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Executive Summary
To Our Friends:

The Takshanuk Watershed Council works to serve the Haines Borough and all of
the communities and neighbors within. We offer a service to these communities
by providing a dedicated board and staff to carry out our mission to provide
stewardship of the Chilkat, Chilkoot and Ferebee river systems. The primary
goal of this mission is to improve the quality of life that we all enjoy in the Haines,
Klukwan, and Mosquito Lake communities. A wealth of natural resources is at
our door; we are stewards of that wealth and will invest in it to better the future of
area residents.

Through the strategic planning process we have defined nine major goals, three
in each of three categories. The Takshanuk Watershed Council's (TWC)
organizational goals are to achieve long-term sustainability, build organizational
capacity, and increase community support for the TWC. Our ecological goals are
to foster better understanding of the watershed, implement and complete
restoration projects, and promote stewardship of healthy waters and fish and
wildlife habitat. Organizationally, we seek to ensure our financial health and to
integrate ourselves into local communities. Community goals include the TWC'’s
desire to serve as a resource for watershed information, to integrate watershed
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awareness of and participation in watershed-related issues.

We are grateful to Samia Savell of Natural resources Conservation Service for
editing input and also to Neil Stichert and Heidi Wasson of US Fish and wildlife
Service for helping us initiate this strategic planning process. With their help and
the work of the board and staff we have focused our attention on strengths and
weaknesses in each of the three categories mentioned above. We will use the
knowledge gained to build on our strengths and to address any weaknesses. In
engaging in strategic planning we have come to know each other and our role in
the community better. We view this as an essential step in becoming an effective
and positive organization in the watersheds we serve.

Sincerely,

Tim Shields
Executive Director, Takshanuk Watershed Council



Organizational Description and History

In fall 2002, the Southeast Conference solicited communities throughout
Southeast Alaska for interest in forming watershed councils to help protect,
conserve, and enhance salmon fisheries and habitat. The Community
Watershed Project (CWP) is a cooperative agreement between the Alaska
Department of Fish and Game (ADF&G) and Southeast Conference to
administer Southeast Sustainable Salmon Funds to help establish community
based watershed councils. While interest in creating a watershed council for the
community of Haines was sparked nearly two years earlier, the means to initiate
the organization remained elusive. With financial support provided through the
CWP, TWC was formed in spring 2003.

CWP financial support will be provided to the TWC through June, 2005.
The TWC is currently working toward achieving financial independence and
organizational sustainability. TWC obtained 501(c)(3) status in March 2004 and
is actively pursuing funding reserved for nonprofit organizations. As a grassroots
organization, TWC also seeks community support through donations and
volunteer time.

TWC promotes programs and projects within the Takshanuk Watershed,
which encompasses the Chilkat, Chilkoot, and Ferebee River systems, including
all streams, lakes, tributaries and lands. A half-time Executive Director and a
three-quarters time Development Director supports the Board of Directors (BOD),
which is comprised of seven community members. The organization focuses on
four major project areas: stewardship, restoration, research, and education.
Each program is important to the TWC in its unique ability to further the mission
of the organization.

By demonstrating a direct link between quality of life and fisheries health,
TWC is able to connect members of the community to the value of their
watershed resources. Fisheries health is vital to the economy, ecology and
quality of life in Southeast Alaska. Nearly half of all commercially caught salmon
in Alaska are harvested in Southeast and Alaska’s constitution provides for the
protection of natural resources. Commercial fisheries provide thousands of jobs
for Alaskans and millions of dollars to local economies. The communities of
Haines and Klukwan are home to over sixty commercial fishing permit holders.
There is, also, priority in Alaska given to subsistence fishery users. Although
subsistence catches account for less than four percent of the annual salmon
catch many families rely on salmon to supplement their diet. The link between a
healthy, sustainable fishery and the Haines Borough’s economy is obvious to
most residents. We seek to make that connection obvious to the minds and the
practices of all residents.

By composing this strategic plan, TWC intends to increase its
organizational capacity and its ability to work as a grassroots community
organization with the goal of a prosperous future within the watershed.



Mission Statement

The mission of the Takshanuk Watershed Council is to provide
stewardship of the Chilkat, Chilkoot and Ferebee River systems.
Through restoration, education, research and community involvement we
will benefit the natural ecology, economy and quality of life valued by all
residents.

Vision Statement

Our vision for the Takshanuk Watershed Council is to promote the
recognition and sustainability of the healthy, natural ecosystems within the
Takshanuk watershed. Through our research initiatives, we will attain a
better understanding of our watershed’s ecology and will use this
information to foster good stewardship of the streams, rivers, lakes and
lands. We seek a balance between human and wildlife use within the
watershed, in order to benefit the entire community, the wildlife and the
salmon populations we depend on.



Major Accomplishments

In our first year of operation, we have established four major programs:
education, restoration, stewardship, and research. We have made significant
progress in each of these areas and hope this strategic plan will enable us to
prioritize and focus our energy as we work toward making these programs
stronger. Some of our major accomplishments include:

Education

Conducted Nature Studies classes for Haines Elementary students in
collaboration with Discovery Southeast, a regional outdoor education
organization.

