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Executive Summary 
 
Who We Are 
Emmaus Village Strong, Inc. is a new non-profit social service agency serving Pennsylvania’s Cumberland 
County. We will provide permanent supportive housing and life skills training for those experiencing 
homelessness. Our organization was founded in 2019 by members of St. Stephen Lutheran Church in New 
Kingstown and other concerned members of the community. We are led by a strong board of directors 
with plans to hire an executive director and other professional staff once our fundraising goals are met.  
 
Contact us at 717-766-2168 (c/o St Stephen Lutheran Church, New Kingstown) or visit EmmausVillage.org.  
 
What We Offer 
Our target clients are individuals and families who have passed through Cumberland County’s coordinated 
entry program and been referred to us. We will provide these residents with their own dry, warm, and 
secure tiny homes as part of a larger, self-supporting community with a common building at its center. 
From this multi-purpose building, we will offer onsite support, coordinated care, and shared activities 
such as meals and entertainment. Case managers, an executive director, and other local human service 
providers will be present. Volunteers will also form a supportive team around each resident or resident 
family. All of these resources will provide a foundation to residents as they move from dependent to 
interdependent and self-sufficient lifestyles. 
 
Our Potential 
There is strong ongoing indication of the need for additional programs in the local area. We will 
innovatively address this need by going beyond short-term emergency housing to offer up to two years 
of residency. We will also offer onsite collaborative empowerment programs personalized to each 
individual. These two distinct approaches will make a significant impact on the community in terms of 
short-term relief and long-term skill development. 
 
Why tiny homes? Across the United States, eleven other tiny home communities are part of a growing 
trend in providing support for those experiencing homelessness. Tiny homes are advantageous because 
they are more economical per square foot than other housing options. They also utilize a smaller carbon 

footprint and provide a stronger sense of pride for 
residents. We are building relationships with several of 
the more established, successful tiny home 
organizations to serve as mentors. 
 
A final keystone to Emmaus Village is our commitment 
to advocacy. This companion work will lift up not only 
our residents and organization but also serve as 
support and a platform for other partner programs 
throughout Cumberland County and beyond.  
 

  PHOTO CREDIT: Community First! 
(another organization comparable to ours) 
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Organization Description 
 
Our Mission   
Reversing homelessness, one tiny house at a time.  
 
Our Vision 
Empowering those experiencing homelessness on their journey to new life in a community of dignity, 
hope, and peace.  
 
Our Values 
   

Dignity We recognize the dignity and value of each person. 

Respect We treat each person as they would like to be treated. 

Impact We strive to make a meaningful impact on the factors that created homelessness for a given 
community member. 

Partnership We achieve our goals by partnering with persons and groups who are passionate about our 
work. 

Success We acknowledge the voices of all stakeholders in order to create success for each community 
member as an individual. 

 
Our Principal Members 
Initially, the board of directors will manage Emmaus Village. The board includes 7-11 community members 
who are stakeholders and have experience in specialized fields related to services being offered to the 
residents of the Emmaus Village. The board is also in the process of creating infrastructure in terms of 
securing funds, land, and facilities. As these goals are achieved, the board of directors will move forward 
in the hiring of staff, including an executive director with the appropriate experience and credentials to 
lead the non-profit to future success. Our current Board includes several seasoned nonprofit leaders and 
social workers as well as a doctor, pastor, landscaper, bookkeeper and restaurateur, and retired police 
officer with strong community connections. Bios are available at EmmausVillage.org/OurTeam. 
 
