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A Heart to Bring Hope through Horses
Located near Gettysburg, Pennsylvania, Shining Stars Therapeutic Ministries (SSTM) is a 501(c)3
non-profit organization serving local communities, generally in Adams and York Counties,
through equine-assisted activities and therapies. Participant registration is open to anyone 2 to
92+ years old with special needs. Instructor-guided exercises, activities, and games provide
opportunities for participants to be challenged and grow as well as a means of recreation and
enjoyment. Working together with our equine partners, families get the support they need on
the horses they love.

Shining Stars is entering its 20th year of serving our community with special needs through
therapeutic horsemanship. We rejoice that God has brought us this far, and we look forward to
what lies ahead. In 2022, 163 participants were served with the help of 20 very special horses
and 161 dedicated volunteers.

OUR VISION:We exist to embrace our community with hope and unconditional love by
serving individuals with special needs in order to develop strength, build confidence, and
achieve goals. At Shining Stars, families get the support they need from the horses they
love.

OUR MISSION: We partner with horses to provide programs that improve the physical,
cognitive, emotional, and social areas in the lives of our participants and their families.

OUR VALUES: We serve our community with genuine and unbiased respect, trust, and
compassion through a commitment to paramount stewardship of all people, horses, and
resources entrusted to us. We behave with unconditional love and humble service as
constant and steadfast priorities because our faith in Christ is the center of our lives and
decisions.

With a commitment to our vision and mission, and a keen interest in exploring Shining Stars’
growth in the most sustainable and impactful way, Shining Stars engaged the trusted nonprofit
consulting firm EverGreen Results to facilitate a comprehensive Strategic Planning Process.
This Executive Summary encapsulates our plan for the next 3 years.
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Building For The Next 20 Years
As the area’s only therapeutic riding center, we are proud to have a loyal and established
foundation from the past 20 years. In late 2022 God made it possible for us to secure a new
location in the Gettysburg area that will provide enough space and land for our programs to
increase substantially in the future. This new location is a gift from God that we plan to steward
with the utmost prudence and respect so that our Father may be glorified through our
services.

Therefore, as we prepare to launch a capital campaign for our new facility and continue to
watch the impact of our unique, high-quality programs grow, we recognize the incredible
opportunity to further focus on developing our infrastructure and operations. The following
four areas have been identified as priorities of focus in order to create a strong foundation to
accommodate a capital campaign and create a sustainable organization for the next 20 years:
programs & impact, leadership & culture, fundraising & development, and marketing &
communications.

Emerging Opportunities
A comprehensive Organizational Audit was conducted to ensure that the opportunities
uncovered through the planning process were highly informed, not only by the needs of our
organization, but also by the true needs of the community. Through this inclusive research
process, as well as the Strategic Plan workshops, several key themes emerged that were
essential in determining the goals of the Strategic Plan:

1. New Facility to Increase Operational Efficiency & Effectiveness

While current staff, horses, and volunteers are managing program delivery and operations
exceptionally well, Shining Stars operates out of 2 facilities. This setup means that horses are
transported for programming each day back and forth. In order to create sustainability and
serve more individuals, Shining Stars was able to purchase a facility in late 2022 that will
provide the additional space to accommodate horses and programming at one location, as
well as provide ample space for growth for decades to come. This location will require
renovations in order to establish a safe and effective programming space and, thus, we plan to
execute a capital campaign to raise $3 million to accomplish this.

3 of 8 | Strategic Plan Executive Summary | Shining Stars



2. Demonstrating Impact

Anecdotally, internal and external stakeholders agree that Shining Stars’ programs are
impactful. However, like other equine therapy programs, Shining Stars’ struggles to
demonstrate measurable outcomes that connect participation in programs with long-term
improvements in physical, social, emotional, or cognitive health. Processes have been
implemented to address this need for demonstrating impact both quantitatively and
qualitatively. Within the next year, Shining Stars will have the ability to connect programmatic
outputs with measurable, standardized, long-term impact metrics related to the health of
those served. This will improve our organization’s credibility with our trusted stakeholders and
community.

3. Sharing Leadership

Staff and Board culture is very positive, collaborative, and supportive. In the past there was
substantial reliance on our Founder for all aspects of day-to-day operations. After several years
of intentional succession planning, we have an Executive Director, Program Director, and
Development Director. Our Founder continues to be involved in training these key team
members so that they are successful, but is no longer intimately involved in the daily
operations. To maintain continuity in business operations as we continue to grow, leadership
agrees there is a need to focus on cross training and sharing leadership. Furthermore, the
Board plans to focus on Board development and recruitment over the next three years.

4. Fiscal, Fundraising, & IT Responsibilities

Shining Stars has proven to be an exceptional and resourceful steward of its resources for two
decades. We are keenly aware that in order to increase revenue and expand our impact, we
must have standard operating procedures specifically for the areas of finances, fundraising,
and technology. We have been working to establish best practices within bookkeeping,
budgeting, auditing, development planning, donor cultivation, special event planning,
marketing, automation, and communications. We plan to continue refining these practices in
order to have a strong foundation for a successful capital campaign.