Planned and held a series of school field trips to Sawmill Creek in Haines.
During these field trips, children helped with fish trapping and rescue after
the creek was diverted into a restored stream bed, as well as re-
vegetating stream banks within the restored reach of Sawmill Creek.

Led an eighth-grade field trip to Chilkoot River to study spawning
eulachon.

Established an internship program which will begin in the fall 2004
semester. Two Haines High School seniors will gain academic credit for
assisting in field studies and research in Sawmill Creek.

Conducted a summer outdoor education series with Covenant Life Center
students, a private school in the Haines Borough, to study declining
Western Toad populations.

Restoration

Applied for and received US Fish & Wildlife Service (USFWS) funding to
begin a re-routing project on Sawmill Creek in the fall of 2003. For years,
the creek had run through a roadside ditch, and this project allowed us to
replace the creek in its former stream bed. We are now monitoring the
success of this project. This spring, we viewed cutthroat trout spawning in
the restored reach of the stream.

Partnered with USFWS, ADF&G and National Oceanic and Atmospheric
Administration (NOAA) to replace a culvert on Muskrat Creek. Culvert
replacement was set for September 2004 and has restored access to one-
half mile of Coho spawning and rearing habitat.

Participated in the Haines Chamber of Commerce Community Clean-Up
Week in May 2004 and picked thirty-two bags of trash out of Sawmill
Creek, including eight car batteries, two bags of recyclables and a
bathroom sink!



Stewardship

Currently working toward purchasing and placing a conservation
easement on the Sawmill Creek restoration site to establish an Outdoor
Education Science Laboratory for all Haines Borough school children.
Have already secured some of the funding needed for purchase of land
within which is the Sawmill Creek restoration site.

Research

Completed a stream survey of Sawmill Creek for baseline data during the
spring of 2004 using ADF&G'’s Stream Survey Protocol.

Organized a benthic macro-invertebrate training with the Environment and
Natural Resources Institute (ENRI) for staff and key volunteers. The
group collected at three sites on Sawmill Creek and found a pattern of
diversity increasing upstream along the creek.

Conducted spring and fall 2004 fish trapping in Sawmill Creek to
investigate species movement into the restored reach.



Strategic Planning Process

In April 2004, TWC staff was introduced to Heidi Wasson, a graduate
student in City and Regional Planning at Cornell University. Heidi was hired by
US Fish & Wildlife Service to initiate and facilitate strategic planning for the CWP
Councils during summer 2004. The Staff and BOD realized the value in writing a
strategic plan from valuable lessons learned and shared by other non-profit
organizations. TWC met with Heidi several times over a two month period and
are very grateful for her efforts and help in composing the strategic plan.
Through the process, the BOD and Staff realized the importance of a clear,
hopeful, and realistic strategic plan. TWC identified goals that are important to
directors of the council after spending several hours discussing and refining a
final set of nine goals. TWC is now very clear in the steps needed to achieve its
goals and has identified persons responsible for designated actions. TWC
learned that careful planning is hard work, but necessary and very worthwhile.

The Directors and Staff identified several key factors they believe will
significantly influence the watershed over the next ten years. These factors
included the Haines Highway expansion, local politics, population growth,
increased eco-tourism and an expanding community. The planning group posted
these factors in order to be reminded of them throughout the planning process.
We each wrote a vision statement for the TWC in the next five years and shared
these with the group in order to write our common vision.

Next, we identified the following key strengths, weaknesses, opportunities,
and threats (S.W.O.T. analysis) to our organization so that we might learn from
them. Major elements of the S.W.O.T. analysis include:

A relatively pristine watershed, diversity of habitat, sustainable forestry and
fishery, proximity of roads and clearings to streams, high quality habitat is
attractive to development, commercial tourism, active, involved and vocal
community, strong native history, resource dependent population, a divided
community, seasonal economy and economic hardship, differing visions of land
use, educated and interested folks within the organization, the youth of
organization, and the need to become self-sustaining within one year. (The
entire S\W.O.T. Analysis can be found in Appendix C)

As a new organization we felt it was important to establish goals and
strategies that maximize opportunities and strengths, while minimizing
weaknesses and threats. At every opportunity we sought to turn weaknesses
and threats into organizational strengths and the following goals and strategies
illustrate this.



Takshanuk Watershed Council Strategic Plan
August 2004 to August 2009

The Takshanuk Watershed Council Strategic Plan outlines major goals as
defined by the Board of Directors and Staff through the strategic planning
process. In the following pages, strategic goals are defined, the purpose and
desired outcome are described, and the strategies and actions are planned. The
Development Director, Executive Director, and the Board Chair have been
placed in charge of implementing the plan. The plan will be reviewed by the
BOD each December beginning in 2004, at which time a strategy for successive
years will be planned. As the plan is written, reviewed, and modified, we
understand that flexibility in the goals of the plan is the key to its successful
implementation. By maintaining flexibility, we will be able to tailor the plan to
changes in the watershed, take advantage of changes in the landscape,
community, and the TWC that are unforeseeable. We have, however, identified
several factors that may influence the watershed over the next ten years and
have planned our goals and strategies with these factors in mind.

