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OVERVIEW

Significant anniversaries often cause one to reflect on the activities and accomplishments of the past and consider
plans for the future. This year, 2014, marks the 10th anniversary of the United States Hunter Jumper Association, a bold
organization that took on the task of serving as the official United States Equestrian Federation affiliate for the hunter/
jumper disciplines and representing hunter/jumper interests nationally. During that 10-year period, the USHJA grew,
developed programs and refined its governance and operational structures.

A rigorous analysis of the current state of the USHJA as it entered its 10th year reveals an ambitious organization that
must continue to evolve to meet the needs of its constituents.

Realizing that a sound business — profit or nonprofit - needs a road map, the President, with support of the Board of
Directors, asked for and participated in the creation of a strategic plan to guide the USHJA forward, specifically for the
next five years.

During the process of generating this plan, the following additional documents were created:

® A USHJA Historic Overview that provides details of the organization’s first 10 years including its
origination and evolution

® A USHJA Strategic Plan Companion Document that adds background, program details and ac-
tions steps not captured in the Strategic Plan. The Companion Document assists with understand-
ing the rationale behind the strategies recommended in the plan and it provides a deeper perspec-
tive on the organization, its strengths and its issues

® A USHJA Tactical Plan Document which includes the recommendations and actions steps neces-
sary for the implementation of the Strategic Plan

This Strategic Plan contains goals, strategies and recommendations for the USHJA to take action on in the course of a
five-year period. The USHJA Board of Directors approved this document, and now the Executive Director and Planning
Committee will create a detailed implementation plan, while keeping the Board informed on a regular basis.

Implementation steps will include setting priorities and developing timelines. Some actions will be undertaken
immediately, some will be phased-in and some may not start until well into the plan’s period. Additionally, the
Board will see numerous Bylaw changes relating to the Strategic Plan. As each proposal is developed, the financial
components will be included. All aspects of the USHJA including governance, staff work, evaluation, planning and
finances must be integrated into the implementation process as they move from concepts to actions.

The Plan calls for the creation of several ad hoc committees of the Board of Directors to conduct a comprehensive
analysis of specific components of the organization and to provide a report with recommendations regarding those
areas to the Board of Directors for their consideration and action. Communication avenues will be created for member
interaction and feedback to each ad hoc committee. The report to the Board of Directors from each ad hoc committee
must include a summary of the analysis and a financial overview.

The details of the USHJA's Strategic Plan are presented in four categories: Governance, Cornerstones, Sport Programs
and Non-Sport Elements. Each category covers specific topics, and within those top ics, the Strategic Plan presents
goals and strategies.
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USHJA’'S STRATEGIC PLAN:
A Roadmap to Guide the USHJA 2015 Through 2019

This Strategic Plan is written and directed internally to assist in guiding the decision-making bodies of the USHJA:
the Board of Directors as the highest authority, the various working groups and committees as advisors and the
staff as implementers. The purpose of this Strategic Plan is to establish a consistent and clearly defined direction,
infrastructure and process for all programs and activities of the USHJA, while being mindful of our Mission, Vision,
Strategic Intent and Core Value.

Many traditional strategic plans focus on metrics like growth and revenue. The USHJA Strategic Plan is charting its own
course. We recognize that by stabilizing and then strengthening our existing programs and activities, we may well
realize growth in our membership structure. However, allocating significant resources to specific initiatives to actively
grow our membership is not one of the primary goals of this plan. Member growth shall come as a result of the Plan’s
strategies.

The following section outlines our overarching principles for the USHJA: our Mission, Vision, Strategic Intent and Core
Value, as well as analysis of our strengths, weaknesses, opportunities and threats (SWOT). Along with the Mission and
Vision statements, the SWOT analysis was one of several tools used in creating this Strategic Plan.

Moving forward, the USHJA will be guided by an updated Mission Statement. The Mission Statement will serve to
guide and reinforce; however, it is the Strategic Plan that serves as the call to action. The Mission Statement tells us
who we are and what we are doing at present.

USHJA Mission

The United States Hunter Jumper Association, as the official hunter/jumper affiliate
of the United States Equestrian Federation, is a competition-based sport organization
that serves our members through educational programs, awards and recognition,
communication and rules. We provide a wide array of programs for all hunter/jumper
levels, and we are mindful of the well-being of our equine partners. Additionally, we
are committed to preserving the history of our sport and through our Foundation we
support charitable and benevolent services.

The Vision Statement focuses on the future and states our broad goals for the next five years.

