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INTRODUCTORY READING

When does a plan become “strategic” versus a solid multi-year operating plan?

* An organization’s plans are effective operating plans when people use the plans to decide and
coordinate what to do, and when, in order to achieve goals that satisfy its mission. A plan becomes
“strategic” when the plan both focuses resources on its unique differences versus other
organizations that might compete for its existing or desired prerogatives and resources and
addresses emerging threats that might derail its long term vision.

* In for-profit organizations, successful strategy comes down to either a low-cost position or a
differentiation (branding) either of which allows it to generate enough profit to cover investments in
research and development, marketing, and returns to investors and thereby maintain that low-cost
position or differentiation over time (even as its competitors attempt to do the same). All companies
that have been successful over the long term invest a lot of their leaders’ time in developing and
maintaining a sustainable strategy as the world evolves around them. The strategy accounts for

current and potential weaknesses and threats and incorporates ongoing evaluation of the
environment.

© HollowayKautz Investments LLC
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INTRODUCTORY READING

How is this answer different for a non-profit versus a for-profit commercial business?

* In a non-profit organization, there is no objective measure that equates to “profitability relative to
the level of investment” in a corporation.

* Donor support seems like an obvious analogy to investor support, but there is no single measure of
“how much good” one non-profit is doing relative to others that are competing for the donors’ next
charitable dollar. Donors can be more fickle than commercial customers who need an organization’s
product for their own strategy and are motivated by emotional connections rather than return on
investment (although they all care about waste). Since a low cost position/return on investment
cannot be objectively defined among all non-profits, therefore branding (differentiation) is the only
“generic strategy” applicable to establish a sustainable strategic difference in a non-profit.

* If a non-profit’s goals do not involve trade-offs between competing stakeholders (for example, a fund
raising arm to support healthcare for the disadvantaged in existing facilities), then a “strategic” plan
isn’t necessary. The urgency and short term success in saving lives may be all that is needed to
maintain donor support and operational excellence will suffice to save lives. However, if the objective
is to create new facilities to help indigent populations nearer to previously safe, clean neighborhoods,
then neighbors may be against the new plans and an adaptive strategy will be required to manage
this resistance and new issues that arise due to the new circumstances and environment which are
unfamiliar to the organization and its stakeholders.

© HollowayKautz Investments LLC
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INTRODUCTORY READING

How does this apply to PVPLC?

PVPLC is a non-profit that has achieved substantial goals over three decades based on broad public
support among a diverse stakeholder set. As public awareness has grown and usage increased,
PVPLC is now concerned with a very long term, challenging vision that involves increasingly obvious
trade-offs between stakeholder groups and potential interference from governmental entities.

PVPLC’s plan will become strategic when it helps PVPLC to maintain a clear mandate from defined
“strategic stakeholders” with enough support to address the threats in the strategic environment,
and, when it defines unique differences versus all other groups or organizations that might compete
for its resources and prerogatives.

A strategic advantage and a sustainable brand position is as much dependent on defining the public
understanding of what PVPLC is “not going to do” as clearly as what PVPLC is “going to do”. A strong
strategy cannot be everything to everyone.

A “clearly defined brand” will have consistency and integrity to signal other organizations as to where
they will be more or less likely to successfully establish their own positions and what the public can
expect. Long term success requires establishing this position in the public’s awareness over time as
a brand image through consistent, effective branding communications and actions that match.

© HollowayKautz Investments LLC
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Welcome And Introductions
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Founding Values
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INTENDED OUTCOMES OF JULY 20 MEETING

* Understand the political and economic context of the “age-old” problems raised
last year and the emerging challenges we face

* Revisit our Vision and Mission Statements to guide our future decision making

* Revisit our 2019 Strategic Plan Goals and discuss our focus on High Priority
Strategic Goals to align the 2020-2022 strategic plan with our Vision

* Discuss how we feel that our brand is perceived and how we should proceed to
enhance our brand in the minds of the public



