
Instructions for Completing the Long-Range Plan
The Long-Range Plan (LRP) serves as the guiding document for the development of annual programs and activities of the district (APW).  What better instrument could you have for fund raising and grant applications than a clearly defined plan for your district’s future!  By adding photos and maps, the 3-year plan can be used as a powerful reporting document to the landowners and agency partners who have a vested interest in the success of your district.  

The Long-Range Plan Defines:
· Who is your District? (Background)

· A current inventory of the natural resource facts and figures within the District. (Resource Description)

· The most significant trends in the District. (Planning)

· What issues will the District focus on, and what are the measureable goals planned to achieve success? (Planning)
· How you are going to use your resources? (Planning)
The LRP instructions are designed for use with the LRP template and can be read start to finish or can be referred to for clarification related to a specific component.  After completed, don’t shelf your plan!  Utilize, Review, and Revise it based on the conservation needs of your landowners and residents. 
“The tragedy of life doesn’t lie in not reaching your goal.  
The tragedy lies in having no goal to reach.” 
-Benjamin E. Mays
Part I: BACKGROUND​
The background section answers “Who are we?”  The more information you put in this section related to how your District started and has developed, the stronger it becomes for use with potential donors and partners. This information may or may not change every 3 years, depending on if your mission changes.

Organization of [YOUR] Conservation District
Under the subheading “Organization,” specifically list the enabling state statute granting your conservation district its authority as a political subdivision of the State of Colorado. “Conservation Districts are political subdivisions of the State of Colorado – the authorities, powers and structures are contained in Colorado Revised Statutes, Title 35, Article 70.” 

Provide information on when the district was formed and other pertinent facts including the merging of earlier districts to form your current organization as well as the number of supervisors serving the district as stated in your district bylaws.

Also, it is recommended to include a map of your district as an attachment to the plan. It can be inserted in this section if you have it digitized or available in some other graphic format. The Colorado State Conservation Board is developing digitized maps for each district and will provide these when they are available.  You may also be able to work with your NRCS staff to assist in creating a GIS map of your district.
Function of [YOUR] Conservation District

Your District can use the statement recorded in the Long Range Plan Program Template that reflects the general duties of the district. You are welcome to add other pertinent information to more clearly depict the function of your particular district.
Mission of [YOUR] Conservation District

A mission statement answers three key questions:

1. What do we do?
2. For whom do we do it?
3. How do we do it?
A mission statement SHOULD:

· Define who you are, whom you serve, and how you serve them.

· Be clear enough to serve as a test of every action made by the district at any time.

· Be short, no more than two sentences. If it is too long, people cannot remember it.

· Be a brief answer to the question: “Well, what exactly does the Conservation District do?”


See last page for worksheet on Developing a Mission Statement

Should you develop a Vision statement in addition to your Mission Statement? 
A vision statement describes how the future will look if the organization achieves its mission. It answers the question “Where do we want to be?”  It is meant to inspire, energize, motivate, and stimulate your creativity and actions, not to serve as a measure of success; that is the job of your goals and objectives.

What is the difference between a Mission statement and a Vision statement?

· A Mission statement concerns what an organization is all about; “your purpose.”
· A Vision statement is what the organization wants to become; “ideal future.”
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Part II: RESOURCE DESCRIPTION

It’s difficult to know where you’re going if you aren’t sure where you’re at.

-Who said it?

Natural Resource Data

This section is a resource inventory of your district, a “snapshot in time,” that future supervisors can look back on and see what has changed, what’s been successful, and what’s been lost.  For example, how much agricultural acreage has been lost due to development?  When developing a LRP, it is important for a district to know where they are relative to the current natural resources inventory in that district.

Potential items to gather information on:
· Physical resources

· Land use and land cover

· Water quality and quantity 

· Soil, stream, precipitation data

· Resource concerns (i.e., noxious weeds, wildlife issues, forestry concerns)

· Census and social data

· Progress/status of conservation by land use

· Ownership

Where to find this information:

· District Files

· 2010 Colorado Rapid Watershed Assessments (prepared by NRCS) for each Colorado 8-digit Hydrologic Unit Code (HUC-8) 
· National Land Cover Data Set, NRCS National Resources Inventory, Census of Agriculture
· County Assessor’s office
· Partners: Colorado Association of Conservation Districts, the Colorado Department of Agriculture, Colorado Department of Public Health and Environment, Colorado Division of Wildlife, and Colorado State University, County, etc. 
Part III: RESOURCE PLANNING
“Someone’s sitting in the shade today because someone planted a tree a long time ago.” 
-Warren Buffet
Trends Impacting Conservation in [YOUR] District

Represent your constituents!
The Locally Led Process

For over 60 years, since Colorado conservation districts’ statutory empowerment and formation, local boards have planned work activities around their constituents’ natural resource conservation and educational needs.  

