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Current State Analysis - The Task

Task: Expand the Homebuyer Access 
Grant to a new metropolitan area that 
maximizes impact on underserved 
communities

Key Stakeholders: Wells Fargo, 
low-moderate income homebuyers, 
local housing agencies

Constraints: Limited grant funds, 
need for a measurable impact

Important Factors 
- Homeownership rates among 

minorities and low-income 
groups

- Housing affordability gap
- Local economic conditions

- Median income vs. home 
prices

- Population demographics
- Mortgage accessibility 



Recommendation Report Why Cleveland?

- High impact potential

- Affordable housing 
market

- Feasibility and existing 
support infrastructures

- Economic growth and 
stability  



Target Persona Overview
1. Target Audience:

🎯 Demographics: First-time homebuyers, ages 25-45, 
middle-income professionals (service workers, educators, healthcare 
workers, small business owners)

🎓 Education: High school diploma to bachelor's degree

 Households: Single or dual-income, often with small children

3. Engagement & Retention:

📢 How We Engage:

● Social media stories & Q&A→ Address common concerns like affordability & credit scores.
● Webinars & nonprofit partnerships→ Help buyers understand hidden costs & mortgage options.
● Financial coaching sessions→ Provide long-term guidance for hesitant buyers.

📩 How We Retain Customers:

● Follow-up emails with budgeting & mortgage tips
● Credit counseling incentives
● Resources in Spanish & other languages



Marketing Strategy: STP

Targeting – Focusing on High-Impact Segments

🏆 Primary Target: Renters transitioning to homeownership

🔹 Actively looking for housing solutions

🔹 Already paying high rent, may qualify for financial 
assistance

📢 Campaign Slogan: Own Your 
Future – Your Path Starts Here!

✅ Key Differentiators:

✔ Low-interest loans for first-time buyers

✔ Down payment assistance to ease financial burdens

✔ Financial education tools to empower buyers

✔ Multilingual support for diverse communities

✔ Bundled grants with mortgage offerings to provide 
seamless funding and lending solutions



Benchmarking Analysis and KPI

Competitor Analyzed: 

Chase Homebuyer Grant Program

● Product & Service: Grants up to $7,500 for 
down payments.

● Business Model: Bundles grants with mortgage 
products to boost customer loyalty and lifetime 
value

○ Removed income limits for its 3% down 
DreaMaker mortgage in grant-eligible 
areas, expanding access.

● Geography: Operates in 15,000+ communities, 
enabling large-scale initiatives

KPIs
Customer Acquisition:
➔ Awareness

◆ Ad Impressions, Website Traffic for Digital Platform
◆ Metrics: CPC, Unique Users, Bounce Rate, Page Visits

➔ Sales
◆ Lead Generation (completed grant applications)
◆ Metrics: Engagement with Financial Calculator, Info 

Request, Application Completion Rate, Cost per Acquisition 
Customer Retention:
➔ Customer Lifetime Value

◆ Purchase Frequency, Engagement Rate with Education Tools
◆ Metrics: Retargeting Campaign Visits, Reviews/Referrals, 

Platform Users, Cross-sell Rate



Multi-Pronged Budget
Budget 
Phase

Goals Total 
Budget

Key Expenses Impact

Y0-Y1 Launch the program
Provide first-time homebuyer grants to 
350 buyers
Establish a financial education portal with 
multilingual support.

$5 
million

$3.5M grants
$750K education 
& portal setup
$750K marketing 
and admin

Increases homeownership 
access, builds financial 
literacy, and supports diverse 
communities.

Y1-Y2 Provide first-time homebuyer grants to 
another 350 buyers
Integrate Wells Fargo mortgage bundling 
into portal

$5 
million

$3.5M grants
$1M tech & portal 
enhancements
$500K operations

Strengthens financial 
confidence
Increases mortgage 
accessibility
Boosts customer loyalty

Y2-Y3 Create revolving grant fund
Support 150 buyers/year
Collaborate with housing agencies to 
provide personal financial coaching

$5.5 
million

$3.5M grants
$1M revolving 
fund
$500K financial 
coaching
$500K customer 
retention & 
outreach

Ensures program longevity 
Strengthens local networks
Enhances financial stability



1st Potential Risk: Economic volatility and housing market fluctuations in Cleveland

Risk Classification: Moderate/ 26-50%

Risk Mitigation: Continuously monitor Cleveland’s economic indicators and 
collaborate with local workforce development programs

Risk Assessment 

2nd Potential Risk: Availability and accessibility of affordable housing in Cleveland

Risk Classification: Moderate/ 26-50%

Risk Mitigation: Partner with local housing organizations to identify and secure 
affordable homes for grant recipients 

3rd Potential Risk: Long-term financial stability of grant recipients

Risk Classification: Major/ 51-75%

Risk Mitigation: Partner with local nonprofits or government programs that provide 
ongoing support for low-income homeowners



Step 1: 🎤 Engage city officials, realtors & community leaders

Step 2: 💡 Recruit minority community leaders

Step 3: 🗺 Align with Cleveland’s urban renewal plans

Step 4: 📲 Leverage social media & local news for outreach

Step 5: 🔨 Offer homeownership counseling & repair assistance

Step 6: 📺 Share success stories through media

Step 7: 📊 Expand funding & explore new city opportunities

Step 8: ✅ Implement annual review process

Kotter’s 8-Step Change Model

Why Kotter’s Model?

Kotter’s framework is well-suited for 
implementing the Homebuyer Access Grant 
expansion because it provides a structured, 
step-by-step approach to driving organizational 
and community change. It ensures stakeholder 
buy-in, builds momentum, and establishes 
long-term success.



User journey map
Alima





Project Closure - Our Goals
1. Transform: uplift and revitalize renters and underserved minority communities
2. Empower: promote stability and prosperity for homeowners
3. Expand: generate economic growth and access to markets



Thank you! Questions?

Connect with us!

Audrey Lin - audlin@mit.edu
Morgan Boonshaft - morgan_boonshaft@brown.edu
Asher Patel - ap2448@cornell.edu
Daniel Gao - gaodan@bc.edu
Keller Patterson - kp3125@columbia.edu
Alima Kassim - alimakassim33@gmail.com
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