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FBRHR Strategic Plan DRAFT 1

2/10/2009
This draft plan rearranges the notes from the planning retreat into the format of a strategic plan. For each section, it also includes in italics recommendations on the final format and content   

INTRODUCTION

A brief history of the organization, the situation and issues it works on and its purpose.  FBRHR could pull this off of the website

½ page or less
VISION

A vision is an inspiring descriptive image of the future.   
Your external vision statement is a big picture, inspiring description of the long-term future of the world that your organization’s work will help create.  
Your internal vision statement describes the organization as it will be in the future.  

1-2  paragraph or so for each vision statement

Ten years from now,  I want the BRHR region to be like:

Metric: 3 or 4 restaurants in Gerlach, with a nice RV park with general store, and some other businesses. A few bed & breakfast outlying ranches as destinations, guided tours regularly, seasonally, to Emigrant Trails and points of interest, bus tours from hotels in Reno, camping sites in several places along the edge of the playa, landsailer rentals, OHV rentals, FM radio station with educational programs and good music of local appeal, cooperative garden and some craft industry in Gerlach, brewery and pizza place, a landing strip near Gerlach and AV gas available, fly European tourists from Reno to Fly/Black Rock, a visitor center with museum, environmental education programs in the Gerlach School, which turns out Rhodes Scholars. There will be some signs for transportation, and new-media interpretation of sites of interest, also an ECV plaque at Hardin City. Art park at Guru Road or Fly, campgrounds at Fly and Frog Pond, wifi throughout Black Rock region. Nice big wind farm with solar and geothermal right outside Gerlach.

Board attentive to leadership role and how to connect message to the bigger world

Crow: pristine NCA open to public use, Gerlach gateway community would be gateway community with job ops tourist economy, vis center, permanent search and rescue capacity locally, Ham, FM communications

Jim Kudrna: campground w/Friends visitor center museum 10,000 members, endowment for sustainability region reborn, water will flow, cause ranches to flourish, us hag an beautiful, in olden days more than hundred different homesteaders in remote spots economic planet make that happen again with rugged individuals, return of wildlife to historic levels.

D Book: tourist oriented supply services info in Gerlach Empire more availability of historical info, more responsible users greater number and more responsible, more energized volunteer program.

BC: Gerlach grow enough to sustain itself, 

D Lefevre: improved landscape conditions flora fauna thriving. Maintaining unique recreation opportunities, enrich people’s experience, people do the right thing because they understand the impacts, not just because of the law, have fun with out compromising the experience, managed by users and for the resources, away from BLM management towards people. 

Will Roger: NCA and wilderness not changed, improved for wildlife, region adjacent for full complement of outdoor activities. Campground and visitor center FBR managed, 10000 national members.

Wayne: Clean friendly even, services of all kinds, more trees. Should be more green since water is no longer free. Gerlach is major in-holding not lived up to its promise. Public hot springs in great shape sustainable, with light touch develop them just enough for access. More technology used, 2-way and FM for public safety and community, internet also. More groups come out to use and enjoy, these people with reverence then will protect the place. 

Jeff: public responsibility grows to replace BLM management, BLM as true arm of the public. All users and responsible parties, BLM, ranchers, State wildlife, and related orgs like NOS, and GGID have all working together common goals for sustainability of the entire area. Not so diverse that we can’t agree. Viable and healthy.

Debbie: (for org) FBR recognized or equal body, people would wan tot come to us for input.

Dan: spaceport Gerlach and flying cars. Less change in the NCA, roll back to years ago.  Many groups tend to be destructive like off-roaders, as org we need to manage to lessen impact of these activities, rotate through different areas, work with these groups to figure out how best to manage. Make them part of the decision. Increase eco-tourism, bring people out to private solar bed and breakfasts, test bed for that kind of stuff, Interpretive center teaching respect for the NCA overall. Increased protection of resources, prevent vandalism

Barbara: Sees the BLM staff as respected partners in the community, there is a curiosity and involvement at national level… how did they develop that Conservation and use ethic? How did they get all that sustainable development and still protect and revive springs? My gosh, look at those herds of antelope! The model of what is created here inspires and supports the development of a new way of living with the land. Emerging, this is a place where it can take form. Model for what to do in the face of climate change. 

