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Executive Summary

On the heels of the effects of the COVID-19
pandemic, a racial and social awakening
during the summer of 2020, and unprecedented
weather events like flooding and tornadoes, the
need for civil legal services came front and cen-
ter on the world stage. Tennessee is privileged to
have such an engaged access to justice community
however, as we have seen, even our collaborations
and partnerships were no match for the over-
whelming need. There still remains abundant op-
portunities to respond to the need for equal access
to justice for the poor.

The most humble among us should be the peer

of the most affluent when seeking justice. This
concept cannot come to fruition absent a strong,
efficient and effective legal aid presence. A widen-
ing justice gap has implications beyond economic
and social inequities. It undermines the very fabric
on which our country is built.

Legal Aid Society of Middle Tennessee and the
Cumberlands (LAS) is charged with providing le-
gal services to low-income and indigent individu-
als and families, but the world does not provide us
with sufficient resources to accomplish this mis-
sion, requiring a thoughtful and deliberate alloca-
tion of assets. This Strategic Plan expresses how
LAS will respond to this challenge, being mindful
of resource limitations and that some parts of the
plan may remain aspirational as priorities are set
moving forward.

The leadership team of LAS met in late 2021 to
design a framework for this strategic plan. Ques-
tions were prepared and presented to focus groups
comprised of 1) Managing Attorneys, Practice
Group Lead Attorneys, Sub-Practice Group Lead

Attorneys, 2) Administrative staff members,

and 3) members of the New Attorney/Advocate
Group. Additionally, surveys were sent to the en-
tire LAS staff, members of the Board of Directors,
key community partner agency leaders, and recent
financial supporters of LAS.

Finally, surveys collected from LAS’ annual pri-
ority setting efforts were reviewed. These surveys
were distributed to community partners and hy-
perlinked to the LAS website to ensure maximum
availability to LAS client and advocate commu-
nities. The leadership team at LAS worked with a
consultant to consolidate, evaluate and synthesize
the feedback into the significant groupings of this
plan.

By focusing on six strategic changes, this Plan
will provide concrete help on the legal issues of
clients while it also seeks to alter some of the
fundamental underpinnings that support such
conditions. These strategies will impact access

to safe and affordable housing, reduce barriers to
employment, enhance protection from domestic
violence, expand service delivery to marginalized
communities, protect consumer rights, and im-
prove access to public benefits, health care and
education. The entire plan is designed to improve
measures in these areas.
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Mission and Values

Everyday Mission

The mission of Legal Aid Society of Middle
Tennessee and the Cumberlands is to ad-
vance, defend, and enforce the legal rights of
low-income and vulnerable people in order to
secure for them the basic necessities of life.

-

" Vision for the Future

Access to justice and improved quality of life
for low-income and vulnerable families. N
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Our Core Values

The Board of Directors and Staff of Legal Aid of
Middle Tennessee and the Cumberlands believe in
and are dedicated to:

Equal access to justice

Alleviation of the conditions that cause or aggravate
poverty

Respect for each individual client

Effective and caring representation

Solutions to client problems that not only help the
individual client but also benefit other families and
the communities in which they live

High professional and ethical standards

Positive working relationships with each other within
the organization

Productive collaboration with other organizations
Accountability in the use of funds entrusted to us;
fiscal integrity
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The Plan

The Legal Aid Society of Middle Tennessee and the Cumberlands, which emerges at the end
of this strategic plan, will be more effective in addressing client and community needs; more
comprehensive in its advocacy role; and bend the arc of history toward a society with more
equitable access to justice. Goals, Objectives, and Key Strategies are identified which will
move LAS toward achieving six strategic changes.

Increased
Access

Sound Quality
Governance Advocacy

Community
Engagement

Investment
in people
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Goal One:

Increased Access

Increase Access to Civil Legal Services and the Civil Justice System
Objective 1.1: LAS’s intake and case management processes will become more efficient and effective.

Strategies

1.1.1 Implement a new case management system (Legal Server).

1.1.2 Implement coordinated intake across the firm to improve intake efficiency and client experience.
1.1.3 Standardize processes to increase the efficiency and effectiveness of intake and case management.
As part of this process, LAS will compile organizational data; outline and evaluate current processes;
research best practices; develop recommendations for improvement; revise processes; train staff on
revisions; and evaluate results.

