[bookmark: TopicCoverPage][bookmark: BodyTopicCoverPage][bookmark: _GoBack]Lucky Orphans Horse Rescue
Strategic Plan 2017-2022
		
[image: logo]

 
 
[bookmark: TopicLegalPage][bookmark: BodyTopicLegalPage]
Confidentiality AgreementDeanna Mancuso, Director
 (845) 416-8583
www.luckyorphanshorserescue.org

admin@luckyorphanshorserescue.org

The undersigned reader acknowledges that the information provided by Lucky Orphans Horse Rescue in this strategic plan is confidential; therefore, reader agrees not to disclose it without the express written permission of Lucky Orphans Horse Rescue. 
It is acknowledged by reader that information to be furnished in this strategic plan is in all respects confidential in nature, other than information which is in the public domain through other means and that any disclosure or use of same by reader may cause serious harm or damage to Lucky Orphans Horse Rescue.   
Upon request, this document is to be immediately returned to Lucky Orphans Horse Rescue. 
 
 
 
_________________						__ 
Signature 
  
  
______________					      _____
Name (typed or printed)
 
 
___________________
Date 
  
  



Table of Contents
1.0 Overview………….……………………………………………………………	4
2.0 Mission………………..……………………………………………………….	4
3.0 Vision.………………………………………… ………………………………	4
3.1 Revenue Growth and Composition  .…………………………………..	5
3.2 Scale-Up the Equine Therapy Program…………………..……...…….	6
3.3 Director Compensation and Succession Planning……………………...	6
3.4 Obtain a Truck for Outreach Programs…………. ………………….....	7
3.5 Maintain GFAS & TAA Accreditation ..……………………………....	7
3.6 Establish a Maintenance & Capital Improvements Fund……………… 8	
3.7 Refinance the Property Mortgage Loan …………………….................	8
4 Strengths, Weaknesses, Opportunities and Threats........………………………	8
4.7 Strengths………....…………………………………………………….	8
4.8 Weaknesses……………………………………………………………	8
4.9 Opportunities………………………………………………………….	8
4.10 Threats……………..………………………………………………	9





























[bookmark: _Toc285999331][bookmark: TitleTopicExecutiveSummary][bookmark: TopicExecutiveSummary]1.0 Overview
[bookmark: BodyTopicExecutiveSummary]The Organization
Lucky Orphans Horse Rescue (“LOHR, “Lucky Orphans”, “the Organization”)” is a 501 (c)3 organization located in Dutchess County, NY committed to raising funds to support a permanent home for rescued horses. The Organization was established in 2008 by its Founder/Executive Director Deanna Mancuso.  LOHR offers permanent sanctuary and care to otherwise unwanted, abused, or neglected horses, and provides them with a safe haven where they would never again experience the situations that led them to LOHR in the first place.  LOHR is a no-kill rescue striving to promote the humane treatment of these magnificent animals and to strengthen the bond between horses and people through education. 

Lucky Orphans Horse Rescue’s EAGALA certified volunteers are committed to working side by side with the horses they rescue to help change the lives of people with a diverse range of struggles such as those suffering from addictions, depression, grief & loss, trauma, at-risk youth, and improving relationships in families and groups.

2016-2020 Strategic Plan

The contents of this document represent the key strategic elements for the Organization across a five year horizon.  This document does not address day-to-day operations but rather strategic and aspirational elements and challenges that when achieved will be significant and positive step changes to this Organization.  
[bookmark: _Toc285999333][bookmark: TitleTopicA071A7BE2BE547CFA15C7CAF009A][bookmark: TopicA071A7BE2BE547CFA15C7CAF009A]2.0 Mission
[bookmark: BodyTopicA071A7BE2BE547CFA15C7CAF009A]The mission of Lucky Orphans Horse Rescue is dedicated to providing a safe haven for unwanted, abused, neglected horses and to improve the relationship between horses and humans. 

“People Helping Horses Heal People”
[bookmark: _Toc285999334][bookmark: TitleTopic4DA97BC0991D47ADA866D4700D5F][bookmark: Topic4DA97BC0991D47ADA866D4700D5F]3.0 Vision
[bookmark: BodyTopic4DA97BC0991D47ADA866D4700D5F]The vision of Lucky Orphans Horse Rescue is to create a long-term sustainable business model that will ensure the necessary financial and human resources to provide for the Organization to accomplish its Mission year in and year out.   