In three year Friends of Black Rock High Rock is…

· financially viable

· on the way to being financially sustainable through endowments & trusts

· staying consistent with our goals, visions, and programs;

· annually increasing our membership and volunteer base;

· have built and are maintaing stronger relationships with our partners (NOS, BLM, FNW, OCTA, NDOW, Sierra Club, etc);

· increased our brand recognition

· increased water flow and increased flora and fauna;

· have established self-sustainable and rofitable campground;

· have programs in place to arepair OHV damage;create interpretive trails, …

· financially sustainable

· double number of participatory events 

· more infrastructure to support thee events;

· more people involved, more staff

· people want to buy our stuff

· campgrounds and radio station

· more activities from people to come out there like geocaching

· increase board and member diversity to include ATV and sportsmen;

· core admin costs covered

· increase membership to 1000 plus

· Scolari’s Friendship fund to $1000/mo

· Fee campground

· Big water or habitat project, big visibility, flagship project

· Are in charge of NPLD

· Dune project

· Weekly project or event

· FBR is face of BR/HR

· Visitor center planned

Water project: uncontroversial, measurable outcomes, easier for grants, great for publicity, BLM would support with certain amount of prep.

MISSION
The mission is a one to three sentence statement that succinctly states the reason for the organization’s existence – who it is, what it does, where and who it serves.

“People protecting the lands, waters and wildlife of the Greater Yellowstone Ecosystem now and for future generations.” -- Greater Yellowstone Coalition

At the planning retreat, there was quite a bit of conversation about the mission, and some proposed shifts were described on the flip chart.  That is not in these notes.  Some of the conversation is recorded here.  You will need to revisit whether to redo the mission statement.

Kudrna: mission is lacking history of the region, should include High Rock Canyon and Emigrant Trails

Stewardship expanded, “promote responsible use,” transitory users are not stewards perhaps (spring newsletter?)

· helps manage resources

· Black Rock Desert High Rock Canyon Emigrant Trails

Some things missing:

· Partner to BLM 

· Experiential engagement, involvement

· More than educate, actually actively restore

Advocacy can turn off people, “particular cause or issue”

Keep mission simple, vision has more detail

Inclusive—dilemma of multi-stakeholder groups is that they can become so bogged down trying to figure out what the common ground actually is that they can never have a complete conversation and do the work of their mandate. Provide meeting ground. Is purpose to bring forward issues and provide mediation? 

Burning Man, wild horses as examples of conflicts. Provide venue for conversation, let people work it out themselves. Let people give their message, don’t advocate for one or the other. 

These conversations set the compass for the work to follow—how we describe ourselves. 

VALUES
Values express the organization’s philosophy and guide how the organization works in the world. A brief list of core values and principles, each is a short phrase or sentence.  

Usually 4-7 statements.
The mission is the center, hub, focus. Listening is elusive, should actively listen to one another. We hear the person on the floor through voice in our head. Avoid distracting, doodling, thinking about our own thoughts instead of the message. Quieting the inner voice is “enlightenment,” not our goal today. Listen 2/3 more than you speak. Talking all the time means not listening. Speaking Straight, or honesty. Our world is created by our words. Honor commitments, our word is a contract. Say what you mean. Collaboration starts with being for each other. Assume that we are on each others’ side. We offer our individual skills to a group to be more than the sum of our parts. Synergistic. Honoring Commitments. Make sure that you understand the parameters of agreements and commitments. Appreciate/acknowledge the success, effort of each other. 

CONTEXT and STRATEGIC DIRECTIONS
This section describes the context of your work, the challenges and opportunities and how the organization will work toward accomplishing its goals.  It describes the major strategic approaches the group will use over the next three to five years and why you believe this approach will be successful for long term change. This section is important because it builds the common understanding of why the organization will do the work described in the plan.  It often has two sections, though sometimes these are blended into one:

The Context, the Challenge and your Niche and Role. This describes the key trends affecting your issues, the opportunities and challenges and your assumptions about how your organization must respond. 

“The public lands of the Intermountain West are facing soaring demands from resource extraction, population growth and development, and impacts of climate change.  Protecting nature’s renewable ecosystems and ensuring sustainable human communities will be a tough challenge. For each of these challenges we see opportunities to move toward our vision by using sound science and working with our allies and partners, and with the communities surrounding the core public lands.”

“Over the next five years, rising demand and costs for energy will hit hard for our small businesses, farmers and ranchers and ordinary citizens, increasing the need and public readiness for renewable energy and conservation. Our work helping people learn about and adopt effective energy conservation measures will be increasingly important and valued – because it is the cheapest and fastest solution, and anyone can do it.”

Strategic Directions.  This describes your approach to making change in the world. Given the context in which the organization works, your organization chooses certain core strategies that you believe will be most effective in influencing the future.  These strategies are based on your values and assumptions about how to make social change, such as policy advocacy, public education and involvement, or creating new models and tools. This section describes main approaches you will take and why you believe they will work.

