EAST METRO WOMEN’S COUNCIL

2008-2010 Strategic Plan

MISSION & GOALS
The mission of East Metro Women’s Council is to assist families working toward self-sufficiency by providing affordable housing, supportive services and educational opportunities.  
To achieve our mission, EMWC has adopted three enduring organizational goals:

1. To provide a learning and living environment in which families with children can thrive.

2. To provide services that support families’ long term goals of economic stability and self-reliance.
3. To advocate for affordable housing, living wage employment and community services that support all families in the east metro area.

Providing supportive housing to families who are experiencing homelessness is of the highest priority for East Metro Women’s Council.  By linking stable, affordable housing and supportive services such as tenant training, parenting, tutoring, and mental and chemical health supports, EMWC is able to help families regain stability and work toward gainful employment and other life goals.  EMWC currently operates five (5) supportive housing programs in Ramsey and Washington Counties that house about 300 women, men and children annually: 
· East Metro Place transitional housing

· East Metro Place II permanent supportive housing

· The ROOF Project

· Home Again transitional housing

· Washington County Emergency Housing 
EMWC also expanded its outreach services in mid-2007 to prevent homelessness for single adults, youth and families in Washington County through the Family Homeless Prevention and Assistance Program.
To help ensure that EMWC is providing timely and appropriate services to its participants, the EMWC Board of Directors and staff prepare strategic and annual work plans.  The Board of Directors began a new strategic planning process in June 2007 by reviewing the agency’s 2005-2007 Strategic Plan and the progress made to date.  Concurrently, the staff management team (comprised of the Executive Director, Finance Manager, Fund Development Manager, Volunteer Program Manager and Director of Program Services) also met monthly to review progress made on the current plan and to identify any opportunities, challenges and emerging issues faced by the agency and its client population.
In the months of August and October 2007, the Board of Directors and management team met in two 4-hour strategic planning retreats.  The process was facilitated by Ellen Hart-Shegos of Hart-Shegos & Associates, a consultant to the Family Housing Fund and Family Supportive Housing Center, LLC.  In preparation for the retreat, Ms. Hart-Shegos conducted telephone interviews with each member of the Board of Directors.  The interviews covered topics such as training needed; participation and efficacy of the Board; and the agency’s greatest assets and challenges.  Members were also asked what the agency’s priorities are for the next 12 months; their responses included:
· Marketing to the community

· Fundraising and grant writing

· Keeping units full and the building safe

· Ensuring the success of the new Employment Services Initiative

· Ensuring the success of existing services/programs during expansion

The planning process also included an Environmental Scan prepared by staff.  These emerging issues are listed under each of the seven goal areas, below.
PROGRAMMING
Goal:
EMWC will support families in their efforts to achieve self-reliance by providing culturally competent, responsive and accessible housing and services and by continuing to explore new opportunities that are consistent with its mission.

Opportunities & Challenges:
EMWC has increased the number of persons served by 18% over 2004 levels (12/31/06 figures), primarily due to the new East Metro Place II permanent supportive housing program, which opened in December 2005 and houses about 55 adults and children per year.  The expansion also included new community space, such as the Adult Learning Center, Computer Lab, Kids’ Clubhouse and outdoor playground.