Board of Directors 2020 

• Rev. Matthew B. Best, President 

• Shari L. Bellish, Vice-President 

• Kellie G. Crawford, Secretary 

• Laura E. Portillo, Treasurer 

• Gerald R. Gordon, CAC 

• Dr. Holly C. Hoffman, MD, FAAP, MAMS 

• Ashley Rohm, MA, CRS 

• Stacy L. Schroeder 

• Steve S. Shissler 

 
Our Legal Structure 
Emmaus Village is registered with the Commonwealth of Pennsylvania and is moving through the legal 
process to become a 501(c)(3) organization. 
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Market Opportunity 
 
The Need 
Each year, a national Point-In-Time (PIT) count is conducted to measure the number of people who are 
homeless over a specific 24-hour period. Locally, this count is administered by the Cumberland County 
Housing and Redevelopment Authority (CCHRA). This data is then used to track trends and drive programs 
and funds. The count looks at people who are unsheltered as well as those in emergency (short-term, no 
lease) and transitional (longer-term with lease) housing. It also measures various factors, such as mental 
illness, physical disabilities, chronic substance abuse, domestic abuse, and veteran status that contribute 
to but do not cause homelessness. The study also records chronic homelessness, which is defined by the 
U.S. Department of Housing and Urban Development (HUD) as “when a household (individual or family) 
is homeless for a period of 12 consecutive months or on four or more occasions totaling 12 months over 
a period of three years.” 
 
According to the 2015-2020 Point-in-Time Count Trend Analysis of Homelessness in Cumberland County, 
PA by Brooke Althouse, the number of people who experience homelessness in our county has been 
increasing gradually over the last five years. Last year, the unsheltered population in particular more 
than tripled. Key cited reasons for needing emergency shelter in the county were severe mental illness 
and disability. While a smaller percentage of the overall population, the number of veterans in need has 
been increasing as well. Of the unsheltered individuals interviewed during the most recent PIT count, 52% 
met the definition of chronically homeless.  
 
These numbers do not reflect others who are also vulnerable. The Central Penn Business Journal identified 
Cumberland County as the fastest growing county in Pennsylvania in 2019. Even in “normal” times, the 
number of homeless tends to increase alongside the general population. Another widely quoted 2019 
statistic asserts that 40% of all Americans were “liquid-asset poor” and just one missed paycheck away 
from poverty. This is especially true along the Miracle Mile, a one-mile stretch of Route 11 between 
Interstate 81 and the Pennsylvania Turnpike within our target area, where approximately 150 people pay 
a weekly rate of $250-450 to live in motels. Many are employed but cannot save enough for the security 
deposit most apartments require. They are just one car repair or illness away from losing their job and 
living without shelter. The combination of a growing population and economic fallout from the pandemic 
will result in many more individuals and families experiencing housing insecurity in Cumberland County.   
 
Current Housing Programs in Cumberland County  
Below are the five current kinds of housing for those in need in Cumberland County, all coordinated 
through a central entry program called Connect to Home. There is always more need for affordable 
housing units than what is available. As of July 2020, there were 75 households waiting in the queue. 

• Permanent supportive housing: affordable housing assistance with voluntary support services 
designed to build independent living and tenancy skills and to connect people with community-
based health care, treatment, and employment services.  

• Single room occupancy: HUD-subsidized rooms for rent in rehabilitated buildings such as a 
rundown hotel, Y, old school, or large abandoned home.  

• Long-term emergency shelters: safe and accessible locations providing sustained support 
services to disaster survivors for more than two weeks, using either adapted existing facilities or 
soft-sided, temporary structures when needed. 

• Mass shelters: programs that operate on a first-come, first-served basis (where people leave 
each morning with no guaranteed beds for the next night) or by short-term arrangement (where 
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people know they have a bed for a specified period of time even if they leave the building every 
day). This includes facilities that provide temporary shelter during extremely cold weather (such 
as churches) and facilities that provide emergency shelter for runaway or neglected children or 
abused women. 

• Family emergency shelters: spaces created by partnership of a service agency with another 
location such as a local church. Working together, the two groups provide a combination of 
resources for families in need of help.  

More details, including the benefits and challenges of each type of housing, are available upon request. 
 
Market Advantages of Emmaus Village 
Emmaus Village will be located in the eastern Cumberland County, serving a different geographic location 
than many of the other existing programs. Our preferred area is in Silver Spring Township near or within 
the Miracle Mile. 
 
While we are a new organization, we are not starting from scratch. We already have relationships with a 
few key organizations and leaders locally and also with similar tiny home communities across the United 
States who are excited about advising us on this project. We also have multiple board members well-
versed in nonprofit work, some specifically in social service agencies that support those who are 
experiencing homelessness. 
 