The strategic plan covers the five-year time frame of August 2004 to
August 2009. Benchmarks and target goals are identified to make evaluation of
the plan possible. These benchmarks and target goals are described in
Appendix A.

Goals and Strategies

To ensure that our strategic plan entails a holistic approach to the
council’s future initiatives, major goals and strategies are divided into three
categories, the council’'s organization, the community, and the watershed’s
ecology. Through the strategic planning process, we have defined nine major
goals, with three in each of the following categories. Organizational goals
concern relationships between the BOD and TWC Staff, communication within
the organization, and BOD and Staff roles and responsibilities. Community goals
involve the relationship between the TWC and the community of people within
the watershed. Ecological goals pertain to the region’s natural ecology and
stewardship of the watershed. Goals are listed in order of importance to the
BOD and Staff, whereas strategies and actions are listed in chronological order.

Organizational goals
Achieve long-term sustainability
Build organizational capacity
Increase community support of the organization

Community goals
Serve as a resource for watershed information
Integrate Watershed Education into Haines Borough school
curriculum



Increase community awareness of and participation in
watershed-related issues

Ecological goals
- Foster better understanding of the watershed
Restore impacted areas of the watershed

Promote stewardship of pristine water and high quality fish and
wildlife habitat

ORGANIZATIONAL GOALS

As a young organization, we recognize the importance of a strong
organizational backbone to help achieve our vision and mission. The following
organizational goals have been laid out in order to focus our time and energy
more efficiently within the organization. The three major goals that follow are all
inter-related and many actions will occur simultaneously.

GOAL 1 — Achieve long-term sustainability

By achieving long-term sustainability the council will be able to serve the
community indefinitely. We must gain support from the communities in the
Takshanuk watershed in order to become sustainable. Long-term
sustainability will also lead us to increase the capacity of the organization.
For the purpose of this goal sustainability will mean: the ability of an
organization to develop a strategy of economic growth and development that
continues to function indefinitely within the limits set by ecology and is
beneficial to the greatest number of stakeholders and the environment. The
overarching timeframe for this goal is to achieve long-term sustainability by
August 2009.

Strategy 1.1 Develop a strategy of economic growth and
development

Action:

a. Write a Fundraising Plan to be completed by the Development
Staff in October 2004. Development Staff will set fundraising goals
and track them by composing a calendar of funding goals, events
and deadlines in September 2004. Development Staff will dedicate
one morning per week to fundraising, reviewing goals, and
strategies pertaining to fundraising. The fundraising calendar will
be updated and revised each September and March.




b. Development Staff and Board Treasurer will write a long-term
Financial Plan that will include a Fiscal Policy, a long-term budget
and a protocol for quarterly updates of the budget. Financial Plan
will be presented to the BOD with the intent to be adopted in
November 2004.

Strategy 1.2 Diversify funding sources and donors

Action:

a. Seek training in grant research. Development Staff will attend
training in grant research and writing. Specifically, Cecily Stern will
be contracted to mentor Staff in fundraising here in Haines.
Development Staff and Ms. Stern will begin writing a Fundraising
Plan and report on funding sources.

b. Develop earned income possibilities through acquisition and
advertisement of research and analysis capabilities. By increasing
the abilities of the Staff, we will be able to provide technical abilities
for other organizations in areas such as stream surveys or water
quality analysis. Staff will begin pursuing these opportunities in
January 2005.

c. Staff and volunteers will research foundations and grants whose
missions are aligned with our mission. Development Staff will keep
a database of these foundations and grant opportunities in the
TWC office, organized by deadline. An ‘Upcoming Grants’ update
will be included in the Development Staff's monthly report to the
BOD.

Target goal Increase the number of grant applications and
successes by fifty percent, each six month period until capacity is
reached at 26 applications submitted per year.

Strategy 1.3 Develop “Friends of the Watershed” pro gram

Action:

a. ‘Friends of the Watershed’ program will be a fundraising drive,
beginning in August 2004 at the Southeast Alaska State Fair. Each
year the TWC will staff a booth at the Southeast Alaska State Fair.
Directors, Staff and volunteers will solicit donations and staff the
‘dunk-tank’ for donations.

b. TWC will solicit yearly donations during the yearly fundraising
drive beginning in June 2005. Directors and Staff will canvass the
community for ‘Friends of the Watershed’ and new volunteers each
year.



Target Goal  We plan to gain at least 60 ‘Friends’ by the year
2005, 80 ‘Friends’ by 2006, 110 ‘Friends’ by 2007, 150 ‘Friends’ by
2008 and 200 ‘Friends’ by 2009.

Strategy 1.4 Develop an endowment of/for the TWC by  January 2005

Action:

a. Development Staff will research and implement an Endowment
program in January 2005. The Endowment will be used to
supplement the programs of the TWC and provide matches for
grant funding.