A Homeless Survey conducted by the Wilder Research Center in 2006 indicates an increase in distress, such as mental illness, substance abuse, etc., among homeless persons.  This is true of the families served by EMWC.  Our staff have strong commitment and “street smarts”, but limited therapeutic training; plans are currently in place for using graduate level interns to provide expanded individual and group therapy services to help meet the needs of EMWC residents.  We also now offer a parenting curriculum called Strengthening Multi-Ethnic Families & Communities, which was implemented at East Metro Place in 2006.
Federal funding currently prioritizes permanent supportive housing for single individuals with diagnosed disabilities, while state funding prioritizes supportive housing for the long-term homeless (defined as homeless for one or more continuous years, or homeless at least four times in the past three years).  This places restrictions on the families EMWC can serve and our ability to develop additional housing units.  There is currently a very positive environment for developing supportive housing as long as Governor Pawlenty is in office, but land costs and siting difficulties (“Not In My Back Yard”) are still extremely prohibitive.
Due to funding cuts in the past five years, there are fewer community resources to access on families’ behalf; such resources must be provided by EMWC or families must go without (i.e. transportation assistance, rent assistance, etc.).  Furthermore, a lack of transportation and childcare limits EMWC’s ability to provide onsite activities for residents and also creates significant barriers to families’ receiving services off-site, as well.  Because EMWC residents face many barriers to finding and keeping gainful employment (i.e. mental and chemical health issues, lack of education, limited work experience), a new Employment Services Initiative was launched in fall 2007 to help residents achieve their education/training and employment goals.
2008 Strategic Objectives:
· By March 2008, EMWC will fully implement an Employment Services Program with specific outcomes for measuring success.  The program will also focus on adult education and job training as a core activity.
· By March 2008, EMWC will offer chemical health and relapse prevention groups, support groups and/or psychoeducational groups at East Metro Place that are also open to participants of our other housing programs.
· By December 2008, EMWC will build a holistic service program using graduate level interns, and including mental health services, DBT Skills Group and individual counseling.  
· By December 2008, EMWC will perform a Cultural Competency Assessment of its programs, policies and procedures, and will implement changes as needed.
2009 Strategic Objectives:

· By June 2009, EMWC will devise a plan for increasing transportation and child care resources to support internal programming and residents’ needs.

· By December 2009, EMWC will explore the feasibility of becoming a licensed ARMHS provider (Adult Rehabilitative Mental Health Services, licensed by the state) as a means of supporting program costs.
2010 Strategic Objectives:

· By June 2010, EMWC will build a therapeutic children’s program parallel to adult services.
· By December 2010, EMWC will locate a suitable site for replicating the East Metro Place program, in Washington County or other underserved area.
FUNDING

Goal:
EMWC will continue to expand its funding resources to ensure the viability of the organization and to advance its mission.

Opportunities & Challenges:

EMWC’s investment in the Benevon (formerly Raising More Money) model has helped us to increase individual and corporate giving by 264% over 2004 giving levels.  Revenues from service contracts have also increased significantly, primarily due to new funding from the Family Homeless Prevention & Assistance Program (FHPAP).  In contrast, foundation grants can be difficult to secure, and support from United Way has remained stagnant for the past decade.  The agency established a Board Designated Operating Reserve in 2006, which is currently at $350,000.  As of November 30, 2007, EMWC’s total Fund Balance increased 23% over 2004 levels.
To move to the next step in our efforts to increase individual/corporate giving, EMWC will need to invest more resources (staff time, training, etc.) to cultivate donors to give major gifts.  To support that work, EMWC recently invested in a more sophisticated donor/volunteer database called eTapestry.  The new database has tremendous capabilities, but will also require significant training time in order for us to fully utilize this resource.
2008 Strategic Objectives:
· By May 2008, EMWC will improve the monthly Home At Last Tours and annual Ask Event to more closely meet the Benevon model requirements.

· By September 2008, EMWC will provide more training for staff and volunteers in donor cultivation, with a focus on role modeling how to ask for major gifts.

· By September 2008, EMWC will implement an annual donor cultivation plan 

· By December 2008, EMWC will grow its annual campaign by raising $125,000 in BBF contributions.
· By December 2008, EMWC will maximize the use of the new eTapestry database in development and cultivation efforts by cleaning up existing data and building donor files.
2009 Strategic Objectives:

· By June 2009, EMWC will maximize the use of the new eTapestry database in development and cultivation efforts by using email to send electronic newsletters and solicitations to donors.
· By December 2009, EMWC will grow its annual campaign by raising $137,500 in BBF contributions (10% increase over prior year).
2010 Strategic Objectives:

· By June 2010, EMWC will contract with a consultant to conduct a feasibility study for an endowment campaign.
· By December 2010, EMWC will grow its annual campaign by raising $151,250 in BBF contributions (10% increase over prior year).
MANAGEMENT SYSTEMS
Goal:
EMWC will have systems and procedures in place that support the technological, financial, human resource, and evaluation needs of a growing organization.

