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Mission: The Haymarket Regional Food Pantry (HRFP) is a community-based organization 

composed entirely of volunteers. We are dedicated to eliminating hunger by providing food to those in 

need of assistance in Haymarket, Gainesville, and surrounding areas. 

We will orchestrate five interconnected strategies to achieve the HRFP’s mission, vision, and financial 

sustainability. 
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We Value: *Respect, Compassion and Honesty *Nutrition Education & Advocacy *Wise Use of 

Resources *The Diverse Talents of Staff and Volunteers *Active Listening and Learning *Leadership 

Excellence *Creativity, the Pursuit of Knowledge, and Sharing of Expertise to Result in Social Justice 

We Provide Value to Our Stakeholders: *Clients * Volunteers 

*Food Donors/Sources *Financial Donors * Community Collaborators * Partner Agencies 
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Getting Started: The State of HRFP As We Begin 2024 

At its inaugural Strategic Planning meeting on January 24, 2024, the HRFP Planning Team began by 

assessing the state of food insecurity in Prince William County, the dramatic growth in clients in the 

past 24 months and the associated demographics of the base. The analysis and discussion concluded 

that the paramount issue facing the HRFP was sustainability: 

• In a recent Capital Area Food Bank Survey, the prevalence of food insecurity in Prince William County 

was reported as 36% of the population. 
 

• HRFP growth statistics: 

▪ In 2023, the number of clients served by HRFP grew by 61.3% to 59,768 persons. As recently as 2020 

the HRFP had served 30,000 clients. 

▪ This growth severely tested the capacity of the HRFP to deliver services, undermined volunteer 

morale, and stressed relations with key stakeholders. 

▪ Much of the growth in clients has occurred from outside our traditional core service area – by 

2023 41.04% of our clientele was from Gainesville, Haymarket, or Bristow. 
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• Data from the Capital Area Food Bank indicate that clientele from Manassas and Manassas Park 

(currently 48% of HRFP food recipients) have access to 11 food sources closer to home. The 

remaining 11% of clients reside in Fauquier and Loudoun Counties also with associated food 

sources in closer proximity. 

• Data from the Prince William County Planning Commission cites a 5% increase in population in the 

Gainesville/Haymarket/Bristow area annually over the next 5 years. 

 

After carefully considering four options for creating a sustainable service area, the Strategic Planning 

Team reached consensus and recommended that we move toward focusing only on Prince William 

County, minus Manassas and Manassas Park. The goal is that the HRFP will serve between 30,000-35,000 

clients in 2024, providing the ability to help neighbors closer to our location as well as providing for 

future growth. 

 

The HRFP Board will carefully execute on this decision using data from the Capital Area Food Bank and 

careful consultation with our stakeholders. We will create associated action plans to address the five 

interconnected strategies. 

 

Five Strategies to Achieve our Mission, Vision, and Sustainability 

 

The figure below portrays the five interconnected strategies the HRFP will pursue. 
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Strategy 1: Achieving sustainability requires efforts that cut across all the strategies: 

 

• Create a sustainable model based on a feasible core service area and refine the model as conditions 

change. 

• Acquire/maintain resources and partnerships. Communicate and engage stakeholders – clients, 

volunteers, food sources/donors, financial donors, community collaborators, and partner agencies. 

• Acquire, train, and develop talent – volunteers, clients, other stakeholders. 

• Orchestrate resources, partnerships, engagement, and talent to achieve operational effectiveness, 

excellence, and resilience. 

• Focus on providing value to our stakeholders – create positive experiences that meet their value 

expectations and build their ownership and commitment to our mission. 

 

The HRFP should be constantly questioning the services we deliver, how we are using our resources and 

partners and how we can consistently perform better. We strive to understand what our clients and other 

stakeholders need through annual surveys, focus groups, and active engagement. The table on the next 

page identifies areas for improvement meeting stakeholder expectations. 

 

The action plan for Strategy #1 will address the following issues 

 

• Need for surveys, focus groups, and feedback on client needs and food pantry performance. Also build 

the capacity to mine and analyze data. 

