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INTRODUCTION

The role of a Resource Conservation District (RCD) is to “take available technical, financial, and educational
resources, whatever their source, and focus or coordinate them so that they meet the needs of the local land
user and local communities for conservation of soil, water, and related resources.1“
So, how does an RCD go about doing this in an effective and efficient way? The board needs a long-range plan,
or a type of roadmap, that describes where they are, where they want to go, and how they are going to get
there. This roadmap usually contains of a mission statement (what the RCD is focused on), a vision statement
(how the RCD wants to be seen, or what the RCD wants to be known for), and specifics about how the RCD is
going to work towards fulfilling its mission and making strides towards achieving its vision.
Looking across the landscape of an RCD, one can become overwhelmed with the challenges and opportunities
that present themselves. This is why the process the RCD engages in to develop the long-range plan, the plan
itself, and regular evaluations of progress and accomplishments are extraordinarily important. Through the
long-range planning process, priorities for the district are defined. These priorities are recorded within the longrange plan and used as the basis for periodic evaluations of progress.
So why put the mission, vision, goals, objectives and strategies into a written document or long-range plan?
First, as mentioned above, there are so many needs within a given district that no matter how effective an RCD
is, it is impossible to address all that could be done. Therefore, establishing priorities is critical to achieving
incremental successes that, cumulatively, make a measurable difference. While the process of developing a
long-range plan and articulating and agreeing upon priorities has value in and of itself, without documentation
the focus can be lost over time and/or with changes in staff and board members. If the plan is memorialized,
and more importantly, referenced and reviewed regularly, it is more likely the RCD will stay focused rather than
scattered in its efforts.
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From a fact sheet published by the National Association of Conservation Districts’ (NACD) Capacity Building Center,
Pullman, WA.
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Another important component of the written plan is it makes it easier to measure progress as the district is
reminded of the targets it wishes to hit. Measurement is a tool that helps keep the district on course, sparks
conversations and often policies that propel the district forward, while keeping staff and the board accountable
for how time and funds are spent.
While these are some of the internal reasons why a long-range plan is critical, it is also an important external
tool. The long-range plan can be used for marketing to, and education of, the diverse audiences of the RCD. Do
you want to help the public understand what the RCD does? Share a synopsis of the long-range plan. Do you
want to inform local land users and communities about how a project helps sustain resources? Show them how
it fits into the big picture – how it meets an objective that propels the district towards a specific goal. Are you
applying for funding? Look to your long-range plan to help the funder understand how supporting this project
connects to other priorities of the funder, how it addresses multiple goals and achieves multiple benefits.
When a long-range plan is not beneficial to an RCD, it is usually because of one or more of the following reasons:
Having a plan for plans sake
Not understanding the environment or focusing on results
Partial commitment
Not having the right people involved
Writing the plan and putting it on the shelf
Having the wrong people in leadership positions
No accountability or follow through
Unrealistic goals or lack of focus and resources2
In summary, a long-range plan is a very useful tool if there is engagement and commitment by all the people
responsible for the district. The responsibility cannot be left only to staff, nor can it be the complete
responsibility of the board. It takes a team effort. Staff needs to guide, bring forward opportunities, be on top
of scheduling reviews and progress checks, and manage funding. The board needs to provide leadership, work
together to prioritize focus areas, goals and actions, and be ambassadors to land users and the community.
When staff is limited, board members are also called upon to help execute strategies, sometimes even working
with staff and contractors to implement projects.
Finally, in order to successfully implement the RCD long-range plan, partnerships must be sought out and
fostered. The RCD cannot implement all the desired projects alone. Other agencies and organizations can join
with the RCD pooling financial resources, talent, and energy to launch projects and carry them to successful
outcomes. Engaging strategic members of the community is another way to enlist broader resources, to include
cadres of volunteers, philanthropic organizations, and individuals committed to resource stewardship.
Developing the RCD long-range plan is not an end in itself. It is just the beginning of what should be an exciting
path to personal fulfillment, district accomplishments, and recognition by the broader community of the integral
value of supporting their Resource Conservation District.
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“10 Reasons Why Strategic Plans Fail.” Forbes, Nov 30, 2011
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MISSION, VISION, and PRIORITY FOCUS AREAS SUMMARY

Our vision is a county where natural resources and rural features are valued and
protected by landowners, residents, and tourists alike with the RCD known as the goto organization to help make this happen.

