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About this plan

A DEFINING MOMENT FOR UNITED WAY MARITIMES

This is both an exciting and critical moment for United Way Maritimes.

When seven United Ways came together in July 2024 to form one unified
regional organization, our goal was to gain regional strength while
maintaining deep local roots. This is our first strategic plan as a unified entity,
and while the road ahead will have its challenges, we are committed to bold
action together.

With Maritime poverty rates at 10.3%, we have chosen to focus our
community impact efforts on addressing root causes and supporting people
most vulnerable across our communities. This strategy prioritizes building
housing, strengthening social infrastructure, cultivating nonprofit capacity,
and rallying new philanthropic support. Together, we will inspire action to
end poverty and create conditions for all Maritimers to thrive.

A PLAN BUILT TO GUIDE ACTION

What follows is our roadmap for 2026-2031. In the pages ahead, you'll find
how we got here, how our community impact framework informs our work,
and the big shifts this strategy implies. The plan outlines our 5-year priorities
and measurable goals, with a specific look at our near-term focus for the first
18-24 months. Ciritically, it identifies the organizational capabilities required
to deliver on our ambitions. This strategy is designed to align our teams,
inform our decisions, focus our capacity, and communicate our direction to
partners and funders. It is not static and we will review and refine it at key
intervals informed by our learning and responsive to our context.
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How We
Got Here



The Story of the
Maritime Provinces...

Shaped by a profound depth of history and culture, the Maritimes honor
the unceded and traditional territories of the Mi'kmag, Wolastoqiyik,

and Peskotomuhkati peoples. The region’s identity is further defined by the
enduring legacy of historic communities of African descent, whose presence
spans over 400 years. Following the era of European colonization,

the Maritimes have continued to evolve.

Today, Canada’s Maritime provinces are known for natural resources, strongly
rooted family businesses, a strong post secondary education sector, cultural
diversity, an innovative entrepreneurial drive, hard-working rural and urban
communities, and for being home to some of Canada’s friendliest people.
People in the Maritimes have deep pride of place: we celebrate our
strengths, our diversity, and our belief that we take care of one another.

Yet too many of our neighbors are living in poverty without the housing,
employment, food, services, or social inclusion needed to live a good life.
These challenges are difficult, but not insurmountable. They require
collective care and action—both immediate support and bold work
at the root cause level—to create meaningful, lasting impact.
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Path to Strategic Plan

— e

INITIAL MARITIME
STRATEGY

When we launched United Way
Maritimes, best practices and
stakeholder feedback from the
seven predecessor UWs led

us to create 1) strategic focus
areas, and 2) inaugural business
plan (momentum, impact,
excellence, future).

Work completed by Interim
CEO, approved by Maritime
Integration Committee.
Engagement of seven

predecessor Boards, all staff
and over 100 stakeholders.

am

ACTIVATION &
FUNDAMENTALS

As we implemented our
business plan, delivered on
day-to-day business, solidified
our culture, and established
the fundamental systems and
frameworks to guide us.

This included our initial
fundraising plan, and a
community impact framework.

Work underway by CEO, Senior
Leadership Team - business
plan approved by UWM Board.
Engagement of all UWM staff.

STRATEGIC PLAN
CREATION

Management and the Board
have been working together to
create a strategic plan for United
Way Maritimes. This plan is
informed by the learnings from
work to date. The community
impact framework, approved by
the Board in June 2025, serves
as the foundation for

the strategic plan.

Work underway by CEO,
Senior Leadership Team,

and UWM Board. Prior and
new community engagement
has been considered.
predecessor Boards, all staff
and over 100 stakeholders.
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Our strategic
planning process



Strategy Timeline

MAY-AUGUST

SEPTEMBER-NOVEMBER DECEMBER-APRIL

[ ] L [ ]
Initial strategic conversations, Internal staff workshops Working session at in-person
including May all staff, Board meeting (Dec)
June board gathering Several targeted external
consultations Continue to synthesize input
Discuss focus areas/and identify and build out 5-year priorities,
hypotheses to test Executive Committee aligned with Community
engagement and Board 1:1s Impact Framework

Create the framework
Survey to internal and external More staff engagement
stakeholders (125+ responses)
Strategic direction to Board
in Feb; Plan approval + 26-27
annual plan and budget to
Board in April

—  —
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Summary of Inputs in 2025

(May to January)

e All Staff Bash

e Monthly All staff meetings

* Employee Engagement Committee conversations
® SLT meetings

* Ad-hoc working groups

* Independent team work (i.e. fundraising, housing)
* External and internal survey (125+ responses)

e Interviews with other UWs in Canada about strategy
e One-on-one donor conversations

e External literature review

e [nternal review of donor data, Cl data, 211 data

e Board member one-on-ones with CEO

e Executive Committee of the Board discussions

e Board of Directors sessions

* Weekly strategy project management sessions
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The Role of the

Community Impact
Framework



Our Community
Impact Framework

Social Inclusion
& Access

Our Community Impact Framework guides how
we create lasting change across the Maritimes.

