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INTRODUCTION

The purpose of this document is to outline the strategic direction and vision for The Escondido Creek Conservancy (TECC) for the next five years.  This plan is intended as a guiding document, to identify major initiatives and key directions that The Escondido Creek Conservancy will follow to achieve a new level of success, sustainability and operational capacity.  It is intended as both a document for discussion as well as a “road map” to help the board, staff and supporters of TECC to work together to accomplish their goals, realize their vision, and advance their mission to preserve and protect Escondido Creek and its watershed.
MISSION STATEMENT

Established in 1990, the Escondido Creek Conservancy is a private, non-profit, public benefit corporation dedicated to the preservation and protection of Escondido Creek and the natural open space within its watershed.

The Escondido Creek Conservancy is actively working to protect the natural lands within the Escondido Creek watershed as an irreplaceable natural asset with great value to the community. The Escondido Creek Conservancy also supports educational programs and compatible outdoor recreation within the watershed for the benefit of all. To carry out its work, TECC has formed alliances with landowners, government agencies, and education and community groups to increase awareness of the invaluable resources harbored within the Escondido Creek watershed. 
TECC has been described as a watchdog and steward of Escondido Creek, a voice promoting an alternative to unchecked development, and a force working to protect open natural lands, view-sheds and wildlife corridors of the Creek to ensure that the benefits and services of  Escondido Creek’s natural ecosystems will continue to reward present and future generations.  

ESCONDIDO CREEK AND ITS WATERSHED

One of the few year-round creeks in San Diego, Escondido Creek originates in the hills northeast of Escondido and flows southwest into the ocean at the San Elijo Lagoon.  Encompassing some seventy square miles, the watershed accommodates a variety of natural habitats, including riparian wetlands, oak woodlands, native grasslands, chaparral and coastal sage scrub.  Home to many unique and endangered plants and animals, this watershed is an invaluable resource deserving protection.  

The upland areas support many rare plant species such as wart-stemmed ceanothus, summer holly, mesa club moss and California adolphia.  Expanses of coastal sage scrub provide refuge for threatened California gnatcatchers, San Diego horned lizards and orange-throated whiptail lizards.  Sticky dudleya and sea dahlia grace the rocky cliffs above the creek while marsh elder and Orcutt’s brodiaea can be found along its sandy banks.  Great blue herons linger undisturbed while mountain lions, mule deer, bobcats, fox and coyote come to refresh themselves.  Road runners, owls, hawks, turkey vultures and golden eagles all play a role in this delicate and complex ecosystem.  
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The open space and natural continuous corridor associated with Escondido Creek provide countless significant benefits to humans as well.  In providing scenic wild places and a peaceful environment away from the stress of modern living, this open space is a wonderful place for passive recreation, hiking and bird watching.  A walk along the creek at dawn or sunset can be like taking a journey back in time.
HISTORY AND ACCOMPLISHMENTS
The Escondido Creek Conservancy has accomplished much in its first 14 years.  Established in 1990, The Escondido Creek Conservancy began as an organization focused on water quality issues, litter, and environmental education.  Realizing the intense pressures of land development in the region, TECC soon became actively involved in land protection – both through direct acquisition of land and conservation easements and by promoting the land acquisition efforts of local agencies.  To date TECC has directly acquired 360 acres in four separate land transactions over the past few years. 

Land protection projects include:

· Derbas Acquisition – 345 acres acquired in partnership with the County (253 acres acquired by TECC, 92 acres acquired by the County). October 2002. Originally slated for 84-home development.

· Quarry Property – 11 acres. Purchased in 2001.

· Undeveloped 76.2 acres – adjacent to the 750 acre Elfin Forest Recreational Reserve. Acquired February 2001.

