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INTRODUCTION & BACKGROUND

Young people with uncertain immigration status face immense obstacles in pursuing the ambitions
that fire most young minds, including the central dream of higher education. These young people,
the Dreamers, are the focus of the Dream Project’s mission. They face legal ambiguities, restrictions,
and limitations that can be overwhelming; they may not be well-versed in how to navigate the higher
education system, and they often assume that they have no legal avenues to college and that higher
education falls well outside their financial means.

Dreamers face unique challenges in navigating the higher education labyrinth. The majority are the
first person in their families to consider college. They lack some of the resources – such as social
and alumni networks, parental counseling, and access to information – from which other students
may benefit. Many must balance jobs with schoolwork or are the primary caregiver for younger
siblings. Many have entered high schools from which they will graduate midstream, and so must
struggle with linguistic, cultural, and social barriers, while yet others have had the continuity of their
education disrupted.

One critical barrier is the relative lack of understanding about how one gains access to the American
higher education system through the application procedures and the financing methods. Many
school professionals, including teachers, counselors, and other personnel, are not always aware of
their state’s policies concerning admission, tuition, and financial aid eligibility for undocumented
students and therefore are ill-prepared to offer cogent advice or to direct students to the proper
resources. Adding to this is the fear and uncertainty that undocumented students face, and the
resulting tendency to maintain a low profile reticent about asking for support. Because of this,
professionals who do have the knowledge and commitment to help these students often cannot
identify who they are. The mentoring of these students by well-informed educators then becomes a
critical component of helping them achieve their dreams.
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The Continuing Challenges Facing Dreamers



The Dream Project was established in 2010 when a small group
of parents, students, educators, and community members met
at the home of Dream Project founder Dr. Emma Violand-
Sanchez to discuss their concerns about college costs for
undocumented immigrant students in Virginia. “Well, I can
cook,” one parent said, and the first fundraiser for the Dream
Project was organized, raising money to support scholarships
for four outstanding undocumented students. The Dream
Project’s Mentoring Program began with these four students
meeting in a Georgetown University dorm room with a
volunteer mentor who helped them complete college and
scholarship applications. This was and continues to be, one of
the only programs offering scholarship and mentoring
assistance available to undocumented students in Virginia.  

By FY 2022 the Dream Project was providing 100 high-
achieving immigrant students with annual scholarships in the
amount of $3,000, renewable for five years. The Dream
Project’s Mentoring Program also has flourished, serving as
many as 40 students each year through the help of up to 25
volunteer mentors. During the COVID-19 pandemic, the
Mentoring Program successfully transitioned to an all-virtual
format. Going forward, the Dream Project will consider how to
best adopt a hybrid format to assist students who may have
difficulty attending in-person sessions. 

In 2018, the organization hired its first full-time Executive
Director, and in 2021 hired a full-time Development Director
and a full-time Communications Director. The Dream Project
has been recognized by the Catalogue for Philanthropy as “one
of the best nonprofits in the greater Washington DC
metropolitan area.” 

Now into its second decade, the Dream Project has a proven
record of helping our scholars to overcome the challenges they
face and to succeed in college. As of June 2022, over 100 Dream
Scholars have graduated from college. Over the next three-
year period, we are committed to strengthening our operations
and programs and deepening our engagement with the
community we serve.  
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The Dream Project's History



STRATEGIC PLANNING PROCESS
This strategic planning process was funded by a capacity-building grant from a Dream Project donor.
The planning session was facilitated by Kevin Coray, a strategic planning consultant and trusted
advisor with thirty-five years of experience. Through individual and facilitated group work, Kevin
helps institutions navigate change and create effective and sustained impact through the change
management model of Appreciative Inquiry.