Target Goal Endowment balance will be $1000 by December
2005, $5000 by 2006, $7500 by 2007 and $10,000 by 2008.

b. Seek major contributors to the endowment fund such as First
National Bank of Alaska, Haines Branch, local benefactors and
foundations. Development Staff and Directors will begin asking for
contributions to the endowment in January 2005

Strategy 1.5 Adopt and implement a strategic plan

Action:

a. Staff and Strategic Planning Workgroup will present strategic
plan with the intent to adopt at the October 2004 BOD meeting. At
that time the plan will be introduced, discussed and voted upon by
the BOD.

b. Development Staff will work with Strategic Planning Workgroup
to update and monitor the plan’s progress beginning in December
2004. At that time a new calendar of actions will be written and
presented to the BOD as well as the revised plan.

GOAL 2 — Build Organizational Capacity

By building Organizational Capacity, the TWC will continue to have a positive
working environment. We will gain the ability to complete more projects
efficiently, saving time and money. We also hope to build trust within the
council. One of the favored outcomes of building organizational capacity is
that we may be able to provide more jobs in the Haines Borough both by
direct hire of individuals to the staff and providing work and income to groups
and businesses in the watershed.

STRATEGY 2.1 Develop relationships and share inform  ation with
other watershed councils and organizations



Action:

a. Staff will begin to research other watershed council’s strategies
and lessons learned to improve efficiency in October 2004. We will
utilize connections at River Network to begin connecting with other
organizations. We will focus our effort to seek watershed councils
that have a relatively pristine area, similar to the Takshanuk
Watershed.

b. Staff will attend regional watershed conferences in order to meet
potential funders, agency professionals and allies. Staff will attend
at least one such conference each year and may be able to host
such a conference in the future.

STRATEGY 2.2 Establish clear communication channels between
TWC Staff and BOD

Action:

a. Create a policy defining lines of communication and Staff’s
decision making latitude, including a Fiscal Policy for staff
spending. Policy will be written by a workgroup and will be
presented to the BOD with the intent to be adopted in November
2004.

b. Each Staff member will write weekly updates for BOD via email.
Updates will be sent to the BOD each Monday with the plan of the
week in order to clarify work and solicit help and input from the
BOD.

STRATEGY 2.3 Foster connections with the community and agencies

Action:

a. Conduct a Social Mapping exercise to build connections within
the community and among agencies through a process of individual
interviews of each board member. Staff will conduct interviews
beginning in October 2004 and will construct a database of all
connections in the community.

b. Staff will remain in communication with agency personnel in
order to notify them of upcoming BOD meetings, trainings and
events.

c. BOD meetings will be open to the public. Meetings will be
posted on the Haines community website and at the Haines
Borough Public Library. Community members will be introduced at



the beginning of each meeting and encouraged to participate in
discussions.

STRATEGY 2.4 Maximize uses of board talents and res  ources

Action:

a. Development Staff will conduct interviews to discuss individual
talents and knowledge. Directors will be asked to train Staff and
volunteers on topics.

b. Staff and BOD will form workgroups as needed to encourage
board participation in fun projects. This will encourage participation
in events as they are planned.

c. Inventory available equipment within (and without) TWC. TWC
Staff will write the survey/questionnaire and follow up with each
board member and volunteers. TWC Staff will write an inventory of
available equipment by December 2004.

d. Staff and BOD will maintain their focus on a diverse and
committed board. BOD agreement will be signed by all Directors in
October 2004.

STRATEGY 2.5 Increase technical abilities of BOD, s taff, and key
volunteers

Action:

a. Form a workgroup to organize training seminars. In November
2004, TWC Staff and a workgroup will create a project list and
timeline for each training seminar to begin and end. Workgroup will
form in November 2004 and conclude in January 2005, meeting at
least once per month.

b. Communicate with agency personnel and professionals on
protocols and techniques. This will be an ongoing process
continued year after year as trainings are available. TWC Staff will
constantly network with new agencies and organizations to gain
knowledge.



GOAL 3 — Increase Community Support of the organization

We recognize that community support defines a grassroots organization.
Therefore, we hope to steadily increase community support of the
organization in the future. By doing this, community members can help to
identify project areas that are important to them and that they can help with.
We will also gain feedback from the community and increase the growth and
development of the organization.

STRATEGY 3.1 Build positive relationships with comm unity
members

Action:

a. ‘Friends of the Watershed’ will be recruited in June each year as
well as during the Southeast Alaska State Fair. We will provide
information to the public at the Fair booth and solicit donations.

b. Staff will set up events to engage members of the public such as
lectures, creek clean-ups and restoration projects. Staff and
Directors will personally invite and thank volunteers for their time
and interest.

c. TWC will partner with other community-based groups, such as
the CRC, Boy and Girl Scouts, Big Brothers, Big Sisters, SAGA,
LCC, on projects. We will also offer our help to these organizations
for their projects and programs.

d. Staff will conduct focus groups in February 2005 to gain valuable
input from with key audiences including commercial fishermen,
tourism professionals and active members of the public.

