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A thriving community where everyone belongs!

Mission
Connecting people, ideas, and resources to expand opportunity and
create lasting community benefit for today and tomorrow.

Vision

Values
Integrity - We act with honesty, transparency, and accountability, and we
make decisions that are objective, consistent, and aligned with our
mission.

Stewardship - We responsibly manage the resources entrusted to us,
honor donor intent, and apply sound fiduciary practices to effect long-
term community benefit.

Equity - We invest in our community to expand opportunity and well-being
for all by addressing systemic barriers, increasing access, and supporting
solutions which are informed by community input.

Together - We connect people, ideas, and resources to advance shared
priorities through partnerships built on trust and guided by dignity and
mutual respect.

Listening & Learning - We listen with humility, elevate local voices, and
learn from community experiences to strengthen our work.



Executive Summary

BCCF engaged Inspiring Impact beginning in Fall of 2025 to support the organization through
a comprehensive strategic planning process. Based on initial work with the full team including
organizational leaders and Your People’s community listening work, we recommend the
following five strategic priorities to position BCCF for success in the next three years and
beyond. Focusing on these key elements will allow BCCF to more fully live into its unique
mission and roles, maximizing its ability to create lasting positive impact for the community. 
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1.  Strengthening Trust and Relationships
Consistency – how we show up for our community 
Transparency – both in our work internally and externally 
Accessibility – ensuring access for all and meeting the community need where
it is

2.  Focusing Our Impact
Refining Pillars for Foundation-directed Grantmaking – strategic investment in
community
Elevating Total Cost of Attendance for Scholarships – supporting needs beyond
tuition and books 

3.  Embracing Dual Development Roles: Foundation-Directed Funds and Donor-
Directed Funds 

Building Community Opportunity Funds – balancing growth of mission aligned
funds with measurable impact 
Growing Donor Advised Funds (DAFs) – capturing immediate growth and
strengthening donor engagement

4. Organizational Health & Vitality
Operating/Admin budget – shoring up and strengthening 
Physical Assets – evaluating alignment with long term fiscal health
Team Engagement, Development, and Culture – supporting a healthy and
resilient team 

5. Calibrating BCCF’s Community Leadership
Defining our Role with Existing Initiatives and Entities – aligning future work
models with capacity
Focusing on BCCF’s Unique Role in Community while Empowering Others –
strengthening shared leadership in community 
Investing in the Health of the Local Nonprofit Sector – leading through
empowerment, partnership and capacity building 



In addition, we recommend BCCF apply three overarching lenses across all aspects of
this plan. 

Equity: As one of BCCF’s values, equity should be infused in all decision
making going forward, internally and externally. This will be critical as the
organization determines how to deploy limited time and financial resources.
For BCCF’s purposes, applying an equity lens means investing in our
community to expand opportunity and well-being for all by addressing
systemic barriers, increasing access, and supporting solutions which are
informed by community input.

Education: Internally and externally, there is a need to clarify and deepen
understanding around what BCCF does (and doesn’t) do. Applying this lens
should cultivate greater awareness of how each team member’s role
contributes to the organization’s overall stewardship of BCCF’s mission and
relationships in every interaction. Within the team and in working with
donors, nonprofits and community partners, this lens will bring into focus the
differences between BCCF’s foundation-directed grantmaking, donor-
directed grantmaking, and other non-grantmaking activities that BCCF
engages in as a community leader. 

Effective Systems and Structures – As BCCF positions itself for the future,
there is meaningful opportunity in many different areas to align structures and
streamline systems to better serve the needs of the organization as it exists
today and in the near term. The next three years will be a critical window in
which to identify and implement changes that right-size processes and
leverage efficiencies to maximize capacity and resources for the community. 
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As the Battle Creek Community Foundation begins this strategic planning process, the
organization is positioned within a unique context internally and externally. BCCF is in a season of
strengthening and envisioning what the organization looks like in the future, moving through the
transition of a long-time leader. Leadership transitions are always complex for organizations to
navigate and in this instance, the organization has faced substantial challenges that required
decisive action and sustained effort. The organization continues to address the impacts of past
leadership decisions while simultaneously working to strengthen staff capacity and trust with key
stakeholders.