Our mission is to help landowners and residents voluntarily improve quality of life
within Tuolumne County through improved management of the land and natural
resources today and in the future.
Priority Focus Areas
• Water Resources/Education and Outreach
• Fuel Load Reduction, Forest Management, and Soil Quality/ Education and
Outreach
• Noxious Weed Control and Range, Pasture, Grazing Management/Education and
Outreach
• District Operations/Education and Outreach
• Land Stewardship/Education and Outreach
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MISSION and VISION STATEMENTS
What is a mission and a vision statement? A mission is “a statement of the overall purpose of an organization
which describes what you do, for whom you do it and the benefit. A vision is a picture of the ‘preferred future’;
a statement that describes how the future will look if the organization fulfills its mission.”3
During the first strategic session with the board, the board reflected on the current mission statement:
Our mission is to identify and meet the natural resource conservation needs of all the people of Tuolumne County
and its future generations by providing leadership through educational, technical and financial support for
valuable, voluntary services and programs that promote conservation and sustainable agriculture, while
maintaining our county’s rural heritage
The consensus of comments received was the current mission statement is missing “improving resources,” there
is no emphasis on the non-regulatory nature of the work the RCD does, and the statement does not state that
the landowners and residents also have a responsibility for the land. They added that the RCD needs to be
viewed as helping “you” take better care of the land. There was also a belief that the mission statement needs
to be simplified.
The RCD did not have a vision statement. In working towards development of a vision, the board participated in
exercises and agreed people familiar with the RCD would describe the RCD as:
➢
➢
➢
➢
➢
➢
➢
➢

Helpful
Successful
Fiscally Responsible
Knowledgeable
Connected
“Go to” for anything related to natural resources
Clearinghouse
Friendly

The board agreed a problem is not enough landowners and community members are familiar with the RCD. The
RCD needs to “tell its story.” They shared when people are engaged with the RCD, they experience:
➢
➢
➢
➢
➢
➢

Pride
Satisfaction
Inspiration
Success
Gratification
Happiness

They experience these emotions because they see people from disparate backgrounds, experiences, and
beliefs come together for a common purpose.
3
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The board agreed the RCD needs to build strength in three main areas:
✓ Public Relations/Marketing – the RCD needs a more public face to create greater community awareness
✓ Volunteer Solicitation and Management – the RCD needs increased engagement by its board and the
community
✓ Increased Capacity – the RCD needs to be fully funded and staffed to implement the long-term plan

Engaging in these conversations helped to focus in on improving the mission statement and developing a vision
statement. During the second session the board agreed to the following:

Our vision is a county where natural resources
and rural features are valued and protected by
landowners, residents, and tourists alike with the
RCD known as the go-to organization to help
make this happen.

Our mission is to help landowners and residents
voluntarily improve quality of life with in
Tuolumne County through improved
management of the land and natural resources
today and in the future.
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During the RCD’s previous long-range planning effort, the board identified Priority Focus Areas
(PFAs). During session two discussions of the current planning effort, board members acknowledged there are
additional areas the RCD could choose to focus on, but with the current capacity it was agreed wise not to
expand into new priority areas at this time. Members also agreed to combine two previously separate priority
areas while including Education/Outreach in all the priority areas rather than retaining it as a standalone.
Within some planning efforts, PFAs are referred to as “strategic areas of focus.” Whether referred to as Priority
Focus Areas or Strategic Focus Areas, the purpose is the same. “Strategic Focus Areas are the foundation
stones of your strategy. They expand on your Vision Statement and start to create some structure around how
to actually get your organization to achieve its goals. One of the hardest things about creating strategic focus
areas for your organization is deciding what to leave out. 3 to 6 is probably a reasonable range.”4
Board members also discussed some of the components that must be part of any efforts to achieve their goals.
The three that stood out are:
❖ Outreach and Education
❖ Encouraging and Managing Volunteer Efforts
❖ Increasing Capacity
It is critical that the RCD follow through with the commitment to weave outreach and education of the public
into the strategies or tasks developed for each PFA if the RCD is to realize the part of their vision of being known
as “the go-to organization.” Education of, and outreach to, the public must also be integral to the actions
within each PFA if landowners, residents, and tourists alike are to protect and value natural resources and rural
features. Encouraging more people to volunteer, and successfully managing and organizing volunteer teams can
greatly expand the RCD’s ability to implement programs and projects. Increasing capacity is also necessary to
achieve the breadth of priorities agreed to by the board. Also, vitally important is expanding capacity
understanding funding needs, the necessary staffing versus volunteer requirements, and celebrating and
publicizing milestones and implemented projects.

