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Project Rebuild, Inc.
2024-2027 Strategic Plan

Introduction

Strategic planning focuses on bridging an organization’s present state to its desired future. The
best plans are inspired, compelling visions of measurable outcomes. They are actionable rather
than merely descriptive, championed by invested Leadership/Board members, and implemented
by engaged teams.

In September 2023, the Project Rebuild Board and staff committed to developing a comprehensive
three-year strategic plan. To enhance diversity of perspective, five community members were also
invited to join the team. All engaged in a unique process of inquiry, reflection, discernment, and
action planning. This report describes the strategic planning process and the outcomes delivered
by the team members listed below.

Participating Board Members
Jeff Buckshaw, Treasurer
Rahul Chaudhari

Kamaran Gray

Patrick King, Chair

Mandi Larson, Secretary
Beverly Long, Vice Chair
Angela Palomba

Participating Leadership Staff
Crystal Faverty, Program Manager
Joanna James, Executive Director
Scott Minnie, Fiscal Manager

Participating Community Constituents
Maureen Ater, VP Goodwill Industries
Amanda Barna, CMOR Research
Mallory Floyd, Stark County ESC
Matthew Kreitzer, Stark County Courts
Amy Miller, Ohio Means Jobs



Project Rebuild

Vision, Mission, and Guiding Principles

Vision

We envision our young leaders moving forward to inspire and be a catalyst towards improving our
community.

Mission

Project REBUILD re-engages young adults to create pathways to academic, professional, and
leadership opportunities while providing them with the skills and support to set them up for
lifelong success.

Guiding Principles

We welcome young people into a supportive, caring, and positive learning environment, allowing
them to develop and learn new skills to maximize their full potential.

We believe that behavior modeling and developing positive relationships are important and lead
to a stronger program connection.

We are committed to empowering our young people to become positive influences in their
families and communities.

We are dedicated to creating innovative and meaningful opportunities that are important to our
members.



The Strategic Planning Process

From October 2023 through February 2024, the Project Rebuild team met to create an inspired
pathway to the future. Using Question Thinking techniques in each step, they built a strategic
framework, identified strategic priorities, and articulated measurable action plans.

Step 1:

PREDICTED VS. CREATED FUTURE

On October 4, 2023, the team participated in the Predicted vs. Created Future exercise, a critical
first step in building a comprehensive strategic plan. Using the questions below, this activity
revealed themes that helped identify strategic priorities. All attendees participated in discussion of
the following questions:

1.

If nothing changes operationally or strategically over the next several years, what is the
predicted future for Project Rebuild and its constituencies?

What future do you want to create for Project Rebuild? How do you envision the
organization’s future operational impact and strategic position?

What’s missing to close the gap between the predicted and created futures? In other
words, what work lies ahead to make the created future a reality?

A compilation of the small group answers to these questions produced two important items to
guide future work: Strategic Themes and Gap Analysis.

Seven Strategic Themes arose from the group discussions of the Predicted and Created Futures:

1.

No vk~ whnN

Funding, revenue streams, financial sustainability

Student recruitment, retention, engagement

Staffing plan

Community engagement, awareness, support, partnerships
Board structure and engagement

Scope of services/growth/adapting/redefining
Infrastructure—capital and operational

As the answers to Question #3 took shape, the following Gap Analysis described the work needed
to make the Created Future a reality:

W N AEWNPRE

Money—donations, revenue streams, DOL, grants

Youth buy-in and engagement

Alumni engagement/connection

Scope of services and programs—impact and implications of change
Benchmarking other Youth Build programs, best practices

Public relations/marketing
Brand recognition

Finding the right partners to help offer exciting projects and diversity funding
Evaluation of community and student needs/wants




10. Define what is meaningful to students and employers
11. Clear structure, responsibilities of roles and passionate, engaged people in those roles

(transition coordinator and community engagement)
12. Staffing plan that aligns with our priorities
13. Clear expectations of Board members as student mentors and involvement

14. Maximize the potential of our endowment

15. Board committee structure

Step 2: THE STRATEGIC FRAME

Following the Predicted vs. Created Future exercise, in three meetings on October 18, November
1, and November 29, 2023, the team focused on building and affirming the Strategic Frame, which
provides the context within which the strategic plan lives. The Frame’s most important function is
to guide future decision making, encouraging effective strategic choices that can be tested against
its borders: Do the choices achieve purpose and ambition? Do they honor stakeholder
commitments? Do they leverage assets? Do they rest on guiding beliefs? It also provides clarity
about how best to capitalize on opportunities and mitigate challenges.

Through structured inquiry, the team explored each of the four Frame elements:

Purpose and Ambition:
A shared sense of organizational purpose and ambition allows a team to align on its “reason
for being” and vision of success. Because Purpose and Ambition reflect the organization’s
mission and vision, the discussion often inspires teams to review and refresh those
statements to better align with their Strategic Frame.

1. For what purpose does Project Rebuild exist?

2. Do the vision and mission statements express this well?
3. Given its purpose, what ambition is worthy of who the Project Rebuild is and what it
is committed to?

