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To Board of Directors: 
Cindie L. McPhie, Chairperson  Donald R. Anderson, Vice Chairperson  
Thomas Kroll, Secretary    Kevin R. Boyer, Past Chairperson   
Matthew Duthie    Larry Gautsche      
Debra Hogan     Thomas Nickel     
Jason L. Pippenger     Jenny Schrock     
Sheila Sieradzki, Treasurer  Brian J. Smith    
    

Subject:   2017 Strategic Plan Board Status 
 
From:  Donna L. Belusar, Ph.D. 

   President / CEO 
 
 
Background 
 
In 2010, ADEC laid the foundation for a strategic plan by creating extensive focus 
groups, facilitating numerous interviews; soliciting opinions and input from persons 
served, their families, staff, board members and other stakeholders; and collimating 
with the identification of four Strategic Goals.   
 
In March 2013, the final version was reviewed and approved by ADEC’s Board of 
Directors for the 2013-2018 Strategic Plan time horizon.  

 
2013-2018 ADEC Strategic Plan 

Board Approved 3-28-2013 
 
Mission Statement 
“ADEC proudly advocates for and serves people with developmental and cognitive disabilities 
so they live lives full of choice and possibility.” 



2013 – 2018 Strategic Plan - Approved March 2013 
Board Status March 2017                   

2 | P a g e    
"ADEC proudly advocates for and serves people with developmental and intellectual disabilities so they live lives full of choice and possibility." 

  

 
Core Values 

A Life of their Own: ADEC clients deserve a chance to . . .  
• Make their own choices 
• Pursue their passions 
• Learn new skills 
• Develop healthy personal relationships 
• Make a positive contribution  

 

Dignity: ADEC clients are entitled to . . .   
• Respect and professionalism as their daily needs are met.   
• Protection from exploitation and abuse 
 
 

Employment: ADEC clients deserve the opportunity to… 
• Find dignity and meaning in work 
• Make productive contributions to the community through work 
• Contribute to the well being of our society by being tax-paying citizens 
 

Community: As an active part of the community, ADEC  . . . 
• connects clients with local opportunities when possible. 
• is a catalyst for new client opportunities if they don’t exist. 

 
 
Extensive focus groups and interviews were conducted during 2010 to solicit opin-
ions and input from persons served, their families, staff, board members and other 
stakeholders.  As a result four areas of concern were identified to be the focus of 
the agency’s 2013-2018 Strategic Plan.  Four prioritized goals are established and 
serve as the focal point for board and staff activity to move ADEC forward over 
the next five years.  These goals are supported by measurable objectives from 
throughout various parts of the organization. 
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1. FINANCIAL STRENGTH 
2. CULTURE OF INNOVATION AND FLEXIBILITY    
3. ROBUST COMMUNICATIONS STRATEGY 
4. CLIENT/COMMUNITY INTEGRATION 

 

1.   FINANCIAL STRENGTH  
GOAL STATEMENT 
With an emphasis on market positioning analysis, ADEC will use its inherited fi-
nancial strength to capitalize on entrepreneurial and revenue-generating opportuni-
ties while ensuring that we possess the assets, resources and adaptability to meet the 
unknown challenges and opportunities of the near and long-term future. 
 
ADEC will capitalize on the understanding of its financial strength which involves 
continual measurement of key financial ratios and performance indicators and then 
comparing the various measurements with internal trends and external benchmarks. 

2.  CULTURE OF INNOVATION AND FLEXIBLITY   
GOAL STATEMENT 
ADEC will provide the highest quality of services to its clients and families by build-
ing the capacity of its staff and board members to recognize, develop and respond to 
opportunities which result in positive change in services, a strengthened financial 
position and enhance standing for the organization in the community.  
 
3. ROBUST COMMUNICATIONS STRATEGY 
GOAL STATEMENT: 
ADEC will utilize technology and its decentralized locations to invite regular com-
munication with families, constituents, and the community so that 1.)  information 
is available in many formats, places and times and  2.) existing relationships are 
reinvigorated and new ones developed resulting in better input and greater support 
for the agency’s mission. 
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4.  CLIENT/COMMUNITY INTEGRATION 
ADEC clients will be viewed as valuable contributors to the community, particularly 
in volunteerism, the arts and work force.  For this to be possible, the community will 
require consistent venues to be exposed to, educated about and able to engage the 
client assets.  The intent is to be a provider of choice for local issues. 
 