BCCF is uniquely positioned in a community that is home to Michigan’s largest foundation and one
of the largest foundations in the nation, the W. K. Kellogg Foundation, alongside a strong network
of community, family and private foundations, and other philanthropic partners across Battle Creek
and Calhoun County. This concentration of funders creates meaningful advantages for BCCF,
while also requiring thoughtful navigation and coordination. Each organization is a valuable
resource and potential partner and requires intentional work to build trust and ensure alignment
under new leadership. In addition, community members and nonprofit partners often struggle to
distinguish between the different funders and the distinct role BCCF plays as a community
foundation.

As with every community foundation, BCCF’s asset composition is unique and scholarships are a
large driver of both giving and granting from the organization. Scholarships comprise about a
quarter of the foundation’s overall assets. With more than 360 individual scholarship funds, the
anticipated retirement of the long-time leader of this work will require extra proactive planning to
ensure continuity and excellence in this program. If BCCF stays the current course, fundraising is
likely to continue following its current trajectory, with scholarships leading other fund types in gifts
and growth. This brings specific challenges and opportunities for the team and raises the question
of whether the organization wishes to continue letting this kind of growth unfold organically or
seek to drive towards a different composition for future growth. 

Finally, BCCF serves in many different community leadership capacities and acts as the fiscal
home for a variety of projects. In addition, BCCF has multiple affiliates and related entities.
Continued assessment of effectiveness, necessity and efficiency of these structures will be
important to ensure governance best practices, operational clarity, and strategic focus.  

Overall, the community foundation must continue to assess which work is core to BCCF’s
mission and which efforts or roles were/are important for the organization to take on only for a
season. BCCF will need to consider use of resources for the most impactful outcomes for both
the organization and the community, while honoring the identified needs within the community.
Discerning the nature of different lines of current work and how to navigate transitions as
organizational seasons change will be another important dynamic to address. This includes
consideration of community understanding and education about how the organization is moving
forward and how BCCF supports community efforts today and in perpetuity.

Context
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Working to strengthen and invest in strong, healthy relationships across all constituent
groups is essential to the future of the organization. Doubling down on the efforts that
have already begun and layering continued emphasis year upon year will support trust-
building with community partners, donors, and stakeholders. This work is absolutely critical,
and meaningful progress will take time and repetition over the next three years and beyond
for the full impact of these restorative efforts to be felt. 
 
In framing this priority, it is essential to emphasize that while our team continues to show up
with dedication and integrity in this work, we recognize that building trust with external
stakeholders takes time. Past experiences may shape perceptions, but each positive
interaction is an opportunity to strengthen relationships and demonstrate our commitment.
Although we cannot predict when trust will be realized for every individual or
organization, we remain focused on consistently delivering meaningful, positive
experiences that move us forward.
 
In FY 26/27 this will entail approaching every interaction, process, and outreach effort with
a posture of openness, creating intentional space for listening and hearing out past
frustrations, confusion, and disconnects. In the course of these exchanges, BCCF will need
to emphasize: 
 

Consistency – showing up again and again with the same approach and mindset
Transparency – sharing the same information and same answers across different
conversations, acknowledging BCCF’s past missteps and areas for growth while sharing
what steps the organization is taking toward future progress 
Accessibility – defaulting to “yes” on any opportunity to talk, listen, and engage with
constituents and partners and proactively seeking out those who aren’t currently
connected and directly inviting a conversation

After an initial push in FY 26/27 this priority will need to remain elevated for FY 27/28 and
28/29. Repetition over time is essential and showing that BCCF can deliver on showing up
and doing things differently than was experienced in the past will begin to build a new
narrative and new reference points for constituents. Over time, consistent behavior will
build new narratives, strengthen partnerships, and position BCCF to steward trust on an
ongoing basis. 
 

#1 Strengthening Trust and Relationships
Strategic Priorities
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Consistency – how we show up for our community 
Transparency – both in our work internally and externally 
Accessibility – ensuring access for all and meeting the community need where it is



Over the next three years, BCCF staff and board will reassess the framework for utilizing
BCCF’s resources, including both foundation-directed funds used in competitive grantmaking
and more restrictive purpose-directed funds, to ensure grantmaking is aligned with values,
supports donor intent, and addresses the most significant community needs and opportunities.
This is an opportune time to revisit and refine the current impact pillars of Education, Health,
and Livable Communities to better reflect the foundation’s mission, vision, and values, while
clearly articulating the impact of foundation-directed grantmaking and acknowledging the
distinct role of purpose-directed and scholarship funding. Strengthening clarity around how
funding decisions are made will increase transparency, support more coordinated investments,
and improve alignment in communications with donors, nonprofits, and the community. These
efforts will complement parallel development strategies outlined in the third strategic priority.

