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OUR PURPOSE:
Why do we exist?

OUR GOOD THING:
What are we working

towards?

OUR GOALS:

Strategic Plan

A resilient, healthy community that lives in a way that regenerates the natural
environment; connected to the land, our food and each other.

1. Food: Foster and champion a resilient and regenerative urban food system
2. Environment: Regenerate our land and support the biodiversity of local ecosystems
3. Community: Support the health and wellbeing of our local communities
4. Organisation: Ensure financial and organisational sustainability so that we can
achieve our strategic objectives
5. Te Tiriti o Waitangi: Strengthen relationships with mana whenua and continue our
learning as Tangata Tiriti

To champion and demonstrate a regenerative local food system that supports
climate change mitigation, urban resilience and community wellbeing.



Strategies

Goal one:

Use our site to demonstrate best practice (ethical, organic, regenerative
production)
Teach the community to grow food themselves
Connect the next generation with the food system 
Contribute to local food security: growing and selling food and seedlings
Compost food scraps and organic material from local households and businesses,
and promote home composting
Create jobs that allow people to be employed in the urban food system and to be
community leaders
Advocate for a regenerative food system to the public and policymakers, in
partnership with others in the local food movement
Educate and advocate for seasonal, mainly plant-based diets

Foster and champion a resilient and
regenerative urban food system 



Goal two:

Manage our land regeneratively to increase soil health and sequester carbon

Use and promote organic and ethical practices that support biodiversity

Practice and promote pest and predator control to support native wildlife

Enhance and support native biodiversity, including consideration of assisting
with the long-term recovery of Cox’s Creek

Use resources carefully, following the waste hierarchy

Regenerate our land and support the
biodiversity of local ecosystems

Strategies



Goal three:

Provide horticultural therapy for people living with mental health challenges
or distress, or intellectual disability
Maintain Kelmarna as a safe and welcoming social space for all
Create opportunities for connection and participation in community life; for
belonging to the Kelmarna community
Provide accessible green space for public use
Promote healthy eating by selling nutrient-dense produce and promoting
home gardening
Collaborate with other organisations to enable diverse communities to
benefit from Kelmarna’s unique resources and to have a voice in achieving
our long-term vision

Support the health and wellbeing
of our local communities

Strategies



4. Organisation: 
a) Ensure financial and organisational sustainability so that we can achieve our strategic objectives

b) Develop a relationship with local iwi to work more authentically in Aotearoa
4. Organisation: 

a) Ensure financial and organisational sustainability so that we can achieve our strategic objectives
b) Develop a relationship with local iwi to work more authentically in Aotearoa

Optimise sales of produce and related goods to the community
and local restaurants
Redesign our education and workshop offerings
Actively grow events and site hire revenue
Identify philanthropic and local government funding
opportunities
Increase income from business sponsorship
Establish a Kelmarna “membership”/ “supporter” programme 
Mature our governance and operational management
Develop health and wellbeing support for our staff 

Ensure financial and organisational sustainability
so that we can achieve our strategic objectives

Strategies

Goal four:



4. Organisation: 
a) Ensure financial and organisational sustainability so that we can achieve our strategic objectives

b) Develop a relationship with local iwi to work more authentically in Aotearoa
4. Organisation: 

a) Ensure financial and organisational sustainability so that we can achieve our strategic objectives
b) Develop a relationship with local iwi to work more authentically in Aotearoa

Initiate a relationship with local iwi
Develop a strategy for our commitment to Te Tiriti o Waitangi
Improve knowledge and use of te reo Māori within the organisation and our
external communications 
Improve the knowledge of te ao Māori (world view) within the organisation 
Better communicate the history of the land Kelmarna occupies.

Strengthen relationships with mana whenua
and continue our learning as Tangata Tiriti

Strategies

Goal five:



Foster and
champion a

resilient
regenerative
urban food

system

Support the
health and

wellbeing of
our local

communities

What are we doing to
support change
ACTIVITIES

Signs of progress

OUTCOMES

Longer term benefits
we hope to see

IMPACT

Use our site to demonstrate best practice
Teach the community to grow food
Connect next generation with food system
Contribute to local food security
Compost food scraps and promote home
composting
Advocate for regenerative food systems;
partner with others
Create jobs in the urban food system
Educate and advocate for seasonal, mainly
plant-based diets

