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CONNECTICUT RIVER CONSERVANCY
Strategic Plan 2017 – 2022
MISSION STATEMENT

We are the voice for the Connecticut River watershed, from source to sea. We collaborate with partners across four states to protect and advocate for your rivers and educate and engage communities. We bring people together to prevent pollution, improve habitat, and promote enjoyment of your river and its tributary streams. Healthy rivers support healthy economies. 

VISION STATEMENT

We envision a river full of life, ecological and economic abundance, and engaged communities from source to sea with CRC as the voice for the Connecticut River watershed.
GOALS & OBJECTIVES
LEADERSHIP: Become recognized as the most reliable source of expertise on and leading advocate for all things involving the Connecticut River watershed ecosystem.
ENVIRONMENTAL HEALTH:  Improve the resiliency and connectivity of aquatic habitat that results in increased and healthy populations of fish and other aquatic life that depend on riverine ecosystems in the watershed through voluntary action as well as enforcement of requirements and standards.
ACCESSIBILITY & ENGAGEMENT: Create meaningful and accessible opportunities for people to recreate and appreciate the inherent beauty and conservation values of the Connecticut River and its tributaries in ways that are consistent with our environmental goals.
GROWTH & MANAGEMENT OF ORGANIZATIONAL RESOURCES: Substantially increase both annual revenue and capital endowment through fund raising, grant solicitation, membership expansion, and enterprise innovations to provide the financial reserves and stability that assures sustainable program execution both currently and into the foreseeable future.
GOVERNANCE & ADMINISTRATION: Achieve an organizational governance & administrative structure that (1) provides staff with compensation and benefits and the tools and resources to do their job that reflect and support their high levels of professionalism and commitment to our mission; and (2) assures that the board of directors executes its fiduciary and policy oversight duties using best governance practices.
PRIMARY STRATEGIC TOOLS
While the Connecticut River Conservancy uses every opportunity and avenue to achieve its objectives, it relies on the following strategic initiatives for its success:  (1.) advocacy before government and regulatory authorities; (2.) ecological education of those living in the watershed; (3.) providing recreation opportunities on the River and its tributaries; (4.) habitat restoration & climate adaptation; (5.) partnership & collaboration with other conservation organizations, government and private entities, landowners, and individuals; and (6.) continual review & improvement of its governance, administrative, and management practices and procedures.
STRATEGIES & TACTICS

LEADERSHIP:


Strategies:
· L-1: Develop and maintain a regional and national reputation as the most reliable source of expertise on the Connecticut River watershed ecosystem through sophisticated and creative outreach and advocacy strategies that communicate credible technical information, compelling stories, and motivating opportunities for action.
· L-2:  Advocate for ambitious and consistent environmental goals throughout the watershed and work to support their implementation through collaboration, compliance assistance, enforcement, and public engagement. 
· L-3: Rebrand and promote the name and logo of the organization to reflect more effectively the organization’s mission and role in the watershed and to better communicate to target audiences, conservation partners, government, funders, donors, and the public at large.
· L-4: Enhance longstanding collaborative focus by Initiating a new program that creates new types of partnerships and affiliations with local conservation organizations within the watershed.
· L-5: Analyze and implement, if feasible, a new program in which CRC assumes management of recreational facilities in the watershed.
Tactics:
· Implement a rebranding of the organization using the taglines, ideas, and strategies developed by the Board, staff, and consultants. 
· Establish a set of goals and guidelines in anticipation of developing partnership/affiliation relationships with local conservation groups
· With Board oversight and approval, conduct a feasibility analysis of CRC operating public recreational facilities in the watershed, including assessment of various alternatives of how the CRC could engage in recreation facility management and how to assess opportunities to do so.
· With Board involvement, develop a set of specific actions or programs that will enhance our presence in targeted areas of the watershed where our increased presence would result in better outcomes for the watershed and the organization.
ENVIRONMENTAL HEALTH:

Strategies:

· EH-1: Develop the financial and personnel capacity to annually implement at least one dam removal / passage project, as well as multiple culvert replacements, multiple riparian and instream restoration projects that occur in all four watershed states.

