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1.  INTRODUCTION

This document is a strategic plan created in 2005 by the joint board
 that guides the development of the Harrop-Procter Community Forest. It is strategic because it takes a high level view of the future and because it identifies a small number of critical areas that must be addressed to best reach that future picture.  


Successful organizations tend to be those that plan and work towards the vision they have established.  They also make the plan a living document by keeping it in front of them as they navigate forward from year to year.  They respond with flexibility to threats and opportunities that arise, yet don’t lose sight of their purpose.  And finally, they make an effort to engage their stakeholders… their friends… their “owners” in developing and reviewing plans.  

Thus, a strategic planning process is three things at once:

1. A document: that describes the future in broad terms that people can relate to and provides more detail on critical strategies and actions required to get there successfully

2. An ongoing process: that includes the board ensuring a periodic review of the plan and then making adjustments as needed.  It also provides the staff with something to create business plans from and provides the community with something to relate to (and comment on).

3. Implementation: plans are not meant to sit on the shelf – they should lead to well managed actions and should help with making changes that might be required.
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	Summary information developed as the board members scanned the current environment that the organizations are working in


3.  OUR MISSION (S)

The following are the Mission Statements of the two organizations that hold the responsibility for the stewardship of the Harrop-Procter Community Forest (on behalf of their broader community and membership).

	The Harrop-Procter Watershed Protection Society (HPWPS)
	The Harrop-Procter Community 

Co-operative (HPCC)

	1. The preservation and protection of all watersheds in the community and the assurance of a consistent quantity and quality of water.

2. The development of public forests in the Harrop-Procter area according to site-sensitive ecologically based forestry practices; modeled on Silva Forest Foundation planning, approved by the HPWPS.

3. To promote and encourage locally based employment, available through the development of public forestlands.

4. Dedicated to ecosystem research, public education and sustainable rural communities.
	1. Will develop public forests in the Harrop-Procter area using ecologically based forestry practices which are modeled on Silva Forest Foundation planning and are approved by HPWPS.

2. Will stimulate locally based employment from these forestlands that is ecologically sustainable, and socially and economically equitable.


4.  OUR VALUES

These values help explain why the Harrop-Procter Community Forest came into existence and provide guidance as to how we go about accomplishing our work.

We believe: 

· Water is a fundamental requirement for life and our community must have a sustainable source of water.

· The Harrop-Procter community should have a strong voice (and some control) over what takes place in its watershed.

· Public forests in the Harrop-Procter area should be developed according to site-sensitive ecologically based forestry practices (modeled on the Silva Forest Foundation approach).  We will put ecological forestry ideals into practice and work to remain a viable organization.

· The development of our public forestlands should provide locally based employment and economic benefit, while honoring social and environmental values.

· Within our capacity, our work and learning should be shared with others through research, public education and outreach beyond our community.

In achieving our goals:

· We will always engage, inform and be guided by our community.

· We will take a long-term view in working to protect our watershed and manage the community forest.

· We will operate in a transparent and open manner.

· We will use a collaborative approach in our work with government, community and business colleagues.

5.  A VISION OF THE FUTURE – Imagine It’s 2010…

We take the long view in working with community lands – we are committed to sustainable sources of clean water; to putting ecological forestry ideals into practice; and to being a viable successful organization to enable this. 

A long-term view is easier to have with our 25-year forestry license and a positive working relationship with the Ministry of Forests.  Financing is more accessible and has led to our strong infrastructure.  Logs from community forests are sorted, stored, milled and turned into value-added products – on community land in our facilities.

Harrop-Procter residents continue to voice their opinions, have input to decision-making and enjoy the benefits of their forestlands – through increased economic opportunity and a wide array of recreational, educational (and fun) activities.  Skilled volunteers come forward each year for seats as Directors or to help with fundraising and community involvement activities.

We are building on-the-ground knowledge of the forestland base; through extensive surveying … long term operations planning is a reality.  We have been successful in matching products to the market – to the point that financial viability is no longer a question.  