USHJA Vision

Our vision is to increase awareness of and participation in programs and services for
all involved in hunter/jumper competitive sport. We strive to provide value to our
members, as well as strengthen the positive image of the USHJA with equestrian
sport entities inside and outside the hunter/jumper sphere.

Our Strategic Intent is our long-range goal. It is our moon shot.

USHJA's Strategic Intent

Anyone participating in hunter/jumper competitive sport within the United States or
its nearby contiguous areas will be aware of the existence of the USHJA and will be
partaking in or benefitting from at least one of its programs, services or offerings.

USHJA’s Core Value

USHJA’s core value is the creation of member satisfaction through the delivery of
excellent programs, competitions and educational opportunities based on the four
Cornerstones.
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SUMMARY OF THE USHJA SWOT ANALYSIS

Taking into account the first 10 years of the USHJA, the following summary of our Strengths, Weaknesses,
Opportunities and Threats analysis serves as a backdrop for the four main categories of this plan, our goals, as well as
the recommendation for action. These bullets are in no particular order of priority.

Strengths

Opportunities

« Membership base and demographic strength

« USEF Affiliate designation representing
hunter/jumper discipline

« Jumper is an FEl discipline
+ USHJA financial position is solid
« USHJA Affiliates and potential Affiliates

« Multiple levels of programs, competitions,
awards

« Communication channels

« Use resources to set new standards for
education

« Sponsorships and engagement in prestigious
or strategically located shows

» Meaningful programs for professionals

« Develop outstanding programs and
properties for all membership levels

+ Add to strengths of local organizations and
provide connection at a national level

Weaknesses

Threats

» Narrow viewpoint/perspective of members;
self-interest and conflict of interest

« Expensive sport

« Independence of USHJA Affiliates and apathy
toward USHJA

« Geographic Issues
« Disconnect with grassroots riders

« Sport issues such as medication misuse,
commissions and standards

« Lack of USHJA amateur-focused programs

» Too many committees resulting in
inefficiencies, communication challenges and
duplication of duties

« Competition calendar and processes
« USEF rule process

« Regulations (USEF and non-USEF) and USEF
hearing process

« Members who do not like USEF and include
USHJA in that attitude

« Medication misuse issues

« Increased media scrutiny of equestrian sports
resulting in negative public perception

+ Declining industry and declining pool of new
members
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USHJA'S GOVERNANCE:

Geography, Zones, Affiliate Organizations and Committees

Geography

Our country is very diverse, and when we use a regional geographic structure, our members must often travel
great distances to participate in our programs. Moving to the use of smaller geographic areas for some programs
will provide our members with a greater opportunity for participation.

Goal: Facilitate and embrace geographic differences and needs through a clear, consistent definition
of geography with balanced representation that involves individual members and affiliated
organizations.

Strategy: The USHJA will have four geographic designations and all programs must fit within these
designations:
® National
® East and West
® Zones (12 - including contiguous areas of Canada)
® States

East and West Zones:

“»
Zone N

Zones and Affiliates

The USHJA represents the hunter/jumper disciplines under one umbrella, and we must have a greater
cohesion and connection between our zones and Affiliate Member Organizations. Our current zone structure
is cumbersome and inefficient for conducting zone business, and zone elections have not been effective in
broadening representation. A new structure must be created which facilitates geographic representation in
partnership with our recognized Affiliate Member Organizations.

Goal: Recognize geography as a primary reason for having zones, identify geography as a component of
our governance structure, and clearly define geographic representation.

Strategy: Form an Ad Hoc Zone and Affiliate Committee of the Board to develop a new model which brings the
zones and Affiliates into one structure.

Recommendations:
® Combine each zone’s hunter and jumper representation into a single committee
® Zone committees will be composed of a minimum of 12 members:

O A representative from each of the four largest qualified Horse Show Affiliate Member
Organizations - organization must meet annual eligibility and membership requirements

¢ A call for recommendations will go out to all members in each zone so names can be
put forward for consideration during appointments

¢ Four representatives will be appointed by the President with Executive Committee
approval
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¢ The resulting eight zone representatives will appoint an additional four, pending
approval by the Executive Committee
¢ Appointed members must fill any deficiencies related to geography, discipline
representation, sport expertise and level of participation. Each zone committee must
end up with at least 40 percent hunter representation and at least 40 percent jumper
representation
® Zone committees will be given defined tasks and duties by the USHJA and funding will be provided
by the USHJA via funding requests/ budgets. Zone committees may engage in fundraising activities
for stated purposes upon authorization by the USHJA
® A Zone Council will be populated by two representatives (one hunter and one jumper) from each
zone committee. Two members (one hunter and one jumper) of the Zone Council will serve on the
USHJA Board, each for a single two-year term. The same members cannot be reappointed to the
Board by the Zone Council for consecutive terms; however, they will be eligible for another Board
position such as an At-Large Director
® The Ad Hoc Zone and Affiliate Committee will determine a transition plan for the remaining Board seats

® Create two defined categories of Affiliate Member Organizations: Horse Show Organization and Col-
legiate/Academic with the criteria as defined in the Companion Document

Committees

The USHJA Executive Committee should define the purpose of every USHJA committee to help keep committees
from working at cross purposes or duplicating effort.

