decision in HAIS is building the audit log correctly from Day 1. Every HAIS decision — including every Tier 1 autonomous action — must be logged with: timestamp, decision type, input data (anonymized), output/action taken, confidence level, and which AI model version produced the output. This log is the foundation of democratic accountability. Without it, the AI Governance Charter is aspirational rather than operational.

Bias Auditing Protocol
	Audit Type
	Process
	Responsible Party
	Output

	Quarterly Bias Audit
	Review HAIS outputs across protected characteristics — race, gender, age, income, disability, city (Eugene vs Springfield). Statistical analysis of whether any group is receiving systematically different resource matching, scoring, or treatment.
	AI Oversight Officers + external reviewer
	Published in Quarterly Transparency Report

	Annual Independent Audit
	Full third-party technical review of HAIS decision quality, model performance, data governance compliance, and security posture.
	External auditor (mission-aligned tech org or academic partner)
	Published to all members and public

	Member Appeal Review
	Any member who appeals a HAIS decision triggers a human review by AI Oversight Officers within 14 days. Appeal outcomes are logged and analyzed for systemic patterns quarterly.
	AI Oversight Officers
	Individual resolution + quarterly pattern analysis

	Model Update Review
	Any change to the AI models, prompts, or decision logic used by HAIS requires review and approval by AI Oversight Officers before deployment, and notification to the full Council.
	AI Oversight Officers + Governing Council notification
	Logged in AI Governance Charter amendment record



Key Technical Risks and Mitigations
	Risk
	Level
	Mitigation

	Data breach exposing member needs data
	HIGH
	Separate data schemas, encryption at rest and in transit, role-based access, no single-point-of-failure access, Oregon breach notification compliance, cyber insurance

	AI model bias systematically disadvantaging a community group
	HIGH
	Quarterly bias audits, diverse training data, human review of Tier 2+ decisions, member appeal rights, transparent scoring methodology

	Key developer departure before knowledge transfer
	MEDIUM
	Open-source codebase from Day 1, comprehensive documentation requirement, pair programming culture, UO student involvement creates redundancy

	AI API vendor price increase or service discontinuation
	MEDIUM
	Multi-vendor strategy (Claude + open-source fallback), self-hostable architecture for critical functions, AGPL license prevents lock-in by forks

	Member distrust of AI governance
	MEDIUM
	Phased deployment with human review at each stage, full transparency of HAIS decisions, member opt-out rights, democratic ratification before Phase 4

	Regulatory changes affecting AI in social services
	LOW-MEDIUM
	Monitor NIST AI Risk Management Framework, Oregon AI policy developments; AI Governance Charter is designed to meet or exceed emerging standards

	Cybersecurity attack targeting member data
	HIGH
	Penetration testing before Phase 2 activation, regular security audits, incident response plan, no storing of financial account data, cyber insurance





PART VII
IMMEDIATE NEXT STEPS
WHERE TO START TOMORROW
The 30-Day Launch Checklist
You do not need to build HAIS to launch HAC-ES. You need to build enough infrastructure to enroll founding members and demonstrate the concept. Here is the minimum viable starting point:

	Timeframe
	Action
	Cost
	Who

	Week 1
	Register domain (hac-es.org or similar), set up basic website with mission statement and founding member interest form (the form we built), create a free Airtable or Supabase account for member data
	$20–$50
	You / AI tools

	Week 1–2
	File Articles of Incorporation with Oregon Secretary of State ($50 fee), apply for EIN (free, online, 10 minutes), open a bank account
	$50–$200
	You + attorney review

	Week 2
	Identify and approach 3 founding Organizational Members from Phase 1 of the outreach strategy
	$0
	You

	Week 2–3
	Post to Oregon Employee Ownership Center network, Hatch Oregon community, and local nonprofit networks for a technical co-founder or lead developer
	$0
	You

	Week 3–4
	Apply to OpenAI Nonprofit program (free API credits), Anthropic for Good program (reduced API rates), and Oregon Community Foundation for a planning grant
	$0
	You + AI drafting tools

	Week 4
	Hold first founding member information session — present the HAC-ES vision, the Market Humanism framework, the HAIS plan. Enroll first 25 Individual Members.
	$200–$500 for space/materials
	You + founding team



