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 Mission Statement

The Northwest Community Land Trust Coalition (NWCLTC) supports and enhances the activities of the community land trusts (CLTs) based in the Pacific Northwest so that they can provide permanently affordable access to land for housing and other community needs that serve low- and moderate-income members of their communities.

Vision

NWCLTC members share the vision of the Pacific Northwest as home to a strong Coalition serving a growing number of dynamic, effective, and sustainable community land trust organizations.  Over the next several years, the NWCLTC’s growing impact will be enhanced by a small but effective staff facilitating the work of CLTs across the Northwest.  The Coalition’s work and successful accomplishments will lead to:

· An increased number of communities within the region that are served by CLTs

· An increased amount of dedicated and accessible funds to support CLT projects;

· Increased production/preservation of affordable housing by CLTs;

· Significant gains in support for the community land trust movement;

· Clear policy preference for permanently affordable homeownership; and

· Strong partnerships with others across interest and issue areas. 

Across the Northwest region, CLTs will be widely recognized and highly valued for their professional skills and innovative strategies for building healthy communities.  CLTs work to ensure permanently affordable access to land as the foundation for their efforts to create:

· Affordably priced homes for sale to low and moderate income households so that people can live in the communities where they work and build equity to invest in their future;

· Innovative and appropriate economic development activities; and

· Effective community stewardship of the land.

Values

The Coalition’s core values include:

· Collaboration and sharing of ideas, best practices and documents within and among the Coalition membership;

· Supporting all CLTs to achieve excellence in management, program delivery and community connections; 

· Accomplishing our organizational goals in a fiscally responsible manner;

· Emphasizing the use of affordable housing resources to ensure permanent affordability;

· Encouraging a thoughtful and respectful regard for land as a community asset by ensuring its careful use; and

· Promoting sustainable approaches and relationships that steward the community's economic, social and natural capital.

Goal #1

Create and refine a stable and strong organizational infrastructure and resource base to accomplish the work of the Coalition.

Context: 

Understanding that all organizations need clear and articulated polices and procedures in addition to clear goals and objectives for both success and longevity, the Northwest Community Land Trust Coalition strives for the highest quality in planning documents, polices, procedures and evaluation tools. There is the obvious need to identify and pursue sources of funding that will be sustainable to support the operations of the coalition. We will work towards increasing earned income as a percentage of overall income.
Desired Outcomes: 
a. By 2014 the Coalition will have achieved the goal of securing a sustainable mix of revenue. We will strive towards the following as income sources – at least 15% from membership dues, 15% from fees for service, 70% from public and private grants, half of which will be multi-year commitments. We will also work towards tapping a broader range of revenue sources. 

b. The NWCLTC will have clear and concise internal organizational policies and procedures that will result in the efficient and effective administration of the organization. 
	Timeline & Updates
	Strategies

	1.1

a. 03/10 plan for implementation by 04/10

b. 2010 

c. 2010

d. 2010 on-going
e. 2010 on-going

f. 2010 on-going

g. draft to introduce to members 4/2010 implement 2011

	1.1 Create an Resource Development Plan for The coalition’s operating costs with measurable outcomes
a. Create a manageable and effective annual membership campaign strategy that results in increasing dues from CLT members and supporting members.
b. Identify additional organizations that create permanent affordable homeownership in Washington, Oregon, Idaho and British Columbia.

c. Recruit CLT organizations working in the northwest (and others that provide permanently affordable homeownership opportunities) as members (either regular or supporting as appropriate).

d. Identify and garner shorter term grants from public and private sources

e. Continue to develop fee for service work as both a service to our members and an income stream. (Conferences, gatherings, training, technical assistance and the like.)
f. Identify and develop on-going funding (multiple year grants) stream(s) for coalition work.
g. Define and refine membership dues structure that reflects the high quality of member services provided and yields a reasonable income stream to provide such services. 