Strategic Assets
This discussion enhances strategic perspective by identifying and analyzing readily available
assets and missing or potential resources needed for successful plan implementation.

1. What does Project Rebuild have that other providers of similar services do not?

What makes you unique? What are your competitive resources?
2. For each asset, what strategic attention is needed? Should you stop investing in
or let any asset go? What new assets should you develop?

Stakeholder Promises:

These are commitments to constituents (e.g., community members, employees, partners,
accreditors, etc.) that the organization must honor, regardless of circumstances. Because
they are promises the organization believes it must make rather than a laundry list of those

e .



it wants to make, trade-offs are sometimes necessary. Stakeholder promises often reflect
organizational values.

1. Who comprises the Project Rebuild community?

2. What do you promise these stakeholders?

Guiding Beliefs About the Future

These are deeply held convictions about how and why the organization serves its
stakeholders. They are beliefs on which the organization is willing to bet its future, and they
typically reflect organizational values.

1. What beliefs are crucial to Project Rebuild fulfilling its purpose and ambition?
2. Whatrisk is associated with depending on a belief?

3. How much opportunity is associated with betting on a belief?

4. Which beliefs should become criteria for future choices?

See page 11 for the Strategic Frame.

Step 3: ACTION PLANNING

Once the Strategic Frame was complete, the team prioritized the ten themes and the gap analysis
from the Predicted vs. Created Future exercise. Over the course of five meetings, December 13,
2023 through February 28, 2024, the team identified the top two strategic priorities, articulated
them as the following Strategic Goals, and developed a three-year Action Plan for each.

STRATEGIC GOALS
July 1, 2024 through June 30, 2027

I.  Improve operational/infrastructure resources for more effective partner relationship
management.
Goal Team: Pat King (Team Leader), Joanna James, Rahul Chaudhari, Angela

Palomba
Il.  Evaluate our practices and programming to better serve our members and community.
Goal Team: Kamaran Gray (Team Leader), Mandi Larson, Jeff Buckshaw, Scott

Minnie, Bev Long, Crystal Faverty

Goal Action Plans begin on page 12.



Progress Reporting

The Project Rebuild team is committed to regular Action Plan progress reporting:
1. The Executive Director will regularly share strategic plan progress with Board and staff.

2. The Board will support plan implementation, participating in action steps as needed.
3. The Board will reserve time at least annually for a detailed review of strategic plan

progress.

Progress Update Template

Below is a simple progress report template. The Project Rebuild team should feel free to adjust the
format and content to suit their needs. The consultant is available to coach on plan progress
reporting and implementation.

Sample
Strategic Goal Progress Update
Goal:
Date:
WORK COMPLETED
Action Steps Completion Date | Status and MNext Steps

WORK REMAINING IN PLANNING PERIOD
Action Steps Deadline Status

NEW WORK TO BE INCORPORATED
Action Steps Timeline Description




Strategic Plan Implementation
Best Practices

These tips will help you successfully execute your strategic plan:

1.

Fully communicate the plan internally so that all employees and Board members
understand its scope and depth. Communicate the plan to external constituents in an
appropriate summary fashion.

Ensure that each goal team has clarity around the following:
a. The scope, depth, and time frame of their action plan.
b. Individual roles and responsibilities.
c. Team meeting schedule.
d. Progress reporting requirements.

Honor the established timelines for each goal. Deadline adjustments should:
a. reflect legitimate need,
b. acknowledge the impact, if any, on other goals or operations, and
c. be noted in progress reports.

Agree on a schedule both for update and detailed progress reports.

a. Commit to written documentation.

b. Celebrate progress!

c. Acknowledge and address challenges as they occur.

d. Reserve time on Board meeting agendas for high-level strategic plan updates and
discussion. This practice will keep the work front of mind for everyone.

e. Schedule in-depth progress reports at regular intervals (e.g., quarterly, semi-
annually, annually). Incorporate into regular Board/Leadership meetings or schedule
separate gatherings.

f. Standardize the format for updates to ensure consistency among reports. To this
end, a progress report template has been provided.

Practice peer-to-peer accountability. Honor the opportunity to support each other when
challenges arise.

Remember that the Strategic Frame is your decision-making guide star. Your affirmation of
the four elements of the Frame reflects your commitment to achieving your goals. When
guestions and challenges surface, resolve them in alignment with your Strategic Frame.

Schedule an annual meeting to review progress and clarify remaining work in the planning
period.

Be intentional about acknowledging and celebrating your accomplishments!



Conclusion

To the Project Rebuild Team:

It was a privilege to facilitate your work on behalf of Project Rebuild, an important community
resource. You have created an actionable pathway to the future for the organization and the
people you serve.

| am available to support you as challenges and questions arise, and | am eager to hear about your
inevitable successes. | wish you the best as you bring Project Rebuild’s Created Future to life!

Lyn Sabino, MA, SPHR, BCC

COACHING & CONSULTING

5210 Galway Cir. NW
North Canton, OH 44720

330.705.2819
LSabino.Consulting@gmail.com

K
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