Background
Safe Harbor is a faith-based 501 (c) 3 organization that was founded in 1998.  The organization’s mission statement contains two main goals: educating and training parents and leaders of the community on current youth trends and helping families and teens deal with rebellion through refuge services.  Paul Berry is the original founding board member, along with family friend Gail Clark.  The vision of creating a place of support for families in times of crisis came from Berry’s own experiences with his daughter, Rachel, after she became drug addicted and rebellious.   


The real need for Safe Harbor arose from the fact that after most treatment programs, teens are placed into the same situations that brought about their trouble.  Parents often do not understand how to deal with a rebellious teen and, therefore, cannot cope with or discipline their teens when such a response is needed most.  Safe Harbor is different from other refuge programs in Alabama because it attempts to educate the entire family.  Today Safe Harbor operates seven refuge sites and a growing resource center where families are educated about current trends in teen rebellion. 

Despite the many positive impacts Safe Harbor has on the community, the organization is confronted by several obstacles.  These obstacles include a lack of clients, funds and volunteers.  Safe Harbor’s problems stem from an absence of a coordinated effort to reach key publics.  In order to combat these weaknesses, Safe Harbor could expand services by developing programs such as school assemblies and court ordered counseling.  Donations and volunteers could also be increased through proactive planning. 

Key Publics


Troubled teens and families are the primary focus of Safe Harbor’s attempts to educate about teen rebellion and rehabilitation.  When considering Safe Harbor’s programs, parents may initially feel constrained, because they do not understand their teens.  Once Safe Harbor educates the families and they become clients of the organization, they have a better understanding of how to cope with the issues.  The clients will then have the ability to recognize their family’s problems and the level of constraint will decrease.  Once the characteristics of rebellion are known, these families become aware and seek information relevant to helping their teens.

Safe Harbor’s operations are supported by three full-time staff members and 175 volunteers.  The staff members oversee the day to day business while volunteers perform tasks delegated by the staff.  Volunteers serve as either teen mentors or parent encouragers.  They are at a high risk of burnout because the refuge program lasts 12 consecutive weeks, and volunteers must balance their time between Safe Harbor and their personal responsibilities.  Some volunteers reduce their time spent with the organization or drop the program altogether.  In order to reach the goals of the organization, there must be a greater number of volunteers. 


Donors comprise another of Safe Harbor’s key publics.  Over half of the organization’s operating budget stems from the donations of individuals, churches and corporations.  Donors enable Safe Harbor to employ a staff, to assist parents and teens and to educate the community.  Although most donors do not have a direct hand in the organization’s programs, they do share Safe Harbor’s vision. 

Schools are another key public. The goal of any school is to ensure a safe and drug-free environment for all students and teachers, however this goal is not being met in many schools today.  The aim of Safe Harbor’s resource center is to educate the community about the dangers that teens face each day.  To meet this purpose Safe Harbor must become active in the schools within its community.  School officials realize the need for such a program; however, they are highly constrained because many do not know about Safe Harbor’s services.  Once parents and teachers become educated, they have the opportunity to help struggling students.  Through the programs that Safe Harbor can provide, both parents and teachers could be equipped to make a difference in teens’ lives.  
Expand the Light

Clients/Families


One of Safe Harbor’s opportunities is the implementation of the Juvenile Court Ordered Family Refuge Program.  This program could potentially work at two levels.  The first level is diversion.  After a teen enters the criminal justice system, the court with jurisdiction over the case could order the teen to enroll in the Safe Harbor program as a means of diversion and growth.  The second level is aftercare or re-entry.  This level of the program deals with teens that have completed their journey through the criminal justice system and now must re-enter society.  The Expand the Light Campaign will seek to gain additional clients by offering the services of the organization to delinquents in need of punishment. 
Objectives:

· To increase overall attendance at the refuge sites by three families overall and retain them through May 3, 2008.

Evaluation:

The objective will be evaluated by comparing attendance figures from each refuge site from the last quarter of 2007 to the first quarter of 2008. 

Strategy: Build relationships with the Jefferson and Shelby Counties’ juvenile justice system officials.
Tactics:
· Produce 100 brochures to pass around municipal buildings to promote Safe Harbor’s refuge services.
· Write a speech to deliver at city council meetings to promote Safe Harbor’s refuge services.
· Schedule meetings with local justice system officials such as judges and attorneys.  The meetings will allow Safe Harbor staff members to pitch the organization’s services as an alternative sentence for rebellious teens.  

