North Florida Land Trust

“DRAFT”    Strategic 10-Year Plan (2007-2016)

Vision:

A sustainable, award-winning regional land trust that has collaborated with private and public partners to protect and preserve ecologically significant corridors and stewardship lands in North Florida.
Mission statement:  

To permanently preserve natural areas and special places in north Florida for present and future generations.

General Guiding Principles of NFLT:


· Maximize private and public partnerships to achieve mutual land preservation and protection goals.

· Focus proactively on targeted critical and ecologically significant lands.

· Accept conservation properties and easements that benefit donors and are consistent with our mission and direction.

· Use trust’s manageable size and responsiveness to acquire properties and easements challenging to larger groups.

10 Strategic Priorities and Challenges for 2007-2016 identified by the Board and Officers:


Funding:

· Create significant recognition for the NFLT with the public in NE FL and key community and business groups.

· Create financial resources for land acquisition ($10 MM) and for operations ($150,000/year) of  NFLT .

Land Acquisition:

· Be the Family resource to preserve their lands for future generations through conservation easements.

· Protect ecologically sensitive wetlands and uplands for their watershed value, floodplain protection, estuaries for fisheries and rookeries, wildlife habitats, scenic value, and property values.

· Create connectivity for our land acquisitions to St. Johns River and tributaries, Guana River, and Timucuan Trail.

· Create public/family access to our preserves for boating, fishing, birding, kayaking/canoeing, hiking, & cycling. 

Planning and Operations:

· Use priorities of Florida Forever program (i.e., Pumpkin Hill, St. Johns River Blueway, NE Florida Blueway) to substantiate the value/need for our targeted protection and demonstrate our coordination with Florida priorities. 

· Partner AND coordinate our planning with goals of the St. Johns River Alliance, St. Johns Riverkeeper, Preservation North Florida, Florida Department of Environmental Protection, Department of Forestry & Department of Transportation, Trust for Public Lands, Counties of Duval, St. Johns, and Clay, St Johns River Water Management District, and The Nature Conservancy.

· Expand community participation through the membership, volunteers, and advisors of the NFLT.

· Improve capabilities and staffing of NFLT (information, processes, and systems).

Strategic Area #1:  Land Protection

1.1 GOAL:  Implement a targeted approach to land protection, protecting 20 properties over 10 years,  focusing on ecologically sensitive lands along critical corridors.


	1.1.1 Objective:   Protect 10 identified targeted properties in the Timucuan Trail and Pumpkin Hill State Buffer Preserve areas associated with St. Johns river and tributaries in Duval County.

	Action Steps


	Target Date
	Individual(s) Responsible
	Status

	1. Identify, screen, and select 15 targeted properties in the Timucuan Trail / Pumpkin Hill Preserve areas.
	2008
	Property Committee and Staff
	

	2. Meet with landowners of the 15 properties to establish a relationship.
	2007-2014
	Property Committee and Staff
	

	3. Determine appropriate method of protection for each property, based on needs and interests of each landowner..
	2008-2009
	Property Committee and Staff
	

	4. Create right of first refusal agreements for the sale and purchase of properties, where appropriate.
	2008-2010
	Board and Staff
	

	5. Seek as necessary partners for the property protection.
	2008-2012
	Board and Staff
	

	6. Solicit support of community, business, environmental and recreational groups.
	2008-2010
	Board
	

	7. Protect property with all due diligence process requirements.
	2008-2016
	Staff
	

	8. Create stewardship plan for each property protected, consistent with method of protection.
	2008-2016
	Staff
	


	1.1.2 Objective:   Protect 5 identified targeted properties in St. Johns County.



	Action Steps


	Target Date
	Individual(s) Responsible
	Status

	1. Identify 5 targeted properties in St. Johns County.
	2008
	Property Committee and Staff
	

	2. Meet with landowners of the 5 properties to establish a relationship,.
	2008-2014
	Property Committee
	

	3. Determine appropriate method of protection for each property, based on needs and interests of each landowner..
	2008-2009
	Property Committee
	

	4. Create right of first refusal agreements for the sale and purchase of the properties, where appropriate.
	2008-2010
	Staff 
	