As district supervisors work with agency and community partners, they will learn about a variety of things that influence conservation programming locally, statewide, and nationally. Examples of emerging issues that may be affecting conservation in your district might include carbon sequestration, irrigation well shutdowns, standing dead timber from beetle kill, potential endangered species listing or new invasive noxious weeds to name a few.  

Use this section to summarize the results of landowner surveys including listing all the issues that were identified and their importance.  If you held a planning workshop list here all the concerns brainstormed and any other information garnered from your partners and constituents, even if you do not have the time and resources to tackle it right now.

 Summarize the Trends

Can your board and its employees act on every one of the identified trends impacting your district? Usually there are too many natural resource issues and not enough resources, physical, human or financial, to deal with every issue. However, by listing each issue, you have a record of them and can easily revise your LRP if additional resources become available or the significance of the issue increases for some reason. 

Prioritized Natural Resource Issues and Goals
“The focus of the district for the next 3 years.”
In the previous section through locally led meetings with land owners, agency, and organization partners, you developed a list of trends (issues) affecting natural resources in the area you serve.  In this section, you answer the question: “With the resources we have, what are we going to accomplish.” These can be listed in more detail under the issues tables on the LRP template.  

PRIOIRITIES: Summarize the natural resource issues your district has prioritized to take action on as well as any sub-topics under each of the priorities you list.  
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For each Prioritized issue:

1. GOALS: Develop one (or more if necessary) measureable 3-year Goals the District will aim to achieve in the next three years. (What will this issue look like in 3 years, if your plan is successful)  
2. OBJECTIVES: For each goal, what are the measureable annual objectives (i.e. actions or strategies) that the district will take in order to progress forward towards achieving their goal.

a. Consider discussing potential barriers to success, contingency plans in case funding falls through or an emergency natural resource issue comes up such as a wildfire.

b. Determine supervisor leadership for each goal and the related objectives (even though it is not necessary to list it in the LRP), supervisor engagement from the beginning promotes success.
c. Plan the partnerships and funding needed to successfully accomplish goals!

 The difference between Goals and Objectives
Goals are the end result your district would like to achieve on a priority issue. You can think of goals as a big picture statement about the solution to an issue. Goals are generally achieved in the long term. Example goal: Eradicate all Scotch Thistle within the district. This is a process that will take several years and involve many steps. 
Objectives are the strategies to achieve your goals.  These are the critical components necessary for accomplishing the goal. In the Scotch Thistle eradication example, objectives might be: “to eradicate thistle along a specific road within the district”, or, “increase awareness of the Scotch thistle problem within the district.” Eradicating Scotch thistle along this one road is a step that must be taken in order to reach the goal of eradicating the noxious weed from the entire district. 
Objectives need to be specific enough to be measurable but not so rigid that you cannot allow for change.  Example: Hold a workshop targeting 10% of the landowners of the district.  This objective is measureable, 10%, but not rigid.  The title of the workshop or the location is not listed because that will be determined later in the Annual Plan of Work (APW).  
Having trouble getting to measureable objectives? Contact your Conservation Specialist  for suggestions.
Examples of Goals and the Objectives identified to meet District Goals:
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How the LRP relates to the Annual Plan of Work (APW):
The Goals and Objectives identified in the LRP are transferred to the APW. Now, the Annual Plan of Work Form can be used to spell out the specific work items “methods” your district board will need to take annually to accomplish each objective.

For example, if your objective is: 


Implement a voluntary individual water quality monitoring program on the 


Lower Merced watershed involving at least 150 landowners by December 31, 2010.

Under 2013 Work Items an “activity required during 2009 to meet above stated objective” might be:


Submit a grant application to State Department of Public Health and Environment 
to cover the costs of purchasing water quality testing kits and seed money to host 
meetings to train people in using the kits.
Tracking APW Progress (Direct Assistance Application): 
The results/Accomplishments” area of the APW form (areas in blue) is the “Progress” portion of the APW and should, ideally, be filled out as the activity is completed.  The completed APW becomes the Direct Assistance Application for funding assistance from the State of Colorado.