• Need key performance indicators/metrics and targets for the 2024–2029-time frame – basic elements 

of sustainable service area, client needs, food pantry performance. 

• Update documents and policies. 

• Readdress by-laws. 

• Readdress board of directors - size, representation, succession plans. 
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Achieving Sustainability by Exceeding Stakeholder Expectations 
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Strategy 2: Acquire Resources and Partnerships 

 

The action plan for Strategy #2 will address the following issues: 
 

 

 

The HRFP has partners for food purchasing, food drives, donations, government interactions and schools. 
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Current HRFP Partnerships 
  Partnerships Description  

Volunteers  • Sources of Volunteers - Website, Facebook, Corporations, Area Schools, 

Church Groups, Community Groups (scouts, sports teams) 

• Work Performed - Administration; Food Sourcing, Maintenance, 

Distribution;  Board Service; Leadership.  

Food Sources  • Food Donors - Wegmans, Giant, Giant Warehouse, Walmart, Harris 

Teeter(2), Aldi, Sprout, Safeway, BJs 

• Farms - Fauquier Farm, Oak Spring Garden Foundation 

• Food Drives - 23 drives in 2022, primarily scouting organizations, sports 

teams 

Financial Donors  • Types of Donations - Corporate or Individuals, recurring or sporadic 

• Forms of Donations - Grants, Gifts, In Memory 

 

 

Community 

Collaborators  
• Churches - St. Paul’s, St. Katherine Drexel, Park Valley, Gainesville United 

Methodist, Haymarket Baptist, Holy Trinity, Shepherd of the Hills 

Lutheran, Grace, Love, St. Michael’s, Manassas Presbyterian, Sudley 
Methodist,  

• Legislators – Brentsville District Supervisor, Gainesville District 

Supervisor 

• Community Organizations – Heritage Hunt Giving Circle, Dominion 

Valley, Regency Women’s Club, Boy Scouts  

Partner Agencies  • Capital Area Food Bank 

• Cakes4Kids 

• Schools – Gainesville High School, Patriot High School  

The Action Plan for Strategy #2 will address the following issues: 

• Plan for financial donors - consistency is key – need more financial donors to achieve sustainability. 

• Plan for food sources/donors – consistency is key. 

• Provide leadership for fundraising. 

Need key performance indicators/metrics and targets for the 2024–2029-time frame – numbers and 

composition of food, funds, data, staff, volunteers, and programs. 

Lynn and Mark agree to take on food drives and donors. 
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Strategy 3: Communicate and Engage 

The principles for communicating with and engaging stakeholders are: 

• Target communication and engagement to the needs of different stakeholder audiences. 

• Meet people where they are. (We do this well with our clients, but not as well with other stakeholders.) 
 

The Action Plan for Strategy #3 will address the following issues: 

• Formulate a focus group to create an HRFP Basics Card that will get volunteers on the same page 

(Charlie and Eileen). 

▪ Mix morning, afternoon, and evening volunteers, and achieve buy-in 

• Kim to analyze newsletter data – who opens? When is it opened most frequently? When do donations 

correlate to the publishing schedule? 

• Need key performance indicators/metrics and targets for the 2024–2029-time frame for communication 

and engagement. 



Strategic Plan 2024-2028 

 

Strategy 4: Recruit, Acquire, Train, and Develop Talent 

Training must be enhanced both for big picture issues and specific training needs. 

 

 

The Action Plan for Strategy #4 will address the following issues: 

• Need key performance indicators/metrics and targets for the 2024–2029-time frame for training 

and development. 

• We see the need for an NDA or confidentiality statement for volunteers who access personal (PII) 

information. Amy to send examples. 

• Charlie and Eileen to review the on-boarding video used by Laura Smith. 

• Eileen to follow up with the non-profit coaching organization – A meeting set for 1/30 at noon. 

• Establish actions for specific training needs along with deadlines. 

• Consider rewriting job descriptions considering responsibility mapping. 
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Strategy 5: Achieve Organizational Effectiveness and Resilience. 