· Bumann Property – 21.5 acres deeded by a developer as mitigation land to TECC.
TECC is working toward a long-term goal of preserving 3,000 acres of open space in the Escondido Creek watershed, with a primary focus on the Harmony Grove Canyon area. To date, xxx acres have been protected toward that goal.
TECC has also launched a volunteer water quality monitoring program for the Creek, supports local environmental education programs and hikes in the watershed, promotes the establishment of a trail system, and is working to build its land management and stewardship capacity.  TECC was a leader is establishing the Escondido Creek Watershed Alliance, bringing local municipalities, non-profit groups and community leaders together to work on the future of Escondido Creek.
THE CHALLENGE AHEAD

It is a critical moment for Escondido Creek and for The Escondido Creek Conservancy.  Land costs are up, and development pressures are accelerating at an unprecedented rate.  The area is facing new challenges from large scale developments such as the New Urban West development.  To meet the threat from land development, TECC wants to aggressively ramp up its land protection efforts, especially in Harmony Grove Canyon.  TECC also wants to build its capacity by moving from a volunteer-driven organization with one part-time staff to an organization led by Executive Director. Moreover, TECC would like to have more members, more donors, and a stronger board to help accomplish its goals.  

TECC is also calling for the need to create a dramatic and compelling vision for the entire creek  -- created by pulling together the many groups working throughout the watershed, to get input and buy-in from all. TECC wants to then actively work to bring this “Vision for the Creek” to all local residents to ensure that the vision can find support from voters, donors and activists throughout the area.  
TECC is also giving consideration to new land protection tools – such as potentially using  litigation – and creating new entities – such as creating a Joint Powers Authority (JPA) for the creek.  Addressing how to pay for this new level of activity is also a challenge that TECC must meet.  To address these multiple challenges, in June 2004, TECC carried out a strategic review with the assistance of an outside consultant to produce this strategic action plan for TECC’s future. 
STRENGTHS AND WEAKNESSES OF THE ESCONDIDO CREEK CONSERVANCY, THREATS AND OPPORTUNITIES FOR THE CREEK
The Strategic Planning Session was held in June 2004 and attended by seven of the eight   members of the TECC board.  The board carried out a quick “SWOT” analysis to identify some of the key strengths, key areas in need of strengthening, major threats and major conservation opportunities perceived by TECC board members: 
SWOT ANALYSIS RESULTS:


DISCUSSION OF KEY ISSUES

The board addressed several major issues facing The Escondido Creek Conservancy at this stage of its development.  These issues included:

1. Land Protection – Harmony Grove and beyond
2. Staffing and institutional capacity
3. Board strengthening and involvement

4. Expanding TECC’s base of support – “Vision for the Creek” and Community Outreach
5. Supporting issues

6. Fundraising

1. LAND PROTECTION ~ FOCAL AREA HARMONY GROVE CANYON: Aggressively Accelerate Land Protection for Harmony Grove Canyon.
During the Strategic Session Leonard Wittwer directed a discussion of local conservation priorities, focusing on the land in Harmony Grove Canyon – those lands that are adjacent to Harmony Grove Road running from the “New Urban West” tract down to the “Estates 7 LLC” tract.  Leonard’s conservation land map identified local parcels that might be targeted for conservation in this area: there are at least twelve large parcels  (75+ acres, totaling more than 1000 acres) in the Harmony Grove area that should be targets for conservation, along with a multitude of smaller tracts (total number and total acreage unknown).  
The board determined TECC’s biggest impact over the next three-five years would be to focus the major part of its work on protecting the lands in Harmony Grove Canyon.  Leonard will develop an “inventory of key parcels” (a map with brief supporting written descriptions on what is known about each of these parcels). TECC will use this inventory and map, along with targets for land protection, as the basis of its “Conservation Plan for Harmony Grove Canyon”.  

