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Mission, Vision and Core Values

Mission

To enhance the lives of individuals with special needs through equine assisted activities.

Vision
To grow and be acknowledged as a diverse therapeutic riding program of distinction that is

recognized in our community and beyond.

Core Values

Dignity ~ We treat everyone in our LCTR family with the highest level of dignity and respect
everyone’s contribution to the program—whether large or small.

Safety ~ We promise to “do no harm” etther therapeutically or environmentally,
Professionalism ~ We utilize trained instructors and volunteers to ensure program excellence.
Community ~ We cooperatively work with members of the community to build upon the
network of opportunities available for individuals with special needs.

Transparency ~ We operate in an environment of trust and integrity offering full disclosure of
our program.

Health and Happiness ~ We strive to provide a fun environment for all participants in

conjunction with a focus on the health and happiness of our human and equine stakeholders.
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STRATEGIC PLAN EXECUTIVE SUMMARY

Background
For the past several years, Lancaster County Therapeutic Riding (LCTR) has found itself at a

crossroads. The program could continue status quo or it could grow to accommodate a larger
population that has been consistently demonstrated by our waiting list of riders, After careful
consideration, LCTR decided that it was the right time to grow the program. As a result we
began the task of developing a strategic with assistance from a professional facilitator in the field
of therapeutic riding and solutions for non-profit organizations,

A group of 9 individuals (board, staff, parent, volunteer) was identified and in February 2009,
the Strategic Planning Team held a weekend retreat to put together the basis for what would
become our strategic plan for 2009 — 2012, What follows is that plan.

Organization History
Lancaster County Therapeutic Riding is a 501¢3 non-profit organization that has been providing

quality equine programs for children and adults with disabilities since 1981. At its inception, the
program was the vision of Carol Henkel and Mary Ann Ferro as a much needed altemnative to a
similar program in southem Lancaster County that operated sporadically and was only open to
clients of the former Easter Seals Society.

With generous assistance from friends who shared the LCTR vision, the program was born and
became a 4-H club and continued its affiliation with the 4-H organization until December 2001
at which time the organization incorporated and became the 501¢3 organization it continues as
today.

The program started with 7 riders from the Cerebral Palsy Organization. In 2008 LCTR served
approximately 75 riders including blind, cerebral palsy, spina bifida, multiple sclerosis, head
trauma, autism spectrum disorder, Down syndrome, learning disabled and mentally disabled
riders and had a waiting list of approximately 10 individuals for each ofits five 6-week sessions.
LCTR has a dedicated instructor staff of 10 and approximately 90 — 100 active volunteers who
log in 4,000 volunteer hours annually. Additionally, LCTR sponsors an annual horse show,
summer day camps, Saturday clinics and other special events including an end of year annual
awards banquet where riders, volunteers and friends of LCTR are recognized and honored.
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Programs

LCTR currently offers four distinctly different riding program opportunities.

Riding IL.essons
Riders take one lesson per week for each 6 week session in which they enroll. Lesson times are

available on 3 days in the aftemoon/evening. Morning lessons are offered one day per week.
Beginning in January 2010, LCTR will become the sole occupant of Greystone Manor Stable
which will open up many possibilities for expansion of the program.

LCTR offers riders the choice of private or semi-private lessons, with a small difference in price.
Program management attempts to honor all requests, but makes final determination as certain
students require private lessons due to the nature of their disability. New riders are required to
take private lessons for their initial 6-week session to allow program management to evaluate
rider needs and goals.

Riders pay a lesson fee based on the type of lesson (private/semi-private). Scholarships are
available to assist riders who may not be able to pay the full lesson fee. LCTR does not turn any
rider away for their inability to pay.

Clinics

Clinics are currently held on scheduled Saturday momings throughout the year. During clinics,
focus is on group activities/games as well as grooming, tacking, leading and riding, The only
prerequisite for participating in a clinic is that riders participate in at least one 6-week riding
session at LCTR before participating in a clinic. A rider may sign up for any or all of the five
clinics as they are individual clinics and not interdependent nor require any prerequisite. LCTR
limits participants to the number of horses/ponies available.

Horsemanship Camp

LCTR offers one summer horsemanship camp designed for riders 14 years of age and
younger. Camp runs three hours per day for three consecutive days. Camp participants are
involved in many activities including grooming, tacking, leading, learning about horse
care/behavior, crafts, games and daily riding. Participation is limited to the number of
horses/ponies available.

Horse Show

LCTR holds an annual horse show for all riders who have participated in any program during the
calendar year. Riders participate in equitation and trail classes. Riders are judged and awarded
ribbons based on their riding skill.

Awards Banquet

Although not a riding part of the program, LCTR holds an annual awards and recognition
banquet for all riders, families, caregivers, volunteers and staff. This is a celebratory event and is
provided at no cost to attendees.
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Strategic Plan Goals

LCTR is committed to achieving five major goals over the 2009 —2012 strategic planning
timeline. A detailed timeline is attached at the end of this executive summary.

