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The Lealman Exchange and its partners within Pinellas 
County enlisted the St. Petersburg Group and its strategic 
partners to lead the charge a four-phase process to create a 
strategic plan for what the space can do, be, and offer. At 
every step, stakeholders and community members 
contributed to, enhanced and enriched this process.
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Exe c u tive  Su m m a ry

• The central finding of the plan is that a thoughtful, researched mix of service providers 
working together under the Collective Impact model in the Lealman Exchange offers a 
path to meaningful and measurable change in the quality of life of Lealman residents.

• Pin e lla s  Co u n ty c a n  le ve ra g e  th e  c a p a c ity o f th e  Le a lm a n  Exc h a n g e  to  s e rve  a s  a  h u b , 
g a th e rin g  p la c e , c o m m u n ity c e n te r a n d  c h a n g e  a g e n t fo r th e  re vita liza tio n  o f th e  Le a lm a n  
Co m m u n ity. 

• Th is  c a n  b e s t b e  a c c o m p lis h e d  b y o rg a n izin g  th e  Le a lm a n  Exc h a n g e  u n d e r th e  Co lle c tive  
Im p a c t m o d e l, a  fra m e wo rk fo r ta c klin g  c o m p le x s o c ia l is s u e s  via  s tru c tu re d , in te n tio n a l 
wo rk a c ro s s  s e c to rs  b y m a n y o rg a n iza tio n s .

• Th e  Le a lm a n  Exc h a n g e  p a rtn e r o rg a n iza tio n s  will b e  a n  o p tim ize d  c o m b in a tio n  o f fu ll t im e , 
p a rt tim e  a n d  p ro g ra m - s p e c ific  te n a n ts , a s  we ll a s  o u ts id e  s e rvic e  p ro vid e rs  c o m m itte d  to  
th e  c o m m o n  m is s io n  o f c lo s in g  th e  Le a lm a n  o p p o rtu n ity g a p . 

• All c u rre n t a n d  p o te n tia l p a rtn e rs h ip s  will p ro vid e  c o m m u n ity im p a c t fo r c itize n s  e ith e r a s  
a n  e xte n s io n  o f e xis tin g  s e rvic e  p ro vid e r in  th e  Le a lm a n  Co m m u n ity o r b y fu lfillin g  a n  
u n m e t n e e d  in  th e  Le a lm a n  Co m m u n ity.



Phase 1
Needs Assessment and 
Feasibility plan 
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• Data gathering from  existing reports and surveys

• Interviews conducted with community constituents

• Development of personas

• Town Hall meeting

• Needs assessment

• Services inventory

• Gaps analysis

• Outreach to community centers with similar missions



● Community Center/Recreation Center
● Co m m u n ity Id e n tity
● Ne ig h b o rh o o d  fa m ily a c tivitie s
● Life  s e rvic e s  h u b
● Affo rd a b le  h o u s in g
● J o b  s kills  tra in in g / e m p lo ym e n t a s s is ta n c e
● Se n io r s e rvic e s  a n d  s o c ia l p ro g ra m s
● Ch ild c a re

Ou r s ta ke h o ld e r in te rvie ws  d e te rm in e d  m a n y u n m e t, o r n o t fu lly m e t, n e e d s . Be lo w a re  th e  
to p  15  re p o rte d  n e e d s , ra n ke d  in  o rd e r o f im p o rta n c e  to  re s p o n d e n ts . Wh e n  c o m p a re d  to  th e  
re s u lts  o f p re vio u s  s tu d ie s , th e s e  15  re p o rte d  n e e d s  a re  c o n s is te n tly re p e a te d  in  in te rvie ws , 
d a ta  g a th e rin g  a n d  s ta tis tic a l a n a lys is  o f th e  p re vio u s  s tu d ie s .

5

Co m m u n ity Ne e d s

● Be tte r q u a lity o f life  in  a re a  re n ta l h o m e s  a n d  
m o b ile  h o m e  p a rks

● Me n ta l h e a lth  s u p p o rt
● Swim m in g  p o o l/ s p la s h  p a d
● Te c h n o lo g y a c c e s s / tra in in g
● Ed u c a tio n a l o p p o rtu n itie s  fo r a ll a g e s
● Yo u th  m e n to rs h ip / le a d e rs h ip
● Re s id e n t a s s is ta n c e  with  c o u n ty s e rvic e s  o r is s u e s  

( i.e . c o d e  vio la tio n s )



Phase 2
Mission, Vision
and Goals
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Celebrating Lealman pride and increasing 
opportunity through partnerships and 
programs focused on economic 
empowerment, educational advancement, 
health & wellness, character & leadership 
and community connectivity.

