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1. Executive Summary

This strategic plan was developed through a collaborative process which included meetings,
interviews, and ongoing conversations with stakeholders across Arkay Inc. at every level.
Over my initial weeks in my role as CEO, input was gathered from administrative support
staff, job coaches, case managers, supervisors, members of the leadership team, and
individuals receiving our services. Their experiences, insights, and ideas directly shaped the
plan’s priorities and recommendations, ensuring that it reflects the real needs of our
consumers, honors the contributions of our staff, and remains grounded in Arkay’s mission

and values.

This plan provides a clear roadmap for Arkay’s future. It focuses on modernizing programs,
strengthening leadership, investing in staff, improving technology and data systems,
expanding service capacity, and ensuring consumers receive innovative, person-centered,

community-based services that promote independence, employment, and inclusion.
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2. Organizational Mission

To empower individuals with intellectual and other disabilities to achieve sustainable
independence through personalized support, meaningful employment, and active

participation in their communities.
Organizational Vision

Arkay will be a leading provider of innovative, evidence-based services that promote dignity,
independence, and full community inclusion for individuals with intellectual and other

disabilities.
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3. Strategic Planning Approach

This plan was developed through direct stakeholder engagement and reflects a shared
understanding of Arkay’s strengths, challenges, and growth opportunities. The planning
process included listening to staff at all levels of the organization and to consumers receiving
services, ensuring the final plan is practical, responsive, and aligned with day-to-day
realities. This approach ensures the plan is not only aspirational but also grounded in

operational needs and service delivery goals.
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4. Strategic Priorities

4.1 Priority One: Modern, Evidence-Based Programming

Goal: Transform Arkay’s services into fully evidence-based, person-centered, outcomes-

driven programs that reflect best practices and promote independence, employment, and

community inclusion.

Objectives:

4.

Conduct a structured review comparing current programs with evidence-based
models across vocational, community inclusion, and life skills services.

Develop and implement updated program models, curricula, staffing patterns, and
documentation systems alighed with best practices and funding requirements.
Define measurable outcomes related to employment, community participation, skill
acquisition, and satisfaction.

Create dashboards and reporting tools to track progress and communicate results.

Measures of Success:

1.

2
3.
4

Improved consumer outcomes.
Better program consistency and quality.
Improved alignment with accreditation and funding requirements.

Clear demonstration of impact through reporting and data.

4.2 Strategic Priority Two: Growth, Facilities, and Service Expansion

Goal: Create a physical and organizational structure that supports growth and state-of-the-

art services.
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Objectives:

1. Pursue the acquisition of a new 60,000-75,000-square-foot building in the $500,000-
$650,000 range to serve as a flagship program hub.

2. Design the new site to support flexible, modern programming, including vocational
training labs, community integration spaces, technology-enabled classrooms, ADL
classrooms, meeting rooms and a base from which community integrated activities
are launched.

3. Develop a phased growth plan for the facility, including projected service expansion,

staffing needs, and revenue assumptions.
Measures of Success:

1. Increased service capacity.

2. Afacility designed for growth and for modern programming.
3. Expanded consumer access to services.
4

. Stronger long-term organizational sustainability.
4.3 Strategic Priority Three: High-Performing, Accountable Leadership

Goal: Build a leadership structure that drives operational excellence, growth, and quality
outcomes, and strengthens organizational leadership capacity by leveraging the expertise of
the newly appointed Vice Presidents of Operations, Vocational Services, and Quality and
Compliance to drive accountability, enhance service quality, and implement data-informed
practices that support operational excellence and sustainable growth through clear

performance expectations, routine data review, and follow-up on corrective actions.
Objectives:

1. Hire an experienced fund development executive to help Arkay expand its donor base

and guide the board in achieving fundraising goals.
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2. Implement a monthly leadership dashboard to track operations, quality, compliance,
and service outcomes within 90 days of the new database (discussed in section 4.5)
going live.

3. Conduct monthly cross-functional leadership meetings to review performance
trends, risks, and action items.

4. Achieve timely resolution of identified operational or compliance issues in

accordance with established corrective-action timelines.
Measures of Success:

1. Stronger operational oversight.

2. Clear accountability across leadership roles.

3. Better performance tracking and follow-through.
4

Improved alignment among leadership, strategy, and daily operations.
4.4 Strategic Priority Four: Culture, Trust, and Staff Investment

Goal: Foster a culture of trust, respect, and engagement that honors Arkay’s long-tenured

staff and attracts new talent.
Objectives:

1. BylJune 1, 2026, align staff wages with industry standards.

2. Develop an internal engagement plan that includes listening sessions, recognition
programs, and transparent communication regarding changes and expectations.

