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I. Situation Overview

Highbridge Community Life Center (HCLC) provides a wide array of effective and high-performing education, job training, counseling, youth and family programs for the residents of the High Bridge community of the Bronx.  The agency is regarded highly by its clients, collaborators and funders, but it is little known by in the wider New York community.  As a result of its relatively low profile, however, HCLC has been unable to attract sufficient numbers of supporters—board members, volunteers, foundations and individual donors—with the inclination and capacity to enable the agency to diversify its funding base, strengthen its financial position and launch new or expanded programs. 

As part of its plan to increase its outreach efforts, Highbridge has undertaken an assessment of its brand and marketing communications strategies and materials to determine whether its messages are on target and well-received. 

II. Executive Summary

· Two decades of successfully advancing its mission have given Highbridge an excellent reputation and brand image.

· This organization asset has not been used to its best effect.  As a result of limited and inconsistent marketing communications and development efforts, there is little awareness of HCLC outside the Bronx, and apart from its current group of funders.  

· A well-structured, integrated and consistent market communications program which leverages the power of its brand image will enable HCLC to increase its public awareness and name recognition, create a greater understanding of its mission, goals and programs, and foster positive regard for the agency among current and prospective constituents groups.

· An effective marketing communications program will also help create an environment in which HCLC can implement a comprehensive development program that can diversify its funding portfolio, increase opportunities to secure more funding, serve more clients and develop new programs that advance its mission. 

III. Background—The Challenge

In the course of developing an agency web site, HCLC determined that it was necessary to assess the effectiveness its brand communications, including its vision, values and mission.  A brand assessment and strategy development project was initiated with the following goals.

Goals: 

· To identify what makes Highbridge special, attractive and useful to the variety of its constituents to facilitate the presentation of a concise, coherent and consistent face in all its interactions.
· To define ways to focus the brand.

· To create messaging which encapsulates its vision, mission, values and programs.

· To evaluate visual treatment.

· To develop a strategic communications plan 
III.   Situation Analysis:

A. Organization Analysis

1. Goals Highbridge Mission:

The HCLC mission, while expressed in a variety of ways, is to empower the people of High Bridge through a rainbow of services that include: counseling for families and children, adult basic education, job training, after school activities for youth, community improvement, organizing and many other services through a vast network of collaborative organizations spread across the Bronx. 

For the people of High Bridge, bringing about a better life means breaking the cycle of poverty and building assets for community change. Highbridge is the way.

2. Focus

The organization’s focus is expressed in three themes that describe the key elements of its mission:

· "Breaking the Cycle of Poverty" 


· "Building Assets for Community Change" 


· "Bridging the Way to a Better Life"

Highbridge offers all the ingredients necessary to break the cycle, build assets and bridge the way to a better life for our families. 

3.  Culture

HCLC is perceived by clients, funders, contributors and staff as a warm, welcoming, caring and open organization.  It provides programs that empower its clients through education, training, personal and family counseling and strengthen the fabric of the community.

Highbridge receives high marks from clients and funders for the effectiveness of its programs, and for its focus on meeting the needs of the High Bridge community.  While Highbridge has benefited from strong, committed and effective leadership, the culture is collaborative in nature and its dramatic growth and decentralized offices have presented challenges to management’s ability to maintain its inclusive style. 

4.  Organization Strengths 

Highbridge possesses numerous organizational strengths:

· Highbridge has strong, effective, experienced and dedicated management and staff. The senior management has been with the organization for more than twenty years.

· Highbridge is highly regarded for developing a broad range of high-performing education, training and counseling programs that meet the needs of the community it serves.

· Highbridge provides effective evaluation and outcomes measurement standards. 

· HCLC delivers its programs in an environment of caring and respect.

· Highbridge is dedicated to serving the High Bridge community of the south Bronx.

5.   Organization Challenges

· The HCLC board has not provided the strategic or development leadership necessary for the organization to increase its funding and expand its programs. 

· There is limited awareness of HCLC outside the Bronx and apart from its current constituent base. 

· There is limited awareness of HCLC among funders and donors that are not already funding organizations in the south Bronx.  

· The organization lacks a structured and consistent communications and development program. 

6. Market Share

Highbridge is one of the leading social service agencies serving the residents of the High Bridge community.  While other larger organizations like Citizens Advice Bureau and Good Shepherd Services provide similar services to Bronx communities, none has the range of services or maintains the focus on High Bridge provided by the Community Life Center.  

