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NORTH COAST WATERSHED ASSOCIATION
INTRODUCTION

The North Coast Watershed Association (NCWA) was established in 2001 as a 501(c)3 non-profit in order to serve as an “umbrella” watershed organization for four individual watershed councils, Nicolai-Wickiup, Youngs Bay, Skipanon and Ecola Creek.  The intent in forming an umbrella group was bi-fold: 1) to provide an opportunity for coordinating activities among the individual councils through the funding and staffing of one council coordinator, and 2) to access alternative funding sources (foundations, businesses, individuals) other than the Oregon Watershed Enhancement Board.  For further information regarding the history of the individual watershed councils, see Appendix A.
In 2007, the NCWA enlisted the help of the River Network, a national organization whose mission is to help people understand, protect and restore rivers and their watersheds, to develop a strategic plan for the organization.  While watershed assessments and action plans had been developed for each of the individual watershed councils, the NCWA felt that it needed to provide a more defined role for its Board and staff, the individual councils and the community.  Through the development of a strategic plan, the NCWA also felt that it could provide a tangible and cohesive vision to carry its Board Members and staff into the future.
The document that follows is the culmination of 10 months of hard work by a dedicated group of Board Members and one staff person.  We believe that this plan acknowledges the challenges that we face as an organization but likewise will help us to realize our vision for the North Coast Watershed Association and, eventually, our vision for the watersheds themselves.
NCWA Board Members:

· Jim Scheller – Chair, Skipanon Watershed Council
· Keith Warren – Vice-chair, Clatsop Economic Development Council

· Katie Voelke – Secretary/Treasurer, North Coast Land Conservancy
· Jerome Arnold – Ecola Creek Watershed Council

· Bud Henderson – Nicolai-Wickiup Watershed Council
· Mike Seppa – Youngs Bay Watershed Council

· Micah Russell – Columbia River Estuary Study Taskforce

· Eric Clements – Weyerhaeuser Company

· Dan Goody – Oregon Department of Forestry

· Jim Bergeron – At-large

NCWA Staff:

· Lori Lilly, Director/Watershed Council Coordinator

MISSION
The NCWA is a non-profit organization that coordinates watershed councils and other community-based efforts to improve watershed health in our area.  The NCWA believes healthy watersheds sustain healthy communities.
VISION FOR THE WATERSHEDS
The NCWA envisions healthy watersheds that support optimally functioning ecological processes and sustainable populations of naturally spawning fish, wildlife and human communities.  We recognize that salmon are a keystone species in Pacific Northwest ecosystems and that, without them, we cannot have healthy rivers.  Therefore, the NCWA will continue much of its focus, its attention and resources on improving salmon habitat.  We believe that by bringing back the social, economic and ecological role of salmon, the overall health of the watershed and our communities will improve.  

VISION FOR THE NCWA

The NCWA works collaboratively within the community, in partnership with local, regional and federal agencies, as well as with businesses, corporations, willing landowners and volunteers, to foster stewardship, restoration, enhancement, recreation and celebration of our local rivers and watersheds.  The NCWA serves as a resource for and coordinates the activities of its member watershed councils (Ecola Creek, Skipanon, Youngs Bay, and Nicolai-Wickiup) and maintains a diverse and engaged Board of Directors.  The NCWA will build healthy communities through education and outreach, encouraging conservation, taking region-wide issues to the legislative level and providing opportunities for the public, landowners, and schools to become engaged in improving the health of their watersheds.  We will continue to seek, maintain and increase funding for our staff, restoration projects, monitoring, assessments and activities that celebrate our local rivers and watersheds.

WATERSHED HEALTH

The health of a watershed is reflective of the health of the communities within them.  NCWA’s first four objectives focus on building partnerships, increasing awareness, collecting data, and prioritizing and implementing restoration efforts throughout the North Coast.  The NCWA aims to tackle limitations that are affecting all of its member watersheds and councils, as well as nearby areas that do not belong to a particular watershed council (most of the City of Astoria, John Day River watershed). 
Objective I.  Build public awareness of the watersheds, rivers, council actions and NCWA actions; perform related outreach activities.
Build public awareness of council and NCWA actions and activities.
· Expand NCWA’s webpage to include a resource library and links.

