A Berkshire

s |Mmigrant
=" (Center

Three-Year Strategic Plan

July 1, 2025, to June 30, 2028

Approved March 27, 2025

Ay

AYRES
KEYSTONE

SSSSSSSSSS

Prepared and facilitated by Jim Ayres, Principal Consultant



Table of Contents

2025 to 2028 BIC Strategic Plan:

EXeCUtive SUMMAIY ..ottt ea e 2
ProCeSS & SCOPE. .. iuiiiiiiie e e e e 2
Strategic Framework & Action Steps......cccevveeieieeneriereennnen. 3
Implementation TIMeliN€.....cccooviiiiiiiiiiii e 5
ReSPONSIDILITIES.ccuieiiiieii e 6
Additional Recommendations and Considerations.............. 7
Appendix:

Committees and Staff.......cccoiiiiiiiiiiii e, 9

Initial Learnings REPOrt....ccciiuiieeiieiiiieieeeeeeeeeee e eeae e 10
SWOT Analysis Data ....coueeeeiiiiiiiiiiiceececccececeeeee e 16
Prioritization MatriX ....ceeeeeiiiiiiii e 18

Prior StrategiCc Plan.......coveieieeieeeceeeece e 20



Executive Summary

This report outlines the strategic framework and operational priorities for BIC, focusing on mission clarity, program
expansion, development and marketing strategies, organizational systems, and staff support. It identifies key actions
necessary to enhance BIC's impact and sustainability through 2028.

The report emphasizes the importance of defining core terms in BIC's mission, particularly "education" and
"advocacy," to ensure alighment and understanding across stakeholders. Programmatically, it explores potential
expansions in legal services and ESOL offerings to address emerging community needs and foster social mobility. It
stresses responsive program adaptation to evolving political, economic, and social contexts affecting immigrants.

The development strategy prioritizes creating a robust fundraising framework, strengthening board engagement, and
crafting a compelling narrative to articulate BIC’s value. Organizationally, it recommends delineating board and
management roles, formalizing policies, and progressively building capacity in line with best practices. Annual
evaluations of service accessibility, cost sustainability, and funding streams are proposed to ensure long-term viability.

To support staff retention and well-being, this report advocates for safety improvements, continued wage
adjustments, and the establishment of a Human Resources Committee to address HR challenges and advance equity
and inclusion.

This strategic plan, supported by an implementation timeline and responsibilities matrix, offers a clear roadmap for
achieving BIC's goals while remaining flexible to community and organizational needs.

Planning Process

The strategic planning process for the Berkshire Immigrant Center followed a structured, participatory approach
designed to reflect on past achievements, assess current challenges, and define future directions. It began with a
kickoff meeting and data collection phase in which the consultant engaged the Strategic Planning Committee, the
Executive Director, Board members and staff leaders through meetings and interviews. Organizational documents,
financial reports, and program data were analyzed, and initial findings were presented to the committee to identify
areas of consensus and divergence.

Next, a SWOT analysis was employed to evaluate internal dynamics, including staffing, governance, and programming,
as well as external influences such as funding trends, migration policies, and post-pandemic challenges. This informed
strategic discussions on prioritizing program impact, addressing unmet needs, and enhancing organizational visibility
and partnerships.

The final phase focused on formalizing and implementing this strategic plan, including with attention to
implementation sequence and roles and responsibilities for implementation. Following the approval of this plan, and
prior to July 1, 2025, the Executive Director, with support from key staff, board members, and/or consultants, will
develop clear workplans for each strategic action. These will drive implementation and further clarify timing,
responsibilities, resources required, ongoing evaluation and operationalization.

This inclusive and iterative process has aimed to position the organization for sustainable growth and impactful service
delivery over the next three years.



Strategic Framework

Mission Clarity/Mission Capacity:
Mission Clarification/Definition - Clearly define the terms “education” and “advocacy” used
within BIC’s mission/mission statement for communication purposes with stakeholders.
Including what is, and is not, intended by each.

Potential Expansion of Legal Support — Consider how and if BIC will address client needs for

legal support beyond its current programmatic scope and capacity.

1. Decide whether to engage a staff-attorney (as a staff member or through
contractual engagement)

2. Conduct a cost assessment to determine actual expenses and project resources
required to sustain this work.

Potential Expansion of Class Offerings - Consider and decide how and if BIC will offer classes
focused on social mobility, employment and/or expanded ESOL, in addition to those focused on

achieving citizenship.

Responsive Program Offerings — Remain attuned to emergent needs within the community

served by BIC, and consider programming shifts in response to changing political, economic,
and social realities for immigrants.

Community Partner Engagement — Engage community partners to:

1. Ensure partners understand the scope and limitations of BIC’s mission and
programmatic offerings
2. Deepen partner relationships

Development & Marketing Strategy:
Strategic development planning — Create and approve a strategic development plan to guide

the Board, Executive Director, and staff in expanding BIC's resource development capacity.
This plan would:

1. Establish annual fundraising/fund development targets, including:
a. Overall targets
b. Proportional targets by source (public grants, foundation support, annual giving,
major donor support, etc.)
2. Identify optimal staffing for fund development
3. Define the Board’s role in development:
a. Support continued growth of the Development Committee of the board (distinct
and separate from the Events Committee)



b. Recruit more board members who are willing and able to identify and engage
potential donors
c. Ensure board members feel equipped to act as ambassadors for the organization

Development of BIC's Story — Establish and promote a clear and compelling narrative for:
1. BIC’s mission, its value proposition, and case for donor support
2. How immigrants, refugees, and migrants contribute positively to the common good
of region

Systems/Policy:
Institutional Development — Build the organizational capacity of BIC:

1. Inventory protocols, policies, and systems currently in place, and compare these to
generally accepted standards within the nonprofit sector *
Document systems that are in place, but not formalized
Delineate policies (the purview of the board) from protocols and practices (the purview
of management)
Develop new systems, steadily and deliberately, over time *

5. Consider this work in the context of succession planning

Sustainability, Access and Affordability — Annually evaluate services and programs offered by
BIC:

Ensure that BIC offerings are accessible and affordable to those who need them
Conduct cost assessments to determine the actual expenses involved in delivering each
service and program

3. Assess funding streams required to sustain these offerings for multiple years

Staff Bandwidth and Care:

Staff Bandwidth and Care — Ensure that BIC is a workplace where talented staff want to join and

stay:

1. Evaluate and address safety risks for staff, clients, volunteers

2. Continue to make wage and benefit adjustments (increases)

3. Assess the administrative burden of launching and sustaining any new programming
prior to adopting

4. Establish a Human Resources Committee of the board to advance and maintain this
priority

* In conjunction with auditor or consultant



Implementation Timeline:

2025-01-01 2026-01-01 2027-01-01 2028-01-01 2028-12-31

Mission Definition

Potential Expansion of Legal Services
Community Partner Engagement
Potential Expansion of ESOL Services

Responsive Program Offerings

Strategic Development Planning

Development of BIC's Story

Institutional Development

Sustainability, Access and Affordability

Staff Bandwidth and Care



Responsibilities:

Task Start End Decision Accountability Responsibility Consulted  Informed

Mission Definition 2025-01-01 | 4/1/2025 Board Chair Board/ED Staff Partners

Potential Expansion of Legal Services | 2025-01-01 | 7/1/2025 Board Chair Board/ED Staff Partners

Community Partner Engagement 2025-06-01 | 12/31/2025 | ED ED ED/Staff Staff Partners

Potential Expansion of ESOL Services | 2027-01-01 | 6/30/2028 Board Chair Board/ED Staff Partners

Responsive Program Offerings 2027-06-01 | 6/30/2028 Board Chair Board/ED Staff Partners
Fundraising

Strategic Development Planning 2025-01-01 | 12/31/2026 | Board/ED | Chair Devel. Director Staff N/A

Development of BIC’s Story 2026-01-01 | 12/31/2026 | ED ED ED/Staff Staff Partners
Governance Policy

Institutional Development 2025-01-01 | 6/30/2028 | Board Chair Governance Com. Staff/Auditor | Handbook

Sustainability, Access and

Affordability 2025-12-01 | Annually Board Finance Chair Board Staff N/A

Staff Bandwidth and Care 2025-01-01 | 6/30/2028 Board HR Chair HR Com./ED Staff HR Handbook

Implementation planning: Following the approval of this plan, and prior to July 1, 2025, the Executive Director, with support from key staff, board

members, and/or consultants, will develop clear workplans for each strategic action. These will drive implementation and will further clarify timing,

responsibilities, resources required, ongoing evaluation, and operationalization.




Additional Recommendations and Considerations:
Topics for future consideration:

Full Accreditation - A periodically raised topic within BIC is whether to pursue full

accreditation under the U.S. Department of Justice. Currently the organization is
partially accredited. Given the number of priorities and action steps contained
within this strategic plan, this question should be revisited and resolved within
the scope of BIC’s next strategic plan.

Responsive Program Offerings — Continue to, periodically, consider options for

expanding or shifting program offerings in response to changing circumstances
Consultant’s Recommendations:

Delineate Policies and Procedures — The board and management of BIC have

done a commendable job in establishing, clarifying, and maintaining a distinction
between board and management functions (governance verses
operations/management). To maintain this strength, BIC would be well served
to delineate policies (the purview of the board) from procedures and practices
(the purview of management) as it advances the priority of Institutional
Development named within this plan.

Establish a Human Resources Committee of the board — Expand the board

committee structure to include a Human Resources Committee that would meet
semi-annually and in response to emergent HR challenges. This committee
would enable the board to:

e Monitor, safeguard, and advance the priority of Staff Bandwidth and Care
named within this plan

e Establish a mechanism for hearing HR-related concerns that the Executive
Director is either unable to resolve or that concern the Executive
Director, and thereby require board attention

e Safeguard confidentiality in HR matters by creating a body significantly
smaller than the full board to hear HR concerns

e Annually review rates of compensation, particularly that of the Executive
Director

e Maintain board-level attention to diversity, equity, inclusion, and
belonging within BIC
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The initial learnings below were gleaned from one-on-one interviews with key stakeholders
including Members of the Strategic Planning Committee, other Board Members and staff
leaders. Interviews ranged from thirty to sixty minutes each and engaged ten individuals to
date. Additional interviews are scheduled with four other individuals, including one
Strategic Planning Committee member and three staff leaders whose inputis not yet

reflected in this report. Once conducted, this report will be amended to reflect any
additional learnings.

A Healthy, Important, and Respected Organization:

There is strong consensus among all individuals interviewed that the Berkshire
Immigrant Center is currently in a very strong position. This was consistent across

dimensions of governance, executive leadership, financial position, mission impact and
community perception, as detailed below:

Governance:

* The organization has a diverse and invested Board of Directors.

Board members are actively involved in governing the organization, as
opposed to functioning in a strictly advisory capacity.
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The board is focused on good-governance and grants the executive staff
team appropriate autonomy to manage day-to-day operations.

The board has an effective and well-planned committee structure that allows
for work to be completed in committee before being brought to the board for
ratification, acceptance, or informational purposes.

Some board members are playing an active role in identifying and engaging
potential donors, including prospective donors with significant means to
give.

This level of functioning and sophistication is atypical of organizations that have

been incorporated for less than five years. This can be attributed, in part, to

having had a strong and engaged board (technically, an advisory board) for many

years prior to BIC’s 501-c-3 incorporation.

Executive Leadership:

Board members have deep respect and appreciation for their Executive
Director (ED), Melissa Canavan.

The ED is relatively new to the agency but has quickly established credibility
and effectiveness in her role.

The ED and Board have a strong and trusting rapport.

The leadership of the new ED has brought energy, stability and consistency to
the organization.

Financial Position:

The organization has earned and managed financial reserves which provide
stability, flexibility, and supplemental income.

The organization has consistent cash flow.

The organization has diversity in funding streams, including revenue from
public and private grants, small donors, major donors, and some earned
revenue. This said, greater funding diversity and funding levels will benefit
the organization and the impact it is able to have.

Mission Impact:

BIC has made a conscious effort to be focused in the services it offers, as
opposed to trying to meet all possible needs of the area’s immigrant
community. As with any organization, though, this presents trade-offs in
terms of depth versus breadth of services.
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BIC is making significant, measurable differences in the lives of the
newcomers?! they serve. BIC captures data related to these impacts and has
begun to capture impact stories that will serve it well in raising funds,
attracting volunteers, and improving its visibility.

Community Perception:

BIC holds a high level of respect among members of the community who
know its work.
BIC holds a high level of respect among other nonprofit service organizations
in the community.
While there is high respect for BIC among people who know, it there are two
important caveats: o There are many people in the general community who
do not know of BIC. o Itis unclear that the majority of those who respect and
appreciate

BIC, have a clear understanding of what BIC does and does not do.

An organization reflecting at the right time:

The Berkshire Immigrant Center is embarking on reflection and strategic planning at
a time that will serve it well given its position of strength given factors discussed

previously.

Three areas, development strategy, systems/policy, and mission, emerged from

interviews as ripe for strategic attention. These are discussed below:

Development Strategy:

BIC has wisely split event-coordination from the remainder of its fund
development work, both in terms of board committee structure and within its
strategic thinking.

While some board members are playing an active role in identifying and
engaging potential donors, including prospective donors with significant
means to give, this is not yet a norm within the board.

These Board members are in a good position to mentor their counterparts.

1 The term “newcomer” is used here to include immigrants, refugee, parolees, migrants, other non-citizens
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Given the Board’s high level of investment, BIC would be well served to
ensure that all Board members feel equipped to act as ambassadors for the
organization.

BIC is fortunate to have a staff solely committed to resource development.
BIC would be well served to develop a strategic development plan to further
delineate roles, strategies and concrete targets for various revenue streams
(public and private grants, small donors, major donors, earned revenue,
corporate sponsorships), that could be revisited annually.

BIC would benefit from continuing to capture client stories and to use these
stories as communication assets, particularly in fundraising efforts.

Systems/Policy:

As an organization that has operated, until recently, under the auspices of other

nonprofit organizations (MIRA, Berkshire Community Action), itis still in the process

of developing/formalizing protocols, policies and systems to ensure it is minimizing

risk, operating efficiently, and enacting best practices.

