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Introduction

Strategic Planning gives our organization and community a directional framework and is developed and integrated with input from
people supported, Coworkers, and other stakeholders. The plan reflects the organization's current financial position and, at projected
future points, outlines the resources needed to achieve organizational goals and priorities. The plan is reviewed annually and
updated as needed.

Strategic Planning Approach and Considerations

The Accreditation working group conducted a SWOT Analysis and shared it with the Executive Group (proportional representation).
The Executive Group provided feedback and shared the plan with the Board of Directors. Feedback from the Executive Group, Board
of Directors, Care Group (direct support Coworkers), and persons supported (by way of satisfaction surveys, Companion meetings,
house meetings, ISPs, etc). Feedback from all stakeholders and shapeholders was considered in creating the plan. The plan is
communicated internally and externally, on our website, in our annual report, at the AGM, during orientation and onboarding
(Companions and Coworkers), and to all internal groups listed in OP8.1.

Mission statement

“Glenora Farm is a community where people of diverse abilities live, learn, and work together."
This vision and mission statement is reviewed annually and updated as needed, most recently in 2025.

“It is our common endeavour to create an environment in which those who need special care, and those who provide it, can relate to
each other as individuals rather than as professionals and clients. Thus, we make room for creativity and personal fulfillment in the
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context of each person's privacy and spiritual freedom. In the way we live together, in the way we care for the land, and in the things
we create, we intend to uphold the ideals of Camphill, in which each contributes what they can and receives what they need.”

Goals from 2025-26 Annual Report:

1. Social enterprise and program review and development (employment, L.I.F.E (Learning, Inclusion, Friendship, and
Employment) and PSI (Personalized Supports Initiative), in-community supports to CLBC-funded non-GF contracted
individuals, etc.),

Finish Harvest Hall and clearly define the programming that will occur there,

3. Finish the exercise equipment project and understand how it is integrated into the Cl and CH programs with an outcomes
review (include in PM&M Plan),

4. Review and enhance/produce a comprehensive fundraising plan for 2025/2026

5. Continuing to foster broader community and cultural engagement (hosting conferences, partnerships with the Waldorf
school, professional development, and connection with other Camphill communities, welcoming the wider community to the
Farm [ecological stewardship and biodynamic growth])

Organizational History

The Ita Wegman Association of BC was incorporated in January 1987 in West Vancouver, BC, and we moved to our current facility
(Glenora Farm) in 1993. Since 1993, we have been dedicated to improving the lives of Companions through family-style residential
care and multifaceted day programming. Our facilities are licensed by Island Health and Community Living BC (CLBC). Glenora Farm
holds CARF (Commission on Accreditation of Rehabilitation Facilities) accreditation. In 2022, Glenora Farm achieved certified organic
farm status.

For decades, Glenora Farm has utilized a radically inclusive approach that involves Companions and Coworkers as equal contributors
and decision-makers in planning, operational, and evaluation processes. This “nothing about us without us” ethos ensures that the
Farm’s administrative function, programming, and services respect and respond to the needs, values, and interests of Companions
and Coworkers. In this way, Glenora Farm provides a social blueprint for integrating diverse perspectives that encourage inclusive
thinking and collaborative design in personal, business, and community life.
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SWOT Analysis Summary

The Executive Group engaged with a full SWOT Analysis and review of the Association’s 2025-26 strategic priorities. The Group
reviewed the Association’s Strengths, Weaknesses, Opportunities, and Threats. The Group decided on priorities for the coming year,
developed SMART goals, and set timelines for regular review. The Group decided to set a 3-year strategic plan based on historic
priorities, the SWOT analysis, and feedback from Coworkers and Companions.

Key Stakeholder Summary

Feedback from Companions, Coworkers, Contractors, Family Representatives, Board of Directors, Day Volunteers, CLBC, Island
Health, CARF, donors, customers, Community partners (Glenora Store, Irvin Banmann, Providence, CTRA, Clements, Special O,
HandyDART) is included in the SWOT analysis and the creation and communication of the Strategic Plan.

Summary of Operational Planning

Glenora Farm works with performance measurement and management, has a Risk Management Plan, Succession Plan, Technology
Plan and Status Report, Cultural Diversity, Inclusion, and Competency Plan, Human Resources Status Update, and Accessibility Plan.
The Accreditation Group reviewed and considered all plans during the strategic planning process.

