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We’re proud to share
the YMCA Heart of
England Strategic
Plan for 2025-2030.

This plan sets a clear direction for
the next five years, focused on
growing stronger, reaching further
and delivering greater impact for
the people and communities we
serve.

This strategy was developed
following a series of workshops and
discussions that involved staff,
trustees, service users, communities,
volunteers and partners.

It reflects our shared commitment
to high-quality services, genuine
customer care and creating better
opportunities for all those we serve.

Our plan is more than words in a
booklet; it is what we have
committed to doing to the best of
our ability, and we acknowledge
God’s guidance in all that we do.

We recognise the difficult context
we're working in; rising living costs,
limited housing supply, pressure on
services and deepening social
challenges. But we also see
opportunity through innovation,
collaboration and faith-led purpose
to respond with impact and lead
positive change.

Our strategy is a commitment to
action. It sets out how we’ll respond
to today’s challenges while building
a future where everyone has a fair
chance to belong, contribute, and
thrive.

Dawn Ward
Chair of Trustees

Pauline Tomlinson
CEO




Our History

Understanding our future starts with recognising our past and
acknowledging our local, national and global connections.

We're proud to be part of the YMCA movement, one of the largest
and most enduring Christian charities in the world, shaped by faith
and guided by Christian values while remaining inclusive and
welcoming to people of all faiths and none.

In April 2020, YMCA Heart of England was formed through the merger
of YMCA Birmingham and YMCA Coventry & Warwickshire. This
brought together two strong organisations, expanding our reach and
impact across Birmingham, Coventry and Warwickshire.

The YMCA movement began over 180 years ago. While much has
changed, the core mission of supporting people to belong, contribute
and thrive remains. Today, YMCA operates in over 120 countries,
reaching around 59 million people every year.

YMCA Heart of England is proud to play its part in this global
movement, rooted in local communities and driven by shared values.
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1
George Williams, born on a farm George Williams, a young apprentice City of Birmingham begins its work, First YMCA for African Americans was 1
9 9 young app y g 9 I
near Dulverton, Somerset. draper living above a shop in London, initially in Deritend. founded in Washington, D.C., by Anthony
formed the first Young Men’s Christian Bowen, a freed slave. 1
Association (YMCA) in St Paul's :
churchyard in the heart of London (6 I
June). |
|
|
|
/
/4
|
: Queen Victoria knighted Sir George A Canadian physical education instructor Coventry YMCA opens in the city.
I Williams and he was given the Freedom invented basketball in 1891, at
1 of the City of London for his YMCA work Springfield College, a YMCA training
: marking its 50th anniversary. school.
|
|
|
|

1905 f=============("1914 -------------------------- 1945 J======>

Sir George died in 1905 and was laid to During World War I, the YMCA extended YMCA launched two initiatives to help YMCA continued its war work and mobile
rest in the crypt at St Paul's Cathedral. its work across the Channel to support tackle rising unemployment: British Boys canteens were introduced to bring
the troops. YMCA huts provided soldiers for British Farms, which placed refreshments to the troops.
with food, drink and free writing paper unemployed young men as agricultural
and envelopes. workers on farms; and an Employment

Department, which found jobs for 38,000
ex-servicemen.

% Historical context pertaining to YMCA Heart of England directly.
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Birmingham YMCA commences work on A new YMCA centre is opened in British YMCA Assembly, held in A new YMCA centre is opened in Aston in
a new centre on Reservoir Rd, Erdington. Northfield on land purchased from Birmingham, accepted Basis of Union. partnership with Midland Area Housing
Bournville Village Trust. Sixth World Council, held in Kampala, Association. It is named Will Steel House,
produced the Kampala Principles. after the Association’s Chief Executive.
/4
|
1 New headquarters for YMCA Coventry & National Assembly of YMCAs agrees Coventry YMCA becomes YMCA Coventry
: Warwickshire are opened at Daimler Vision for Movement in England to be: & Warwickshire with the opening of YMCA
1 Green in Coventry. “The YMCA'’s vision is of an inclusive accommodation at Lucas House in Rugby.
i Christian Movement, transforming
: communities so that all young people
1 truly belong, contribute and thrive”.
|
|

The YMCA centre in Erdington is replaced HRH the Princess Royal formally opens YMCA celebrates its 175th anniversary. YMCA Heart of England is formed
with the first phase of The Orchard. A the final stage of The Orchard through a merger of YMCA Birmingham
second phase opens a year later. development, The Chris Bryant Centre. and YMCA Coventry & Warwickshire.

% Historical context pertaining to YMCA Heart of England directly.
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The Journey

whilst we have formulated
some key strategic objectives,
we also want to ensure that we
are flexible enough to respond
to external factors that may
impact the objectives we have
set, so we have assumed a
degree of flexibility, should we
need to change any key
aspects.

Trustees, staff, volunteers,
residents, service users, and
external stakeholders.