In November 2013, the newly appointed President and Chief Executive Officer, 
Donna L. Belusar, published the “CEO Vision for the Future” which incorporated 
the strategic plan as a framework for progress as well as linking ADEC’s Mission, 
Core Values, Code of Conduct with specific Initiatives that will transform ADEC 
for a sustainable long-term future:  Operations, Housing, Employment, Human 
Capital and Technology Innovation. 

 
To strengthen ADEC's long-
term viability and ensure the 
ability for ADEC to provide 
the highest quality services 
to the families and clients 
served and the extended 
communities ADEC partici-
pates in, there is a need to 
continually review, address, 
and update the key strategic 
initiatives that give structure 
to specific actions and objec-
tives, as laid out in the origi-

nal strategic plan document.   ADEC’s focus continues to be on our mission to 
“proudly advocate for and serve people with developmental and intellectual dis-
abilities so they live lives full of choice and possibility." 
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Annually 
 
The strategic plan sets forth an organizational roadmap for ADEC’s future consid-
erations as we develop the services we offer, environmental and operational factors, 
technology advancement, the development of our employees, community inclusion, 
and overall breadth and depth of program offerings.   Prudent business practice de-
mands that the plan be dynamic and be used as a tool for making decisions and guid-
ing our directions.   
 
Therefore, annually, at a minimum, it is reviewed extensively by the Management 
Team and modified as appropriate.   In addition, annually mid-way through the fiscal 
year, a review and summary of actions is discussed with the Board of Directors. Any 
appropriate changes and potential new actions or course of direction are captured, 
discussed and if approved reflected.  
 
Necessary resources are allocated in the agency’s annual budgeting process to 
support the accomplishment of these strategic goals and objectives.   
 
ADEC’s fiscal year operates from July 1 through June 30 the following year.  As of 
the March 2017 update, we have fiscal reporting through January 2017 for fiscal 
year 2017.  
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ADEC operates from a position of fiscal strength, operating efficiency and solid as-
set management.   This is evident in the positive agency results, $1,054,280 which 
represent total revenues less total expenses, also known as operating results.  

 
The balance sheet reports the depth of total assets, of which 80% are current, which 
denotes high liquidity and access. 
 
 
2017 Review 
 
During the month of February 2017, the 16-member program / service leadership 
team was engaged in the process of reviewing and providing feedback on the Stra-
tegic Plan.  This included an interactive working session where collaboratively each 
member worked on one of the four major areas as well as provide input to the others.  

 
Program / Service Leadership Team 

ASSETS
Program Revenue 10,048,240$       Cash 288,521$           
Local Funding 591,739$           Investments 15,826,128$       

Total Revenues 10,639,979$       Other Assets 1,585,691$        
Net Land/Building/Equipment/Vehicles 4,230,762$        

Total Expenses 9,585,699$        TOTAL  ASSETS 21,931,102$       

ADEC Agency Results 1,054,280$        LIABILITIES and NET ASSETS
Total Liabilities 1,019,134$        

Investment Return 563,934$           Total Net Assets 20,911,968$       
Total Surplus <Deficit> 1,618,214$        TOTAL LIABILITIES and NET ASSETS 21,931,102$       

INCOME STATEMENT BALANCE SHEET

2017 Fiscal Year to Date,  July 2016 - January 2017    Financial Performance
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Overview 
 
Significant progress continues to be made in very action objective and maintaining 
these as sustainable.  There is positive momentum and lasting changes across every 
program, most notably driven by improved access of technology and a stronger, 
more pronounced, connectivity with the employee base.  
 