Opportunities & Challenges:

EMWC has made significant investments in more advanced technology in the past few years.  We implemented a new office network with in-house email exchange and a new donor/volunteer database (eTapestry).  Computer support is contracted, rather than provided in-house.  In 2005, EMWC implemented a more sophisticated accounting software (Fund EZ) and created a new chart of accounts and financial statements to help meet the reporting demands of our increasingly restrictive funding sources.  EMWC currently contracts with an accounting consultant to assist with issues as needed, but the agency’s one-person accounting “department” limits our growth.  
EMWC contracted with Benefits Design Group in 2005 to administer the agency’s Section 125 employee benefit plan.  We also improved our benefits package by offering employer-paid life insurance and short- and long-term disability benefits, and in 2008, an employer-paid dental plan will be offered as well.  
While each EMWC housing program has a program-specific manual, there is currently no Staff Orientation Manual that outlines agency policies and practices with regard to things such as how to document case files, make child protection referrals, etc.  EMWC’s personnel policies are also in need of updating, with a focus on cultural competence.
2008 Strategic Objectives:
· By March 2008, EMWC will review its programs and systems for HIPAA compliance and make changes as needed.

· By March 2008, EMWC will develop and implement a new Employee Handbook that includes more culturally competent personnel policies and practices.

· By July 2008, EMWC will develop and implement a Staff Orientation Manual.
· By August 2008, EMWC will offer more training for staff in case management, boundaries and file documentation.

· By December 2008, EMWC will expand its finance department by reassigning selected duties to the Program Assistants.

· By December 2008, EMWC will update its Financial & Accounting Manual.
2009 Strategic Objectives:

· By December 2009, EMWC will increase diversity of its staff and volunteers by 10% over 2007 levels (or as recommended in the Cultural Competency Assessment to be completed in 2008).
2010 Strategic Objectives:

· By December 2010, EMWC will begin to explore the feasibility of investing in a computerized case management system, client database and use of laptops for off-site case noting.
MARKETING & COMMUNICATIONS
Goal:
EMWC will have fully developed marketing and communications strategies in place to support the financial and programmatic goals of the organization, to foster community involvement and to better serve program participants.

Opportunities & Challenges

EMWC has great stories to share and many willing ambassadors (residents, staff and volunteers).  The monthly Home At Last Tours that were implemented in mid-2005 as part of the Benevon fundraising model have been a very effective and positive way to spread the word about EMWC in the community.

The agency also has a new website with expanded capabilities (online donations, event registration, etc.) through a partnership with United Way.  However, many key staff (Executive Director, Development Manager and Volunteer Manager) have limited technological skills, which impedes our ability to effectively market the agency using the Internet and other electronic resources.
The Board of Directors recently initiated a discussion on whether to change the name of the agency to better reflect its mission and purpose.  A committee has been formed to explore this possibility.  Obviously, changing the agency’s name would have a significant impact on the agency – both positive and negative – and would require significant resources.
2008 Strategic Objectives:
· By March 2008, EMWC will add video clips to the agency website.

· July 2008, EMWC will develop and maintain (in the eTapestry database) a pool of EMWC participants and graduates for giving testimonials.

· By December 2008, EMWC will publicize and regularly update events on the agency website.

·  By December 2008, EMWC will develop a plan of action for changing (or keeping) the agency’s name and corporate image.

2009 Strategic Objectives:

· By December 2009, EMWC will use email and social networking sites (i.e. MySpace, Facebook) to communicate with a wider network of supporters.
2010 Strategic Objectives:

· By June 2010, EMWC will respond to requests for presentations at conferences and publish articles on its key programs (i.e. employment services; DBT initiative).
GOVERNANCE
Goal:
EMWC will implement systems and supports that continue to strengthen the governance of the organization.

Opportunities & Challenges:
EMWC has very caring Board members who are committed to the mission and success of the organization.  Many of the current Board members are new; there is only one member who is presently in her second term on the Board.  Although all are dedicated to the agency’s mission, there is reluctance by some members of the Board to engage in the agency’s fundraising or marketing efforts, which impedes EMWC’s ability to recruit and cultivate supporters in the community.  
In 2006, the Board of Directors assigned the role of asset management to the Finance Committee.  The current Board has expressed interest in receiving training in various areas of governance, and there is also a need to train the full Board in asset management practices, as the agency is still new to being a property owner.
Because of its location in a predominantly white, middle- to upper-class community, EMWC has been challenged to recruit persons of color for its Board of Directors.  Two members of the Nominations Committee met recently with the strategic planning consultant to discuss ways in which to strengthen the nominations process and to engage EMWC residents and more persons of color.
2008 Strategic Objectives:
· By March 2008, EMWC will develop a Board member cultivation plan to recruit more people of color and to ensure representation of specific skills needed on the Board (legal, accounting, fundraising, etc.).
· By June 2008, EMWC will establish an Advisory Committee to the Board of Directors, comprised primarily of EMWC residents, for the purpose of increasing client participation in the governance of the organization.
· By December 2008, EMWC will recruit two new Finance Committee members.

