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THE CALL TO ACTION 
Deteriorating housing stock, crime, and historically negative outcomes for families 
living in concentrated poverty: residents of the Greenmount community need PHG 
now more than ever. Yet, mounting operations debt and a sluggish development 
process threaten PHG’s livelihood and ability to serve families in need.  

By restructuring the organization to scale up housing production and developing an 
enterprising, systems-based work culture, we can position PHG to not only build 
high quality housing at faster production speeds, but also to survive financially for 
the long-term in order to ultimately help even more low-income families thrive. 

 

 

 

 

 

 

 

 

 

 

 

 

WHAT’S NOT WORKING: THREE INCONGRUENCES  
Fundamentally, PHG’s adaptive challenges are financially 
insolvency and producing houses too slowly to generate 
income from housing sales. Opportunity costs are accruing 
daily from a narrow set of organizational deficits, which can 
be broken down by incongruences.  

(1) TALENT NOT PERFORMING 
The Board: While PHG’s Board of Directors is filled with caring 
and intelligent officers who have a vested interest in the 
Greenmount area, their skills are not adapted to their roles. 

The Staff: PHG’s talented employees are dedicated to the 
mission, but several lack skills that would enable PHG to have 
stronger fundraising efforts and increase housing production. 

(2) WORK NEGLECTED IN FAMILY-LIKE ATMOSPHERE 
One of the best things about working for PHG is the warm 
friendly atmosphere. However, for the Board and the 
Executive Director (ED) in particular, this organizational 
culture prohibits them from performing their duties. A true 

visionary with an unparalleled mastery of the affordable 
housing financing and development landscape, our tireless 
ED tends to compensate for the skills and capacities the staff 
and board lack. Doing everyone else’s jobs leaves him burnt 
out and lacking enough time or energy to his own roles. 
Moreover the Board’s complete trust in the ED diminishes 
their sense of responsibility to oversee the organization’s 
governance and implement a strong chain of command.  

(3) DIY CULTURE STIFLES STRUCTURE 
Historically PHG has been in an underdog in the housing 
development sector and has felt “under fire” from city officials, 
funders, and market conditions. The do-it-yourself approach 
functioned well while PHG was starting out, but development 
conditions have changed. This approach leaves PHG lacking 
systems of accountability, adequate governance, oversight, or 
a long-term strategic plan. Furthermore, the family-like 
culture supports the flat and informal organizational structure 
with most employees reporting to the Executive Director. 

Figure 1: Vacant properties, opportunities for 
development on historic 22nd Street 

Figure 2: Scaling up housing production to serve more low-income families Figure 3: From financial instability to long-term security 
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THE BIG PICTURE FOR THE RENEWAL PROCESS  
This renewal plan will take 18 months to execute and will 
involve three major phases. The ultimate goals of the initiative 
are to generate a positive cash flow and to scale up the 
housing development process to generate more sales and give 
more low-income families stable and affordable housing. 

MISSION-DRIVEN  
PHG’s mission is a galvanizing force for the board, staff and 
other stakeholders. As such, in order to generate buy-in from 
these individuals, the renewal process must be closely aligned 
to PHG’s mission. Coming back to the mission in times of 
stress or confusion will help focus efforts and set priorities for 
future action. Leaders of the initiative will need to adopt this 
particular way of thinking and framing the action steps.  

STEERING COMMITTEE 
A small Steering Committee will shepherd this renewal 
initiative through the three phases. Recommended members 
of this committee are: a board member with systems-thinking 
skills, the ED, the organizational audit consultant Claudia 
Wilson Randall, one of PHG’s affordable housing finance 
partners, and the Finance Operations Manager (FOM) who is 
known for her systems-thinking skills and best positioned to 
monitor progress. Since Claudia has very recently conducted 
an analysis of PHG’s organizational deficits, she is in a perfect 
position as an outsider to guide this renewal process. The 
fundamental challenges PHG is facing relate to housing 

development and associated financing. For this reason, it is 
critical that a representative from an affordable housing 
finance partner join the Steering Committee.  