5. Increasing Community Awareness

Many community members in our service area are still not aware of Shining Stars. As we focus
on expanding impact with our new facility, we have an exciting opportunity to increase
awareness about our programs and the benefits of Shining Stars that are unique. The
emerging opportunities that the new facility and capital campaign can bring to raising
awareness about our organization is profound.
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3-Year Strategic Plan
Drawing on the comprehensive data and key findings from the 2019 Strategic Planning Audit,
as well as thoroughly evaluating progress made over the previous 3-Year Strategic Plan,
EverGreen Results convened our Board of Directors and key staff for a highly strategic and
vision-focused Planning Retreat at the beginning of 2023. By carefully weighing a variety of
opportunities against the needs of the community and our organization, our leadership
identified the following three-year vision:

“By 2026, Shining Stars will be fully moved into our new
farm location where we will have the capacity to more
than double program participation.

As we celebrate 20 years of serving our community
through exceptional horse facilitated therapeutic
programming in 2023, we are committed to achieving
greater sustainability and increased access to our
services. We will raise at least $3 million through a capital
campaign in order to purchase, renovate, relocate and
consolidate facilities, and establish our programming at
our new central location by the conclusion of 2025. These
3 years will be the building blocks for the next 20 years of
impact for Shining Stars.”

Utilizing this anchoring vision for the organization, EverGreen Results engaged staff in a
hands-on Action Planning Session, during which four distinct organizational priorities were
collaboratively created to guide the organization toward this vision for 2026. With a focus on
preparing for future expansion, each priority was carefully developed to build our capacity and
impact, preparing Shining Stars to sustainably grow.
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PRIORITY 1: Recruit top talent to ensure continuity of organizational culture through
honoring our mission, vision, and core values.

Strategies
1.A. Continue to refine and implement personnel practices that produce a
positive, healthy culture and maintain a family-like environment.
1.B. Create and implement succession plans for current and new Board and
staff positions.
1.C. Develop a leadership team and mentorship program to grow staff into
leadership roles for the future.
1.D. Increase the Board of Directors to 10 members, composed of
professionals with diverse experience and skills.

PRIORITY 2: Double the number of program participants served annually.

Strategies
2.A. Establish procedures for documenting outcomes for participants and
sharing outcomes with stakeholders.
2.B. Increase volunteer participation to at least 200 people annually.
2.C. Create an equine retirement and acquisition program.
2.D. Develop more community partnerships to double participation in the Stars
& Stripes program and increase participation in the groundwork program to 4
groups per week.
2.E. Hire and onboard a full-time Volunteer Coordinator.

PRIORITY 3: Increase revenue by $250k each year in order to establish a sustainable
financial model that supports expansion.

Strategies
3.A. Develop and institutionalize fundraising expectations, storytelling, and
donor stewardship for all members of the Board and staff.
3.B. Onboard Development Director to oversee fundraising efforts and goals.
3.C. Create an annual fund development plan with goals, strategies, and tactics
to guide and evaluate all fundraising efforts during the year.
3.D. Implement a recurring giving program that will raise $30,000 annually.
3.E. Increase revenue from grants to at least 10% of total revenue annually.
3.F. Increase family and volunteer giving participation by 25%.
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PRIORITY 4: Create a brand for the organization that speaks to our impact, is
memorable, and increases awareness of our mission.

Strategies
4.A. Develop and implement branding guidelines to use across all
organizational marketing and communications platforms including the website,
brochures, and social media.
4.B. Identify and hire contractors to fulfill the marketing and communications
needs annually.
4.C. Create an annual marketing & communications plan with goals, strategies,
and tactics that tell the Shining Stars story consistently to increase awareness
and revenue.
4.D. Train all staff, Board members, and key volunteers on the Shining Stars
messaging framework and branding guidelines.

PRIORITY 5: Execute a successful capital campaign that raises $3M to support the
purchase and renovation of our new farm.

Strategies
5.A. Develop a capital campaign plan to support raising $3M by 2024 and
completing renovations by 2025.
5.B. Recruit a capital campaign team to help execute the plan successfully.
5.C. Create a theme and branding for the capital campaign that aligns with the
Shining Stars’ mission and vision.
5.D. Develop marketing materials to bring awareness to the goals of the capital
campaign including, but not limited to, a landing page for the campaign,
collateral, professional video, and presentation.
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Action Plans & Implementation
In addition to identifying these three-year priorities and strategies, our staff also developed a
2023 Playbook & Action Plan, which includes a 1-page summary of the thematic goal and
defining objectives, quarterly action steps, expected annual outcomes, and accountable
leadership required to successfully implement each strategy during the first year. These
supplementary documents will serve as roadmaps for the organization’s strategic activities for
2023, coupled with a complementary Outcome Dashboard tool that will allow for continual
measurement of progress toward all targeted outcomes. By utilizing real-time process
evaluation throughout the implementation of the three-year plan, Shining Stars will be
prepared to develop a 2024 Action Plan and an updated Outcome Dashboard in the third
quarter of 2023, and a 2025 Action Plan and Outcome Dashboard in the third quarter of 2024.

Shining Stars’ 2023 - 2025 Strategic Plan, which was developed through this comprehensive
and inclusive process, was officially adopted by the Board of Directors in May 2023.
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