1.1.4 Align VLP intake processes with the overall LAS intake processes to ensure seamless service

delivery for clients.

Persons Responsible: Senior Deputy Director, Managing Attorneys, Director of Compliance, Director
of VLP

Measurable Outcomes: Implementation of Legal Server and coordinated intake firmwide, standard-
ization of work processes, client surveys, Attorney Hotline established.

Objective 1.2: All staff will be able to communicate effectively with non-English speakers; persons with cogni-

tive, mental health, or other disabilities; and individuals from different cultures.

Strategies

1.2.1 Develop and maintain educational brochures and videos in multiple languages.

1.2.2 Translate grievance forms into most used languages.

1.2.3 Translate the top twenty most used documents/templates into the most widely spoken languages in the
service areas.

1.2.4 Implement continuing education for staff to ensure cultural humility and awareness.

= T a——
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Goal One:

Increased Access

Persons Responsible: Deputy Director of Development and Community Engagement; Executive Director

Measurable Outcomes: Educational Brochures and videos in multiple languages, Grievance form trans-

lated; Staff Trainings on diversity, equity and inclusion.

Objective 1.3: A growing number of low-income Tennesseans will access legal services and the
justice system through alternate service delivery models.

Strategies:

1.3.1 Explore and where appropriate, implement the use of technology, such as video conferenc-
ing, to connect staff, pro bono resources, and clients in remote, underserved, or hard-to-reach
communities.

1.3.2 Explore and where appropriate, implement the use of community organizers/legal navigators
and native speakers to educate and encourage a diverse client community.

1.3.3 Explore and implement legal kiosks, online intake, chat bots, and website bots to increase
client access.

1.3.4 Explore and where appropriate, implement paid internships to increase minority participation

in LAS pro bono services.

Persons Responsible: Deputy Director of Operations and Technology; Senior Deputy Director;
Deputy Director of Development and Community Engagement

Measurable Outcomes: Frequent use of video conferencing with clients and pro bono services,
upgraded website incorporating additional access features, paid internships implemented.
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Goal One:

Increased Access

Objective 1.4: Legal Clinics and pro bono case placement will be re-evaluated to promote client acces-
sibility and attorney convenience.

Strategies:

1.4.1 Use client and attorney data to determine viability and efficiency of legal clinic location and ef-
fectiveness.

1.4.2 Research legal clinic delivery models and incorporate best practices.

1.4.3 Evaluate and revive Pillar Law Firm model.

1.4.4 Create marketing and outreach strategy to bring awareness and participation by clients and pro

bono attorneys.

Persons Responsible: Director of VLP, Deputy Director of Community Engagement, Executive Direc-
tor

Measurable Outcomes: Increase in case placement, Increase in VLP clients served, Increase in the
number of law firms adopting a clinic.
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Goal Two:

Quality Advocacy

Provide High Quality Legal Services that Achieve the Most Meaningful Results Possible. [
Objective 2.1: LAS will provide high quality casework in all cases.

Strategies:

2.1.1 Create/update LAS Legal Practice Guide.

2.1.2 File review process reimagined and updated.

2.1.3 Attorney mentorship process reimagined and updated.

2.1.4 Make legal quality an important factor in annual performance reviews. Factors will include file
review, staff development, legal work observations, peer input and review, and any other methods as

may be developed.

2.1.5 Create a managing attorney manual that includes a focus on how to ensure that staff provide
high-quality legal casework in all cases.

2.1.6 Continue and expand training on case management best practices and legal best practices to en-
sure that staff have the tools to provide high quality legal services. Document routines and processes

by creating training videos and manuals.

e
2.1.7 Create an advocacy plan for LAS. V
2.1.8 Create a program evaluation process and evaluate LAS legal programs/practice groups. “

2.1.9 Create and distribute regular reports to case handlers, management, and board.

Persons Responsible: Senior Deputy Director, Executive Director, Director of Advocacy and Litiga-
tion

Measurable Outcomes: LAS Legal Practice Guide, Updated File Review Document, Updated At-
torney Mentorship Program, Updated Performance Review Document, Managing Attorney Manual,
Training Videos, Advocacy Plan, Program Evaluation Report, Regular Distribution of Program Re-

P‘ ports.
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Goal Two:

Quality Advocacy

Objective 2.2: Client needs will be prioritized across all civil legal areas, and staff resources will be
allocated across all prioritized case types.

