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Introduction 
 

 
July 2021 
 
Dear GAP Members, 
 
It is my honor to present you with the first GAP Strategic Planning document. GAP is now 33 years old! 
Hard to believe. It was launched by a group of wonderful people who wanted to create a community for 
papercutters. Along the way, the Guild grew to include a biennial conference, the First Cut, a 
newsletter, a museum at Laurel Arts in Somerset, PA, and traveling exhibits.  We grew in many 
directions over the years. When I stepped in as President in 2019, it became clear to me that I did not 
know what the vision was for the organization, and especially for our beloved museum and archives. 
The board agreed to undergo GAPs first strategic plan. 
 
We engaged the firm Resolve, Inc., to facilitate the strategic planning process. And I would be remiss if 
I did not thank Casey Enders, the founder and CEO, for generously doing this strategic planning 
process pro bono. We were prepared to pay Casey, and when she realized we have a shoestring 
budget, she volunteered her time. We cannot thank her enough.  We would also like to thank Cindy 
Hallberlin who assisted Casey. 
 
The process included creating a strategic planning committee of GAP members, interviewing GAP 
members, surveying the membership, and meeting to process the findings and create goals for moving 
GAP forward. Many thanks go to Randall Williams who chaired the process and to the other committee 
members, Lorraine Bubar, Janelle Washington, Jason Koons and Wendy Bale who gave of their time. 
 
This is an 18-month strategic plan. Traditionally, when organizations have gone through this process, 
the end result is a plan for the next five years. Given COVID and the fast pace of technological 
changes, we opted to create goals for a shorter timeline. This blueprint will serve to move GAP forward 
even with our limited resources.  
 
I hope you will take time to read this report and consider ways to get more involved as we implement 
our new goals. Here are a few suggestions: 
1. Invite your papercutting colleagues and friends to join GAP. We are a membership-based 

organization which means we rely on those dues to do our work.   
2. Engage or stay engaged with our hybrid learning options.  
3. Promote GAP whenever and wherever possible. 
4. Join a committee or the board and volunteer your time and talents to further the work of the Guild. 
5. If you have access to grants or other types of funding, let us know as we want to preserve the 

amazing archives of our museum and continue to grow our web resources.  
 
We will keep you apprised as to how GAP is moving forward implementing the plan. We welcome any 
other suggestion you have. 
 
Happy papercutting, and looking forward to continuing to grow GAP together.  
 
Mindy Shapiro, GAP President 

 
The Guild is a tax-exempt, 501(c)(3) nonprofit organization of the Commonwealth of Pennsylvania. 

The operation of the Guild of American Papercutters is accomplished by volunteers,  
a part time archivist and a part time bookkeeper at the Laurel Arts Center. 
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Background and Approach 
“Whether you actively design and cut in paper, or simply appreciate the finished works 

of papercutters, we invite you to join our community." 
 
 

Background 
 

For over 30 years, the Guild of American Papercutters (GAP) has provided encouragement of 
personal artistic growth and ethical business practices for papercutters and papercutting 
enthusiasts from all over the world. In 2009, pieces previously featured in traveling exhibits 
found a permanent home at the National Museum of the Guild of American Papercutters in 
Somerset, PA – now an essential element of the Guild’s presence and mission. 

 
In 2020-2021, GAP reached a critical moment in its history as key board members transitioned 
away from the Board and the organization considered the role of the Museum in its future. To 
capitalize on the opportunities presented by this moment, the Board sought a strategic plan to 
ensure that the limited time, energy, and resources available were directed in the most 
deliberate, thoughtful way to support growth and sustainability. 

 
To develop the plan, the Board established a Strategic Planning Committee, made up of six 
members, listed below, and engaged Resolve, Inc., a Washington, DC-based consultancy that 
provides strategic planning services for mission driven businesses, to assist them in developing 
the strategic plan. 

 

Strategic Planning Committee Members 
Randall Williams – Chair 

Mindy Shapiro 
Lorraine Bubar 

Janelle Washington 
Jason Koons 
Wendy Bale 
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Approach 
 

Our approach began with a robust discovery process. Gathering input and analyzing 
perspectives from a broad range of stakeholders was critical to ensuring that the strategic plan 
reflected the wants and needs of a diverse membership base. 