	1.2 

Created 02/09 formally approved 05/09
	1.2 Create and follow clear and reasonable financial management policies and procedures

	1.3 Approved 05/09
	1.3 Create and implement a Personnel Plan

	1.4 Approved 04/09
a. To be done monthly

b. Completed 3/10

b. Completed 3/10

d. Updated and approved 4/10

e. 4/10

	1.4 Create, abide by and evaluate progress on a regular basis an ambitious yet realistic Strategic Plan

a. Staff and Board will review accomplishments on a monthly basis at regular board meetings. (Monthly Executive Director’s report will follow the strategic plan format to facilitate updates.)
b. Staff and Board will conduct an annual planning retreat to create an annual work plan in accordance with the Strategic Plan.

c. Staff and Board will annually review and revise the Strategic Plan as deemed necessary.

d. Staff and Board will update the strategic plan at least every 5 years. More frequently as warranted.
e. Staff will create a public version of the Strategic Plan and publicize in accordance with the Strategic Communications Plan


	1.5 

Created and approved by 05/10

	1.5 Create necessary board policies and procedures that allow for the smooth governance of the organization such as the following - 

a. Conflict of Interest Policy

b. Board job description

c. Board recruitment efforts



	1.6 
To be approved 6/10

	1.6 Create a Work plan in accordance with strategic goals and commensurate with available and projected resources
a. Revisit and revise on an semi-annual basis




Goal #2

Provide excellent member services that will increase the capacity of existing CLTs and foster growth, thoughtfully and strategically, of new CLTs so that there is a significant increase in the number of permanently affordable homeownership opportunities across the region.

Context:

Given limited capacity the Coalition needs to balance serving existing, established CLTs and serving “startup” CLTs. Between 2005 and 2009 gatherings, and most recently the Capacity Building Institute (CBI), have provided substantial learning opportunities for staff and board of new CLTs. Over that same time period, relatively little had been provided to assist established CLTs. In an environment of severe funding contraction the NWCLTC will prioritize services to existing CLTs. This will help improve established CLTs systems, become more financially sustainable, work more efficiently and grow to a scale that both provides resiliency and has a large impact in their communities and in the region. We need to insist that the inception of new CLTs be in certain targeted service areas.

Desired Outcomes:

a. Each mature CLT (having over 20 units in trust) will be effectively utilizing the CLT Workflow Management System by 2013. 

b. There will be CLT activity in more communities not necessarily more CLTs. At least 40% of Washington and Oregon combined geography is covered by a CLT.

c. Average NW CLT production will increase by at least 10%. Collective regional CLT production totals over 1000 units. 

d. CLTs are effectively stewarding their community assets. Seventy Percent of member CLTs have policies and procedures in place to facilitate that support.
	Timeline & Updates
	Strategies

	2.1

a. First conference to be held 4/2010

b and c. Start in 2011

d. 06/2010
e. In partnership with National Network as our website evolves
f. 06/10
g. Following National CLT Network lead

h. General collaboration proposal to the Network by 05/2010
i. 05/ 2010

j. Membership Agreement created 09/09. Continue to refine with each annual member appeal.
k. Fall 2010
l. Summer 2010
	2.1 Provide excellent services to all of our CLT members

a. Organize and host an annual conference that will serve members’ needs as well as educate partners – funders, lenders, appraisers, policy makers, etc.
b. Evaluate the pros, cons, need for and generally feasibility of the Coalition providing back-office support (organizational infrastructural tasks – bookkeeping, data retention, etc.) and/or fulfilling central stewardship function for current members, future emerging CLTs or areas of the Northwest that don’t now have a CLT and may never have a CLT. 

c. Explore and develop strategies, funding mechanisms and best practices for how existing CLTs become “hubs”. (Institute the hub-and-spoke/federation approach)

d. Utilize an electronic format to communicate to members on a regular basis.
e. Catalog and create easy access to best practices, documents, contracts, etc. for members to use – in collaboration with the National CLT Network.

f. Improve the on-line forum (currently the list-serve) to facilitate the sharing of technical and organizational knowledge – in collaboration with the National CLT Network.
g. Research and explore potential partnerships (CF, CG, National Network) and/or the costs and benefits of creating a Technical Assistance Circuit Rider position on-staff to assist members with technical needs.

h. Create, in collaboration with the National CLT Network, a joint dues structure that will allow greater value for members of both the National and the Regional body.
i. Research and disseminate general non-profit and/or collaboration information that can and will serve our membership (non-profit insurance services, trainings, etc.)
j. Create clear and stringent membership requirements that will ensure that our membership is of the highest quality. 

k. Provide on-line registration for events.

l. Provide on-line registration for membership.

