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Framing the Workshop

Discussion Purpose:

How Cocoon House navigated a CEO transition in the middle of a capital
campaign, construction, and relocation of agency headquarters

Importance of organizational climate and culture setting

* Introduction to Cocoon House and our organization’s experience and lessons
learned over the last 5 years

» Establishing culture, strategic/succession planning, communication and
Community engagement

* Key observations

* Q/A



What we Know:

® Organizations consist of core technologies & systems embedded in Social
Contexts (Cultures and Climates)

® Social Contexts often determine whether technologies, systems, new
approaches, or change efforts fail or succeed

® Social Context significantly impacts:
® Quality of services to clients and client functioning
® Staff outcomes (effectiveness, engagement, turnover)
® Organizational change capacity & sustainability
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What is Organizational Social Context? (Culture & Climate)

Orga nizational Culture (Norms and Expectations)
* Proficiency

* Rigidity

* Resistance

Orga nizational Climate (Perceptions of wellbeing)
* Engagement

* Functionality

* Stress
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Social Contexts: What We Also Know

Leadership significantly influence Social Contexts through
their...

® Actions, decisions, and approaches

® Comfort & “mentality” for change/improvement

® Approaches to systems & structures (Discipline, Training,
Performance appraisal, Team structure,
Communications, etc.)
Focus on quality of relationships & staff participation
Clarity of mission, strategic plans, and objectives:

® Actions that back mission, clear communications,

active involvement in change, clear plans &

objectives
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New Program Sustainability as a
Function of Culture
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Therapist Turnover Rate as a Function of
Climate
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Introduction: Cocoon House

Cocoon House empowers
young people, families and

the community to break the
cycle of homelessness
~ through outreach, housing
and prevention.

Location: Snohomish County, WA

FYSB programs: SOP, BCP, BCP-P, TLP, TLP (MGH)
Number of Employees : ~100

Operating Budget: $5.5M (FY20)



2014-2015: Creating the Culture

* New Leadership

e Exited crisis mode and entered growth mode

e

e, ok e’

)/ 513_.3 2k
7 Cultore, By’
credting fhe cultoge,

il
I

* Increased transparency around decision
making philosophy

e Strength and competency development for
management team

e Setting the strategic vision



2014-2015: Succession and Organization Structure

0C O CRED LAIUSES (X5t
WSES S ST
X ol = ol

e CEO vision and plan to leave
 Management Structure

e Continuously look for leaders

e Build growth of leadership into strategic plan

e Culture of leadership team meetings and communication
o Death By Meeting by Patrick Lencioni
o 5 min, tactical, strategic meetings



2014-2015: The Strategic Plan

* Executive Board & key staff planning
sessions

e Staff and board retreat
e Staff at all levels engaged
* Plan execution at all levels

* Update, revise, repeat

*Handout — Cocoon House’s 2015-18 Strategic plan
summary
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2014-2015: Communication and
Engagement

Communicate the plan

Building community trust in the vision

Internal leadership and staff retreats
B
Communication and feedback loops

ARC concepts

De-constructed Silos




2016-2017: A Culture Ready for Change....

* Highly functional leadership team
* Policies and structures set

e Clear and high expectations at all
levels

* Diverse and complimentary
skillsets

 Empowered teams



Major Changes in 2017

Kicked off a S14.2 capital campaign
Kicked off building design
CEO Transition

Implemented succession plan(s) SHONND IMONMD NN MR :R
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2017-2018: Executing the Plan

e Strategic and succession plan in full
swing

e Shifting leadership styles

e Executive team readiness

* Transparency

* Messaging to staff and board

* |nterim CEO



Challenges Encountered

Complexities of starting a $14.2M campaign with a certain team, ending with
a completely different team

* Building Design Ideas
e Turnover and pledge tracking
* Ground breaking

Impacts of co-leadership structure with internal and external focused roles

Uncertainty among staff “If you are going to pay the

tuition, make sure you get the
education”
— disappointed donor

Managing Key Relationships

Managing Community Expectations

Constant decisions that were “firsts” for the agency



2018-2019: Executing a GAP Plan

Cocoon House Gap Plan — FY19-21

e Seamless Site Transition

* Assure Positive Program Impact

* Maintain Solid Operational Infrastructure
* Maintain Culture of Diversity

* Ensure Financial Sustainability

Handouts:
Strategic Gap Plan Tool
Organizational Change Workshop Structure
Organizational Move Planning Template



Lessons Learned: Company Culture

 Unexpected leaders

 Opportunities to de-silo agency programs
* Major increase in work load for all

* Change is hard, even for leaders

e Culture Committee

* Culture work is never “done”



Lessons Learned: Strategic Planning

e Ultimately, the Strategic Plan and execution is
what allowed success

A GOAL
WITHOUT
A PLAN

* Framework kept people connected to the
work and to our mission

* Staff driven plan 1S JUST
AWISH

e Served as a fluid plan that became part of the
daily work for everyone

e Strategic and GAP plans were constructed
with outside facilitation and multiple retreats



Lessons Learned: Succession Planning

Identify and cultivate skills — not necessarily individuals
Community relationships and involvement
Flexible and committed team members with shared vision and roles
Consistency through turnover:
Success: CEO transition, Program Director

Opportunity: CFO transition(s), Capital team transition

Re-evaluate positions at times of vacancy - restructure for success!



Lessons Learned: Communications

e Triad conversations
e Adapting to change
e Change is messy

* Impact of quick decision making

* Trust




Lessons Learned: Community Relationships

Keeping relationships connected to the
organization vs. an individual

Culture of philanthropy strengthens
relationships in the organization

Documentation and retention of current
donors

Be willing to invest in a communications
and fundraising team

Lean on the Board of Directors



Our Neurological Drivers of Success: SCARF

e Status: our relative importance to others

e Certainty: Our experience of knowing or predicting the

future

* Autonomy: Our sense of discretion and control

e Relationships: Our feeling of inclusivity, trust, and safety
with others

e Fairness: Our sense of being treated fairly and equitably
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Reflective Comments:

Research support for what you have
heard
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Thank you!

Please feel free to contact us with any further questions!

Joe Alonzo, CEO
425-259-5802, ext. 205
joseph.alonzo@cocoonhouse.org

Rachel Mathison, Senior Director of Programs
425-259-5802, ext. 109
rachel.mathison@cocoonhouse.org

Cocoon House
3530 Colby Ave
Everett, WA 98201



	Structure Bookmarks
	Sustainability Through Change: 
	Framing the 
	What we Know: 
	What is Organizational Social Context? (Culture & Climate) 
	Social Contexts: What We Also Know
	New Program Sustainability as a 
	Therapist Turnover Rate as a Function of 
	Introduction: Cocoon 
	2014
	2014
	2014
	2014
	2016
	Major Changes in 
	2017
	Challenges Encountered 
	2018
	Lessons Learned: Company Culture  
	Lessons Learned: Strategic Planning 
	Lessons Learned: Succession Planning  
	Lessons Learned: Communications  
	Lessons Learned: Community Relationships  
	Our Neurological Drivers of Success: SCARF
	Reflective Comments: 
	Thank you


