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LETTER FROM THE EXECUTIVE DIRECTOR

We are pleased to share this strategic framework for Safe Harbors of the
Hudson, which was developed in collaboration with our board, staff,
community stakeholders, and La Piana Consulting. The time, effort, and care
invested by so many into this process has enabled Safe Harbors to chart an
ambitious path forward, anchored by our mission and the wonderful people
who make up our community.

Our new strategic framework reflects both Safe Harbors’ 25-year legacy and
a bold vision for the future. It outlines how we plan to strengthen our mission,
grow our footprint, and deepen our impact on the community we serve in the
coming years. The following report shares our process, the strategic direction
we’ve decided upon, and the goals and framework we will use to get there.
We identified six key priorities that will drive our work and guide our growth,
collaborations, engagement, and innovation.

Through this planning process, we reaffirmed our mission of transforming lives
and building community through housing and the arts, and expanded our core
values - transformative, collaborative, inclusive, innovative, and sustainable
—toinclude responsible, underscoring our commitment to stewarding land,
people, places, and history with care and a focus on long-term impact. As a
result of this reflective process, we’ve created an equity-centered plan that we
believe will further our mission, and deepen our connection to our community.

We are grateful to live and work in a place with such care, culture, and
compassion; it was a real pleasure to work with many voices to reflect on our
position and create a plan for our future that serves us all. We move forward
with clarity, purpose, and a renewed commitment to our sustainability, our
growth, and our community.

Unlvisione

Lisa Silverstone
Executive Director, Safe Harbors of the Hudson

Ry e
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MISSION

Transforming lives and building community through housing and the arts.

Transformative, Collaborative, Inclusive, Innovative, Sustainable, Responsible

ORGANIZATIONAL STRATEGY

Over the next 3-5 years, Safe Harbors will scale our activities and strengthen our commitment to
Newburgh, while influencing and sharing thought leadership for even greater impact. To act on
this strategy, we will focus on six key priorities:

A- Priority 1:
1&#

Priority 2:

(.}
w Priority 3:

'. ° Priority 4:

Priority 5:

'N: Priority 6:

Sustainably scale and grow our infrastructure, with intentional
integration and unity across all Safe Harbors departments

Develop new housing and cultural spaces that will positively
benefit the Newburgh community

Foster collaborative partnerships that expand our capacity,
broaden our expertise, and increase our impact

Responsibly steward land, people, places, and history,
grounding decisions with awareness of their long-term impact

Engage the varied communities of Newburgh to ensure we are
responsive to real felt needs

Share Safe Harbors' successes so its model of revitalization can
travel beyond Newburgh

Transforming lives and building community through housing and the arts
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ORGANIZATIONAL BACKGROUND & CONTEXT

Safe Harbors of the Hudson is a dynamic nonprofit in the
City of Newburgh, New York with a mission of transforming
lives and building community through housing and the arts.

Despite our rich history and cultural assets, Newburgh continues to grapple
with the interconnected needs of affordable and supportive housing,
community cohesion and equitable access to creative resources. Since

our founding in 2000, Safe Harbors has played a leading role in Newburgh’s
revitalization through our innovative model of redevelopment that co-locates
and integrates supportive and affordable housing with visual and performing
arts spaces and programming.

The Safe Harbors campus includes the Cornerstone Residence, a

supportive housing community for 128 of our neighbors; Ann Street Gallery,

a contemporary visual arts space; Safe Harbors Green, a vital urban park and
outdoor stage; and the Ritz Theater, the last remaining historic performance
venue in Newburgh, which Safe Harbors is actively programming, while
continuing its redevelopment as a flexible and state of the art center for
performances, events, and community. The campus also includes artist studios
for Cornerstone and community resident artists, and two commercial spaces
on Broadway. Safe Harbors is also working to develop and activate 55 new units
of supportive housing at 69-79 William Street in the City of Newburgh.

In September 2025, Safe Harbors engaged La Piana Consulting to facilitate a
strategic planning process to move the organization strongly into the future.
Our objective was to build on our 25-year leadership in the community

and set priorities to strengthen our mission, grow our model of downtown
revitalization, and sustain and enhance our impact on the community we
serve. This document provides an overview of the planning process, and
articulates our strategic framework: the direction, priorities, activities, and
goals which will drive the organization over the next 3-5 years.
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Our objective was to build
on our 25-year leadership
in the community and set
priorities to strengthen
our mission, grow our
model of downtown
revitalization, and sustain
and enhance our impact on
the community we serve.



DRGANIZATIONAL VALUES

The strategy team revisited Safe Harbors’ organizational values, seeking to refine them
and describe how they show up internally and externally.

Leadership then engaged the full staff and board in the discussion to ensure alignment throughout the organization.
These values provided a throughline and undercurrent to many of the emerging strategic priorities:

Transformative

We transform individuals, communities, and spaces by daring to imagine
beyond incremental change—asking not just how to improve, but how to
reveal something entirely new.

¢ We build and activate spaces that provide individuals and the community
with access to vibrant programs, platforms, pathways, and possibilities.