Mission:

BIC would be well-served to inventory and document various protocols,
policies and systems currently in place (HR policies, risk assessments,
codes of conduct, duty separation, accounting protocols, etc.)

Once inventoried, these can be compared against generally accepted
standards within the field to assess what functions are covered adequately
and which still need to be developed.

The BIC board and Executive Staff can then establish a plan for continued
organizational development, which would include goals, benchmarks and
timelines for implementation.

Within BICs mission statement the broad terms of education and advocacy are
named as primary foci for the organization. Yet, itis not clear that there is
strong consensus and understanding among important groups (board,
partner organizations, referral sources, prospective donors, current and
future clients), of what exactly is, and is not, meant by each of these.

There appears to be some tension between the role that BIC is looking to
have (focused/targeted) and that which some external stakeholders would
like to see from to BIC for (broad/comprehensive).

BIC would benefit from a process of reflection, prioritization, clarification,
and active communication in this regard.



14

* If BIC retains a focused and targeted mission, informed relationships with
programmatic partners will become more and more crucial. o Do partners
fully understand BIC’s mission scope and programmatic offerings?

o Are newcomer needs that BIC does not serve being addressed adequately
by other partners in the community? If not what can be done?
o Are clear expectations in place for making service referral to BIC?
o Are expectations clear for making service referrals from BIC to other
partners?
There is interest among some interviewees in a staff-attorney function, so that legal
needs outside of what current staff are equipped to address, can be met (either by a
lawyer on BIC payroll or through contractual engagement).
Similarly, there is interest in a more formalized pro-bono network or structure to
meet this same need.
There is interest among some stakeholders in a social worker/community navigator
position to address client needs beyond legal and educational support.
There is interest among some interviewees in BIC providing ESL/ESOL education
focused on social mobility and employment success, as opposed to only that
focused on achieving citizenship. This might be achieved through either a volunteer-
based or professionally staffed model.
There is a question of whether BIC should broaden its service offerings if available
funding allows it, or whether this risks mission stretch/mission dilution?

Staff Bandwidth and Care:

Interviewees consistently named the skill, flexibility and dedication of the BIC staff as an

invaluable asset to the organization. This “small but mighty staff,” they say, has repeatedly

stepped up “beyond the call of duty,” and in doing so has brought stability and quality

where it may have previously been lacking.

Itis worth noting, though, that this could come at a price. Staff leaders and some members

of the board shared that, through recent transitions, staff members have carried a great

deal “on their shoulders,” and may be continuing to do so now. While all staff members

interviewed report “loving” the work they do, there is risk of staff turnover, burnout and

frustration.

The Board and Executive Director have made well-received compensations
adjustments, yet additional adjustments may still be called for.

While staff morale in the short- and medium-term can remain high despite heavy
workloads and low to moderate compensation, it is unrealistic to expectitdo soin
the long run.
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e Staff, particularly those providing legal assistance, have skills, knowledge and
experience not easily found in general job seekers.

e BIC has invested significantly in training for staff. This investment would leave with
staff in the event of their departure.

e Time and training required for accreditation creates a lag of many months before a
caseworker can fully offer value to the organization.

WHAT NEXT

These initial learnings have been presented to the BIC Strategic Planning Committee for
consideration and feedback, which has been incorporated herein.

The Berkshire Immigrant Center Board will take part in an in-person strategic planning
retreat on Thursday October 24" from 4:00 to 7:00 pm at Greylock Federal Credit Union,
75 Kellog Street, Pittsfield, MA). Here the board, with support from the consultant, will
undertake a SWOT Analysis (strengths, weaknesses, opportunities & threats) focused
largely on these themes. This, in turn, will serve as the basis for a new three-year strategic
plan for the organizations with clear, actionable goals, objectives and timelines for
implementation.






Opportunities

Threats




Development & Marketing Strategy:

Support continued growth of the Development Committee of the board [distinct and separate
from the Events Committee] f Board members currently inwalved in donor prospecting and outreach
will mentor their counterparts

Fecruit more board members to identify and engage potential donors

Flaintain or Expand Development Staffing

Develop & sfrafegic desefopment pfan to further delineate roles, strategies and concrete
kargets for warious revenue skreams

Ensure that all Ecard members feel equipped to act a5 ambassadors for the arganization

Grow more quicklyfmore deliberately

Continue to capture client stories to use a5 communication assets

Expand community education about the needs and challenges of immigrants in Berkshire County
Secure more gowvernment grants andlor earmarks

Actively communicate BIC?s clarified mission to stakeholders [community partners, clients, donors, ete,)
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Inventory and document protocols, policies and systems currently in place. Compare

i 5 > 8 thesetogenerally accepted standards within the nonprofit sector.

E=tablish 2 plan For continued organizational development [policies, procedures, etc.] with
goals, benchmarks and timelines for implementation

Staff Bandwidth and Care:
E 4|1 9 Corntinue to make wage and benefit adjustments (increaszes)
Reduce staff workload by aszezzing the administrative needs required to suppart
3 1 3 ¥ zustainable operations
0 Expand professional development and training offerings for staff
112 3 Succession planning for board and staff
Examine and mitigate challenges for staff related to housing costs, ransportation and
1 z 3 general quality of life, etc.
3| 2 1 1 7 Ewvaluate and addreszz safety risks far staff, clients, volunteers
Make zure we [the board] are not =biting off more than we can chew™ and placing
111 2 that burden on the staff




Mission Clarity!Mission Capacity:

21 2] 2 1 i
1 1

1 1 2
1 a1 10
2 2 4

1 2 417
3] 3

2 3 a
0

114 2 7

Clearly define the term = sgbration ™ and = 3avocsce™ used within BIC s

missionfmission statement. Including what is, and is not, meant by each.
Fevisit the balance between a mission that iz focusedftargeted verses one that is

broadlcomprehensive | Develop the arganization’s core values and vision to guide
decision-making and shape the future direction of BIC s mission and programs

Convene sessions with community partners to: Ensure they understand BIC s
mizsion scope and programmatic offerings. explore how newcomer needs that BIC does
aov serve might be addreszed elsewhere, clarifu referral protocols for referrals between BIC
and othiers, and Deepen relationships with partner organiz ations

Consider a staff-aftarsmer function, sothat legal needs beyond BICz current capacity
can be met [employes of contractual engagement).

Formalize a pro-bono network to addresz legal needs bewond BIC™s scope
LOMSIdel CILIC UL 80Uc atoniclasses rocused on Social mooiiy ana

employment, as opposed to those focused on achieving citizenship ! Utilize planned
transition in the Education Directar Pozition az an opportunity to do so ! Search for a

successor far the Education Directors Position who is well suited to new program
P [P L

Broaden service offerings as funding allows

Improvelespand volunteer management capacity (to ensure positive volunteer
experiences and to reduce burden on the Executive Dirsctor]

Bzzesz [likelvlimpact of a new Federal Administrationlelection results
Prioritize accessibility and affordability of BIC zervices and programs ! Conduct a
cost assessment to determine the actual expenses involved in delivering our semvices and
programs, providing a clearer understanding of the resources required to sustain our wark
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Executive Summary

Immigrants are important members of and contributors to the Berkshire community. State-wide, one in six Massachusetts
residents, and one in five workers, is foreign-born. Immigrants and refugees bring to this country much-needed skills, vibrant
cultures, and high ambitions. Immigrants strengthen our communities, our economy, and our democracy.