A major advantage we will offer is an expanded version of permanent supportive housing featuring onsite 
programs and a longer term of residency (up to two years). A program of extended length significantly 
increases chance of successful rehabilitation, skill development, and interdependency, especially for those 
who are chronically homeless or score higher on the Vulnerability Index and need more time to get on 
their feet. A 2018 study in Seattle showed that the number the residents exiting a comparable tiny home 
program into permanent housing was 30% higher than those leaving shorter-term shelters.  
 
Many of the additional amenities at Emmaus Village also parallel the 55+ communities that are popular 
in our area. The chart below elaborates on how all these programs compare. 
 
   

Amenity/Service Emmaus 
Village 

55+ 
Community 

Permanent 
Supportive 

Housing 

Single 
Room 

Occupancy 

Mass 
Shelter 

Family 
Emergency 

Shelter 

Long-term 
Emergency 

Shelter 

Community center/ clubhouse X X      
Common laundry facilities X    X X X X 
Common shower facilities X     X X X 

Exclusive gated community X X X  X X X 
Dining hall/ kitchen X X  X X X X 

Families and pets can stay together X X X      
Fitness facilities  X X      

Food pantry X X  X X X X 
Garden X X         

Health and human services X X X  X X X 
Homes with porches X X      

Library  X X      
Onsite manager X X   X X X 

Onsite retail and restaurants  X      
Organized community activities X X      

Outdoor park and recreation areas X X      
Private bathroom Half bath X X X    

Private laundry  X X     
Private, secure sleeping and living areas X X X X    

Swimming pool  X      
Worship Center X       
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Key Features and Benefits 
While our ultimate layout will be determined by the property we purchase, here is the intentional 
community we envision: 
 
Our facility will offer:  

• 5-10 acres in Cumberland County, preferably in the West Shore area within walking distance of 
public transportation, restaurants, and stores. 

• Gated community with sign-in at entry and exit. 

• Central common building with kitchen, dining, gathering space, staff offices, laundry, and 
showers that generates connection and lowers living expenses. 

• Groupings of tiny homes arranged in smaller enclaves, angled for privacy. Each person or family 
having their own distinct space nurtures a sense of pride as well as security. These tiny homes 
also have a lower carbon footprint, are more economically affordable than most other supportive 
housing options, and are more adaptable to safety restrictions in events like the current 
pandemic. 

• Outdoor space for recreation, gardening, and community and advocacy events. 
 
The above items will provide stability. Only after these fundamental needs of food and shelter are met 
can conversation happen around the reasons a resident became homeless and what can be done together 
to improve those situations.  
 
To help our residents thrive, our programs will provide: 

• An admissions procedure that works with the 
county’s coordinated entry process and 
programs, including specific criteria for 
qualification and continued residence. 

• Onsite staff who create personalized support 
plans that help build skills, hold the resident 
accountable, and offer strength-based, client-
centered development. Depending on the 
resident, these activities will focus on personal 
development, vocational training, substance 
abuse counseling, interpersonal skills building, 
community involvement, leisure and wellness activities, and independent living skills.    

• Supports for the children of residents as well, including advocacy and cooperation with local 
school districts to provide them the best possible chance of academic success.  

• A huddle of trained volunteers for each resident’s household, yielding additional support, 
connection, and healing. After moving on to independent housing, former residents will in 
relationship with the village by being a part of a huddle for a new resident. 

• Opportunities to connect with faith-based leaders and groups if desired. 

• Self-governance skills through group decisions regarding community rules and division of labor. 

• Communal meals so residents rotate cooking duties yet partake in regular home-cooked meals.   

• Regular education and entertainment programs driven by the interests of the community (some 
led by community members and some by guest speakers). 

• Leadership opportunities including public advocacy speaking and serving on Emmaus Village’s 
Board of Directors.  

  

PHOTO CREDIT: Dario Valenzeula for Unsplash. 
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Our Marketing Strategy 
We have a one-year strategic communications plan in place. Its four main goals are listed below.  
 
