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3-Year Visioning Session 
 

February 27, 2016 

Creativity, Alignment, and Mobilization 
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The visioning process has three phases: Scan-Focus-
Act 

 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Scan 
• Engage with industry specialists and leading practices 
• Discover trails 

    Focus 
• Build a common view of what is and is not possible or desirable 

 

   Act 
• Create group alignment and the intention to take action 
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Session Output 

 

 Document 3-year vision (2017-2019) 
 Identify high priority initiatives (projects) 
 Identify risks & barriers to implementation 
 Develop high-level timeline 
 Determine owners & stakeholders 
 Agree on immediate next steps 
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Session Expectations 

 
ü Session is beginning of a process that will require 

further iterations to complete 
 
ü Honest disagreements will occur 

 
ü Full range of views will be heard and respected 

 
ü Issue resolutions will be defined and documented 
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Rules of the Road 

 
 Group Process – Try not to leave room except on 
scheduled breaks 
 

 Respect your colleagues – 1 speaker at a time 
 

 Group time is extremely valuable.  Return from breaks on 
time 
 

 Openness is key.  Strive to hear all ideas and not be 
prematurely critical 
 

 Facilitators will capture all major agreements in writing 
 

 Agree in “safe” environment.  What is said stays in 
confidence “in this room” unless otherwise stated 
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“Take a Panel” Activity 
 
1. This is an individual assignment. 

2. Find a blank flip chart (panel) that has your name at the top.  

3. Read through the scenario and all of the questions below. Then on the flipchart, respond to 
the questions with what you know, think, feel and “see.”  

4. Using the colored markers, create models, graphics and words to present your ideas in a 
“stand alone” form that anyone could view and understand.  

 
Scenario: Today’s date is February 27, 2019.  Fair Oaks Ranch Parks & Trails has just been 
nominated to be featured in American Trails as one of the best trail systems in Texas.  This is 
the second major magazine to headline our parks & trails for offering innumerable adventures 
along our unique natural pathways, trails and linear parks.  We were cited for doing one of the 
best jobs of integrating natural systems with built systems that stimulated our residents to 
engage in healthy recreation and socialization.  The innovative ways we designed “playful 
pathways” for our children, families and residents were improving our community’s health, 
expanding inclusion and engaging them with nature.   American Trails is sending a writer in half 
an hour to interview you regarding how the FOR achieved this success for their residents. She 
just emailed you the following questions to be prepared to discuss during the interview: 
 
1. Looking back over the past 3 years, what were the 3 to 5 most significant changes made to 

FOR Parks & Trails? 

2. What were some of the over-arching principles that were applied over the course of the 
past three years? (e.g. ways residents started taking ownership and interest in using and 
improving our parks & trails)  

3. What good things were already underway in 2016 that we were able to build upon? 

4. What were the programs that contributed most to the advancement of our parks & trails? 
Why were they so successful?  

5. What were those things that everyone thought could neither be touched nor changed three 
years ago?  Which ones ended up being changed?   

6. Looking back, it is obvious that one serious mistake was made in planning and implementing 
our parks & trails programs: what was it, and how did we recover before it caused serious 
damage? 

7. How has the FORHA Parks & Trails organization changed from 3 years ago? What did it take 
to make this change happen? 

8. What else is important to understanding the successful transformation of the FOR parks & 
trails? 
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Common Themes 

from “take a panel” activity 

 
GROUP VESTAL 

Greg Buschmann, Troy Campbell, Marshall Denney, Steve Hartpence, 
Mary McConnell, Cathy Ploszaj, and Pam Russell 

view individual panels |view group report out 
 
Similarities in individual panels 
1. Signage: Trails, Distance, Wildlife, Plants & Snakes (Educational Signs) 
There is an absence of signage for plants and wildlife. This is what is missing as compared to 
professional parks and trails. 
2. Adopt-A-Trail (Stewards) Encourage various groups to adopt (garden club, tennis, boy/girl 
scouts, trail riders)  
Develop various ways of encouraging people to get involved. Organize Adopt-A-Trail with the 
homeowners’ association.  Get like-minded people together (like people who like to ride horses). 
3. Marketing to encourage volunteerism 
What we are really missing is getting people involved. You can do that with marketing and 
outreach (Fair Oaks Living, Gazette, etc.) We haven’t gotten the message out there yet. 
4. Dog Park 
Dogs are running “crazy” and maybe we need a new dog park in addition to what we have now. 
5. Connect Trail System 
Have more interconnected trails. Have loops in the system.  If you park your car, you can finish 
on a loop to where you started. 
 