Th e  Le a lm a n  Exc h a n g e  Mis s io n



Community Aspirations

● All Lealman residents and those from its neighboring communities feel welcome and have 
access to programs that improve their quality of life .

● The Lealman Exchange serves a single point of entry for residents, connecting them to a 
network of just - in- time services located at the facility and from community partners in the 
surrounding area.

● Programming at the Lealman Exchange is measured through a data - driven approach 
focused on continuous improvement that seeks to enhance the activities that generate the 
most value for residents while removing as many inefficiencies as possible.
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Community Aspirations – A Vision for the Lealman Exchange

“Helping the community members of Lealman have a better life and a better tomorrow.”



• Define the organizational and management structures and create a leadership 
advisory group that guides decision - making on strategic initiatives at the facility. This 
advisory group will research model programs from other communities to replicate 
success and determining funding model/possibilities.

• Define model tenant - partner characteristics and needs served, creating a wish list of
best partners. Design a due diligence, application, and onboarding process that 
considers tenant - partner capacity, skill sets, collaboration, with a performance - based 
contracting emphasis.

• Establish a baseline of current metrics from which a matrix/dashboard will be 
developed,  including current community engagement, community metrics (e.g. 
Sheriff/emergency activity, unemployment, poverty, home ownership), and ongoing 
stakeholder data (existing tenant - partner metrics). 

• Create programs that attract residents to the Lealman Exchange, establishing a 
perception that the Exchange is a resource that creates sense of community and 
belonging. Execute a marketing and awareness - building campaign that elevates 
perception of the Lealman Exchange by a specified amount. 
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Lealman Exchange Goals



Phase 3
Community Services 
Programming Plan
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The problem of hunger is not solved just by 
the local food bank. It is solved by the local 
school system with distribution, by career 
development organizations ensuring the 
hungry can have jobs to pay for food, and 
by drug addiction clients to get clean, save 
money, and go grocery shopping. “

Th e  Ch a lle n g e

Th e  So lu tio n : Co lle c tive  Im p a c t

Mo re  th a n  m e re  c o lla b o ra tio n , Co lle c tive  Im p a c t u n ite s  m u lti- s e c to r s e rvic e  p ro vid e rs  in to  a n  
in te g ra te d  c o lle c tive  with  s h a re d  g o a ls , m e a s u re m e n ts , s tra te g ie s , a n d  s e rvic e s . 

Su c c e s s fu l Co lle c tive  Im p a c t in itia tive s  a ls o  re q u ire  th e  c o o rd in a tio n  o f a  p ro fe s s io n a l te a m , 
c o m m o n ly kn o wn  a s  th e  “b a c kb o n e  o rg a n iza tio n ,” d e d ic a te d  to  o rc h e s tra tin g  th e  a c tivitie s  o f 
th e  p a rtn e rs . Th is  fra m e wo rk ta p s  th e  s tre n g th s  o f o rg a n iza tio n s  fro m  th e  b u s in e s s , n o n p ro fit , 
p h ila n th ro p ic  a n d  c ivic  s e c to rs  to  a c h ie ve  s p e c ific , m e a s u ra b le , a n d  la s tin g  c h a n g e  in  
c o m m u n itie s .
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Th e  So lu tio n : Co lle c tive  Im p a c t

Th e  Co lle c tive  Im p a c t m o d e l will s e rve  to  u n ite  Le a m a n  Exc h a n g e  s e rvic e  
p ro vid e rs  in to  o n e  s ym b io tic  e n tity th ro u g h  s h a re d  g o a ls , s tra te g y a n d  s e rvic e s .  

Ba
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Continuous 
Communication

Aligned 
Mission

Mutually 
Reinforcing 
Activities

Collective 
Tech

Shared 
Measurement



Intake and Triage/Needs Assessment

Se rve  a s  e xte n s io n  o f e xis t in g  
p a rtn e rs  s e e kin g  to  a c c e le ra te  
e d u c a tio n a l s u c c e s s  fo r c h ild re n  
a n d  a d u lts

Me n to rs h ip , a n ti- b u llyin g , a n ti-
g a n g , p e rs o n a l g ro wth  a n d  

d e ve lo p m e n t o f Le a lm a n  Prid e

Im p ro ve  m e n ta l a n d  
p h ys ic a l h e a h  
o u tc o m e s  fo r c h ild re n  
a n d  fa m ilie s

Wo rkfo rc e  De ve lo p m e n t, 
J o b  s kills , a c q u is it io n  a n d  
p la c e m e n t, wo rkp la c e  
s o ft  s kills , e lim in a te  
b a rrie rs  to  wo rk, Fin a n c ia l 
a s s is ta n c e  a n d  tra in in g , 
b a n kin g  a n d  s a vin g s , 
h o m e  p u rc h a s e , c a r 
p u rc h a s e , re t ire m e n t 
p la n n in g , c re d it  
re s to ra tio n