“In our role as a watch-dog and protector of wilderness areas we seek to maintain a respectful and supportive relationship with the Forest Service while we also must raise concerns and sometimes litigate when their management fails to protect the resource.  Effective monitoring and sound evidence are essential.  Our experience over the last several years shows that citizen monitoring is an effective way of engaging people in protecting their forests. Therefore we will expand our efforts to recruit volunteers both locally and through a national outreach effort to university environmental programs, train them in monitoring techniques, support monitoring trips by our volunteers and maintain rigorous records and a photo-documentary database of key sites.”

1-2 pages for this section (less is better!)

 The material for doing this section includes the following and much will need to be written.  Once done this section forms the core of your case statement that you can use in grants and many other public venues:

External Threats and opportunities:

Threats: people impacts on the land, unregulated uses, lack of water, habitat destruction, restrictions by BLM, user safety, economic decline of communities, mining and resource development

Opportunities: educate BLM, educational tours, restoration projects, volunteer opportunities, better management, increased responsible users, increase awareness, renewable energy,  correct misconceptions of BLM, orgs, uses.

Internal organizational Strengths and assets:

· the land – our commitment to it

· diversity and acceptance – history

· new & vibrant board, good leadership

· strong and dedicated staff

· office and trailer in Gerlach

· support of & relationship with BLM

· coordination with all concerned parties on NCA, networking and business support

Weaknesses and challenges:

· board development & involvement, diverse interests, lack of knowledge, needs useful coordination and work plans (how to help)

· staff coordination, focus, maybe spread too thin

· board staff communication, coordinate (effective committees)

· projects: need to simplify & prioritize; think through big projects (radio, campground)

· membership development – increase visibility, use Burning Man better, website changes, clarity around how much core information is made too public, what’s in it for me

· plan for financial well-being – fundraising and cost controls, coordinated fundraising plan, how to do it?

· new BLM people, admin

· reputation: BM, BLM

GOALS & OBJECTIVES 
Goals are usually written by Program Goals and Objectives and followed by Organizational Competency Goals and Objectives.

Goals are clear outcome statements of what the organization will accomplish with its programs and with its internal development in a given period of time.  Goals are a statement of success and describe what will be done, how it will be accomplished and can be quantified. 

Objectives are the series of specific steps over time the organization will take to accomplish the goals.   They describe strategically important activities that are measurable and realistically achievable within a certain timeframe. Benchmarks describe what you expect to accomplish.  Benchmarks or other indicators of success should be identified to use for monitoring.

What gets written:

Major Program Initiatives. An introductory section that describes briefly the work you plan to do during the time of the plan. (1 paragraph, followed by a brief list of goals for the programs).

A program goal example: 

“In five years, three towns in MT will be supplying at least 20% of their own energy from renewable sources, initiated and financed through local cooperatives of homeowners and businesses, in collaboration with local and state government.”

“In five years the Pine Valley Land Trust will have protected 10,000 acres of land from development through conservation easements and purchase of land and water rights for public conservation purposes.”

Following this introduction, each goal is presented, followed by the necessary objectives and benchmarks or indicators of success.  Objectives are often more specific for the short term (6-12 months) and more general for longer-term activities.  They often include who will carry them out and other required resources.  Objectives are usually presented in an outline form using short statements.

For example: 

“In partnership with key agencies and conservation organizations, the Pine Valley Land Trust will create a GIS map by August 2009 of the valley’s private land ownership, habitat and critical protection corridors and hot spots.”

Organizational Competencies. A brief statement of what the organization needs to be and what capacities it needs to develop in order to accomplish the program initiatives.  This “needs statement” succinctly lays out essential improvements in areas such as development (fundraising), communications, board and staff, membership and finances and budget.  

An organizational goal:  

“The ABC organization will have a supportive membership of 1000 people by 2012, from diverse constituencies across the state, and 40 % of the members will take an active part our programs during the year.”

Following this introduction, each goal is presented with the necessary objectives and benchmarks or indicators of success.  Objectives are often organized by time periods of a year or less. The presentation is usually in an outline form with short statements.  The numerical benchmarks for membership, budget and fundraising are often put in a table form with columns for each year.