Alongside foundation-directed grants, BCCF also makes significant community impact through
an extensive scholarship program comprised of over 360 funds. This area of work fits with the
current Education impact pillar and reflects BCCF’s position as a key entity in supporting local
educational attainment efforts. As part of focusing impact, BCCF will seek to emphasize the
importance of aligning scholarship funds wherever possible to support total cost of
attendance including expenses beyond tuition and books that are critical to student
persistence and completion. Scholarships continue to be BCCF’s most popular fund type for
honoring a loved one or establishing a lasting legacy and staff will focus on highlighting for
prospective donors how legacy intentions can be honored while also reducing barriers to
student success. This effort can also extend to working with existing scholarships with living
fund representatives and engaging them where appropriate to update their fund agreement to
support the total cost of attendance approach. 
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#2 Focusing Our Impact
Strategic Priorities

Refining Pillars for Foundation-directed Grantmaking – strategic investment in community
Elevating Total Cost of Attendance for Scholarships – supporting needs beyond tuition and books 



Growing gifts to foundation-directed funds is a high priority as these endowed dollars offer the
greatest flexibility for BCCF to meet the ever-changing community needs, impact systems change,
and to meet the opportunities of today and for future generations. However, they are also typically the
hardest dollars to raise as they require donors to fully hand over control of their resources and entrust
BCCF to steward them in perpetuity. Cultivating these gifts tends to be slow and steady work that
accumulates over time. 

To engage donors with these types of funds, BCCF will roll out the proposed Community
Opportunity Funds framework which offers a range of giving pathways to collectively meet a broad
scope of community needs. The twelve opportunity funds were selected to provide comprehensive
coverage of the wide range of issues that donors may wish to support as well as unrestricted options
for those who want maximum flexibility to adapt to changing needs and opportunities. 
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#3 Embracing Dual Development Roles:
Foundation-Directed Funds and  
Donor-Directed Funds  

Strategic Priorities

Building Community Opportunity Funds – balancing growth of mission aligned funds with
measurable impact 
Growing Donor Advised Funds (DAFs) – capturing immediate growth and strengthening donor
engagement

Fund for Battle Creek - Created in 1975, this flagship unrestricted fund adapts to meet
Battle Creek’s most pressing needs - whatever the future brings.

Field of Interest Funds - These funds are each focused on a specific issue area. 
Equitable Well-Being & Food Access Fund
Education Fund
Children's Fund
Calhoun County Arts Fund
Joseph J. & Marion L. Hempel Fund for Health
Rev. Clifton V. & Voncile “Bonnie” Bullock Minority Education Fund
Rainbow Fund – Building Pride & Equity
Safe & Secure Housing and Transportation Fund
Stetler Employment Resources Endowment Fund

BCCF Scholarship Fund - This fund helps students cover the total cost of
attendance - including books, childcare, and emergencies - so they can cross the
finish line.

The Forever Fund - This fund strengthens BCCF itself, ensuring the foundation can
lead and respond for generations to come.C
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#3 Embracing Dual Development Roles:
Foundation-Directed Funds and  
Donor-Directed Funds continued

Strategic Priorities

Communicating about and cultivating giving to these twelve funds as a group will be an important
place to invest time and resources and track results over the next three years. BCCF also holds
named recognition funds that directly align with the purpose of one of the Community Opportunity
Funds and while not individually named in this document, they will be included in these efforts.
Depending on what BCCF learns, this framework could translate into future campaign efforts to grow
the Community Opportunity Funds or suggest ways to adapt or adjust the framework for efforts to
grow foundation-directed funds beyond the next three years. 

BCCF’s development work also encompasses its donor-directed funds, which offer a variety of
vehicles to help donors achieve their charitable goals. While BCCF will continue to welcome gifts to
all funds of this type, we recommend a strategic focus on bringing in new medium to large Donor
Advisor Funds (DAFs) and increasing the size of existing DAFs already at BCCF. DAFs are the
fastest growing charitable giving vehicle in the country and prospective donors have many options
for this fund type in today’s market. However, BCCF offers a unique value proposition for donors who
want the efficiencies of a DAF as a giving tool paired with a high touch, local service provider with
knowledge of the nonprofits and issues impacting their local community. DAFs are also conducive to
faster and more substantial growth in the short term, which is crucial given BCCF’s goals for
organizational health. 