ADEC has improved the fundamental operating strength by encouraging entrepre-
neurial and revenue-generating opportunities while prudently addressing operational 
costs and structure.   We implemented agency wide metrics, key financial and pro-
gram ratios and performance indicators, and continue to maintain a solid pulse with 
internal trends and external benchmarks, especially in the areas of compensation and 
quality indicators. 
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ADEC strives to provide the highest quality of services to 
its clients and families and demonstrates this by building 
the capacity of its staff and board members, developing and 
responding to family and client requests while building op-
portunities which result in positive change.  Most notably 
were the client appreciative inquiries that were held 
throughout fiscal year 2017 by Mr. Cary Kelsey.  These 
actions overall enhanced ADEC’s standing within the com-

munity, especially as we fully participate in Vibrant Community, Chamber(s) of 
Commerce and other major community forums and events.  
 
ADEC continues to utilize technology and its foster community inclusion with ro-
bust social media and expanded email / phone communications with families, con-
stituents, and the community.  This is show-cased through the entire web site rede-
sign as well as the Open Door Newsletter.   The Mission Advancement Team have 
reinvigorated existing relationships and developed new ones resulting in better input 
and greater support for the agency’s mission. Stronger employee programs such as 
Pay It Forward, CEO roundtables/meetings and other such direct employee interac-
tion has fostered an engaged employee team. 
 
ADEC clients are viewed as valuable contributors to the community, particularly in 
volunteerism, the arts and the work force.  ADEC’s operational and financial 
strength provides the ability to have consistent venues to be exposed to, educated 
about and able to engage the client assets.  We see this at our day services as well as 
at community events.     Our goal remains to be a provider of choice for local needs 
while providing for the families and clients we serve lives full of choice and possi-
bility throughout all of Elkhart and St. Joseph Counties. 
 
The following is the detail input from the leadership and management team depicting 
progress and actions taken. 
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1.   FINANCIAL STRENGTH  
 
 Action- Objective Responsible 

Party STATUS – March 2017 
 

1.1 Develop and implement comprehen-
sive Disaster Recovery Plan for In-
formation Technology and Financial 
Services, inclusive of critical soft-
ware applications, computer and mo-
bile devices and data servers/centers. 

Information 
Technology    

Plan implemented, tested and main-
tained. Routinely updated. 
Full cloud-based email deployed. 
Improved internet provider with greater 
band-width. 

1.2 Identify problematic errors and is-
sues with critical DSP/client soft-
ware (Solana, Caretracker) by estab-
lishing tracking and then do focused 
training and refreshing of skills to 
eliminate the issues. 

Information 
Technology  
 
Human Re-
sources   

On-going staff training – at initial new 
staff orientation as well as on-demand 
needs. 
Dedicated residential I/T staff. 
Deployed agency wide Relias training. 

1.3 Develop and report Financial/Opera-
tional metrics for services provided 
improving    visibility to waiver/con-
tract/staff utilization; billable and un-
billable hours and other key ele-
ments which will help maximize on 
the efficiency and financial strength 
of the agency. 
 

Financial Ser-
vices 

Monthly detail cost center metric reports, 
by program, provided to program leaders 
and accessibly online via L-Drive. 
 

1.4 Execute on a long-term strategic en-
terprise management system encom-
passing financial systems and tech-
nology infrastructure systems. 
 

Financial Ser-
vices 

Continue to address specific program 
area software needs. 
No singular enterprise management hu-
man services however better linkage be-
tween MITC and ADP. 

1.5 Establish monthly visits to high level 
ADEC donor and funders to 
strengthen relationships and com-
municate ADEC’s ongoing develop-
ment of services along with current 
issues and challenges.   

Mission Ad-
vancement 

Fully staffed Mission Advancement 
Team. 
Established tracking of grants/contribu-
tions and expenses for Mission Advance-
ment. 
Enhanced Raisers Edge with expanded 
features. 
 

1.6 The Corporate Guardianship Pro-
gram will annually conduct a 20 day 
time study of Guardian Advocate 
staff time isolating time spent serv-
ing three key stakeholder groups 
measuring six key activities to estab-
lish clear allocations for budgeting 
purposes.  
 

Guardianship  Accomplished – staff utilizing Solana to 
recorded daily activities noting travel 
time, time with clients, documentation, 
etc. 
Able to shift guardian workload to im-
prove coverage and contact points. 
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 Action- Objective Responsible 
Party STATUS – March 2017 

 
1.7 Work Services will increase the rev-

enue from industrial sales each year 
by 2% starting in FY 13.  This will 
be measured by monitoring the sales 
forecast reports monthly and new 
revenue will be reported on the 
monthly management activity report. 