For more than two decades, the Berkshire Immigrant Center has expanded the opportunities available to immigrants in
Berkshire County. The organization’s work over time has shifted from resettlement to its current work supporting family-based
immigration. The organization is now poised to embark on a strategic plan which is simultaneously ambitious and pragmatic.
Over the next few years, Berkshire Immigrant Center will expand the legal services it offers beyond family-based immigration
to more fully support immigrants, including through anticipated changes to the DACA program. Berkshire Immigrant Center
will broaden its education classes and tutoring programs from a focus on passing the required citizenship test and associated
interview, to also helping immigrants who need basic English training in order to better benefit from enrollment in the
citizenship-focused classes. Berkshire Immigrant Center plans to expand opportunities for immigrants to find financial
sustainability and to thrive in the Berkshire community by continuing the financial assistance program, by expanding English
classes, and researching the creation of career training opportunities. Berkshire Immigrant Center’s work will also be focused
on strengthening the Berkshire community’s welcoming and inclusion of immigrants. The Berkshire Immigrant Center will do
this by sharing immigrants’ experiences and citizenship journeys, advocating for changes to systems which are unjust to
immigrants, and supporting state and national immigration advocacy efforts.

The Berkshire Immigrant Center’s strategic plan does not solely expand opportunities for immigrants, but also for the
organization itself. For the first time since its founding in 1997, the organization will become an independent nonprofit entity.
The Center is making this important change now with the understanding that it is essential for providing the stability and
viability needed as BIC moves towards organizational maturity. That maturity will come not only through changes in its
program model, but through an expansion of staff, a renewed engagement of volunteers, a strengthening of its business model
and balance sheet, and a transition of its Advisory Board to a Board of Directors fully reflecting the Berkshire community it
serves.



Executive Summary
Mission, Vision, and Programmatic Strategies

Mission

Vision

Programmatic Strategies
History and Planning Context

History
Planning Context
Internal Context
Regional Context
National Context
Strategic Planning Process

Strategic Goals & Priorities

Programmatic Goals

Goal 1: Continue to provide immigration legal services

Goal 2: Expand educational opportunities

Goal 3: Support immigrants in building their futures
Goal 4: Strengthen the Berkshire community’s welcome and inclusion of immigrants

Operational and Financial Goals

Goal 5: Become established as separate nonprofit organization
Goal 6: Improve Berkshire Immigrant Center’s financial health
Goal 7: Build Berkshire Immigrant Center’s team

Needed Investments

Risks

21
23

23
23
24
24

25
26
26
27
28
28

29

29
29
31
33
34
35
35
36
38
40
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Appendix A: Implementation Timeline Error! Bookmark not defined.
Appendix B: Timeline of Investments Error! Bookmark not defined.
Appendix C: Berkshire Immigrant Center’s Team Error! Bookmark not defined.

Mission, Vision, and Programmatic Strategies

Mission

The mission of the Berkshire Immigrant Center is to advocate for the rights of all immigrants by helping them navigate the
complex U.S. immigration system with affordable legal services, local resources, and education. Berkshire Immigrant Center
provides its clients with tools to help them overcome financial and cultural barriers, with the goals of strengthening civic

engagement and creating equal opportunity for all. Berkshire Immigrant Center supports changes to systems which are unjust
to immigrants, and supports state and national immigration advocacy efforts.

Vision
The Berkshire Immigrant Center envisions a future in which:
e equal opportunities will be available for all
immigrants will receive the support necessary to adapt to their new homes

[ ]
e local communities will actively welcome immigrants and ensure equitable access to opportunities
e immigrants’ voices will be at the table when decisions impacting the community are made



Programmatic Strategies

Berkshire Immigrant Center uses three programmatic strategies in its pursuit of its vision:
e Help immigrants change or maintain their immigration status.
e Supportimmigrants in building sustainable futures.
e Strengthen the Berkshire community in being welcoming and inclusive for immigrants.

History and Planning Context

Transition to work
under the auspices

of the
Massachusetts We move away
We started offering Immigrant and from MIRA to
comprehensive Refugee Advocacy become our own
legal services Coalition (MIRA) nonprofit
2002 2012 2021
1997 2006 2012
Resettlement work BIC became a The center
starts under the fiscal project of the becames
first fiscal sponsor Berkshire accredited by the
Jewish Federation Community Action Board of
of the Berkshires Council Immigration

Appeals



History

The Berkshire Immigrant Center (initially known as the New American Citizenship Coalition) was founded in 1997 to assist
immigrants in Berkshire County. The center was founded by the Jewish Federation of the Berkshires. Their aim was to help
immigrants, regardless of race, religion, or sexual orientation, to become American citizens.

Berkshire Immigrant Center has a long history of evolving to meet the changing needs of an increasingly diverse geographic
area. Originally created as a refugee resettlement program, over time the Center grew into a citizenship assistance
collaborative and started offering comprehensive legal services in 2002.

In order to meet the increasing needs of the area’s immigrant population, BIC became a fiscal project of the Berkshire
Community Action Council in 2006. Berkshire Community Action Council provided fiscal and administrative support to
Berkshire Immigrant Center, but did not offer immigration or legal services, so in 2011 the Berkshire Immigrant Center began to
search for a fiscal sponsor with a more closely-alighed mission similar to that of Berkshire Immigrant Center. Despite these
changes in fiscal sponsorship, the Berkshire Immigrant Center has continued to enjoy a strong collaborative relationship with
both of its original allied organizations.

Since Berkshire Immigrant Center’s inception, the Massachusetts Immigrant and Refugee Advocacy Coalition (MIRA) has been
an important partner.The partnership created a natural synergy because of their closely aligned missions. In July 2012,
Berkshire Immigrant Center transitioned its work under the auspices of MIRA; MIRA became the Center’s fiscal agent and
provided direct financial, programmatic, and legal oversight.

As part of this strategic plan, Berkshire Immigrant Center is transitioning to become its own nonprofit organization. Berkshire
Immigrant Center is the only nonprofit providing comprehensive low-cost immigration legal services in Berkshire County and
is the only agency that works exclusively to meet the needs of the 10,000+ foreign-born residents in the Berkshires. Since its
inception, the Berkshire Immigrant Center has expanded programs and has served more than 10,000 clients from over 90
countries.



Planning Context

Internal Context

This strategic planning process spanned FY20 and FY21 against the backdrop of the COVID-19 pandemic, recession, divisive
presidential election, presidential transition, and national conversations about race, equity, and justice. It came on the heels
of a number of significant internal changes, including the departure of the Founder and long-time Executive Director and the
transition to the current Executive Director (Michelle Lopez) in May 2019. The Advisory Board has also been in transition as
several members stepped in to provide stability during the leadership transitions and then needed to navigate moving back
into their Advisory Board roles. The Advisory Board had shrunk over time and had recently recruited several new members who
added their energy, expertise, and perspectives to those of long-term Board members.