Contributing changes 
1. Expand Community Involvement 
None of this will work unless we get more people participating.   
 
Conflicts or contradictions 
1. Trail Design Conflicts 
 We see that various people and neighborhoods have different ideas on what to do. Having a 
million different viewpoints is the greatest conflict. 
 
New Ideas 
1. Smart Phone App  
The new generation isn’t looking for a trail marker; they are looking at their smart phones.  
Need to build apps.  What would make us stand out, would be having up to date technology 
available.   

https://drive.google.com/open?id=0B9KOf8Bk4B_QN3ZRTks1bVo3N2M
https://drive.google.com/open?id=0B9KOf8Bk4B_QYW5QaG82dUttVjQ
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2. Revenue Sharing 
Right now we have the Fair Oaks Ranch Country Club, and everyone contributes to it, even 
though not everyone belongs to it.  Revenue given to the city goes towards something you may 
not directly benefit from, but you know the value of your house will go up. We may apply that 
analogy to the trail system.  We all benefit. Research block grants out of city tax revenue to 
support these ideas. FORHA could block grant some money to a local HOA that would take care 
of parts of the trails with no strings attached.  
3. Full time employee 
What are the barriers to implementing things?  One thing would be that we did not go hard 
enough or fast enough.  We need a full time person to drive the Parks and Trails.  
4. Erosion 
Finally, we need to fix the erosion situation.  If you walk the trail from the Cibolo Community 
Church toward the parking lot off Battle Intense, you will see the creek bank is moving and 
keeps eroding.  We need to stop erosion, or nothing else will work because the trail will be gone. 
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GROUP CIBOLO 
John Collins, Roy Elizondo, Clarence Huff, Karol McDowell, Kevin Meyers, 

and Hunter Wagner 

view individual panels |view group report out 
 
Similarities in individual panels 
1. Community Involvement 
How do you get the community involved from different areas?  Everyone needs to be connected.  
What is that connective piece? 
2. Sponsorship 
For example, if we want more picnic benches or play areas, we should seek sponsorship. 
3. Natural Theme 
If you are going to have a natural trail, it shouldn’t have as many signs. Keep the natural look 
and theme of the ranch. If you have a play feature, it should have the same theme.  Have an 
area set aside for those that are less mobile.  Have the trails inclusive, in a circle, or loop to get 
back. 
4. Partnership with the city, a long term vision for maintenance. 
Closer partnership between the City and FORHA - especially in considerations of budget and to 
utilize engineers that are there. Does FORHA get use of those engineers at no cost? Could city 
engineers help FORHA instead of hiring a contractor? If hiring a contractor, where does that 
money come from - the City or FORHA?   
 
Contributing Changes 
1. Vision & Leadership Teams 
Need to have the appropriate vision/leadership team.  Leadership for individual projects, like an 
activities coordinator as part of independent volunteer team that works with FORHA. The 
community of you. Leadership within the community. 
 
Conflicts or contradictions 
1. City ς HOA, Budget Restrictions 
The conflicts: the city and homeowner associations. Who is responsible for what areas and 
connecting them to the larger community? What are our restrictions to getting different things? 
 
New Ideas 
1. Trail Courtesy signs 
Get some signage out there.  Who yields to who? (horses, runners, dogs,) as a part of education.   
2. Renewables & Water Harvesting,  
Use renewables in the parks.  Things like a community garden, water harvesting from the 
pavilion, or safety signs lit using solar options. 
3. Sponsorship (corporations and other sources)  
Companies could possibly sponsor or donate for solar systems.  Should try to find corporations or 
other associations to sponsor the parks and trails.  

