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Background

Landscape of Grand Pré Inc.

Established in early 2016, Landscape of Grand Pré Inc. (LGPI) serves two
primary purposes:
e To protect and preserve the Landscape of Grand Pré UNESCO World
Heritage Site in Grand Pré, Nova Scotia, and
e to educate the public and increase its appreciation and awareness of
the Landscape of Grand Pré UNESCO World Heritage Site and its
history.
Landscape of Grand Pré Inc. is comprised of eight member organizations:
1. Glooscap First Nation (voting member)
. Grand Pré & Area Community Association (voting member)
. Grand Pré Marsh Body (voting member)
Municipality of the County of Kings (voting member)
Parks Canada Agency (voting member)
Société Nationale de ’Acadie (voting member)
Société Promotion Grand-Pré (voting member)

©ND G RON

Province of Nova Scotia represented by the Department of
Communities, Culture, Tourism and Heritage (non-voting member
organization)

The Board of Directors is comprised of eight directors nominated by the
members and by up to four independent directors nominated by the Board. All
director nominees are elected by the members.

The governance model is a blend of a Policy Board (governing and setting the
overall strategic direction of the organization, developing policies that will
guide administration in the execution of that strategic direction) and an
Advisory Board (utilizing board member expertise to act as a soundboard and
knowledge resource for administration to support the implementation of the
defined strategic direction).

PR, . .
e

ANDSCAPE of = le PAYSAGE de

GRAND~DPRE
Wonto e | b LUNESCO

uuuuuuuuuuuuuuuuuuuuuuuuuuuuuu
HrrrTaGE St



Process

The process of this strategic review included a systematic evaluation of and
reflection on the current health and vitality of the organization through the
application of the TSE Health and Vitality Assessment tool. The observations
gleaned were then incorporated into a series of structured engagement
sessions including:
e areview of the organization conducted by fourth year students in
Acadia’s Community Development program,
e analysis and summarization of the student’s work to establish the
planning environment,
e preliminary discussion with the board,

e community engagementvia —

L. . Flfllgr:hﬁil:% Research and
digital survey (in French and Sessions Reporting
English),

e three facilitated Board sessions totaling two full days of in-person time,

e Additional research and reporting,
e Feedback and revisions to finalize.

In addition to the above, regular project steering meetings were held between
the consultant and LGPI’s Executive Director throughout the duration of the
planning process.

The result of the above activities is the articulation of the strategic elements
of Vision, Mission, Guiding Principles, Priorities and their subsequent goals.
Once consensus was reached on these elements, a workplan consisting of
detailed goals, objectives, milestones, and proposed actions was developed.
Survey summaries and other supporting documentation from the process will
be provided to LGPl via an online shared folder.
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A Living Document

With this report, TSE is providing LGPl with a living strategic planning
document. Each area of this document is to be used by the board and staff to
chart their primary goals and actions for the next months and years. Itis
important that this document be used to inform and provide direction on the
following:
e |mplementation of key priority area goals, actions, responsibilities,
and timelines.
e Measurement of progress and success in implementing the strategic
plan.
e Adjusting asis necessary.
Throughout this process, this strategic plan will be a guiding document. It will
be reviewed at least annually, taking into account the context of changes to
the external environment, organization changes, goals achieved, and
milestones reached.
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Highlights: 2025-2030 Strategic Plan

The flow chart shown below is a visualization of LGPI’s strategic decisions
over the course of the planning process.

[ The landscape of Grand Préis alive for all to experience and appreciate.

VISION

|

MISSION

To provide leadership for the preservation and promotion of the Landscape of Grand Pré UNESCO World Heritage Site.
Through community collaboration, we will cultivate and pursue shared priorities that honour the diverse cultural narratives

of the landscape.