Goal: Review the effectiveness and relevance of all committees, task forces and ad hoc committees and
procedures.

Strategy: Form an Ad Hoc Oversight Structure Committee of the Board to achieve the above goal.

THE FOUR CORNERSTONES:

Awards and Recognition, Communication, Education, Rules

The USHJA's four cornerstones form the essential elements of the USHJA and are the basis for the structure of a sport
organization.

Awards and Recognition
Awards and recognition create valuable engagement with all USHJA membership levels. It is imperative to keep
the criteria well-defined and the purpose of the award aligned with our mission.

Goal: Offer the optimum number and type of awards that keeps awards relevant, meaningful and of value
to the membership and the USHJA.

Strategy: Form an Ad Hoc Awards Committee of the Board to analyze and evaluate every USHJA award, the
criteria for those awards and other opportunities for recognition.
Recommendations:

® Select awards that will hold great prestige within the USHJA membership as well as to the horse
community at large

® Support the value of these select USHJA awards by managing, presenting and communicating the
awards appropriately

Communication

It is critical to have a well-orchestrated communications plan and resources that can be proactive and responsive
as appropriate.

Goal: Employ a balanced plan of proactive communications through appropriate channels to support and
promote programs and activities, as well as enhance and protect the reputation of the USHJA.

Strategy: Form an Ad Hoc Communications Committee of the Board focused on analysis and evaluation of the
communication channels of the USHJA for effectiveness and relevance to audiences, including the
balancing of outreach efforts to ensure efficiency and value to our members.
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Education
The many different segments of the USHJA where education elements will be beneficial must be identified for
development.

Goal: Infuse accepted principles of the education process into appropriate programs, materials and
activities of the USHJA including the use of new technologies.

Strategy: Form an Ad Hoc Education Committee, of the Board balanced by education experts and sport
experts, focused on analysis and evaluation of our education programs.
Recommendation:

® Create an Education Department and contract with a qualified education leader who, along with
the Education Committee, reviews, develops and implements meaningful education programs and
materials

Rules and Compliance

Vigilance is necessary to stay out of becoming regulatory as much as possible. The USHJA must stay linked to
the creation and process of all rules impacting its disciplines; however, enforcement must remain with the USEF.
USHJA created the Hunter/Jumper Competition Standards and relies on the USEF to ensure compliance. It is
vitally important to balance the factors of regulation and raising standards with the principle of growing the
hunter/jumper disciplines.

RULES

Goal: Maintain the USHJA's role as the champion of good sport and excellent programs and avoid serving
as the regulator. Provide support to the USEF in its efforts to ensure excellence in competition
management compliance with USHJA competition standards.

Strategy: Ensure the processes for Rule Changes, Extraordinary Rule Changes, Rule Clarifications and
Presidential Modifications are well defined and available to interested members.
Recommendations:

® Consider new responsibilities for the existing Rules Committee to give it more oversight and authority
over the rule change process and the existing rules in place, with the aim of clarity and simplification
wherever possible

® Determine which rules and specifications go into the USEF Rule Book versus which stay within the USH-
JA programs and conditions; determine how those rules and specifications that stay within the USHJA
are administered

¢ |dentify how technology can be used to enhance and support the rule process from creation to imple-
mentation to monitoring
COMPLIANCE

Strategy: Form an Ad Hoc Competition Committee of the Board focused on analysis and evaluation of the role
of the USHJA with regards to rules and compliance
Recommendations:

® Consider creating a USHJA Competitions Department and determine types of competitions for USHJA
sanctioning such as Outreach Competitions. This department’s purpose would be, in part, to conduct
compliance evaluations of competitions

® Generate and administer a USHJA reporting system for competition compliance and deliver the results to USEF

® Contract a USHJA Competition Standards Director, responsible for creating and managing a network of
team members to deliver competition reports for USEF review and action as necessary

SPORT PROGRAMS AND SPORT PROGRAM REVIEW:

Grassroots, Intermediate, High Performance Programs and Elite & Flagships levels

The USHJA has three levels of sport programs: High Performance, Intermediate and Grassroots.