4. Equestrian Coalition, Community Activities 

https://drive.google.com/open?id=0B9KOf8Bk4B_QZVNUdU56U2hqQ2M
https://drive.google.com/open?id=0B9KOf8Bk4B_QN01SdXctcFU2QjQ
https://drive.google.com/open?id=0B9KOf8Bk4B_QN01SdXctcFU2QjQ
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GROUP BOOTS 
Charlan Beal, Abbie Green, Kris Knopf, Garry Manitzas, Paul Matheney, 

John Merritt, and Donna Taylor 

view individual panels |view group report out 
 
Similarities in individual panels 
 
1. Education/Engagement/Empowerment 
2. Increase communications and marketing. 
Use digital capabilities, newsletters and many other ways to educate the residents about what is 
available. 
3. Create multigenerational spaces 
Families are continuing to grow.  How do we get others to engage differently in the community 
than they are now?  Make this a destination spot. 
4. Enhance community participation 
Have a scavenger hunt, and do things to get people involved.  Use apps, geo-caching, etc.  Have 
Trail stewards.  Organize run-walks. Establish an “Adopt-A-Trail” group.  Get people to 
understand there is more to do on our trails. 
5.  Build family friendly facilities 
Empower residents by building family friendly facilities like restrooms and basketball courts. 

 
 
 
 

 

 

 

 

 

 

 

 

 

 

https://drive.google.com/open?id=0B9KOf8Bk4B_QUHVPLW00QWFpbXc
https://drive.google.com/open?id=0B9KOf8Bk4B_QRHY3Zm5xNWR5M2M
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Common Themes from all 
Groups 

 
ELEMENTS OF THE VISION 

1. Expanded community involvement (Adopt-A-Trail etc.) 

2. Marketing/Communication/Education                                                                                                                                                                                                                                                   

3. Expanding facilities to draw people into the trails and have multigenerational use of trails.  

Attractive features.  

4. The parks and trails cannot be a one size fits all.  In planning the use of the trails, you may 

need to design the trails to different audiences. There cannot be a cookie cutter plan.  

ά!ǇǇǊƻǇǊƛŀǘŜ ǳǎŜǎ ƛƴ ŀǇǇǊƻǇǊƛŀǘŜ ǇƭŀŎŜǎέΦ  We need to recognize that there are diverse 

users, and some uses of the parks and trails can be incompatible (ex. Do not want someone 

pushing a stroller where there are horses).   

5. Signage on the trails (distance markers, “Did You Know?) Signage improvements.  

6. Revisiting the relationship of maintaining trails between the City and FORHA.  Working 

towards a closer collaboration between the city and FORHA for Parks and Trails 

maintenance.   
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What is the end game in three 
years? 

 
 

1.  Create a culture: what is the ranch culture that we want? A community outdoors, family 

centered, ranch culture, “rustic nice”, family-fun-fitness 

2.  Financial motivation. Property values.  Keeping trails and parks nice keeps ranch attractive.  

It is an investment.    

3.  Preserve the quality of life that we all moved here for.   

4.  Safety on the common properties. (ex. collaborate with City especially for where trails cross 

streets.)  

 
 

How do we measure success? 

1.  Have a goal to create a continuous trail system with appropriate uses in appropriate places. 

2.  Establish a benchmark of how many people currently use the Parks and Trails. In 3 years that 
number should be increased significantly. 