The board set the following preliminary land protection goal: Protect at least 80% of the unprotected acres in Harmony Grove Canyon within the next five years.  The total acreage of the parcels targeted for conservation in the Harmony Grove Canyon area needs to be tabulated, along with the probability for achieving some form of protection assessed and described.  The assembled data will be compiled to create the Conservation Plan, along with more specific measurable goals and timelines for success.  
A Land Owner Contact program needs to be instituted so that regular contacts can be made to land owners in the Harmony Grove Canyon area and good records of all contacts keep in a centralized location.   As part of the Transition Plan described below, Leonard Wittwer will begin to make some preliminary contacts to landowners, with more formal and wider contact made once an Executive Director is hired.
The board members identified the “Resnick 100” property as particularly important and also identified the “New Urban West” proposed development as a major threat, if developed inappropriately, to Escondido Creek. Leonard Wittwer, Steve Barker and Everett Delano will work together to try to acquire the Resnick 100.  Everett Delano will draft a letter to make contact with Mr. Resnick and clarify his position regarding the future of his land by August.  June Rady will lead a team to follow the progress of the New Urban West proposal and see what can be done to influence the direction of its development.
The board identified the need to reach local residents living in the Harmony Grove Canyon area as a critical element to the successful protection of the canyonlands.  Steve Barker will lead the effort to produce a compelling PowerPoint or photo-presentation on “The Conservation Vision for Harmony Grove Canyon” and develop a program to present this vision to the neighbors and community groups in the Harmony Grove area.  Steve’s team will work to describe this vision for Harmony Grove through the use of a “big audacious humongous goal” that “paints the picture” and attract the support of others.  This Conservation Vision will serve as a principle building block for TECC’s basin-wide “Vision for Escondido Creek” described later in this plan.
The board also discussed the limits to development that might be in place due to restrictions in sewer capacity and other infrastructure limitations.  Jerry Harmon volunteered to conduct an analysis of sewer and other infrastructure capacity issues that might limit or slow development in Escondido Creek and prepare a report back to the board on his findings, with recommendations on how these issues might be used to assist TECC in advancing its mission.
The board introduced the idea of securing some “scenic byway” designation for Harmony Grove Road.  Tim Costanzo agreed to track down a report on the subject and June Rady agreed to ask Deb LeLevier to investigate this idea further and report back to the board.
LAND PROTECTION/HARMONY GROVE -- Actions agreed upon: 
1. TECC’s major focal area for aggressive land protection during the next 3-5 years will be the Harmony Grove Canyon area.  Protect 80% of the unprotected acres in Harmony Grove Canyon within the next five years.
2. TECC will create a “Conservation Plan for Harmony Grove”.  Develop an “inventory of key parcels” – a map with brief supporting written descriptions on what is known about each of these parcels  -- Create a quantified list of conservation targets (acres, number of parcels, potential costs, target acquisition goals per year) as the basis for “Conservation Plan for Harmony Grove Canyon” – Leonard 
3. TECC will develop Land Owner Contact Program to contact all landowners of large parcels – Leonard will begin less formal work until Executive Director is on board – Leonard

4. The fate of the “Resnick 100” Property is crucial.  TECC will develop a team to work on  acquiring the “Resnick 100”. (Everett Delano will send a letter by August to Mr. Resnick to see where things stand.) – Leonard, Steve and Everett

5. TECC will create a team to work on proposed development of “New Urban West” parcel – June Rady
6. TECC will create a “Conservation Vision for Harmony Grove” – a compelling presentation of TECC’s vision for the future of both Harmony Grove Canyon. (This will serve as a key building block for the development of “The Vision for Escondido Creek”  which will address the entire Creek watershed. Steve Barker.
7. TECC will create a program to present the vision to neighboring landowners and nearby communities – Steve

8. TECC will carry out an analysis of local sewer capacity as it impacts local growth capacity – and look especially at the capacity of the outfall pipe -- and analyze other infrastructure capacity limits to development.  Recommend how TECC might use these issues to support its work. – Jerry
9. TECC will explore a “Scenic Byway” designation for Harmony Grove section of Escondido Creek.

a. Get report from Linda Hamilton and Betsy Keith (Tim and Steve will get report).

b. June will ask Deb to carry out research on scenic byway designation. 

2. STAFFING: Hire An Executive Director and Build TECC’s Institutional Capacity
The board identified the need to hire an executive director to increase the institutional capacity of The Escondido Creek Conservancy.  After a discussion of alternatives, the board agreed to move TECC into a “transitional phase” from July 1 – December 31 to allow TECC to make the necessary changes and preparations to hire a full time executive director.  Leonard Wittwer will  assume day-to-day responsibility to help oversee and implement a transition plan that will lead to hiring an Executive Director by January 2005.

June Rady, the Chair, will build a Staffing Committee to approve and provide board oversight on the transition plan and to develop the job description and carry out the search for the executive director.  In addition, the Staffing Committee and Leonard Wittwer will carry out a performance review of Deb LeLevier, the current part-time staff, and will discuss transition and future goals and responsibilities with Deb.  Deb LeLevier will report to Leonard Wittwer during the transition phase.  In addition, TECC’s Staffing Committee will move its entire staff from contractor status into employee status beginning July 1, 2004.