Whether it is based on the number off clients served, the geographical area served, the share of available funding HCLC receives relative to other, similar organizations, market share is difficult to determine and is likely not the most effective measure of the agency’s competitiveness.  

Perhaps a better way to assess the agency’s competitive performance is to determine how successfully it has competed for available funds, in specific program categories for example, relative to similar organizations.  Absent specific numbers it is nevertheless apparent that, based on the lack of public awareness and the agency’s financial position, despite its programmatic successes Highbridge lags behind comparable organizations in its bid for funding. 

B. Constituent Analysis

Clients

Highbridge draws its clients from the High Bridge community of the south Bronx, a well defined area geographically, and one that is ethnically and culturally diverse. The influx of recent immigrants from central and South America and from Africa is slowly but dramatically changing the character of the community; changing the nature of necessary services and, consequently, the demands on the organization as well. 

Funders

Highbridge receives the majority of its funds from state and federal agencies and from private foundations.  While the organization has received and ongoing support from those sources, there is both an interest and a need to engage family foundations and individual donors to broaden the agency’s funding base and reduce the potential impact of economic swings and the funding cycles from current sources. 

Staff 

HCLC executive management and program staff are experienced, professional and highly dedicated and are committed to the agency and its mission.  Often working with limited resources, they have developed and implemented numerous, effective programs that meet or exceed the educational and personal needs of clients and of the community.  

Board

The board is comprised of HCLC leadership, community leaders and residents and friends of Highbridge in the Bronx. Constant changes in its size and composition have hampered the Board’s ability to provide policy direction or direct financial and fundraising support.  Much of that work has fallen, by desire or design, to the executive director.  Highbridge’s ability to grow and thrive depends largely on the board’s ability to provide greater management and financial support in the future. 

C. Competitive Environment

Highbridge is one of many social services agencies offering services to individuals and families in the south Bronx. But HCLC is unique in two significant ways:  Highbridge offers the broadest range of education, job training and individual and family counseling programs and services of any organization serving the area, and Highbridge is the only organization dedicated to serving a geographically proscribe, and in some ways isolated, community.

While they are significantly larger than HCLC, funders identified two organizations as similar to Highbridge which serve to underscore those points.

Citizens Advice Bureau

Founded in 1972, the Citizens Advice Bureau (CAB) is a Bronx-based settlement house that defines its mission as working to improve the economic and social well-being of individuals, families and communities who are most in need. Its intent is to enable individuals to uncover their potential and improve their lives. CAB offers direct, hands-on help, community outreach, education, and advocacy, often in collaboration with other organizations. 

CAB has grown from a single office into an organization operating from 23 sites and serving over 27,000 Bronx residents annually. Like Highbridge, CAB offices are located in some of the poorest areas of the Bronx. The broad and diverse spectrum of services CAB offers addresses the needs of all age groups ranging from infants to senior citizens, as well as selected special need populations. These include immigrants, homeless individuals and families, people with and families impacted by HIV/AIDS, and adults making the transition from welfare to work. Today, CAB is the largest settlement house in the Bronx with 467 staff members and 30 volunteers. 

Good Shepherd Services

Good Shepherd Services is a social service and youth development agency which serves more than 18,000 children and families annually.  GSS provides city-wide residential and foster care services with concentrations in Manhattan, the Bronx and Brooklyn. In addition, it has two networks of community-based educational support, youth development, family support, and after school programs, in Brooklyn and in Central Bronx.  Good Shepherd has an extensive track record of creating innovative, effective programs that work to strengthen families empower youth and promote educational success. 

D. Environment 

The environment in which Highbridge operates is changing rapidly. Those changes will affect not only the agency’s programs and services, but the nature of its operations as well.  Three factors appear most significant in terms of their potential impact on Highbridge: 

· A shift in the community’s demography

· Rising real estate values and costs in the High Bridge community.

· The new Yankee Stadium.

Traditionally a community of immigrants, High Bridge has seen another shift in the composition of the community that was for years comprised largely of Hispanic residents.  Today, High Bridge counts increasing numbers of Asian and African immigrants among its residents. With new cultures come new needs and expectations. These groups will likely place new demands on HCLC resources and services. 