· By December 2008, EMWC will develop a Board training plan in governance issues, based on Board member surveys conducted in 2007.

2009 Strategic Objectives:

· By December 2009, EMWC will develop a training plan in asset management practices for Finance Committee and Board members.
2010 Strategic Objectives:

· By June 2010, EMWC will hire a consultant to engage the Board in long range planning.
VOLUNTEER MANAGEMENT
Goal:
EMWC will continue to expand and improve its volunteer recruitment, retention and training system to enhance the effectiveness of the organization and to advance its mission.

Opportunities & Challenges:

EMWC has a very strong corps of more than 250 volunteers, and staff have expanded our online recruitment efforts using the EMWC website and partner agencies such as Hands On Twin Cities.  There are many opportunities available to meet volunteers’ needs and interests, such as tutoring, mentoring office help, and one-time projects such as cleaning and painting.  EMWC’s location is both a strength (proximity to Century College; White Bear Lake is a close-knit community) and a disadvantage (there is little diversity in the surrounding community).  As volunteers’ needs change, EMWC must continue to find ways to use technology to attract young professionals, families and organizations.

2008 Strategic Objectives:
· By June 2008, EMWC will develop a Volunteer Handbook.
· By August 2008, EMWC will create volunteer records in the new eTapestry database to maximize resources for managing volunteer information.
· By December 2008, EMWC will develop a plan for increasing the number of volunteers of color.

2009 Strategic Objectives:

· By June 2009, EMWC will create a video and group orientation format for new service-learning volunteers. 
· By December 2009, EMWC will use email and social networking sites (i.e. MySpace, Facebook) to engage and recruit younger volunteers.
2010 Strategic Objectives:

· By December 2010, EMWC will increase the number of volunteers of color by 10% over 2007 levels.
OUTCOME EVALUATION
Goal:
EMWC will have in place a useful system of outcome-based evaluation that measures participants’ progress toward and achievement of six key outcomes: Housing Stability; Economic Stability; Educational Advancement; Strengthened Families; Improved Health; and Community Connections.
Opportunities & Challenges:

In 2005, EMWC worked with an evaluation expert to define our reporting needs and desired participant outcomes within six goal areas: Housing Stability; Economic Stability; Educational Advancement; Strengthened Families; Improved Health; and Community Connections.  In that process, we learned that the statewide Homeless Management Information System (HMIS) system EMWC is mandated to use does not permit us to import or export any data; because maintaining two client databases would be prohibitive, the agency still manually collects much of its outcome data.  EMWC’s two new initiatives – employment services and DBT mental health services – will require significant attention to develop and measure outcomes that evaluate the programs’ efficacy.
2008 Strategic Objectives:
· By March 2008, EMWC will establish specific outcomes for the new Employment Services Initiative.
· By June 2008, EMWC will review existing 2005-2007 outcome data (first 3 years of system) and revise outcome statements as needed.

· By June 2008, EMWC will develop a plan for conducting a qualitative research study on providing Dialectical Behavior Therapy (DBT) services to EMWC residents, in partnership with the Family Supportive Housing Center, LLC.

· By September 2008, EMWC will conduct a preliminary evaluation of the new Employment Services Initiative.

· By December 2008, EMWC will establish new outcome goals for participants’ mental and chemical health.

2009 Strategic Objectives:

· By March 2009, EMWC will complete a detailed evaluation of the new Employment Services Initiative through December 2008.
· By December 2009, EMWC will incorporate HMIS reports into its internal outcomes reporting system.
2010 Strategic Objectives:

· By June 2010, EMWC will report the findings from the DBT research study.
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