Tim Costanzo will lead a fundraising effort to raise the necessary cash or pledges to cover the increased costs that will result from hiring an executive director.  The board set a goal of raising $250,000 in cash or pledges by December 2004 – funds that would cover TECC’s projected increased operating expenses for the first two years.   
THE TRANSITION PLAN – Actions agreed upon:
1. Create a Staffing Committee – led by June Rady as the Board Chair

2. Staffing Committee will draft job description and key goals for ED position by October.

3. Establish and implement a Transition Plan for July – December 2004.  

a. Leonard Wittwer will assume day-to-day responsibility for TECC’S operations during the transition phase and will draft a written Transition Plan to establish goals and objectives for the transition period (July – December 2004). 
b. Staffing Committee will approve the transition plan and oversee its implementation.

4. Staffing Committee will meet with Deborah LeLevier to discuss her roles, goals, and duties over the next six months and beyond. 

a. Staffing Committee will carry out performance review of Deb’s work to date.

b. Committee and Leonard and Deb will identify key tasks and deliverables from Deb due over the next six months.

c. Deb will report to Leonard during the transition.

d. TECC will move Deb and Leonard from contractor roles into staff roles.

5. Staffing Committee will conduct the search for an executive director and hire one by January 2005.

6. Raise $250,000 in cash or pledges by December 2004 --  money will fund  “TECC’s Transition” into an Executive Director-led organization.  Tim Costanzo will lead fundraising team.
3. BOARD INVOLVEMENT: Strengthen the board and its capacity. 
The board identified the need and the challenge to keep the level of energy and enthusiasm from the board high.  The board determined that it would expand the number of board members in order to increase capacity, add new skills and bring additional energy and help to the work of the Conservancy.  The board further agreed that a key responsibility of the new executive director will be to ensure board members are engaged and empowered to carry out key tasks for TECC.

Jerry Harmon and Everett Delano will serve on the Nominating Committee to carry out the necessary work to expand and strengthen the board.

STRENGTHEN THE BOARD -- Actions agreed upon:

1. Define an Executive Committee – June Rady, Chair.

2. Define and activate a Nominating Committee and prepare Quarterly Reports to the board – Jerry and Everett

3. Add new board members – develop a board matrix – see below.
a. Add expertise and energy

b. Identify at least two dozen candidates
c. Meet most promising candidates and recruit 4-5 new board members by December 2004.

4. Create a process to orient and involve new members

a. Nominating Committee to develop a board member orientation packet by December.

b. Executive Director and Nominating Committee to assign a “Board mentor” to each new incoming board member.  Mentor to solicit key interests of new member and establish possible “goal(s) and action commitments” from the new board member within first six months.

5. Create board terms and term limits (e.g. three year terms and no member can serve more than three terms). Begin terms and limits January 2005.


4. EXPANDING THE BASE OF SUPPORT ~ Build and Market a “Vision for Escondido Creek”

Build the Vision.  A major complement to TECC’s land protection efforts in the Harmony Grove Canyon will be the creation and marketing of an overriding “vision” for the entire Escondido Creek watershed.  This vision will serve as the major driving force behind all of TECC’s efforts, as well as a rallying cry to pull groups and local governments together to accomplish an ambitious and comprehensive plan for the long-term protection of Escondido Creek.  
The “Vision for the Creek” will be created with TECC’s leadership, through open partnership with others.  Groups such as the San Elijo Lagoon Conservancy (SELC) that are already providing key leadership in various parts of the Creek will be consulted and strong partnerships will be built to develop a unified Vision for the Creek.  A great deal of work has already been developed by many of these groups that can be used to build the Vision for the Creek.
For example, the Conservation Plan for Harmony Grove Canyon that will be developed as part of this strategic plan will be folded into the overall “Vision for the Creek”.   In addition, the San Elijo Lagoon Conservancy’s strategic plan for the lagoon, now being finalized by SELC, will also be added to the overall Vision.  

Steve Barker will lead a team that will work to identify the compelling “big audacious humongous goals” that will serve as the basis for the draft Vision for the Creek.  Steve’s team and TECC staff and board members will contact key groups, agencies, individuals and leaders in the community to begin to get their input and buy-in to the Vision for the Creek.  
The board identified several natural nodes of activity and focus along the length of the creek, and Steve’s team will use these nodes and existing workplans underway in each as building blocks for the overall Vision.  Specific conservation goals and timelines will be set for each node.  A written document, “The Vision for Escondido Creek”,  will be produced from this process, along with a persuasive PowerPoint presentation that can be brought to local groups and the wider public to generate public awareness and support for this vision.  