STRATEGY 3.2 Promote Organization

Action:

a. BOD will adopt a logo and place it on correspondence, our
website, t-shirts, stickers. Promotional items such as t-shirts and
stickers will be distributed to ‘Friends of the Watershed’ and
potential funders.

b. Attend community events such as Earth Day, the Southeast
Alaska State Fair, Haines Bald Eagle Festival and others. Staff will
promote our successes at these events and solicit volunteers and
supporters.



COMMUNITY GOALS

GOAL 1 - Serve as a resource for watershed information

The TWC would like to be viewed as a community resource. We will gather
data for public use and form a resource library for decision makers such as
our local government and developers. By increasing the availability of
watershed information we hope that better decisions will be made in
community development. We will also increase our visibility in the community
as a resource.

STRATEGY 1.1 Provide information for public use

Action:

a. Staff, Volunteers and Interns will format all data and information
obtained for easy presentation and use by researching agencies
data format such as ADF&G, USGS and others). We will maintain
a useable database of information for community members as well
as state and federal agencies.

b. TWC Staff and Volunteers will construct a website database for
ease of access to information gathered by TWC Staff and
Watershed Assessment Workgroup. Volunteers will construct the
website and Interns and Volunteers will update the database on the
website monthly.

c. Development Staff will actively seek visible and accessible
Council Center. Capital Campaign for the Takshanuk Watershed
Council Center will begin in October 2007. Donations and grants
will be concentrated for the Center for the years 2007 to 2010.

STRATEGY 1.2 Build relationships with the Haines Bo  rough
Government

Action:

a. Staff will participate in public process by means of presenting
potential projects to the Haines Borough Assembly and the
Economic Developer. TWC will seek support from Assembly
members and Borough Staff.

b. TWC Staff will provide information to the Haines Borough
Government during the public process and for important watershed-




related issues. Staff will also remain in communication with the
Zoning Commission about changes in zoning laws.

c. TWC will partner with the Haines Borough on restoration projects
such as culvert replacements and mitigation projects. TWC Staff
will remain in communication with Borough Clerks and Staff on
potential restoration projects.

GOAL 2 — To integrate Watershed Education into all Haines
Borough school’s curricula

Through integration of Watershed Education curricula we are going to foster
good stewardship practices in children. We will be providing a resource for
the community and will enhance education possibilities within the schools.
We hope to increase respect for the watershed and inspire youth toward
careers in research and stewardship. We also hope that we can encourage
children to stay in school as a result of fun and exciting classes. The
development of model curriculum will be a direct result of our Nature Studies
program and will also inspire youth to believe that they can make change in
their environment.

STRATEGY 2.1 Foster alternative education opportuni  ties

Action:

a. Staff will continue to conduct and improve Nature Studies
program with Discovery Southeast. Staff will conduct Nature
Studies program yearly with third, fourth and fifth graders.

Target Goal Expand the classes into first and Second grades in
2005-2006, sixth and seventh grades in 2006-2007 and into High
School in 2007-2008.

b. Staff will work with Haines High School teachers to create an
internship program in the 2004-2005 school year. Interns will help
with office work, field work, the watershed assessment, and data
entry. Interns will write a monthly progress report to the program
administrator at their school.

Target Goal Expand the Internship Program to the Covenant
Life Center, Klukwan and Mosquito Lake High Schools by the year
2006-2007. Have two interns in 2004-2005, four in 2005-2006 and
more as possible in future years.

c. Work with Volunteers to develop after-school and summer school
programs by researching and applying for grant funding.
Volunteers and Executive Director will work with educators to write



a curriculum. Program will begin in May 2005 and be open to all
Haines Borough schoolchildren, ages 12-17.

d. Development Staff will seek and acquire an Outdoor Science
Laboratory for use by all Haines Educators. Staff will negotiate the
placement of a conservation easement upon and purchase of the
Sawmill Creek Restoration Site from Phyllis Brown of Skagway.
TWC will then donate the land to all Haines Borough school
children.

e. Staff will actively seek Native Alaskan community members to
incorporate Native environmental culture and knowledge into
learning experiences. Staff will seek groups such as Chilkoot
Indian Association and the Village of Klukwan with which to partner.

STRATEGY 2.2 Develop watershed education curriculum s

Action:

a. Volunteers and Staff will research national watershed education
curricula. The Staff has made connections with ADF&G in
Anchorage and will seek curricula from other watershed councils,
River Network and the EPA beginning in December 2004.

b. Staff and Volunteers will contact local educators for their input
and editing of the curriculum after the initial draft is completed in
February 2005.

GOAL 3 - Increase awareness of and participation in watershed-
related issues

By increasing awareness of watershed issues we hope to foster good
stewardship and respect for the watershed. We hope to create a group of
supporters, volunteers and donors of the TWC. We will have fewer critics of
our work and will increase respect for the organization. We also will increase
appreciation of our quality of life provided by the Takshanuk Watershed.

STRATEGY 3.1 Foster understanding and sharing of in ~ formation

Action:

a. Staff will actively pursue media opportunities by informing the
local newspapers and radio stations of events and lectures. We will
also invite reporters to BOD meetings and send out press releases
on a monthly basis to inform media of new projects and programs.

b. TWC will staff a booth at the Alaska State Fair each year in order
to provide easy access of information to the public. Brochures will



be provided showing programs and projects of the TWC with our
website address, phone number and address included. ‘Where are
you in the watershed?’ program will be one way of engaging the
public on watershed issues.

c. Staff will encourage BOD to host open houses. Open houses will
be informal fundraising events where food and drink will be
provided by the TWC and the community will be invited to become
a Friend of the Watershed.