Other Considerations

Statement of Current Financial Standing

As of May 31st, the Ita Wegman Association of BC held the following funds in our accounts:
Main Account $96,535.06

USD $49.67

Interest-Bearing Account $732,003.10

BC Gaming Account $10.00

CIBC Visa Balance $7,918.57

Mortgage 1 $447,840.00
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Mortgage 2 $279,981.00

For the fiscal year 2026-2027 (April 1, 2026 - March 31, 2027), the Association has presented and approved a balanced budget,
reflecting total income of 1,927,536.72 and total expenses of 1,892,310.64, resulting in a net income of 35,226.08.

Social Determinants of Health

In Duncan and the broader Cowichan Valley region, the social determinants of health (SDOH) affecting adults with developmental
disabilities are similar to those affecting the general population, but they often have a greater impact because disability intersects
with poverty, housing challenges, social exclusion, and barriers to accessing services.

Social Determinants of Health in Duncan/Cowichan Valley. The framework used by the Our Cowichan Communities Health Network
identifies key determinants, including:

Income and social status

Social support networks

Education and literacy

Employment and working conditions
Social and physical environments
Personal health practices and coping skills
Access to health services

Healthy child development

Biology and genetics

Recent Cowichan health surveys have highlighted housing, transportation, mental health, substance use, and access to services as
major local health priorities.
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Shifts in Leadership

Shifts in management in the social service and nonprofit sector can significantly impact strategic planning efforts in several ways.
Change in vision and priorities, organizational and cultural buy-in, resource allocation, stakeholder relationships, decision-making and
strategic agility, external perception and credibility.

Management shifts in nonprofits and social services can create both challenges and opportunities for strategic planning. The key
effects revolve around vision alignment, organizational culture, resource management, stakeholder engagement, and adaptability.
Successful strategic planning in these contexts often requires flexibility, clear communication, and proactive stakeholder involvement
to ensure continuity while leveraging new leadership perspectives.

Workforce Capacity and Infrastructure

Rapid growth in frontline workers can have significant implications for strategic planning. While expanding the workforce allows us to
support more Companions and increase impact, it also creates operational, financial, and organizational challenges. Some challenges
include support systems adaptation and associated growth, additional supervisors and managers, human resources capacity, training
and onboarding systems, information technology, and administrative support, and workplace health and safety resources

Without corresponding infrastructure growth, organizations can experience inefficiencies, communication breakdowns, and reduced
service quality.

Regional Growth and Diversification

Duncan and the broader Cowichan Valley are experiencing significant population growth and economic transition. Historically
dependent on forestry, agriculture, fishing, and resource-based industries, the region is increasingly diversifying into services,
healthcare, tourism, technology-enabled businesses, and entrepreneurship.

Duncan is transitioning from a resource-based economy to a more diversified regional service centre. Population growth, healthcare
expansion, entrepreneurship, tourism, and sustainability initiatives are reshaping the local economy. For nonprofit social service
organizations, strategic planning must anticipate rising service demand, workforce pressures, and opportunities to partner with
emerging sectors while maintaining focus on community well-being and social inclusion.
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2026-2027 Strategic Priorities

Submit a request for qualification application to CLBC for Personalized Supports
Initiative (PSI) contracts. Develop, deliver, and analyze PSI programming over three

years.

Actions to Responsibility Financial Cost Timeframe | Priority | Progress Reported and Status with Date
Take Considerations
Draft an RFQ Tara Labour hours for | Wage Submitted [ High May 30 - first draft of application 80%
application ED (16 hours) +vacation | byJune5 complete. Community Support Letters

and Labour +10% 2026 requested

hours for the MERCS x

HR&D C (30). hours.

$981.76 +

Funds to come | $870=

from the $1852

operating

budget
Develop, Olivia, Kristine, | Labour Hours Wage Created by | High Entered in the strategic plan in April 2026
deliver, and Kandis for QAC (30 +vacation | October 1st
analyze PSI hours per year), | +10% 2026,
programming FM (60 hours MERCS x reviewed
over three per year), and hours. by October
years. LM (60 hours $1056 + 31st.

per year). $2016 + Program

$2018 = start
Funds to come $5090 January 1,
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from the
operating
budget

2027.
Review
quarterly in
2027
(March,
June,
September,

December).

Install insulation for the wash and pack side of Harvest Hall. Clearly define, develop,
deliver, and analyze expanded culinary programming (Farm to Household).