Areas of Focus for the “Vision for Escondido Creek”

   Escondido Creek Watershed


“activity nodes”:

Daly #2 Acquisition





                  Channelized section – restoration





Harmony Grove Canyon





    San Elijo Lagoon

………………………..Pacific Ocean……………………………………….

Market the Vision to the Community.  The board identified the need to aggressively market “The Vision for Escondido Creek” to a wide segment of the public to achieve its long-range objectives.  An active community outreach program will be needed to accomplish this.  The major public outreach push will come after the executive director is hired.  The new executive director will take the leadership role in developing a successful community outreach and marketing plan. This plan will include interactive community presentations, media outreach, regular public field trips, supporting activities from partner groups along the Creek, and presentations and dialogues with key decision-makers.  
Prior to hiring an executive director, TECC will begin to hold two types of public presentations: one-hour ‘personal field trip introductions” and evening “community visioning workshops”.  These two presentation types will be started as part of the vision development process, and will also help generate new members, find potential board members, and identify donor prospects. The board will use the presentation being developed by Steve’s team as the first draft of “The Vision for Escondido Creek”, including a particular focus on the conservation Plan for Harmony Grove Canyon as an urgent and critical land protection focus.  Begin these events this fall under Leonard Wittwer’s direction. TECC will use these public events as opportunities to build TECC’s membership and its donor base.
Develop two types of events – 

1. A one hour “personal field trip introduction” to introduce the Escondido Creek and the Conservancy to individuals using a compelling, one-hour hike in Harmony Grove, including a short presentation on the Creek and its future to regularly-scheduled groups of individuals.  Assigned board members follow-up with each person who attends in a structured and systematic way.

2. Develop “community visioning workshops” that present “the Vision for the Creek” to community groups – engage the community by asking for their feedback and input.

3. Hold both types of events at regularly repeated intervals.

BUILDING AND MARKETING A “VISION FOR THE CREEK” – Areas agreed upon:

1. Write up “The Vision for Escondido Creek”: Vision, “BHAGs” and the Story. Steve and team.
2. Use the Conservation Plan and Conservation Vision for Harmony Grove Canyon as a key building block of the overall vision.  Add San Elijo Lagoon Conservancy’s vision and plan for the lagoon. Consult with others to secure their input, plans and ideas.  – Steve and team.
3. Add (as part of the vision) a goal and a set of objectives that would lead to the elimination of the concrete channel and restoration of the Escondido Creek in the city as an alternative to what is there now (Steve). 
4. Add (as part of the vision) a proposed well-defined trail system and trail map for the Escondido Creek watershed (Jack).

5. Add (as part of the vision, but to a lesser level of detail) a section that addresses the upper watershed of Escondido Creek and proposes a vision and key action steps for that reach of the Creek (Everett and Jerry).

6. Generate a call for action to return the Creek into a ‘living stream” (Everett and Jerry).
7. Draft One of this Vision should be ready to “go public” by August 28.
8. Develop a compelling brief presentation and marketing materials (PowerPoint, slides, a brochures, maps, etc.) to enable presentations to targeted groups – Steve’s team
9. Design and initiate a series of one hour “personal field trip introductions” for small groups to Harmony Grove Canyon.  Assign board members with responsibility for specific field trips and structured follow-up. Hold 6-8 trips by December 2004, and make contact with 10-12 individuals per trip – Leonard.

10. Design and implement a series of community presentations/workshops that present The Vision for the Creek to targeted community groups.  Secure their feedback and buy-in for the vision. Hold at least one presentation per month through December 2004. Leonard to oversee process and schedule specific board members for presentations.