Target Goal Host three open house events per year, beginning
in 2005.

d. Staff and BOD will organize community and adult education
programs and lectures. Researchers and professionals will be
invited by the TWC to lecture at the Haines Borough Public Library,
at Haines Borough schools, the ANB/ANS Hall and Chamber of
Commerce meetings. Community education program will begin in
2006 with a Watershed Ecology class meeting throughout the
winter months.

Target Goal Host at least four lectures per year, beginning in
2005.

STRATEGY 3.2 Encourage community involvement

Action:

a. Staff will conduct focus groups in February 2005 to gain valuable
input from with key audiences including commercial fishermen,
tourism professionals and active members of the public. By
conducting Focus Groups, community members will feel that they
are directly involved with project development and prioritization.

b. Staff and BOD will actively solicit volunteers for TWC projects.
Many people are needed to complete restoration and research
projects, as well as day to day functions of the TWC, such as
fundraising and grant seeking. Volunteers will see an opportunity
to help the watershed. A database of volunteers, hours, interests
and contacts will be maintained in the TWC office.

c. Staff will work to make watershed activities accessible to all
persons. Donations of van service to and from lectures and events
will be sought by the staff. Events will be made handicap and
elderly accessible as much as possible. TWC Staff will work with
REACH to find projects that can be made handicap accessible. We
will begin a partnership with REACH and the Haines Senior Center
in the winter of 2004.



ECOLOGY GOALS

GOAL 1 — Foster better understanding of the watershed

Our primary ecology goal is to conduct watershed assessment projects.
Watershed assessments will help the council understand the state of the
watershed and also educate the public of the health and status of the
watershed. We hope to collect baseline data and create a complete updated
database for public use. The watershed assessment process will help to
focus direction on project prioritization and improve efficiency on project
completion.

STRATEGY 1.1 Conduct watershed assessments

Action:

a. BOD, Staff, Volunteers and Interns will work to collect and collate
existing information on the Takshanuk Watershed. We will seek
information and data from the Sheldon Museum, ADF&G, USGS,
DOT, the Haines Borough and Klukwan Elders. We will begin this
project in September 2004 and will be working with Samia Savell
on this project.

b. Interns and Staff will identify information gaps in the existing data
in order to focus our future projects in these areas. We would like
to gather baseline data where it is lacking in order to fill in these
gaps. We will utilize GIS to organize the data on maps.

c. Development Staff will seek funding to support projects gathering
baseline data. Grant funding for research is limited and therefore
will be a high priority of grant applications. Researching of these
grants will begin in October 2004 and continue monthly.

d. Staff and BOD will form Watershed Assessment Workgroup
whose specific tasks are to: List areas for project work, Prioritize
areas for restoration projects and work, seek cooperative baseline
research opportunities, and Construct a three-year calendar of
work. Watershed Assessment Workgroup will be formed in August
2004 and will conclude in May 2005.

STRATEGY 1.2 Promote and conduct applied research p  rojects
Action:

a. Staff and BOD will network with organizations such as NSF and
Universities who are interested in applied research projects in




hydrology and watershed ecology. Staff will connect with graduate
research students who are interested in coming to Haines and
conducting their graduate research projects here. Staff will begin
this task in September 2004.

b. Watershed Assessment Workgroup will compose a list of
potential research projects and baseline data to support these
projects. We will also list projects will potential graduate research
students for their input.

c. TWC will work to make equipment and resources available to
researchers. This will make projects easier for students and will
require less funding. We will use the inventory of available
equipment that can support and facilitate projects.

d. TWC will work to facilitate graduate research projects by
providing funding, housing and support such as staff, volunteers
and interns. We will seek housing as soon as potential projects
and researchers are matched.

GOAL 2 — Restore areas of the watershed that are impacted
Implementation and completion of restoration projects is the best way to
serve the communities of the watershed. On-the-ground habitat restoration
and fish-passage projects have positive measurable outcomes of salmonid
populations. By involving community members in projects, we will gain
support from other groups and individuals. We can also use projects to
facilitate public education and to gain credibility in the community.

Strategy 2.1 Implement and complete restoration pro  jects

Action:

a. TWC will use the watershed assessment, community members,
researchers and agencies to identify and prioritize project
opportunities. Watershed Assessment Workgroup will compose a
list of project areas by May 2005.

b. Development Staff will work to obtain funding to support applied
research projects. This funding is limited and will be a priority of
the TWC. Development Staff will begin seeking funding for
research projects in October 2004.

c. TWC will seek community support through input and volunteer
assistance. We will ask community members for their concerns of
the watershed, and what can the TWC do to help their area of the
watershed. This process of public input will begin in August 2004
at the Southeast Alaska State Fair.



d. Staff will continually network with agencies and professionals for
project support. We will seek funding and expertise for projects
and match agencies with potential project areas. This will be an
ongoing process and has already begun.

e. TWC Staff will establish indicators and monitor project success.
From baseline data, we will know the current health of the
watershed and indicators will be increases in the benthic macro-
invertebrate diversity, increase in fish trapping numbers and overall
stream survey health. Indicators and targets will be identified in the
Watershed Assessment and each project plan.

f. TWC Staff and Volunteers will provide continuing maintenance for
existing projects. We will budget for maintenance and monitoring of
each project in the initial budget.