	5. Seek as necessary partners for the property acquisitions.
	2008-2012
	Board & Staff
	

	6. Solicit support of community, business, environmental and recreational groups
	2008-2010
	Board
	

	7. Protect property with all due diligence process requirements.
	2008-2016
	Staff
	

	8. Create stewardship plan for each property protected, consistent with method of protection.
	2008-2016
	Staff
	


	1.1.3 Objective:  Protect 5 family lands in our region through conservation easements or fee simple acquisitions.

	Action Steps


	Target Date
	Individual(s) Responsible
	Status

	1. Identify 8 targeted properties in our 7 county region (Baker, Clay, Duval, Flagler, Nassau, Putnam, and St. Johns). 
	2008
	Property Committee and Staff
	

	2. Meet with landowners and extended families of the 8 properties to establish a relationship..
	2008-2014
	Property Committee
	

	3. Determine appropriate method of protection for each property, based on needs and interests of each landowner..
	2008-2009
	Property Committee
	

	4. Create conservation easement agreements and/or right of first refusal agreements for the sale and purchase of the 8 properties.
	2008-2014
	Staff
	

	5. Seek as necessary partners for the property protection projects.
	2008-2010
	Board and Staff
	

	6. Solicit support of community, business, environmental and recreational groups.
	2008-2010
	Board
	

	7. Acquire property with all due diligence process requirements.
	2008-2016
	Staff
	

	8. Create stewardship plan for the 5 properties.
	2008-2016
	Staff
	


	1.1.4 Objective:   Be opportunistic for property acquisitions that come to the land trust unsolicited.



	Action Steps


	Target Date
	Individual(s) Responsible
	Status

	1. Assess the fit of the property to our strategic plans and the selection criteria of the Land Trust. 
	As needed.
	Property Committee
	

	2. Meet with land owners of the properties to establish a relationship.
	As needed.
	Property Committee
	

	3. Perform due diligence on site evaluations and process requirements.
	As needed.
	Staff
	

	4. Seek as necessary partners for the property acquisitions.
	As needed.
	Board and Staff
	

	5. Acquire property with all due diligence process requirements.
	As needed.
	Staff
	

	6. Create stewardship plan for the 5 properties.
	As needed.
	Staff
	


Strategic Area #2:  Funds Development

2.1 GOAL:  Raise funds for operational support of NFLT.

	2.1.1 Objective:  Continue the funding development program (Benevon Model) underway for funding operations of the NFLT.

	Action Steps


	Target Date
	Individual(s) Responsible
	Status

	1. Conduct annual Legacy Luncheons  and other fundraising events with the target goal of raising $150,000 annually 
	Ongoing
	Development and Communications Committee
	

	2. Develop realistic average annual goal of fundraising for the board, totaling $50,000 annually.
	By December
	Board
	

	3. Continue Benevon LALT presentations, minimum 12 annually.
	Monthly
	Communications Committee, Board, Staff
	

	4. Create targeted list for Friends’ donations in priority acquisition areas.
	July, 2008
	Communications Committee, Development Committee and  Executive Director
	


2.2 GOAL:  Create and implement a communication plan to raise awareness of NFLT in NE Florida and help achieve our land acquisition program in the strategic plan.

	2.2.1 Objective: Create and deliver a power-point presentation to groups in NE Florida with members to create awareness and who could provide financial support and / or become members of the NFLT.


	Action Steps


	Target Date
	Individual(s) Responsible
	Status

	1.    Conduct the Benevon presentations to ever expanding groups of citizens, and add in church groups as potential people. 
	Annually
	Communications Committee, Development Committee, Board members and Staff
	

	2.    Create powerpoint presentation for presentations to
       professional groups, and obtain Board approval
	January 2008
	Communications committee, Development Committee and Staff
	

	5. Create an educational program with continuing educational credit for professional groups, using LTA materials, especially regarding conservation easements and tax issues.
	April, 2008
	Communications committee
	

	6. Train the Board members and staff and conduct a practice session for their presentations.
	1st Q 2008
	Development committee
	

	7.  Make presentations to Community Foundation of  

Jacksonville, and solicit new members for NFLT.
	1st Q 2008
	Board members and Executive Director
	

	8. Make presentations to Estate Planning Council of Jacksonville, and Solicit new members for NFLT.
	1st Q 2008
	Board members and Executive Director
	

	9. Make presentations to NE Florida Developers group, and Solicit new members for NFLT.
	1Q/2Q, 2008
	Board members and Executive Director
	

	10. Make presentations to NE Florida Builders group, and Solicit new members for NFLT.
	1Q/2Q, 2008
	Board members and Executive Director
	

	11. Make presentations to NE Florida Realtors group and Solicit new members for NFLT.
	1Q/2Q, 2008
	Board members and Executive Director
	

