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BACKGROUND

On September 14th, 2007, David Younkman of Strategic Consulting conducted a one–day retreat with the board and, in the morning, with the executive director, to discuss key issues facing The Escondido Creek Conservancy (TECC) in order to update their strategic plan of 2004.  

Prior to the retreat, I received comments via both emails and personal phone calls.  During the day we discussed a larger array of topics. If my notes do not capture the sentiments offered by others, I welcome changes and refinements.  Below I have organized our discussion around 7 major topic areas that we identified as important issues to address as TECC moves ahead to realize its mission.  Each section contains decisions and commitments we made and my recommendations.  In some cases (e.g. the Vision Statement) I have offered up a suggested “proxy” that may serve as a starting point for the board to discuss in order to come to closure about the exact wording and/or position it may wish to take on an issue.  I have organized this report according to the following issues and areas which the board and staff called attention to during our retreat:
1) VISION:  Need for an exciting, compelling Long Term Vision for the organization.

2) LAND ACQUISITION: A better description of TECC’s Land Acquisition Strategy

3) ADVOCACY:  A discussion and guidelines surrounding TECC’s role in Advocacy And Potential Legal Actions

4) COMMUNITY OUTREACH:  A clear workplan to build the reputation of TECC and its support within the Community 
5) FUNDRAISING AND ORGANIZATIONAL SUSTAINABILITY:  Creating a plan for financial success
6) FINANCIAL ACCOUNTING: Reporting, organizational structure and independent reviews
7) WORKPLANS AND GOALS:  Developing Annual Workplans and establishing Long-Term Goals

a. The role of Board Committees and Staff in this area

8) OTHER:  Other Issues and Topics; Ideas and Behaviors to Keep in Mind
1. VISION STATEMENT
TECC needs to define and formally adopt a compelling, written statement that it can use in order to communicate its vision for the future of Escondido Creek to itself, local governments, partner organizations and the general public.   
The author recommends that the board review the draft “proxy” vision statement below, as well as consult the ideas suggested by staff and board members during our mid-day review (See BHAG Appendix) to come up with a compelling, defining, ambitious vision.

Proxy Vision Statement:* 
The Escondido Creek Conservancy will protect the irreplaceable lands and waters of Escondido Creek through an innovative and ambitious effort over the next ten(?) years that will: 
· Protect and restore the riverine ecosystem of  Escondido Creek so that
· Steelhead are back in the creek

· The Creek is safe, swimable and fishable for our children

· Ensure a continuous corridor of protected lands that

· Provides a viable wildlife corridor for important wildlife populations

· Provides a recreational corridor that extends from the ocean’s coast to the crest of our mountains

· Protect significant blocks of natural lands to ensure the survival of our biodiversity and ecological functions:

· Protect another XXX (To be determined by the board) acres of natural land

· Protect Rancho Guejito

· Protect other key important tracts – both in the watershed and nearby – including: Cielo Azul, Daly Ranch, etc. (list other specific tracts)

· Build a state-of-the-art capability to produce GIS maps and use it to create a written tract-based land protection strategy

· Build the Conservancy into a powerful voice and the recognized leader for conservation in the watershed

· Make TECC an organization that is both respected and feared
· Focus on New Urban West (potentially renamed “New Urban Waste”) by reducing its density, the potential for high-density throughout Harmony Grove, and the sewage and wastewater impacts

· Mitigate future developments and how they are designed and built
· Make TECC the “go to” organization in the watershed for conservation and water quality protection issues
· Advocate to our government partners that they take actions to protect water quality and habitat within the creek watershed. When necessary, take legal action to protect habitat and water quality.