ADEC Indus-
tries  

Effort made toward automation – batch-
ing machines and liner upgrades. 
Continue to address staff on 14C require-
ments.  
A.I. procured additional liner machine 

1.8 Maintain budgeted occupancy by 
filling vacancies promptly (within 
three months). 
 

Supervised 
Group Living  

Achieved.  
Occupancy focus a top priority with open 
‘beds’ filled within 3 months. 

1.9 Employment Services will create a 
system by that identifies and tracks 
the rate that consumers are maintain-
ing and losing employment. This 
system will aid in tracking data that 
impacts the financial stability of the 
program. 

Employment 
Services  

Implemented dashboard and progress is 
being noted. 
Successful execution of VR Grant. 
Focus on capacity building of clients. 
 

1.10 Employment Services will imple-
ment a tracking system to measure 
job retention rates and job loss. This 
system will identify percentage of 
consumers that lose their jobs each 
year, at what point they lose their job 
and the reason the job was lost. 

Employment 
Services  

Improved management team reporting. 
Implemented dashboard and will con-
tinue to improve on it. 
Achieving high utilization of staff 

1.11 Music and Recreation Therapy will 
provide 85% of services at an ADEC 
day program site or after school set-
ting. 

Family Ser-
vices 

All therapies at day program locations. 
100% positive feedback from families. 

1.12 Children’s After School Program 
will merge with the Boys and Girls 
Club and increase enrollment by 5%. 

Family Ser-
vices  

Project stopped – decision made to not 
pursue in 2016 

1.13 The Summer Camp Program will be 
funded 100% by contributions and 
waiver funds 

Family Ser-
vices  

Achieved, funding primarily by waiver 
with support of scholarships (contribu-
tions). 

1.14 As a group, Supported Living staff 
employed on January 1 of each year 
will maintain a retention level of 
90% or better. 

Supported Liv-
ing  

Program made, had recent retirements 
and voluntary resignations. 
Building staff up with progress made in 
retention of new staff. 

1.15 All Day Services sites locations will 
operate at an annual 2% profit. 

Day Services  Realigned internal cost transfer to be 
consistent with ‘green’ revenue from 
group homes. 

 
2.  CULTURE OF INNOVATION AND FLEXIBILITY   
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 Action – Objective Responsible 
Party 

STATUS – March 2017 
 

2.1 Institute rotating census of each 
service site to ensure full func-
tioning technology capabilities 
and financial processes facilitated 
by face to face touch point service 
- Minimum goal is for each site to 
visit twice a year. 

Information 
Technology   

Improved Farm - ‘on-demand’ remote 
access capability.   
Assigned dedicated I/T staff for residen-
tial and administrative I/T staff. 
Twice a year attend division meetings 
across the programs. 

2.2 Institute a bi-annual assess-
ment/questionnaire completed by 
ADEC staff to evaluate the over-
all communication, availability 
and customer services of the Fi-
nancial Services Team.  

Financial Ser-
vices 

Informal surveys. 

2.3 Schedule regular visits to success-
ful local businesses in order to al-
low key ADEC management and 
staff the opportunity to learn new 
skills and techniques. 

Community 
Employment 

Increased focus and improving connec-
tions with local businesses. 
Achieving new VR model expectations.  
Changed leadership structure. 

2.4 The Corporate Guardianship Pro-
gram will expand its volunteer 
component by recruiting and 
training up to four more guardian 
volunteer advocates to work with 
selected wards. 

Guardianship  Currently reviewing needs vs. risks of 
taking on more volunteers. 

2.5 Staff will be given the oppor-
tunity for training that will de-
velop skills and encourage pro-
gressive thinking in the area of 
service delivery. 

Supervised 
Group Living  

Converted to quarterly held division 
meetings – Elkhart and St. Joseph Coun-
ties. 
Actively utilizing more on-line training 
for staff. 