YMCA Heart of England’s
Strategic Plan has been « ﬁ
developed by the Board of
It is also important to note that

In total, we held 12
consultations and
workshops to support the

formalising of our strategic

objectives. O :
O

O

We wanted to ensure that those
involved in the delivery of the
strategy and those impacted by
the services we deliver had an
opportunity to shape the content

of this plan.

O
-
Q

O







Mission, Vision, Values & Behaviours

Vision Statement

YMCA Heart of England’s vision is to be a credible, sustainable Christian charity with a
strong public profile and clear impact. Through our programmes, services and spaces, we
aim to prevent exclusion and help young people belong, contribute and thrive in society.

While youth remains at our core, we will continue to serve all those in need. This vision
defines what YMCA Heart of England wishes to become over the lifetime of this strategic
plan. It is aspirational but rooted in the reality of where we are now and the possibilities
we see before us. Whether we are moving towards or away from this vision, it provides
the compass point against which we measure our direction of travel.

Mission Statement

Our mission is to inspire young people to discover their potential so they can live life in all its fullness. It
defines what YMCA Heart of England does and the purpose that it serves and will guide our decision-
making and direction over the next five years. What we do might change over the lifetime of the plan,
but why we do it will remain an anchor.

Values & Behaviours

The way we act at YMCA Heart of England is characterised by five strong and distinctive values:

Believe
Excellence
Integrity
Compassion
Inspire

Our values underpin everything we do. They reflect the beliefs that drive our actions and shape how we
behave. What we do - and how we do it - will show what we truly stand for. We’ve set out these values
clearly and are committed to living by them. We welcome being held accountable to them.
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The Framework and Pillars of Delivery

Our strategic plan responds to local and regional needs while aligning with the
YMCA Federation strategy. It also reflects our commitment to the global YMCA
mission.

Our framework for delivery is captured under FOUR key pillars:

Leading change that brings about a Delivering high-quality programmes

more just, inclusive and equitable that change lives, reflect our values,

future. and drive continuous learming across
our organisation.

Extending YMCA service models in Building strong awareness and

more places and to more people understanding of YMCA’s work to drive

where there is unmet need ; creating urgency on key issues and foster

local community based hubs across empathy across our communities.

our geographical coommunities.




Strategic Objectives

LEADERSHIP & INFLUENCE



Strategic Objectives »

In the next 5 years we commit to:

5) Investing in Developing Our People

« All staff will have annual personal development plans with opportunities to further access
accreditation and qualifications.

e SMART KPIs will be set for every colleague, with support for wellbeing and spiritual care.

» We’ll enhance employee benefits with a strong focus on health, well-being, and work-related support.

6) Prioritising Social Value in All We Do

» Use both qualitative and quantitative tools to capture social value.
e Invest in systems that show progress and the “distance travelled” by those we support.
« Deliver joint ventures with partners that reflect shared impact.

7) Advancing Digital Opportunities

e Reduce manual and paper-based systems, investing in digital tools that improve efficiency.
» Appoint a digital lead and engage expert support to guide progress.
» Strengthen data protection by reducing GDPR risk through smarter systems.

8) Reducing Our Organisational Footprint

« We’ll make smarter, greener choices in how we operate across all sites.
» Invest in eco-friendly technologies, supplies and maintenance solutions.
» Track and report our carbon footprint and expand recycling efforts across all regions.



Strategic Objectives »

In the next 5 years we commit to:
9) Expanding Access to Affordable Homes

We will respond to local housing needs by growing our housing portfolio.
» Deliver 75 additional affordable homes each year, reaching 375 by 2030.
» Develop a strong pipeline of opportunities with partners to secure high-quality, regulatory-compliant
housing.

10) Increasing Childcare and Out-of-School Provision

Expand to four nurseries by 2030 with expert-led growth planning.
» Build financially sustainable nursery provision that generates surplus for reinvestment.
e Launch affordable pre- and post-school programmes through our community and youth services, with a
clear focus on income generation and impact.

11) Widen the Provision of Youth Programmes That We Offer

We'll design programmes that meet local needs and link effectively across our services.

e Launch trusted youth services in Birmingham and Coventry with key partners to extend our reach and
raise awareness of YMCA Heart of England’s impact.

» Increase youth engagement by defining target groups and shaping programmes around their needs
and priorities.

e Ensure all programmes are inclusive and accessible, reflecting our commitment to supporting the
whole person: mind, body, and spirit.

e Train youth ambassadors to represent young voices across programmes and at events locally,
nationally, and internationally.

12) Strengthening Community Impact

We'’ll create consistent, high-impact local programmes shaped by real need.
o Deliver tailored community initiatives across all locations and the region we serve, using
a replicable but flexible model.
» Make services accessible to all, linking with internal pathways into employment,
training, volunteering and enterprise.
e Structure delivery to maximise regional reach through community hubs and targeted
local models.



- Strategic Objectives -

In the next 5 years we commit to:

13) Improve Visibility and Understanding of YMCA

» Strengthen our social media presence with clear messaging on who we are and what we deliver.
e Run four high-impact events annually to boost awareness.

e Collaborate with YMCA Federation to amplify our work and influence decision-makers.

» Share and adopt best practices with YMCAs regionally, nationally, and internationally.