Due to the anticipated need for continued social distancing, creative online marketing methods will be 
primarily utilized though we will offer safe in-person activities when possible. Our website and social 
media pages launch in August 2020 followed by our email newsletter. These tools will be accompanied by 
intentional outreach to specific individuals and organizations as well as public offerings such as advocacy 
events and media interviews. We also plan to build a sample tiny home to use as a model for education, 
awareness, recruiting, and fundraising purposes. 
 

Goal #1: Increase awareness of Emmaus Village for fundraising and volunteer recruitment 
We will participate in radio shows and podcasts, sponsorship of one-day events and webinars, 
and other public events designed to give visibility to Emmaus Village as a local leader and 

effective social-service organization. Several of our leaders are already engaging in this kind of 
work. One of our supporters owns her own communications business connected to all kinds of local 
publications. We will also make it easy for friends to share information about Emmaus Village with others 
through social media forums. This is the kind of nonprofit that quickly generates attention. The need is 
compelling and tiny homes are a trending interest. 
 

Goal #2: Address misconceptions before they become a problem 
Most people love the idea of helping those experiencing homelessness and get excited about 
the use of tiny homes to do so. However, when actual sites are selected, communities may 

express nimbyism or “not-in-my-backyard” syndrome. Some common misconceptions fuel this. 
We will address this information directly to potential neighbors and organizations to alleviate their 
concerns. We will also provide open houses once construction is done to further build healthy connections 
in the neighborhood. Inaccurate perceptions about tiny home housing communities include: 

• Crime, drug deals, and vandalism will go up. Crime occurs everywhere regardless of the income 
level of the neighborhood. People experiencing homelessness worry about their security just as 
much as anyone else, if not more. They care about the safety of the community in which they live. 
Emmaus Village, as a gated community with sign-in entry, will have even more controls and 
knowledge of visitors than its surrounding neighborhoods. As a condition of living in Emmaus 
Village, residents will not be permitted to abuse substances or engage in illegal behavior.          

• Property taxes will go up. Emmaus Village anticipates no impact on property taxes. Our property 
will be attractive, well-maintained, and bring in volunteers and other guests who will likely 
support local small businesses through meals and gas and convenience purchases.  

• Homelessness = sloppiness, laziness, and dirtiness. Emmaus Village’s program isn’t for everyone.  
It is for people who want to change and have transformation in their life. That internal 
motivation is supported by the staff, the board, the cooperative agencies, and the huddle of 
volunteers who surround each resident. Look to our residents for inspiration, life lessons, and a 
caring smile.  

  
Goal #3: Raise awareness of Emmaus Village’s services to our target residents 
A main thrust in increasing visibility to potential residents will be through the development of 
relationships with other social-service providers such as domestic-abuse shelters, church 

ministries, alcohol treatment centers, prisons, and half-way houses (the interim step after prison 



Emmaus Village Business Plan, current as of 8/05/20   …….    8 

Reversing homelessness, one tiny house at a time.  
 

and before being totally free). Staff at these are "front-line workers" in the best position to make referrals 
to people who are truly in need of services. By developing relationships with these organizations, a  
 

 
PHOTO CREDIT: Community First! 

constant flow of residents, resources, and coordinated care can be achieved. These relationships can be 
developed through multiple means including open houses for staff of the organizations (to allow them to 
get a "feel" for Emmaus Village) as well as maintaining ongoing relationships with these individuals.  
 
Emmaus Village also has strong ties to St. Stephen Lutheran Church, New Kingstown, a local faith 
community that has established relationships with those facing housing insecurity through the 
congregation’s regular meal gatherings, food distribution, and nationally-featured truck stop ministry. 
(Truck stops are common places where those experiencing homelessness congregate due to shower and 
laundry facilities.)  St. Stephen is Emmaus Village’s fiscal sponsor as we wait for the 501(c)3 process to be 
completed; several Board members worship there. This network stands ready to share news directly with 
potential residents as soon as housing is available.  
 

Goal #4: Provide a platform for advocacy around the complex issue of homelessness 
Advocacy is speaking up for others even we don’t directly benefit from the changes in policy 
or laws.  Advocacy is best described by a quote from Archbishop Desmond Tutu, “There comes 

a point where we need to stop just pulling people out of the river.  We need to go upstream and 
find out why they are falling in.” 
 