The Dream Project’s Board of Directors authorized the creation of a Strategic Planning Task Force,
consisting of five Board members and the Executive Director. The Task Force planned and designed
the strategic planning Board retreat and analyzed data, allowing the Board to make informed data-
based decisions. Constituent groups engaged in the development of this strategic plan included
parents, mentors, mentees, donors, scholarship recipients (Dream Scholars), and alumni. The Board
and staff will review progress quarterly and update the annual operation plan as needed.
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STRATEGIC DIRECTION FOR FY2025
This plan reflects the Dream Project’s intended strategic direction over the next three years as well as
the Board’s and staff’s heartfelt commitment to our mission and our students. Between July 1, 2022,
and June 30, 2025, we will continue to deepen support and empowerment of students whose
immigration status creates barriers to their pursuit of higher education. We will serve students
starting in high school, through their college years, and into careers. Student empowerment will grow
through mentoring, scholarships, and a supportive Dream Project community network which includes
peers, alumni, mentors, families, donors, community leaders, educational institutions, and partnering
organizations. The Dream Project will continue to be a professionally run organization which still
maintains its roots as a community organization; it is this combination that provides so much of the
passion and commitment of our leadership, staff, and supporters.

During the period of this Strategic Plan, the Dream Project will continue to support 100 Scholars and
increase the dollar amount of each annual renewable scholarship. In addition, we will pilot a
vocational training (Career Technical Education/CTE) scholarship program to support students who
wish to pursue a certificate at an accredited public institution. We will also strengthen and grow our
Mentoring Program through a more intentional and focused recruiting process and through
developing innovative approaches to program delivery, using technology and other creative methods
of engagement. Finally, we will support our Dream Scholars and alumni by improving our annual
Dream Summit, broadening internal scholar support systems, and expanding strategic partnerships
(such as our existing partnership with Beyond 12 and the Center for Psychological Services).

As a result of growing our professional staff, we will also be able to more clearly define the roles of
staff and Board, with staff assuming operational responsibility while the Board focuses on strategic
direction and adherence to our mission. We will maintain, however, the close working relationship
between Board members and staff that characterizes the Dream Project's ethos. The Dream Project
remains committed to ensuring the privacy and security of all Dream Project participant information.



MISSION, VISION, AND VALUES
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MISSION

VISION

VALUES

The Dream Project empowers students whose immigration status
creates barriers to education by working with them to access and
succeed in college through scholarships, mentoring, and scholar,
alumni, and family support.

.Our vision is a supportive and inclusive community where Dreamers
and their families are empowered through education to pursue their
dreams and achieve their full potential.

EQUITY: The Dream Project strives to ensure that all students have fair
and equal opportunities to achieve their academic goals, regardless of
their immigration status.

EXCELLENCE: The Dream Project believes that a rigorous and
enriching education builds students’ capacity to overcome the
formidable challenges they face as a result of their immigration status
and fosters their intellectual, professional, and personal growth.

COLLABORATION: The Dream Project cultivates a community of
Dream Scholars, alumni, families, mentors, volunteers, donors, board
members, educational institutions, partnering organizations,
community leaders, and elected officials, and believes that through
intentional collaboration and solidarity we can more effectively serve
and support our students.

HOLISTIC SUPPORT: The Dream Project believes that providing
financial, social, and emotional support is foundational to ensure that
students thrive in a holistic way.

.



STRATEGIC PLAN AND GOALS

By the end of FY 2025, the Dream Project will significantly increase and enhance its support for
students through scholarships, mentoring, and scholar and alumni services, as well as collaborative
partnerships. Consistent with our ethos of building community, Dream Project mentees, scholars,
alumni, and parents will actively participate in advancing the organization’s mission, vision and values.
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Objectives

A. Scholarships
Over the next three years, the Dream Project will continue to support 100 Scholars and will increase
the amount of each annual scholarship. We will pilot a scholarship program for vocational training
through CTE certificate programs at public institutions.

1. Increase scholarship amounts to at least $4,000 by FY 2025. 

2. Increase the number of scholarship applicants by expanding outreach to school systems, faith-
based organizations, and community organizations, in order to increase the number of new (i.e., non-
renewal) applicants to 100 by FY 2025.

3. Pilot a CTE scholarship program by establishing a working group to research CTE options and
costs, launching the pilot program by awarding three CTE scholarships that will be renewable one
time, and increasing the number of CTE scholarships in succeeding years. 

Goal #1 - DREAM PROJECT PROGRAMS
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B. Mentoring
The Mentoring Program will focus on four main goals: Expand outreach efforts to recruit more
mentees; launch a pilot Mentoring Program for CTE students; supplement the virtual Mentoring
Program with monthly in-person sessions; and strengthen and expand partnerships.