 
We sought input from GAP members through a robust discovery process that involved both 
surveys (quantitative) and interviews (qualitative). 

 
 

Quantitative: Surveys Qualitative: Interviews 
Objective: Broad, anonymous 
investigation of membership experience 
and future vision 

Objective: Deeper, confidential 
investigation into membership experience 
and vision 

Methodology: Survey sent to 250 active 
and recently lapsed GAP members 

- 115 Responses 
- Final result: 46% completion rate 

Methodology: Conducted 10 total 
interviews 

- 5 board members; 5 general 
members 

- Final result: 5% of membership 
Survey Structure: 

- Perception of overall value 
- Membership benefits deep dive 
- Comments 
- Demographics 

 
Interview Structure: 

- Introduction + your experience with 
papercutting 

- How you found GAP 
- What you enjoy about your 

membership 
- What you would like to see more or 

less of in the future 
 
 

Survey respondents represented 7 countries and 30 US states. Nearly 10% of respondents 
were from countries other than the United States, which provided a useful perspective for 
assessing the current experience for international members and the potential for further 
expansion abroad. Within the US, most respondents were clustered in the Northeast, where the 
Museum is located and where the membership base has historically been the most 
represented. 

 
Additionally, the survey represented a broad range of membership. Approximately 50% of 
respondents were members for at least six years and approximately 50% had been members 
for five years or fewer. Nearly 40% of respondents had been members for over 11 years, 
providing a healthy perspective reflecting the long-term history of GAP. 

 
Following the discovery process, the Strategic Planning Committee met twice during facilitated 
workshops to review the outcomes and insights of the Current State – and to establish the 
guidelines for the Future State. 

 
The Strategic Planning Committee then continued to refine the goals, supporting activities, and 
metrics outlined in the Future State through a collaborative process. 
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The Current State 
Before we could envision the future state outlined in the next section, we believed it was critical to 
understand what GAP members valued about the organization today. We identified four key 
findings: 

 
1. GAP members are more satisfied with their experience than the average association member, 

when comparing Net Promoter Scores. The average Net Promoter Score for associations is 21; 
GAP’s Net Promoter Score is 39.1 The implication of this finding was that we should 
recognize and build on GAP’s existing strengths. 

2. Among the key membership aspects surveyed (inclusivity, core benefits, and special features), 
members rate the Guild highest on inclusivity – appreciating that GAP is an organization that 
welcomes all papercutters, regardless of experience or expertise. The implication of this 
finding was that we should ensure our future state enables an inclusive culture. 

3. When diving deep into the benefits, the survey revealed that members valued the opportunity to 
connect with papercutters and see their works more than learning about the art form, learning 
new skills, or identifying exhibition opportunities. The implication of this finding was that we 
should continue to ensure that the community has opportunities to connect with one 
another online and in person. 

4. When asked to share their vision for the future of the organization, members shared that the 
following recommendations; which were referenced as a foundation for the Future State 
vision outlined in the next section. 

a. Recognize and provide opportunities for a broad range of members 
b. Continue to create learning opportunities 
c. Get creative to enable in-person gathering 
d. Continue to offer online experiences 
e. Refine approach to digital media and communication 
f. Consider value of printed media2

 

 
 
 
 
 
 
 
 
 

1 The Net Promoter Score is a key customer experience metric used across industries. To calculate it, respondents answer 
the following question using a 0-10 scale. “How likely is it that you would recommend [brand] to a friend or colleague?” 
Respondents are grouped as follows: 

• Promoters (score 9-10) are loyal enthusiasts who will keep buying and refer others, fueling growth. 
• Passives (score 7-8) are satisfied but unenthusiastic customers who are vulnerable to competitive offerings. 
• Detractors (score 0-6) are unhappy customers who can damage your brand and impede growth through negative 

word-of-mouth. 
Subtracting the percentage of Detractors from the percentage of Promoters yields the Net Promoter Score, which can 
range from a low of -100 (if every customer is a Detractor) to a high of 100 (if every customer is a Promoter). 