11. Design an aggressive community outreach campaign to bring The Vision for Escondido Creek to a wide range of targeted groups and audiences in 2005. New Executive Director.
Strengthen TECC’s Programs and Advance the Mission. Steve Barker presented a visual picture of how the Vision and its story supported the work and mission of The Escondido Creek Conservancy:
THE BIG PICTURE – CREATE THE VISION AND THE STORY – THEN SUPPORT IT WITH GOALS IN LAND PROTECTION, MEMBERSHIP, AND FUNDRAISING 
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5. SUPPORTING ISSUES:  Trails, The Escondido Creek Watershed Alliance and a Joint Powers Authority, TECC’s Membership Program, and Other Issues
The board discussed several issues that will work in support of TECC’s larger efforts:  
· Developing a well-defined trail system for Escondido Creek

· Reviewing the Escondido Creek Watershed Alliance and investigating the benefits and best approach for a Joint Powers Authority for the creek

· Defining TECC’s membership program and membership goals

· Other Issues – see “Parking Lot Issues” in the appendix.
5a. Trails.  The board discussed the trail system in Escondido Creek’s watershed and made the following determinations:

· A well-defined trail system would be a benefit to protecting the watershed and building support for its long-term preservation.
· Need to work to protect existing trails.
· Landowners and others will fear the unknown (“trails and bad people in the wrong places”) 
· Trails can generate support among key user groups (hikers, bikers, horse riders, etc.).
· Need to clearly define a trail system as part of the Vision for the Creek.
· Need to define the trail system maintenance program, and its potential for volunteer involvement.
· A map of the envisioned trail system, as a specific part of the Vision for the Creek can be a powerful force to gain support and eliminate fear.
· TECC will create the Trail Vision and Trail Map for Escondido Creek – Jack Olmstead lead. 
5b. The Escondido Creek Watershed Alliance and a Joint Powers Authority.  The board reviewed the current work of the Escondido Creek Watershed Alliance, a network that TECC helped create several years back, and discussed the potential benefits of working to move the Alliance into a legislated Joint Powers Authority.  The board came to the following determinations:
· Currently the Escondido Creek Watershed Alliance (ECWA) is staff driven – and it has no large driving vision.  

· TECC might want to work to create an Executive Council made up of elected officials for the Alliance as a mechanism to involve local decision-makers more directly.

· TECC might want to work to create a Joint Powers Authority, such as they have in the San Dieguito watershed, in order to attract more political support and more public funds. Jerry Harmon volunteered to look into pros and cons and report back to board (by when?).

· TECC needs to engage the ECWA and San Elijo Lagoon Conservancy to get their input and buy-off on the watershed-wide Vision for Escondido Creek. 
5c. TECC’s Membership Program.  The board discussed the Escondido Creek Conservancy membership program and its relative importance to its other goals and objectives.  TECC currently has about XXXX supporters and generates about XXXXX in annual operating funds from these individuals.  Members receive two newsletters a year and provide a base of political support for TECC.  The board felt that membership, while important, was not a critical priority at this time.  The board discussion on membership revealed the following determinations:
· TECC should clearly define its membership benefits (i.e. why should I be a member?):
· Receive the newsletter
· Contribute to protection of Escondido Creek
· What other benefits?
· Define membership levels – create a giving club?
· TECC needs to develop and institute a regular membership renewal process and annual appeal process – who does what, when, and what are the objectives for doing so? This should fall under the executive director’s oversight, when an ED is hired.
· TECC could easily develop more ways to get members involved 
· Awards and recognition
· Field trips
· Summer concert – (this exists and is a good member contact and benefit).
· Volunteer work and park maintenance
· Board and staff need to make face-to-face contact
· Discussion of the 4-Step Individual Donor strategy – this needs additional discussion and work
· Recruiting new members is tough – and costly for a small organization.  Keep the door for new members open, but TECC will not launch a membership campaign at present. Grow organically. TECC could brainstorm ways to economically expand its membership base.
· When TECC determines it wants more from its members and its membership program it will need to set measurable goals for the membership program. Currently there is not a lot of interest nor a strong consensus on membership issues.
SUPPORTING ISSUES – Actions agreed upon:  

1. TECC will develop a Trail Vision and Trail Map for Escondido Creek – a map and a description of a preferred trail system, as a supporting chapter of “The Vision for Escondido Creek”.  Jack Olmstead will lead this effort, to be completed by October 2004.
2. Investigate the pros and cons of creating a Joint Powers Authority, such as they have in the San Dieguito watershed, in order to attract more political support and more public funds. Jerry Harmon will review and report back to the board prior to January 2005.
3. Be ready to present a well-supported “Vision for Escondido Creek” to ECWA by January 2005.  This may lead to a push for creating a JPA to realize this watershed-wide vision. Jerry Harmon is lead.