1. Expand outreach efforts by developing and implementing a strategy to increase the number of
mentees in our mentoring program. 
 
 2. Pilot a program for Career and Technical Education (CTE) students to help the growing number
of undocumented students obtain a CTE certificate. 

3. Supplement the virtual Mentoring Program with monthly in-person sessions by continuing with
weekly virtual sessions with the added option of participating in person once a month.

4. Strengthen and expand partnerships by expanding the program to additional Virginia high schooll
students. 

C. Support for Dream Scholars and Alumni
The objective of Scholar and alumni support is to help students succeed in college and utilize their
education to start a career. Dream Project Scholars are overwhelmingly first-generation students
who need guidance navigating the higher education system and adjusting to college life. Their
immigration status, which makes it difficult to work both during and after college, creates greater
headwinds than native-born first-generation students face. The Dream Project will focus on four
overlapping areas of Scholar and alumni support: academic, social, and emotional support; Scholar
and alumni engagement; emergency services; and career development.

1.  Academic, social and emotional support --

Since 2020 the Dream Project has partnered with the non-profit organization Beyond 12 to provide
regular academic, social and emotional support to about half of Dream Project students. The Beyond
12 coach checks in with each student every two weeks to both deliver a curriculum of skills necessary
for college survival and to help the student with specific obstacles. Sometimes, the Beyond 12 coach
uncovers issues that indicate the need for further support services. 

We will continue our relationship with Beyond 12, making the program mandatory for first-year
students and those on probation, and optional for second-year students or for students who transfer
from a two-year to a four-year school. A third year of coaching will be available only in rare
circumstances. We will evaluate the program annually and make adjustments as necessary. 



Dream Project Strategic Plan 2023-2025 9

2. Scholar and Alumni engagement --

The Dream Project will continue to provide holistic support for our Scholars and alumni, as well as to
create a sense of community among our constituency. 

a. Summer Summit: The FY 2023 Summit will offer virtual content-specific sessions, consisting of
multiple simultaneous streams for first- and second-year Scholars, upper-level Scholars, alumni, and
parents. For upper-level Scholars, content will vary from what was offered in previous years to make
the Summit more engaging for repeat participants and those approaching graduation. Tailored
sessions for upper-level Scholars and alumni will include such topics as job preparedness and
interview skills. A kickoff, with in-person interactive sessions on a universal theme, such as
developing leadership skills, will be followed by a social event for Scholars and alumni. Evaluation
results from FY 2023 will inform how we plan future virtual and in-person sessions, as well as content.

b. Student Gatherings: For FY 2023, we will offer two social gatherings – one virtual and one in-
person. In addition, we may offer ad hoc gatherings on specific topics, such as financial literacy or
specific career fields. Evaluation results from FY 2023 will inform how we plan for subsequent years.   

3. Emergency support services --

In recognition of the fact that Dream Project students frequently encounter unexpected emergencies
that interfere with their ability to perform well in school, we will continue to offer the following
services to our Scholars:

a. Herman Loan Fund: Consistent with our agreement with the Molly and Joseph Herman Foundation,
we will consider and approve loans to Dream Project Scholars of up to $2,000 for emergency
purposes. By the beginning of FY 2023 following a sub-committee evaluation, policy and procedural
changes will be proposed to 1) closely track borrowers’ enrollment status, 2) follow up immediately
when borrowers graduate or leave school, 3) impose limits on the total amount a Scholar may borrow,
and 4) collect repayment from delinquent borrowers consistent with the Dream Project’s ethos. 

b. Emergency Relief Fund: The Emergency Relief fund will no longer be tied to covid-related
emergencies and will meet the emergency needs related to housing, food, and medical needs of
Dream Project Scholars. 

c. Computer Fund: The computer fund provides funds to refurbish donated computers that will meet
Scholar needs and also, if necessary, to purchase new computers for Scholar use.

d. Case Manager: The Case Manager advocates for Scholars to help them access public, private, and
Dream Project resources that address academic, non-academic, and emergency needs. 

e. Mental Health Services: The Dream Project will continue to provide mental health facility costs for
short-term treatment of scholars through the George Mason University Center for Psychological
Services (GMU-CPS). 
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4. Career development --
Dream Project students face significant barriers to finding jobs and internships because their
immigration status may not permit traditional paid employment. In addition, because they are
predominantly first-generation immigrant students, they do not have extensive connections to form
networks. Nonetheless, many students and employers have found ways to create opportunities,
usually as a result of personal networking. The Dream Project will pilot two volunteer-run career
development programs during FY 2023.