Organization effectiveness (operational excellence) and resilience are built by using the sustainable 

model for HRFP as a vision guide to orchestrate programs, partnerships, communication/engagement, 

and talent development in ways that will fulfill the HRFP’s mission of service and establish excellent 
standards of performance 

 

The Action Plan for Strategy #5 will address the following issues: 

• Need key performance indicators/metrics and targets for the 2024–2029-time frame for operational 

excellence. 

▪ The metrics in Strategies 1-4 address the number of key resources, partnerships, and activities: 

clients, volunteers, programs, donors, community collaborators, partner agencies, communication/ 

engagement, and talent development. 

▪ The metrics for Strategy #5 address the standards of excellent practice, such as average time to 

fulfill a client’s order, wait time, volunteer satisfaction, etc. Developing these standards of 
performance, communicating them, and measuring them will be a key element of this Strategic 

Plan and the supporting action plans. 

• Establish policies and procedures for responding with resilience to unexpected circumstances and 

changes in HRFP’s environment. Resilience is the ability of the HRFP to respond to emergency needs, 

some of which are foreseeable, and some of which are unknown. For example, in 2018 the HRFP 

stood up a grocery store in six days to alleviate burdens on federal employees during a government 

shutdown. 

• A key element of operational excellence is data on the satisfaction of clients, volunteers, and other 

stakeholders. Laura has “satisfaction” statistics from volunteers. How can we mine this data and more? 

• Other key issues: 

▪ We need to grow our donor base; we can’t rely on donations to continue. 

▪  How long do volunteers stay with us? How long is it between signing up and starting work? Do we 

need to identify and onboard volunteers quicker? 

▪ For clients, how much time from signing up to getting service? 

▪ Create a dashboard for volunteer statistics and client statistics mentioned above. 
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The HRFP Ecosystem Model 
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Value Exchanges Between the HRFP and Partners 
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Ideas on Metrics/KPIs and Measures 
of Operational Excellence/Resilience 

 

The teams for each strategy will develop metrics/KPIs for their strategy, extending and refining the 

suggestions below. 

Strategy #1 Sustainable Model Team Leader - Eileen Smith, Team Members TBD 
• Core Service Area - Prince William County, minus Manassas and Manassas Park ( provide zip codes) 
• # Clients Served - aim for 30,000-35,000 in 2024, scale up by 5,000 more by the end of 2028 
• Amount/Variety of Food Needed to Serve Client Target 
• Financial Targets 
• Annual Revenues, Annual Expenditures, Net Income 
• Current Checking/Savings 

Strategy #2 Programs and Partnerships Team Leader - Patty Kuntz, Team Members TBD 
• # and Nature of Programs - Volume/Value of Food 
• # and Nature of Partnerships - Level of Participation, By Partner 
• Fundraising - Targets and Actuals 
• Prospective Sources of Food/Revenues 

Strategy #3 Communicate and Engage Team Leader - Eileen Smith, Team Members TBD 
• Communication/Engagement Vehicles by Partner Category 
• Nature/Level of Engagement by Partner Category 

Strategy #4 Talent Development Team Leader - Aimee Lowry, Team Members TBD 
• Recruitment and Onboarding Needed to Maintain Volunteer Base 
• Talent Development Needed to Improve Volunteer and Leader Base 
• Talent Development Needed to Enhance Partner Performance 

Strategy #5 Operational Excellence and Resilience Team Leader - Lynn Williams, Team Members TBD 
• What Constitutes Operational Excellence and Standards? 
• Satisfaction with Services and the Food Service Experience - Client Surveys 
• Satisfaction of Volunteers and Other Partners with their Experience - Surveys 
• Standards of Excellent Practice 
• Selection of Food Available, Consistently 
• Efficiency of Distribution, Waiting Times, Consistency of the Experience 
• Satisfaction of Partners, Reflected in Satisfaction and Retention 
• What Constitutes Resiliency? 
• Ability to Anticipate and Stand-Up Services in Face of Government Shutdowns, the Next Pandemic, 

the Next Recession or Economic Turndown. 
• Continuing adaptation to changes in food suppliers/donors and client needs 