As new residents present new needs which demand new programs and greater resources, the community’s changing real estate patterns, and rising real estate values and costs will also affect the agency.  Inasmuch as Highbridge does not own the facilities from which it operates, it faces the prospect of sharply escalating leases and dislocation from the sites it currently operates.  This situation, which is made even more difficult by the development of more upscale housing in the area that will dislocate HCLC clients--would disrupt the agency’s ability to deliver services to High Bridge neediest residents—and it would saddle the agency with significantly greater overhead. 

Finally, the development of the new Yankee Stadium will affect the High Bridge community in ways that are not wholly clear.  Despite its proximity to the High Bridge community and the assertion that $1 billion stadium complex is slated to provided 1000 permanent jobs, the new Yankee Stadium is likely to have a negative consequences for the community’s residents pushing up real estate prices still further, and providing only low pay service jobs in the stadium and the adjacent restaurants and shops. 

E. SWOT Analysis

HCLC has significant strengths on which to develop a marketing and brand communications campaign.

Strengths:

· Breadth and variety of programs – Highbridge offers among the broadest range of adult education, job training, counseling and youth and family services of any organization serving the south Bronx.

· Community Focus -- Highbridge is the only social service agency the focuses exclusively on the High Bridge of the Bronx. 

· Leadership & Staff – Highbridge has professional and dedicated leadership and program staff that have created an organization and programs revered by its funders and the community and sought out by its clients.

Weaknesses 

· Marketing Communications – HCLC has had an inconsistent marketing communications effort that has not provided the context or foundation for strategic development and growth. 

· Development Program -- Highbridge has not had a strategic, comprehensive or consistent approach to fund raising which has likely limited its capacity to expand current programs and create new ones.   

Opportunities

· Highbridge is little known – HCLC has a unique opportunity to reintroduce the organization to current constituents and to reach out to a new group of volunteers, funders and donors.

· Development – Highbridge has an important opportunity to launch a new, comprehensive development program to increase giving, and create a more diverse funding portfolio that will support infrastructure and new and ongoing programs. 

Threats

· Current facilities – without a significant funding source (e.g. Endowment) Highbridge is at risk for losing some of its real estate.

· Limited capacity for growth – Lacking an endowment or significant unrestricted funds, Highbridge is limited in its capacity to grow current programs or to initiate new programs.  

IV. Market Segmentation

Constituents  

A. Clients

The community’s changing population will present HCLC with some important challenges and opportunities in terms of staffing and program development.  Without additional funding Highbridge will be forced to make difficult choices regarding new opportunities that may place new strains on the organization as well.  
B. Funders/Donors

HCLC has been successful at securing support from state and federal agencies and from a select group of committed foundations as well.  To minimize the financial fluctuations created by cycling on and off foundation funds, however, Highbridge must try to diversify its funding sources by reaching out to individual and large donors. 

C. Community

The High Bridge community represents one of the key elements of the HCLC mission.  And its changing demographic and economic character will likely affect the agency in some unexpected ways.  Rising real estate prices in the area, for example, may result in the dislocation of the community’s neediest residents who comprise the majority of users of HCLC services, at some point necessitating that HCLC reevaluate its programs, its geographic orientation or community focus. 

D. Staff

Highbridge has solid, well-regarded programs, managed and staffed by a group of experienced, committed and highly qualified professionals.  The changing needs of the community and, consequently, of the agency, may find HCLC hard-pressed to retain or attract professional staff without significant new funding.  

E. Board/Volunteers

The HCLC has suffered from the board’s limited involvement in providing strategic direction and support for development activities.  HCLC should initiate a program of board development to assemble a board that is better able to provide strategic direction and significant development leadership and support.  In addition, HCLC should make a serious effort to expand its circle volunteers as a means of cultivating prospective board and committee members, and broadening support for its fundraising efforts.   
V.   Alternative Marketing Strategies

A. Develop a consistent marketing communications and program that use current message themes and assets to increase awareness among current constituent groups.

B. Develop consistent marketing communications and development programs using current HCLC themes and assets to target current and prospective constituent groups. 

C. Develop consistent marketing communications and development programs based on a new brand positioning and themes that leverage HCLC’s brand image and reputation—identified during the brand assessment process—to reach current and new and constituent and donor groups. 