[ LEADERSHIP ]

[ CORE VALUES ]

[ PASSION ]

[ RESPECT COLLABORATION ] l INTEGRITY I

4 Priority A: N N N/ N Priority E: N

—h'r—rm”_ - Priority B: Priority C: Priority D: Priority E: —

Protection and . . Strategic
) Enhancement of the Education and Organizational .
Preservation of the . . Partnerships and

L Visitor Experience Communication Sustainability

\ andscape Engagement

v,
/Goal A.1: Protect the \
living (cultural,
natural, agricultural)

landscape.

Goal A.2: Preserve
the Landscape's rich
archaeological

heritage.
\- /

Notes:

(o N

programming that

oal B.1: Develop

attracts and actively

engages visitors.

Goal B.2: Design and
develop storytelling
opportunities (visitor
experiences) in key

points of interest in

L y,
(o )

execute a strategic

oal C.1: Create and

branding and
communications plan
to raise awareness of
the OUV of the
Landscape, and the
many opportunities to
explore and

experience it.

the Landscape.

- J

J

\. J
(o )

succession plan for

oal D.1: Develop a

key roles in the

organization.

Goal D.2: Determine
the optimal
organizational model

and create a financial

sustainability plan

- J

. J
(o )

member

oal E.1: Engage

organizations and the
business community
in the development of
new programs and

tourism assets.

Goal E.2: Strengthen
relationships with
post-secondary
institutions that

advance the mission

\of LGPI. ‘/

Vision - Ideal future situation resulting from the work of LGPI. Typically stated
in the present tense as if it’s already been realized.
Mission - The overarching methodology of how LGPI will make strides
towards the future it desires.
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Core Values - The shared organizational beliefs that are held near and dear to
those who contribute to the organization. They guide decision making and act
as “lines in the sand”, that must not be compromised. These should guide
action internally and externally.

Strategic Priorities — The high-level pillars/areas of focus for action for the
coming years. They serve as a bridge between the organizational philosophy
and culture (vision, mission, values) and where the rubber hits the road with
regards to specific goals, objectives, actions, success indicators, etc.

Goals - The specific, measurable, action-oriented, relevant, and time-based
aspirations of the organization. Goals can be either strategic or operationalin
nature, that, if accomplished, should result in [operationally...] a more
efficiently run and effective organization, or [strategically...] a significant step
in the direction of the accomplishment of the organization’s vision.
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Vision

The following vision statement is an articulation of the ultimate long-term
success of LGPl as the organization defines it in 2024. A good vision
statement is short, memorable, inspiring, and speaks to the highest-level

calling/purpose of the organization — stated in the present tense as if it has
already been achieved.

“The landscape of Grand Pré is alive for all to experience
and appreciate.”

Elaboration

The renewed LGPI vision touches on three essential ideals of the organization,
that

1. Landscape of Grand Pré —the physical landscape and community of
communities that is considered “home” to a diversity of groups and
cultures.

2. For all-a place with Outstanding Universal Value (OUV) that can be
experienced by anyone, where the stories of all who contributed and
continue to contribute to the evolution of the land are honoured.

3. Alive — a recognition that this special place is a living landscape —home
to people, communities, plants and animals - that has and will
continue to evolve over time. It recognizes the fragility of life, and the
importance of ensuring its OUV will be preserved for future generations.

Mission

The following mission statement articulates the overarching approach or
methodology that LGPl employs to make a unique contribution towards the
accomplishment of its vision. A good mission statement articulates what the

organization aims to accomplish, how it intends to accomplish it, and whom
the organization serves.
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“To provide leadership for the preservation and promotion
of the Landscape of Grand Pré UNESCO World Heritage Site.
Through community collaboration, we will cultivate and
pursue shared priorities that honour the diverse cultural
narratives of the landscape.”

Elaboration:

1. Providing leadership — LGPl recognizes there is a diversity of
communities and organizations with a vested interest in the landscape.
To effectively preserve and protect it, efforts by LGPl must be made to
raise awareness and build consensus on decisions that will affect the
landscape will be critical to ensuring its sustainability (shared
priorities).