 

Vision Statement 
 

The community would be engaged at a broad level to improve the 
quality of life through the ongoing enhancement of the parks and 
trails 
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Key Initiatives 

 
 

#1.  Master Plan (10 votes) 
view photos 
 Description: 

¶ Establish a long-term strategic planning process for Parks & Trails development 

¶ Develop a master plan for FORHA Parks & Trails for mixed use by the community 

¶ Expand the trail system to include primitive trails along creek beds 

¶ Establish appropriate uses for appropriate places considering sustainability, costs 
and ecology 

¶ Create a design for different uses 

¶ Develop a trail design considering boundaries, signage, purpose and use 

¶ Link the trails and parks 

¶ Plan for trail usage – more kid/family trails; Horse/natural trails 
 
Critical Success Factors: 

¶ Complete a future trail map 

¶ Develop safe road crossings 

¶ Have clear objectives and budget adherence 

¶ Requires leadership and budget 

¶ Needs broad participation 

¶ Establish sustainable goals 

¶ Have employees (organizers); Have the right team 

¶ Utilize technology 

¶ Link trails with parks and expand the trails 

¶ Increased community involvement necessary 

¶ Have a strategy team to create an outline and road map 

¶ Have members with experience on team 

¶ Agree upon the mission statement 

¶ Have a baseline benchmark.  Who is using the trails now?  Why or why not? 

¶ Maintain the quality of life 

 
#2.  Bring Parks Up to Same (High) Standards (8 votes) 
 Description: 

¶ Install safety signage on roads and trails 

¶ Address erosion control 

¶ Install restrooms 

¶ Build a basketball court in Boots Gaubatz Park 

https://drive.google.com/open?id=0B9KOf8Bk4B_QZnJmS054M0hILXc
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¶ Consider infrastructure needs 

¶ Develop a trail awareness program 

¶ Establish a safety committee to consider real time information and advocacy 

¶ Consider parking issues 

¶ Install additional benches and tables 

¶ Consider ADA access 

¶ Build 2 pocket parks 

¶ Groom primitive trail for use 
 

Critical Success Factors: 

¶ Define and prioritize “needs” 

¶ Requires safety, money and ad hoc committee 

¶ Need a feasible plan 

¶ Master plan must include all aspects of FORHA for mixed use 

¶ Need budget to cover work and resources 

¶ Address erosion control 

¶ Agree on appropriate use for appropriate locations 

¶ Requires a core group of volunteers 

¶ Get community groups involved (Boy Scouts, etc.) 

¶ Need signage 

¶ Understand the desires of the community – What is the level desired?  Manicured? 
Rustic? 

¶ Find examples of what other communities have done 

 
#3.  Community Volunteers (6 votes) 
view photos 
 Description: 

¶ Garner community involvement 

¶ Get the “word” out (educate) 

¶ Develop a network of volunteers to “Adopt-A-Trail” or “Adopt-A-Park” 

¶ Develop and implement a formal plan for engaging residents in developing and 
maintaining the parks and trails 

 
Critical Success Factors: 

¶ Define and prioritize volunteer influences – “Those who connect with the 
community at large.” 

¶ Identify what volunteers need to accomplish 

¶ Have a central information point 

¶ Need a radical increase in communication to residents 

¶ Establish rewards for volunteers 

¶ Need motivated leadership who can involve many stakeholders 

¶ Identify different usage groups 

https://drive.google.com/open?id=0B9KOf8Bk4B_QTWprekhDTmZiSTg
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¶ Identify a point person for each group or area 

¶ Need more marketing 

¶ Get GVTC to sponsor a major project 

¶ FORHA Board needs to empower the volunteers 

¶ Get a service organization to sponsor an effort 

¶ Increase communication to residents on opportunities 

¶ Have volunteers take ownership 

¶ Go out into the community to groups you have connection with and talk up the trails 

¶ Establish “Adopt-A-Trail” 

¶ Create a spreadsheet of volunteers by trails or park 

¶ Reach out to community organizations like Unit HOAs, Rotary Club, Boy Scouts, etc. 

¶ Find venues that young families can attend 

¶ Establish clear objectives/tasks and make it easy to sign up and participate 
 

#4.   Communications and Marketing Plan (5 votes) 
 Description: 

¶ Establish a Parks and Trails marketing/communication strategy 

¶ Prepare a FORHA membership welcome packet to promote involvement.  Provide 
information on the culture/lifestyle of Fair Oaks Ranch and information on how to 
participate and take advantage of the opportunities in Fair Oaks Ranch. 