Research: 


Alabama state statute says all youthful offenders are eligible for informal adjustment, or alternative sentencing.  This can include counseling services through private agencies such as Safe Harbor.  The Boys and Girls Club of South Alabama, Inc. works in conjunction with the Mobile County Juvenile Court and the Alabama Department of Youth Services to operate Alabama’s prototype juvenile re-entry program (AL JUVENILE JUSTICE CITATION).  Safe Harbor has the opportunity to follow the example of the Boys and Girls Club. 
Volunteers/Employees


Currently Safe Harbor operates with a limited volunteer base because of the high demands of the organization.  Volunteers are expected to work long hours with teenagers who do not necessarily want to help themselves.  Through a volunteer appreciation program, burnout would decrease.  Since churches offer service opportunities to members, they can be targeted to increase the volunteer base.  This increase is important so the demands placed on individual volunteers will decrease. 
Objectives:

· To increase the total number of volunteers by 20 and to retain them through May 3, 2008.

Evaluation:

This objective will be evaluated by comparing the number of volunteers from the last quarter of 2007 to the first quarter of 2008. 

Strategy: Develop a volunteer appreciation program. 
Tactics:
· Design a quarterly volunteer newsletter explaining the duties of the volunteers and offering past success stories. 

· Organize an annual volunteer barbeque held in April to introduce new volunteers to the program and to thank existing volunteers.  
· Award volunteers who mentor the entire 12-week program. 

Research: 

The Young Woman’s Christian Association (YWCA) of Central Alabama dedicates the month of April to volunteer appreciation. For the YWCA this is “a time set aside to honor those who give their time and energy to serve a greater cause.” Implementing a volunteer appreciation day is a great way to motivate, reenergize and recognize volunteers for their hard work put forth in the programs and services at Safe Harbor.
Strategy: Utilize church groups as a source of volunteers.

Tactics:
· Create an Expand the Light church kit to distribute to young adult Sunday school classes. The kit will feature
· A brochure describing Safe Harbor and its programs

· A letter to church leaders explaining volunteer opportunities

· Safe Harbor’s current promotional DVD

· The most current volunteer newsletter
· A volunteer response card

· A donation envelope
Research: 

Sending out a volunteer newsletter and brochure will retain and recruit new volunteers. This is vital to the church kit because it explains what Safe Harbor is about and how new volunteers can make a difference in a teen’s life along with the family.  
Donors

Donors mandate and control the resources of Safe Harbor.  Expansion of the organization would not be possible without their support.  According to Safe Harbor’s 2007 proposed budget, $95,000 is required from donors for effective operation.  The Expand the Light Campaign seeks to surpass this giving so the organization can increase its opportunities.  With a larger budget Safe Harbor could increase staff, reach more families and better fulfill the organization’s mission. 
Objective:

· To increase funds from donors by $5,000 by May 3, 2008. 

Evaluation:

This objective will be evaluated by comparing funds received during the first quarter of 2007 to the first quarter of 2008. 

Strategy: Develop a family sponsorship program. 
Tactics:
· Give donors the opportunity to sponsor individual families.

· Create sponsorship forms, which will be available on Safe Harbor’s website.
· Encourage families to write thank you letters to their sponsors.
Research: 


Cornerstone Schools of Alabama offers a partnership program to raise money.  After a donor has given a certain amount of money, he or she becomes a partner and is assigned to a student.  The partnership program has raised thousands of dollars for Cornerstone while giving each donor a feeling of satisfaction (Hilary Perry CITATION).  The proposed sponsorship program has been modeled after Cornerstone’s program.
Strategy: Organize new fundraising events. 

Tactics:
· Implement the Expand the Light Walk.
· The Expand the Light Walk will take place at night in a local park.  Participants will carry flashlights while they walk.
· Recruit Matt Pitt or another local celebrity to emcee the walk.
· Provide flashlights with Safe Harbor’s logo.
· Create sponsorship forms for each walker.
· Produce print and radio news release describing the Expand the Light Walk.
· Create a press kit inviting local media to the Expand the Light Walk.
· Write a feature story about the emcee emphasizing his or her background and support of the event. 