Steering Committee Meetings: Meetings will be held at the 
beginning of each phase of the renewal process, and then at 
roughly two-month intervals during a phase: at the beginning 
of months 1, 2, 4, 6, 8, 10, 12, 15, and 17, & the end of month 18. 

MONITORING AND DAY-TO-DAY OVERSIGHT 
The ED and FOM will make up the Change Management 
Project Team in order to track progress of the action plan, and 
both generate and implement internal and external 
communications strategies. The staff budget is too small to 
have a separate communications specialist, so at times other 
employees may contribute in so far as their talents permit.  

MEASURING SUCCESS 
Each action item in the three phases of the renewal plan, the 
Founders’ Retreat and the communications efforts, will each 
have their own indicators of success that will be tracked 
monthly. In addition, overall success of the 18-month 
initiative will be measured by increases of both dollar 
amounts of operations funds raised (including funds for this 
initiative) and by percent of housing development project 
completion. These statistics will be tracked on a monthly 
basis, and be shared publicly with staff to increase 
accountability.  
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AMBASSADORS FOR CHANGE & THE FOUNDERS’ RETREAT 
FOUNDERS’ DILEMMA:  
PHG has 3 long-time founding staff who must be integrated 
into this renewal re-branding process. Even more so than the 
Board, these three people are the de-facto ambassadors of the 
organization, and their relationships with each other play an 
important role in organizational effectiveness and company 
culture. To the greatest extent possible, these individuals will 
need to prioritize the mission over personal connections, and 
become champions of the new story of PHG’s identity.  

STORYTELLING FOR SUCCESS 
PHG staff love to talk about PHG’s history, and they have 
excellent folklore about the founding activities. During this 
restructuring, PHG needs to develop a new story that can be 
told for years to come: what are the actions and decisions that 
will build the organization we want to work for? What kind of 
organization are we and what kinds of 
outcomes do we accomplish? For example, 
rather than the scrappy 
activists of yesterday, we are a 
group of forward-thinking 
professionals who take a long-
term view and establish 

innovative partnerships in order to adapt to volatile market 
conditions and fulfill PHG’s mission.  

CREATIVE THINKING FOR ADAPTIVE CHANGE 
The types of changes needed at PHG are not only technical 
but also cultural, which requires different kinds of leadership 
and solutions. While a strong hierarchy is a necessary 
improvement at PHG, adaptive solutions require participation 
and creative engagement from all actors.  During the renewal 
process PHG must reward stakeholders for their innovative 
suggestions and plans for improvement. 

FOUNDERS’ RETREAT:  
To achieve this, a full day Founders’ Retreat will be held during 
which the 3 founders will work both together and 
independently to fashion collective and individual stories 
about PHG’s renewal to become a forward-thinking and 
professional organization. Activities will also teach the 
founders how to reward and otherwise encourage innovative 
and creative thinking among stakeholders. Partially facilitated 
by a communications and organizational management 
expert, this retreat will be the starting block and foundation 
for the entire renewal process.  

 

ACTION STEPS FOR PHASE (1) 
Though all four steps in Phase 1 may be completed 
simultaneously, hiring a bookkeeper is the top priority. This 
will free staff time to look for funding, which is the most 
important measure of success for this initiative.  

1.A) HIRE A BOOKKEEPER  
First, now that the financial systems are in place, a lower 
skilled worker can do so day-to-day maintenance of the 
books. After the FOM hires and trains the new bookkeeper, 
she will be able to concentrate on monitoring this renewal 
process and also contribute to PHG’s fundraising efforts. 

1.B) REORGANIZE HOUSING DEVELOPMENT STAFF 
In an aim to increase the capacity of the housing development 
team to operate as an independent unit, and also effectively 
reduce the ED’s involvement in low-level housing 
development tasks, a simple reorganization of staff is 
necessary. Without making any dramatic changes to roles or 
responsibilities, add a simple hierarchy to the existing housing 
development staff to create a level of management between 
the project management staff and the Executive Director.  

The senior Housing Development Project Manager, Rochell 
Brown, will take on this new 
oversight role. As he is already the 
lead project manager, most of his 
responsibilities will remain the 
same. He will need to allocate 20% 
of his time to coaching the staff 
below him. Once the transition has 
been announced, the ED will need 
to retrain himself to keep a distance 
from the day-to-day housing 
project issues and trust Rochell to 
manage the department. The ED 
will announce the change to the 
whole staff and be available to 
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support Rochell in developing any staff management 
mechanisms. 