· Stop the City of Escondido’s sewage discharge into the creek

· Remove the concrete from the City of Escondido’s section of the creek

· Work with others to design an entire watershed protection and watershed management program that is legally enforceable
· Ensure the long-term sustainability of our organization

· Grow to 1000 members
· Raise $XXX from diverse sources annually (to be determined by the Fundraising Committee)
· Build a community of support for conservation for the creek and its watershed

· Use the visitor center to connect to the public

· By doing the all above, create a new model for the future of southern California ~ one that values sustainability and ecological health over development as the only path to prosperity. Recruit partners to realize this model.
· Develop a “watershed footprint” that individuals can use to gauge their impact on Escondido creek and the larger ecosystem

· Change the development dynamic in southern California

· Create partnerships with other organizations and programs to advance a more sustainable path of living:

· 
Advance the EPA Green Communities Program

· 
Advance LEED building standards in the watershed

· Partner with groups such as the Native Plant Society, Fire wise Council, Baykeeper,

· Stop the economic development frame of mind that believes “homes = prosperity”
· Make people understand that water is THE resource

· *Yes, it is too long, wordy and too all-inclusive. Therefore the author recommends paring it down to its compelling basics. 
2) LAND ACQUISITION
The retreat discussion focused on the need for a clear land protection strategy. Much of the on-the-ground information is housed in Leonard Wittwer’s brain, and he has moved to Hawaii.  An extensive interview with Leonard needs to be carried out to capture and write down his knowledge on a parcel by parcel basis.
It is imperative that the Land Protection Committee develop a clear, written land conservation strategy that identifies parcel priorities for land protection.  This strategy should address the preferred protection tool for each targeted parcel (i.e. conservation easement, mitigation land, or fee simple purchase or gift), the level of priority for the parcel, the estimated cost or fair market value of the parcel, and the projected timeline for protection.  The Land Protection Committee should review this plan quarterly to address opportunities that may emerge unexpectedly, and revise its plan according to the availability of funds and the willingness of landowners.
The author recommends the following steps be taken toward the realization of this land protection strategy:

1) Develop a GIS mapping capability, potentially through a partnership with Green Info Network
2) Identify the geographic scope for land acquisition activity. There has been some discussion regarding the amount of focus within the Harmony Grove area and the larger watershed. Perhaps the suggestion of “300 acres within the reserve; 200 acres in Elfin Forest; and another 500 acres upstream” may serve as a beginning point.

3) Develop a regular land-owner contact program for priority parcel landowners.  Geoffrey Smith and a few well-chosen volunteers can begin to take this on.
4) Create a written and regularly updated land protection strategy document, with clear metrics for success over time.

5) Establish goals for the number of acres to be brought under land protection.
The author recommends that the first draft of the strategy and the GIS map be completed within nine months, or by July 1, 2008.
3) ADVOCACY
A robust discussion about advocacy was carried out during the retreat.  Two alternative paradigms were presented for discussion:  

1) “We don’t advocate and we don’t litigate (except to protect our own property or to generate funds for land acquisition).


2) “Yes, we advocate and potentially sue to protect land and enforce water quality standards”

CONCLUSION:  The group concluded that TECC would advocate and potentially sue if it is deemed necessary to a) protect water quality and/or b) to protect habitat.  
TWO FUNDS:  The board then determined that it would create a separate fund “the Water Quality and Habitat Protection Fund” that could be used for advocacy and legal work that might be required to protect water quality and habitat.  The board understood that this fund would be used to cover the costs of advocacy and legal work. Funds in the Land Acquisition Fund would continue to be used for land acquisition costs, traditionally defined.

The author recommends that the Water Quality and Habitat Protection Committee develop a criteria/checklist that the board will use to systematically determine when it lobbies or litigates over an issue. These criteria can guide the committee, staff and board in recommending and approving specific actions over issues as they arise.
CONFLICT OF INTEREST:  We discussed the potential for a perceived or real conflict of interest when TECC may engage in a legal issue due to the fact that Everett Delano is a member of the board and, at times, provides legal services for the organization. The author recommends that TECC

1) establish a written conflict of interest policy and have every member of the staff and board read and sign a copy

2) the board should acknowledge the potential for a perceived conflict with Everett and a potential legal action they may wish to engage in,
3) the board should also acknowledge the significant value Everett brings to TECC as a board member with his legal expertise, and 

4) the board must be committed to transparency and openness, as well as careful attention to its procedures to minimize the potential for negative publicity.
The idea here is to keep the dialogue regarding any potential for negative perceptions open, clear and transparent so all members of the board and staff are comfortable with the avoidance of conflict of interest while generating the highest benefit for the TECC’s mission. 
4) COMMUNITY OUTREACH
During the retreat, the board established the need for TECC to become a more-widely acknowledged leader in the community, reached more segments of the community.  
The following ideas need to be fleshed out by the staff and committee to define the actions and goals and objectives TECC wishes to undertake:

· Use the Community Center as a vehicle to reach the general public

· Increase membership to 1000.  The author recommends a written member-acquisition plan to determine the timeframe over which this might be feasible.