¶ Develop a comprehensive marketing/communication program with measured 
outcomes to increase awareness and utilization of the parks and trails. 

¶ Increase communication through the use of free resources: email, Fair Oaks Ranch 
Gazette, etc. 

¶ Use an iPhone App with notifications, trail information, suggestions and online sign 
up 

¶ Broadly communicate the mission statement 

¶ Use the website 

¶ Market through social media and the web 
 

#5.  Partnership with Corporation & Sponsors (5 votes) 
 Description: 

¶ Share revenue from the City to FORHA 

¶ Facilitate trail interconnections (easement “donations”) 

¶ Research funding opportunities like grants or sponsorship 
 

#6.  FORHA structure changes (0 votes) 
 Description: 

¶ Appoint an event coordinator (marketing) 

¶ Establish an expanded Parks and Trails committee with board member participation 

¶ Bring added resources to deal with increased funding and a full-time FORHA Parks 
and Trails employee 
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#7.  Organized Community Activities (0 votes) 
 Description: 

¶ Plan youth community service projects 

¶ Organize nature walks 

¶ Organize annual “Hike the Ranch” Day.  Hike Ralph Fair Road to the end of the trail 
west.  Use golf carts to bring participants back to the church 

¶ Organize events to increase participation 
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Top 3 Initiatives Project 
Execution 

 
GROUP BOOTS 

Charlan Beal, Troy Campbell, Kris Knopf, Karol McDowell, Cathy Ploszaj, 
and Hunter Wagner 

Project Name:  Master Plan 
Project Description:   
Implementation Year: 2017 
Project Owner & Key Stakeholders:   
 

 
Critical Success Factors: 

1. Strategy person/team (passionate, committed (for duration of timeline) leadership 
2. Written Master Plan:  Outline summary road map = objectives/agendas/outline 
3. Budget & Timeline = quantifiable measurement of success 
4. Community “Buy-in” & commitment 

Risks / Barriers: 
1. Leadership continuity for duration of plan 
2. Time to develop/execute scope of plan and resources 
3. Scope exceeds resources (time, budget, skills & technology) 
4. Community desire (gotta want it) 

Ideas to Address Risks/Barriers: 
1. Incorporate new and tenured “experts” with energy 
2. Solicit/acquire strategic community leaders 
3. Optimize available resources 
4. Frequent (regular) communication & reporting of progress (and definition of plan) 

Immediate Next Steps       Owners 

1.  Need a planning committee to outline and 
summarize the Master Plan 

 
2. Create an objective summary 

 
3. Prioritize by budget and schedule 

Cathy Ploszaj 
Kris (Carolyn) Knopf 
Troy Campbell 
Marshall Denney 
Renessa Denney 
Paul Matheney 
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GROUP CIBOLO 
John Collins, Roy Elizondo, Abbie Green, Steve Hartpence, Mary 

McConnell, John Merritt, and Pam Russell 
 

Project Name:  Parks & Trail Standards 
Project Description:  Create a set of standards 
Implementation Year:  Early in process – year 1 
Project Owner & Key Stakeholders:  Parks and Trails Chair 
 

 
Critical Success Factors: 

1. Establishing a set of standards 
2. Creating a list of prioritized projects designed to achieve the upgrade of standards 
3. Create a budget for each project – scope and cost 
4. Fund and execute 

Risks / Barriers: 
1. FORHA Board will have difficulty in creating set of standards for different parks and trails 
2. FORHA Board will have difficulty acquiring funds and procuring funds to satisfy 

standards 
 

Ideas to Address Risks/Barriers: 
1. Increase membership dues 
2. Sponsorship/block grant from city 
3. Corporate sponsorships 
4. Community sponsorship/involvement for specific projects i.e. scouts, rotary club 
5. Solicit community skills to supplement consultation and implementation costs 
 

Immediate Next Steps       Owners 

       Year 1 
1. Create a committee for establishing standards 
2. Board approval of standards 
3. Create a committee for prioritization of projects 
4. Investigate opportunities for city funding 
5. Develop scope, cost, funding plans for above 

projects 
Year 2 & 3 

6. Execute #5 
 

 