Strategies

2.2.1 Reimagine, revise, and conduct annual case priorities process and surveys.

2.2.2 Train all staff and management on case acceptance priorities and factors for case acceptance.

2.3 Use data and predictive analytics to ensure that offices are staffed appropriately and that all offices
provide consistent legal assistance in all legal areas offered by LAS.

2.2.4 Collaborate with community partners, community organizers, and client communities to identify
underserved client populations, client needs, impact issues, and potential clients and cases.

2.2.5 Support advocates to develop legal expertise in their substantive legal areas, ensuring that the
number of cases accepted do not exceed the capacity of resources assigned to any given practice group.

2.2.5 Regularly evaluate of the client experience.
Persons Responsible: Senior Deputy Director, Executive Director, Managing Attorneys
Measurable Outcomes: Substantive trainings for staff, including support staff, regular individual case

review and file review, community legal needs assessment, Regular Training on case priorities and case
acceptance.

L A TN
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Goal Three:

Community Engagement

Increase and strengthen engagement and collaboration with community stakeholders, partners,
client communities, attorney volunteers, and donors.

Objective 3.1: Increase community awareness and support for Legal Aid Society’s mission and ser-
vices.

Strategies:

3.1.1 Develop an annual communications plan to ensure that Legal Aid provides regular communica-
tion about its activities, services to clients, and the importance of access to justice to the community as
a whole and to key constituents and community partners.

3.1.2 Determine a post 50th branding strategy and evaluate and expand branding and style guidelines.
3.1.3 Train practice group leaders and regional managers on best practices when working with the me-
dia and multi-cultural communities.

3.1.4 Revamp LAS’s website so it can better inform the public and potential donors about Legal Aid
and its work.

3.1.5 Pursue community partnerships that lead to further resource development and fundraising oppor-
tunities through new community-based access portals and access points.

3.1.6 Increase rural and minority community relations by hosting town halls, community panels, or
events.

3.1.7 Intentionally engage community and state leaders.

Persons Responsible: Deputy Director of Development and Community Engagement, Executive Di-
rector, Communications Coordinator, Director of Development

Measurable Outcomes: communications data (‘“other services”).
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Goal Three:

Community Engagement

Objective 3.2: Increase access to Justice for targeted and underserved populations by increasing out-

reach and awareness.

Strategies:

.~

3.2.1 Work with all staff to implement a consistent, coordinated and effective approach to all community
engagement activities.

3.2.2 Identify communities and special populations who are underserved and determine the most sig-

nificant barriers to accessing Legal Aid’s services. Develop tactics and strategies to ensure staff are

equipped with the best practices to reach diverse communities. ,

3.2.3 Identify and build relationships with multi-cultural community partners.

Persons Responsible: Deputy Director of Development, Communications Coordinator, Outreach staff,
practice group leaders, Managing Attorneys

Measurable Outcomes: Intake and outreach data.

Objective 3.3: LAS will expand its reach in the community and in government by re-establishing a
high-powered Advisory Council.

Strategies:

3.3.1 Research and select an Advisory Council framework considering the LSC Leaders Council as a
model. Ensure a diverse composition to reach a healthy cross-section of communities.

3.3.2 Develop Advisory Council manual, including duties and responsibilities, scope of work, member-

ship criteria.

R Y L S

3.3.3 Leverage Board, Donors and Staff to secure Advisory Council Members.

3.3.4 Determine ways to recognize and celebrate Advisory Council Members.

Persons Responsible: Executive Director, Deputy Director of Community Engagement

i, .
i ‘
e

Measurable Outcomes: Advisory Council Manual, Advisory Council Recognition Protocol.
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Goal Three:

Community Engagement

Objective 3.4: Increase volunteer and Pro Bono participation.

Strategies:

3.4.1 Expand volunteer attorney training and CLEs to increase volunteer engagement.

3.4.2 Create and implement a volunteer stewardship plan.

3.4.3 Evaluate the effectiveness of Pro Bono Matters.

3.4.5 Continue the recruitment of volunteers, interns, and fellows as resources allow and ensure that
they have quality experiences in their role and can make a meaningful contribution to the organiza-
tion’s mission.