· Define a vision and a legally-enforceable watershed management plan for the entire watershed.  – how and when might this be accomplished?

· Generate a watershed-wide meeting of partner organizations.

This subject area needs a good deal more definition and clarity.  There are several ideas captured in the BAG Appendix that could be developed further.  Specific activities that will lead to building TECC’s reputation and influence need to be defined and assigned to an individual or group to carry them out.  The author would be glad to discuss this are further and in more detail if desired.
5) FUNDRAISING AND ORGANIZATIONAL SUSTAINABILITY
The fundraising needs and operations of the organization were discussed.  Tim Costanzo has been able to raise significant funds from a small set of anonymous donors, and Jeff Swenerton is doing a wonderful job of organizing a formal fundraising plan.  
The author recommends the following actions:
1) Continue the development of a formal fundraising plan with goals and measurable objectives and responsibilities clearly assigned

2) Integrate the land acquisition workplan and other workplan tasks into the plan as fundraising needs

3) Increase communication – preferably via a live telephone conversation  -- between Jeff Swenerton and Geoffrey Smith when developing proposals so appropriate feedback and approvals can be given to Geoff prior to drafting or submitting any proposal

4) Develop a written membership plan as stated above. Geoffrey Smith can take the lead on this task.

5) Focus on key “donorshed” areas, such as Rancho Santa Fe – recruit non-Board members to assist in generating contacts and introductions into such donorsheds.

6) Secure full board participation in making sure 

a. every board member gives a personal gift to TECC (100% participation)

b. every board member is encouraged and trained to provide assistance in cultivating donors and prospects, and generally spreading the word about TECC’s work and vision

c. consciously work to relieve the tremendous load of fundraising that Tim Costanzo has shouldered by adding more hands to help out on fundraising, 
d. the board and staff raise unrestricted funds that can provide for the operating costs of the organizations, and

e. that TECC make use of both of its two funds – the Land Acquisition Fund and the Water Quality and habitat Protect Fund – be used to enable TECC to both purchase land and carry out necessary advocacy and legal actions, within the constraints of the law for 501c3 organizations.

Building an active and diverse funding base is critical to the long-term sustainability of the organization, and the author looks forward to reviewing the written Fundraising Plan when it is completed.
6) FINANCIAL ACCOUNTING

The board decided during the retreat that at its next board meeting Tim Costanzo would be allowed to resign from his position as treasurer Jon Dummer would replace him. This was done, in part, to separate Tim and his relationship with several key anonymous donors from the potentially conflicting duties of serving as treasurer.  

The group then discussed the need for annual independent outside financial reviews of the books.  The author heard the explanation that a full blown audit for TECC would be prohibitively expensive.  The author recommends that, at a minimum, some for of independent financial review, if not a full formal audit, be carried out on TECC’s books on an annual basis.  The size of TECC’s financial resources and accreditation standards of the Land Trust Alliance of land trusts underscore this recommendation.  This audit/financial review might be able to be carried out by a volunteer.  
TECC also needs to create a separate audit committee, independent of the finance committee, that can carry out the independent financial review, according to the new non-profit guidelines and requirements of the state of California.
7) WORKPLANS, GOALS AND STAFF/BOARD MEMBER RESPONSIBILITIES
The development of the Annual Workplan and the establishment of Long-Term Goals was discussed.  Specifically, the role of Board Committees and Staff in this area was outlined.  Members of the board felt that the key/lead responsibility for developing the Annual Workplan should fall to the various committees.  Geoffrey Smith should be present at the sessions where the workplans are developed.  At this time in TECC’s evolution the lead responsibility for developing workplans will lie with the board and its committees.   
KEY GOAL:  The board agreed that “by the January Board Meeting every committee should be formed, active and ready to present its agenda and workplan and budget for 2008”. 