 
P&T Chair 
P&T Chair 
P&T Chair 
Council/FORHA Treasurer 
P&T Chair 
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GROUP VESTAL 
Greg Buschmann, Marshall Denney, Clarence Huff, Garry Manitzas, Paul 

Matheney, Kevin Meyers, and Donna Taylor 
 

Project Name:  Community Volunteerism and Engagement 
Project Description:   
Implementation Year:  Jan 2017 
Project Owner & Key Stakeholders:  TBD 
 

 
Critical Success Factors: 

1. Identify specific tasks & end state objectives 
2. Create fun and socially engaging environment for volunteers based on their interests 
3. Volunteer communication plan/system 
4. Frequency and timing of volunteer events 

Risks / Barriers: 
1. Maintain consensus and focus 
2. Funding, environmental factors (heat & rain).  Accurately determining what is fun and 

engaging 
3. How to appropriately target and reach volunteers 
4. Competing activities or events overlooked 
 

Ideas to Address Risks/Barriers: 
1. Process Structure 
2. Scheduling & planning & recognizing group diversity 
3. Variety of communication channels – social media, email, postcards, community groups 
4. Planning & scheduling 

 
Immediate Next Steps: 

1. Develop volunteer communication plan/system so that we can identify/match 
volunteers with their interests.  This will allow specific tasks to be completed in fun and 
socially engaging environments, encouraging a sense of community. 

a. Interview Grace Ramsey – Mid 2016 
b. Develop communication channels – Fall 2016 
c. ID and match volunteer interests to tasks 
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Timeline 

 
2017 

 
Community Volunteer Plan End 2016 ς 01.01.17 
Paul Matheney  
Greg Buschmann 
Kevin Meyers 
Garry Manitzas 

 
Master Plan 2017 
Cathy Plozaj  
Mary McConnell 
Clarence Huff 
Paul Matheney 
Donna Taylor 

 
Develop/Approve Standards, Build Projects List, Scope/Cost of Projects 
John Merritt 
 

2018 
 
2-3 Execute to Achieve Standards 
 

2019 
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What Worked? 

 
1. Debra Grandjean’s organization & facilitation.  Optimized time. 
2. Engagement among participants.  Group interaction 
3. Built a sense of community.  Everyone got to know each other.  Meeting others with 

shared vision and common interest. 
4. Made concepts a reality – going out onto the trails. 
5. Outstanding ideas brought forward. 

 

 
 
 
 
 
 

What would have made it 
better? 

 
1. Staying on time 
2. Process enhancement around iterations 
3. Pre-reads (Questions to think about before coming into the meeting.  Plant seeds.) 
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Photo Gallery 
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Participants  

 
Charlan Beal 29614 Double Eagle 

Greg Buschmann 30826 Keeneland 

Troy Campbell 29824 Windchime Hill 

John Collins 8801 Cavalry Drive 

Marshall Denney 7935 Rolling Acres 

Jennifer Dubois 8700 Starr Ranch 

Roy Elizondo 28240 Steeplechase Lane 

Debra Grandjean 30261 Saratoga Lane 

Abbie Green 31275 Post Oak Trail 

Steve Hartpence 31360 Meadow Creek Trail 

Clarence Huff 8427 Northview Pass 

Kris Knopf 58 Sendero Point 

Garry Manitzas 30850 Man O’ War 

Paul Matheney 7721 Silver Spur Trail 

Mary McConnell 31036 Post Oak Trail 

Karol McDowell 30811 Robin Dale Drive 

John Merritt 30820 Venturer 

Kevin Meyers 7335 Fair Oaks Parkway 

Cathy Ploszaj 7721 Dietz Elkhorn 

Pam Russell 28519 Royal Ascot 

Donna Taylor 31043 Keeneland Drive 

Carol Thompson  31042 Keeneland Drive 

Hunter Wagner 31121 Silver Spur 

 


