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Part One: STRATEGIC PLAN 

 
 
MISSION STATEMENT  
 
The Buffalo and Erie County Botanical Gardens is a living museum dedicated to advancing 
appreciation for and knowledge of plant life and its connection to people and cultures through 
its documented living plant collection, historic conservatory, education, research and exhibits.  
 
VISION STATEMENT  
  
We are moving toward a future where the lives of people of all ages are enriched by living 
plants of all kinds, and they are committed to sustaining the wonders of Earth’s natural 
systems to ensure diverse plant life for future generations.   
  
STRATEGIC INTENT 
  
The Botanical Gardens will take its rightful place as an essential community cultural institution 
-- the horticultural hub of Western New York, perceived by all as the primary reference center 
for everything botanical.  Through a broad array of attractions, programs and services, we will 
be relevant to the interests and lives of an ever-expanding audience.  
 
CORE VALUES  
 
1. Stewardship. The buildings, grounds and plant collection that make up the Botanical Gardens 
should be revered and enhanced, and never harmed. We preserve and protect a legacy left to 
us by previous generations. 
 
2. Respect for our Natural Environment.  All aspects of the Gardens offerings should 
demonstrate deep and abiding respect for the natural environment. 
 
3. Integrity. We set realistic expectations and take actions that promote enduring public trust. 
 
4. Fiscal responsibility. Success in mission requires financial stability and resources for 
investment. 
 
5. Inspiration. We should be inspired by those who came before us and inspire those who 
experience what we offer. Botanical gardens widely appeal to our aesthetic sense, intellect, and 
our need to perceive an organized natural world. 
 
6. Learning. Enrichment of our lives requires learning as a fundamental part of the overall 
experience.   
 



 



 
PRINCIPLES  
 
Accountability:  The Gardens are accountable to our stakeholders, maintaining transparency 
and openness in order to build trust. 
 
Innovation and Differentiation: Growth is supported by continuously exploring and testing new 
ideas and methods.  
 
Collaboration: Collaboration with other cultural organizations and community institutions is 
beneficial within the context of our mission and is fundamental to achieving our goals.  
 
Diversity: We recognize the importance and value of diversity and the enrichment that diversity 
can bring to an understanding of the world in which we live. 
 
Historical Context: As one of only two Lord & Burnham-designed conservatories set in Olmsted 
parks we have a custodial responsibility to maintain the historical design integrity of the 
buildings and grounds. 
 
Accessibility:  All people should have the opportunity to enjoy and/or participate in the 
offerings of the Gardens. 
 
Respect: We respect the value and potential of each individual as offering a significant 
contribution to the good of the whole organization. 
 
Environmental Responsibility: We are good environmental citizens, dedicated to reducing our 
carbon footprint and demonstrating sustainable environmental practices. 
 
POSITIONING   
 
The Gardens inspires people to connect with the natural world, understand the relationship 
between plants and people and appreciate the harmony it creates to sustain life and lift spirits.  
       
GOALS  
 
 The exhibits, programs and collections will connect people to other people, places and 

cultures in ways that enrich lives and broaden perspectives. 
 The Gardens will be recognized and respected as the community leader in all things related 

to plants and gardening. 
 The Gardens Society will be a self-sustaining entity, not dependent on public subsidies for 

its general operations. 
 The Master Plan will be fully implemented to ensure that the legacy of the historic 

conservatory can be continued for future generations and that interpretive displays of 
global and local significance promote education and enjoyment of visitors. 



  The Botanical Gardens will achieve accreditation by the American Association of Museums. 
 

DRIVING STRATEGIES 
 
1. Enhance the relevance of the Gardens to its audiences by emphasizing gardening both at the 
conservatory and in the community.  
2. Develop broader horticultural expertise through higher education partnerships that can 
enhance our position as a central resource for information on plants and gardening as well as 
cutting edge exhibits. 
3. Continuously broaden the offerings to cover more audience interests while offering in-depth 
exploration of narrower areas of interest (e.g. the world-class ivy collection) where  expertise 
can be developed. 
4. Conceptualize and effectively communicate the “big picture” of the master plan – the overall 
case --  while identifying sub-projects within fundable and time-sensitive initiatives. 
5. While maintaining a core collection and exhibit theme, prioritize identification of resources  
that will allow for regularly changing special exhibits with popular appeal throughout the year.  
6. Identify ways within the historical context of the conservatory and grounds to contemporize 
offerings in a way that will connect with audiences – exciting, unique, thoughtful and relevant. 
Where possible, be a showcase for the newest in horticulture. 