4. The new executive director will oversee the review of TECC’s existing membership program – recruitment, benefits, newsletter, annual appeal and renewal efforts – and make recommendations to the board for appropriate improvement vis-à-vis time, effort and cost-benefits for TECC. January-July 2005).
5. Financial Controls and Audit – As TECC moves to expand it was agreed that a review of its financial controls and procedures should be carried out, along with an investigation into how it might achieve a formal audit at an affordable price. Leonard Wittwer and Steve Barker.

6. The board will review the issues not fully addressed during the strategic planning session (found in the “Parking Lot Issues” listed in Appendix) at the October board meeting and again in January or February. June Rady, Chair, will oversee this review of issues.

6.  FUNDRAISING AND MEMBERSHIP – Raise the funds needed to bring on an Executive Director, provide catalytic private funds for land acquisition in Harmony Grove Canyon, and build private support to achieve “The Vision for Escondido Creek”.

The board discussed the key actions it needed to undertake in order to begin to cover the costs anticipated in this strategic plan.  The following conclusions were reached:

· $250,000 will be needed to cover the costs of bringing on a full-time executive director for the first two years.  These funds should be raised in cash of pledges by December 2004 before an ED is hired.

· A fundraising target for catalytic private funds that will be needed to launch the Conservation Plan for Harmony Grove Canyon needs to be calculated.
· A series of regular “field trip introductory sessions” should be instituted in order to reach neighboring landowners, neighbors, and new individuals who might become members and donors to TECC.  Regular scheduling and structured follow-up will be key elements in the success of these events.

· Recruitment of new board members can greatly assist TECC’s fundraising efforts.

· TECC’s membership program could be useful in supporting TECC’s larger fundraising, but it will require some time and attention.
FUNDRAISING – Actions agreed upon.
1. Raise $250,000 by December 2004 to cover the costs of expanding into a full-time executive director in January 2005.  (Tim Costanzo will lead a fundraising effort, all board members engaged)

a. 100% Board participation.

b. Every board member “gets”

c. By August – draft of Vision Plan will be available – use the Concert to announce the Vision or a fundraising campaign??

d. Invite donor prospects to introductory field trip events, and assign board members to keep in touch with those that attend.

e. Develop a fundraising campaign and materials: “Harmony Grove Canyon Campaign” -- $250,000 for two years of operating funds which will allow TECC to protect 80% of the land in the Harmony Grove Canyon. (Tim is lead – Campaign Case Statement due by September 04).

f. Calculation of private dollars needed to serve as catalytic private funds to protect 80% of the land in Harmony Grove Canyon needed by August 04 – Tim Costanzo and Leonard Wittwer should prepare this calculation and report to the board.
2. Establish and institute a regular series of personal introductory field trip events that can introduce individuals to Escondido Creek and the work of the Conservancy.  Recruit new board members to assist with these events and their follow-up. Steve Barker will work to recruit some “cruise directors” and establish the July- December 2004 Calendar for these events by August. 
3. Establish a fundraising/donor recruitment follow-up process. Who?
4. Hold 6-8 of these introductory field trip events by 12/04; make contact with 10-12 individuals at each trip. Who?
5. Recruit new board members (see Board Strengthening section above).

6. Define membership program, benefits, plan and goals (# members, amount of money from membership) by December 04. (Deb?)

CONCLUSION
The Escondido Creek Conservancy has reached a defining point in its history and in the history for the future of Escondido Creek.  The Escondido Creek Conservancy has accomplished much in its first 14 years, and has assembled skills, strengths and experience to meet the challenges and threats that face Escondido Creek.  The Conservancy now holds title to critical acreage, and has acted as a catalyst in the protection of other lands.  It has developed a strong and enthusiastic board, and has built a reputation for action, for fundraising, for land protection and stewardship.
Yet the moment for the future of Escondido Creek is upon us.  Development pressures are huge and increasing. Public funds are available but beginning to diminish.  The undeveloped land in the Creek’s watershed, which rivals any in the county, is available but disappearing.  