FRIENDS Three Year Goals and Objectives
Program Goals:

1. Conservation:  In collaboration with the BLM and other partners and volunteers, FBRHR has protected, restored and enhanced the natural resources of the national conservation area and surrounding landscape. (this can be much more specific)

  Objectives:

· We are in charge of National Public Lands Days

· The Dune Project has been successfully completed and the dunes are protected and the habitat restored

· The Spring restoration project has been planned and over 15 springs are restored through cooperation with private landowners and BLM, with the assistance of volunteers

· Transportation and visitor use plans…

· Historical site protection

· Volunteer program

In three years… measures of success include:

· More people involved

· Increased water flow and increased flora and fauna

· Programs in place to repair ORV use and create interpretive trails

2. Education and Outreach Goals: Friends of BRHR is the go to place for information and experiences on the NCA.  Friends provides information and experiences that foster visitor stewardship, enjoyment and safety and strengthen gateway communities and all user groups support for conservation.

· Website

· Visitor center and museum

· Brochures and maps

· FM radio project

· Fee campground

· Gateway community relations

· Eco-tourism support and development

· Participation in other organizations events

In three years, success looks like:

· Weekly project or event

· Friends is the face of BRHR

· Visitor center is planned

· Fee campground is set up and self-sustaining profitable

· Radio station

· Moe activities for people to come out there like geo-caching

· Double number of participatory events

· More infrastructure to support these events

Organizational Goals

1. Integration and Alignment Goals: Ensure that Friends of BRHR is sustainable, and consistent with the goals and vision.

Objectives: 

· Complete and use the strategic plan

· Strong financial and budget development

· Good and creative relations with BLM and NCSF

· Effective board with good process for board renewal and developemnt

· Training has been usefully applied for fundraising and communications and other needs as they arise.

In three years, success looks like;

· Financially solvent

· Increased brand recognition

· Stay consistent with out goals, visions and programs

· Have built and are maintaining strong relationships with our partners (NOS<BLM, FNW, OCTA, NDOW, Sierra Club, etc.)

· More staff

· Increased board and member diversity – to include ATV and sportsmen.

2.  Fundraising and Membership Goal: Engage and involve people and partners in supporting the work of Friends to develop  diversified and sustainable resources.

· Develop an effective, diversified and timely fundraising plan for the three years and for each year

· Plan and carry out events that are fun, well attended and raise funds including: the Rendezvous, Spring Kick-off and National Public Lands Day

· Have a greatly increased number of members and a successful recruitment and retention program including new members through Burning Man and business sponsorships

· Publish an online and paper newsletter XX times a year

· Sell merchandises that fits the mission and raises funds for FBRHR.

In three years… measures of success

· financially viable

· On the way to being financially sustainable through endowments and trusts

· Core admin costs are covered

· Annually increasing out membership and volunteer base

· Increased our brand recognition

· Increase membership to 1000 plus

· Scolari’s Friendship fund to $1000/month

· People want to buy our stuff

· More people are involved

· Double the number of participatory events

· More infrastructure to support these events

IMPLEMENTATION AND EVALUATION PLAN
The implementation plan describes how the plan will be carried out and periodically evaluated and adjusted. It often starts with a work plan for the first year’s objectives.  This also demonstrates how the organization will integrate the plan into the way it operates.  

A monitoring and evaluation plan is essential to help the board implement the plan well.  If benchmarks or other forms measuring success were not established earlier, they should be included here, along with how they will be monitored and the data collected and analyzed.  The evaluation process has major check-in points, and who will evaluate what has been learned and adapt the plan to changing circumstances.  

For example: 

“Our staff will prepare short reports prior to each quarterly board meeting to demonstrate progress on goals, and to highlight any changes that have occurred and why, and any unanticipated outcomes or shifts in the issues.  Quarterly review will be used to tune up and problem-solve the implementation of the plan.  At least once a year (more if a crisis occurs), the board and staff will do a complete review of the plan and accomplishments to date, exploring what they have learned and asking what has changed in environment and internally, if the assumptions of the plan still hold true and if the overall goals and strategies need adjusting. They will then decide what changes need to be made in the plan and its implementation.”

Note: Unless otherwise noted, all sample statements are fabricated and do not describe any known organization’s plans
This plan will be carried out by revitalizing the board and reaffirming the roles and responsibilities from the bylaws, creating a new board committee structure and working effectively with the staff to implement annual plans and evaluation.

Revitalizing and reaffirming Board Roles and Responsibilities:

· Goals and mission – and doing and monitoring strategic and annual planning

· Board members give financial support to the extent of their ability.  Give SOMETHING beyond just membership. financial, not just in-kind. Should be one of the largest gifts to orgs board members support. 

· Accountable for fiscal controls: preferably monthly, absolutely quarterly. Income, expense, this is where the rubber meets the road.