· EH-2: Enhance and improve our citizen science programs to create opportunities for over 100 volunteers to engage in work including fisheries and mussel restoration, tree planting, water quality, and invasive plants in all four watershed states.
· EH-3: Improve and expand our marquee event, the Source to Sea Cleanup, so that it increases participation and membership, includes new cleanup initiatives, and creates solutions to trash and debris pollution.
· EH-4: Engage through comments, testimony, appeals, and legal proceedings in all relevant permits, licenses, regulations, policies, plans and legislation that have bearing on our mission and goals.  
Tactics: 
· Through the hydropower relicensing process, consider taking over the recreational programs and facilities on the mainstem river currently managed by the hydropower companies as part of their license obligations.

· Improve and expand the “Is It Clean?/Está Limpio?” bacteria monitoring network to include more locations, particularly in unserved areas, and increase its exposure and reach to diverse communities using both Spanish and English languages.
· Continue to instigate and implement monitoring initiatives, such as Samplepalooza, that develop new and credible information to solve environmental problems.
· Monitor and engage with all relevant federal, state, and local dockets in all four watershed states by program staff according to established advocacy priorities. 
ACCESSIBILITY & ENGAGEMENT:

Strategies:
· AE-1: Create both new watershed-scale and local events that reinforce our role as the main organization working across the entire watershed and that produce meaningful outcomes for participants and the organization.

· AE-2: Offer a variety of recreational events in all areas of the watershed that provide members and the general public diverse opportunities to experience the river and its tributaries on both land and water as well as understand the scientific, legal, political, cultural, and historical issues of the watershed.

· AE-3: Maintain and enhance our social media presence on existing channels while anticipating new digital outlets and engagement strategies.
· AE-4: Enhance our video capacity and presence in both short and longer-form pieces generated by staff and outside contractors.
· AE-5: Generate increased exposure for all our programs and events through traditional, new, and earned digital, social, and traditional media by consistent, creative, and accessible news releases and personal relationships with outlets and individuals.
Tactics: 

· In coordination with partners, complete the expansion of the Connecticut River Paddlers’ Trail by creating new campsites and access locations.

· Implement an effective volunteer stewardship program for the Paddler’s Trail in MA and CT in coordination with our partners.
· Improve our outreach and events capacity through the use of interns, volunteers, and a paid staff or contract person as identified in annual budgets.
· Create tools that allow for direct registration of individual Source to Sea Cleanup participants, follow-up actions for participants to take on solutions, and parties and celebrations associated with the  event.

· In coordination with partners, conceive, plan, and implement the next-generation Boating Guide to the Connecticut River watershed in multiple interactive platforms.

· Increase the exposure and revenue of the Store through an engaging range of products and services; by January 2018, evaluate continued existence of store given results of work.

· Transition River Currents column to a watershed-scale distribution and consider how the print version can complement a blogging version of the column.

· Support the River of Words Along the Connecticut River and develop a variety of school-based programs for staff to deliver.

· Maintain and improve the website so that it remains fresh and engaging.
GROWTH & MANAGEMENT OF ORGANIZATIONAL RESOURCES:


Strategies:

· OR-1: Implement a user-friendly organization-wide database that serves all organizational constituents.
· OR-2: Create an overall revenue structure that increases the categories of unrestricted operating revenue from members, business sponsors, and foundations to 50% of total revenues.
· OR-3: Expand organizational capacity in the areas of fundraising, event and project management, and financial and administrative management.

· OR-4: Monitor the use of digital currency and electronic payment systems in the non-profit industry and consider opportunities to implement use of these payment systems as appropriate.
· OR-5: By 2018, increase grant revenue so that it supports at least 85% of program staff salary and operating expenses on an on-going basis.
· OR-6: By 2020, build and maintain a cash reserve that can support six months of operational expenses.

· OR-7: Maintain a Land Conservation Program that responsibly divests properties and easements from the CRC land conservation portfolio and stewards all remaining properties.
· OR-8: Over time, build an organization of 5,000 members through annual net increase of 250 members and supporters all of whom will have meaningful opportunities to implement our mission.

· OR-9: Increase all forms of revenue so that the organization is sustained more fully by unrestricted operating support and an endowment of $5,000,000.

· OR-10: Expand CRC capabilities in the areas of events, development, project management, and financial management/administration.

Tactics: 

· Promote bequests and other planned giving revenue to increase Long River Society membership to 50 households by 2020.
· Plan, implement, and complete a multi-million dollar capital campaign by 2020.