TECC stands as a leader in the community working to protect the Creek.  By defining a clear vision for Harmony Grove Canyon, and a larger vision built in partnership with others for the entire creek, TECC can mobilize hundreds if not thousands into action to protect this critical area. By expanding its capacity through the hiring of a fulltime executive director, by expanding its board, and by reaching out to the larger community, TECC can gain momentum, strengthen itself, and make a lasting mark on the future of Escondido Creek and the entire watershed. 

This is the call to action generated by and for The Escondido Creek Conservancy.  It is an ambitious call to action, but an achievable one.  Meeting this call to action will require dedication and hard work, and will result in the protection of some of San Diego’s most exceptional lands and waters.  It will leave a lasting legacy to benefit all San Diegans for generations to come.
APPENDIX 1

PARKING LOT ISSUES FROM JUNE  5, 2004 SESSION
Issues we did not talk about but may want to return to:

1. Redundancy of staff and overhead among local non-profit groups – can we develop long-term partnerships and sharing with others? Should we discuss mergers sometime in the future?

2. Where does litigation fit in? When does TECC sue? How does TECC decide?

3. “Capture Leonard’s brain” – need to follow-up and get a lot of the information that Leonard has on local land ownership and potential land sales into a format more of us can use and make certain we don’t lose it.

4. Describe and develop a formal land owner contact program as a key duty of the new executive director

5. New board members and advisors – what is our plan to nurture new individuals – via working task teams or other ways? (e.g. New Urban West)

6. How do we serve as park watchdogs?

APPENDIX 2

BOARD MEMBERS ATTENDING THE STRATEGIC PLANNING SESSION 
JUNE 5, 2005

June Rady, Chair

Tim Costanzo, Treasurer

Steve Barker

Everett Delano

Jerry Harmon

Jack Olmstead

Leonard Wittwer

Also present: Facilitator - David Younkman, Strategic Consulting

Absent: Brent Alspach, Secretary

APPENDIX 3

STAFFING: THE EXECUTIVE DIRECTOR

Some key responsibilities

· Develop a Land Owner Contact Program 
· Implement the Land Conservation Strategy
· Build agency relations with decision makers and partners – city, local government, wildlife agency, and other non-profits – stress land use and funding.
· Create a measurable work plan and budget for the Executive Director position and TECC as a whole
· Develop a Community Outreach Plan, outreach campaigns and necessary materials.
· Market and achieve both the Conservation Plan for Harmony Grove Canyon and The Vision for Escondido Creek.
· Build donor programs with board member support and involvement – especially focus on individuals and foundations. Grow income from $25k/year to $125k/year of operations.
· Build membership programs
· Continue publication of newsletter
· Keep the Board active and involved – keep communication lines open
· Oversee database, records, keep TECC organized and business-like
· Develop and implement TECC’s land acquisition and land management efforts
For a list of skills, requirements and sample job descriptions – check the Land Trust Alliance website.

STRENGTHS


Leadership


Passion 


Political connections/contributions


Good track record


History of land acquisition


Ability to raise funds


Ability to communicate message (newsletter and public meetings)


Our board members and staff – have passion and skills





WEAKNESSES (AREAS THAT NEED STRENGTHENING)


Get an executive director


More land acquisition expertise


Better board-staff communication


Better website


Board of directors – (several areas for improvement):


Expand the size


Keep up the board’s energy


Improve follow-through


Eliminate fear of new ideas





THREATS


TIME!


Cost of land


Reduced public funds in the future


Lack of time and energy of board (two responses)


Requirement to work only with willing sellers





AREAS OF OPPORTUNITY


Connect to politicians who have land use authority


Increase fundraising and land acquisition


Acquire lands along Harmony Grove


Implement management plans for TECC lands


More effective public outreach





Board Matrix – elements to capture on a board: (Wealth, Work and Wisdom)





Diversity


Geographic representation


Gender


Age


Known and respected in local community


Key skills – legal, accounting, science


Ability to raise or donate funds


Ability to raise or donate funds (requested to be repeated for emphasis)


Political connections


Other





Review and assess current board strengths and weaknesses and identify the “search images” for new board members.





THE VISION


+


THE STORY








Big Picture


TECC program goals to achieve it


Partnership efforts to complement TECC’s work 
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David Younkman ~ Strategic Consulting 

Younkman@netzero.net ~619-206-6708
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