Achieving the vision of the RCD hinges on meaningful
education and outreach, encouraging and managing
volunteer efforts, and increasing capacity.
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“Creating Strategic Focus Areas.” Cascade
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HOW DO WE DO THAT?

Public Relations/Marketing:
❖
❖
❖
❖
❖

Host, or partner in hosting, events to attract public
Recognizable identity
Increase visibility of the RCD at well-attended community events
Consider renaming the RCD as the current name can imply RCD is a county department
Develop an ongoing media campaign utilizing newspapers, radio stations, and Facebook

Volunteer Solicitation and Management:
❖ Increase leadership through a highly committed board willing to drive projects
❖ Foster engagement through more community involvement with more people taking responsibility for
natural resources
❖ Encourage participation through more opportunities that make volunteers want to “do it again”
10

Increased Capacity
❖ Define “what is enough funding” and work towards a budget that fully funds RCD priorities
❖ Identify priority proactive and reactive projects and programs and develop enough staff and volunteers
to support the necessary activities
❖ Continue to work on a long-term plan, revisiting and revising often to measure and monitor success
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The board talked through the existing Priority Focus Areas (PFA) and decided to combine some of them and
agreed to include Education and Outreach within each PFA.

TCRCD Priority Focus Areas:
• Water Resources/Education and Outreach
• Fuel Load Reduction, Forest Management, and Soil Quality/Education and
Outreach
• Noxious Weed Control and Range/Pasture/Grazing Management/Education and
Outreach
• District Operations/Education and Outreach
• Land Stewardship/Education and Outreach
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After agreement on the PFAs, the board and staff discussed how to go about shepherding the PFA process. It
was readily apparent this task cannot be “handed off” to staff but must be a joint effort of board members
supported by staff. Board members chose a PFA to take under their wings. But, for this construct to work,
board members and staff must work as a team, each functioning in their own ways, but both ultimately
responsible for designing and implementing agreed upon paths that lead closer to realizing the vision of the
RCD.
To this end, board members volunteered, or were assigned, to spearhead a PFA. Staff agreed to meet with
board members one PFA at a time, and develop goals, actions, and objectives. It will also be important to refine
the work further to include budgets, supplies, funding sources, etc. These are more specific tasks that must be
addressed in the next planning exercise.
While different long-range planning methods may utilize slightly different words to capture the implementation
and measurement pieces of the plan, what is important is establishing a common understanding of terms.
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One formula is to utilize the terms goals, strategies and objectives. Whether these are the particular words used
or not, the idea is to capture the intent of these designations. They are differentiated by these definitions:

“A goal is a description of a broad primary outcome.
A strategy (or action) is the approach you take to achieve a goal.
An objective (or task) is a measurable step you take to achieve a strategy.”5

5

“Understanding Goals, Strategy, Objectives And Tactics In The Age Of Social.” Forbes, Sep 27, 2013
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PRIORITY FOCUS AREA PLANNING DOCUMENTS

The Priority Focus Area planning documents, which capture
the goals, strategies or actions, and objectives or tasks are
included in the next section of this plan. These planning
documents should be referred to so often they are dogeared.
They should be subject to revision to reflect changing
opportunities. The planning documents are designed to be the
tools by which each of the PFAs can be tackled, but also to be
used as the guidebooks for ongoing conversations about
progress the RCD is making and challenges the RCD faces.
In order to fully utilize this tool, staff should meet with the
board member/members responsible for each of the PFAs,
twice per year. The purpose of these meetings is to document
what has been done to implement actions and tasks and to lay
out a timeline of what needs to be done over the course of the following six months to move the goal forward.
Staff and the responsible board member/members for each PFA should provide the full board with a progress
report once each year. This builds in accountability, but also engages the full board in discussions that can lead
to new approaches.
Realistically, in order to implement this long-range plan, the RCD must focus much of its attention on engaging
partners. Whether with the private or public sector, NGOs or the Tribes, the RCD must assimilate multiple
resources to realize the vision of the RCD. Public education and outreach, therefore, is the cornerstone of the
future of the RCD. Consistently focusing on the vision and being persistent in sharing the value of the RCD, can
persuade funders, engage allies, and instill in the community at large a sense of pride that there is a Tuolumne
County Resource Conservation District that supports landowners, residents and tourists sustain the natural
resources and rural features of Tuolumne County for generations to come.
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Priority:
Intent:

Water
Expansion of the
Stream Team Water
Quality Monitoring
Program.