 7. Be more opportunistic, accepting some calculated risks, with the recognition that a 
sustainable future requires decisive action today. 
 
3-YEAR STRATEGIC IMPERATIVES 
 
1.  Capital resource development 
2. Facilities development and management/master plan for the campus 
3. Program and exhibit relevance 
4. Community awareness and marketing - branding and positioning 
5. Connection to the community - a resource 
6. Collaborations and relationships 
7.   Education and research 
8.   Leadership – executive, volunteer, board 
9.  Operational effectiveness 
 
DASHBOARD MEASURES 
 

GOAL CATEGORY DASHBOARD MEASURE DETAIL 
Connecting with 
people 

Visitor opinion – experience, satisfaction, 
connection 
Members opinion – value, satisfaction, 
connections 
 

Response to surveys 

Recognition, 
positioning and 

Public awareness 
Media coverage 

% of adults that know about the 
Gardens. 



respect Participation in adult education 
Outside financial support 
Collaborations 
Teacher selection of the Gardens 
 

% that would definitely 
recommend the Gardens to 
friends and relatives. 
% growth in outside financial 
support 
Growth in collaborations 

Sustainability 
 

Financial standing, cash and reserves 
Cash flow  

% operating budget from public 
and grant sources 
Income > expenses 
% budget expended by month 

Master plan Completion of phases Adopted, funded, implemented 
 
Accreditation 
 

Collection size and importance 
Education 
Research output 

Percentage of accreditation 
requirements met 

 



Part Two: 2-YEAR WORK PLAN AND STRATEGIC IMPERATIVES 
(2012-13) 

 
 
Imperative 1.  Capital resource development 

 
OBJECTIVES: 

 
A. By the end of 2012 identify and raise at least $2.5 - $ 3 million in capital required to complete 
the renovations of houses 2 and 3. 
 
B. By mid-2013 financing will be identified for the Orangerie/Education center to be developed 
within the master plan of the campus. 
 
C. By the end of 2013 a capital campaign to raise the remainder of funds for the incomplete 
projects identified in the master plan will be underway. 
 
Strategies: 
 
1.1  Pull together existing sources of funds (SHPO, Unspent capital grants) and new State and Erie 
County capital grant money to reach the necessary funds for the renovation of houses 2 & 3, and plant 
specimens for those houses following the Meridian Plan or any successor plan.  
 
1.2 Pursue corporate sponsorships, grants and debt-based financing to assemble sufficient capital to 
construct an Orangerie/Education Center building that would be a source of revenues fundamental to 
sustainability of the BECBG in future years. Use a naming opportunity as a centerpiece for this initiative.  
 
1.3  Using an outside firm understand the feasibility of establishing a capital campaign to support the 
Gardens’ future development,  including but not limited to new growing capacity, restoration of the 
original footprint of the conservatory, signage, and restoration of those aspects of the grounds that 
pertain to the original plan for the Gardens and South Park. Use the feasibility study to set fundraising 
goals and kick off a capital campaign. 
 
1.4  Initiate a planned giving campaign, including necessary support materials, to pursue endowment 
giving that can be set aside to provide income to offset operating costs. 
 
1.5  Establish a clear understanding with the County of Erie as to their responsibilities for the existing 
buildings and contribution to the various components of the capital needs of the Gardens as well as the 
legal disposition of assets that are funded by private contributions. 
 
1.6 Find ways that private benefactors (corporations, foundations, individuals) can be recognized for 
their contributions to the capital campaign, including naming rights for buildings and recognition 
signage. (see also 1.2) 
 
1.7 Through the use of models and other interactive tools make the facilities master plan come alive for 



use in engaging potential funders in understanding where we are heading. 
 