Meeting Priority
Community Needs

+
Housing & . Wellbeing
Homelessness Tacklmg Complex & Safety

Social Issues

\ /

The issues we care about - housing and homelessness,
wellbeing and safety, social inclusion and access, food
security, and education and employment - are deeply
interconnected. Together, they shape quality of life
and hopeful futures for all.

Our work is grounded in three interconnected
approaches: addressing root causes, prevention and
intervention, and immediate needs. While all three are
important, we will prioritize long-term solutions that tackle
the root causes of poverty and create sustainable change.

Food Education &
Security Employment

To fulfill our mission, we will:

TAKE A HOLISTIC VIEW

Continue investing across all five impact areas, empowering local
communities to respond to the unique needs of their region.

DEEPEN OUR IMPACT

Focus our leadership, project design, and direct efforts in the areas of wellbeing and safety, housing and homelessness, and social inclusion
and access, recognizing that progress in these areas creates ripple effects across all aspects of community wellbeing.
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Strategy
Overview



Purpose

Why we exist

To inspire action
to end poverty.
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Vision
The future we are
driving toward

Mission

What we do
to get there

The Maritimes are
relentlessly united in
creating a hopeful
future for all.

UWM boldly
connects people
and resources to

build communities
and create the
conditions to thrive.



PILLAR 1:

Build
Communities

Design, build and
nurture physical and
social infrastructure.

PRIORITIES:

e Build Social Infrastructure
e Build Housing

e Build Rural Services

e Build Access to Resources

PILLAR 2:

Create the
Conditions

Rally new community
support and attract bold
generosity for impact.

PRIORITIES:

e Create a Financial
Foundation

* Create a Compelling Story

* Create Community
Knowledge & Trust

PILLAR 3:

Cultivate
Leadership

Inspire and equip people
to guide and sustain
community change.

PRIORITIES:

e Cultivate Nonprofit
Leadership

e Cultivate Sector Effectiveness
¢ Cultivate Capacity & Impact

e Cultivate Philanthropic
Longevity

OPERATIONAL SUCCESS FACTORS:

TALENT CULTURE DATA & PRIORITIZATION
MANAGEMENT & MINDSET TECHNOLOGY GOVERNANCE & EXECUTION
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Big shifts and implications of this strategy

This strategy marks an important evolution in how we work and what we prioritize:

&)

)
Nk,
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@

From seven local organizations
to a Unified regional force

From funding and convening
to a catalyst for collaborative
systems change

From ad-hoc housing responses
to housing as signature
regional platform

From dominant focus on
workplace campaigns

to major gift philanthropy
and partnerships

From fragmented efforts
to strategic focus on
what only we can do
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We've moved from seven separate United Ways to one organization that leverages regional
scale while maintaining deep local roots across the Maritimes. This unified strength enables

us to develop signature regional initiatives, have an amplified voice, and adopt a more
ambitious mindset.

We're evolving from being seen primarily as a funder to becoming the region’s convening
force—bringing together government, business, nonprofits, and community voices to
identify gaps, test solutions, advocate for policy change, and build the social infrastructure
that addresses root causes of poverty.

We're moving from ad hoc housing support to having a clear strategy that allows us to
balance quantity and quality of impact. We're building toward 500 complete housing units
by 2031 with a $100M self-sustaining portfolio. This positions us as the Maritimes’ leader in
poverty-breaking housing solutions for low-acuity and lower working income populations.

We're transforming from reliance on traditional workplace campaigns to building a
diversified revenue model centered on major gifts attracted by signature initiatives like
housing, corporate partnerships aligned with community impact, and high-net-worth
giving relationships.

We're shifting from trying to address the broadest spectrum of community needs to
concentrating on the distinctive contributions only UWM can make: building housing
at scale across provinces, strengthening rural service infrastructure, convening regional
partnerships for systems change, and cultivating the nonprofit sector’s capacity.