Regenerate our land
and support the

biodiversity of local
ecosystems

Manage land regeneratively
Use and promote organic practices
Practice and promote pest and predator
control
Enhance and support native biodiversity
Use resources carefully, following the waste
hierarchy

Provide therapeutic horticulture
opportunities
Maintain Kelmarna as a safe and welcoming
social space for all
Create opportunities for connection and
participation
Provide accessible green space for public use
Promote healthy eating by selling nutrient-
dense produce and promoting home
gardening
Collaborate to enable diverse communities to
benefit from Kelmarna resources

People are making food choices that
are better for people and planet
Demand and accessibility for local 
and organic food has increased
People know how to grow their own
food and are growing more themselves
More people working in organic,
regenerative agriculture
Greater visibility as local food system
champions
Greater awareness of how our food
choices impact us and the land

Fewer predators
Increased biodiversity
More people growing and composting
at home
More pollinators
Kaitiakitanga of native flora and fauna
People generate less waste

People have opportunities to
participate in community activities
Practice of Ako - reciprocal learning 
People have supportive places to
garden and connect with nature

Food systems are local, circular and
fossil fuel free
Regenerative agriculture is the norm
Regenerative food system knowledge
is embedded in the mainstream
education system
Our food system is resilient to the
climate crisis
Nutrient-dense, organic foods are
accessible to all
Diets are shaped by what works for
the land

Soil is replenished
Carbon is sequestered
Healthy ecosystems

Connected and engaged communities
Healthier cities and communities
Communities are resilient to the
climate crisis

What are we
working
towards

OUR GOOD
THING

A resilient,
healthy

community
that lives in a

way that
regenerates the

natural
environment;

connected to the
land, our food
and each other

Theory of Change
External Goals



Ensure financial 
and organisational

sustainability
so that we can

achieve our strategic
objectives

What are we doing to
support change
ACTIVITIES

Signs of progress

OUTCOMES

Longer term benefits
we hope to see

IMPACT

Optimise sales of produce and related goods
to the community and local restaurants
Redesign our education and workshop
offerings
Actively grow events and site hire revenue
Identify philanthropic and local government
funding opportunities
Increase income from business sponsorship
Establish a Kelmarna “membership”/
“supporter” programme 
Mature our governance and operational
management
Develop health and wellbeing support for 

       our staff 

Strengthen
relationships with
mana whenua and

continue our
learning as

Tangata Tiriti

Initiate a relationship with local iwi
Develop a strategy for our commitment to
Te Tiriti o Waitangi
Improve knowledge and use of te reo Māori
within the organisation and our external
communications 
Improve the knowledge of te ao Māori (world
view) within the organisation 
Better communicate the history of the land
Kelmarna occupies.

Increase CSA revenue by 15%
Increase shop and restaurants revenue by 5%
Increase our events revenue by 15%
Optimise the viability of our workshop and
education offerings
Secure $25k+ pa of  business sponsorship
Develop a fundraising plan that reduces
reliance on grant funding for OPEX costs
Secure $30k+ pa of membership revenue 
Effective and reliable systems and processes
across the organisation 
Improved governance and operational
management 
Enhanced levels of support for the wellbeing
and development of our staff

A relationship with local Iwi is initiated 
Kelmarna has a clear idea of the actions
we can take to honour Te Tiriti o Waitangi 
Our staff, trustees, and volunteers
increase their confidence and ability in
the use of te reo Māori and we increase
the use of te reo in our external
communications to help our community
grow their knowledge and understanding. 
Our staff, trustees, and volunteers
increase their understanding and
knowledge of te ao Māori 

Cementing our financial resilience and
reducing reliance on grant funding
Increased brand awareness
Increased community engagement and
membership gatherings
Increased contribution to local food security
Improved organisational governance 
Enhanced efficiencies and productivity  
Enhancing the resilience and sustainability
of Kelmarna
A healthy, well, and resilient  team 

A strengthened relationship with  reciprocal
benefits with local iwi 
Te Tiriti o Waitangi heavily influences our
decision making 
Individuals within our organisation are more
confident and capable in their use of te reo
Māori 
Individuals within in our community and
audience have increased their knowledge of
te reo Māori
Individuals within our organisation have
increased their knowledge of te ao Māori

Theory of Change
External Goals

What are we
working
towards

OUR GOOD
THING

A resilient,
healthy

community
that lives in a

way that
regenerates the

natural
environment;

connected to the
land, our food
and each other