Responsibility/accountability: 
 
 Executive Director, Development Director, Board Development Chair 
 
Resources required: 
 
a. Funding for a campaign feasibility study 
b. Funding for campaign materials and capital campaign consultant 
c.  Funding to support materials necessary for the planned giving campaign 
 
 
Imperative 2.  Facilities development and management 

 
OBJECTIVES: 

 
A. By the end of 2013 have in place a visible and dramatic master plan that is part of our 
persona and that accurately represents the aims of the Gardens going out 10 years.  
 
B. By the end of 2012 the Wegmans Indoor Children’s Garden and the outdoor medicinal 
garden will be complete, the shrub garden will be labeled and the front walkways will be lit by 
new light poles. 
 
C. By the end of 2013 the rebuilding of houses 2 & 3 will be complete, beginning with house 2. 
  
Strategies: 
 
2.1  Partner with the University at Buffalo’s School of Architecture and Planning to create options for 
future Gardens development. Use these options to identify the fundamental direction and a broad 
vision for what the Gardens will look like in 10 years. 
 
2.2 Revise the Master Plan within the vision (see 2.1 above) to include a three-phase building and 
grounds development approach.  
 a. Phase one - A bow to history. Rebuild and restore the Conservatory and grounds  to achieve the 
 original look and configuration. 
 b. Phase two – Sustainability. Enhance the Gardens and grounds with facilities that enhance 
 revenue opportunities (Orangerie/events,  education center, food service) 
 c. Phase three:  Complete the facility master plan. Include internal enhancements that will 
 promote a visitor-friendly environment, flexibility, and the ability to offer continually changing 
 exhibits and shows. 
 
2.3  Re-position the existing “garage” and growing houses as well as interior space between them as 
the Gardens Resource Center, an interim location for priority initiatives such as the education program 
and the library as well as providing space to accommodate staff growth.  In addition, maintain some 
capacity in the growing houses as flex space as buildings 2 & 3 are re-built.   



 
2.4  Enhance the meridian plan concept to ensure that the buildout of the Gardens will include an 
attractive and relevant set of exhibits that create a comprehensible and interesting “whole” while at the 
same time ensuring that there is sufficient space to show important plant life from other ecosystems 
(e.g. Africa, tropics).  
 
2.5  Solidify the grounds plan as part of the master facility plan, working in concert with the Buffalo 
Olmsted Parks Conservancy to ensure that both organizations are behind both the plan and the 
initiatives/support required to bring the plan to fruition. 
 
2.6 Create permanent, consistent and professional signage throughout the Gardens (interior and 
exterior) that enhances the visitor experience and reinforces the meridian theme. Where possible make 
way-finding signage part of the education program. 
 
2.7  Incorporate as possible “green”  initiatives into the facilities management and operations of the 
Gardens as well as in new buildings and renovations .  Be in a position to demonstrate sustainable 
environmental practices in future years.  
 
2.8 Enhance signage and access from the parking lot, and particularly improve access for individuals with 
disabilities who might need to use the rear entrance. 
 
2.9 Carry out a safety audit and prioritize facilities enhancements that reduce the risks to visitors and 
employees. Consider pedestrian safety on the outside as well as in the buildings of the campus. 
 

 
Responsibility/accountability: 
 
 Executive Director,  Director of Facilities, Board Building & Grounds Chair 
 
Resources required (see also Imperative 1): 
 
a. Professional support for completing the revision of the Master Facilities Plan 
 
 
Imperative 3. Program and exhibit relevance 
 
OBJECTIVE: 
 
A.  By the end of 2012 the entire calendar of shows and attractions will have been 

re-examined and rationalized based on the strategy of increasing relevance and attracting 
new visitor categories. 

 
B. By the end of 2012 additional exhibit space for expanding the scope of the collection will be 

available based on optimization of display approaches and the size of permanent 
collections. 

 



Strategies: 
 
3.1  Use our existing resources (plants, people, facilities) but find creative ways to display in ways that 
connect to peoples’ interests (e.g. cooking, gardening, wellness, nature, family, arts) and other 
community initiatives (e.g. Garden Festival, Erie County Fair).  
 