Our Ambition for Growth of Impact

To fuel the impact we seek, we will need to be ambitious and deliberate in our strategy and action to attract more philanthropic investment.
Between 2026 — 2031, we aspire to cumulatively raise and invest $100M across New Brunswick, Nova Scotia and Prince Edward Island.

This growth will be staged to allow us to plan, pressure test, and prepare well before we accelerate growth. We project the revenue growth will
be phased to increase steadily over the five years. This growth will also be across various products that will be built and tested for feasibility.

We envision $100M from various revenue streams supporting the following:

10M

to foster innovation,
collaboration, and
amalgamations

to spearhead affordable
housing solutions and
leverage investments

to agenc rograms,
gency prog to strengthen 1 0 M

operations and ;
- I rural services and o build
SecCtor excellence ; O bui e
CemnEEe: next generation
of donors
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Our Ambition for Growth of Impact

25M
20M
15M
10M

M

oM
2026-27 2027-28 2028-29 2029-30 2030-31

@ S100 million cumulative impact by 2031
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Our Ambition will require a new
fundraising approach and mindset

Diversify
Revenue Streams

i

=t

Increase General
and Targeted Giving

Strengthen Donor
Relationship

N

)
“

Drive Innovation
and Performance

@

Shift Culture
and Team

<
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We will activate and grow diverse, sustainable revenue streams that significantly expand support
from individuals, corporations, and organizations inspired to end poverty. Leveraging the regional
scope and scale of our impact, we will capture underrepresented market share and strengthen our
position as the leading choice for community investment.

We will harness the full breadth of our community impact to amplify fundraising efforts and clearly
demonstrate the measurable outcomes made possible through philanthropy. We will develop and
sell specific projects to attract investment and deliver on transformational solutions.

A comprehensive, year-round donor engagement strategy will deepen relationships, strengthen
retention, and cultivate long-term commitment. We will meet donors at every level with meaningful
opportunities to give and volunteer, positioning our organization as a trusted philanthropic advisor
that helps donors achieve their goals for impact.

To realize this ambition, we will expand and restructure internal capacity and capabilities to deliver
innovative and exceptional service to donors, partners, and volunteers, and seek out new opportunities.
We will continuously assess and enhance our performance in revenue growth, donor engagement,
stewardship, and accountability to ensure excellence and continuous improvement at every touchpoint.

Internally, we will foster a culture of ambition, enthusiasm, and growth —equipping our team to
think expansively, focus on results and ROI, pursue opportunity with confidence, and align around
bold revenue and impact goals. By strengthening staff capacity and recruiting a powerhouse team
of fundraising volunteers rallied behind our ambition, we will accelerate impact.



Phasing our Strategic Work

The 2026-2031 strategic plan is ambitious in scope, impact and growth.
Great care will be taken to pace the work to ensure success over the five years:

2026-2028 2028-2031

Now Later

The first two years of the plan will focus on The following three years will work the plan and
readiness, planning, stress testing, and setting focus on acceleration and significant results. To
the stage for growth. action this approach, our team will have annual

plans and budgets, and clear accountability,
prioritization and decision-making principles.

N
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Strategy
Detall



The Components of our Strategy

Our Our =] Our First 18-24

Pillars Priorities E Goals months
Overarching Specific initiatives Measurable Foundational
areas of focus and areas of work outcomes we actions required
over the next five we will pursue. aim to achieve by to set the stage for
years. What we will The concrete action 2031. Quantify success. This early
concentrate our areas where we will our ambition and work focuses on
efforts on to achieve invest time, talent, provide markers of readiness, planning,
transformative and resources. progress & success and building the
impact. for each priority. infrastructure

needed to accelerate
impact in years 3-5.
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Pillar 1: Build Communities

Design, build and nurture physical and social infrastructure.

Priorities

Goals

First
18-24
Months

Build Social
Infrastructure

By 2031, we will have
cumulatively invested $40M
in program and operational
funding. (An increase from
current investment of 88 per
cent cumulatively)

Invest in, measure and
proactively communicate the
impact of 2026-27 community
funding contracts for agency
programs and operations,
and the power of this social
infrastructure network
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Build Housing

By 2031, we will have a total of
500 units in complete housing
communities across the three
Maritime provinces. (An increase
in housing units from 180

to 500, a growth of 178 per
cent) By 2031, we will have a
self-sustaining housing asset
portfolio valued at $100M (An
asset increase of 400 per cent
(from $20M to $100M)