* We hold space for experimentation and leverage art to transform
individuals, creating ripple effects that strengthen and reimagine
community life.

¢ Weinvestin staff development, alignment, and care so transformation
happens within the organization as well as showing up in our work.

Collaborative

We listen deeply and build together. By engaging artists, residents,
partners, and stakeholders as co-creators, we expand what’s possible,
strengthen ownership, and ensure our work reflects shared purpose and
collective investment.

* Welisten to and engage community members to ensure programs meet
real needs and feel relevant and shared.

¢ We bring stakeholders, partners, and artists into the process to build
ownership and sustained investment, and to unlock greater collective
potential than we could alone.

¢ We work intentionally and across roles and teams to ensure alignment,
share information, and strengthen our shared goals.

Transforming lives and building community through housing and the arts




Inclusive

We cultivate spaces where everyone is seen, valued, and heard by actively

removing barriers to access and participation, centering those historically

marginalized, and continually asking who is at the table—and who must be

invited in.

e We prioritize accessibility across language, physical access, pricing, and
cultural entry points.

¢ We cultivate welcoming spaces where commuhnity members, residents,
partners, staff, and stakeholders can fully participate to ensure that our
work matters to and reflects the communities we serve.

e We continually reflect on who is at the table, internally and externally, and
treat inclusion as an ongoing aspiration, not a fixed state.

Innovative

We lead with curiosity and courage—embracing a “we can do that” spirit
rooted in real needs. We take thoughtful risks, support experimentation,
and pursue bold ideas not for novelty, but to make meaningful difference.

e We approach revitalization and programming with confidence, bravery,
and curiosity about what’s possible.

¢ We embody a “go for it” ethos, challenging ourselves to constantly
imagine something new to respond to real needs and gaps with creative
solutions.

Sustainable

We commit to progress that lasts. By aligning vision with capacity and
pacing innovation intentionally, we ensure our work can grow, adapt, and
thrive over time, financially, operationally, and creatively.

¢ We make commitments to the community that we can realistically sustain
over time.

* We steward resources in ways that allow us to pace growth and
programming to ensure consistency, quality, and long-term impact.

¢ We use budgeting and planning processes that balance innovation with
long-term feasibility, making progress incrementally while ensuring staff
and systems are supported.

Responsible

We act as accountable stewards of people, place, history, and resources.
Grounded in care and responsiveness, we remain answerable to our
community, to one another, and to the future we are shaping together.

¢ We serve as intentional stewards of land, buildings, history, and
community spaces, acting with care and responsiveness in decision-
making, recognizing our impact on people and place.

¢ We integrate ecological, interpersonal, and historical responsibility into
how we operate and honor the trust placed in us by the communities we
serve through transparency and integrity.

¢ We hold ourselves accountable to one another through clear
expectations, reflection, and follow-through.
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STRATEGIC FRAMEWORK

Our strategic framework is designed to answer our guiding questions so we can
prioritize resources and resolve day-to-day choices while remaining flexible and
responsive to future needs.

The strategy team developed Safe Harbors’ overarching direction and key priorities, and engaged the leadership
team and staff to help develop specific activities and goals related to these priorities. Over the next 3-5 years, Safe
Harbors will scale our activities and strengthen our commitment to Newburgh, while influencing and sharing thought
leadership for even greater impact. To act on this strategy, we will focus on six key priorities:

Sustainably scale and grow our infrastructure, with intentional
integration and unity across all Safe Harbors departments

Activities & Goals

e Create time, tools, and shared practices so teams can plan and run cross-
organization work—and connect new and existing programs

¢ Centralize database and knowledge management systems for relationship
management, institutional memory, useability, and accessibility

e Grow institutional and individual giving to sustain ongoing programs
and operations

¢ Refine our financial management systems for clearer financial planning
and fiscal stewardship, moving toward multi-year budgeting and using
ongoing cost/benefit analysis for all new projects and initiatives

e Explicitly assess and plan for capacity and resourcing (staffing, skills,

time, systems, and sustainable funding) before launching or expanding
initiatives

Develop new housing and cultural spaces that will positively
benefit the Newburgh community

Activities & Goals

e Continue the development of the William Street project with key partners
to meet the critical need for quality affordable and supportive housing for
families in Newburgh

¢ Launch a capital campaign to begin securing the funds needed to
complete the redevelopment of the Ritz Theater as a hub for community-
driven arts programming catalyzing economic and social transformation in
downtown Newburgh

e Launch and iteratively develop Safe Harbors Radio in collaboration with
community partners to share Safe Harbors’ programming and impact with
a wider audience and uplift Newburgh voices and stories

Transforming lives and building community through housing and the arts




Foster collaborative partnerships that expand our capacity,
broaden our expertise, and increase our impact

Activities & Goals

¢ Develop a framework for prioritizing, cultivating, and implementing a
variety of partnership arrangements that support an array of purposes,
objectives, durations, scopes, and degrees of working with individuals,
businesses, agencies, and organizations (e.g. contracting, co-creating,
producing, rental, etc.)