The measurement of the effectiveness as a department will 
reside in the project completion percentage, with a goal to –
on average – complete between 5 and 10% of a project per 
month. 

In addition, the Housing Development Resources Manager 
will move to this new department to provide capacity and 
support to this team. Her current role is weakly associated 
with finance management, and more closely aligned with the 
housing team.   

1.C) COACHING AND PROFESSIONAL DEVELOPMENT  
In lieu of exiting staff who lack certain skills, the preferable 
cost-saving option is to offer professional development 
training and coaching as a way to maximize staff outputs. 
Each of the four staff will coordinate their own training or 
coaching with their supervisor’s approval.  

Housing Development Project Manager – 
Manisha Gadia needs training on the topic of 
construction oversight and housing developing 
finance mechanisms. In this manner she will 
eventually be able to contribute to housing 
project completion statistics. Manisha has 
many skills to offer PHG. With some additional 
training, she can become an invaluable asset to 
the housing production team. Once the 
training is finished, her performance can be 
measured against the global project 
completion percentage. 

Finance Operations Manager – After hiring 
and training a bookkeeper, Tammy Mayer will 
need training in fundraising so she can support 
the ED’s efforts and contribute to the 
fundraising statistic. Tammy’s capacities to 
learn new skills and create new systems suggest that investing 
in her professional development will gain a significant return 
on investment. Once the training is complete, her 
performance can be measured against the global funds 
dollars raised.  

Construction Manager – Sam Tsembides doesn’t often share 
his work processes with others and is seen by some to be 
inefficient within the new model of development using 
subcontractors instead of volunteers. It is recommended that 
a professional coach work with Sam for a period of four 

months to help him increase productivity and identify areas 
for improvement. Because of his longevity with the 
organization, his status as a founder, and his complicated 
home life, Sam has benefited from lower expectations and 
almost no accountability from the ED or the Board. The 
recommendation is to continue to respect that status while 
simultaneously shifting the culture and creating systems of 
accountability, which should create space for a proper 
employee evaluation toward the end of the 18-month renewal 
process.  

Executive Director – Michael Mazepink is extremely 
dedicated to PHG’s mission, and this sometimes means he 
takes on other people’s work in order to get the job done. His 
deep empathy for the other founders and his staff in general 
obstruct his ability to hold his employees accountable. 
Further, Michael continues to perpetuate the idea of him and 
the staff as activists who are “under attack” and who have no 

control over their environment. This very 
disheveled, do-it-yourself spirit creates a work 
environment that lacks structure and lacks a 
methodical and professional long-term plan. 
Furthermore, Michael has preferred to create a 
flat hierarchy, which means he is involved in 
nearly every aspect of the organization, and 
unavailable to focus on fundraising and 
strategic planning. The recommendations is to 
provide Michael for a period of four months 
with a life and career coach who can help 
Michael shift his attitudes and behaviors 
towards a more distanced approach and a long-
term vision. After the first two months of the 
renewal initiative Michael should allocate a 
minimum of one day per week on fundraising, 
and his performance can be measured against 
the global funds dollars raised. After the first 

five months, he should allocate one day per week for board 
development activities.  

 1.D) BOARD TRAINING 
PHG is a member of Maryland Nonprofits, which offers free 
and discounted training to the boards of member 
organizations. The PHG Board needs to invest in 
understanding their role and in developing skills related to 
governance, fundraising and human resources management. 
The ED will be responsible for monitoring that the current 
Board pursues this training. 

ACTION STEPS FOR PHASE (2) 
Each of the four steps in Phase 2 may be completed 
simultaneously.  

2.A) SEARCH FOR AND ENGAGE NEW BOARD 
MEMBERS 
The five-member board that PHG currently has lacks skills 
that could effectively help PHG survive financially or increase 

housing production. Once the current board is trained, they 
will need to lead a process to recruit professionals from the 
funding community, the housing finance sector, and the 
corporate sector to join the Board. As it is a best practice, the 
board should reflect the diversity of the local community, 
however in an asset-poor community, the only way for the 

Figure 4: Newly renovated homes for 
low-income families on historic 22nd 

Street 
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board to truly help PHG scale up for success is to recruit new 
members from outside the neighborhood who have very 
precise skills. 