3.2  Target younger families and individuals using more interactive exhibits and special shows or 
events.  Complete the Wegmans Indoor Children’s Garden and build programming around this 
year-round interactive exhibit. Consider especially ways that animal life can be incorporated into 
exhibits on a temporary or permanent basis. 
 
3.3  Enhance and embrace important parts of the collection while reducing the number of duplicative 
specimens (e.g. ivy, orchids ) and the space dedicated to their display and propagation. Create new ways 
to display those parts of the collection that make them relevant to visitors and create a better 
understanding of why those particular collections are important or significant. 
 
3.4 Establish shows that are relevant to potential sponsors (e.g. food chains, health and medical, 
educational organizations) and that have the potential for significant financial support. Edible gardens, 
teamed with cooking demonstrations, are a major botanical garden trend. 
 
3.5 Find ways to embrace native plants in the outdoor exhibits, demonstrating how those plants are 
important to our local ecosystems and how they are threatened by non-native species. 
 
3.6  Revamp and refresh the entire calendar of shows and attractions with an eye toward relevance, 
potential for engagement and education, and increasing numbers of visitors. It should be clear to visitors 
that there is something new and different to look forward to on their visits. Create the expectation of 
finding new things to experience with every show that is offered. Move from “what we’ve always done” 
to what we should be doing for today’s audiences. 
 
3.7 Wherever possible move away from the pebble table approach to exhibiting specimens  and 
toward more natural displays of planted gardens at multiple levels. 
 
3.8 Work with the Erie Basin Marina Test Garden and local landscaping companies to find ways to 
develop and exhibit the newest advances in horticulture.   
 
Responsibility/accountability: 
 
 Executive Director, Marketing Director, Head Gardener, Board Education Chair 
 
Resources required: 
 
a. Professional capacity (program staff) and facilities to enhance exhibits 
 



 
 
Imperative 4.  Community awareness and marketing - branding and 

positioning 
 
OBJECTIVE: 
 
A. By the end of 2012 annual paid attendance at the Gardens will exceed 75,000. 
 
B. By the end of 2012 the Gardens will have at least 3,000 members. 
 
C. By mid-2012 a marketing plan will be approved and in place. 
 
Strategies: 
 
4.1  Work with an existing reputable advertising and public relations agency to create a marketing plan 
that fits the mission, strategic intent and resources of the Gardens. Use that opportunity to reconsider 
the market position of the Gardens, including how the name and logo match the intent. 
 
4.2  Use existing financial resources by having a public relations-based (PSA, cable, news, web-based, 
social networking) marketing campaign. Focus on communicating the plan, our direction, and our 
intentions/projects as well as the events and shows that we currently promote. 
 
4.3  Continue to have a recognizable Gardens impact in the community, sponsoring and developing 
gardens in conjunction with higher visibility community organizations.  Find ways to promote the 
Gardens using community outreach tactics. 
 
4.4 Develop and integrate a very clear, consistent message across all aspects of the Gardens offerings, 
communications and interactions; speak with “one voice” so the opportunities for communicating the 
message are not wasted. 
 
4.5 Develop and provide resources (e.g. a press kit) for all staff, volunteers, board and others who serve 
as our Gardens ambassadors on an informal or formal basis. Integrate professional training into all 
orientations – but especially for volunteers – that stresses the importance of a welcoming environment 
and provides the tools to help make that happen.  
 
4.6 Begin the process of developing a clear brand identity, built around a positioning statement that 
differentiates the Gardens experience from any others that are available in the community. (see 4.1) 
 
4.7 Where possible, tie the Botanical Gardens to other well-known and respected brands in a 
collaborative and mutually-beneficial way. (see Imperative 6) 
 
4.8 Work with the Convention and Visitors Bureau to better position the Gardens as a tourist attraction 
among the top flight of such attractions in WNY. 
 
4.9 Upgrade the Gardens website appearance, content and capabilities to ensure that it is a true 



extension of the Gardens and that the first impression of those using it is a positive one. 
 