At Emmaus Village, we are as committed to advocacy as we are to helping those directly in our care. We 
realize greater impact can be made by combining the two. While advocacy will be built into our work from 
the beginning, it will grow once we have a property and program in place.  
 
Initially, we will use a model tiny home as part of this work. Once established, our village will be utilized 
as an advocacy station where people can come to learn more fully about the realities of homelessness as 
well as learn what they can do to help. Residents who are interested in this work will be encouraged to 
share their stories and perspective, which could be both affirming for them and educational for others.  
 
Our focus will go beyond Emmaus Village to other needs and programs, providing networking 
opportunities and good will across the community. 
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Our Budget Information 
 
Start-up Budget 
Emmaus Village will require the following real property and equipment for the start-up phase. Some items 
may be acquired through in-kind donation of materials or labor. 
$   800,000 Land—5-10 acres in the West Shore area of Cumberland County, within walking distance 

of public transportation, stores, and restaurants, on public water and sewer  
$   100,000 Zoning, Legal, and Survey Fees—most municipalities are not set up for tiny homes and 

would require an ordinance change 
$     25,000 Utility Infrastructure—hookup to water, electric, sewer, phone, Internet 
$   100,000 Hardscaping and Landscaping—perimeter fencing, entrance sign, parking lot, paths, land 

grading, privacy plantings, small storage shed, purchase of mower, snowplow, and other 
equipment 

$   350,000 Community Building—3,500 sq.-foot building with community kitchen and lockable 
personal storage, showers, laundry, gathering spaces, private meeting room, and several 
offices (including ADA-compliant shower facilities) 

$     75,000 Community Building Supplies—Furnishings, appliances, and office equipment 
$   200,000 Tiny Homes for Individuals—Ten 150 sq-ft tiny homes with half bath for  

individuals, including at least one ADA-compliant home  
$   400,000 Tiny Homes for Families—Ten 600 sq-ft tiny homes with half bath for families,  

including at least one ADA-compliant home 
$     50,000 Furnishings for Tiny Homes—Table, chairs, sofa, dresser, beds, bedding, towels  
$2,100,000 ANTICIPATED TOTAL STARTUP EXPENSES 
 
Operational Budget    
Once our facilities are in place, our programs can begin. This budget anticipates three staff positions 
(executive director plus case managers or program directors) and an existing property with community 
building and tiny homes already built and furnished. 
   

EXPENSES AMOUNT NOTES 
Administration 13,000 Insurance and office supplies 

Property and Facility Maintenance 15,000 Basic cleaning, mowing, weeding, shoveling, plowing, and 
other property upkeep and repairs will be handled by 
residents and volunteers of Emmaus Village 

Utilities 20,000  Electric, water, sewer, Internet 

Program Supplies 25,000 Items for resident and advocacy programming 

Marketing and Fundraising 7,000 Promotion and community networking 

Salaries and Benefits 185,000 Three staff 

TOTAL  $265,000  
    

INCOME AMOUNT NOTES 
Partial Rent from Residents 36,000 20 homes at 30% each of $500/month 

HUD Rent Subsidies 84,000 Remaining 70% of rent fees 

Household Donations 10,000 Recruit monthly and annual donors 

 Corporate Donations/Grants 25,000 At least one ongoing annual sponsor 

Government Grants 60,000 Federal, state, and local grants 

Faith-based/ Nonprofit Sponsorships 10,000 Support from churches and other nonprofits 

Fundraising Events 40,000  1-2 fundraising and advocacy events each year 

TOTAL $265,000  
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Our Fundraising Strategy 
 
Revenue Streams 
We have a five-year fundraising plan in place to generate our startup income and maintain our annual 
budget. We will rely on many different sources of funds, in part to increase overall income and in part to 
decrease the reliance on any one source. Some funds are available immediately, having already been 
donated; others (such as grants) require 6-8+ month lead time for application periods. Plans for funding 
sources include (but are not limited to): 

• Pennsylvania Department of Development (local government) 

• H.U.D (federal government) 

• Foundation grants (public and private) 

• Corporate and faith-based sponsorships: One program to solicit the corporate donations will be 
the sponsorship of a specific tiny house within the community. With enough sponsorships of 
different houses, the construction costs for each living quarter can be reduced or eliminated. 