Goal: Balance the USHJA sport programs by strengthening, eliminating and/or diversifying the roster as
appropriate through regular analysis and review of existing and proposed programs.

Strategy: Form an Ad Hoc Sport Program Review Committee of the Board focused on analysis and evaluation
of all USHJA sport programs considering the recommendations included below.
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USHJA Pyramid of Sports Programs

USEF High Performance &
" International Sports Programs

Flagship Programs

e International Hunter Derby

e Emerging Athletes Program

e Trainer Certification Program High
Performance

(Any jumper program Capstones
1.40M or higher) e USHJA Foundation
e Wheeler Museum & Library

International Hunter Derby
(Any hunter program requiring
fences higher than 3’6”)

e Show Jumping Hall of Fame

Junior Jumper Championship
(proposed)

Intermediate

o Zone Finals & e WCHR
Championships e Emerging Athletes

o National Hunter Derby Program

e Children’s & Adult Amateurs e Pre-Green Championship
Jumper Championships

o Pre-Green Incentive

Proposed:

e Hunterdon Equitation e Jumping Seat Medal
(Junior & Amateur)

Vast majority of members participate in Intermediate Programs.

Grassroots

e Outreach Shows & Awards o Horsemanship Quiz Challenge
e College Lettering

Programs are at non-USEF shows or focused on non-rated sections at USEF shows where fences do not

exceed 3’0" or .95M

Elite: Elite is defined as a specific level of excellence within a program category.
There is potential for elite components in most USHJA programs.
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Grassroots Programs

The term Grassroots refers to those programs involving non-USEF shows and/or USHJA Outreach competitions,
and non-rated and unrecognized classes at USEF shows where fence heights do not exceed 3’0" or .95 meters.

® Qutreach Shows and Medals
® American National Riding Commission Horsemanship Class
® Horsemanship Quiz Challenge

Intermediate Programs
The majority of USHJA members participate primarily in Intermediate Programs.
Jumper: any program that requires competing at .95 meters through 1.35 meters.
Hunter: any program that requires competing at 3'0” through 3'6” and for ponies any program that requires
competing at 2’0" through 3’0"

® National Hunter Derby

® Pre-Green Incentive

® Pre-Green Challenge (2015)

® Hunterdon Equitation Medal and Medal Final

® Development of 3’3" Adult Medal (TBD)

® USHJA Jumping Seat Medal (2015)

® World Championship Hunter Rider - While the World Championship Hunter Rider has components
which bridge both intermediate and high performance levels, the majority of World Championship
Hunter Rider sections are held at the intermediate level

® Emerging Athletes Program

High Performance Programs (USHJA

Jumper: any program that requires competing at 1.40 meters and higher.

Hunter: any program that requires competing above 3'6".
® International Hunter Derby
® Junior Jumper Championship (TBD)
® USHJA Developing Rider Program for those who jump at 1.40 meters and above (TBD)

Elite Sport Programs

Elite is defined as a specific level of excellence achieved within a USHJA program category. There is potential for
elite components in most USHJA programs.

Flagships
USHJA flagship programs will carry the flag of the organization. These programs define the character, spirit and
identity of the USHJA.

® International Hunter Derby

® Emerging Athletes Program

® Trainer Certification Program

Sport Program Review

The growth of programs and activities must be balanced with a mechanism to analyze, measure and create
programs that strongly link to the USHJA Mission and serve its membership levels.

New Program Considerations

DEVELOPMENT OF CHAMPIONSHIP PROPERTIES
We should consider opportunities to generate USHJA properties that are aligned with our Mission and
will increase our reputation as a world-class, competition-based sports organization. Currently there are
the makings of a national championship competition via the World Championship Hunter Rider Champi-
onship, International Hunter Derby Championship and Pre-Green Incentive Championship. The Regional
Children’s and Adult Amateur Jumper Regional Championships could also lead to the creation of a na-
tional championship, and another component of a USHJA Championship Competition.
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DEVELOPMENT OF NATIONAL JUMPER PROGRAMS

In meeting our responsibilities as the recognized affiliate for the jumper discipline, the development of
national jumper programs should be a priority for new or existing program consideration.