Actions:

1. Grow the data
gathering,
management and
reporting of stream
team
2. Maintenance of
program funding.

3. Grow the
parameters of the
program.
Specific Tasks: Expand the data
mapping for Stream
Team.

Develop community
presentations on
program and data.

Research grant
funding and apply
for grants.

Research additional
parameters for
monitoring and cost
of addition to
program.

Continue to provide
watershed education
to residents and
students within the
district.
1. Work with
Tuolumne River Trust
to provide education
to elementary and
high schools.
2. Incorporate
education into
outreach events.

Continue to partner
with TRT out
education and
materials for schools.

Foster Collaboration
and Cooperation
among Multiple
Watershed Interests

Promote water use
efficiency

1. Continue providing
administration for
the Tuolumne
Stanislaus IRWM.

1. Continue
rainwater
catchment and
efficient fixtures
rebate programs.
2. Continue to offer
landowner planning
programs for
stormwater,
rainwater
harvesting, etc.

2. Pursue new
opportunities to
convene groups of
landowners to
promote watershed
stewardship.

Continue to work
with the TS IRWMA
and Yosemite
Stanislaus Solutions
collaboratives.
Utilize RCD's
Research
educational tools
opportunities to
including Augmented collaborate on
Reality Sandbox and
specific projects or
Rainfall Simulator.
issues.
Utilize the Mobile
Utilize opportunities
Water Learning Lab at to partner with
local events.
neighboring RCDs.

Plan tours and
workshops at BMP
demonstration sites.
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Research grant
funding and apply
for grants.

Continue to
collaborate with
other local agencies
and nonprofits.
Research
opportunities to
collaborate on
specific projects or
issues.

Priority:
Intent:

Rangeland & Noxious Weeds
Increase the implementation of
rangeland Best Management Practices.

Actions:

1. Identify Best Practices locally,
regionally,
statewide.
2. Look for models of the same project –
“what has been done elsewhere."

Specific Tasks: Contact other RCD’s, Farmers, Ranchers,
Farm Bureau, Cattlemen's Assoc.
regarding needs and practices.
Identify potential projects.
Research funding for potential projects.
Apply for project funding where
available.

Priority:
Intent:

Actions:

Forestry & Fuels
Management
Improve forest health for
reduction in fire threat with
fuel reduction projects
completed on 1000 acres of
forest land.

1. Determine priority areas
of concern.

2. Coordinate one fuel
reduction project.
Specific Tasks: Meet with landowners,
collaborative groups,
nonprofits, and agencies to
gather information.
Identify the role of the RCD
for fuels activities.
Develop a project plan.
Apply for project funding.

Encourage inventory and affordable and
effective eradication of noxious weeds, including
star thistle, within district.
1. Obtain inventory/work already
completed on mapping noxious
weeds.
2. Identify gaps in work already
competed.
3. Assess scope of potential project – look
for models of similar work.
Identify Resources mapping that has been
completed.
Identify partner organizations.
Develop a project plan.
Apply for project funding where available.

Provide improvements to 500
miles of existing roads in
forest and range areas
through reducing sediment,
improving fire and forest
access and improving stream
crossings.
1. Determine priorities areas
by working with partner
agencies.
2. Research feasible areas for
RCD project.
Contact and coordinate with
partner agencies.

Identify the role of the RCD
for improvements.
Develop a project plan.
Apply for project funding.
17

Improve rangeland health
by reduction in fire threat
with brush fuel reduction
projects on 1000 acres.

1. Determine priority areas
for concern.

Meet with landowners,
collaborative groups,
nonprofits, and agencies to
gather information.
Identify the role of the RCD
for fuels activities.
Develop a project plan.
Apply for project funding.

Priority:

District Operations

Intent:

Ensure that RCD
continues to meet
Tier 1 requirements
by keeping policies
and plans updated.

Ensure all board
member positions
on TCRCD are
filled.

Provide district
information and
educational
opportunities on
TCRCD.org.

Provide at least two
press releases to local
media on RCD projects
annually.

Actions:

1. Review By-Laws
and Policies every
two years.

1. Outreach to
community
members with an
interest in RCD.

1. Review and
update district
information on
website annually or
as necessary.

1. Develop press releases
each time the district
achieves a project
milestone.

2. Identify
opportunities to add
educational
information to
website.

2. Share press releases
from partner agencies
including NRCS.

Contact and
coordinate with
partner agencies.