GOAL 3 — Promote stewardship of pristine water and high quality
fish and wildlife habitat

By promoting stewardship of the watershed’s mainly pristine waters and
wildlife habitat, we hope to conserve key habitat areas. Healthy lands and
streams can support healthier populations of salmonids, Bald Eagles, bears
and moose that improve the quality of life valued by all local residents.
Stewardship may also support a sustainable economy and tourism in the
watershed.

STRATEGY 3.1 Promote public understanding of the im  portance of
high quality fish and wildlife habitat

Action:

a. TWC Staff and BOD will provide education programs to the
public and the Haines Borough School District. When doing so, we
will emphasize the importance of high quality fish and wildlife
habitat in the watershed. We will provide education programs such
as ‘A Healthy Stream’, ‘What is a Watershed?’, ‘Down the Drain’,
etc. in order to make the public aware of their impact on the
watershed and the changes they can do to help the watershed.

b. TWC will demonstrate effectiveness of past projects by
publishing positive results of projects in letters to the editor, on the
website and in brochures.

c. Staff will partner with the Taiya Inlet Watershed Council to
produce ‘Watershed Weekly’ on KHNS Radio. This project began
in June 2004 and will consist of a weekly four minute segment aired



on the local radio station, KHNS, serving Haines, Skagway and
Klukwan. The purpose of this segment is to raise awareness of the
importance of a healthy watershed. The program will be aired
weekly, beginning in December 2004.

STRATEGY 3.2 Encourage good land use planning

Action:

a. TWC Staff will provide information and alternatives for land-use
within the watershed to the public, the zoning commission and
agencies. We will stress the importance of a healthy riparian zone
in the watershed by providing examples of good land use planning.
This will be an ongoing process and will begin immediately.

b. TWC will work with land owners and land users to minimize
impacts to key habitat in the watershed. We will show how easy
and important it is to leave a stream ‘buffer’ when developing an
area.

STRATEGY 3.3 Seek stewardship opportunities

Action:

a. Development Staff will research land acquisition opportunities on
key habitat areas of the watershed. Staff will identify key habitat
and research grant funding for acquisition of these areas. This will
be an ongoing process and will begin in September 2004.

b. TWC will facilitate conservation easements on a case by case
basis. Only key habitat of the watershed or areas that have been
invested in will be conserved by the TWC, because of the work
involved with being a conservancy organization. This process has
begun on the Sawmill Creek Restoration Site at Sixth and Dalton
Streets and will be the first conservation easement by the TWC.
Staff will complete this by December 2004.



Takshanuk Watershed Council Five-Year Calendar of Work

2004 2005
September October November December January February
. . Inventory
Adopt Fmanual P_Ian Equipment, Update _Develop earned
Adopt Strategic and Communication ’ Income program, Conduct Focus

Write Funding
Calendar, Begin
Internship Program,
Seek stewardship

Plan, Fiscal Policy
and Fundraising
Plan, Conduct

Policy, sign BOD
Agreement, Bald
Eagle Festival

Strategic Plan,
Watershed Weekly
on-air, TARGET 60

'Friends’

Begin Endowment,
Host three BOD
Open Houses

Groups, Complete
Curriculum Draft,
Host four lectures

opportunities Social Mapping BOD Training Workgroup, Seek Handicap Accessible Projects and peryear
Programs
Watershed Assessment Workgroup
2005
March April May June July August
Revise Funding Earth Day Begin Summer Friends of the Southeast Alask
Calendar Celebration School Program Watershed' outheast Alaska
. State Fair
Campaign
Watershed Assessment Workgroup
2005 2006
September October November December January February
Update Strategic
Revise Funding Bald Eagle Festival Plan: T_ARGIIET 80
Calendar Friends',
Endowment $1000
Expand Nature Studies to first and second grades
2006
March April May June July August
Revise Funding Earth Day Friends of th.e Southeast Alaska
. Watershed .
Calendar Celebration X State Fair
Campaign
2006 2007
September October November December January February

Revise Funding
Calendar

Bald Eagle Festival

Update Strategic
Plan, TARGET 110
'Friends’,
Endowment $5000

Expand Nature Studies to sixth and seventh grades, Expand Internships to all HBSD Schools