For more than 20 years, BIC operated with a small team and budget. This created challenges that threatened its long-term
survival. The Center undertook a major change in 2017 by committing to a full-time director, hiring a part-time fundraising staff
person, and expanding its board. A three-year transition period included another leadership change and further staff growth.
By 2020, the strong leadership of the new Executive Director, a committed and experienced staff team, and an engaged
Advisory Board had brought important stability, helping BIC to not only weather the uncertainties of the year-long pandemic,
but to also take on a new community leadership role in providing direct emergency support to immigrant households left
vulnerable by COVID-19.

During strategic planning, Advisory Board and staff members utilized the Nonprofit Lifecycle framework, copyrighted by Susan
Kenny Stevens in the book “Nonprofit Lifecycles:

Stage-based Wisdom for Nonprofit Capacity,” to assess the current state of the organization.

The organization rated itself as being in the growth stage from a programmatic perspective. From an organizational
perspective, staff and Advisory Board members felt the organization was in a renewal turnaround phase. These perspectives
drove both the planning process itself and the priorities set for the coming years.



Regional Context

In this strategic planning process, Berkshire Immigrant Center undertook an electronic survey of current/past clients, donors,
volunteers, and other stakeholders. From a client perspective, there was demand for the following:

e Additional English classes. Berkshire Immigrant Center currently provides English classes targeted towards the
citizenship test. They require a certain level of proficiency before being able to enroll in these classes. Clients
expressed interest in having the entry-level English classes as well as more advanced classes to bridge the gap from
the citizenship-test-targeted English classes to what clients needed for work.

e Job training and other supports to secure jobs
e Expansion of the immigration visa types Berkshire Immigrant Center could support

Overall, Berkshire Immigrant Center’s clients who responded to the survey were working low-wage, part-time, or seasonal jobs
in the service and tourism industries. This created significant financial hardship for them.

Berkshire Immigrant Center’s survey findings were mirrored in two other recent regional surveys. Volunteers in Medicine and
Hevreh of Southern Berkshire jointly conducted a survey and focus groups of adults and youth in fall 2019. The top priority
identified by adults was learning English. Adults expressed interest in training to improve their earning power or contribute to
the betterment of their community. As in Berkshire Immigrant Center’s survey, many adults reported that they were seasonal
workers and on average, respondents reported that they only worked 9.9 months/year. The youth who responded to this survey
expressed an interest in employment opportunities. Youth who had been educated in the United States reported having
sufficient English fluency to meaningfully engage in the workplace and in the community, but those who arrived at older ages
were in need of additional English support.

Berkshire Bridges Working Cities Pittsfield conducted a survey in fall 2020 of a similar population. When asked what the most
pressing problems were in their communities, respondents noted specific problems due to COVID as well as many ongoing
challenges such as lack of employment opportunities and inability to meet basic needs.



National Context

The United States has a long history of exclusionary and harmful immigration policies, which have improved and worsened
depending on the party in charge but have been a constant, challenging undercurrent throughout all administrations. The
strategic planning process for Berkshire Immigrant Center was begun in spring 2020 when the rhetoric and attacks on
immigrants were heightened during the contentious 2020 presidential election cycle.

Also at the time Berkshire Immigrant Center’s strategic planning process was launching in spring 2020, protests across the
country led to a national debate about diversity, inclusion, justice, and equality. Those protests prompted many organizations,
including the Berkshire Immigrant Center, to take a renewed look at how they were carrying out their work, operations, and
governance to live up to these values.

As the strategic planning process ended in early 2021, many in the United States were hopeful that the new administration
would result in comprehensive immigration and citizenship reforms. While there have been some immediate changes and
additional changes are anticipated, the nationwide fight for immigrant justice will be ongoing for many years.

Strategic Planning Process

The strategic planning process was facilitated by Paper Crane Associates. The Advisory Board and Executive Director together
served as the Strategic Planning Committee. Other members of the staff and volunteer team were regularly consulted and
engaged in the planning process. In particular, the strategic planning process included the following:

e Biweekly meetings with the Executive Director to develop the strategic plan, provide leadership coaching, and
coordinate the planning process
Monthly meetings with the Advisory Board to develop the components of the strategic plan and lead its implementation
Multiple one-on-one interviews with each staff member to understand the current work and opportunities for the future
One-on-one interviews with Advisory Board members to understand the current work and opportunities for the future
Multiple staff meetings and volunteer team meetings to understand the current work and develop the components of
the strategic plan



e Meetings with MIRA, Berkshire Immigrant Center’s current fiscal sponsor, to understand the current relationship and
Massachusetts Immigrant and Refugee Advocacy Coalition’s plans for the future

e Meetings with Berkshire Immigrant Center’s legal counsel and preparation of documents needed to become a separate
nonprofit organization

e Research to understand benefit and other employment options for staff transitioning from employment with
Massachusetts Immigrant and Refugee Advocacy Coalition to Berkshire Immigrant Center

e Survey of current/past Berkshire Immigrant Center clients to understand their needs, demographics, and utilization of
services

e Comparison of Berkshire Immigrant Center’s client survey to other recent surveys conducted with similar audiences

e Landscape scan of peer and adjacent organizations and programs and discussions with leaders of key organizations

Strategic Goals & Priorities

Berkshire Immigrant Center has identified a number of programmatic, operational, and financial goals for the next few years.
Each of these goals will be accomplished by the organization focusing its staffing, volunteer, Board of Directors, and financial
resources towards a set of priorities that collectively build to the goals.

Those priorities marked with an asterisk are intended to be short-term priorities (for the next 1-1.5 years) and those without an
asterisk will be prioritized in the mid-term (next 2-3 years).

Programmatic Goals

Goal 1: Continue to provide immigration legal services

At the core of Berkshire Immigrant Center’s work is its ongoing commitment to providing family-based immigration legal
services. The organization anticipates that due to the change in presidential administrations, there will be forthcoming
changes to the immigration process and eligibility, which will only increase the demand for Berkshire Immigrant Center’s
services.



*Continue to provide impactful legal support to immigrants*

Berkshire Immigrant Center will continue to provide legal support for clients seeking to change or maintain their
immigration status. They remain committed to providing initial screenings for a wide variety of immigration options;
assisting clients with family-based petitions as well as citizenship, DACA, Temporary Protected Status, and tourist visa
applications, among others; and making referrals to other legal service organizations as necessary. The organization
works with allimmigrants to explore their options to acquire immigration benefits and provides information about basic
civil rights protections available to all.

The organization works most deeply with immigrants using family-based immigration pathways and helps them to
submit applications, prepare for citizenship interviews and tests, and respond to questions that emerge. The
organization’s staff and volunteers also provide follow-up and advocacy for clients as needed with the U.S. Citizenship
and Immigration Services and US Congressional members. Since February 2014, the Berkshire Immigrant Center has
been accredited by the Board of Immigration Appeals. This designation enables Berkshire Immigrant Center case
workers to provide legal representation and make direct inquiries to United States Citizenship and Immigration
Services on behalf of the organization’s clients.