Press releases to media
outlets including
mymotherlode.com and
Union Democrat.

2. Ensure all staff
and Board Members
have completed all
required training.
Specific Tasks: Review and update
By-Laws and Policies

Ethics and Brown
Act Training
Sexual Harassment
Training
Board Member
Development
Trainings through
CSDA
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Priority:
Intent:

Land Stewardship
Inform, Support,
and Encourage land
stewardship, and
conservation
projects on local
ranches and farms
through grant
funding including
EQIP and others.
Actions:
1. Set up 2-3
demonstration
tours of successful
projects – Including
rainwater storage,
storm water
management,
livestock water and
fencing
enhancements,
brush and timber
management sites
or noxious weed
eradication.
2. Update and
Maintain the Water
Toolkit Website
with land
stewardship BMP’s.
Specific Tasks: Video Tape
demonstrations

Advertisement &
Public outreach

Landowners
BMP Descriptions

Obtain mitigation
parcels from Cal
Trans.

Provide Conservation expertise for Kennedy
Meadows.

1. Finalize transfer
of Lake Don Pedro
Property.

1. Continue to work with Tuolumne County as
“Conservation Partner” at Kennedy Meadows.

2. Begin transfer
process on
remaining
properties.
Work with Caltrans
staff to finalize any
physical
improvements
needed on
property including
fence repair/
relocation
Coordinate with
Caltrans staff to
finalize
Management Plan
and reporting
requirements
Determine final
endowment needs
Secure legal
Review of Transfer
19

Initiate contact with County staff to determine
needs and desires for TCRCD involvement

Identify any
extenuating needs
including liability
insurance.
Develop signage
for property
Take title

As mentioned earlier, it is critical the Priority Focus Area tasks and actions be reviewed regularly in order to
build in accountability. The assumption in this example chart is that the long-range plan implementation begins
in March. Six months later, in September, staff would meet with the board members responsible for each of the
priority focus areas to chart progress and assess what support and strategies are necessary to continue with
implementation. Staff would repeat this process again in March of the following year. Having then completed
one year of planning and implementation, a full priority-by-priority report would be given to the board and
recommendations developed for continued work. This process would be repeated each year. In addition to
building in accountability, this also provides an ongoing process for revisiting priorities and revising and adding
actions and tasks without necessitating revision of the entire long-range planning document.
The following simple chart is a way to track this on an ongoing basis.

PRIORITY FOCUS AREAS ACCOUNTABILITY CHART

Priority

2019
September Staff/Board
Member Review

2020
March Staff/Board
Member Review

Water
Rangeland & Noxious
Weeds
Forestry & Fuels
Management
District Operations
Land Stewardship

20

2020
April
Progress Report to Board

In conclusion, the Tuolumne County Resource Conservation District (TCRCD) is challenged with securing
ongoing funding, increased staffing, and developing consistent volunteer efforts. However, the TCRCD should
celebrate and promote the wide range of projects and programs they have completed or are ongoing. The more
the public learns about the TCRCD, the more opportunities will exist for engagement and involvement. This is
also true with attracting funding, whether through fundraising activities or grant opportunities. Because the
work of RCDs is not well understood by the public-at-large, nor by many funding agencies and organizations, the
TCRCD must continually work at “telling its story.” Projects and programs such as the current water
conservation efforts model the kind of activities through which this can be accomplished. Taking projects out
into the community provides an excellent way to increase recognition of the work of the TCRCD and displays
how the TCRCD can meet needs within the region.
While the TCRCD relies almost exclusively on one paid staff member and the volunteer efforts of its board, it has
demonstrated great success in partnering with a nonprofit organization and taken advantage of volunteers
solicited and organized through the nonprofit. While increasing the number of TCRCD paid staff would be
optimal, partnering with other organizations for mutual benefit is a great way to increase capacity and successes
Finally, while staff must be relied on for day-to-day operations and to keep important issues in front of the
board, the board itself must continue to offer expertise, time, and direction in order to keep the TCRCD in front
of the public and on track to achieving its vision. Creating this circle of support – staff, partners, and the board –
the TCRCD is positioned to make good strides towards its vision.

Our vision is a county where natural resources and rural features are valued and
protected by landowners, residents, and tourists alike with the RCD known as the goto organization to help make this happen.
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