· Promote the mission, upcoming meetings and agendas to help Councils’ increase attendance and participation.

· Develop promotional materials for the Councils.

· Explore the idea and feasibility of creating a newsletter.

· Explore the opportunity for joint meetings for all the councils.

· Communicate to the media concerning council and NCWA activities.
Build awareness of legislators.
· Annually update and inform the County Commission of our activities in the region.

· Send letters and call State legislators concerning issues of more regional relevance.
Increase the quality and quantity of outreach activities made available to local communities.

· Host an annual, water-based community celebration, with fun being an    


important emphasis of the event.

· Develop a volunteer program.

· Explore the concept of organizing a native plant nursery.

Define and implement an Education Program 

· For public education: 

1. Involve individuals in volunteer water quality programs in their watersheds; goals are to foster ownership and stewardship, educate on water quality, provide opportunities for involvement in a watershed-based activity.

2. Involve individuals in a native plant nursery; goals are to educate on native plants and non-native/invasive plants, provide an opportunity for involvement in watershed restoration.

3. Provide public forums with knowledgeable speakers.

· For education in schools: 

1. Involve schools in water quality monitoring and native plant nursery

2. Involve schools in watershed assessment work, where possible

3. Emphasize the cultural, ecological and economic importance of salmon
· For landowner education:

1. Promote BMP’s and restoration of private landowner’s riparian areas, wetlands and watersheds via promotional materials and restoration assistance through councils

2. Reach out to landowners via annual mass-mailings promoting the NCWA and councils as a resource

3. Provide presence at public forums, and present if possible.  Target groups include Small Woodland Owner’s Association, Rainland Flycasters, and others
Objective II.  Address region-wide and cross-council concerns, such as water quality, quantity and flow issues.

Address and improve water quantity issues in the watersheds.
· Develop basic assessment of water use and flow on streams of concern (Bear Creek, Lewis & Clark River, Ecola Creek) and Clatsop Plains aquifer.

· Develop Technical Team to assist in approach for the issue.

· Hold a water quantity/flow symposium for the benefit of the public and municipalities.

· Explore potential to install stream gauges on Bear Creek and Lewis & Clark River.

· Continue to elevate the issue within the legislature.

Address and improve water quality issues.

· Work to address and mitigate 303(d) limitations in streams via restoration actions and elimination/control of point and non-point sources of pollution.

· Develop strategy for NCWA to address invasive species issues, including aquatic weeds.

Objective III.  Facilitate the individual council’s ability to effectively prioritize and pursue restoration and monitoring projects.
Develop a Technical Review Team of watershed council members, partnering agencies and organizations that meet bi-annually to discuss prioritization, restoration and monitoring needs of the watersheds.
· Design, compile and assess annually, priority restoration projects and successes from the Councils and prepare and publicize a State of the North Coast report.

· Review the watershed council priority projects and select projects based on staff resources.  
Foster communication between the NCWA and individual councils.

· Promote, via mailing lists and the webpage, available expertise, resources and programs specific to restoration and monitoring.

· Communicate to councils via the NCWA webpage about the status of current projects in the watersheds.

· Promote, at council meetings and at the NCWA annual meeting, the activities of the NCWA and how they benefit individual councils.

· Continue hosting NCWA Annual Meeting to showcase work accomplished in the previous year, provide an opportunity for watershed councils to interact, engage legislators and educate the public about council activities.

Objective IV.  Foster new and existing regional relationships.
Identify and reach out to new regional partners.
· Develop relationships with the City of Astoria, City of Warrenton, and community of John Day.
· Develop a PowerPoint presentation, brochure and webpage describing partnership opportunities and benefits.