8) OTHER TOPICS, AGREEMENTS, AND BEHAVIORS TO KEEP IN MIND

· ROUND ROBIN REPORTING – The board agreed that the beginning of every board meeting would begin with a rapid-fire report from each committee, consisting of no more that a minute and one-half to two minutes/committee, during which the chair would BRIEFLY report on key activities and results.  If the committee identifies an issue that needs further discussion or a specific decision, then the committee chair will notify Geoffrey prior to the board meeting and it will be added as an agenda item under “new business” after the round robin reporting takes place.  The idea is to get basic information out to all board members in a quick, exciting and fast-paced set of committee updates.
· ACTIVE LISTENING – David Younkman reported at the beginning of the meeting on the need to promote “active listening” as a way to open up meeting dialogue.  The active listening techniques of summarizing what you heard another person say, or exploring another person’s view BEFORE you state your belief can serve as powerful tools to increase teamwork and understanding.
· THE ORGANIZATIONAL ICEBERG – David Younkman also started the meeting with a diagram of an iceberg as a metaphor for the organization. In this metaphor, the ice above the water is the stuff everyone feels comfortable talking about: Mission, Vision, Goals, Funding, Activities -- while the ice below the water is the stuff people often ignore: feelings, fears, respect, values, trust.  David reminded the group that the success of the team and of the organization often depends on making sure the items below the “waterline” are addressed and in good shape.

· FINALLY, and in conclusion, the author would like to thank the staff and board members of The Escondido Creek Conservancy for inviting me in to the second strategic planning workshop. It has been a grand pleasure to work with you all again,  In addition, the author recommends that you all re-read the 2004 Strategic Plan in order to capture any ideas that may still be valuable and may have been missed by this report. 
APPENDIX -- BHAG
TECC’s “BIG HAIRY AUDACIOUS GOALS”

THE QUESTION

During the Retreat we asked each participant to answer the following question:  What are the “big, hairy audacious goals” that, if you were king, you would like TECC and others accomplish and become reality?  Secondly, what are some of your more modest and perhaps more achievable goals?

THE RESPONSES

“Move our society (or local economy) from a model based on development to one based on values of sustainability and ecological health – through a vision focused on our creek.  We become leaders of a new Model for Change’

“develop a ‘watershed footprint’ much as the kind developed for ‘carbon footprints’ in which each individual could see the impact of their actions on water use, energy use, land impacts and other indices”

“Put steelhead back in the creek” 

“Use this goal as a short-hand indicator of river health, wildness and wildlife and recreational values”
“Mitigate future development and/or focus on how developments are designed and built”
“Focus on systems and procedures so we protect what we already have - -stop illegal dumping, focus on protecting the quality of our holdings”

“Design and implement an ‘entire watershed conservation and restoration plan and get it to become legally enforceable”
“Focus on New Urban West – reduce its density, and reduce potential building density throughout Harmony Grove through a unified community voice” 

We latter began talking about a major public advocacy campaign centered on the motto of stopping “New Urban Waste”!

“Stop the City of Escondido’s sewage discharge into the creek”
“Identify the remaining resources in our watershed, and try to quantify them: our water, our air, our open space – build toward measurable goals for protecting a quantified number for each resource. Tie into existing programs such as the EPA Green Certified Community Program (or use their standards to work toward a “TECC Green Standard”

“Change the development dynamic in southern California”
“Make TECC an organization that is both respected and feared”
“Protect another 1000 acres within the next five years”

Specifically: “Save Cielo Azul (100 acres) and University Heights (450 acres)”
Others later commented about acreage goals (see below and also listed here):

“Own and manage 10,000 acres” and “Stop Cielo Azul”

“Protect 3000 acres (add 2000 new acres to our existing 1000 protected acres) within the next three years”
“Protect more land:

· Another 300 acres in the reserve

· Another 200 acres in Elfin Forest

· At least 500 new acres upstream

· And an active group working on eliminating the concrete channel in Escondido”

“Build up the reputation and public awareness of TECC. Gain influence among the ‘hearts and minds’ of the community.  Make TECC a “go to” organization in the county, so it has influence much like Coastkeeper does”
“We must participate in the protection of Rancho Guejito (which this author calls Rancho Guejito National Park)”
“Grow from our current 125 members to 1000 members” (within 5 years? by when?)
“Own and manage 10,000 acres”

“Stop Cielo Azul”

“Focus on New Urban West/New Urban Waste”


Need to establish TECC’s “acceptable outcomes”


Enough energy and capacity to take this on?