	2.2

a. Pilot groups working with it by 4/10. Roll out to Northwest CLTs summer or 2010.
b. 2010-2011

c. Conference session 2010. Email reminders?
d. 2011- 2012

e. First will be 05/09. Assess efficacy and improve. 


	2.2 Better serve our established CLT members

a. Create a database that will allow CLTs to effectively track their work with applicants, homebuyers, homeowners and past homeowners as well as the status repair of homes in trust. This database will serve existing CLTs and will serve new CLTs as they have increasing needs for such a database. This will also allow the Coalition to pull aggregate numbers to tell our success stories on a regional level.
b. Create a users-manual for the database that will allow new adopters to not only utilize the functionality of the database but provide a framework for best practice work flow and ensure that like data is keeping with like data.
c. Focus resources on educating and training members regarding, and generally making members aware of their on-going stewardship responsibilities. 
d. Continue CBI for new staff at existing CLTs. 

e. Organize and host think-tank/salons for more established CLT practitioners to really sink their teeth into an issue, problem or opportunity in order to create real solutions. Attendees will be given pre-gathering research and follow-up work.

	2.3

a. 2009 - 2014 as requested

b. 2010

c. 2011
	2.3 Continue to provide good service to our start-up CLT members

a. Advocate and educate towards the creation of CLTs in certain target communities.

b. Provide and or refer for additional Technical Assistance to start-up CLTs.

c.  Create a formal mentorship program.


Goal #3

Increase general public awareness of the CLT strategy in order to create increased support of our efforts.

Context: 

Even CLT practitioners can often be confused when talking to each other about their work. CLTs use terms like sales price, subsidy, loan-to-value differently from organization to organization. More importantly is creating a unified message about what CLTs are and how we go about doing what we do that is clear to decision makers, easy to understand for the general public and attractive to both funders and potential homebuyers.

Desired Outcomes:
This goal is really a way to meet our other goals. We will know if we’ve been successful in increasing awareness if we achieve the outcomes set forth in the other goals.
	Timeline & Updates
	Strategies

	3.1

a. 06/2010
b. Have plan ready to implement in preparation for the National Conference in fall 2011
c. and d. Materials to be developed in accordance with communication plan
	3.1 Create CLT “messages that work”

a. Create a strategic communications plan.
b. Implement a marketing campaign in strategic geographic locations.
c. Create a consistent message region wide. Develop materials sponsored by the coalition but that can be modified and distributed by members locally.

d. We need to position – through messaging – CLTs to be a “solution: in the current climate and beyond.

	3.2 

a. Launched 3/25/10. 

b. As resources are available

c. on-going
	3.2 Utilize “messages that work” in a variety of different media

a. Create a website and direct people to it.
b. Consider video as a way to “tell our story”

c. Utilize social marketing tools to educate and involve members and others

	3.3

a. Host the Local Govt./CLT partnership academy course at Spring conf.
b. When the Coalition’s membership is requested by these orgs. We’ll send alerts to membership.
c. On-going
	3.3 Build on existing relationships – better inform and educate people/organizations who already support the CLT approach

a. Host a formal conference with support and attendees from CLT partner orgs. (HfH, City & County staff, lenders, realtors, etc.) 
b. Compel our members to become members of other national, state and/or regional housing organizations (e.g. National CLT Network Washington Low Income Housing Alliance and Oregon Housing Association).
c. Identify and educate specific influential people in Washington and Oregon.