Appendix A



Takshanuk Watershed Council Five-Year Calendar of Work

2007
March April May June July August
Revise Funding Earth Day Friends of th.e Southeast Alaska
. Watershed .
Calendar Celebration . State Fair
Campaign
2007 2008
September October November December January February
. : Update Strategic
Revise Funding Begin Capital . Plan, TARGET 150
Campaign for Bald Eagle Festival i .
Calendar Council Center Friends',
Endowment $7500
Expand Nature Studies to High School Level
2008
March April May June July August
Revise Funding Earth Day Friends of th.e Southeast Alaska
; Watershed .
Calendar Celebration . State Fair
Campaign
2008 2009
September October November December January February
Update Strategic
Revise Funding Bald Eagle Festival PIan,ITARGEIT 200
Calendar Friends',
Endowment $10000
2009
March April May June July August
Revise Funding Earth Day Friends of th.e Southeast Alaska
; Watershed .
Calendar Celebration . State Fair
Campaign

Appendix A continued



Operating Budget for Fiscal Year 2005

2nd 3rd 4th
1st Quarter Quarter Quarter Quarter Total
Personnel
Executive Director $6,000.00 $6,000.00 $6,000.00 $6,000.00 $24,000.00
Development Director $6,300.00 $6,300.00 $6300. $6,300.00 $25,200.00
Nature Studies Staff $255.00 $255.00 $255.00 558D $1,020.00
Travel
Mileage @$0.34/mile $68.00 $68.00 $68.00 $68.00 $272.00
Lodging $100.00 $100.00 $100.00 $100.00 $400.0
Meals $20.00 $20.00 $20.00 $20.00 $80.00
Ferry Fares $225.00 $225.00 $450.00
Equipment
Computer/Printer/Fax $300.00 $300.00
Office Equipment $200.00 $200.00
Administration
Insurance $750.00 $750.00
Telephone and Internet $225.00 $225.00 $225.00 $225.00 $900.00
Meeting Expenses $55.00 $55.00 $55.00 $55.00 22090
Utilities $110.00 $190.00 $230.00 $190.00 $0Qa0
Office Supplies $30.00 $30.00 $30.00 $30.00 20300
Postage $15.00 $15.00 $15.00 $15.00 $60.00
Advertising $30.00 $30.00 $30.00 $30.00 $120.0
Publications/Educational $100.00 $100.00 $100.00 $100.00 $400.00
Training $3,000.00 $100.00 $100.00 $100.00 3@3.00
Miscellaneous
Business License $100.00 $100.00
Foraker Group
Membership $100.00 $100.00
River Network
Membership $100.00 $100.00
Total $58,812.00

Appendix B



Appendix C
Strengths, Opportunities, Weaknesses and Threats (S  .W.O.T.) Analysis

This S.W.O.T. analysis was completed in TWC'’s initial strategic planning
session on June 13, 2004 in Haines, Alaska. We divided the analysis into three
sections: organization, community, and ecology. As a group we discussed each
section and element and kept these analyses in view during the entire planning
process. We focused our goals and strategies in order to take advantage of the
strengths and opportunities and to minimize our threats and weaknesses.

These are the original notes from the planning session and are helpful in
order to better understand the position the staff and board take on many key
issues. Because this analysis was used internally in writing the plan it is
presented in an informal list, as it was used by the staff and working group.

ORGANIZATION S.W.O.T.
ANALYSIS

STRENGTHS
educated/interested folks
small board of directors/group
passion and energy for watershed
our free-will and self-direction
personnel invested and well
connected in community
strong staff

large watershed area

OPPORTUNITIES

grants

volunteers

other watershed councils to draw on
large watershed, many issues
increased use of board skills

WEAKNESSES

lack of diversity

small board of directors/group
time constraints of personnel
small initial budget

youth of organization

no strategic plan

staff and board communication
large watershed area

THREATS

self-sustaining within 1 year

apprehension for community
politics of region

lack of multiple fund sources
large watershed area



COMMUNITY S.W.O.T. ANALYSIS

STRENGTHS
active/involved/vocal
technical expertise

rich

educated

diverse natural resources
new library

acceptance

native history

OPPORTUNITIES

many organizations-networking
growing tourism

population growth

improve school systems
schools are open to TWC
resource dependent

media

LANDSCAPE S.W.O.T. ANALYSIS
STRENGTHS

relatively pristine

unique hydrology

strong salmon runs (thus much
wildlife)

eagle preserve

diversity of habitat

highly productive

long-term resources

(5 salmon, fish, eagles, bears, etc.)
isostatic rebound

earthquakes

OPPORTUNITIES

some watersheds intact
(prevention of damage possible)
sustainable forestry

tourism directed to conservation
charismatic wildlife/landscape
creating or enhancing habitat

WEAKNESSES

divided/diverse

small town ‘talk’

lack of economic opportunity

funding in schools

failure of school district’s Strategic Plan
lack of follow thru

lack of commitment

seasonal economy and population
economic hardship

THREATS

different visions of growth

different visions of land use

school population shrinking
development without adequate planning
local powerless-ness

outside forces

WEAKNESSES

proximity of roads/clearings to streams
poorly understood

high quality habitat attractive to
development

THREATS

mining- highly mineralized

transport disaster (marine or riverine)
earthquakes

lax enforcement/lack of legal protection
estuarine development

road construction

sedimentation

isostatic rebound

commercial tourism (lack of plan)