• Individual contributions  

• Community fundraising and advocacy events 
 
Funding Forecast 
Over $110,000 of our initial funding has already been received as passive donations from excited donors. 
While it is challenging to estimate during a pandemic, below is our expected schedule. 
 

 
 
 
Top Competitors for Funding 
While we consider these organizations partners in supporting those experiencing homelessness, we 
recognize that we may need to compete with them for certain grants and funding. 

• Community CARES (downtown Carlisle) 

• Family Promise (Lemoyne/West Shore area) 

• New Hope Ministries (West Shore area) 

• Safe Harbour (downtown Carlisle) 

• Salvation Army (downtown Carlisle) 
 
 

•Begin fundraising and 
grant applications

•Search for land

•Build up volunteer base 
and connections

FALL 2020

•Secure enough funds to 
enter into contract for 
land

•Enter into zoning 
process

SUMMER 2021
•Receive zoning approvals

•Purchase property

•Begin construction

•Continue fundraising

•Hire executive director 

SUMMER 2022

•Hire additional staff

•Furnish buildings

•Emmaus Village opens 
for business!

FALL/WINTER 
2022
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SWOT Analysis of Our Organization’s Status  
 

S 
Strengths 

 
 

Length of residency 
Onsite programs and structure 

Strong leadership 
Location in east part of county 

Advocacy tier 
Tiny home aspect 

W 
Weaknesses 

 
 

Beginning organization 
In need of funds 

In need of appropriate land 

O 
Opportunities 

 
 

Urgent community need 
Connections with many relevant 

organizations 
Tiny home concept attracts 

public interest 
 

T 
Threats 

 
 

Tough economy 
Long zoning process 

Type of land may be hard to find 
Nimbyism 

 

How are we using our strengths and opportunities to address our weaknesses and threats? 

As a beginning organization, we are … 

• Developing guiding relationships with respected organizations already operating tiny home 

communities that support those experiencing homelessness 

• Networking with relevant local programs and leaders in Cumberland County 

• Engaging a lawyer to move us through the nonprofit process and joining the Pennsylvania 

Association of Nonprofit Organizations (PANO) 

• Establishing a reputation through participation in advocacy efforts 

 

As an organization in need of funds during tough economic times, we are … 

• Implementing aggressive strategic fundraising and communications plans that highlight our 

unique program strengths, the tiny home trend, and the urgent need for more housing support  

• Minimizing costs by seeking in-kind donations of materials and labor when possible 

 

As an organization looking for a specific parcel of land that might be hard to find, require a lengthy 

zoning process, and face nimbyism, we are … 

• Working with a trusted realtor and commercial lender from the start to avoid common mistakes 

• Hiring a real estate and zoning lawyer with over 30 years of experience working the area 

• Sharing our mission with the county housing and redevelopment authority, other government 

leaders, and area nonprofits who may have or hear of appropriate property 

• Utilizing social media in search of land and positive association with Emmaus Village    

• Addressing nimbyism directly as part of our strategic communications plan 

• Allowing for extended zoning time within our fundraising schedule  

 

We are confident that these steps will mitigate our challenges and highlight the benefits that Emmaus 

Village will bring to the community.   
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What We Request From You 
 
This business plan delineates both the need for more supportive housing in our community and our 
intention to address it. We reach out to you now for a specific purpose related to this venture.  
 
[Personalize ask per group being approached … listing monies or materials or other support needed.] 
 
Thank you for your consideration. We invite you to be part of making Emmaus Village a reality for those 
in need in Cumberland County. 
 
 
 _______________________________________ 

  
 

EmmausVillage.org 
Facebook.com/EmmausVillageStrong 
info@EmmausVillage.org 
717-766-2168 (care of St Stephen Lutheran Church) 