It is highly recommended to review your annual plan of work (APW) and associated important dates each month at your board meeting. This “review” may be part of the District Manager’s update or it might be part of the board president’s report. 
An example entry under the Results/Accomplishments for this objective might read: 
· On June 1, received notification of grant award for $28,500 from State Dept. of PH & E. Funds available Sept. 1.
· Our Farm to school program has reached 75% of the registered students in K-5th grade.
Natural Resource Information/Education Priorities and Goals
As land use and agricultural production change both statewide and nationally, one of the most vital roles conservation districts assume is to teach the public, both young and old, about conservation and how important it is to manage our natural resources. In developing your Long Range Plan, a separate section has been provided so your conservation district can specifically address the things needing to be accomplished in order to teach others about the natural resources around them.
If educational efforts are a part of a specific “Prioritized Natural Resource Issue” they need not be listed here as well. This section is for general educational and informational programming. These may include media releases with general education themes, Camp Rocky, teacher training, poster contest promotion, or other long term opportunities to provide positive information about conservation.
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Conservation District Operational Goals & Objectives

Districts are facing a changing environment and will continue to face challenges to survivability in the coming years based on budget cuts, demographic changes, and other natural resource organizations filling gaps in conservation planning to name a few.  In addition to the conservation work carried out by the district board of supervisors, another important part of the board’s responsibility is to increase its own capacity for decision making and addressing the natural resource priorities identified by landowners of the district. Developing a strong plan of action can help districts direct resources and maintain viability. 
IF YOUR DISTRICT IS ASKING ANY OF THE FOLLOWING QUESTIONS YOU SHOULD CERTAINLY CONSIDER PRIORITIZING DISTRICT OPERATIONS IN ADDITION TO NATURAL RESOURCE PRIORITIES!
(Where will funding come from next year?  (How will we fund this program?  (How do we recruit effective board members?  (How can we develop our board members to become stronger leaders? (How can we hire an employee? (What other natural resource organizations are in our area?  (Are we duplicating efforts?
Example of an Operational Goal and Objectives
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Staffing Needs

In this section, you may summarize all the employees, volunteers and board members that will be accomplishing all the goals listed in your Long-Range Plan.  List if a certain board member or committee will be spearheading a particular Goal.  Ask yourselves: Will we need to recruit volunteers to achieve a certain objective? Will we need to hire additional staff?  
Depending on how complex your staffing needs are, it might be appropriate to list the employees by job title (e.g. District manager, Conservation Technician, student intern), by work status (e.g. Full/Part-time/ Seasonal), and by funding source. 
Resolution of Adoption/Signature Page

By adopting the Long-Range Plan (LRP) through a formal resolution, the district establishes the document as its official plan.  A signature page, signed by every board member, communicates the legitimacy of the plan as it is shared with landowners, county commissioners, or other stakeholder groups or partners.  By signing the Signature Page of the LRP, each board member is committing to the plan that will guide the overall direction of the district.  Since the goals and objective identified in the LRP cannot be accomplished without the dedication and support of each board member, the “buy in” associated with a signature page is especially important.  
Developing a Mission Statement

Use the answers to the following questions as a guide for drafting an appropriate mission statement for your conservation district:

1. What do you hope to accomplish as a result of your efforts?

2. How do you plan to accomplish these goals?

3. For whose benefit does your district exist?

Weave together your responses from these questions into a single statement:

The mission of our district is:

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

	Evaluate your statement:
	Yes
	No
	Somewhat

	a. The statement is realistic
	
	
	

	b. The statement is clear and concise
	
	
	

	c. The statement reflects our values and beliefs
	
	
	

	d. The statement demonstrates a commitment to serving

       the public good
	
	
	

	e. The statement clearly separates the mission of our district

       from other organizations
	
	
	

	f.  The statement is powerful
	
	
	


Based on your evaluation of the statement, jot down possible changes you can make.

Now, rewrite your mission statement based on those changes.

_________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Share this draft with three people outside your organization for their comments. Be sure to include at least one person who may not be at all familiar with your issues.

List possible candidates below:

1.

2.

3.

After reviewing their comments, write your final mission statement.
Example Mission statement: 


Colorado Association of Conservation Districts (CACD)


“To provide leadership for the conservation of natural resources to ensure health, safety, and general welfare of the citizens of the state through a responsible conservation ethic.” 