Retreat Agenda — Initial Strategic Plan Development Meeting

Time Allocated  Topic Objectives/Activities
8:30 Arrival Socialize, settle in the seats
8:45 - 30 min Agenda and Introduction Introduction, meeting norms, agenda, brief reminder of 2018
retreat outcomes
9:15 - 45 min Planning Process & Brief overview of planning process; strategic environment
' Environment Assessment assessment; revisit/update 2018 SWOT summary
Implications of environment - key issues of scope and growth
10:00 - 60 min Strategic Plan Scope related to resolving “age-old problems”; discuss revisions to the
Vision and Mission statements
15 min Break
Strateaic Plan Goals Overview list of strategic plan Goals and prioritization criteria;
11:15 — 45 min (1 hal% identify top voted high priority Goals for coming 3 years and
compare with SWOT update
12:00 - 120 min Lunch Break Lunch and outdoor activity
2-00 - 45 min Strategic Plan Goals Continue Goal discussion; finalize top priorities and define the
' (2nd half) resulting 3-year Mission Statement
Brand Strateav and Interactive discussion of the importance and meaning of a
2:45 - 45 min gy PBPLC brand for guiding future communications, development,
Development ..
and fund raising
3-30 - TBD Closing Discussion |dentify follow ups or next steps for items in the “parking lot”;

revisit Vision and Mission Statements; closing thoughts

AF/CB

RK/CB

RK/CB

RK/CB

AM/CS

RK/CB

CB

CB/AF



INTRODUCTION

Meeting Norms

* Parking Lot — a list of new topics or ideas that were not raised prior to the
meeting which will be prioritized during the closing discussion and delegated to
the appropriate board committee for further consideration and follow up; this
will facilitate staying on the agenda while not losing valuable input and ideas

e Other suggestions?



Strengths

Well run operations;
expertise in restoration

Strong, beloved mission
statement

Strong communications &
outreach programs

Fiscally strong

Passionate board and
strong volunteer base

Respected, good
reputation & track record

The focus of this retreat

2018 RETREAT SW.O.T. SUMMARY

Weaknesses

Sometimes trying to do
too much; inconsistent w
strategic plan/vision

Mission statement
contains conflicts

Confusion re PVPLC’s
role; duplication w city

Insufficient endowment

Attrition of board and
major donors

Insulated, lacking data
about perceptions, may
be taken for granted

Major Opportunities

(in order of board voting)

Resolve age-old problems
(to reduce confusion)

Create effective, inclusive
strategic planning process

Acquire additional land
(branding opportunity)

Get more data about
community perceptions

Public facing office/visitor
center (branding)

Task force on the “missing
35%” including parents of
young volunteers

INTRODUCTION

Major Threats

Confusion on PVPLC role -
threatens reputation; seen as
too powerful by some

Aging donor base; memory of
acquisitions fading

Population losing belief in
wildlife conservation

Over-increase in visitors; social
media reinforcing bad behavior;
parking access conflicts

Climate change —fire threat

Competition for donors and
influence over preserves

Potential loss of nursery; loss of
institutional knowledge

Recession/tax rule changes



INTRODUCTION

Questions Distributed Following 2018 Retreat
(Taken up by the Ad Hoc Strategic Planning Committee)

What's the appropriate balance between access to the land and the need Stewardship
to preserve it from the damage caused by its use?

What's the right use of our funds to purchase new land, restore existing Finance
acreage, develop and enhance programming, and save for a rainy day?

What's the value in a public-facing office or volunteer space versus the Executive or Ad Hoc
perception that we're spending money on buildings instead of land Committee
restoration?

Are we a local or regional resource? How do we reconcile large private Development
donor preferences with those of corporations and foundations?

Is it in our mission to provide guidance, counsel and/or services to Executive of Ad Hoc
organizations or homeowners who want to restore native plants on their Committee
own land over which we have no contractual obligation or easement?