 
2 For detailed analysis of these two findings, reference Appendix A. 
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At the same time, the Strategic Planning Committee recognized two key, unique aspects of the 
organization and this moment in time that informed the development of the plan: 

 
1. Recognizing the fast-moving nature of the world we are in today, the Strategic Planning 

Committee agreed to develop a strategic plan for the next 18 months – and to commit to 
reviewing, revisiting, and updating the strategic plan every 6 months to ensure it reflects 
learnings along the way. 
Appreciating that GAP is an all-volunteer organization with limited resources, the Strategic 
Planning Committee agreed to set four key goals and to prioritize the supporting activities to 
enable success and sustainability. 

 
We believe the resulting plan is right-sized for the organization and reflects a series of goals to 
be achieved over an 18-month time horizon. 
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The Future State 
Overview 

 
The Future State was developed through a collaborative process that reflected the key findings 
and insights outlined above. The objective was first to refine the mission statement for the 
organization – and second to develop a robust but right-sized plan for the organization to 
implement over an 18-month period, including: 

 
• Mission statement 
• Goals 
• Supporting activities 
• Metrics 

 
Revisiting our Mission 

 
Through the strategic planning process, we rrecognized that our current mission statement 
did not appropriately reflect the format of a traditional mission statement or the goals of the 
organization as they were evolving. We made the decision to incorporate mission statement 
development into our scope, to ensure a cohesive approach to strategic planning and so 
that we had an appropriate touchstone as we developed our goals. 

 
The Strategic Planning Committee invested significant time discussing, drafting, and aligning on 
a new mission statement that reflected our commitment to promoting awareness, preserving 
heritage, and advancing the art. 

 
 

Our previous mission statement: 
 

Through its publications, traveling exhibits, papercutting conferences, workshops, and 
demonstrations, members of the Guild of American Papercutters (GAP) seek to spread and 
celebrate the art of cutting paper. Whether you actively design and cut in paper, or simply 
appreciate the finished works of papercutters, we invite you to join our community. Our 
worldwide membership embraces all styles, materials, cutting methods, and experience levels. 

 
Our updated mission statement: 

 
The Guild of American Papercutters is a membership-based community that promotes 
awareness about, preserves the heritage of, and advances the art of papercutting. 
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Goals 
 

Recognizing the need to prioritize given the limited resources available, we established four key 
goals that reflected the input of our membership base, an understanding of other, similar 
organizations – and our own discussions. 
 
These goals were developed to reflect the three prongs of the new mission statement - promoting 
awareness, preserving the heritage, and advancing the art - as well as the fourth, foundational 
component: community. We are at a pivotal moment in our history and believe these four SMART 
goals reflect necessary prioritization, given limited resources, as well as an appropriately ambitious 
vision, based on input from our current membership. 

 
These four goals include: 

 
1. Build Meaningful Relationships with Members: Achieve a 15% increase in memberships year- 

over-year through membership retention and new members 
 

2. Promote Awareness: Engage a web consultant to review the GAP website for usability 
improvements, lowering day-to-day maintenance costs borne by GAP volunteers, more 
prominently featuring the GAP National Museum collection, and allow for greater connection to 
GAP social media accounts in order to establish a stronger online brand for GAP 

 
3. Preserve the Heritage: Obtain a grant for a conservation assessment of the GAP National 

Museum collection by a paper conservator, including an item level review, creation of a 
conservation priority list, conservation actions as required, and assessment of 
standardized digital images of all items for both collection management purposes and to support 
making the collection available on the GAP website 

 
4. Advance the Art: Continue to pursue broader geographic reach achieved through the recently 

created online engagement opportunities – Crafty Hour and Monthly Classes – including options 
for in-person and hybrid (online/in-person) versions of these offerings, as well as circulation of 
GAP traveling exhibits outside of the Northeast and Mid-Atlantic regions 

 
 

Supporting Activities & Metrics 
 

Through a collaborative, iterative workshop and follow-up engagement process, the Strategic 
Planning Committee provided input on the following supporting activities and metrics for each of the 
goals; a subgroup utilized this input to develop the plan on the following pages. 
A more detailed implementation plan will be established by those responsible for implementing each 
of the goals. 
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Goal     Supporting Activities             Metrics 

Achieve a 15% 
increase in 
memberships year- 
over-year through 
membership 
retention and new 
members 