Past Strategic Accomplishments: In 2015 and 2016 three key strategic vision elements were achieved: 
1. LOHR acquired a forty-two acre forever home (2015) 
2. LOHR was accredited by the Global Foundation of Animal Sanctuaries (2015)  
3. LOHR substantially completed the construction of an Indoor Arena (2016)

These were important components on the journey to achieving the overall vision of LOHR.  For 2017, the organization’s strategic objectives over the next 1-5 years are as follows:

1. Revenue Growth & Composition
2. Scale-up the equine therapeutic program
3. Director compensation and succession planning
4. Obtain a Truck for outreach programs
5. Maintain GFAS & TAA accreditation (due in 2017, every three years)
6. Create a Maintenance & Capital Improvements Fund
7. Refinance the property mortgage loan (due in May 2020)
[bookmark: _Toc285999335][bookmark: TitleTopicServices][bookmark: TopicServices]3.1 Revenue Growth and Composition
Lucky Orphans Horse Rescue relies on private donors, both individuals and businesses, fee based programs, fundraising events and the provision of grants where possible to meet its revenue funding goals.  
Lucky Orphans Horse Rescue makes every effort to stay current with other organizations offering similar services. Getting the youth, businesses and the community involved is vital to the success of the Organization. Additionally, being transparent, as well as utilizing strong communication skills and effective fundraising strategies will help the Organization reach its goals. Furthermore, uplifting the community and keeping sponsors, donors, and clients happy is an implicit part of building long-term relationships that will encourage recurring donations and fundraising participation. 
[bookmark: BodyTopicServices]Community networking, word of mouth and working with other organizations is a key component to developing long-term relationships that can lead to financial gain in the future. 

Private donations from individuals and businesses that are passionate about the mission of LOHR represent our largest revenue source compromising over 50% of our annual revenue.  Donation demographics range from large donors who have consistently given over $2,500 per year, recurring horse sponsorship opportunities, hundreds of small and medium donors, payroll deduction donors, donors of cars and other valuable goods and cash boxes set up at local restaurants and other venues.  LOHR welcomes any and all donations large and small; however the primary focus is connecting with individuals who will commit to a long-term monetary relationship with LOHR and the horses.

Increasing LOHR’s focus on obtaining grants from foundations and trusts is also an integral strategic component as grants can provide a substantial and often recurring source of funding.  
[bookmark: TopicMarketAnalysisSummary][bookmark: BodyTopicMarketAnalysisSummary][bookmark: _Toc285999339][bookmark: TitleTopic45889D26104B4EDF924B40FB67E6][bookmark: Topic45889D26104B4EDF924B40FB67E6]3.2 Scale-Up the Equine Therapy Program
In 2016 LOHR continued to provide limited Equine Assisted Psychotherapy and Equine Assisted Learning for mental health treatment and human development services.  Our EAGALA certified, Natural Lifemanship (Trauma-Focused Equine Assisted Psychotherapy) trained facilitators work with clients in private sessions and workshops.  
 
LOHR’s horses are used to provide the above mental health and human development services utilizing a team approach. Each team consists of a mental health professional and equine specialist.  The operating model includes co-payments from clients and payment for remaining fees from insurance companies, scholarships, endowments, donations, or the client themselves. After payment for services to the mental health professional, LOHR receives payment for the use of their horses and facility.  

A complete scale-up the therapeutic program has several dependencies:  
1. Full-time mental health professional(s) (salary required)
2. Full-time Equine specialist, or multiple Equine specialists to share the workload (salary required)
3. Ability to process Medicaid and other insurance claims for clients
4. Assurance of following HIPAA guidelines

In the short-term (2017), and with the construction of the Indoor facility LOHR can look to incrementally expand its Equine therapy programs albeit still on a part-time basis which will continue to contribute to LOHR’s revenue; however a grant or other funding may be necessary to fund the growth of the therapeutic program from its current part-time basis to a full-time program and a substantial source of revenue.  


[bookmark: BodyTopic45889D26104B4EDF924B40FB67E6]3.3 Executive Director Compensation and Succession Planning

All organizations are only as successful and viable as the talent and dedication of their personnel.  LOHR’s Executive Director founded this Organization in 2008 but has been involved in horse rescue and equine wellbeing long before that.  However, any organization has to transcend any individual or group of individuals.  Along these lines, a key strategic element that is related to item 5 above is to compensate the Executive Director.  