	12. Make presentation to Pulte/Del Webb developer.
	2Q 2008
	Board members and Executive Director
	

	13. Make presentations to Rotary Clubs in NE Florida (about 20 groups) and Solicit new members for NFLT.
	2008-2011
	Board members and Executive Director
	

	14. Make presentations to Community Chambers of Commerce and Solicit new members for NFLT.
	2008-2011
	Board members and Executive Director
	

	15. Make presentations to Lions Clubs of NE Florida, and Solicit new members for NFLT.
	2008-2011
	Board members and Executive Director
	

	16. Make presentations to Business Clubs of NE Florida, and Solicit new members for NFLT.
	2008-2011
	Board members and Executive Director
	

	15. Make presentations to key area conservation partners: St. 

Johns River Alliance, the Riverkeepers, Restoration North Florida, Florida DEP, DOF & DOT, Counties of Duval, St. Johns, and Clay, SJRWMD, and TNC
	2008-2009
	Board members and Executive Director
	

	16.  Make presentation to the American Institute of Architects and solicit new members.
	2Q 2008
	Board members and Executive Director
	

	17. Make presentation to the Planned Giving Council and solicit new members.
	2Q 2008
	Board members and Executive Director
	


2.3 GOAL:  Create and implement a capital campaign to achieve our land protection plans in the strategic plan.

	2.3.1 Objective: Raise $ 10 MM over the timeframe of this strategic plan (2007 to 2016).


	Action Steps


	Target Date
	Individual(s) Responsible
	Status

	1.      Choose Steering Committee
	2Q, 2008
	Board
	

	2.      Choose the campaign theme and write the compelling case statement and 3 key messages.
	2Q, 2008
	Campaign Committee and Board
	

	3.      Identify needs of NFLT for funds.
	2Q, 2008
	Campaign Committee and Board
	

	4.     Set the goals, timelines, and financial targets with approval.
	3Q, 2008
	Campaign Committee and Board
	

	17.  Choose celebrity AND political person that will be     spokespersons and champions for the campaign.
	3Q/4Q, 2008
	Campaign Committee and Board
	

	6.     Create a budget for the campaign. 
	4Q 2008
	Campaign Committee and Board
	

	7.     Seek foundation support for creating the campaign.
	4Q 2008
	Board
	

	8.     Screen and select a development consultant.
	1Q 2009
	Campaign Committee and Board
	

	9.     Perform a feasibility study.
	1Q 2009
	Development Consultant
	

	10.   Set levels of recognition for donations. 
	1Q 2009
	Campaign Committee and Board
	

	11.   Form the strategic and operational teams and especially the  team leaders.
.
	1Q, 2009
	Campaign Committee and Board
	

	12.  Create the pitch / one-on-one presentation to major   

       donors, adapted to the donor group, e.g., corporate vs   

       vs major donor vs individual.
	1Q 2009
	Campaign Committee
	

	13.  Create advertising materials for solicitation to each of the donor groups.
	4Q 2008
	Campaign Committee
	

	14.  Create radio and TV advertisement for later use at formal roll-out, including pro bono support from an ad agency.
	4Q2008
	Campaign Committee
	

	15.  Initiate quiet phase of campaign before advertising to solicit major leadership donations that can be announced.
	4Q 2008
	Campaign Committee and Board
	

	16.  Identify and solicit corporate donors.
	4Q 2008-2010
	Campaign Committee and Board
	

	17.  Make presentations to key Community groups as identified above in Communications Plan.
	2008-2012
	Campaign Committee and Board
	

	18.  Identify and solicit major donors ($1,000 and above).
	4Q 2008-2010
	Campaign Committee and Board
	

	19.   Create press releases for formal roll-out of the capital 

        campaign.
	2Q 2009
	Campaign Committee
	

	20.   Have a campaign roll-out Event with spokespersons, land  owner testimonials.
	3Q2009
	Campaign Committee and Board
	

	21.  Send out mass e-mail and mail to members and friends, as  well as all the contacts from the professional powerpoint     presentations.
	3Q 2009
	Campaign Committee and Board
	

	22.   Conduct an annual recreational event for publicity with 

        spokespersons and other key individuals.
	1Q each year 2009-2015
	Campaign Committee and Board
	

	23.   Re-evaluate campaign annually with appropriate adjustments in the action items.
	2Q
	Campaign Committee and Board
	


2.4 GOAL:  Obtain funds through turnover of conservation properties to appropriate government or other agencies, as long as the permanence of the conservation goals can be sustained.