1. Expand and enhance program offerings in proportion to community needs
2. Develop site and facility to accommodate growth and safety factors

3. Expand and develop staff to meet needs of program growth

4. Create a diverse fundraising program

5. Increase size, involvement and effectiveness of Board

Each of the five major goals is described below.

1. EXPAND AND ENHANCE THE PROGRAM OFFERINGS IN PROPORTION TO
THE NEEDS OF THE COMMUNITY.

LCTR’s first objective is to expand the number of students we serve to 100 service units per
week. In order to accomplish this goal we plan to increase to 60 service units per week by the
second quarter of 2010, 80 service units per week by the second quarter of 2011, and 100 service
units per week by the second quarter of 2012.

In an effort to increase the number of service units per week provided by the program, LCTR’s
second objective is to transition from private (one rider) and semi-private (two riders) to group
lessons of three to four riders per lesson. The goal is that 10% of all lessons will be group lessons
by the second quarter of 2010, 20% of all lessons will be group lessons by the second quarter of
2011, and 30% of all lessons will be group lessons by the second quarter of 2012,

By increasing the number of service units provided per week and by increasing the number of
students served per lesson, LCTR’s third objective is to work with local schools and Intermediate
Unit to increase the number of daytime lessons offered. First, LCTR will identify one potential
school and discuss implementing a school program with them by the fourth quarter of 2009. Due
to LCTR’s relationship with The Worship Center, proximity and the importance of special needs
programs to their school, Living Word Academy has been identified as the first school to be
offered participation in LCTR’s new school program. If Living Word Academy agrees to
participate, LCTR will develop, launch, and evaluate the pilot program with Living Word
Academy by the second quarter of 2010. Based on the success of the pilot program, LCTR will
expand the school program to provide services for three schools by the second quarter of 2011
and five schools by the second quarter of 2012.

The fourth objective is to establish an all-season program. LCTR plans to have 8 months of
facility usage by the third quarter of 2009, 10 months of facility usage by the fourth quarter of
2010 and 12 months of facility usage by the fourth quarter of 2011.
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In order to accommodate the increasing number of service hours provided by the program,
LCTR’s fifth objective is to increase the size and capacity of its equine herd to 7 equines by the
third quarter of 2009, 9 equines by the second quarter of 2010 and 11 equines by the second
quarter 2011.

LCTR’s sixth objective is to expand the size and capacity of volunteers. The program will
expand ifs recruitment to include press releases, youth program outreach and school marketing
by the fourth quarter of 2009. It will increase the number of volunteer trainings and orientations
by providing two-hour orientations before each six-week session and quarterly trainings by the
third quarter of 2009. LCTR will increase the number of volunteers trained and document how
they are retained in direct correlation with the increase number of service units provided. The
program plans to have 120 volunteers (60 service units) by the second quarter of 2010, 160
volunteers (80 service units) by the second quarter of 2011 and 200 volunteers (100 service
units) by the second quarter of 2012,

LCTR’s seventh objective is to continue expanding its instructor staffing by increasing instructor
hours commensurate with program growth. The plan is to have 45 instructor hours (60 service
units) by the second quarter of 2010, 60 instructor hours (80 service units) by the second quarter
of 2011 and 75 instructor hours (100 service units) by the second quarter of 2012, Program
management will develop 10 hours per year of internal instructor training by the third quarter of
2009. Management will recruit two appropriate active volunteers yearly for instructor training by
the third quarter of 2009. It will create continual work and learning opportunities for instructors
in-training by the third quarter of 2009. _

LCTR’s final objective is to ensure program quality and management. The program will
maintain assessments for every student by the third quarter of 2009. Program management will
ensure that 50% of its instructors are either nationally or state certified by the fourth quarter of
2010. LCTR will obtain North American Riding for the Handicapped (NARHA) center
accreditation by the first quarter of 2012.

2. DEVELOP SITE AND FACILITY TO ACCOMMODATE GROWTH AND SAFETY
FACTORS

The first objective is for LCTR to facilitate control of the facility usage. In October 2008, LCTR
entered into a 20 year lease agreement with The Worship Center (TWC) for the property known
as Greystone Manor Stable (GMS). The lease is structured in 5 year options with the potential
for some turn out areas to be reclaimed by TWC at the time of these options. The lease is
structured so that the main tumout area (south pasture) is guaranteed for 10 years with 2 five
year options. Effective January 1, 2010 LCTR will become the sole occupant at GMS and as
such will have total operational control of the property. Additionally all program, equine and
facility management will be under control of LCTR.

The second objective is focused on facility upgrades. The upgrades are divided into two

categories - those that are independent of the strategic plan and those that are needed to support
the strategic plan.

Rev. 09.07.2009



Independent of the strategic plan is the need for immediate replacement/improvement of the
property’s interior fencing. The highest priority is the area currently known as the mare/south
pasture that will be divided and have new interior fencing installed to accommodate all LCTR
horses. This should be accomplished no later than year end 2009. Although all other interior
fencing needs replaced in the future, it will be done as funding permits.