VI. Selected Marketing Strategy

In light of the impending transition in the organization’s leadership, the demographic and economic changes underway in the community, and the need to cultivate a larger and more diverse group of contributors and funders, HCLC should consider a new marketing communications strategy that capitalizes on its key brand themes—a caring, family environment, commitment to the High Bridge community and a broad service platform—and effectively positions the organization for growth. 

Given the fact that HCLC has conducted limited marketing and fundraising efforts in the past, the Highbridge brand is, for many prospective constituents, unfamiliar or unknown.  The absence of any positive or negative impression of Highbridge, however, offers the agency an important opportunity to develop and implement a strong marketing communications program that leverages its brand themes —which research suggests resonate with all its constituent groups—to increase awareness, name recognition and understanding of the organization and its mission.  

Further, greater public awareness, recognition and understanding can provide a springboard for a new, more focused and consistent development program that engages new constituents and fosters and cultivates feelings of connectedness and commitment to Highbridge, and to its mission and goals.  

.  

A. Brand Positioning

To implement its communications strategies successfully, however, Highbridge should develop a brand positioning statement that leverages its brand attributes and serves as a filter for all of its marketing and development communications.

Based on its key brand attributes  – a caring environment, a wide selections of programs, professionalism, and commitment to the community—Highbridge maintains some significant points of difference from comparable organizations like Citizens Advice Bureau and Good Shepherd Services—organizations identified by funders as similar to HCLC in terms of their missions, programs and the populations served.   

Highbridge brand research suggests that its focus on the High Bridge community and its breadth of programs and services are two key factors that can be used to differentiate the agency and to position HCLC uniquely, as the only agency in the south Bronx offering such a wide range of programs.  

For example, the Highbridge positioning statement could read:

Highbridge Community Life Center is the only social service agency dedicated to providing a wide array of adult education, job training, and youth programs, family and counseling services, to the residents of the High Bridge community of the south Bronx in a respectful, caring environment.

B. Marketing Communications Goals:

HCLC’s marketing communications efforts must achieve a variety of goals, including:

· Increase Awareness – to ensure that there is an increased name recognition, and awareness and understanding of the organization’s mission and benefit to the community among a wider audience among its current constituent groups throughout the city.

· Communicate Brand Positioning – to encourage positive regard for HCLC by communicating what makes it unique, special and different.  
· Provide Public Information – to ensure that the High Bridge community, the Bronx and the wider city in general receives information the increase positive regard for HCLC programs and services among current and potential constituent audiences. 

C. Marketing Communications Strategies

· Develop a multipurpose brochure that provides general information regarding the full range of Highbridge, its staff and its programs and activities. 
· Use the Highbridge web site to supplement and complement the brochure and to provide current access and program information, answers to frequently asked questions and general information. 
· Make Highbridge executive staff and program directors available for speaking engagement for civic and other organization s.  
· Standardize signage to create a consistent visual presence for Highbridge in the Bronx community. 
· Create a newsletter to keep constituents informed and involved in the organization and its activities.
· Use special events to increase public awareness of HCLC activities and programs and to cultivate new and prospective donors.
D. Marketing Communications Tactics  

· Brochure – 

An HCLC Annual Report/Brochure that describes the agency’s mission, vision and value, details its programs needs and outcomes and its fundraising successes can be used as the organization’s primary marketing communications tool

· Web Site—

The web site provides an important tool for reaching the variety of Highbridge constituents and reaching the wider community.  The web site should supplement and complement the brochure, and provide current access and program information, answers to frequently asked questions, success stories, and other general information all designed to reinforce HCLC brand positioning as a caring, committed organization that offers a broad range of services that help clients succeed.  
· Newsletter- 

The newsletter should provide information about programs, events, successes and plans— any news about that would be of interest to clients, volunteers, community residents, funders (especially those not currently involved with the agency) and current and potential donors.   A newsletter can help increase and reinforce awareness of the agency’s mission and activities, and keep its constituents engaged.

· Speakers bureau—
Providing speakers to community, social or educational groups are a low cost way to increase awareness of the agency and the issues it is trying to address.  Speakers will increase awareness of Highbridge and create opportunities to broaden its constituent base.

· Signage/Facilities—

Given its geographically dispersed programs and locations, Highbridge can benefit from a program of standardized signage that provides a consistent visual identity and presence, increase awareness and name recognition, link the agency’s varied programs and help to differentiate HCLC from other organizations using the community name.    
· Special Events—

Events can provide opportunities to increase awareness of HCLC and its programs among all of its constituent groups. Inviting the media to a luncheon celebrating a class graduating from Nurse Aid Training, for example, offers an opportunity to engage current and new audiences and celebrate the agency’s work. Friend-raising events, for example, can cultivate new volunteers and potential donors.