· Evaluate whether annuities should remain a component of planned giving as well as determine if a community foundation would be better long-term fiduciary agent for the organization’s annuities.

· Enhance the development program by improving the culture of appreciation, routinely engaging all donors with meaningful and inspiring information and stories, and involving all staff and trustees in development.

· First undertake membership and recruitment initiatives that engage the several thousand individuals who are not yet supporters but participate in events, sign up as volunteers, request emails, or purchase store items.

· As a secondary step, create membership and recruitment strategies that engage people not on our lists or events but who have other affiliations with the river and watershed as a result of engaging with our social media, attending our events, or learning of us through media.
Land Conservation Program

· By Decembers 2017, divest the remaining fee-owned property in Vermont through sale to the abutter and easement to a land trust.
· By 2017, complete the remaining transfers underway in Holyoke.
· By 2017, complete the dam rehabilitation in Norfolk, CT and convey the fee interest in Spaulding Pond and the dam to the in-holding property owners.
· By 2017, transfer by bargain sale the Hibbs and deForest properties to the State of Connecticut or other eligible entity.
· Transfer all remaining easements in NH to eligible organizations including Upper Valley Land Trust, SPNHF, and the town of Lyme where transaction costs are negligible or less.

· Create a plan to fund the transfer of all remaining easements that require substantial stewardship endowments and transaction costs in order to complete a transfer.  This could cost anywhere from $50,000 to $75,000.

· Maintain annual easement inspections on all of our remaining holdings using staff and trained volunteers.
GOVERNANCE & ADMINISTRATION:


Strategies:

· GA-1: Implement the CRC Five Year Staffing Strategy Plan to improve employee compensation and benefits.

· GA-2: Reward staff tangibly and intangibly with fair compensation and provide the support and tools for them to excel in their jobs.
· GA-3: Employ best practices for all financial and administrative systems.
· GA-4: Maintain facilities that are energy efficient, in good repair, and support our staff, tenants, and our mission.
· GA-5: Adhere to best practices of Board operations, leadership and oversight. 
· GA-6: Develop Board recruitment strategy with emphasis on new board members with the skills and experience to implement this plan.
Tactics: 
· Support the creation of a Board of Trustees with a diversity of experience, backgrounds and heritage that actively supports the growth of the organization.
· As part of annual budgeting, create program budgets for outreach, development, restoration, advocacy, monitoring, citizen science, land conservation, and other specific projects as needed. 

· Support and continually improve efficiency and effectiveness of all current financial and administrative controls with focus on state and federal funding requirements.
· Create and utilize multi-year budgets to guide the growth of the organization.
· Maintain a five-year work plan for the maintenance and operation of 15 Bank Row that overhauls the HVAC, allows for renewable energy generation, reduces energy usage, and stays current with all routine maintenance.

· Appoint an ad hoc committee of the Board to review the Board’s operations and effectiveness and recommend changes designed to improve the Board’s effectiveness and its ability to execute its fiduciary duties.
· Conduct a review of the CRC By-Laws to assure that the CRC is meeting all the requirements set forth in the By-Laws and to recommend proposed changes to the By-Laws.
· Conduct a Board of Directors self-evaluation annually.
· Fully repay the Shaub loan by June 2018.
· Using the result of its recent self-analysis survey, the Board will complete a review of its operations and effectiveness and propose ways in which it can improve its governance and fiduciary practices.
CRC Five-Year Staffing Strategy Plan 2017 – 2023
In order to implement this plan effectively the following staffing strategies will be continually evaluated and implemented as funding is realized:

· S-1: Improve the salary and benefits for staff in line with a salary schedule and job descriptions.
· S-2: Continue reliance on contract staff across the organization for specific projects and tasks.
· S-3: Enhance the use of paid interns through area colleges.
· S-4: Continue the use of the Senior Aide program to provide in-office administrative and program support.
· S-5: Hire a full time coordinator to manage all outreach events, monitoring, and citizen science programs.
· S-6: Hire a full time restoration manager to oversee the fundraising and project management of all types of restoration work (dams, culverts, tree planting, instream restoration) throughout the watershed.
· S-7: Expand development staff (contract or otherwise) to improve major donor development work.
· S-8: Engage contract development staff to support capital/endowment campaign.
· S-9: Hire a part time accounting clerk to support Finance Manager.
· S-10: Expand Finance Manager position to full time.
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