*Expand capacity through professional development and growth for current staff* Berkshire Immigrant
Center’s impacts on clients lives are driven by its talented and committed legal and case management staff. Through
professional development and internal growth opportunities, staff will expand their expertise and skills, thereby
expanding the organization’s capacity to serve and impact clients.

Expand capacity through additional hires

With more than 10,000 immigrants living in Berkshire County, Berkshire Immigrant Center has identified that there are
more immigrants it could serve and there are more types of immigration cases on which it could support clients if it had
additional legal and case management staff. Accordingly, the organization will add additional staff dedicated to legal
services and case management. Berkshire Immigrant Center anticipates that a third case worker will be added in FY22.



D. Prepare for potential changes to DACA and citizenship process

This strategic planning process spanned two presidential administrations and a contentious election cycle. With
President Biden now in office, the immigration field expects that there will be changes to DACA, and perhaps even
broader immigration reform offering new pathways to citizenship. Accordingly, Berkshire Immigrant Center will stay in
close contact with its colleagues in the field to understand and anticipate changes and be prepared to roll out new
services to meet changing and growing needs of its constituents.

E. *Work with partner agencies to strengthen the legal safety net and referrals between agencies*
There are other agencies in Berkshire County and the region which serve an overlapping client base. In some cases,
potential clients initially contact one agency, but would be more appropriately served by another agency. In other
cases, the client’s situation changes during the course of their pathway to citizenship and they need to switch legal
representation. For all of these clients, having strong working relationships will help to ensure that allimmigrants have
access to support they need for immigration and other legal matters. As part of this work, Berkshire Immigrant Center
will continue to take a leadership role in the existing coalitions and explore opportunities for new coalitions to
coordinate across the community initiatives and agencies.

Goal 2: Expand educational opportunities

Berkshire Immigrant Center’s current educational offerings are focused on preparing immigrants for civics related tests and
interviews during their immigration and citizenship processes. This work will be continued and built upon in the coming years.
Berkshire Immigrant Center will be expanding its education programs to include English language classes for immigrants who
need to strengthen their written and oral language skills in order to better access immigration and citizenship opportunities. In
addition, Berkshire Immigrant Center will explore the feasibility of launching advanced English language classes and career
training programs in order to support immigrants in accessing and integrating into the Berkshire community.

A. *Continue to provide civics classes and tutoring to support immigrants preparing for their citizenship tests and
citizenship interviews*
The journey to citizenship includes both tests and interviews for applicants. Berkshire Immigrant Center will continue
to provide civics classes and tutoring to help immigrants prepare for their tests and interviews. These classes help to



build the vocabulary, fact base, and understanding of the concepts needed to be successful in the tests and
interviews.

*Offer beginner English classes to prepare more immigrants for their path to citizenship*

Over the past few years, it has become increasingly clear that English language skills are a barrier to some immigrants
being successfulin their citizenship tests and interviews, not just the knowledge base of US history and civics. A scan
of the local landscape and surveys of current and potential clients indicated that there are significant waitlists for
accessing beginning English courses. This creates delays for many immigrants in their pathway to citizenship. In order
for BIC to help more immigrants obtain citizenship, the organization will launch beginner English classes in order to
prepare immigrants to take the Center’s free civics classes. A pilot of this began in the winter of 2021 and has already
proven to be impactful. This will necessitate an expansion of Berkshire Immigrant Center’s teaching staff as well.

Explore the possibility of providing additional English classes to support immigrants in integrating and accessing the
Berkshire community

Through its work with clients and through recent surveys, it has become clear that securing citizenship is only one of
several hurdles to integrating into the Berkshire community. Berkshire Immigrant Center has identified the need for
additional English classes that provide a greater breadth of language skills needed for work, school, and community
engagement. It will explore the opportunities to provide those classes itself or in partnership with peer agencies.

Explore opportunities to support career development and attainment

Time and time again, immigrants have told Berkshire Immigrant Center and its partners that their precarious financial
situation is a result of low-paying, part-time and/or seasonal work. Obtaining better paid and more consistent work is a
cornerstone to improving wellbeing. Through the strategic planning process, the organization conducted a landscape
scan to understand the availability of such programs, their current target audiences, and their strengths and
opportunities. Berkshire Immigrant Center will continue to explore opportunities to support career development of
immigrants through its own programming, through partnering with peer agencies, and/or through being a host site for
peers already running such programming.



Goal 3: Support immigrants in building their futures

Berkshire Immigrant Center provides tailored support to individual immigrants and their families to improve their wellbeing,
successfully interact with complex systems, and build their futures. As immigrants become settled and integrated into the
Berkshire community, the community will benefit from their skills, culture, and advocacy.

A.

*Continue to screen and refer clients to resources*

Berkshire Immigrant Center routinely screens each immigrant whom it meets for eligibility to a variety of services and
benefits. The organization provides referrals and case management to help immigrants access housing, medical care,
education, employment, and other resources available in the region and state.

*Continue to provide financial assistance*

Berkshire Immigrant Center has a long history of providing limited financial assistance to support immigrants facing
financial hardship. This work expanded during the COVID-19 pandemic when Berkshire Immigrant Center rapidly and
significantly expanded the financial assistance program through the support of funders, donors, and key partners. Itis
anticipated that the organization will maintain a high level of financial assistance until the impacts of COVID-19 and the
recession are behind us and return to a more emergency-based financial assistance program going forward.

*Advocate on behalf of immigrants navigating challenging or unjust systems* Berkshire Immigrant Center’s
clients regularly experience challenges accessing and navigating the complex systems which impact living, working,
going to school, and participating in the Berkshire community. Berkshire Immigrant Center will continue to provide
advice and guidance on navigating these systems and advocate on behalf of individual clients who are struggling to
navigate them.

Support immigrants in raising their individual and collective voices Immigrants play pivotal roles in Berkshire
County’s communities, economies, and democracies. Berkshire Immigrant Center will support immigrants using their
individual voice and building their collective voices to advocate for changes to make the communities, economies,
and democracies more just and inclusive for all.



*Work with partner agencies to strengthen the safety net and referrals between agencies*

Berkshire County has many agencies which support immigrants and other community members through a multiplicity
of missions. Several working groups have formed to improve coordination and referrals among agencies. Berkshire
Immigrant Center will continue to play a leadership role both in making sure that the handoffs between agencies are
done well. BIC will also help ensure that all agencies assisting immigrants regularly assess whether there are gaps in
the safety net, and if so, help to develop responses to remedy these gaps.

Goal 4: Strengthen the Berkshire community’s welcome and inclusion of immigrants

Berkshire Immigrant Center’s vision includes that equal opportunities will be available for all, including for immigrants.
Berkshire Immigrant Center will work to ensure that local communities are actively welcoming to immigrants; that

communities provide immigrants with equitable access to opportunities, and that communities include immigrants as
participants when making decisions that impact residents.

A.