4.10 Develop an ongoing marketing research and visitor satisfaction tracking program to provide the 
necessary information for decision-making and understanding our progress. Understand the level of 
awareness and the position of the Gardens as a destination in the regional marketplace. Use exit 
interview techniques for tracking customer satisfaction. 

 
 

Responsibility/accountability: 
 
 Marketing Director, Development Director,  Executive Director, Board Development Chair 
 
Resources required: 
 
a. Expanded marketing and promotional budget 
b. Professional agency support 
c. Marketing research support – outside agency 
 
 
 
Imperative 5.  Connection to the community - a resource 

 
OBJECTIVE:   
 
A. By the end of 2012 the Gardens will have established the technical capabilities, resources 

and staff required to be the horticultural hub for WNY. 
 
Strategies: 
 
5.1  Build sufficient staff and volunteer resources  as well as technological support to develop a 
community plant information resource center. (see also Imperative 7) 
 
5.2  Establish and promote a plant question hotline that includes a dedicated phone extension, 
promised answer turnaround time, and a tie-in to the website. 
 
5.3  Find ways to partner with existing community resources (e.g. Cornell Cooperative Extension, Sally 
Cunningham) to provide additional expertise and capacity for creating a plant life information hub. 
 
5.4 Further develop a year-round monthly “garden day” to provide on-site answers to questions about 
plants and gardens. Bring in particular experts (over and above CCE) who can be promoted along with 
the Botanical Gardens. 

 
Responsibility/accountability: 
 
 Executive Director, Education Director, Board Education Chair 
 



Resources required: 
 
a. Staff and volunteers with sufficient expertise and the time to devote to interaction with the public. 
b. A sponsor of the horticultural hub program 
 
 
 
Imperative 6. Collaborations and relationships 
 
OBJECTIVE: 
 
A.  By the end of 2012 have in place at least 15 new collaborative relationships that were not 

in place at the end of 2010. 
 
Strategies: 
 
6.1  Maintain/build Buffalo Olmsted Parks Conservancy collaborations, with an emphasis on further 
development of the grounds around the Conservatory (see imperative 2). 
 
6.2  Build collaborations with community-based horticultural/green organizations – formal and 
grassroots. Consider especially organizations like Buffalo in Bloom and Grassroots Gardens. 
 
6.3  Maintain and build on Erie County government relationships to build stability and a shared vision 
of the role of the Gardens as a major cultural institution and attraction. 

 
6.4  Find ways to more formally connect with other outreach organizations such as Cornell Cooperative 
Extension. 
 
6.5  Leverage existing collaborations with the Buffalo elementary schools to expand into collaborations 
with high schools such as  McKinley and Applied Technology Charter School. 
 
6.6 Develop a relationship with horticultural organizations in southern Ontario in order to create a 
stronger link for tourism related to flowers and gardening. 
 
6.7 Develop a relationship with Kanazawa – Buffalo’s sister city that has Kenrokuen, one of Japan's 
"three best landscape gardens." 
 

 
Responsibility/accountability: 
 
 Executive Director, Marketing Director,  Board Vice Chair 
 
Resources required: 
 
a.  TBD 
 



Imperative 7.   Education and research 
 
 
OBJECTIVES: 
 
A.  By the end of 2012 the annual number of students visiting the Gardens under the auspices 

of formal educational programs will exceed 10,000. 
 
B. By the end of 2012 provide at least 300 days of hands-on educational programs for schools 

from underserved areas – either at the Gardens or through outreach. 
 
C. By the end of 2013 the entire collection will be cataloged on an interactive data base that is 

available on the web for use in education and research as well as collection management. 
 
Strategies: 
 
7.1  Expand Project Empower and like education programs targeting school children, especially in the 
4th grade.  Increase the number of underserved schools served and add middle and high school 
programs.  
 
7.2  Build usage of the library as a research and educational resource for members and the public. 
Consider establishing satellite status for the library with a local college or university. 
 
7.3  Employ on a full- or part-time basis a horticultural expert with a doctoral degree, considerable 
experience and excellent communication skills. 
 