2. Collaboration — LGPI further recognizes that it will need engaged
collaborators to achieve its vision. Community organizations, all levels
of government, residents, businesses and the agricultural community,
and youth all have arole to play in the sustainability of the landscape.

3. Honouring the diverse cultural narratives — indicates the recognition by
LGPI that the history of the land has distinct layers, with each layer
featuring a different steward of the land, that embedded unique cultural
footprints on the land itself. It recognizes that the landscape has
Outstanding Universal Value because of these diverse layers and
cultural footprints that remain, and that each contribution must be
equitably honoured through compelling visitor experiences and
storytelling. It provides a unique opportunity for reconciliation and
collaboration to transcend it.
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Guiding Principles

As an organization, LGPl was developing and refining core values and guiding
principle statements for the first time. As a result of reflection and facilitated
discussion, five core values were identified, with statements written to

articulate their unique context to LGPI. These are the shared organizational
beliefs that are held near and dear to those who contribute to the LGPI. They

guide decision-making and act as “lines in the sand”, that must not be

compromised. These should guide action internally and externally.

The five values and their new guiding principle statements are as follows:

LGPI leads by example in its unwavering commitment to preserve

Leadership and promote the Landscape and will work to foster trust and
facilitate collaboration towards a shared vision.
Honour the land, its stories, and diverse perspectives. LGPI fosters
f for inclusive dialogue, appli t leadership, and
Respect safe spaces forinclusive dialogue, applies servant leadership, an

actively engages stakeholders in preserving the landscape's
sustainability.

Collaboration

LGPl is dedicated to fostering meaningful engagement with diverse
voices and perspectives in the decision-making process. LGPI
approaches every interaction with openness, respect, and
commitment to proactive communication. By prioritizing
inclusiveness and shared understanding, LGPI will build
consensus and create unified, community-driven solutions that
honours the collective vision for the future.

LGPl will be transparent, accountable, and ethical, fostering trust

Integrity through honest communication and actions that align with our
values.
LGPl understands that the Landscape has deep significance for
many cultural groups, each with its own history and contributions.
. This connection often brings strong and diverse opinions, which we
Passion

see as an important part of its story. LGPI will honour these
perspectives with empathy, respect, and open dialogue, ensuring
everyone feels valued.

Together, these five values represent the essence of what is most important

to LGPl and guide how the organization and those within it are to interact with

each other and the outside world. Values and Guiding Principles can be used
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as a test to determine appropriate partnerships, new hirings, the design of

programs, and much more. It is essential that everyone in the organization is

held accountable to these standards.
In managing the Landscape, LGPI will respect the following principles agreed

upon by member organizations:

Principle 1

Management of the Landscape of Grand Pré WHS will meet or exceed World
Heritage standards and honour the spirit of UNDRIP.

Principle 2

Management practices will respect the unceded nature of the lands which
form part of the Landscape of Grand Pré WHS. The fact that the WHS is part
of the Mi’kmaw people’s unceded homeland of Mi’kma’ki will be generally
acknowledged by the Corporation in its communication activities.

Principle 3

The primary focus of the Management Plan is to address issues directly
related to the management and conservation of the WHS’s OUV and
attributes by providing a framework for advice from Landscape of Grand Pré
Inc. and for decision-making for the Regulatory Authorities.

Principle 4

The Management Plan recognizes that the Landscape of Grand Pré WHS is
set within an active agricultural community where people continue to live
and work. People have created, lived and worked on this land for generations
and have been responsible stewards of the land. The Management Plan also
recognizes that this is an area of great importance for the Acadians who have
a strong emotional attachment to it.

Principle 5

Management of the Landscape of Grand Pré WHS in relation to World
Heritage guidelines will be a shared responsibility among the different
owners, communities, and government entities with regulatory
responsibilities for the WHS. The Management Plan recognizes that actions
undertaken by an owner, community, or government entity with regulatory
responsibilities may have a detrimental impact on the WHS and that
communication, coordination, and collaboration are essential to its long-
term protection.