Each of these pilot programs will be evaluated at the end of FY 2023, and if successful, will expand in
subsequent years. If additional resources become available, the Dream Project will create a database
of supporters with contacts in specific fields. 

C. Support for Dream Scholars and Alumni (cont.)

STRATEGIC PLAN AND GOALS
Goal #2 - FUNDRAISING
Objectives

During the course of the strategic planning period, the Dream Project will increase its annual
fundraising capability so that by FY 2025, we will raise $775,000 from a sustainable and diversified
pool of donors, including individuals, foundations, corporations, and faith communities. We also will
build a strong organizational infrastructure to support fundraising operations, a process that began
with the hiring of our first full-time Director of Development in February 2022. Achieving this
fundraising goal will allow us to provide more substantial annual scholarships ($4,000 per Scholar by
FY 2025), as well as sustainable funding for all programs and operations. This goal will be
accomplished by diversifying funding streams such that by FY 2025, approximately 35 percent of our
funds will come from major individual donations ($10,000 or greater), 30 percent from general
individual donations, 25 percent from foundation grants, 5 percent from corporations and businesses,
and 5 percent from faith-based institutions. 

A. Diversity Funding Streams

The Dream Project will diversify and increase total fundraising to $785,000 by the end of FY 2025 by
focusing on four funding streams: individual giving, foundation grants, corporate/small business
donations, and faith-based community donations, as well as an annual gift from the Parents
Committee. (For intermediate fiscal years, please refer to Table 1, attached.)  We will do this by
increasing individual donations by 20% to $503,000, increasing major individual donations to
$271,000, increasing foundation grants to $194,000 and from six proposals to no fewer than eighteen,
increasing corporate and local business donations to $39,000, increasing faith-based gifts to $39,000,
and increasing the parent committee gift to $10,000  by 2025. 
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B. Increase Named Scholarship Giving 
In addition to networking and stewardship, the Dream Project will further expand outreach that helps
generate interest and giving across all four donor streams as well as through the Parents Committee: 

1. The Named Scholarship (NS) Program allows donors across funding streams to sponsor student
scholarships for $2,500 per year per student (for a total four-year commitment of $10,000). The
Dream Project will increase net Named Scholarships by an additional six each year so that by FY 2025
we will have a total of 125. In addition, we will create two new Named Scholarship categories:

a. Corporate Named Scholarships: We will develop and launch a “Corporate Angels” program
through which corporations and small businesses may choose to sponsor Named Scholarships. We
will cultivate a minimum of two new Corporate Angels per year (included in the overall NS goals
above) for a total of six Corporate Angels by the end of FY 2025. 

b. Faith-based Community Named Scholarships: We will develop and launch a “Faithful Friends”
program through which faith-based institutions may sponsor Named Scholarships. We will cultivate a
minimum of two new Faithful Friends per year (included in the overall NS goals above) for a total of
six Faithful Friends by the end of FY 2025. 

C. Schedule Events and Meetings
The Dream Project will continue to host at least one large fundraising event each year, and when
public health conditions allow, will host small house party events as well. We also will maintain a
regular schedule of mailings and e-blasts to our supporters and potential supporters.

D. Expand Social Media Outreach
The Fundraising Committee, in collaboration with the Communications, Outreach, and Advocacy
Committee, will increase our social media engagement and encourage followers to establish peer-to-
peer social media fundraisers (in honor of birthdays, events, anniversaries, etc.). 

E. Improve Promotional Materials
The Dream Project will create a variety of promotional materials and toolkits appropriate for each of
our four funding streams at the beginning of FY 2023, and revise these materials annually, or as
needed. By the end of FY 2023, we will create an online library for easy retrieval of materials. 

F. Recruit Student Ambassadors
The Dream Project will recruit, on an ongoing basis, Scholars and Alumni to speak at Dream Project
events or to prospective donors to share their stories, challenges, and achievements. 