*Continue to share immigrants’ experiences and citizenship journeys* Berkshire Immigrant Center plays an
important role in ensuring that immigrants’ own stories about their experiences, citizenship journeys, and community
engagement are shared and celebrated. Berkshire Immigrant Center does this through celebrating Immigrant Heritage
Month, an annual One World Event, and celebrations and storytelling. Berkshire Immigrant Center will continue to
respond to requests to speak to schools and community organizations and will seek platforms through which to
proactively support immigrants in sharing their stories.

Support change to unjust systems

Berkshire Immigrant Center’s clients regularly experience challenges accessing and navigating the complex systems
which impact living, working, going to school, and participating in the Berkshire community. As noted above, Berkshire
Immigrant Center regularly advocates on behalf of individual clients to help them navigate these systems. In addition,
Berkshire Immigrant Center will advocate for those systems to make system-wide changes to be more fair, accessible,
and just.



Ensure immigrants’ voices are at the table for all community decision-making A significant part of achieving
equality is based first and foremost on achieving inclusion. Berkshire Immigrant Center, in conjunction with its
partners, will work to ensure that immigrants’ voices are more frequently at the table for community planning and
decision-making.

Support state and national advocacy efforts

Berkshire Immigrant Center will continue to sign on to advocacy and lobbying efforts led by local, regional, state, and
national partners seeking to change immigration policy and increase the support and inclusion of immigrants.

Operational and Financial Goals

Goal 5: Become established as separate nonprofit organization

Berkshire Immigrant Center has most recently been a separate project fiscally sponsored by Massachusetts Immigrant and
Refugee Advocacy Coalition. While this arrangement worked for many years, over the last few years there had been growing

recognition that there were advantages to incorporating as a separate entity, especially as BIC continued on a path of growth
and renewal towards maturity. Exploring the pros, cons, and implications of becoming a separate nonprofit organization was
the focus of the first portion of the strategic planning process; the majority of FY21 has been dedicated to implementing that
decision.

A.

*Incorporate as nonprofit organization*

Once the decision was made in 2020 to end MIRA’s fiscal sponsorship, Berkshire Immigrant Center systematically
began laying the groundwork for incorporating as a separate nonprofit organization. Preparing for and undertaking this
work has been one of the organization’s top priorities in FY21.

*Set up structures and policies needed as a nonprofit*

Through the fiscal sponsorship arrangement, MIRA provided the Center withmany services and benefits, including
payroll administration, employee benefits, human resource policies, bookkeeping, accounts receivable/accounts



payable, and asset management. As Berkshire Immigrant Center prepares to become its own nonprofit, the
organization has been researching and setting up these structures and policies to carry on this work itself.

*Support the Board as it legally transitions from an Advisory Board to a Board of Directors*

As a fiscally sponsored organization, Berkshire Immigrant Center’s Board was, legally, an Advisory Board.
Massachusetts Immigrant and Refugee Advocacy Coalition’s Board of Directors had legal and fiduciary responsibility
over Berkshire Immigrant Center. As BIC becomes a separate legal entity, its Advisory Board will be navigating the
transition to becoming a Board of Directors, including ensuring compliance with legal requirements and industry
standards.

*Navigate and learn from the first years of being a nonprofit to improve and strengthen functioning in future years*

As with any transition, it is anticipated that the first years of being its own nonprofit will have both advantages and
challenges. The organization’s leadership is ready to learn from the challenges which arise and to make regular
updates and mid-course changes to ensure that systems, policies, and procedures are finely tuned to the
organization’s needs.

Goal 6: Improve Berkshire Immigrant Center’s financial health

Berkshire Immigrant Center’s financial health has been improving. Continued financial strengthening remains a priority. The
organization relies almost entirely on contributed and grant income for its budget, with only 10-15% coming from client fees
and other fees for services. For the last few years, the organization has had a surplus at the end of the year. The COVID-19
pandemic and recession brought increased support from long-time supporters as well as new supporters who underwrote
program expansions and donated pass-through funding for clients. Now, as the organization transitions to becoming its own

nonprofit, BIC is working to strengthen its financial management, the stability of its business model, and its capitalization.

A.

*Cultivate donors who supported Berkshire Immigrant Center through COVID and ensure they become long-term
supporters*

The impacts of COVID-19 and the recession were particularly felt by a number of communities in the Berkshires,
including undocumented immigrants, at a time when the political dialogue around immigration and xenophobia was
particularly toxic and national attention was being focused on disproportionately impacted communities. Long-



standing supporters of Berkshire Immigrant Center as well as new supporters rose to the occasion and supplied funds
needed to sustain and expand the organization’s programming while also providing direct financial aid to some of the
hardest hit residents in Berkshire County. Now, as the nation’s attention begins to turn elsewhere, Berkshire Immigrant
Center will cultivate these donors, ensuring that they become long-term supporters of the organization.

*Use this strategic plan and its goals to engage existing donors and attract new donors and funders*

This strategic plan charts an ambitious and achievable path for the Center to deepen its work supporting immigrants
along their path to citizenship and beyond. Berkshire Immigrant Center will use this strategic plan and its vision for the
future to engage existing and new donors excited to see that future come to fruition. This renewal and new support can
bring much needed stability to the organization’s business model.

*Develop a budget of the costs to operate independently*

As part of Massachusetts Immigrant and Refugee Advocacy Coalition’s fiscal sponsorship arrangement, Berkshire
Immigrant Center paid a percentage of its revenue in exchange for a suite of services. Now, as BICbecomes a separate
entity, the organization is working to develop a comprehensive budget which includes the full cost of providing for itself
that suite of services. Berkshire Immigrant Center expects that the first year as its own entity will be a learning
opportunity and that adjustments will be made to the budget for FY23 based on its experience of the true costs in FY22.

Build a balance sheet which includes reserves and working capital

As Berkshire Immigrant Center strengthens its business model, it will have the ability to begin to build balance sheet
strength as well. As the organization knows too well, raising nearly all of its funds each year through fundraising can be
a challenging endeavor and force the organization to be conservative in its budgeting in case fundraising falls short of
expectation. By building the balance sheet strength, particularly its operating reserves, the organization will be able to
have a rainy day fund to backstop its fundraising efforts. In addition, building its own source of working capital on its
balance sheet will allow the organization to navigate delays in pledges being fulfilled and reimbursements from
reimbursable grants. Both of these steps will allow the organization to grow its budget and reduce the stress on
management, leadership, and the fundraising team.( Hopefully there will be a need for investment expertise on the
Finance Committee)



*Develop policies and practices for managing its own finances and bookkeeping*

While Berkshire Immigrant Center’s bookkeeping and assets were managed by MIRA, Berkshire Immigrant Center
developed internal parallel processes to have its own up-to-date understanding of its own bookkeeping and assets,
since information from MIRA was often delayed. Now, BIC will develop a comprehensive financial planning,
bookkeeping, cash management, and asset management set of policies, procedures, and responsibility distribution,
leading to significantly improved operational efficiency..

Goal 7: Build Berkshire Immigrant Center’s team

The impact on Berkshire Immigrant Center’s clients is a testament to the hard work and tireless commitment of the
organization’s staff, Board of Directors, and volunteers. As the organization moves into its next chapter it will make a series of
investments to support each of these groups to strengthen their work, and to position the organization to deliver on all aspects
of this plan.

A.