Principle 6

Priorities

Management and protection will be delivered through existing boards,
bodies, and government authorities, supplemented by technical advice,
interpretation, and education from LGPl and procedures developed to
accommodate the World Heritage Site.

The following items are prevalent strategic themes that arose from the

planning process. The Board of Directors reached consensus on these broad

categories of focused activity that must be invested in / focused on in the next
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five years to make a significant stride towards the realization of LGPI’s
definition of long-term success. The following priorities address both shorter-
term operational needs and long-term strategic direction of LGPI.

Strategic Priorities

Strategic priorities dictate the overall direction of LGPI over the next five-year
period (2025 to 2030). If adequately invested in, major accomplishments
within priority areas should equate to tangible progress towards the
overarching organizational aspiration (vision and mission), guided by the
philosophy that establishes the way work is carried out (values and guiding
principles). Each priority area contains one or more strategic goals, to be
expanded on in the section to follow.

A) Protection and Preservation of
the Landscape

B) Enhancement of the Visitor

Experience
—
o
C) Education and Communication
aaa
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A) Protection and Preservation of the Landscape

12

Goal A.1: To protect the living (cultural, natural, agricultural) landscape.

Key Performance Indicator(s):
- Involvement in key Dykeland System Upgrade Project (DSUP)

decisions

- New exhibit is designed and unveiled

Influence the direction and design of the DSUP

Action 1: by continuing to be actively engaged in decision- Tlmlng:
. Ongoing
making.
Engage relevant collaborators to conceptualize Timing:
Action 2: and develop a display/exhibit that raises public &
. 2025
awareness on the importance of DSUP efforts.
Action 3: Implement the priorities of the Landscape of Timing:
) Grand Pré World Heritage Site Management Plan. | 2025-2030
. Coordinate the preparation of a UNESCO Periodic | Timing:
Action 4:
Report 2029/2030

Required Resources:
- Key partnerships.
- Financial support from various government partners and potential
investment of LGPI funds.
- Increased human resources/capacity.

PR, . .
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13

Goal A.2: To preserve the Landscape’s rich archaeological heritage.

Key Performance Indicator(s):
- Improved inventory of archaeological resources
- Archaeological resource impact assessments are conducted
- Active partnerships with academia and relevant cultural groups

Complete the review and update of the Strategy
Action 1: for the Management and Conservation of Timing:
) Archaeological Heritage in the Landscape of 2025
Grand Pré World Heritage Site.
Continue to support landowners in conducting -
. . . Timing:
Action 2: archaeological resource impact assessments Ongoin
(ARIAS). going
Strategically communicate archaeological
activity in the landscape to the public and explore | .. .
. - . . Timing:
Action 3: opportunities for further collaboration with 2026
partners on archaeological interpretation and
community education.
Action 4 Initiate new research alongside academic and Timing:
) cultural collaborators. 2026/27
Evaluate the effectiveness of partnerships and N
Action 5: quality of research/public communication and Timing:
) torate 2027-2029

Required Resources:
- Key partnerships.
- Financial support from various government partners and potential
investment of LGPI funds.
- Increased human resources/capacity.
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14

B) Enhancement of the on-site Visitor Experience

Goal B.1: To develop programming that attracts and actively engages
visitors.

Key Performance Indicator(s):
- Programs developed
- Program attendance
- Program feedback

Review existing visitor data to better understand ..
. . o Timing:
Action 1: what programming opportunities would respond 2025
to visitor expectations.
. Engage potential collaborators to solicit ideas Timing:
Action 2: .
and conceptualize new programs. 2025
. . Plan and lead/support implementation of new Timing:
e . 2025-2029

Required Resources:
- Capacity to engage visitors and potential collaborators.
- Financial support from various government partners and investment of
LGPI financial resources.
- Time toimplement and evaluate programs.
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15

Goal B.2: To desigh and develop storytelling opportunities (visitor
experiences) in key points of interest in the Landscape.