BCCF’s current leadership inherited a complex and challenging financial situation. Significant
efforts have already been taken to improve the fiscal position of the organization. However, a
continued operating gap remains. While some additional expense mitigation is possible, it is
not viable to bridge the gap solely through cutting costs. We suggest looking at ways to
generate additional revenue as well. This will likely come from growth in fund assets, strategic
negotiation of fiduciary and grant management contracts and positioning of events and
sponsorship opportunities. 

As part of this process, BCCF will also need to consider the organization’s evolving physical
space needs and whether maintaining ownership of its current properties is an efficient use of
resources, or even financially viable. 

The BCCF team has weathered a difficult chapter of budget cuts and restructuring that were
necessary as a result of previously living outside our means. Continuing to build trust and
deepening engagement with the team will be critical in this next season. A continued focus on
internal culture is imperative to ensuring the team is settling into new norms and practices
that are healthy for team members and the organization as a whole. Empowering team
members to continue learning and growing in their professional roles will be part of this
process. 

BCCF is a very different organization today than it was two years ago, having reduced staff size
by approximately fifty percent. Leadership continues to assess the most effective ways to
structure a team of this new size in best alignment with the organization’s current portfolio
of work. It will be essential to continue this process over the next three years to ensure BCCF
has the right people in the right roles along with systems that are efficient and effective for a
team of this size and structure. 

#4 Organizational Health & Vitality
Strategic Priorities
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Operating/Admin budget – shoring up and strengthening 
Physical Assets – evaluating alignment with long term fiscal health
Team Engagement, Development, and Culture – supporting a healthy and resilient team 
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#5 Calibrating BCCF’s Community
Leadership

Strategic Priorities

Defining our Role with Existing Initiatives and Entities – aligning future work models with
capacity
Focusing on BCCF’s Unique Role in Community while Empowering Others – strengthening
shared leadership in community 
Investing in the Health of the Local Nonprofit Sector – leading through empowerment,
partnership and capacity building 

The term “community leadership” often means multiple things for a community foundation.
First and foremost, it speaks to the work community foundations do to be an active presence
in community spaces and conversations bringing their expertise, influence, and resources to
the communal table. It means showing up or even leading the effort to convene around a
particular need or issue. It means maintaining strong working relationships with cross-sector
community stakeholders. It means cultivating real-time knowledge and understanding of what is
happening in community and supporting efforts to maintain strong local data to complement on
the ground listening and learning. Community foundations make a meaningful positive impact
when they value this work and invest in doing it well. 

In addition to this first meaning, community leadership can also mean actually stepping into
the role of directly launching or operating a program to address an identified community
need or issue. This can entail serving as the backbone entity that provides a fiscal home for
such programmatic efforts. 

For a community foundation to fully live into its mission, the first part of community leadership
described above is essential as ongoing work. However, the second aspect of community
leadership tends to ebb and flow over time depending on organizational and community
circumstances. As a natural convener, community foundations often find themselves owning
and operating the initiatives that emerge from collaborative community efforts. While this
progression in roles is understandable, and sometime desirable, it is important that community
foundations carefully discern whether this step into “doing” the work is feasible for the
foundation and prudent for the community overall. While supporting community in this manner
can be valuable, it also requires careful assessment of capacity, sustainability, and strategic
alignment, particularly given that many initiatives do not include dedicated revenue streams and
can require significant staff time. Likewise, it is important for community foundations to
periodically pause to assess how their current community leadership commitments of this
second nature are working and how well they align with the organization’s future goals and
other ways this bandwidth could be deployed to advance the foundation’s mission.
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#5 Calibrating BCCF’s Community
Leadership continued

Strategic Priorities

BCCF has a long-standing commitment to a strong community leadership posture,
consistently showing up in ways reflecting the first meaning of community leadership. Over
time, BCCF has also stepped into serving in ways that reflect the second meaning of
community leadership as it became the home for a variety of endeavors that benefit the
community. 