Partners?


TECC needs a special strategy session to determine if/how it wants to launch a campaign against New Urban Waste. Need also to know the deadlines and timeline for public comments, permitting review, EIR reviews, etc. 

“Stop the economic frame of mind that believes homes = prosperity”

“Make people understand that water is THE precious resource”

“Make Escondido Creek swimable again” (and fishable – ‘steelhead in the creek’)

Note that this is a clear goal of the original Clean Water Act (1970?)

“”Build TECC into the widely acknowledged leader in land and water protection in the Escondido Creek Watershed”
“Use the visitor center as a way to connect to the public”

“Use the center to recruit new members”

“Protect 3000 acres (add 2000 new acres to our existing 1000 protected acres) within the next three years”
“Protect Rancho Guejito”
“Establish TECC’s land protection criteria and identify specific targeted lands as priorities for acquisition. Keep an active an updated list of parcel targets”.

“Raise $500,000 annually by 2010” – “and if this is not the goal then develop a fundraising plan that establishes clear annual and long-term goals for TECC”.

“Establish a clear vision statement for the Creek – develop a ‘word picture’ that states what we want to see for the creek in the future.  This will allow us to communicate our vision to the public and build toward an Action Plan Booklet and perhaps a Capital Campaign with a campaign case statement and booklet so we can secure the funds we will need. Describe the vision, identify the action, establish the costs and raise the money”.

“Develop excellent public events on the creek. The appreciation event we held worked very well. Also establish a more active ‘working coalition’ of non-profits and local governments that meet more regularly to discuss movement toward our vision for the creek”.

“Make sure we build TECC into a sustainable organization – one that can survive over time and has

· A board and committees that functions
· Sufficient fundraising and financial strength

· A broad membership base

· Excellent staff and clear work plans and goals

“Protect more land:

· Another 300 acres in the reserve

· Another 200 acres in Elfin Forest

· At least 500 new acres upstream

· And an active group working on eliminating the concrete channel in Escondido”

“Create a campaign to accomplish our goals”

“Stress water quality as one of our key drivers;

· Steelhead and other fish in the creek

· “Kids in the creek” – a swimable creek

· Stress threats like hepatitis that exist today

“Participate in changing behaviors and values by working with partners:

· LEED housing standards and certified green homes

· Native Plant Society and low-water landscaping

· Baykeeper, Surfrider for clean water programs

· Firewise landscapes

· Consciously reach out to other groups and community organizations and systematically describe and promote a “New Vision for Escondido Creek” to them and ask they join with you to accomplish it”
“Act as if the Elfin Forest Reserve is TECC’s reserve”

“Protect Daly Ranch and use it as TECC’s preserve as well” (not sure I got this right)

“Establish a high-quality GIS mapping capability for the TECC watershed, potentially by partnering with Green Info or another outside service”

· Create a digital “plat map” ASAP

· Develop a written conservation strategy (as called for in the 2004 plan I might add ()

· Focus protection on the following elements:

· 
Land around the preserve

· 
Daly Ranch

· 
A continuous corridor along the creek – from ‘from shore to summit’

· 
Include a focus on the San Elijo Lagoon, in partnership with the SEL Conservancy

· 
Make sure open space mitigation mandates ‘no isolated ineffective parcels’

· 
Focus on Von Sagrun as a key parcel, but TECC stays in the background

· 
Focus on the larger parcels first; focus on connectivity

· Develop this strategy and write it down, review with ‘Leonard’s brain’”.

“Protect a big enough land base so we can ensure a viable wildlife corridor from the crest to coast along the creek”.


“name the deer herd in our creek watershed and use it as a proxy for healthy wildlife – the Escondido/Guejito herd perhaps”


“establish a coyote preserve or better yet a ‘Rattlesnake Ranch’ to reap huge bucks from senseless tourists” (e.g. Rady’s Rattlesnake Ranch”) (hey, I just write it down…)

“Establish information about the creek’s viewshed(s) and think about protecting scenic views and scenic values in the viewshed”
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