Actions to Responsibility Financial Cost Timeframe | Priority | Progress Reported and Status with Date
Take Considerations
Procure Richard Material and Wage Plan High Program identified and reviewed with
material and labour hours for | +vacation | project by relevant stakeholders in February 2026
install MM (40 hours) | +10% September
insulation, MERCS x 12026
drywall, and Materials hours.
wall finishing $1485 + Procure

Funds to come $2500 materials

from the = $3985 by

operating September

budget 30, 2026

Install by
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November

30, 2026
Clearly define, | Kristine, Kandis, | Labour Hours Wage Created by | High Trial (reduced scale) program initiated in
develop, Kate, Taz, for LM (30), FM | +vacation | October 1st January 2026
deliver, and Emma, Shani, (20), GM (20). +10% 2026,
analyze Gili, HWL (20) SG MERCS x reviewed
expanded Aafke (20) GL (20) AK | hours. by October
culinary (20). $1010 + 31st.
programming $672 +
Funds to come | $557 + The
from the S557 + program
operating S577 + starts on
budget S577 + November
S577 = 1, 2026.
S$4467 Review
January
2027.

Clearly define, develop, deliver, and analyze seasonal, cross-workshop programs.

Actions to Take | Responsibility | Financial Cost Timeframe | Priority | Progress Reported and Status with Date
Considerations

Clearly define, | Kristine, Kandis, | Labour Hours Wage Created by | High Project identified as a strategic priority in

develop, Kate, Taz, for LM (30), FM | +vacation | October 1st April 2026

deliver, and Emma, Shani, (20), GM (20). +10% 2026,

analyze Gili, HWL (20) SG MERCS x reviewed
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seasonal,
cross-workshop
programs.

(20) GL (20).

Funds to come
from the
operating
budget

hours.
S672 +
$1010 +
S557 +
S557 +
S577 +
S577 =
$3890

by October
31st.

The
program
starts on
November
1, 2026.

Review
January
2027.

Complete the outdoor fithess and healthy living trail. Create a plan to integrate the
outdoor activity area into the Cl and CH programs with an outcomes review.

Actions to Responsibility Financial Cost Timeframe | Priority | Progress Reported and Status with Date
Take Considerations
Complete the | Richard Material and Wage Plan High Equipment and material funding in hand,
outdoor labour hours for | +vacation | project by January 2026
fitness and MM (80 hours) | +10% July 12026
healthy living MERCS x
trail Materials hours. Procure
$2970 + materials
Funds to come $10000 by
from the =$12970 | September
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operating 30, 2026
budget (wages)
Install by
Funds to come November
from 30, 2026
reserve/capital
project
(equipment)
Create a plan Kristine, Olivia Labour Hours Wage Created by | High Feedback gathering on desired
to integrate for FM (40), +vacation | September use/outcomes started in February 2026
the outdoor QAC (30). +10% 30 2026,
activity area MERCS x reviewed
into the Cl and Funds to come hours. by October
CH programs from the $1344 + 31st.
with an operating $1056 =
outcomes budget $2400 The
review. program
starts on
November
1, 2026.
Review
January
2027.
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Produce a comprehensive fundraising plan for 2026/2027. Develop an associated
partnership plan with The Cascadia Society for Social Work.

Actions to Take | Responsibility | Financial Cost Timeframe | Priority | Progress Reported and Status with Date
Considerations
Produce a Tara, Anne Labour Hours Wage Drafted by | High Feedback gathering and planning started in
comprehensive for ED (30), +vacation | September November 2025
fundraising HR&DC (40). +10% 2026,
plan for MERCS x reviewed
2026/2027. Funds to come hours. by October
Develop an from the $1841 + 31st.
associated operating $1160 =
partnership budget $3000 The plan
plan with The starts
Cascadia November
Society for 2026.
Social Work.
Review
January
2027.

Plan new agricultural events in 2026. Host 2 inclusive agricultural workshops in
Spring 2027, conduct a performance improvement plan, then maintain or grow the
inclusive workshops in 2028.
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Actions to Responsibility Financial Cost Timeframe | Priority | Progress Reported and Status with Date
Take Considerations
Plan new Kandis, Kate, Material and Wage Plan Medium | Feedback gathering and planning started
agricultural Taz, Emma, labour hours for | +vacation | project by in April 2026
events in 2026. | Anne LM (30 hours), +10% November
Host 2 FM (20 hours), MERCS x 12026
inclusive GM (20 hours), | hours.
agricultural HWL (20 hours), | $1010 + Procure
workshops in HR&DC (15 S577 + materials
Spring 2027. hours) S577 + by
S577 + December
Materials S418 + 31, 2026
$1000
Funds to come =$4160 Start
from the project
operating February &
budget April 2027
Conduct a Kandis, Olivia Labour Hours Wage Initial Medium | Planning started in April 2026
performance for LM (40), +vacation | review
improvement QAC (30). +10% March and
plan, then MERCS x May 2027
maintain or Funds to come hours.
grow the from the $1346 + Report
inclusive operating $1056 = June 2027
workshops in budget $2402
2028. Plan 2028
workshops,
October
2027
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Create a Coworker schedule training plan and timeline. Use the newly created
Workforce document and Humanities software to ensure coverage meets program
needs and reflects effective and efficient use of resources.