Groups from far and wide ask us to share our knowledge and experience with them … and are paying us to do so. Other communities in British Columbia are using our community forest approach as their model.  

6. OUR KEY FOCUS AREAS

These key focus areas are meant to be the “critical few”.  There will always be a long list of important activities, yet to achieve success, the most important must be identified and plenty of attention directed to those… the rest will generally follow. The key focus areas below are clearly inter-connected and may all need to succeed for any to succeed fully.

1. To create the infrastructure needed to succeed in the long-term – develop a facility (located in Harrop-Procter as first choice) that will accommodate phased expansion, reduce shipping and other costs and provide local employment and opportunity. 
2. To obtain long-term land tenure – through a 25 to 99 year license from the Ministry of Forests or indeed, title to the land.
3. To manage the timber supply to successful product development – product development and marketing to match our timber supply.
4. To engage the community in a positive manner – good communication, participation and ways for people to have a voice in the development of their watershed areas.
5. To sustain a healthy organization with motivated board members and staff – ensure a healthy work and volunteer culture and plan for succession (staff and board).
7.  STRATEGIES AND ACTION STEPS (to address each Key Focus Area in the next year)

The strategies and actions below are not in order of priority.  It is clear that there are some important links.  For example, seeking financing for infrastructure will be greatly enhanced if there is long-term land tenure.  Conversely, having interested investors may be a valuable asset in seeking longer-term tenure…

KEY FOCUS AREA 1: 
To create the infrastructure needed to succeed in the long-term. 

A next stage of development will be to establish a physical (piece of land) infrastructure in the Harrop-Procter area that will allow for better use of available timber and for enhanced value-added operations.  This will also support a strong long-term business plan, which will improve financial options and the need to secure long-term land tenure.

	Strategy
	Actions in Year 1
	Responsibility

 of

	1. Develop a property in Harrop-Procter for storage, log sort, primary sawing and kiln 
	· Clarify Board commitment to this vision

· Identify suitable property(ies)

· Develop a Business Plan for a suitable site:

· Identify the required level of infrastructure (phased in)

· Create plan based on realistic costs of timber supply against value-added requirements to be viable

· Research required equipment needs based on phased in approach

· Seek co-operative opportunities

· Identify the needed skill

· Develop financial plan

· Seek funding & investors for the plan


	Board

Manager with Board support

Manager & volunteers


KEY FOCUS AREA 2:  To obtain long-term land tenure.

In order to meet the community goals for the Harrop-Procter Community Forest (and watershed), long term tenure is required (25-99 years).  This is essential to recoup the investment required to realize success in the Silva forestry plan, which implies working into a 2nd and 3rd rotation. Tenure is essential for long term planning on the ground (road development for e.g.); for attracting long-term financing and to develop the infrastructure needed to sustain the organization.

	Strategy
	Actions in Year 1
	Responsibility

 of

	1. Work with the Ministry of Forests to achieve a long-term agreement.
	· Ensure there is an appropriate Performance Review based on the original proposal.  This is required to move forward.  (The beetle program must continue but not divert from the goal.)

· Meet with the regional Manager and staff to request support for moving forward with long-term tenure.


	Manager, Board President

	2. Examine option of stewarding public support to achieve tenure.


	· Prepare a plan to seek community support to publicly work towards securing land tenure.


	Board


KEY FOCUS AREA 3:  To manage the timber supply to successful product development.

This is basic: to sustain the forestry operations (to meet our mission) – the organization must be able to coordinate from end sales of products all the way back up the process to standing trees.  This requires strong knowledge of (and management of) the timber supply; the expertise to develop markets and the development or partnering around value-added product development.

	Strategy
	Actions in Year 1
	Responsibility

 of

	1. Manage the available timber supply successfully (match supply to market)
	· Obtain inventory information from the ground to enable forecasting of volumes by species and (where possible) grade.