2.6 The Corporate Guardianship pro-
gram will effectively advocate 
within 5 years for 80% of wards 
served to be utilizing some level 
of technology in their daily lives.  

Guardianship  Achieved – when clients are under the 
care of ADEC in day services or other 
programs.  
 

2.7 Within 5 years at least 10 Sup-
ported Living clients will be using 
technology to make their daily 
life better. 

Supported Liv-
ing  

Use of technology has improved when 
clients are under the care of ADEC in 
day services. 
In personal homes, access is limited if 
funds are not available to buy equipment 
such as ipads.   
Add to ‘donor gift catalog’.  

2.8 DSPs and managers at all Day 
Service locations will   be pro-
vided quarterly leadership train-

Day Services  Improved / progress as managers are re-
ceiving additional training in groups or in 
one-on-ones. 
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 Action – Objective Responsible 
Party 

STATUS – March 2017 
 

ing to increase skills for client in-
teraction and potential ADEC ad-
vancement. 

Created overall Program Manager role to 
help alleviate client paperwork on man-
agers so they can focus on staff. 
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3. ROBUST COMMUNICATIONS STRATEGY 
 
 Action – Objectives Responsible 

Party 
STATUS – March 2016 
 

3.1 Deploy and maintain Agency 
wide email access and capabil-
ity for all regular employees 
enabling all of ADEC to com-
municate with fellow constitu-
ents, the community, service 
providers, funding sources and 
compliance/regulatory groups.    
Broader use of ADEC intranet 
portal to communicate agency-
wide compliance, mandatory 
and/or relevant information on 
employee benefits. 

Information 
Technology 

New overall ADEC website with improved and di-
rect access to employee portal. 
ALL employees now have email access – went be-
yond original goal. 
Weekly Open Door newsletter provides internal 
and external news. 
Dedicated I/T residential staff ensures group home 
computers are fully functional. 
More hands on during new staff orientation. 

3.2 Greater access and improve ac-
cessible and ease to employee 
information – benefits,  per-
sonal time off – through ongo-
ing improvement in communi-
cation tools for time and attend-
ance, payroll, employee bene-
fits (health and retirement). 

Financial Ser-
vices  

Enhanced MyMITC module deployed which gives 
real-time access to time and attendance. 
Employee portal on ADEC website has access to 
employee benefit information and key communi-
cations.  

3.3 Develop and implement the 
“ADEC App” for use with gen-
eral mobile devices to further 
timely and meaningful commu-
nication to families, stakehold-
ers and donors. 

Mission Ad-
vancement 

Developed and discontinued as need became obso-
lete with creation of new website. 
Website is fully functional with mobile properties. 

3.4 ADEC Industries will update 
information on the web quar-
terly.  All sales leads will be 
tracked as to referral.  This in-
formation will be used in devel-
oping a sales plan for each cus-
tomer.  This information will be 
tracked as opposed to being 
measured. 

ADEC Indus-
tries  

With overall ADEC website enhanced, the ADEC 
Industries portion was substantively updated. 
Links to i-Pack, manufacturing consortium, along 
with Thomas-Net. 
Repeat larger customers have plans in place. 
Improved visibility and reporting in monthly man-
agement team report. 

3.5 SGL will have program infor-
mation available on the inter-
net. We will ask families their 
preferred means of communi-
cating both with the person 
served and the staff. 

Residential 
Living  

Residential living information updated on website. 
Families are asked for preferred communication 
medium – usually is the phone.  

3.6 Increase communication with 
families and the community by 
posting two success stories 

Employment 
Services  

Goal is being achieved – many individual stories 
and features from Project Search to recognition 
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 Action – Objectives Responsible 
Party 

STATUS – March 2016 
 

each quarter, of successful em-
ployment on the ADEC web-
site.       

through Disability Awareness Month in St. Joseph 
county.  

3.7 Employment Services will 
make ten presentations per year 
about enrollment criteria and 
services provided to special ed-
ucation classes in Elkhart and 
St. Joseph Counties. 

Employment 
Services 

Ongoing and part of overall approach. 
Included as part of Transition Team meeting with 
High School teachers, students and parents. 
Lead of Project Search in St. Joseph County. 