¢ Proactively build targeted partnerships with:

0 Housing developers (to build more housing)

o Local and regional artists, arts and culture organizations (to co-
create programming, reach more and diverse audiences, and
develop deeper relationships in the visual and performing arts fields)

o Community service agencies (to support residents and connect the
community with resources, services and program offerings)

o Schools, universities, and other learning institutions (to create
internships and share professional development and opportunities)

o Cross sector experts — historians, scientists, healers, farmers (to
bring new ideas and knowledge to our work and community)

Responsibly steward land, people, places, and history,
grounding decisions with awareness of their long-term impact

Activities & Goals

e Assess and adjust our relationship to material resources, energy use,
physical spaces, storage, archives, production and administrative
processes, with a financial and stewardship lens

¢ Develop and implement programs that elevate artists and partners
whose voices, histories and practices have been underrecognized,
unheard, or silenced

¢ Prioritize achieving climate positive design in the development and
re-opening of the Ritz Theater

e Foster acommunity of shared values across board, staff, residents,
artists, and partners

e Share our commitment to stewardship in our organizational storytelling

STRATEGIC FRAMEWORK — 2026 Page
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Engage the varied communities of Newburgh to ensure we are
responsive to real felt needs

Activities & Goals

e Make our programs easier to access by strengthening staff skills,
competencies, and practices around inclusive programming—through
training, pilot programs, and partnerships that support bilingual
programming, translation/interpretation, and disability culture inclusion

e Actively recruit and develop leadership and management teams

that reflect the communities we serve to ensure we are approaching
community development from a sustainable community-based approach

e Explore pricing options that reduce barriers while still supporting
revenue goals

¢ Develop ways to gather feedback from different segments of the
community on an ongoing basis and use it to inform decisions and
program design

¢ Proactively seek new opportunities for community participation and
engagement across and between organizational programs and activities

Share Safe Harbors' successes so its model of revitalization
can travel beyond Newburgh

Activities & Goals

¢ Build out the William Street project with an eye toward how Safe Harbors’
model can be replicated in different contexts, documenting how decisions
were made, and what we learned

¢ Promote Executive Director, Program Directors, and staff leadership as
thought leaders via conferences, publications, and other sector-facing
platforms and outlets

e Develop a review practice with partners, including development partners,
municipalities, state funders, and cultural and/or commercial partners/
collaborators and internal staff, to measure what worked, what didn’t, and
what we’d do differently, with an eye toward replication beyond Newburgh

e Publicly advocate for government policies that support Safe Harbors'
mission and impact

¢ Maintain safe, secure, and organized documentation and archives in print
and online

Transforming lives and building community through housing and the arts
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MOVING FORWARD STRATEGIGALLY

Our strategic framework address the questions, needs,
opportunities, and trends that the organization currently
foresees. The activities and goals are intentionally
adaptable, and implementation will continue to be guided
by the ongoing efforts of the team.

Detailed workplans for operationalizing these goals have been initiated

by the leadership team in a separate implementation worksheet. These
detailed planning documents will be further developed by leadership and
staff with an understanding of the rationale and values that underpinned their
development. Ongoing use of the strategy screen (next page) will support
future decisions, and ensure alignment around common priorities across the
organization.

To stay on track, we’ll revisit this document regularly and adjust as we learn.
Our work is grounded in who we are, what’s happening around us, and what
we do best—and those things can change over time. Each year, we’ll set aside
time for the board and staff to reflect on progress, look at new trends and
opportunities, and decide together what (if anything) needs to shift.

We’re well positioned to carry this document forward as we deepen our
impact in Newburgh and share what we learn beyond it. By checking in
together and staying connected to our mission, we’ll keep our priorities
clear—and make it easier for staff, board, partners, and community members
to see how they can be part of the work.

STRATEGIC FRAMEWORK — 2026
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STAYING ON TRACK

Our work is grounded
in who we are, what’s
happening around us,
and what we do best—
and those things can
change over time. We’ll
revisit this document
regularly and adjust as
we learn.
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MOVING FORWARD STRATEGICALLY commue

As part of this process, Safe Harbors identified decision-
making criteria, or a strategy screen, to evaluate potential
strategic options, future directions, or opportunities.

The strategy screen is a tool Safe Harbors can use when considering new
opportunities. It is not meant as a barrier, but a way to promote discussion
and consistent, transparent, and well-supported decision-making.

When making a big decision for the organization, leadership will ask the
following questions to guide our decisions:

STRATEGY SCREEN

Is this decision the best way to achieve our mission?

Does this decision leverage and/or support our competitive
advantage?

Do we have the individual and collective capacity/
capabilities/skills, across our organization to manage this,
and do we have the resources to fund this (or do we see a
viable, sustainable pathway)?

Does this impact our organizational sustainability?

Is what we are stewarding socially, ecologically, economically
responsive, responsible and sustainable?

Have the communities we’re serving been involved in the
decision-making process?

Are there unintended consequences or opportunity costs?

Does this lead to a positive future ripple effect in outcomes/
impacts/influence?

Does this reflect our relationship with our stakeholders?

Does this reflect our values?

Transforming lives and building community through housing and the arts
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through housing
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