The Single Most Important First Hire
Before any other investment, find your HAIS Lead Developer. This person does not need to be a full-time paid employee to start — they need to be mission-aligned, technically capable, and willing to build something meaningful. Where to find them:
1. University of Oregon Computer Science and Data Science departments — post a co-founder opportunity with equity/stipend
1. Oregon Employee Ownership Center network — someone building tech for the cooperative economy
1. Hatch Oregon community — cooperative-minded tech workers
1. Code for America brigade in Eugene — civic tech volunteers who build public-interest technology
1. Palante Technology Cooperative — could serve as founding technical partner

The pitch: 'We are building the AI system that governs a cooperative designed to guarantee the basic human needs of 380,000 people in Eugene-Springfield, using the Market Humanism framework as our economic foundation. We want you as the person who builds it — with full ownership of the technical architecture, open-source by default, and the knowledge that the system you build could replicate in communities worldwide.'

That is a compelling offer for the right person. There are people in Eugene-Springfield right now who would take it.

Human Asset Cooperative of Eugene-Springfield  ·  HAIS Creation & Deployment Plan  · Consolidated Edition · July 2026
This document does not constitute legal, technical, or financial advice. All cost estimates are based on current market data (2025–2026) and are subject to change.


PROVEN MECHANISMS INTEGRATION
Integrated pursuant to the July 2026 companion documents: Area-Wide Cooperative Models and Proven Mechanisms, Adapted.
PHASE 2 SCOPE ADDITIONS (MONTHS 3–9)
Group Purchasing Pool. The federation-services quick win. The HAIS aggregates Organizational Member demand for insurance, supplies, software, and benefits administration, negotiates or brokers group rates, and administers participation. Lowest-lift, highest-visibility member benefit; primary recruiting argument for new Organizational Members. Success criterion: first group contract with measurable member savings before Phase 2 exit.
Restricted fund accounts. Ledger, contribution tracking, and public reporting for the Cooperative Development Pool (Bylaws 3.8) and Solidarity Fund (Bylaws 3.9), extending the existing fund administration architecture. Contribution schedules computed from Organizational Member surplus declarations.
PHASE 3 SCOPE ADDITIONS (MONTHS 9–18)
Anchor procurement tracking. Contract pipeline tracking for anchor institution procurement (commitments, fulfillment, member business capacity matching), supporting the Government Interface anchor program and the Evergreen-model pilot contract.
Member Security functions. Employment Module functions F-MS1 through F-MS4 (Member Security and Conversion Pipeline) activate with Tier 2 authority as specified in the Employment Module Specification v2.
Transparency engine. Dividend formula publication engine: real-time publication of the Human Asset Dividend formula, Fund balance, earnings, and distribution history required by amended Bylaws Section 3.4 — built in Phase 3, activated when the first Dividend is authorized (Phase 4).


OPEN-SOURCE AI INDEPENDENCE
Replacing commercial AI APIs with open-source models across the HAIS. DRAFT — For Governing Council Review · July 2026
WHY THIS PROVISION
The HAIS stack is already open source at every layer except one: the AI engine, which relies on commercial APIs (Anthropic Claude, with OpenAI as fallback). That dependency conflicts, at maturity, with three founding commitments: data sovereignty (member data transits a commercial provider), no vendor lock-in, and the AGPL-3.0 open-source publication — federation communities replicating HAIS should not need commercial API accounts to run it. The open-model landscape now makes replacement practical: openly licensed models (Qwen3 under Apache 2.0, Llama 4, DeepSeek) match GPT-4-class performance on the tasks HAIS actually performs, with the gap to frontier commercial models in the single digits for routine work. HAIS's core functions — classification, resource matching, needs assessment, grant drafting, stakeholder scoring — sit well within open-model capability. The frontier gap matters mainly for complex Tier 3 analysis, which the AI Governance Charter reserves for human decision regardless.
ARCHITECTURAL REQUIREMENT — EFFECTIVE IMMEDIATELY
The abstraction rule. Every HAIS AI module shall be built against a model-agnostic abstraction layer (LiteLLM or equivalent) rather than any provider's SDK directly. No module may depend on a specific vendor's API shape, and every module's prompts and evaluation tests shall be stored in the repository so any model can be validated behind any function. This costs near zero now and makes every subsequent step of this Amendment a configuration change rather than a rebuild. The audit log already records model version per decision; it shall also record model provenance (commercial API vs. self-hosted open model).
THREE LEVELS OF INDEPENDENCE
	Level
	What it is
	Cost
	What it buys