	2.4.1 Objective:   Turn over conservation properties to government agencies interested conservation and protection or to conservation groups.



	Action Steps


	Target Date
	Individual(s) Responsible
	Status

	1. For each property acquisition, seek out government or conservation partners to turnover the lands for permanent conservation equal to the costs of our acquisition and directly related operations.
	As needed with each property acquisition
	Executive director, Property Committee, and Executive Committee
	


2.5 GOAL:  Obtain grants from foundations, Florida Community Trust, Jacksonville Community Foundation, or other organizations to fund land acquisitions or other special projects.

	2.5.1 Objective:   To identify revenue streams (grants) from other than board contributions and friends donations, especially foundations (15 grants over 10 years).



	Action Steps


	Target Date
	Individual(s) Responsible
	Status

	1. Evaluate and select 5 grant making organizations for organizational improvement.
	2008
	Staff and Board
	

	2. Write and submit the 5 grants for operations / organizational improvement (one every other year).
	1Q biennially 2008-2016
	Staff
	

	3. Evaluate and select 5 grant making organizations that can assist with property acquisitions.
	2008
	Staff and Board
	

	4. Write and submit 5 grants for land acquisition (one every other year).
	1Q biennially 2008-2016
	Staff
	

	5. Write and submit a grant to Florida Communities Trust.
	2008
	Staff
	

	6. Research possibility of obtaining funds from Florida DOT.
	Annually 3Q
	Property Committee
	


Strategic Area #3:  Operations, Governance and Capacity Building

3.1 GOAL:  To create an improved governance model for North Florida Land Trust to strengthen the organization through Board enhancements.

	3.1.1 Objective:   To expand the governing board to up to 20 members through a purposeful selection process consistent with the organization’s mission, vision and goals

	Action Steps


	Target Date
	Individual(s) Responsible
	Status

	1. Determine the desired board size, not to exceed 20 members, and composition based on conservation interests, networking within our NE region, operational engagement and funding opportunities.
	May-June 2008
	Executive committee, Governance committee and Staff


	

	2. Create orientation materials and packet for new Board members.
	1Q 2008
	Staff
	

	3. Recruit and orientate board members
	2007-2016
	Board of Directors and staff
	


3.2 GOAL: Improve operations (efficiency and consistency) of NFLT through creation of the necessary policies, procedures, and forms consistent with SOPs of land trusts.

	3.2.1 Objective:  Write 10 policies and /or forms to improve operations 

	Action Steps


	Target Date
	Individual(s) Responsible
	Status

	1.    Complete the University of Florida consultation, paid for with a LTA grant for the site inspections (policy and form), and ???
	4Q 2007
	Executive Director 
	

	2.    Create a Project Information Checklist for potential property acquisitions under consideration.
	1Q 2008
	Property Committee
	

	3.    Create an operational checklist for performing all the due diligence steps in processing an approved property acquisition.
	1Q 2008
	Property Committee
	

	4.    Create an operational checklist for performing all the due diligence steps in a stewardship program for a new property acquisition.
	1Q 2008
	Property Committee
	

	5.    Create a Landowner questionnaire for potential property  

       acquisitions.
	1Q 2008
	Property Committee
	

	4.  Create an operational checklist for a Monitoring Report 

       (annual) for purchased properties owned by the land
       traut and for properties with NFLT conservation
       easements
	1Q 2008
	Property Committee
	

	6.    Create an operational checklist for all the costs in processing a property acquisition.
	1Q 2008
	Property Committee
	

	7.    Create an operational checklist for all the Property Rights in processing a Conservation easement or property acquisition
	1Q 2008
	Property Committee
	

	8.    Create an operational checklist for Conservation Planning Data Sheet Form for Conservation Easements.
	1Q 2008
	Property Committee
	

	9.    Create an operational checklist for all the Costs in processing  a property acquisition
	1Q 2008
	Property Committee
	


3.3 GOAL:  Improve leadership and operations of NFLT through more staffing and further capabilities.

	3.3.1 Objective:  Recruit a full-time Executive Director.



	Action Steps


	Target Date
	Individual(s) Responsible
	Status

	1. Recruit staffing for office management and development responsibilities.
	4Q 2008
	Executive director and Governance Committee
	


 Created on 9/16/2007                                                                                                                                               Page 1 of 10
                                                                                               