· Ensure output is well utilized

· Grade & tally as produced

· Pull clears and market separately

· Set specs for sorting and grading

· Improve ability to keep inventory for market (see Key Strategy 1 – Infrastructure)


	Manager & staff

	2. Increase value-added revenues through improving the matching of products to opportunities.
	· Determine what additional expertise is needed in efforts to create and meet market demands with value-added products.  Hire, train existing staff or contract the needed expertise.  (Work from market research and available inventory to product development).

· Focus on marketing side lumber and hire appropriate people to make market driven products from side lumber.

· Seek out opportunities that arise from partners and local entrepreneurs – pursue value-added opportunities that have demonstrated potential for success.


	Board approve plans

Manager & staff implement

Manager with Board support




KEY FOCUS AREA 4:  To engage the community in a positive manner.

This is a community forest and the organizations (HPWPS & HPCC) are community-based organizations.  It is essential to keep a the lines open with community members; to offer them opportunities to have a voice in setting directions and to utilize the power of community as a force to achieve great things. 

	Strategy
	Actions in Year 1
	Responsibility

 of

	1. Enroll the community in a range of ways that engage people and offer them something of value.
	· Continue to promote our purpose to our community members (‘we are providing a valuable alternative to conventional logging’ for e.g.).

· Develop an annual calendar of community events (such as coffee gatherings) and meetings – designed to be educational and fun/social.

· Develop at least one fundraising event a year – in order to generate funds and to promote our work.


	Board led

Board led with volunteers



	2. Involve more community members in volunteering.
	· Recruit a volunteer coordinator to organize existing and new work that volunteers could contribute to (such as the fundraising event above).

· Create a basic recruitment plan to find willing and able community members to come forward as directors for the boards.


	Board

Board Committee


KEY FOCUS AREA 5:   To sustain a healthy organization with motivated board members and staff
	Strategy
	Actions in Year 1
	Responsibility

 of

	1. Ensure strong motivated boards are in place in an ongoing way.
	· Clarify the interests/plans for current directors to continue (open dialogue)

· Develop a recruitment plan

· Clarify positions in simple manner

· Communicate to possible candidates and the community at large

· Meet with interested people to clarify the role and their skills and interests


	Board

Board Committee

	2. Ensure employees are supported to do the best work possible for the Harrop-Procter Community Forest.
	· Evaluate the current staff structure and functions against the needs identified in this plan (and developments with infrastructure and marketing)

· Complete staff evaluations

· Train, cross-train (or provide access to courses/learning) and mentor current staff for new areas of work where there is a suitable match


	Manager recommend to Board

Manager

	3. Ensure continuity and clarity in organizational policy and procedures.
	· Complete work on a number of policy and procedure documents (and ensure calendar of review is built into board/manager work)

· Policy Manual

· Code of Conduct & Communications

· Handbook on Eco-System Ethics

· Standard Operation Procedures (SOP) for Forestry and for Office & Administration


	As below:

· Secretary

· Secretary

· Outsource

· Forester, Manager & outsource



	4. Create an ongoing planning process to ensure continuity and strategic decisions.
	· Create an annual calendar to ensure planning is continuous, strategic and provides a foundation for board, staff and community members to work from.

· Annual strategic plan review & revision

· Periodic assessment of progress on specific strategies

· Share the plan with the community and other stakeholders
	Board


8. NEXT STEPS

Once the strategic plan is at the final draft stage – a number of important steps will help with the likelihood of it being implemented.

· Provide the community with an opportunity to review and provide input to the plan.  Make copies available with a way to provide feedback.  Put the strategic plan on the website.

· The joint boards should review and revise it until they are satisfied and then should endorse the plan as a blueprint for action for the next few years.

· The strategic plan should be reviewed at board meetings (see strategy 5 above) – to consider progress being made on strategies and to adjust as needed.  It would be wise to revise it on an annual basis.