Co m m u n ity e ve n ts , 
g a th e rin g s , fa m ily frie n d ly 
fu n , n e ig h b o rh o o d  
c o n n e c tio n s , a n d  s e n s e  o f 
b e lo n g in g  

Lealman Exchange: 

Whole Health Case 
Management

Community 
Connectivity

Health and 
Wellness

Character 
and 

Leadership

Needs Navigator:

Stabilization

Educational 
Advancement

Economic 
Empowerment
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Th e  LEX Wra p - Aro u n d  Se rvic e s  Mo d e l



Phase 4
Monitoring Impact
and Logistical Analysis
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Ke y Re c o m m e n d a tio n
Co lle c tive  Im p a c t Se rvic e  Pro vid e r

Ou r ke y re c o m m e n d a tio n  is  to  p ro c u re  3rd  p a rty m a n a g e m e n t o f th e  Le a lm a n  Exc h a n g e  fa c ility 
with  s p e c ific  re s p o n s ib ility to  b e  th e  b a c kb o n e  o rg a n iza tio n  fo r th e  c o lle c tive  im p a c t e le m e n ts  o f 
th e  p ro p o s e d  s tra te g y.  

Se rvic e s  to  in c lu d e :
● De ve lo p  a n d  m a in ta in  c o lle c tive  im p a c t s tra te g y a n d  e xe c u te  to  a c h ie ve  ke y- p e rfo rm a n c e  

in d ic a to rs  g o a ls . 

● Brin g  to g e th e r th e  e xis tin g  s e rvic e  p ro vid e rs  in  th e  Le a lm a n  Co m m u n ity to  c o o rd in a te  e ffo rts , 
s tre n g th e n  s e rvic e s  a n d  b u ild  a  b rid g e  b e twe e n  th e  c o m m u n ity, th e  o rg a n iza tio n s  a n d  
Pin e lla s  Co u n ty 

● Se e k re ve n u e  s tre a m s  o th e rwis e  in a c c e s s ib le  to  th e  Co u n ty th ro u g h  g ra n ts  o r o th e r p ro g ra m  
s u p p o rt. 

● Bu ild  a n d  e vo lve  d a ta  g a th e rin g  a n d  re p o rtin g  to  in s tru c t s tra te g y.

● Cre a te  a n d  im p le m e n t o n - g o in g  m a rke tin g  a n d  re te n tio n  e ffo rts  fo r Le a lm a n  Exc h a n g e  
c lie n ts .

● Es ta b lis h  a n d  m a n a g e  c o m m u n ic a tio n s  c h a n n e ls  with  th e  Le a lm a n  c o m m u n ity.

● Re c ru it te n a n ts  a n d  s e rvic e s . Stru c tu re  a n d  m a in ta in  le a s in g  fo rm a t a n d  te rm s . 

● De ve lo p  Le a lm a n  Exc h a n g e  in to  th e  le a d e r o f a  m u lti- s ite  in itia tive  wh e re  Pin e lla s  Co u n ty 
le ve ra g e s  c o lle c tive  im p a c t to  p ro vid e  m is s io n - d rive n  s e rvic e s  to  c o m m u n itie s  in  n e e d .



Year 1 (2021)

● Establish functional management structure
● Create leadership advisory group
● Procure and execute agreement for managed services for operating the facility
● Fully staff the operational model described here
● Finalize application process for Year 1 tenant - partners and onboard
● Adopt metrics - tracking solution
● Execute broad - reaching marketing plan
● Apply for HUD EnVision Center certification

Year 2 (2022)

● Begin tracking year - over - year data, according to metrics listed within programmatic areas 
above. 

● Evaluate all programs according to mission alignment, engagement, and efficacy.
● Repeat capacity assessment on all tenant - partners.
● Release public report on progress toward mission and goals.
● Ensure lines of communication with the community are open and regularly receive feedback 

on progress and results 

Year 3 (2023)

● Repeat capacity assessment on all tenant - partners. 
● Re- evaluate tenant - partner relationships based on the Collective Impact commitments and 

results
● Turn data into knowledge - analyze collected data for gaps, overlaps and deficiencies in the 

Collective Impact collaboration
● Continue to develop fundraising and development departments to support programming and 

outreach needs
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Programming Timeline



The organizations above have been pivotal in the revitalization efforts underway in the Lealman community. We thank 
them all for the help, guidance and feedback they have provided over the course of this project! 
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Thank You to our Partners!
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