Retreat Agenda — Initial Strategic Plan Development Meeting

Time Allocated  Topic Objectives/Activities
8:30 Arrival Socialize, settle in the seats
8:45 - 30 min Agenda and Introduction Introduction, meeting norms, agenda, brief reminder of 2018
retreat outcomes
9-15 - 45 min Planning Process & Brief overview of planning process; strategic environment
' Environment Assessment assessment; revisit/update 2018 SWOT summary
Implications of environment - key issues of scope and growth
10:00 - 60 min Strategic Plan Scope related to resolving “age-old problems”; discuss revisions to the
Vision and Mission statements
15 min Break
Strateaic Plan Goals Overview list of strategic plan Goals and prioritization criteria;
11:15 — 45 min (1 hal% identify top voted high priority Goals for coming 3 years and
compare with SWOT update
12:00 - 120 min Lunch Break Lunch and outdoor activity
2-00 - 45 min Strategic Plan Goals Continue Goal discussion; finalize top priorities and define the
' (2nd half) resulting 3-year Mission Statement
Brand Strateav and Interactive discussion of the importance and meaning of a
2:45 - 45 min gy PBPLC brand for guiding future communications, development,
Development ..
and fund raising
_ . . . |dentify follow ups or next steps for items in the “parking lot”;
3:30-TBD Closing Discussion revisit Vision and Mission Statements; closing thoughts
7/24/2019 Confidential — For Internal Use Only
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PLANNING PROCESS

Thank You to 2108-2019 Ad Hoc Strategic Planning Contributors

Ad Hoc
Strategic
Planning
Group

Major
Contributions
Stakeholder
identification

Process
development

Unpacking age-old
problems

Suggested goals

Members

Board Members

* Rob Kautz

* Allen Franz

* Bob Ford

* (Cassie Jones

* Rick Wallace
Staff Members

* Andrea Vona

* Adrienne Mohan

Overall Milestones

10/29 Organizational — discussed roles, overall objective,
recurring bi-annual timeline

11/14 Reviewed initial framework and some prior plan
documents, set follow up, timeline leading to retreat

11/15 Sub-group meeting regarding ED transition planning

1/23  Board Meeting Update and approval of ad hoc strategic
planning process

3/14  Sub-group meeting with RK, AM, AF to plan next steps

5/22  Board Meeting: APPROVE process and annual retreat
agenda



Appendix: PLANNING PROCESS

Mature Strategic Planning Process Roles
(reviewed at previous board meetings)

Board of Directors Review, provide input, and approve the strategic plan
including mission, vision, definitions, long term goals, and
annual objectives (annual update in board meetings, bi-
annual planning at retreat)

Strategic Planning Group Develop the process, survey approach, frameworks and
(staff and board volunteers) |format; draft strategic plan including long term goals,
objectives, and action plans; recommend hiring facilitator or
consultants as needed for board approval

Executive Director & Staff Survey stakeholders, summarize and organize input, lead and
(with committee board encourage thinking, write draft materials for board review;
members and community define goals in consultation with board committees for both
members as appropriate) staff and committee leadership (the initial plan effort, annual

retreat, and some major goals may require hiring consultants)




PLANNING PROCESS

Simplified Archetype for the Strategic Planning Process
(reviewed at previous board meetings)

STRATEGIC PLANNING PROCESS STRUCTURE

The Future State === \What & Where Why? How, Who & When
(The Vision) should we  should we will this plan will we  will be does each
$ get done do this? have enough get responsible goal need
during this support there?  for each to be
The Present State plan period? among stake- goal? achieved?
(The Competitive holders?

Environment)

What is the These questions come first - Any change in Defining broad strategies early in
situation in - new activities and new direction may the planning process helps to
strategic places require more require re- "keep it real”, but detailed action
terms? fundamental changes in the branding planning is time consuming and

organization, planning and early on will tend to “harden” the
resources goals & assumptions before they
If not enough have been tested

support, go back

© HollowayKautz Investments LLC
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PLANNING PROCESS

Strategic Planning Process — How to Answer the 6 Open Questions
(approved at previous board meetings; timeline updated for E.D. transition)

MECE The Future and What & How,
Why
Framework The Present Where Who & When
Major Define Vision & Define Mission, Validate Brand g;giremig]se
Process Understand Goals & and Media Financ?al 8’¢
Steps Environment Obijectives Messaging Action Plans
Nov-Mar Apr-Sep Oct-Feb Aug-Mar
7/24/2019 Confidential — For Internal Use Only 16
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MECE
Framework

Major
Process
Steps

Major
Activities

7/24/2019

The Future and
The Present

Define Vision &

Understand
Environment

Nov-Mar

Revisit the Vision
Statement

Scan & Assess
the Environment
Review and
revise SWOT
analysis
Evaluate
implications of
the Environment
for policy