Examples of Mission and Vision statements:


Pike County Conservation District, PA


Mission Statement: “Pike County Conservation District is committed to natural resources conservation through leadership, education, technical assistance, planning and enforcement to ensure the long term protection and sustainable use of Pike County’s natural resources and implementation of environmentally sound development and land use practices.”





Vision Statement: “Pike County Conservation District will be a recognized and respected leader in fostering a conservation ethic among government officials, non-governmental groups, the development community, community associations, land owners and the general public that results in conserving the integrity of the natural systems that enrich the Pike County environment.”





Nevada Tahoe Conservation District, NV


Mission Statement: “To promote the conservation and improvement of the Lake Tahoe Basin’s natural resources by providing leadership, education and technical assistance to all basin users.”





Vision Statements: Organization – “To be a highly respected and effective conservation organization in the Lake Tahoe Basin with sufficient and sustained funding to meet our conservation efforts.” Natural Resource – “A Nevada Lake Tahoe Basin where natural resources and natural beauty are protected and enhanced in harmony with the use and enjoyment of residents and visitors.”








Identifying Trends:


“What’s on the Radar?”


Look at the conservation issues getting media coverage in your district, coming up regularly in coffee shop, auction barn or other community conversations, or the issues that have the potential to affect the natural resource base or the economy of the area. Hold input sessions with the landowners and your partners or send out a survey to get input. Remember Districts: REPRESENT YOUR CONSTITUTENTS!








Examples of Natural Resource Priorities


Lincoln County Conservation District, WA


Water Quality


(Ground & surface water quality parameters & issues, 303d listings, TMDL’s)


Soil Conservation


(Erosion control, economics, prescription agriculture, soil quality, soil fertility, carbon credits, irrigated agriculture, non-irrigated agriculture)


Water Quantity


(Odessa sub aquifer issues, Columbia River Water, in-stream flows, irrigated agriculture)


Livestock


(Range, pasture & riparian management, livestock water quality issues)








Getting to Measureable Objectives


Measurable objectives allow you to gauge your success.  


Examples of measureable objectives include: 


# of landowners, # of students, % of something, population of landowners, and # of acres treated.  


To get measureable objectives ask yourself questions like: How much of the population do we plan on reaching?  How many newsletters will we be sending out (i.e. monthly, weekly etc.)? How will we know we succeeded? What is our target?





East Merced Resource Conservation District, CA


Goal: Preserve or enhance the Merced River and floodplain environment.





Objective 1: By December 15, 2008, the Merced River Stakeholders (MRS) Group will change from a single project focus to a watershed management group. 





Objective 2: Implement a voluntary individual water quality monitoring program on the Lower Merced watershed involving at least 150 landowners by December 31, 2010.








Washoe-Storey Conservation District, NV


	Goal: Encourage and assist in environmentally responsible urban land use in the district. (The following objectives were devised by the Colorado Long Range Plan Revision Work Group to provide additional examples of objectives related to goals)


Objective 1: Educate and increase awareness in the public about xeriscaping and low water use plants and ground cover by November 30, 2009.





Objective 2: By January 1, 2010, educate 1000 landowners and residents about the proper use, storage and disposal of chemicals, including fertilizers and pesticides, used on their properties.








Example of a Long Range Information/Education Priority


Natural Resources Concept Awareness in District Residents


(Impact of natural resource issues on local communities, teaching school students about natural resources)


Goal: To develop awareness of school students the natural resources in their community.





Objective 1: By May 31, 2010, all middle school students in XYZ Conservation District will receive training in natural resource concepts.








Trend: More non-profits and less government funding causing increased threat to district survivability





Priority: District Financial Stability





Goal: In 3 years have secured funding for part-time District Manager and at least 2 active programs.





Objectives: 2011 Get full active board and 2 associate board members. Identify skills and interests. 2012 Public relations campaign and research funding sources. 2013 Secure funding source and develop first program. Hire part-time District Manager.





Goal: XYZ District will have organizational systems, policies and procedures to enable the Board of Supervisors and staff to effectively accomplish our mission.





Objective 1: Official public XYZ District documents, including the annual plan of work, board minutes and reports on special projects will be available to the public and posted on the district website (2009, 2010, 2011).





Objective 2: XYZ District will recruit and nominate a supervisor to participate in the Colorado Conservation Leadership Program, including providing the necessary financial support required by CACD (2009, 2011).





Objective 3: The district employee handbook will be reviewed, updated, revised and 		approved (2009).





Objective 4: XYZ District will continue staff training in areas which will assist employees in effectively performing the duties required of them (2009-2011).
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