• Create a quarterly 3-4 day social 
media membership drive across 
both Facebook and Instagram 

• Offer an incentive for new 
members and develop a marketing 
plan to promote that incentive 

• Establish a referral program, led 
by a volunteer within the 
organization (e.g., get entered into 
a drawing for a gift card; new artist 
receives a percentage of 
membership fee and the person 
who referred receives a GAP gift; 
for new members who stay more 
than a year, increase the incentive 
for the person who refers) 

• Number of new 
members 

• Number of 
referrals 
(overall + by 
member) 

• Percentage of 
memberships 
renewed 

Engage a web 
consultant to review 
the GAP website for 
usability 
improvements, 
lowering day-to-day 
maintenance costs 
borne by GAP 
volunteers, more 
prominently featuring 
the GAP National 
Museum collection, 
and allow for greater 
connection to GAP 
social media 
accounts in order to 
establish a stronger 
online brand for GAP 

• Set budget for web consultant 
• Establish RFP or recruitment 

process for consultant, including 
key criteria, detailed scope of work, 
and member survey to access 
available useful skill sets 

• Hire and establish project plan 
• Set goals 
• Update the GAP website to draw, 

engage, educate, and connect 
• Prominently feature the GAP 

National Museum collection on the 
website 

• Number of GAP 
Facebook and 
Instagram 
followers (target 
increase of 50% 

• Engagement on 
Facebook and 
Instagram posts 
(target increase of 
50%) 

• Site traffic 
• Number of members 

(overall, new, 
returning) 

• Decrease in 
maintenance 
costs and 
volunteer time 
over time 

btain a grant for a 
conservation 
assessment of the 
GAP National 
Museum collection 
by a paper 
conservator, 
including an item 
level review, 
creation of a 
conservation 
priority list, 
conservation 
actions as required, 
and assessment of 

• Identify grantmakers that fit the 
project’s goals and learn their 
grantmaking philosophy, 
interests, and criteria 

• Explore the timeline for 
submission and the funding cycle 

• Check other restrictions and 
calculate ROI from the effort it 
takes to prepare a competitive 
grant proposal 

• Outline budget and consider all 
forms of potential revenues, as 
well as all forms of expenses 
 

• Number of grant 
applications submitted 

• Win rate 
• Number of funders, 

track and diversify 
funding sources 

• Number of meetings 
to establish and 
strengthen funder 
relationships 

• The amount of 
funding 
awarded to 
GAP 
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standardized 
digital images of 
all items for both 
collection 
management 
purposes and to 
support making 
the collection 
available 
on the GAP 
website 

• Create priority list and identify 
necessary actions 

Continue to pursue 
broader geographic 
reach achieved 
through the recently 
created online 
engagement 
opportunities – 
Crafty Hour and 
Monthly Classes – 
including options for 
in-person and hybrid 
(online/in-person) 
versions of these 
offerings, as well as 
circulation of GAP 
traveling exhibits 
outside of the 
Northeast and Mid- 
Atlantic regions 

• Establish regional critique groups 
by outlining purpose and key 
activities – and by identifying 
regional leaders 

• Continue ongoing programs (e.g., 
monthly classes, crafty hour, 
conferences, post-Covid regional 
gatherings) 

• Consider value of launching and 
make a decision on a GAP 
members-only Facebook Group 
by October 2021 

• Identify a short list of 10-15 
exhibition options that will allow 
for increased awareness and 
networking opportunities for 
members, including at least 50% 
outside of the Northeast and Mid- 
Atlantic regions 

• Curate a papercutting exhibit for 
display at a prominent regional art 
museum 

• Number of 
participants in 
activities (overall, 
new, returning) 

• Percentage of 
members 
participating in 
activities or 
submitting art 

• Number of 
Facebook group 
members 

• Facebook 
engagement 
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Conclusion 
The Guild of American Papercutters is at a unique moment in time and is deeply committed to 
ensuring the organization is on track for growth and sustainability into the future. Through the goals 
and supporting activities outlined here, the organization will be best positioned to utilize limited time 
and resources available to them. The identified metrics will enable GAP to regularly check in on 
whether they are succeeding – and adjust their plans if necessary, recognizing that strategic 
planning in the 21st century is not a static process. 