· Staff should use the strategic plan as a guide in developing business and operational plans.  Reports to the board can refer to progress related to the outcomes in the plan.

· The plan can be used for communicating the direction of the Harrop-Procter Community Forest with stakeholders – including interested community members.

· The plan will be useful in clarifying the work of the organizations with funders, investors and potential partners.

APPENDIX 1: Strength Weaknesses Opportunities & Threats Analysis (Summary of SWOT exercise)

External Analysis – Threats






	External Threats
(Over the next 2 years – what are the most significant threats to the work of the HPCWS and HPCC?)
	Action Implication
(Over the next few years – what are actions that might be required to ease/lower or eliminate the identified threats?)

	Market

· Softwood Lumber agreement with U.S.

· Cheap log markets = low prices

· Certification of companies with different standard will put competitive wood in market more cheaply
	· Research & expand markets, use FSC certif. to obtain better prices

· Maintain and defend our values and philosophy



	Long Term Agreement

· Long Term (or lack of it) agreement with the province

· Pressure to increase allowable cut (from other community forests also)
	· Keep up pressure to extend our license beyond 5 years

· Continue to create employment to help our case

· Maximize value-added & stable products and marketing (utilize niche markets) 

	Relationship to Ministry & Industry

· Old attitudes, hostility & changing rules in Ministry & Industry relating to forest management 

· Ecosystem based forestry is threatening

· Policy tends to make it difficult to compete on cost


	· Meet Ministry expectations within reason

· Continue to build international reputation & be at leading edge of value-added marketing

· Continue to inform public on “green building” = improved public awareness on devastating forest practices = pressure on MOF

· Develop good working relationships with civil servants; have people tour our operations

· Conduct high quality fieldwork to make economically and environmentally sound choices

	Beetles

· Pine beetle chasing expenses
	· Be proactive & present alternatives (sampling and road into area in good faith)

	Community Relations

· Community acceptance of new logging areas & access roads (& beetle infestation logging)

· Pressure from preservationists as well as from industry and other community forests
	· Better community awareness & support

· Work to respect needs of families in the area (could be costly)

	Labour & Funding

· Available loggers 

· Funding for special projects is difficult to obtain
	· Build good working relationships to be preferred client


External Analysis – Opportunities





	External: Opportunities
(Over the next 2 years – what are opportunities that may arise could be useful in furthering the work of the HPWPS or HPCC?)
	Action Implication
(Over the next few years – what are actions that might be required to take advantage of appropriate opportunities?)

	License & Support

· Obtain a 25 years license for our community forest
	· Show community, public and MOF that we will produce, with care and consideration on the ground

· Maintain sincere relationship with MOF

· Follow up on detailed recce of east side of Harrop Creek w/ detailed planning & supervision

	Costs

· Small volume allowance given to Woodlots (break in stumpage)
	

	Marketing & Public Support

· Environmental (& watershed protection) concern growing worldwide

· More FSC consumers want our product – unique 

· Conventions, forums, networking

· Public awareness campaigns & recognition through awards, media, grants
	· Marketing, packaging and storing must become more sophisticated

· Expand & consolidate our manufacturing

· Ensure cash flow to allow variety of products (and place to store inventory)

· Stay active promoting our products; finding new markets

· Keep doing a good job in the woods

· Increase our marketing and outreach efforts (strong PR & fundraising personnel)

	Market our Knowledge

· Market our knowledge of ecosystem-based forestry to other community forests, to First Nations and to landowners

· Educ-tourism or consulting

· Demonstrate mountain pine beetle management that’s useful to others
	· This will take more staff time and financial capacity

· Develop a plan; develop our staff through training & work experience

· Market this to potential clients/partners

	One time

· Olympic 2010 involvement
	

	Funding

· Funding and Grants
	


Internal Analysis – Strengths                       


	Internal: Strengths
(What do you consider to be the strengths of the HPWPS & HPCC that will assist it in meeting your joint Mission?)
	Action Implication
(Over the next few years – what are actions that might be taken to ensure these strengths are not lost?)