Over the past 12-18 months, leadership has reviewed BCCF’s community leadership portfolio,
through the lens of feasibility for the foundation and prudence for the community. This ongoing
work has resulted in suggested paths forward that may involve strengthening partnerships and
aligning roles across organizations; transitioning operational responsibilities to partners whose
missions are more closely aligned with the work; and restructuring work to be more
strategically focused. 

As we continue to lean into this assessment, efforts will be focused on ensuring that these
initiatives remain sustainable while allowing BCCF to focus on the unique role it plays as a
community foundation. The following areas represent current leadership commitments where
BCCF will continue assessing its role in collaboration with community partners.

Postsecondary Access and Attainment
BCCF has long played a leadership role in supporting postsecondary access for Battle
Creek students through initiatives such as Legacy Scholars, Scholars, the Battle Creek
College Access Network, and the Battle Creek Promise Zone Authority. These efforts
have evolved over time and are increasingly being considered as part of a broader
ecosystem of scholarships, advising, and college access supports in the community.

Over the coming years, BCCF will work with partners including Kellogg Community
College, the W.K. Kellogg Foundation, the Michigan College Access Network, and other
stakeholders to strengthen alignment across these efforts. This work will focus on
ensuring that scholarship resources are coordinated with federal, state, and institutional
financial aid while maintaining strong student supports and long-term program
sustainability.

BCCF will continue serving as the fiduciary and administrative partner for the Battle
Creek Promise Zone Authority as this important scholarship program is implemented. At
the same time, the foundation will work with partners to evaluate the future design and
operational structure of the Legacy Scholars program and the college access network
so that these initiatives function as a coordinated system supporting students’
postsecondary success.



#5 Calibrating BCCF’s Community
Leadership continued

Strategic Priorities
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Kool Center
BCCF’s involvement with the Kool Center arose from a unique set of circumstances and
reflects the foundation’s willingness to step in when community assets require
stewardship. As the future of the facility continues to evolve, BCCF will assess the
most appropriate long-term structure for the center and explore opportunities to
transition leadership of senior programming and operations to a community partner
whose mission closely aligns with this work.

Encourage BC!
Encourage BC! provides fiscal sponsorship for community-led initiatives that align with
BCCF’s mission and priorities. The supporting organization structure will be merged into
BCCF, by March 31, 2026, for administrative efficiency. Going forward, the foundation
will continue stewarding a focused portfolio of projects that are aligned with
community priorities, present manageable levels of risk, and lack an alternative
organizational home.

BCCF remains committed to exercising community leadership when it is needed. At the same
time, the foundation recognizes the importance of ensuring that its leadership commitments
remain sustainable and aligned with its core mission. It is recommended that the foundation
pauses taking on any new direct programming initiatives until strategies for the current
portfolio have been finalized, and capacity reassessed. 

As part of this strategic plan, BCCF will focus its efforts on continuing to strengthen
partnerships across the nonprofit and education sectors, supporting organizations whose
missions position them to lead key community initiatives, and investing in the overall health of
the local nonprofit ecosystem. By clarifying roles and building strong collaborations, BCCF
can ensure that these efforts remain effective while allowing the foundation to focus on the
work it is uniquely built to do as a community foundation. 



Summary

The Road Ahead

Focusing on these five strategic priorities for the next three years provides the groundwork for
future growth and increased community impact for years to come. Overlaying lenses for equity,
education, and effective systems and structures throughout this work will help prioritize use of
time and resources as well as deepen knowledge and understanding of BCCF’s unique role and
mission. Many of the most important elements of this strategic direction require time and
repetition, and this plan seeks to acknowledge and embrace that reality. 

Investing in relationships and community will strengthen the essential trust that underlies nearly
every aspect of the foundation’s work. Focusing impact will enhance BCCF’s case for foundation-
directed giving and demonstrate more clearly the importance of these resources for the
community. Elevating specific priorities for foundation-directed and donor-directed development
efforts will drive resources and growth to strategic fund types. Carving out time and energy to
address organizational health and vitality will be essential to BCCF’s long term ability to deliver on
its mission for the community.  Reassessing BCCF’s community leadership work and recentering
on BCCF’s role as a funder investing and empowering others to lead community efforts will bring
greater alignment with organizational capacity, mission and values. 

In combination, investing in these priorities for the next three years should position BCCF in a
meaningfully different place than it is today, allowing the organization to stand on a strong and
solid base from which to consider future opportunities and aspirations to foster a thriving
Battle Creek community for all. 
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With our community. For our community. 
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