3. Strengthen morale and retention through visible investments in staff support and in

compensation.
Measures of Success:

1. Improved staff morale and retention.
2. Greater trust between staff and leadership.

3. More consistent compensation practices.
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4. Stronger workforce stability and engagement.
4.5 Strategic Priority Five: Technology, Data, and Operational Efficiency

Goal: Modernize technology and data systems to enhance service quality, compliance, and

decision-making.
Objectives:

1. Purchasing a PCE database system for Arkay will advance organizational efficiency,
accountability, and long-term scalability by fully leveraging a behavioral health EMR
to standardize documentation, reduce administrative burden, improve billing
accuracy and reimbursement timeliness, strengthen compliance and audit
readiness, and support more effective communication and care coordination across
programs and departments. This will enable Arkay to optimize workflows, freeing staff
to spend less time on manual documentation and follow-up tasks. More claims will
be submitted accurately and on time, and leaders will have more reliable data to
monitor performance, manage operations, and support informed decision-making.
This is inherently strategic. A well-implemented EMR is not just a clinical
recordkeeping tool; it is a core business infrastructure asset that increases capacity,
supports sustainable growth, and helps ensure that staff time and organizational
resources are used more effectively to deliver high-quality care.

2. Continue purchasing 30-40 laptop computers for job coaches to support mobile
documentation, communication, and field data entry.

3. Plan a second phase to acquire 50-100 desktop systems for consumers focused on
digital literacy, web skills, and employment readiness. This may be supported by a
fund-raising campaign.

4. Improve data collection, recordkeeping, and reporting to support compliance and

quality improvement efforts.
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Measures of Success:

1.

2
3.
4

Better documentation and reporting.
More efficient staff workflows.
Stronger compliance and audit readiness.

Expanded digital access and learning opportunities for consumers.

4.6 Strategic Priority Six: Transportation and Consumer Commitment

Goal: Demonstrate visible commitment to consumers' needs, access, and goals through

reliable transportation and infrastructure.

Objectives:

1.

3.

Continue purchasing at least two vans annually over the next three years (we have so
far purchased five used vans in excellent condition) to keep the fleet up to date and
to support attendance, community-based employment, and inclusion activities
across programs.

Develop a transportation strategy that includes routing, scheduling, maintenance,
and replacement planning.

Ensure transportation supports growth at the new facility and at other program sites.

Measures of Success:

P LD

Improved access to services.
More reliable transportation for consumers.
Reduced barriers to employment and participation.

Better operational planning for future growth.
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5. Implementation Framework

This strategic plan should be implemented in phases to ensure accountability, financial
responsibility, and manageable change. Immediate priorities include leadership
restructuring, staff investment, and planning for technology and facility acquisition. Mid-
term priorities should focus on program redesign and system modernization. Long-term
priorities should focus on service expansion, continuous improvement, and measurable

outcomes.

Each strategic priority should have an assigned lead, a timeline, budget assumptions, and
key performance indicators. The CEO and the Board should receive regular progress reports

to enable adjustments as needed and keep the organization aligned with its goals.
6. Conclusion

This strategic investment and modernization plan positions Arkay Inc. to honor its history
while boldly preparing for the future. It aligns facilities, leadership, staff culture, technology,
and transportation with the needs and aspirations of the people it serves. By committing to
evidence-based programming, a high-performing leadership team, meaningful staff
investment, and modern tools and infrastructure, Arkay strengthens its role as a trusted,
mission-driven provider and advocate for inclusion, employment, and quality of life.
Together, these initiatives provide a clear, actionable roadmap for addressing today’s

challenges and ensure Arkay is ready to grow, innovate, and lead in the years ahead.
7. Board Action and Approval

The Board of Directors is asked to review this strategic plan, discuss priorities and the
implementation sequence, and provide guidance on next steps for budgeting, facility
planning, and operational execution. Board approval will enable Arkay leadership to proceed
with detailed planning, explore financing options, staffing adjustments, and set

implementation timelines.
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