	Level 1 — Open weights, hosted inference
	Openly licensed models (Qwen3, Llama 4) served through any inference provider
	Comparable to current API spend; weeks of migration work
	Eliminates lock-in: weights are public, so HAC-ES can move providers at will. Dependency risk gone

	Level 2 — Self-hosted on rented GPUs
	Models served by HAC-ES on vLLM/Ollama on rented GPU infrastructure
	$500–$2,500/month; 1–2 months engineering
	Full data sovereignty: member data never leaves HAC-ES infrastructure. Realizes Bylaw Article IX in hardware

	Level 3 — Owned hardware
	On-premises GPU server(s) operated by HAC-ES or the Federation
	$15,000–$40,000 capex + MLOps capacity
	Complete independence from cloud vendors; a shared Federation asset for replicating communities



PHASED MIGRATION PATH
Phase 2 (current) — Abstraction and first migration
Install the abstraction layer across all existing modules. Migrate high-volume, lower-stakes classification (needs routing, communications categorization, compliance flagging) from Claude Haiku to a self-hosted small open model (27B-class or smaller, runnable on a single 16GB-VRAM GPU) — the original Technology Stack table already contemplates exactly this substitution. Build the evaluation harness: for each module, a test set that any candidate model must pass before serving members. Success criterion: classification workloads running on open models with equal or better accuracy at lower cost.
Phase 3 — Reasoning migration
Move mid-complexity reasoning functions (resource matching enhancement, needs assessment analysis, grant match scoring) to a self-hosted or hosted-inference open model in the 70B+ class, validated module-by-module through the evaluation harness. Commercial APIs remain only for the highest-complexity drafting and Tier 3 decision-support analysis, and every remaining commercial call is logged as such. Add MLOps competency to the AI Systems team (approximately 0.5 FTE of the second developer role — no new headcount beyond the existing Phase 3 plan).
Phase 4 — Full independence, aligned with open-source publication
All HAIS functions served by openly licensed models on HAC-ES-controlled infrastructure. The AGPL-3.0 publication ships with default open-model configurations so any replicating community can deploy HAIS with zero commercial AI dependencies. Commercial APIs become an optional, clearly flagged enhancement, not a requirement. Level 3 owned hardware is evaluated at this point as a Federation shared asset.
COST COMPARISON
	Scenario
	Phase 2 scale
	Phase 4 scale (1,000+ members)

	Current plan (commercial APIs)
	$250–$1,800/month
	$2,000–$6,000/month

	Open-source path (Levels 1–2)
	$300–$1,200/month + one-time migration effort
	$800–$3,000/month, costs flatten as usage grows

	Break-even logic
	APIs are cheaper at small scale
	Self-hosting wins at scale — and the sovereignty benefits apply at every scale



The honest accounting: the real cost of independence is not compute but people — someone must serve, evaluate, update, and monitor models. That is why the migration is phased against the existing hiring plan rather than accelerated: Phase 2 uses the Lead Developer's existing capacity on small models; Phase 3 adds MLOps within an already-planned hire; Phase 4 completes the migration when the organization can sustain it.
GOVERNANCE AND RISK NOTES
Oversight unchanged. Model changes already require AI Oversight Officer review and Council notification under the Democratic Governance Framework; migrations under this Amendment follow that same process, with the evaluation harness results attached to each notification. Bias audits continue unchanged and apply to open models identically.
Capability risk. Open models can be less capable on frontier reasoning. Mitigation: the evaluation harness gates every migration; any module that fails stays on its current engine until an open model passes. No sovereignty-motivated downgrades of member service.
License risk. Prefer genuinely open licenses (Apache 2.0 — e.g., Qwen3) over restricted 'open-weight' licenses where terms could complicate AGPL redistribution. License review is part of each model's evaluation.
Provenance. Disclosure: this Amendment was drafted with AI assistance from a commercial model (Anthropic Claude). Its recommendation runs against the drafting vendor's commercial interest, which the Council may weigh as it sees fit.