Research: 


The book The Nonprofit Handbook: Fundraising describes a reduction in traditional giving to nonprofits.  To generate needed funds organizations can use fundraising events and sponsorships (NONPROFIT BOOK CITATION).  The Leukemia and Lymphoma Society uses a national, annual evening walk to raise money (Leukemia CITATION). 
Objective:

· To increase donations through online contributions by $1000 by May 3, 2008. 

Evaluation:

This will be evaluated by looking at the organizations financial records for the first quarter of 2008.  Safe Harbor has received no money from online contributions since the creation of its website. 
Strategy: Create opportunities for online giving. 

Tactics:
· Add a Paypal link to the homepage of Safe Harbor’s website.
· Develop online auctions through Ebay Giving Works and place a link to the auction on Safe Harbor’s website.  Auction items will be donated from local companies and corporations.
· Create radio news releases about the auction for local radio stations.
· Produce a news release about the online auction for distribution to local media.
· Write an article for the volunteer newsletter to promote the auction in a grassroots effort.
Research: 


The book The Nonprofit Handbook: Fundraising
Schools

The Alabama State Department of Education published the Manual of State Laws and Regulations concerning School Safety and Discipline.  This manual states that the Alabama State Legislature “finds a compelling public interest in ensuring that Schools are made safe and drug-free for all students and school employees.”  In order to ensure this “safe and drug-free” environment, “the State Board of Education shall require local school systems to modify their policies, practices or procedures so as to ensure a safe school environment free of illegal drugs, alcohol or weapons” (Manual of State Laws and Regulations).  However every school is not safe.  The Expand the Light Campaign seeks to increase the safety of schools through the education of parents and school faculty. 

Objectives:

· To implement school programs in three different schools by May 3, 2008. 

Evaluation:

The objective will be evaluated by whether schools allow the programs to take place.  Additionally there will be a follow-up at Safe Harbor refuge sites to determine if new families joined the organization due to the school programs. 

Strategy: Target parents and school faculty to increase their awareness of current teen trends and cultures. 

Tactics:
· Create a parent and faculty assembly focusing on the individual needs of each school. The assembly becomes a preventative tool describing the characteristics of teen rebellion. 
· Develop relationships with school counselors through the distribution of the Expand the Light school kit. The kit will include
· A brochure describing Safe Harbor and its programs
· A letter to counselors introducing Safe Harbor’s school programs and assemblies

· Safe Harbor’s current promotional DVD

· A reply card requesting school information about issues faced by each school so that Safe Harbor can create a program specific to each school’s needs

· Produce parent awareness alerts for school websites detailing new trends in teen rebellion.
Research: 


Hoover City Schools offer the BRIDGES Program “to students and their families who would like free education, support and resources to resolve problems which may interfere with the teen’s educational, social or emotional progress.”  The weekly program is similar to the proposed school program.  Parents and students have spoken about the effectiveness of BRIDGES (BRIDGES PROMOTIONAL FLYER CITATION). 
Conclusion


A strategic plan must be implemented in order for Safe Harbor to effectively reach its publics who are necessary for the organization’s survival.  The Expand the Light campaign has been created to increase volunteers, funds and services for clients and families.  This proposal outlines the steps necessary for the increases.    

Employees and volunteers are a major factor in the success of the organization.  The proposed campaign will recruit volunteers through Expand the Light church kits.  The proposal aims to overcome volunteer burnout by implementing a volunteer appreciation program.  This program is designed to give volunteers a sense of significance.  

As Safe Harbor’s services develop, so must the funds.  The proposal suggests the use of fundraising events and sponsorships to increase donations.  The Expand the Light Walk will be an event designed to unite Safe Harbor with the community and encourage donations.  The proposed sponsorship program will allow corporate and individual donors to sponsor families entering the refuge program.  
In order for Safe Harbor to reach additional families, the Juvenile Court Ordered Family Refuge Program will be implemented.  Through diversion and re-entry, teens and their families will be equipped with the knowledge needed to overcome rebellious behavior.  By building relationships with justice system officials of Jefferson and Shelby Counties, the organization will have the opportunity to help more families in need.  The school assemblies and kits are designed to spread awareness of the resource center. 
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