 
The revised mission statement and the goals listed here reflect the input of the full community and a 
broad range of stakeholders and have been revised and iterated through a collaborative process to 
ensure representation and increase buy-in and commitment. 

 
With this plan, GAP looks forward to growing its membership-based community to promote 
awareness about, preserve the heritage of, and advance the art of papercutting. 
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APPENDIX A: Key Findings 
 

 
Key Finding #1 

9

Members rate the Guild highest on inclusivity

64%

69%

77%

81%

83%

89%

95%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

I am interested in attending a National Conference in
the future.

The activities that the Guild offers (e.g., crafty hours,
workshops) add value to my life and work.

I am interested in visiting the National Museum in
Somerset, Pennsylvania in the future.

I understand the mission and vision of the Guild.

The newsletter (First Cut) adds value to my life and
work.

I receive value through my membership in the Guild of
American Papercutters.

I believe that the Guild of American Papercutters is an
organization where people of any level of papercutting

experience can feel comfortable and get value.

Source: Resolve GAP Survey, April 2021. n=115; Analysis is based on the % of the company that strongly agrees or agrees with the statement

Special FeaturesMission/VisionCore benefitsInclusivity

“I’m impressed with the membership and the 
organization. Very inclusive and non-

judgmental… great people.”

“It is great to 
feel so 

welcomed.”

“I don’t want us to 
become exclusive like 

some of the other 
papercutting 

organizations.”

“That’s what I really love about it… it’s so 
supportive; there are no huge egos about 

anything.”

Members value the welcoming nature of GAP:

 
 

Key Finding #2 
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Overall, GAP members are more satisfied with their 
membership experience relative to other associations 

*Source: https://www.mckinley-advisors.com/wp-content/uploads/2017/10/McKinley_Health-of-Associations-in-the-21st-Century.pdf
** The Net Promoter Score is a common measure of customer loyalty used across industries and is calculated by taking the % of ‘promoters’ (those responding 9-10 on a 10-point scale) and subtracting the % of 
‘detractors’ (those responding 6 or below on a 10-point scale)

45%

31%

24%

Association Average*

Promoters Passives Detractors

56%28%

17%

GAP

Promoters Passives Detractors

Industry Average Net Promoter Score**: 
21

GAP’s Net Promoter Score: 
39
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Key Finding #3 
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Members are most grateful for the opportunity to 
connect with other papercutters and see their works

Source: Resolve GAP Survey, April 2021. n=115; Analysis is based on the % of the company that strongly agrees or agrees with the statement

2.38

2.59

2.92

3.47

3.75

0 1 2 3 4

Finding exhibition opportunities for myself

Learning about the history and tradition of
papercutting

Learning papercutting skills

Seeing others' papercutting works

Connecting with other papercutters

Membership Benefit Ranking

Other Benefits Cited by Members:

• Sense of community, connection, 
belonging (15 members)

• First Cut (7 members)

• Prestige / visibility (5 members)

• Workshops / classes (5 members)

 
 

Key Finding #4 
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… and provided feedback on where they’d like to see the 
organiza�on go in the future

Recognize a broad range of 
members

“Highlight more ar�sts’ work; there 
only seem to be a few people 

ge�ng a�en�on on social media.”

“More informa�on for the average 
papercu�ersin being recognized”

“Allow people to enter exhibits 
without having to sell their 

artwork.”

Create learning opportuni�es

Get crea�ve to enable in-person 
gathering

Con�nue to refine approach to 
digital media and communica�on

“Need more advice for doing an 
exhibi�on for the first �me”

“Have more courses or learning 
events for inexperienced people 

wan�ng to learn”

“List more resources for growth in 
papercu�ng”

“Try and have as many experiences
for cu�ers to get together”

“Be�er ways of connec�ng with 
people locally. Online is not really 

ideal.”
“Regional gatherings”

“More communica�on and be�er 
website for renewal”

“Cleaner, easier website” “Update website”

Con�nue to offer online experiences “Keep the Zoom offerings” “Loving the online opportuni�es!” “Zoom mee�ngs”

Consider value of printed media “Bring back printed media” “I miss the hardcopy magazine” “I liked the actual mailed copy of 
the newsle�er”
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