Key Performance Indicator(s):
- Concept approved
- Partners engaged / financial resources secured
- Storytelling experiences developed, maintained, and evaluated

Action 1: Engage with potential collaborators to share the | Timing:
) vision, solicit feedback, and refine the concept. | 2025

Action 2: Qeyelop a dgtalled conceptual plan for new Timing:

visitor experiences. 2025/26

. . Secure funding, design and implement new Timing:

Action 3: visitor experiences. 2026/27

Action 4: Evaluate effectiveness of new visitor Timing:
) experiences. 2027-2029

Required Resources:
- Key partnerships established with a shared project vision.
- Financial support from various government partners and investment of
LGPI financial resources.
- Opportunity for fundraising.
- Increased human resources.
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C) Education and Communication

Goal C.1: Create and execute a strategic branding and communications
plan to raise awareness of residents and potential visitors about the OUV

of the Landscape, and the many opportunities to explore and experience
it.

Key Performance Indicator(s):
- Key audiences identified
- Messages crafted and refined
- New strategies employed and evaluated

Take stock of communication needs identified in the -
. . . . Timing:
Action1: | approved strategic plan for both on-site and virtual 2025
visitors.
. . | Conduct a branding and communications planning Timing:
Action 2: exercise. 2025/26
Execute and evaluate the branding and communications
Action 3: plan to support execution of the overarching LGPI Timing:
" | strategy, ensuring that opportunities for virtual 2026-2029
experiences are explored.

Required Resources:
- Financial resources to hire a consultant with expertise in branding and
communications.
- Human resources to execute the strategy.
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Operational Priorities

Operational priorities refer to the needs that must be addressed to have a
well-run and efficient organization that is ready and able to effectively invest
in and accomplish its strategic aspirations. Shorter-term in nature (1-2 years),
operational priorities lay the groundwork for a growth in overall productivity.

: D) Organizational Sustainability
‘) (Succession and Finances)
7~

o0 0

w E) Strategic Partnerships and
Engagement
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D) Organizational Sustainability (Succession and Finances)

18

Goal D.1: To develop a succession plan for key roles in the organization

(staff and board).

Key Performance Indicator(s):
- Vacancies filled
- New positions created
- Nominating practices reviewed and potentially updated
- Process for retaining organizational knowledge is identified and being

used
Review nomination practices and discuss if/how -
. Timing:
Action 1: they should evolve to promote synergy and
L Early 2025
participation.
Identify new pathways to expand staff capacity ..
. . . . Timing:
Action 2: through internships, summer jobs, co-op 2025
positions, and job creation partnerships.
Identify a process for documenting and
Action 3: transferring the wealth of organizational Timing:
) knowledge (prepare a continuity plan for an 2025/26
eventual leadership transition).
Promote new opportunities and execute ..
Action 4: recruitment (lean on the communications plan to Timing:
) 2025/26

be developed - see goal C.1)

Required Resources:

- Increased human resources / capacity to plan and execute.

fNRen -~ .
Fa—=
LANDSCAPE of = le PAYSAGE de
GRAND+PRE
Womrin lllllvAt;r Sire I ox I‘\.‘V;ESCO

..............................




19

Goal D.2: Determine the optimal organizational model and create a

financial sustainability plan.

Key Performance Indicator(s):
- Renewed and updated financial plan is approved.
- New grants and contributions are being pursued and secured.