G. Strengthen Database Management and
Bookkeeping
The Dream Project will research and, if fiscally feasible, purchase software systems to synchronize
Quickbooks and Salesforce and invest in additional software or computer training for staff, as needed. 



STRATEGIC PLAN AND GOALS

The Dream Project will ensure effective communication to key audiences, advocate alongside our
partners for the needs of our students, and expand outreach to potential stakeholders and allies.
Through these activities, the Dream Project will continue to build a recognizable and well-respected
brand within the community, and maximize awareness of our mentoring and scholarship programs. 
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Objectives

A. Increase Communication 

Goal #3 - Communications, Advocacy, and Outreach

By the beginning of FY 2023, the Dream Project will develop and implement a Communications Plan,
including a Social Media Plan, to help meet the broader goals of the three-year Strategic Plan. The
Communications Plan will have several key goals:

1. Build a strong social media presence.

2. Improve and maintain The Dream Project website.

3. Develop and regularly update promotional material.

4. Broaden engagement and increase access to information by translating the most important
Dream Project collateral into multiple languages, beginning with Spanish.

5. Develop and share stories.

B. Participate in Advocacy Initiatives
The Dream Project will contribute to raising awareness of our students’ aspirations, their proven
ability to overcome challenges, and the contributions they make to our communities. We will
accomplish this by elevating student narratives and working collaboratively to bring about public
policies that reduce the challenges our students face and create more opportunities for them to
succeed. The Dream Project will:
 
1. Each year, recruit and prepare at least ten students who have varied backgrounds and
immigration experiences to participate in advocacy events. 

2. Build understanding with community leaders, business owners, advisory board members, and
elected officials of the challenges faced by Dream Project scholars due to their immigration status
and decreasing eligibility for DACA.

3. Partner with other immigrant advocacy groups. 
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The Dream Project will participate in events, functions, and coalitions that build awareness of our
work and our community and expand resources available to our students. These activities will be
closely coordinated with the Mentoring, Fundraising, and Scholar and Alumni Support committees,
and will be focused on the following goals:

1. Cultivate and maintain partnerships with local counties and municipalities, school districts, and
community-based organizations, with a goal of developing two new formal agreements each year. 

2. Participate in at least two community events each year, such as college nights, county fairs,
farmers markets, folkloric festivals, etc.

3. Cultivate and maintain partnerships with private and public universities in Virginia. 
 
4. Cultivate and maintain engagement with Dream Project alumni. 

C. Expand Outreach

D.Support the Parents Committee 
The Dream Project was established by a group of parents, and we will continue to work closely with
the parents and families of our students in support of their success by focusing on the following
actions: 

1. Conduct at least ten workshops throughout the year (including the Parent Summit sessions) with
topics such as supporting their children’s successful college experience, financial planning, computer
literacy, mental health, immigration law, and policy issues. 

2. Collaborate with the Parents Committee to promote the Mentoring and Scholarship programs. 

3. Collaborate with the Parents Committee to identify student needs. 

4. Support the Parents Committee's fundraising efforts.
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Goal #4 - Governance

STRATEGIC PLAN AND GOALS

Over the course of the strategic plan period, the Dream Project’s Governance Committee will
continue to respond to the requests of both the Executive Committee and the Board of Directors, as
well as generate its own proposals to foster efficient and effective governance: 

1. Based on the results of the Board self-evaluation process to be completed by the end of FY 2022,
determine whether and/or how to improve the process in subsequent years.

2. Continue to refine and improve the Roles and Responsibilities document on the basis of revisions
proposed at least once each year by the Executive Director.

3. Develop and adopt a process for policy development, specifying a policy format, and developing
and implementing a clear delineation between policies (the responsibility of the Board of Directors)
and procedures (the province of staff) by the end of FY 2023 and then refining the process as
necessary during FY 2024 and FY 2025.