Define our philosophy of complete
communities, and build resourcing
plan and partnerships required to
achieve this type of community in
all our developments

e  Create the criteria to select
communities and build
out the five-year plan to
reach 500 units in complete
communities

e Develop financial
sustainability plan including
revenue generation from
leveraging housing assets

e Explore IP-sharing strategy
to scale our model, where
possible, across Maritimes
and Canada

Build Rural Services

By 2031, we will have tested
new initiatives to improve
access to services in three
rural communities (one in each
province) and have plans to
scale. (net new initiatives)

Work with Community Impact
Councils to prioritize rural needs
and determine what initiatives
should be tested in

our fundraising case

e Work with governments
and partners to explore
social prescribing and other
strategy-aligned supports
that connect people to
service and improved life
conditions

e  Explore the geographic
coverage expansion on the
South Shore of NS to be
Lunenburg-Queens, and on
the North Shore of NS to be
Pictou-Antigonish

Build Access
to Resources

By 2031, 211 will be fully
integrated with United Way's
work and a sustainably funded
Maritime system of support
especially in rural communities.
(sustainability and alignment of
existing service)

Begin conversations with 211
across the Maritimes to leverage
211 data to better serve
communities, and to act together
on key strategic priorities to
benefit Maritimers consistently



Pillar 2: Create the Conditions

Rally new community support and attract bold generosity for impact.

Priorities

Goals

First
18-24
Months

Create a Financial Foundation

For the duration of our 5-year strategic plan,
we will have cumulatively raised $100M.

(A cumulative revenue increase of 66 per
cent from status quo projections).

¢ Redesign the staff structure and
volunteer fundraising governance to
act as one and prepare the team
and Board for growth

e  Stabilize new CRM, systems,
processes to support revenue success

e Test feasibility of ambitions, develop
the case and detailed plan that includes
workplace/corporate growth and new
segments and revenue streams

e Actively participate in national
corporate growth strategy

*  Create consistent donor reporting
standards and stewardship to
demonstrate impact and
strengthen revenue
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Create a Compelling Story

By 2031, the United Way story will be on
the hearts and minds of more Maritimers,
so we see notable increases in public trust,
the number of first-time donors, and an
increased average donation. (expansion

of existing practice)

®  Develop clear messaging of UWM’s
value, and our local and regional impact

e Build and implement a thought leadership
and GR strategy to deepen credibility
with stakeholders

e Launch a new website, and build a new
marketing strategy to increase public
trust and attract new donors

e Turn United By Song events and content
into a flagship ROI generating opportunity

Create Community
Knowledge & Trust

Through relationship building, proactive
consultation and research collaboration, by
2031, we will be known as a go-to leader and
translator of community information which
will help us and others make good investment
decisions, build trust among current and
potential donors, attract new investment,
inform government relations, and convert
more people to understand social issues and
participate in philanthropy. (expansion of
existing practice)

e Establish community picture using
existing data and secondary research

*  Develop theory of change and
outcomes framework for all community
impact pathways (funding, program
design & delivery, capacity building,
thought leadership)

e Identify key community leader

and organizations to learn from and
build collaborations



Pillar 3: Cultivate Leadership

Inspire and equip people to guide and sustain community change.

Priorities

Goals

First
18-24

Months

Cultivate Nonprofit
Leadership

By 2031, we will have delivered
training to 1,000 nonprofit
leaders to sustain and strengthen
their organizations, Boards

and work in communities.

(An increase from current
practice by 60 per cent
cumulatively)

*  Expand delivery of the
Executive Director Academy
and governance programs
to strengthen nonprofit
leadership and sustainability

® Host a Maritime-wide
housing sector conference
to foster collaboration and
support the growth of other
nonprofit housing providers
and developers

*  Work with provincial
nonprofit sector
organizations to bring
priority needs of the
sector to government

e  Celebrate nonprofit
impact through awards
and recognition days
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Cultivate Sector
Effectiveness

By 2031, we will have shared our
unification story and supported
the strategic collaboration and
structural effectiveness to amplify
impact of other nonprofits
through a $10M collaboration
fund. (net new initiative)

e Publish a case study about
our unification process, and
begin hosting conversations
about nonprofit sustainability,
impact and structure

e  Activate Board to Board
conversations with UWs
in Moncton and Cape
Breton about proactive
collaboration opportunities

Cultivate Capacity
& Impact

Through the duration of

our strategic plan, we will
leverage our knowledge, data
and relationships to create
philanthropy roundtables, where
foundations and donors invest
together in recommended
solutions to address root causes
of poverty. (net new initiative)

® Begin researching issues
and root cause solutions
that could be tested
with a collective effort
of foundations, family
philanthropists and
government

*  Map affinity groups
(e.g. Women United)
and decide which
will be prioritized for
implementation based on
highest engagement and
investment potential

Cultivate Philanthropic
Longevity

By 2031, we will roll out a
program designed to increase
youth and family participation in
philanthropy and build donors
and socially minded leaders of
the next generation.