Currently there are non-monetary compensation benefits provided for the benefit of the Executive Director and the Organization.  These include key man life insurance that provides for the payment of any outstanding balance on the mortgage note, proceeds to LOHR to fund a replacement Executive Director and proceeds to the Executive Directors children.  

The payment of a salary for the Executive Director will enhance LOHR’s ability to retain its current Executive Director and in the future attract a replacement should the current Executive Director become unable or unwilling to continue day-to-day oversight.  The current succession plan relies on the ongoing dedication of long tenured volunteers, barn manager and caretaker.  
3.4 Obtain a Truck for Outreach Programs
LOHR generates revenue and expands its reach into the community through numerous outreach programs.  These outreach programs generally include one or more of LOHR’s horses.  Additionally these outreach programs often generate revenue both immediately at the event and in the future by making potential new donors aware of the organization.  

Currently LOHR relies on the generosity of volunteers who loan their time and or truck to transport the horses to these event.  This approach is unreliable and dependent on others availability and generosity.   

By acquiring its own Truck, LOHR will be able to expand its outreach programs and generate additional revenue to help its overall operating budget.  

[bookmark: _Toc285999340][bookmark: TitleTopicD75D8354A6254A14BE310954464A][bookmark: TopicD75D8354A6254A14BE310954464A][bookmark: BodyTopicD75D8354A6254A14BE310954464A]3.5 Maintain GFAS & TAA accreditation
The Global Federation of Animal Sanctuaries is the pre-eminent accreditation organization for facilities like LOHR.  Accreditation is a lengthy and detailed process that includes a fifty page application, site visits, phone interviews and follow-ups.  Accreditation is valid for three years when a reapplication process is required; however there are ongoing site visits and other required updates to maintain accreditation.  The vast majority of foundations, trusts and other organizations that provide grants and major funding donations require GFAS accreditation to even be considered further in their process.  Maintaining GFAS accreditation can open doors to revenue opportunities, as well as provide positive publicity that the LOHR facility and operations meet and comply with the highest standards in the industry.

Thoroughbred Aftercare Association (TAA) is similar to GFAS in its review of an organization’s operations and the care and treatment of their horses.  They specifically look after the care of Thoroughbreds and provide funding for the care of Thoroughbreds.  In late 2015, LOHR received accreditation which will result in some $11,000 (this amount has been increased to $13,000 in 2017) in funding restricted to the care of the Thoroughbreds at LOHR.  This is a key  source of funding for direct horse care and maintaining accreditation should translate into a recurring revenue stream.



3.6 Create a Maintenance & Capital Improvement Fund

	Owning a 42 acre facility with more than a dozen structures, thousands of lineal feet of paddock fencing and multiple horse paddocks requires ongoing maintenance and reparations.   These items include minor repairs for broken fencing to major items related to heating or water systems.  Additionally safe access on the various roads and paths on the property require regular maintenance.  
	By establishing a Maintenance & Capital Improvement Fund LOHR will be better positioned and proactive related to repairs and schedules improvements versus being reactive when something actually breaks down and is in need of immediate attention.  

3.7 Refinance the Property Mortgage Loan

In 2015 in connection with the property acquisition LOHR entered into a 5 year interest only mortgage note for $600,000.  This note comes due in April 2020.  While this is still four years in the future, LOHR needs to ensure its financial position each year is strong so that refinancing options are available through banks or other lending institutions.  
[bookmark: _Toc285999338][bookmark: TitleTopicE2D4F3D1AC0A4FD7AD0503C10692]4.0 Strengths, Weaknesses, Opportunities and Threats
 4.1 Strengths

Dedicated leadership
Core group of dedicated and long tenured volunteers
Achievement of key strategic vision elements / building blocks in recent history
Expanded Board of Directors
GFAS accreditation 
TAA accreditation

[bookmark: TopicManagementSummary][bookmark: BodyTopicManagementSummary]4.2 Weaknesses

Majority volunteer based organization
Limited donor base
Competition with other charities (both animal and people based)
Limited grant opportunities for Horse Rescues

4.3 Opportunities

Therapy programs
Limited competition in our region
Partnerships with other community organizations
Social media
Branding

4.4 Threats

Cost inflation for horse care and facility operation
Volunteer fatigue and departure
Revenue decline / donor fatigue
Bad publicity / social media
Executive Director departure
Change / rapid growth fatigue
Potential regulatory changes in tax law and charitable deductions
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