7.4  Build new educational programming around the Wegmans Indoor Children’s Garden. 
 
7.5 Work with the University at Buffalo to develop the new cataloging system and data base as well as 
procedures and accountabilities for maintaining an accurate inventory of the permanent collection. 
 
7.6 Identify the optimal approach and technology for providing self-guided tours. 
 
7.7  Build on established college relationships to attract students from area campuses on tours. 
Present educational programs in conjunction with area colleges. 
 
7.8 Expand the adult horticultural certificate program to a second level and build capacity to offer the 
certificates to more people. 

 
Responsibility/accountability: 
 
 Education Director,  Executive Director, Board Education Chair 
 
Resources required: 
 
a. Horticulture director 



b. Expanded education staff (professional and volunteer) - permanent 
c. Program support grants 
d. Capacity to update and maintain the collection data base 
 
 
Imperative 8.   Leadership – executive, volunteer, board 
 
OBJECTIVE:  
 
A.  By the end of 2011 a clear and effective structure will be in place, with appropriate 

individuals assigned, that is in alignment with the Strategic Plan and the operating needs of 
the Gardens. 

 
Strategies: 
 
8.1  Move the Board toward more of a policy and oversight structure and agenda as well as having 
increased community resource leverage capabilities. Activate key committees as the center of the 
Board’s work, linked specifically to the imperatives of this plan. 
 
8.2  Develop a succession plan for governance leadership, including board officers and chairs of key 
initiatives. 
 
8.3  Examine and consider the appropriate size of the Board relative to the scope of the plan, ensuring 
that the number of board members is conducive to board activism and engagement, and that all 
members of the board have identified leadership responsibilities.  Move away from having board 
members that are representatives of particular constituencies. 
 
8.4  Improve the professionalism of our volunteer base. Put in place a volunteer leadership corps. that 
will help to grow the number (especially younger people)and enhance the capabilities of our volunteers 
to be productive contributors. Create job descriptions for key volunteer leaders and staff. 
 
 
 

 
Responsibility/accountability: 
 
 Executive Director, Board Chair 
 
Resources required: 
 
None identified 



Imperative 9.  Operational effectiveness 
 
OBJECTIVE:   
 
A.  By the end of 2012 the business performance of the Gardens, as measured by financial 

performance, productivity and customer satisfaction, will be significantly improved relative 
to the performance in 2010. 

 
B. By the end of 2012 operating revenues will exceed operating costs leading to a small 

operating surplus.  
 
Strategies: 
 
9.1  Enhance computer software, systems and hardware capabilities as well as staff and volunteer 
training to develop real-time plant and collections inventories and key indicator tracking for reporting 
(e.g. asset value of the collection for grants, contracts and financial reports).  
 
9.2  Establish the retail operations (gift shop, plant sales, etc.) as a strategic business unit (SBU) with 
accountable management, a clear budget including net revenue targets, a business plan,  in-house 
production of plant inventory, and coordination with Gardens shows and attractions. Allocate costs and 
revenues appropriately to this SBU. 
 
9.3  Balance our private (e.g. weddings) and public  event schedule to optimize income and public 
access.  
 
9.4  Increase the diversity of the board, staff and volunteer base in order to better reflect the 
communities that we are serving. 
 
9.5 Assess the hours and days of operations to determine if closing on some days and/or hours and 
establishing visitor hours on some evenings would be cost-effective.  Look particularly at evening hours 
with accompanying programming to attract people to the Gardens.  
 
9.6  Restructure professional and volunteer staff responsibilities to ensure appropriate cross-training, 
back-ups, and the opportunity to develop individuals for supervisory roles. 
 
9.7  Establish clear business performance dashboard measures that can be used to report to the board 
and our publics as well as for ensuring accountability. 
 
9.8 Move toward propagating our own plant stock rather than purchasing plants from outside vendors. 

 
Responsibility/accountability: 
 
 Executive Director,  Operations Director,  Board Budget & Finance Chair 
 
Resources required: 
 



a. Staff Needs: 
Program 
Financial  
Horticultural 
Education 

b. Computer accessories, software, I-pads or similar handheld devices 
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