3.8 Each Day Services location will 
participate in at least 15 com-
munity based activities each 
quarter. 

Day Services  Achieved and ongoing.  
Each day service site has volunteer opportunities 
including volunteering, sports, church, clubs and 
dances.  
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4.  CLIENT/COMMUNITY INTEGRATION 
 
 
 

Action – Objectives 
  

Responsible 
Party 

STATUS – March 2017 
 

4.1 Foster inclusion of entire finan-
cial services team in ADEC ac-
tivities such as Annual Holiday 
Breakfast, Ride-a-Bike, First 
Friday’s. 
 

Financial Ser-
vices  

Participates in all major ADEC events such 
as Ride-A-Bike, and holiday celebrations. 
Very active behind the scenes in making 
suggestions possible such as ‘pay it for-
ward’. 
CFO leads singing events at day service 
centers e.g. caroling. 

4.2 Develop and host ‘mini-work-
shops’ offered to ADEC em-
ployees on use of computer 
with key software applications 
(e.g. Xcel) with will further the 
development of our employee 
set and will have a tangible 
benefit to our clients and com-
munity. Potential consideration 
to extend to clients to help with 
basic skills and develop cogni-
tive skills of basic financial 
work in conjunction with Tech-
nology Development using cli-
ent facing tools. 

Financial Ser-
vices  

Finance is part of new staff orientation – 
teaching MyMITC and Solana. 
Providing ongoing support to staff and par-
ticipate on ‘help line’ after hour con-call. 
 

4.3 Greater visibility to Commu-
nity Habilitation hours pro-
vided to ADEC clients through 
improved internal reporting 
and discussion with manage-
ment team.  
 

Financial Ser-
vices 

Provide monthly enhanced financial report-
ing – metrics – on utilization by program 
area. 
 

4.4 Be seen as a leader in “Go-
Green” initiative through the 
use of electronic storage, docu-
mentation retention to signifi-
cantly eliminate paper and 
hard-copy documentation by 
maximizing use of technology 
throughout the agency. 

Financial Ser-
vices  

Full utilization of Solana and use of Care-
Tracker eliminated nearly all redundant pa-
perwork.   
Created dedicated shared L: Drive folders to 
safe reports and provide access to users. 
 

4.5 Serve as a source of logistical 
and promotional assistance to 
ADEC programs and services 
as they reach out to the com-
munity with projects such as 
Art/Product marketing and 
community service.  

Mission Ad-
vancement 

Implemented work flow request – online re-
quest for all material (e.g. flyers, etc.). 
Timely communication and significant use 
of social media such as Facebook, twitter 
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Action – Objectives 
  

Responsible 
Party 

STATUS – March 2017 
 
and ADEC Website to communicate and 
reach the public.  

4.6 Work Services clients will be 
encouraged to pursue commu-
nity employment opportunities 
with a target of completing 
four placements per year.  This 
will be completed by individ-
ual goals and placement in 
“Job Search” Club.  This goal 
is in conjunction with Employ-
ment Services. 

ADEC Indus-
tries 

Closed Vocational Training Center as there 
is no down time. 
Achieved all WIOA requirements. 
Added to outcome measurements – seeking 
new opportunities for clients. 
Broaden visibility by combining employ-
ment under Senior Director so there is com-
munication and interaction with ADEC In-
dustries and community employment. 

4.7 Clients residing and staff in the 
group homes will be present at 
community functions. We will 
promote positive interactions 
and integration with commu-
nity members. 

Supervised 
Group Living  

Achieved and ongoing.    
As part of weekly Open Door, note commu-
nity events that everyone is encouraged to 
attend. 
In addition, participate in state level events. 
CEO had dinner at every group home. 

4.8 Work Services clients will be 
encouraged to pursue commu-
nity employment opportunities 
 

Employment 
Services  

Encouraged and active linkage to employ-
ees and Education sessions in community. 
Improved training with group leaders to fo-
cus on skills and opportunities for clients. 

4.9 Within 5 years 3 Supported 
Living clients participating in 
the ADEC Industries job 
search group will achieve com-
munity job placement.  

Supported 
Living and 
Employment 
Services 

No new progress in 2017.  
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