3.4.6 Develop written protocols for recruitment, support, supervision, retention, training, evaluation,
and recognition of volunteers, interns, and fellows. Include sections specifically geared toward recruit-
ing diverse participants.

3.4.7 Establish clear roles to provide oversight for and support of volunteer, intern, and fellow activi-

ties.

Persons Responsible: Director of VLP; Volunteer Coordinator, Deputy Director of Development and
Community Engagement

Measurable Outcomes: LAS sponsored CLEs, Volunteer Stewardship Plan, Increased number of ac-
tive volunteers, Volunteer Recruitment Plan, Volunteer Leader.
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Goal Four:

Investment 1n People

Continually Strengthen the Recruitment, Retention, and Professional Development of All Staff

Objective 4.1: LAS will continue to be a preferred public interest employer, with staff and attorney
longevity increasing.

Strategies:

4.1.1 Strive to meet market rate salary ranges for all positions; every three-five years (next occurring
in 2023) engage a consultant to conduct a market comparison of salary ranges for all positions.

4.1.2 Develop and deploy consistent recruiting and onboarding processes, utilizing the functions and
tools in the HRIS.

4.1.3 Develop staff to prepare for action in a succession plan.

4.1.4 Explore and implement an employee wellness and appreciation model.

4.1.5 Review and propose employee benefits as compared to other non-profit, state, and local
government employee benefits programs.

4.1.6 Develop and/or incorporate a catalog of ‘life training’ courses, identify instructors/providers,
and prepare a schedule for courses such as: planning for retirement; home buying; investing; parent-

ing; health and wellness; and others.

Persons Responsible: Executive Director, Deputy Director of Operations and Technology, HR Man-
ager, Recruiting Coordinator

Measurable Outcomes: Salary benchmarking; Onboarding Process/Protocol; Periodic employee
satisfaction surveys.
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Goal Four:

Investment in People

Objective 4.2: Ensure all staff have professional development opportunities, performance reviews, l ]
and training relevant to their role with LAS, individual career goals, and wellbeing. '

Strategies:

4.2.1 Develop and implement base level training plans for all staff to ensure all new staff are trained
according to new staff protocols.

4.2.2 Finalize and deploy an annual performance evaluation process for all staff using the tools avail-
able in the Human Resource Information System (HRIS) and occurring simultaneously for all staff in
March — April of each year.

4.2.3 Develop training and shadowing opportunities to prepare interested staff in succession planning. ‘
4.2 4 Incorporate career and retirement planning as part of professional development and succession

planning activities.

Persons Responsible: Senior Deputy Director, Director of Advocacy and Litigation, HR Manager, ﬂ
Deputy Director of Operations and Technology, Executive Director

Measurable Outcomes: Performance Evaluation Process, Leadership Training Program.
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Goal Five:

Financial Stability

Provide for the Long-Term Financial Stability of LAS

Objective 5.1: Continue to grow the diversity and targeting of Legal Aid Society’s funding sources.

Strategies

5.1.1 Annually assess funding sources to ensure they are consistent with program priorities and
achieving strategic plan goals.

5.1.2 Create a corporate and planned giving program to diversify the annual giving campaign.

5.1.3 Continually seek to identify new local, regional and national funders with goals and vision con-
gruent with those of LAS, specifically those who wish to address the underlying causes of poverty.
5.1.4 Increase and diversify individual donors.

5.1.5 Annually evaluate investment and reserve accounts to ensure that funds are working to yield
reasonable returns with moderate risks, as defined in the Investment Policy.

5.1.6 Leverage small events to increase donor engagement in high donor priority areas.

Persons Responsible: Director of Development; Deputy Director of Development and Community
Engagement, Grant Manager, Director of Finance, Deputy Director of Operations and Technology,
Executive Director

Measurable Outcomes: Annual funding source review meeting, Annual Investment and Reserve

account review, Corporate Planning Giving Program, Growth of Individual donor base by 20%, four
or more small donor events annually.
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Goal Five:
Financial Stability

Objective 5.2: Enhance and expand the financial reporting capabilities to provide timely information
to the Executive Director, the Finance staff, the Development staff and the Board of Directors.

Strategies:

5.2.1 Research, select and plan for replacing the current accounting system.

5.2.2 Provide the Executive team and Board members with financial dashboards of key performance
indicators, including items such as revenue and expenses by grant, annual campaign progress, invest-
ment performance, annual budget YTD details.