2.B) DEVELOP TOOL TO EXPLAIN PHG’S COMPLEX 
HOUSING DEVELOPMENT FINANCE MODEL 
One of the main complaints that the ED often shares about his 
work is how nobody seems to understand how complicated 
the financing model is for PHG’s housing development 
projects and homeownership sales. In an effort to develop 
institutional understanding of this complexity, and to share 
the complexity with funders and the donor community, it is 
recommended that Manisha generate an explanatory 
document based on interviews with Michael, other staff and 
experts in housing development finance.  

2. C) DEVELOP HOUSING DEVELOPMENT REPORTING 
SYSTEMS 
While the FOM has a detailed and versatile system for 
tracking housing development funds, there is no such 
program for tracking project completion. The newly 
reorganized team must collectively work to develop a tracking 
tool for project completion.  

2.D) CREATE EMPLOYEE EVALUATION PROCESS 
Researching best practices and using the tools from Maryland 
Nonprofits, the FOM and ED will collaborate to draft an 
employee evaluation process that will be approved by the 
board and implemented in Phase (3). Employees will 
participate in re-drafting their own job descriptions and 
success indicators.  

ACTION STEPS FOR PHASE (3)
After 11 months of this renewal process, Phase (3) will begin.  

3.A) IMPLEMENT NEW SYSTEMS AND TOOLS 
First, the employee evaluation process will be rolled out. 
Second, the housing reporting tool will be put into use. Third, 
Manisha’s housing development finance document will be the 
basis of a training module that will be created by Manisha, 
Michael and Tammy and implemented with the new board 
members during Phase (3). In addition, Manisha will create a 
simplified messaging tool that will be used by the FOM and 
ED to educate donors on the complexity of PHG’s 
development model.   

 

3.B) CONDUCT A BOARD-DRIVEN STRATEGIC 
PLANNING EFFORT 
Following the work already accomplished by Manisha in years 
past, the Board and staff will take the first steps to write a 
strategic plan that may be adopted and implement  in further 
iterations of this renewal process.  

3.C) SHIFT HOUSING DIRECTOR TO FULL-TIME 
POSITION 
The goal is that the renewed fundraising efforts will have 
generated a source of income to hire Rochell Brown on as a 
full-time staff (in lieu of his part-time contracting position). As 
the process rolls out, the Change Management Team will be 
constantly re-evaluating and will determine if funding is in 
place for this to take place.  

ADDRESSING POTENTIAL OBSTACLES 
LIMITED RESOURCES 
As is generally the case in the nonprofit sector, the change 
management process will need to occur with limited funds. \  

Funding Sources: Given that BNC funded a recent 
organizational analysis of PHG, they are likely to provide a 
modest one-time grant to support the implementation of this 
change management process. At least 4 other funders will be 
approached informally, with the intention of finding $5000 to 
cover initial costs for Phases 1 and 2 of this renewal plan. 

Funding for Talent Exits and Search: As talent acquisition is 
generally more costly than retaining and retraining 
sufficiently qualified staff, recommendations here do not 
include any staff exits at this time.   

OUTSIDERS “JUST DON’T UNDERSTAND” 
As PHG engages people from outside the local community in 
Board development and even joining the Board, these these 

“outsiders” will need to be trained. Resistance to these 
outsiders needs to be curtailed as much as possible.   

RESISTANCE 
This renewal process asks a lot of the staff and board of PHG. 
Significant disruptions are necessary that may cause fear or 
feelings of unease for the PHG Board and especially the staff. 
Founders may feel their jobs are at risk and push back against 
the efforts. Board members may not fully understand the 
work they are mandated to do. This process must be one that 
both incorporates employee concerns and mobilizes staff to 
become champions of the change efforts.  

We must acknowledge the sacrifices we are asking individuals 
to make and renewal leaders must take responsibility for any 
loses or hardships staff and the Board encounter during this 
process.  