· Program Development and evaluation

· Public eyes/ears/voice

· Legal and ethical, follow 501c3

· Renews itself (we have dome a fabulous job at this)

Committee and staff structure

[Ex. Dir] --------------------------------------------- [Board of Directors]

      |          \                                                                                   |

      |            \--------------[President]------------------ [Ex Comm.]

[staff supports committees]                                           /             |             \

                                                                                     /        [Comm]         \

                                                                             [Comm]                      [Comm]

Committees: Fundraising and Membership, Conservation, and Education and Visitor Information

Ex Comm: Will Chair, Sam Stern, Lucy M-H., Jim Kudrna, Chairs of 

Education and Visitor Information: Dave Book, Liz Margerum Chair, Sam Stern, Lorraine (?), Wayne

Conservation: Debbie Smith Chair, Dave Book, Jim K. (?), Lorraine (?),

Fundraising and Membership: Jeff Barker Chair, Wayne, Liz, Arlo, Sam, Dave Book, Dan O’Day

First Year Committee Goals and Plan

Conservation Committee 

· dune management plan: do the plan, identify dates for projects, materials necessary, recruit volunteers. Significant project for NPLD

· spring restoration project over ten years:

1-2 years: start field inventory, what’s there, how to fix, end of season bring proposal to BLM environmental process, insert projects into wilderness projects, implement projects next year. One project this year-- outside of wilderness close to playa, at Morley place.  Engage other stakeholders, potential funders, timeline to implement priority projects.

· Rabbit Hole Structure protection project:

Falling down from horse rubbing, other partner groups want to help with this, some interest already, 

· NPLD: each year, can pick up other projects

FBR annually for public spotlight, build membership base. Not many gigantic projects. Need non-work, event component to NPLD [ME: education, tasks/tours, kids]

Education Committee:

· drupal launch by March 1: some money, and Bill Carson, project already in process. Bring in more social networking connection. Wayne already has Facebook, BC doing twitter.

· Who will man “temporary visitor center”, who opens closes, training, signed up. By March 25. Opens April. 

· Brochure redesigned and printed by Spring Kickoff, will need money. 

· Media relations strategy, press kits, not just local also nationally, and internationally. PR is free. 

· Who goes to extracurricular, Earth Day, NV Museum, NV Parade

· What groups to bring out? Church, school, environmental

· Figure out hot spring tours, dates, who does, 

· Ecotourism: $1000/participant to hot spring, stay at ranch, work a project, explore options by May

· Fee campground and radio station, R & D

· Newsletter articles by February 10

Lefevre: gateway sign Friends display needed, 

Fundraising Committee:

· short term membership drives, corporate sales: need sales presentation material together better formatted up to date next 30 days, Margie primarily with Jeff

· BR Rendezvous: most participation and well know, revenue increase, how to make ot a generator not drain, budget will need to be reviewed, $7K, staff and many volunteers run it

· Burning Man: big flow of people and vehicles, want to reach out through different strategies to be determined next meeting in mid March [!]
· Fundraising and Membership

· ecotours/Fly tours: need structure and format 

· raffle items for Black Rock Rendezvous, silent auction

· merchandise: income generator, touchy subject, haven’t had budget for merchandise. Next meeting discuss all options, can’t lose money because of mark up. Explore capital possibilities to get nice selection of merchandise for museum, online etc. Better tracking of volunteer recognition gifts. 

· Board’s responsibility to bring in money—5 new members each. In 6 months. In 12 months, everyone make 2 corporate calls. 

Kudrna; request a poster for Soldier Meadows 

Executive Committee 

?

?

?

Annual Monitoring and Renewal of Plan 

Our staff will prepare short reports prior to each quarterly board meeting to demonstrate progress on goals, and to highlight any changes that have occurred and why, and any unanticipated outcomes or shifts in the issues.  Quarterly review will be used to tune up and problem-solve the implementation of the plan.  At least once a year (more if a crisis occurs), the board and staff will do a complete review of the plan and accomplishments to date, exploring what they have learned and asking what has changed in environment and internally, if the assumptions of the plan still hold true and if the overall goals and strategies need adjusting. They will then decide what changes need to be made in the plan and its implementation

	Joint Action – DO                                         (
	( Public Reflection   

	
	· what got accomplished

· went well?

· Happened differently?

· Why?

	Adopt & plan              July                            (
	( Connect – Make Meaningful

	· what if any shifts in goals?

· What should we do differently?

· Who will do what by when?
	· how does this connect with the plan?

· What are the implications for other work?

· What’s changed internally/externally?


[image: image1.png]