Actions to Responsibility Financial Cost Timeframe | Priority | Progress Reported and Status with Date
Take Considerations
Create a Erez, Kristine Labour hours for | Wage Develop High Schedule succession plan completed in
Coworker HM (20 hours) +vacation | plan by July April 2026
schedule +10% 12026
training plan Labour hours for | MERCS x
and timeline FM (10) hours. Train
S580 + incoming

Funds to come $336 scheduler

from the =$916 by

operating September

budget (wages) 30, 2026
Use the newly | Erez, Anila Labour Hours Wage Reviewed High Plan determined April 2026
created for HM (20), +vacation |and
Workforce A&AC (10). +10% developed
document and MERCS x by July
Humanities Funds to come hours. 2026,
software to from the S580 + In place by
ensure operating $280 = August
coverage budget (wages) | $860 2026
meets
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program needs
and reflects
effective and
efficient use of
resources

Create a review plan and timeline to review and refine HRR policies and practices.
The plan and timeline will include onboarding and training new Coworkers,

performance evaluations, and Coworker file management.

Actions to Responsibility Financial Cost Timeframe Priority | Progress Reported and Status with Date
Take Considerations
Create a Emilia, Gili, Labour hours Wage Plan project by | Medium | Plan identified as a strategic goal in April 2026
review plan Anne for HM (10 +vacatio | August 12026
and timeline hours), n+10%
to review and HM (10) and MERCS x | Complete
refine HRR HR&DC (4) hours. project by
policies and S$313 + September 30,
practices Materials S267 + 2026
S111
Funds to come | =5380 Communicate

from the
operating
budget (wages)

Funds to come

the project by
October 2026
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from
reserve/capital
project
(equipment)

The plan and
timeline will
include
onboarding
and training
new
Coworkers,
performance
evaluations,
and Coworker
file
management

Anne, Emilia,
Kristine

Labour Hours
for HR&DC (6),
HRR (6), FM (2).

Funds to come
from the
operating
budget

Wage
+vacatio
n+10%
MERCS x
hours.
$170 +
$190 +
$70 =
S440

Plan and
timeline
created by
September
2026.

Reviewed and
in place by

October 2026.

Medium

Plan identified as a strategic goal in April 2026

Develop a home and community-based recreation program for both day and
residential programs. Fine arts, healthy living, and nature-based activities will be

included.
Actions to Responsibility Financial Cost Timeframe | Priority | Progress Reported and Status with Date
Take Considerations
Develop a Kristine, Olivia, | Labour hours for | Wage Plan Low Plan identified as a strategic goal in April
home and HM FM (40 hours), +vacation | project by 2026

Last updated May 2026




16

community-ba
sed recreation
program for
both day and
residential
programs. Fine
arts, healthy
living, and
nature-based
activities will
be included.

QAC (40),
HM (10)

Funds to come
from the
operating
budget (wages)

+10%
MERCS x
hours.
$1392 +
$1408 +
5267
=$3067

January
2027

Communic
ate plan by
February
2027

Start
program in
March
2027

Review in
June,
September
and
December
2027

Key Recommendations for Implementation and Monitoring for Success

The Executive Group recommends a quarterly review of the strategic plan. Quarterly review efforts will be reported to the Care

Group, the Companion Group, and the Board of Directors.

Communication of the Strategic Plan

Initial Communication - In addition to ongoing communication to Coworkers, Companions, Companion representatives, the Board of

Directors, and community partners, the Strategic Plan will be communicated via the Glenora Gazette newsletter, at the AGM, in the

2025-26 annual report, and at all group meetings (groups listed in OP8.1).
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Ongoing Communication

Website, orientation trainings, town hall meetings, Executive Group meetings, Care Group meetings, Companion meetings, Board of
Directors meetings, CLBC Monitoring visits, Island Health licensing inspections, CARF annual updates, and other site surveys.

Appendix List
Appendix A: 2026 1.C. SWOT Analysis Framework FINAL
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https://docs.google.com/document/d/14jExN-Ve1N6S1SSkPWyzjSX7cVx7XcQN/edit?usp=sharing&ouid=104273951327706175148&rtpof=true&sd=true
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