	3.4

a. – c. Will conduct in accordance with the Strategic Communications Plan.
	3.4 Build relationships with news media

a. Get more exposure through the media in relation to timely news items (foreclosure crisis, CRA criticisms, etc.).

b. Partner with community media.

c. Create relationships with local and regional media outlets.


Goal #4
Be deemed a respected and helpful leader in the permanently affordable homeownership industry 

Context

The Coalition is a collection of CLT practitioners, many of who are experts in the field. It benefits us all if community members who are interested in CLTs get the best information available. The Coalition will continue to position us to be the go-to organization for questions regarding CLTs in the Northwest. 

Desired Outcomes: 
a. The National CLT Network continues to look to the NWCLTC for leadership on regional issues.

b. The Washington State Housing Finance Commission, the Oregon Housing and Community Services, the Washington Low Income Housing Alliance and Oregon ON look to the NWCLTC for leadership and input regarding affordable homeownership.

c. Housing advocates in the northwest, when asked, about permanently affordable homeownership and/or CLTs first think of the NWCLTC. 

d. The recommendation for any group or individual in the northwest who is interested in permanently affordable homeownership will be to contact the Coalition in order to get appropriate referrals to good information and technical assistance, to not waste valuable time and resources, as well as to ensure the good reputation of CLTs and permanently affordable housing across the region.
	Timeline & Updates
	Strategies

	4.1

a. 2009

b. 2010

c. 2010


	4.1 Provide useful service to individuals/groups considering starting a CLT in their community

a. Create a list of objective criteria that defines “target CLT service areas”.

b. Develop ca standard response (list of resources, checklist of assignments) for interested individuals/groups to complete.

c. Conduct education to members about “services” the coalition can offer to CLTs and groups interested in starting a CLT. 

	4.2
a. on-going

b. 5/2010


	4.2 Provide useful services to funders and decision makers who interact with CLTs
a. Encourage funders to see the Coalition as a representative of regional CLTs and to communicate with CLTs through the Coalition.

b. Create a packaged “case-statement” that articulates the value of the Coalition to members, funders and the region.

	4.3

a. on-going

	4.3 Continue to work with the National CLT Network to fulfill it’s mission to support CLTs as appropriate
a. Meet monthly on one-hour phone calls with Network and other regional Coalition staff
b. Continue to collaborate on issues or matters of mutual benefit with the National CLT Network.
c. Host the National CLT Conference Fall of 2011



Goal #5

Play an effective and central role in shaping public policy to ensure efficient use of scarce public resources.

Context: 
To date the NWCLTC has not engaged in much public policy advocacy. It is clear that there is a need, as articulated by our members and some of our partners to play a role in shaping policy state and local policies that affect CLTs and the production of permanently affordable homeownership opportunities. We recognize that CLTs will be able to “get to scale” only when jurisdictions institute Inclusionary zoning requirements and other regulations that make creating affordable housing less expensive and/or less onerous. There is the general sense that while the NWCLTC served its Washington members quite well, it has assisted its Oregon members to a far lesser degree.
Desired Outcomes: 

a. Decision makers at the state and local levels (in communities that have a strong CLT presence) understand the importance of permanently affordable homeownership and subsidy recapture

b. There is an increase in the number of policies and funding sources that are bias towards permanently affordable homeownership and subsidy retention. 

c. There is an increase in the number of communities using incentives and requirements to make permanently affordable housing a requirement of development. 

	Timeline & Updates
	Strategies

	5.1 

plan to be written first in 2011. work is on-going
	5.1 The NWCLTC will create an annual policy agenda with defined and measurable desired outcomes.
a. Include work already started on accurate taxation in Washington

b. Include influencing the distribution/investment of the Oregon Document Recording Fee revenue to permanently affordable homeownership


	5.2
a. On-going annually
b. on-going via email, website, etc.
c. Do so periodically in electronic communication format (starting 06/10)
	5.2 The NWCLTC will become a much more visible and vocal participant in both Washington and Oregon’s affordable housing advocacy community

a. Participate in WA and OR statewide housing advocacy meetings and legislative agenda setting processes.

b. Encourage and support Coalition members to be involved at the state level.

c. Remind members to actively represent the Coalition at meetings.