· Develop a strategy for building relationships with local businesses.
· Offer opportunities for business and/or individuals to join the NCWA as members
· Explore 1%fortheplanet or other opportunities for business giving
· Involve Master Gardener’s, schools, Tongue Point Job Corps, and others in native plant nursery (e.g. juvenile penitentiary).
Foster existing partnerships.
· Work in coordination with CREST, North Coast Land Conservancy, Columbia Land Trust, Clatsop Soil & Water Conservation District, water districts, adjacent watershed councils and other conservation organizations, where possible, to further the missions of all.

· Serve as a resource for the aforementioned organizations via technical assistance, grant-writing assistance, etc.

ORGANIZATIONAL HEALTH

The NCWA recognizes that efforts to ensure the long-term sustainability of a healthy watershed require a properly functioning and sustainable organization.  The NCWA will proactively work to increase its capacity, as well as that of the councils through the provision of funding, development of a communication plan, maintaining an active Board of Directors, and providing an environment conducive to the retention and development of staff.
Objective V.  Ensure a positive long-term financial position for the NCWA and the watershed councils 

Establish a stable, organizational funding base through diversification of funding sources.
· Develop and implement a Fundraising Plan.
· Maintain funding for both administration and program work – as well as funding that affects all councils (e.g., nursery, large woody debris storage, council activities, etc.).
· Explore the opportunity to start a “membership” (donor) program for individuals and businesses.
· Explore “fee-for-service opportunities.”

· Explore funding from foundations.

· Hold one or more fundraising events per year.

· Perform cost/benefit analysis of fiscal agent vs. internal financial management.

Secure project-related funding for the councils.
· Research and promote to the councils, upcoming funding opportunities.
· Submit, track and oversee the timely submission of proposals, applications and reports.
Objective VI.  Develop and Implement a Communication Plan

Maintain communications with and between councils via:

· Bi-monthly updates at meetings

· Collection and dissemination of available watershed management plans.

· Maintenance of an updated contact list

· Annual review of the Executive Director
· Improve communication between the NCWA and individual councils 
Increase communication with government and agencies.
· Engage in regional-level conservation policy and planning.
· Continue communication with OWEB, legislators, etc.

· Institute a better relationship with the county and affected municipalities via increased and intentional communication efforts (e.g., annual reports).
Increase communication with media.
· Generate a media policy for the NCWA.
Increase communication with public.
· Provide written and online reports of ongoing projects; data-collection efforts and events.
· Increase the public’s awareness of both the Association and related councils via various media strategies.
· Cultivate the participation of individuals and landowners via a region-wide survey and appropriate follow-up.

Objective VII.  Recruit and maintain a fully engaged Board of Directors.  
Maintain an engaged Board of Directors.
· Engage in regularly-scheduled meetings with the executive director.
· Provide opportunities for Board appreciation/recognition.
· Encourage Board participation.
· Review bylaws annually and revise as needed.

Recruit new Board Members.
· Increase outreach efforts, broaden base of volunteers from which to draw potential new Board Members.
· Develop a list of wanted skills for Board Members.

· Create a board succession strategy.

· Develop and maintain a list of potential new Board Members, as needed.

· Prepare Board recruitment and board orientation materials.

Objective VIII.  Create an efficient and effective work environment for staff

Encourage staff retention and continued capacity-building.

· Develop job descriptions and secure funding for additional staff, for example, Volunteer Coordinator, Outreach Coordinator, Project Manager, etc.

· Establish work plans for each employee.
· Create a standardized annual review format and evaluation procedure.

· Develop and maintain an employee handbook with racial and sexual discrimination policies.

· Encourage professional development opportunities.

· Develop an optimum organizational structure that identifies current gaps in staff capacity, ideal staff size and composition, and opportunities to supplement staff with volunteers and consultants.

· Explore constraints of growing staff in existing infrastructure situation.
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