(net new initiative)

* Begin reviewing
‘Make Your Mark’ program
from UW Edmonton, and
initiate conversations to test
interest among possible
nonprofit and corporate
partners to create similar
model in the Maritimes

. Explore opportunities
to promote family and
household conversations
about philanthropy
and the importance of
community involvement



Operational
Success Factors

WHAT ARE OPERATIONAL SUCCESS FACTORS?

Operational success factors are the foundational organizational
capabilities—systems, processes, structures, and people practices—that must
be in place and functioning effectively for strategic priorities to be achieved.
They are the "how” that enables the “what” of our strategic plan.

OUR CONTEXT

In our first 18 months as a unified organization, we have made significant
strides: establishing centers of excellence, launching regional initiatives,
and maintaining strong staff engagement through substantial change.

We are building a high-performing organization while delivering on
ambitious community impact goals. This requires intentional investment
in the operational foundations that will sustain our work for years to come.

The operational success factors outlined below are not aspirational—
they are essential. Prioritizing and resourcing this foundational work
is how we move from healthy hustle to sustained high performance.
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Operational Success Factors

Success
Factor

Goals

First
18-24
Months

1. Talent Management

We will have the systems and structures in
place to retain and develop high performers
and operate as an unstoppable organization-
wide team.

e Each staff member will have clear
performance and development plans
to ensure effective execution of the
strategic plan

*  Each supervisor will receive
training on how to deliver frequent,
high-impact feedback

®  Business-critical roles will be identified
and succession plans will be established

*  To drive work forward, have open
discussions about cross-functional
teams and how we nurture success
and leadership when accountabilities
are shared
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2. Culture & Mindset

We will have a workplace culture where
everyone is valued, resilient, and committed
to essential growth principles of belief in one
brand and revenue diversification.

e Assess our current organization values
and make any required changes to align
with the strategic plan, and develop a
plan to more actively live our values

e Define what “valued, resilient, and driven
by challenge” mean to us and our culture

e All staff complete training on
psychological safety to support a
health workplace culture

e Staff recognition plan implemented

e Deliver sales training and/or other
revenue and donor sessions for all staff

e To strengthen our work in community
and volunteers, advance staff knowledge
and capacity through organization-
wide equity, diversity, inclusion, and
accessibility training

3. Data & Technology

We will have the technology systems

and culture in place to be effective and
innovative, and will be judicious in our use
of data for optimal decision making.

¢ Implement national Salesforce CRM
and conduct training

*  Build a comprehensive data strategy
that transforms centralized data
into actionable insights to support
decision-making

e Complete hardware assessment
and refresh (to align with needs
of various teams)

e Strengthen cybersecurity by continuing
to standardize network configurations
and enhance endpoint protection across
the organization. Advance toward a full
Saa$S operating model by migrating
service es and infrastructure to the cloud

e All staff complete Microsoft 365 and
Al training to ensure strong technology
competencies and reduce inefficiencies

¢ Develop and implement an Al integration
roadmap to enable greater capacity and
opportunity across the team



Operational Success Factors

Success e .
4. Governance 5. Prioritization & Execution

Factor

Goals We will have a fully executed, cohesive. and future-focused We will be confident and focused on the priorities we set, and we
governance structure that supports local input and expertise, will be disciplined in the execution of tasks from start to completion.

fundraising growth, impact generation, elevated organizational
performance, and strategic foresight.

First *  The Board of Directors focuses at least 60% of its meeting *  Audit current projects and priorities across the region
18-24 time on generative and strategic discussion and develop plans to appropriately sunset, if needed
* Board members are equipped to champion UWM's work *  Effectively implement project/task initiation tool across
Months in their local community and profiled for their leadership the organization to ensure goals are achieved
®  Each local community impact council has a chair, robust and * Implement clear roles and responsibilities charts to enable
diverse membership, and is proactively focused on strategic faster decision-making and task ownership

community impact topics, beyond funding.

* A governance structure for volunteer leadership to amplify
fundraising growth is designed and implemented

e All United Way Centraide Canada membership standards are
met or exceeded, and planning is underway to achieve an
external accreditation
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United Way Serving Central &

" Southwestern NB,
Maritimes PEl & Mainland NS