4. Propose a process for the approval of new Dream Project initiatives by the end of FY 2023, and
refine the process as necessary during FY 2024 and FY 2025.
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Goal # 5 - Operations, Staffing, and Infrastructure

STRATEGIC PLAN AND GOALS

By the end of FY 2025, the Dream Project will have the staff and infrastructure capacity to efficiently
and effectively execute the growing fundraising, communications, and administrative functions
necessary to continue delivering outstanding programs and services, and will take specific steps to
enhance all aspects of our operations, including:

1. By the end of FY 2023, optimize the workflow among staff, Board members, and volunteers.

2. By the end of FY 2023, consult with partners and constituents about possible solutions for
program space and activities. Space is not needed for administrative tasks but would be helpful for
programming and activities, such as scholar and alumni events, Parents Committee meetings and
workshops, scholarship application interviews, mentoring, and one-on-one conferences. 

3. By the end of FY 2023, design and implement a partial remote work policy to meet the needs and
desires of BOTH staff and the organization.

4. By the end of FY 2024, provide office equipment (such as laptops and cell phones) for staff
members as appropriate.

5. Maintain a work culture in which staff continue to develop their individual talents and abilities
to better serve both the organization and their personal growth.

6. Continue to maintain, update and improve The Dream Project’s technological and analytical
capabilities (e.g., website, security, and privacy, Salesforce, financial management, scholarship, and
mentoring management systems).
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PRELIMINARY FINANCIAL
PROJECTIONS
The Dream Project will need to continue to increase its resources in order to support the goals of its
three-year Strategic Plan. This includes all expenses related to recurring annual costs, such as salaries
for outstanding staff to support and advance the organization’s strategic goals, operational costs,
training, and program evaluation. 

In FY 2020 and FY 2021, the Dream Project received over $100,000 in largely one-time grants to fund
our Covid Emergency Relief Program which quickly distributed over $97,000 to needy members of the
Dream Project community. Those Covid-related contributions and disbursements are almost entirely
completed, and in FY 2022, the inevitable decrease in Covid-related contributions was more than
offset by the continued absence of expenses related to in-person programming and events. The
Dream Project reacted in FY 2022 with nimbleness and effective management such that we actually
increased our reserves with a budget surplus. Exceptionally rapid inflation, a dramatic decrease in the
stock market, the lingering effects of Covid, and international instability all present an unusual degree
of fundraising uncertainty and potential donor hesitation. In response, we are projecting very
conservative fundraising goals in FY 2023. Any decrease in revenue will easily be covered by our
substantial reserves of $400,000. In FY 2024 and FY 2025, we project that income will resume its
historic upward trajectory.

Actual Revenue
Projected Revenue



DREAM PROJECT STAFF, BOARD
OF DIRECTORS, AND TASK FORCE
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K a r e n  V a l l e j o s  C o r r a l e s
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M i c h e l e  C o n n e l l y

Chair

J a n e  P o w e l l

Vice Chair
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Treasurer

R o b e r t  R e m e s ,  E s q .

R o b e r t  S m i t h

M o n i c a  B u r g o s  F l o r e s

D a w n  C u t l e r

C i n t h i a  F e r n h o l z
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M a r i e  P r i c e ,  P h . D .

D a v i d  S p r i n g b e r g

Director of Communications and
Student Recruitment

L i z  L a r i b e e

Program Manager and Systems
Developer

C a r l o s  P u e r t a

Case Manager/Senior Consultant

B e l i n d a  P a s s a f a r o

Mentoring Coordinator

P a t r i c i a  S a n g u i n e t t i

Secretary

A n n  K e n n e d y ,  P h . D .  

Founder and Chair Emeritus

E m m a  V i o l a n d - S a n c h e z ,  E d . D .  

J u l i e  Z a l k i n d ,  P h . D .

Staff Board of Directors

Strategic Planning
Task Force

K a r e n  V a l l e j o s  C o r r a l e s

J a n e  P o w e l l

M a r k  H a b e e b ,  P h . D .
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Special appreciation to Dream Project parents, mentors, mentees, scholars, donors, alumni, and advisory
board members who participated in the strategic planning process and provided valuable insight

regarding the evolving needs of the Dream Project community. 

K e v i n  C o r a y ,  P h . D . ,  C o n s u l t a n t

T i m  L a w l e r

Business Manager

C e c i l i a  M o r a l e s
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Dream Project Inc.
P.O. Box 7419 
Arlington VA 22207 

703-672-1541

Dreamproject-va.org 

Facebook:
fb.com/DreamProjectVA 

Twitter: @DreamProjectVA 

Instagram: @DreamProjectVA

Thank you for your support!