5.2.3 Improve and automate periodic financial reporting capabilities.

5.2.4 Realign tasks and activities to enable the Director of Finance to focus on analysis, interpretation
and recommendations.

5.2.5 Develop forecasting tools and processes for expense, revenues, grant opportunities.

Persons Responsible: Director of Finance, Deputy Director of Operations and Technology, Execu-
tive Director

Measurable Outcomes: Proposal for new accounting system, Financial dashboards at Board Meet-
ings; Automation of financial reporting.
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Goal Six:

Sound Governance

To Maintain a Well-Governed and Well-Administered Organization

Objective 6.1: LAS will continue to increase organizational infrastructure and address human resourc-
es, administration, and logistical considerations.

Strategies:

6.1.1 Review the location and service areas of offices to determine if the current locations promote or
impede efficient and effective delivery and access to services. Consider the possibility of embedding
offices in or sharing space and resources with other services organizations with similar missions.
6.1.2 Research effective staffing structures and documented best practices.

6.1.3 Evaluate and hire and/or designate a Diversity, Equity and Inclusion Officer/Equal Employment

Opportunity Officer or Consultant.

Persons Responsible: Deputy Director of Operations and Technology, Executive Director, Senior
Deputy Director of Client Services

Measurable Outcomes: Report on office locations, Report on and implementation of effective staff-
ing structures; DEI/EEO Officer/Consultant hired; Automated system for client experience evalua-
tion.

Objective 6.2: The role of the LAS Board of Directors will be strengthened within the guidelines set out by
the Legal Services Corporation.

Strategies:

6.2.1 Provide orientation and board development for all board members, which would include, but not
be limited to, financial literacy; LSC regulations; Legal Aid’s strategic plan, priorities, and processes;
community engagement; and resource development.

6.2.2 Continue including staff presentations about Legal Aid programs and workgroup activities at

each board meeting.
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Goal Six:

Sound Governance

6.2.3 Continue including a Board Training Topic to each Board Meeting that will be of benefit to the £
Board members.

- 6.2.4 Identify and reconstitute Board Committees in accordance with LSC requirements and LAS
needs. .
6.2.5 Work with statewide partners to develop regular board training opportunities. Explore sending z
a board member to a national training opportunity annually, such as the Equal Justice Conference and g
NLADA annual meeting. e

6.2.6 Promote 100% board members’ giving to the annual campaign.

6.2.7 Incorporate Succession Planning into the work of the Nominating Committee to ensure the fu-

ture leadership of LAS.

Persons Responsible: Executive Director, Deputy Director of Development and Community Engage-
ment, Director of Development

Measurable Outcomes: Active Board Committees, Board training template, 100% Board giving
annually, consistent election and replacement of Board members.

'i;

Objective 6.3: Identify and deploy technology solutions that will properly equip and enable staff; pro-
vide a secure environment for data; and expand opportunities for service delivery.

Strategies:

6.3.1 Move all local office systems to cloud-based solutions, including document storage, case man-
agement, donor management, accounting and human resources.

6.3.2 Deploy two-factor authentication and other defense mechanisms to allow LAS to obtain cyber

insurance to help with the response and mitigation of a cyber-attack.

i

6.3.3 Assess technology tools available to staff and identify opportunities to enhance service delivery.
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Goal Six:

Sound Governance

Persons Responsible: Deputy Director of Operations and Technology

Measurable Outcomes: All local office systems are cloud-based, two-factor authentication imple-
mented, annual technology assessment report.

Objective 6.4: Conduct a review of LAS policy documents.

Strategies:
6.4.1 Identify select policies to review, revise, streamline, update, and combine.
6.4.2 Create a LAS Policy page on SharePoint that is searchable.

6.4.3 Distribute the new policies and provide staff training on policy changes.

Persons Responsible: Executive Director, Senior Deputy Director, Deputy Director of Operations

and Technology, Director of Compliance, HR Manager .

Measurable Outcomes: LAS Policy Page on SharePoint; Staff training on all new policies.

All documents can be found on the LAS website at www.las.org/2022-24 Strategic Plan.

Each will be reviewed annually for accuracy and relevance, or more often as needed, with updates
immediately distributed. Those responsible for review and update are listed.
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