*Invest in needed staff positions to deliver on Berkshire Immigrant Center’s current work and to prepare for the growth in
this plan*

Berkshire Immigrant Center operates with a talented and committed team of staff, bolstered by volunteers who lend
considerable time to carrying out the organization’s work. As the Center becomes an independent nonprofit, expands
its programming and services, and grows its fundraising, it will need to invest in existing staff by transitioning part-time
hourly staff to full-time salaried positions and by increasing salaries to align with industry standards. In addition, there
will need to be investments in new positions, including adding support for administration, development, finance, and
client-focused programming.

*Continue to add new members to the Board of Directors who bring additional experience, perspectives, and expertise*
Berkshire Immigrant Center’s Board of Directors is in transition from its current legal status as an Advisory Board. In
addition, the Board of Directors is in transition as new members have been added over the last few years who brought
much needed experience, perspectives, and expertise to the organization’s leadership. Berkshire Immigrant Center has



developed a matrix which it is using to prioritize the experience, perspectives, and expertise which will be its priorities
for the next members to be added to the Board of Directors.

*Invest in the professional development and growth of staff, volunteers, and Board of Directors members*

As the organization prepares for a series of transitions and changes -- namely an organizational life cycle of growth and
renewal towards maturity, becoming its own nonprofit, and an expansion of programming and budget -- staff,
volunteers and Directors will be taking on new roles and responsibilities. Investing in all of these team members
through professional development and growth opportunities will pay dividends for years to come.

*Strengthen volunteer engagement*

As Berkshire Immigrant Center makes these transitions and the COVID-19 pandemic comes to an end, it will be
important to strengthen volunteer engagement, reengage long-time volunteers, and find new ways to engage
volunteers in the post-COVID-19 organization.



Needed Investments

In order to accomplish this plan, Berkshire Immigrant Center will need to make investments above and beyond its normal
budget. The two most significant of those investments are investments in staff and the costs associated with transitioning to
becoming a separate nonprofit.

In particular, Berkshire Immigrant Center will invest in existing staff by transitioning part-time hourly staff to full-time salaried
positions and by increasing salaries to align with industry standards. In addition, Berkshire Immigrant Center will invest in new
positions to support this next chapter, including adding support for administrative and development, assuming finance and
bookkeeping responsibilities, and, of course, for client-focused programming and services. By investing in professional
development and growth opportunities, staff will be able to improve their impact and have opportunities to deepen their
commitment to the organization and its mission.

With the transition to being a separate nonprofit organization, Berkshire Immigrant Center is preparing to absorb additional
costs into its budget, some of which are currently covered by the fiscal sponsorship fee it pays to Massachusetts Immigrant
and Refugee Advocacy Coalition and some of which will exceed that current fee structure.

Berkshire Immigrant Center’s branding and marketing materials are quite dated and limit the organization’s work and outreach
efforts. The Center is already making a significant one-time investment in a new website and will do a similar investment in
updating the organization’s logo and materials. In addition, it will be developing and implementing new marketing strategies to
reach additional clients, and developing and implementing new fundraising strategies to reach more donors. These costs will
include a mix of one-time strategy development costs and ongoing annual expenses for implementation.

In light of the toxic rhetoric that festered locally and nationally under the last administration and heightened violent threats
and actions by some of its followers, BIC engaged local law enforcement to assist with a full safety and security assessment
at the Center. Several necessary changes have been identified and the costs to implement these will be split with BIC’s
landlord. For the safety and security of Berkshire Immigrant Center’s team and clients, the specifics of the needed changes
and planned improvements are not detailed in this plan, but their cost will be an unfortunately necessary investment.



Finally, as the plan is put into action, additional needed one-time and ongoing investments will be identified and prioritized
through upcoming budget cycles.

Risks

In embarking on any new course of action, organizations face potential risks that could limit their ability to accomplish their
priorities. In a strategic planning process, the goal is to identify those potential risks and develop ways to either prevent them
from occurring or mitigate their impact. While there are many risks that would and do affect all aspects of society and the
nonprofit sector, we try to identify those which are more specific to Berkshire Immigrant Center.

Over the last few years, Berkshire Immigrant Center has had a number of changes to its staff leadership, its case management
team, and its Board of Directors. With each change comes a period of transition before the organization is able to move
forward at full speed and capacity. It will be particularly important to continue to grow and bring stability to the case
management team, since they are at the heart of Berkshire Immigrant Center’s work. Moreover, because of the specialized
nature of immigration law and regulations, case workers have a very long lead time from date of hire through the accreditation
process to being able to serve clients without supervision. The Board of Directors has also undergone its own changes. The
Board of Directors played a critical role in stabilizing BIC during its leadership transition, and in supporting the organization’s
renewal. The Board of Directors is also rebuilding and bringing additional experiences and perspectives onboard.

One of the biggest challenges is that the organization at the staff and Board of Directors level does not yet fully represent the
communities it serves. Transitioning from serving communities to being of those communities is an important journey and a
challenging one for organizations. Undertaking that journey is critical from a mission perspective.

Financial sustainability and growth is a central theme in this plan. Berkshire Immigrant Center saw significant support from
donors and funders during President Trump’s administration and the COVID-19 pandemic and recession. A critical challenge
will be converting those donors into long-term donors. Without sufficient stewardship, existing supporters may otherwise
assume that the change in administration and an end to the pandemic will in and of themselves repair harm done to the
immigrant community and immigration policy, and donors could drift away..



Externally, changes to national immigration policy are most likely to have a significant impact on demand for Berkshire
Immigrant Center’s services. Given the complexities of government, it is anticipated that any changes would take some time
to implement, which would give Berkshire Immigrant Center a small head start in seeking additional funding and hiring the
third caseworker if it had not yet done so.

Conclusion

The importance of immigrants to the Berkshire community cannot be overstated. Immigrants enrich the Berkshire community
through their skills, advocacy, culture, and commitment.

Berkshire Immigrant Center’s support of local immigrants has stood the test of time even as the organization has shifted what
work it does and under whose auspices it does so. The organization is on the cusp of another significant transition as it moves
from renewal and growth into maturity and becomes a separate nonprofit organization. This transition is also seenin the
planned expansion of the legal services and advocacy to respond to changes anticipated at the national level to DACA and
other immigration policies; an expansion of the English classes to take clients from basic English knowledge through the
citizenship test to the world of work and community engagement; exploration of how to support career opportunities for
immigrants; and the rapid expansion of direct financial assistance that the organization provided to clients and the broader
immigrant community during the COVID pandemic.

The work for Berkshire Immigrant Center over the next few years will be both inwardly and outwardly focused, expanding
opportunities for the organization’s viability, sustainability, and impact while also expanding opportunities for immigrants in
and around Berkshire County. As the strategic planning process ends, the work of implementing the strategic plan has already
been long underway. That the development and the implementation of the strategic plan occurred simultaneously is a
testament to the commitment and capabilities of staff leadership and Board of Directors leadership and to the talented staff
and volunteer team implementing the daily work with clients, the community, and donors. Just like for the immigrants it
serves, the opportunities ahead of Berkshire Immigrant Center are brighter and well worth the journey ahead of it.