Reflect on financial resources required to execute

Timing:

Action 1: Fhe 2025-2030 strategic plan and identify the gap Early 2025
in resources.
Evaluate the existing organizational model and ..
. . . Timing:
Action 2: human resource requirements to implement the 2025
strategic plan.
Action 3: Develop a financial sustainability plan. Timing:
2025
Research potential funding opportunities —
Action 4 fundraising, municipal, provincial, and federal Timing:
) grants that align with organization’s existing and 2025/26
anticipated needs.
Action 5: Apply for funding / embark on fundraising Timing:
) campaign(s) if deemed feasible. 2025-2027

Required Resources:
- Key partnerships established with a shared project vision.
- Financial support from various government partners and investment
of LGPI financial resources.
- Increased human resources.
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E) Strategic Partnerships and Engagement

20

Goal E.1: Continue to build connections with member organizations and
the business community to share aspirations and involve in the

development of new programs and tourism assets.

Key Performance Indicator(s):
- Events attended
- Presentations made
- MOUs executed

Strengthen relationships with all member

Timing:

Action 1: organizations and share LGPI’s strategic direction
. . o 2025
and the importance of their participation.
Play a leadership role in the development of the Timing:
Action 2: Atlantic Canada UNESCO Corridor and 202526
collaborate with other UNESCO designations.
Action 3: Complete and sign the Memorandum of Timing:
) Understanding with member organizations. 2025/26
Action 4: Develop and formalize new partnerships Timing:
' > . - 2025/26

Required Resources:
- Humanresources
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Goal E.2: Strengthen relationships with post-secondary institutions that
advance the mission of LGPI.

Key Performance Indicator(s):
- New research opportunities identified
- MOUs (if required) are drafted and signed

Action 1: Identify and prioritize institutions LGPl would like | Timing:
) to work with. Early 2025
Create a plan with clear intentions for Timing:
Action 2: establishing relationships / refine the “call to 2025 &
action”.
Reach out to institutions in the sequence of their -
. e . . Timing:
Action 3: prioritization, gauge interest / navigation to the 2026
right people in the appropriate departments.
Action 4: Clearly dgfme partnership and mutual Timing:
expectations. 2026
Action 5: Find ways to engage a younger demographic Timing:
‘ y gage ayoung grap 2026/27

Required Resources:
- Increased human resources /capacity to contact and define
relationships with institutions.
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Implementation Table

22

Strategy Gantt Table
Priority Goal Action | 2025 | 2026 | 2027 | 2028 | 2029
A.1-
Landscape
Protection

A) Protection
and
Preservation

A.2 -

Archaeological

Preservation

B) Enhance
Visitor
Experience

B.1-

Develop new

programming

B.2-

Develop
Storytelling

Opportunities

(4} BOIN =AW= IN=]P, OIN=ARWIIN=2TORRWIN=|ARWOW|IN|=

E) Partnerships
and
Engagement

C) Education C.1-
and Communication
Communication | Strategy
D.1-
Succession
Planning
D) D.2-
Organizational | 5/ganizational
Sustainability model and
financial
sustainability
plan
E.1 - Member

and Business
Community

Engagement
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E.2 -Engage

Post-Secondary

Institutions

B IWIN|=

Table Legend
Strategic — significant action

Strategic — ongoing
monitoring/evaluation/iteration

! Operational — significant action

Operational — ongoing
monitoring/evaluation/iteration
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Appendix

24

Link to online folder containing supporting documents such as:

- Survey data and situational analysis.

- Materials and presentations from facilitated sessions.

Glossary

ARIA Archaeological Resource Impact Assessment

DSUP Dykeland System Upgrades Project

FN First Nation

“Landscape” Landscape of Grand Pré UNESCO World Heritage Site
“landscape” Geographical landscape of Grand Pré

LGPI Landscape of Grand Pré Incorporated

MOU Memorandum of Understanding

ouv Outstanding Universal Value

UNDRIP United Nations Declaration on the Rights of Indigenous

Peoples
UNESCO United Nations Educational, Scientific and Cultural

Organization
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https://drive.google.com/drive/folders/13Q_aAWh4ByT7YRHxvIeFk0yk7VzzpXnz?usp=sharing