· Public Relations – 

Since HCLC has few opportunities or resources to effectively employ advertising, it should take advantages of the variety of public relations vehicles available—press releases, articles, fact sheets, interviews and special events—to increase awareness of agency in the Bronx and the greater New York area.   
· Email communications –

Developing target communications, with an emphasis on development needs will provide an opportunity to build awareness and increase interest about Highbridge in key constituent groups.

· Horizon – 

Capitalize on the availability of Horizon to insert listings of location and contact information; program and service listings.  Such listings will not only serve the needs of prospective clients but also be useful for funders who are interested in the agency’s outreach efforts.  

VII. Development Communications

Development communications are just one component of a comprehensive development strategy.  HCLC cannot achieve new levels of private support unless it first identifies and prioritizes its donor audiences, assessing the level of their interest in the mission and their ability to give. Different groups have different requirements and needs and must be addressed uniquely.  

Marketing communications and those needed for development are very different in focus and tone. While marketing communications are intended to promote the organization to its 

varied constituents, communications required for development are intended to convince prospective donors to contribute to the organization.

A. Development Communications Strategies

While the marketing communications plan will help enhance the image and awareness of Highbridge, development communications—which must mirror the message, tone and quality of marketing materials—should support the ongoing engagement and cultivation of donors. 

· Leadership Giving and Volunteerism – to ensure that people of influence and affluence in the community view HCLC as their organization of choice.

· General fundraising awareness – to ensure that the general public chooses Highbridge as one of their charities and to encourage selected segments to give more than its share.

· Urgency – to kick off a new and consistent fund raising program HCLC marketing must create a sense of urgency about the agency’s infrastructure and programs needs.

Brand Positioning

B.  Development Communications Tactics:

· Brochure—

The development brochure should be specific to the agency's fundraising efforts.  It is the place to make the case for giving by reviewing the mission and needs, describing how the programs meet those needs and citing positive examples of their impact on the community. It can be used to respond to requests for information, promote public awareness and to cultivate new donors. 

· Web Site—

Like the brochure a development page on the web site could be tailored to the needs of the campaign or fund raising effort. In addition to providing information about current program and needs, the site should provide a mechanism for, or information about how and where to give.  This web page can or section can be used to keep donors current about the status of the campaign, to recognize new donations and to remind prospective donors about program needs.  
· Annual Giving – 

Primarily a direct mail campaign, annual giving programs often focus on donor acquisition and on increasing gifts from current donors. The programs should also involve acknowledgement, renewals.  To ensure that the effort is cost-effective the campaign should focus on the selective acquisition of donors who are capable of giving $25 or more. 

· Newsletter- 

The donor newsletter should come out on a regular schedule.  A newsletter will keep fundraising needs fresh in the minds of donors and prospects; keep them engaged with the organization and aware of its progress and financial needs. Every issue of the 

newsletter should include an opportunity to give through a return envelope, phone number or web address.  A newsletter is not viewed by many prospects as an appeal for money. And they are more willing to open and read such materials.

· Planned Giving –

Including planned giving in the Highbridge development program provides current and prospective donors with basic information about how they can remember Highbridge with a bequest.  This is a simple, easy way to provide the opportunity without the need for complex gift planning expertise.

· Special Events – 

Events should be conducted for friend-raising, where the goal is to involve large numbers of volunteers and participants for image-building reasons, or fundraising, where the goal is to raise large dollars as efficiently as possible.   Events can also foster and maintain a sense of community—of participation and ownership--around Highbridge, and can provide the agency with opportunities to extend its reach in the community. These events offer public relations opportunities as well. 

Conclusion:

Research has suggested that Highbridge has a strong, positive brand image based on array of perceptions, attitudes, feels, and values of its diverse constituent groups.   As a result of its limited marketing and development efforts, however, Highbridge may have missed opportunities to leverage the power of its brand to recruit staff, enlist volunteers and board members, engage new constituents and gain broader support for its programs.  

By developing consistent marketing communications and development programs Highbridge can create opportunities to broaden its constituency, secure more funding and develop new programs that advance its mission. 
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