14) Build Recognition and Trust

» Advance our communications strategy for staff, volunteers, and external stakeholders.
o Share results transparently and invite ongoing feedback from all stakeholders.

» Use feedback to improve services and communicate the changes made.

» Create platforms to elevate the residents’ voice so they can shape decision-making.

15) Grow Partnerships and Funding Opportunities

e Proactively seek partnerships that strengthen our services.
» Align with partners who share our values and commitment to social value.
e Launch campaigns and events aimed at increasing donations by 5% annually.

16) Maximise Income Generation to Increase our Capacity and Flexibility for Growth

» Maintain a clear financial plan to manage risk and protect our future.

e Develop a 5-year value-for-money strategy with measurable commitments.
aa « Diversify income through rentals, trust funding, bids, and grants.

& e Secure core contracts and maintain a pipeline of timely funding applications.
E
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Our People and Our Culture

At YMCA Heart of England, our people are central to delivering this strategic plan. The
culture we create defines who we are as an organisation and shapes the environment we
work in.

The culture we set will determine the kind of organisation and environment we want our
people to work within. We want every person to feel valued, supported, and motivated.
That means having the right people in the right roles, building skills, and creating space
for people to grow and thrive. Our People and Culture Strategy outlines how we’ll do this.
It defines how we work, how we lead, and how we support each other, day to day and
over the long term.

This strategy reflects our organisational values and sets out clear expectations for the
kind of culture we want to live by. It commits us to being a high-performing, supportive
employer that prioritises personal and professional growth. We aim to be seen as an
employer of choice, attracting and developing talented staff and volunteers who want to
make a difference.

We recognise that external pressures, whether personal, political or economic, can
impact how people work and feel. To support this, we offer confidential counselling and
internal chaplaincy support to all staff and volunteers. Alongside this, we provide tools
and resources that help people take care of their own well-being, both at work and in
their personal lives.

Our strategy is responsive to the wider environment we operate in. It reflects the
investment we make in our people - financially, practically and culturally. And it holds us
accountable to live our values through the way we treat each other and the decisions we
make every day.




Conclusions 5

WHAT YOU TOLD US:

Some of the key things you told us that need to change and the struggles you are facing:

Housing and Supply Homelessness

“If young people and vulnerable
adults had access to affordable
housing, there would be lower
levels of poor mental health and
unemployment and less strain on
the welfare system”.

Youth Services Criminal Exploitation

“As a member of the housing
team in the YMCA I see how
awful the housing crisis is in
my area and how difficult it is
to move people on”.

“Youth services has seen
so many cuts and
changes. We are at a
point now where we are
relying on donations just
to survive”.

“Fast money lifestyle is
glamorous. Perpetrators are
targeting the most vulnerable
members of society.

The victims often end up
being the ones criminalised”.

Our Strategic Plan Objectives seek to address these points and so much more.
We hear you, we see you, and we will deliver to push change for positive outcomes...
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Increasing our access to childcare and pre- and post-school

Empowering and investing in our people opportunities & widening the provision ofyouth programmes

to deliver the strategic plon that we offer across our locations and ensuring we provide

: programmes that reflect body, mind and spirit - a holistic

approach.
Creatlmgt; bftter péati]e? fo;our young Improving and evidencing our community
peop‘e ob lvean r|ve. impact in the areas we serve & improving
crea.tlng I connectlor?s. RHCEDCLL the visibility and understanding of our YMCA
services and the communities that we e,

serve.
Ld
How will we know we

Prioritising social value in all that we do. hqve aCh ! eved ‘glh,at we i%‘ tﬁjrs:iinngvtc':ci]:c\;iqssjyr:/ceo\?vr:lilt?: g:\g
Set OUt to O: \Z we will do our best to fulfil it.

For each of our strategic priorities, SMART measures of

success will be created. These will form part of delivery at an
operational level, and we will measure these quarterly and
annually, presenting what we have achieved to the Board,
Advancing digital opportunities to Management tearTs,fStaffI;qnd Stakeholde{;s. We will be Collaborate to incr.ease oppo.rtunities
become more effective and efficient. accountable for what we say we will do. for funding, donations and
partnerships.
C Maximise income generation to
increase our capacity and flexibility
for growth.

Reducing our organisational
footprint investing in additional
affordable homes to meet local
demand.




Conclusions

Our ethos and culture will shape how we work within our
teams and with our partners and guide how we deliver every
part of this 5-year plan.

Young people, residents, volunteers, stakeholders, and the
communities we serve will stay at the heart of what we do.
We’ll involve them in shaping our direction by regularly
reviewing progress with their input.

We will meet all regulatory requirements and maintain safe,
supportive environments where young people, children, and
communities can thrive.

We’'ll track progress through both measurable outcomes and
real-life stories to show the full impact of our work.

Our commitment is simple: to be the best at what we do for
our staff, volunteers, the people we support, and everyone
connected to YMCA Heart of England.

If you have any further questions or comments on our strategic plan,
please get in touch with us at info@ymcaheartofengland.org.uk
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