	Our Staff & Board(s)

· Strong skill set among employees & elected board

· Pride in how far we’ve come & in opening the door for other communities
	· Strong support in recruiting and keeping staff and directors (use a mentoring system)

· ensure values in both boards are clear & relationship between them reflects this

· 4 year terms with elections every 2 years

· Don’t beat up on ourselves –stay positive

· Include more volunteers

	Our Values & Beliefs & Reputation

· We are doing the right thing 

· Common goals & general agreement among us

· Pioneer attitude

· Passing on the work to the next generation

· Widely respected which attracts a high caliber of collaborator
	· Build values and ethics into policy & operations

· Keep at it!

	Community Support

· Support from the majority of our community – community pride, talent, resources & determination

· Desire in community to protect water quality/quantity 
	· Find ways to involve community and keep them informed – outreach & communications

· Celebrations

· Education events

	Our Practices

· Silva Plan for our community forest

· FSC certification

· Employing and mentoring youth
	· Update & check plan with Herb Hammond

· Keep aware of FSC market development

· Develop a Strategic Plan… and stick to it

· Become more sophisticated in our forest management at community level

· Continue to employ and mentor youth


Internal Analysis – Weaknesses



      

	Internal: Weaknesses
(What do you consider to be weaknesses in your organization – things that may hinder your ability to succeed?)
	Action Implication
(Over the next few years – what actions might be taken to reduce or remove the impact of these weaknesses?)

	Board & Organization Systems

· Not enough new directors – feeling burnout

· Timely decision making & organizational memory

· Sometimes overly cautious and indecisive

· May be compromised by having board members in common in 2 organizations

· Staff on board may create conflict – not enough clarity and definition to guide conduct, budget approvals etc

· Lack of defined roles & responsibilities, combined with communications strategies & protocols

· Different ideas on accountability and transparency

· Grassroots organization in transition can be a difficult process – lots of change underway


	· Widen the geographic area & seek directors with specific experience?

· Strong meeting leadership to keep on track and policy manual for reference to decisions made

· Seek charitable status

· Separate 2 boards with separate membership

· Have only Manager reporting to Board

· Have board set policies on environmental issues, budget, capital borrowing, expenditures and risk management

· Find a structure that works for us, with accountability, time frames, clearly defined policy and procedures

· Clarify which parts of meetings staff should be excused

· Work with a third party to help the organization adapt to change 

	Our Business

· Ability to produce our wood products – dependent on non HPFP facilities

· Ability to find markets for lower value side lumber from custom orders

· Storage of finished wood products locally

· We’ve grown to a level where limitations in expertise and physical ability for workload showing

· We need more people and more money
	· Perhaps add some capacity of our own to add value

· Find a wood product to match up with our low value side lumber

· Diversify staff at management level

· Keep attracting younger directors

	Our People

· Unable to use people offering time on limited basis

· Understaffed (underpaid?)
	· Job descriptions kept up to date

· Restructure management to growing needs (we’re moving past the pioneering stage)

	Planning

· We don’t have a strategic plan
	· Complete the plan and follow up with written policies
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� Members represent the Harrop-Procter Watershed Protection Society (HPWPS) and the Harrop-Procter Community Forest.





The Harrop-Procter Watershed Protection Society was incorporated in 1995 and its main focus is advocacy and outreach. It is the parent organization of the Harrop-Procter Community Co-op. Any resident of Harrop-Procter may buy a membership for a nominal fee and Directors are elected at the AGM each year. More than 70 per cent of Harrop-Procter residents belong to the HPWPS.
The Harrop-Procter Community Cooperative was incorporated in 1996 to provide a structure for carrying out business activities in the watershed.
Phone 250 229 2221 
email: office@hpcommunityforest.org








1
The Harrop-Procter Watershed Protection Society & The Harrop Procter Community Cooperative
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