Dependent on the strategic plan is the addition of heat to the indoor arena during fourth quarter
2010 to support year-round facility usage. In addition, the installation of a permanent ADA
restroom facility is planned for fourth quarter 2012, Ideally an earlier date would be preferred,
but the cost to connect to city sewer plus construction of the restroom is currently cost
prohibitive. Should grants or other funding become available, the date would be accelerated
accordingly. Until that time, LCTR will continue to lease a portable ADA restroom.

The third objective is to create and implement a usage plan. In first quarter 2010, LCTR plans to
rent the apartment above the main bam to a tenant who could also serve as a part-time
facility/equine manager. In second quarter 2010, as this individual’s capacity grows, LCTR will
consider allowing LCTR “friendly” boarders into its facility to generate income.

During first quarter 2010, LCTR also plans to rent the lower barn to an appropriate tenant
Zoning will need to be researched during fourth quarter 2009 for any non-agricultural usage
before tenant/usage is finalized.

3. EXPAND AND DEVELOP STAFF TO MEET NEEDS OF PROGRAM GROWTH

The only objective within this goal is to develop strong staff leadership through creation of new
positions. It should be noted that the paid positions of Head Instructor, Head Volunteer
Coordinator and Part-time Administrative Assistant are already filled. In fourth quarter 2009, job
descriptions for all current positions will be updated. Job descriptions for future positions will be
created in rough draft form.

As to new positions, LCTR plans to have a part-time facility/equine manager, preferably living
onsite, first quarter 2010. Fourth quarter 2010 is identified as an addition of an interim part-time
Executive Director. By fourth quarter 2011, the program’s goal is for a permanent part-time
Executive Director. And, by fourth quarter 2012, it is the program’s goal to have a full-time
Executive Director employed by LCTR.

4., CREATE A DIVERSE FUNDRAISING PROGRAM
The first objective is to increase grant applications and other fundraising efforts to meet outlined
strategic needs. In fourth quarter 2010 LCTR plans to have an organized plan to identify board

members, staff and others to assist the program with identification of grant opportunities. It is
LCTR’s goal to apply on at least a monthly basis for grants to appropriate organizations.
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The second objective is to host cultivation events to enlist community support. In second quarter
2010 LCTR will hold an open house to kick off Greystone Manor Stable as a dedicated
therapeutic riding center. Open houses will be held twice per year, Program
receptions/demonstrations will also be semi-annually and may or may not be held in conjunction
with the open house as these events could be independent.

LCTR currently has six “touches” including newsletters, event invitations and donation request
letters. However, the program will always look for opportunities to improve or expand the
current communication tools.

The last objective is to create community fundraising events. The first major fundraising event is
scheduled for first quarter 201 1. Planning for the event will involve board, program staff and
volunteers,

5. INCREASE SIZE, INVOLVEMENT AND EFFECTIVENESS OF BOARD

The first objective is to increase the size and diversity of the Board. As of August 1, 2009, the board was
comprised of five members. Per the strategic timeline, the board should be increased to 10 members by
year end 2009; to 14 members by year end 2010; to 18 members by year end 201 1; and, to 20 members
by year end 2012. In addition to the size of the board, the background of the new members should fit
into the strategic areas where the current board does not have expertise. These areas include, but are not
limited to: fundraising/development, marketing/public relations, equine/agricultural community,
medical/therapeutic community, etc.

Other objectives include establishing effective Finance, Governance and Development/Fundraising
Committees. The Finance Committee is chaired by the Board Treasurer who is currently responsible for
preparing yearly budgets as well as quarterly financial statements and budget reports. Fourth quarter
2009 goals for the Governance Committee include completion of LCTR’s 2009 — 2012 Strategic Plan
and an annual board self-evaluation. With the planned increase in board members, establishing an
effective Development/Fundraising Committee is slated for first quarter 2010.

This last objective is to develop a Human Resources Ad Hoc Committee. This will occur third quarter
2010 prior to the planned hiring of an Executive Director. The development of Advisory Councils will
also be considered in the future.
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EXHIBIT 1

Strategic Goals and Objectives Outline
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Strategic Goals and Objectives Outline
. Expand and enhance the program offerings in proportion to the needs of the community.
Expand number of students served
Transition from private to group lessons
Work with local schools to increase daytime education/class offerings
Establish an all season program
Increase size and capacity of equine herd
Expand volunteer numbers and capacity

Continue to expand instructor staffing

. Develop site and facility to accommodate growth and safety factors
Facilitate LCTR control of facility usage
Upgrade facility

Create and implement usage plan

. Expand and develop staff to meet needs of program growth

Develop strong leadership team through creation of new positions

. Create a diverse fundraising program
Increase grant applications and other fundraising activities to meet outlined strategic needs
Host events to enlist the support of the community

Create yearly community fundraising event

. Increase size, involvement and effectiveness of Board
Increase size and diversity of Board
Establish effective Finance Committee
Establish effective Board Governance Committee
Establish effective Development/Fundraising Committee

Establish effective Human Resources Ad Hoc Committee
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EXHIBIT 2
STRATEGIC PLAN DIAGRAM
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EXHIBIT 3
STRATEGIC PLAN TIMELINE
BY GOAL
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EXHIBIT 4
STRATEGIC PLAN TIMELINE
BY DATE
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