Sport Program Recommendations:

® Create clarity on the various sport program levels to encourage participation and understanding of the
competitive landscape and opportunities to advance

¢ |dentify elite components of sport programs and then communicate, promote and recognize them
appropriately

® Develop sponsorship strategies and products that create valuable relationships with vendors and the
USHJA

® Review properties, relationships and processes for all the USHJA program championships and finals

® Continue to strengthen and support the exclusive roster of the USHJA Flagship programs while keep-
ing them true to the Mission and program purpose

® Consider new programs such as the creation of a national competition and national championship that
is owned by the USHJA

® Further develop national jumper programs
® Add a new High Performance category:
¢ USHJA Junior Jumper Championships (team and individual)

® Clearly identify the USHJA's role with the FEI North American Junior and Young Rider Championship
and make any changes needed in:

¢ Qualifying
¢ USHJA's role with these FEI Championships
® Form a Jumper Athlete Pipeline Task Force of the USHJA Jumper Working Group
¢ Group to work with the USEF High Performance Committee and fulfill the future vision

NON-SPORT ELEMENTS:

Administration, Staff and Volunteer Orientation and Training, Membership,
Annual Meeting and Capstones

Administration
The administration of USHJA business to-date has been professional, efficient and cost-effective. During the next
five years, a continued focus on good business practices should be applied to administrative issues.

Goal: Implement clear and efficient business practices facilitating the USHJA's sustained operations and
focus on programs and member services.

Strategies:
® Embrace and utilize technology

¢ Build healthy financial reserves, especially for the building that houses the USHJA Headquarters (major
maintenance, renovations, replacement)

® Continue with existing legal and financial models and methods

Staff and Volunteer Orientation and Training

The training of staff and volunteers about their individual roles through a current policy and procedures
manual and dedicated instruction will generate greater communications and efficiencies throughout the entire
organization and its program administration.

Goal: Generate clear policies and procedures for staff and volunteers, implement orientation, offer
continued training and communications, and clearly define levels of volunteer and staff authority.

Strategy: Form an Ad Hoc Orientation Committee of the Board to generate orientation and policy materials,
along with a delivery system and an evaluation mechanism; utilize online modules that can create
great efficiencies
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Recommendations:

® The hierarchy and decision making authority of the Board of Directors and subsequent staff, committee
and task force positions, needs to be defined with a flow chart for members. Orientation materials must
define the levels of authorities of the organization, including that the Board of Directors has the highest
level of authority and within the Board there is a hierarchy. Per the Bylaws, the Board has the ability to
delegate authority to segments of the Board. Certain authorities are granted to the President and to the
Officers, both elected by the Board, and additional authorities are granted to the Executive Committee.
Below the Board, but with representation on the Board, are the hunter and jumper working groups.
Standing committees and sport program committees also provide input and influence the Board's de-
cisions. There are also various task forces and geographic-based zone committees that have input and
are therefore considered constituents of this strategic plan.

® Orientation materials must include a definition of the relationship between different constituencies
and avenues for member representation and communications. For instance, competition management
and licensed officials have significant influence in our sport and need to be considered as we create
avenues for sport evaluation and progress. Additionally, individual members have many different ave-
nues for discussing their ideas via these many representative groups of the USHJA.

Membership

Member categories have evolved with program and partnership opportunities and can be simplified. New
technologies can be engaged to maximize membership communications and program administration.

Goal: Refine membership categories and offerings for clarity of benefits and engage technologies to
generate efficiencies in administration.

Strategy: Realign membership categories.

Annual Meeting

The Board has defined the Annual Meeting primarily as a business meeting that also includes special awards and
honors that allow us to come together to celebrate and recognize achievements of the USHJA and its members.

Capstones

The Board has defined Capstones as special elements of the USHJA that are very important to the organization
but do not meet the USHJA definition of a program. Our USHJA Capstones are: the USHJA Foundation and the
USHJA Wheeler Museum, which includes our relationship with other organizations that maintain a presence in
the Museum such as the Show Jumping Hall of Fame.

IMPLEMENTATION, MONITORING & EVALUATION

Upon approval of the USHJA Strategic Plan, implementation, monitoring and evaluation must be immediately
organized.

IN CONCLUSION

The USHJA is a dynamic, innovative and successful organization with a bright future. This USHJA Strategic Plan
creates the mechanisms for a systematic and responsible analysis of the organization. The results of these efforts
will be a restructure of the organization’s base, refinement of its policies and procedures and implementation

of new systems for program analysis and oversight. The delivery of excellent programs, competitions and
educational opportunities based on the four USHJA Cornerstones will ensure our continued success. As
efficiencies and effectiveness improve, the results will be improved membership satisfaction — an overall goal
that must be our highest priority.
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