	5.3
a. 2010

b. Start in 2009 and continue


	5.3 The NWCLTC will systematically create and strengthen relationships with administrative decision makers and affordable housing funders (WSHFC, OHCS, Oregon ON, WLIHA, etc.) 

a. Garner WSHFC’s full support of permanently affordable homeownership (subsidy retention).

b. In Oregon have CLT delegation educate and inform Oregon ON, OHA, Housing Alliance, OHCS and major foundations regarding the benefits of permanently affordable homeownership.



	5.4
a. On-going annually
b. Strategic effort to start in 2010 in accordance with communications plan


	5.4 The NWCLTC will systematically create and strengthen relationships with elected officials both at the state and national level

a. Participate and play a lead role when appropriate in both Washington and Oregon’s Housing Advocacy/Lobby days.

b. Identify key elected officials and cultivate relationships with them and their staff.



	5.5
a. On-going since 02/09

b. Since 02/09

c. Do so periodically in electronic communication format (starting 06/10)
	5.5 The NWCLTC will act as a conduit of information flow to and from our CLT members to the National CLT Network in order to effectively advocate for policies that serve the needs of CLTs on both the state and national level

a. Meet monthly on one-hour phone calls with Network and other regional Coalition staff
b. Participate in the national “Mortgage Finance Task Force”.

c. Keep membership up to date with National goings on.




Goal #6

Work to ensure that CLTs in the region have the resources available to fulfill their missions and serve their communities. 
Context: 

There is an obvious need for on-going funding of CLT operations. The Coalition should support efforts and in some case lead efforts to identify and secure funding for the work of CLT members. CLTs in the northwest have been talking for many years about creating and funding some sort of revolving loan fund that might work in a variety of capacities to serve our overall goal of creating permanently affordable homeownership opportunities. Resources are needed for operational support, land acquisition and constructions financing, homebuyer mortgages as well as for CLT homeowners to access to maintain and improve their homes. 

Desired Outcomes: 

a. If appropriate the NWCLTC will secure funding in partnership with members that supports CLT operations and housing development.
b. If appropriate and/or feasible the NWCLTC will identify or create some sort of a Revolving Loan Fund for member CLTs to utilize as land acquisition and/or construction financing

c. Increased options for CLT homebuyer mortgage financing either from existing sources or CLT/Coalition controlled sources. 

	Timeline & Updates
	Strategies

	6.1
a. Working through the National Network and the Shared Equity Housing Coalition 

b. 2011

	6.1 Ensure that member CLTs have access to the funding they need 

a. Facilitate access, through the National CLT Network, to decision makers at HUD to make sure HUD (HOME and CDBG) funding works for CLTs.

b. Research models and conduct feasibility analysis around creating an effective way for community members to invest in the work of their local CLT. IF created, the model could be replicated throughout the region for use by individual CLTs.



	6.2 

Fall 2010


	6.2 Create a working group of CLT members to conduct research and provide recommendations regarding creating a Revolving Loan Fund for CLTs



	6.3

a. Strategic effort to start in 2011 in accordance with communications plan

b. In conjunction with the Shared Equity Housing Coalition/National CLT Network Effort (2009-2010)


	6.3 Find more sources for CLT homebuyer mortgages

a. Conduct an outreach, education and recruitment campaign in order to entice more local and socially responsible lenders to offer homebuyer mortgages on CLT properties.

b. Negotiate with HUD to allow FHA to guarantee CLT mortgages



	6.4 

Spring Salon – 05/09

a. 2011

b. 2012
	6.4  Provide an environment where experienced practitioners can collaboratively problem-solve around the challenge of supporting homeowners to maintain and improve their homes

a. Support member CLTs in assisting leaseholders to upgrade and maintain CLT homes.

b. Continue to educate and inform CLT members of the importance of taking the long-view towards sustained stewardship.
c. Consolidate “findings” of the 2009 Spring Salon in order to share