HollowayKautz Investments LLC

What &
Where

Define Mission,

Goals &
Objectives

Apr-Sep
Revisit the
Mission
Statement
Define broad
goals by org. area
& 3 year measure
for “success”

Confidential —

Strategic Planning Process

How,

Why Who & When
Determine
Strategies,
Financial &

Action Plans

Validate Brand
and Media
Messaging

Oct-Feb
e Plan approach for brand
positioning/image

Aug-Mar

For Internal Use Only

PLANNING PROCESS

2019 Board
Retreat Focus

Fall 2019 Staff
Activity w Board
Support

Fall 2019 Board
Activity by
Committee w
Staff Support

17




Framework

Major
Process
Steps

Major .
Activities

7/24/2019

Strategic Planning Process

PLANNING PROCESS

(major activities revised and updated from prior board presentation)

The Future and
The Present

Define Vision &

Understand
Environment

Nov-Mar

Revisit the Vision
Statement

Scan & Assess
the Environment
Review and
revise SWOT
analysis
Evaluate
implications of
the Environment
for policy

HollowayKautz Investments LLC

What &
Where

Define Mission,

Goals &
Objectives

Apr-Sep
Revisit the
Mission
Statement
Define broad

goals by org. area
& 3 year measure

for “success”
Draft “smart”
objectives to
achieve goals for
board approval
Assign priority of
each objective

Why

Validate Brand
and Media
Messaging

Oct-Feb

Plan approach for brand
positioning/image
Survey a broad cross-
section of stakeholders
Create/revise brand
image materials

Solicit community
feedback re revised
scope/brand (after year
end campaign)

Adjust goals/branding
for board approval as
necessary

Confidential — For Internal Use Only

How,

Who & When

Determine

Strategies,

Financial &
Action Plans

Aug-Mar
Define broad
strategies by
organizational
area & budget
Prioritize
objectives for
action planning
(board & staff
responsibilities)
Review/revise
financial plans
for consistency
with resource
needs

2019 Board
Retreat Focus

Fall 2019 Staff
Activity w Board
Support

Fall 2019 Board
Activity by
Committee w
Staff Support

18




Strategic Analysis Archetypes
Vision How
What Why Who

COMPETITIVE ENVIRONMENT SCAN e

Complex Stakeholder Set & Environment of Collegial Rivalry

PVPLC STAKEHOLDERS EXTERNAL ENVIRONMENT
INTERNAL ENVIRONMENT Indirect PVPLC Influence
Direct PVPLC Influence

LOCAL STAKEHOLDERS REMOTE STAKEHOLDERS

Local Users P.o rter’s Regional Users
_ Naturalists Five Forces Emerging Threats _ Naturalists
- Day hikers (Porter: New Entrants) - Day hikers
_ Bikers Supplier Influence Revenue Source Influence\ . Bjkers
_ Equestrians - Volunteers - Maj(()jr Donors . _ Students
- Resident Contributors
_ Students - Staff & Contractors COLLEGIAL Foundation Grant State Officials
- Native Plant Nursery RIVALRY - roundation Brantors _ CA Fish &
Local Officials _ Other Vendors " - RPV Mgmt. Contract -
. (Competition) . : Wildlife
- RPV City Staff - Open-Land Owners - White Point Mgmt. Contract |
- RPV City Council - Other service contracts - Coastal
- Other PVP cities o Commission
- School Officials Existing Threats - CalEPA
(Porter: Product Substitution) Federal Regulators

Related NGO’s
- Los Serenos
- SC Botanical Gardens
- Educators

- Land Trust Alliance

- IRS Tax Policy
- Endangered Species Act
- Gov’t contracting reg’s

Source: HKI adaptation of Five Forces from “Competitive Advantage”, 1985 by Michael Porter, Harvard Business School professor;
see Appendix for more information
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Strategic Analysis Archetypes

Emerging Threats |dentified Last Year Seem Significant, T Y iy e
Not Threatening Our Existence, But How Significant? ¥ F e e

LONGSTANDING AND NEW THREATS

Emerging Threats
- Confusion re PVPLC'’s role, etc.
- Over-increasing usage

- Waning belief in habitat restoration
- Emerging fire/fuel issues

- Climate/changing political priorities
- Recession/tax rules changing

: COLLEGIAL ,
Supplier Influence @ RIVALRY @ Funders’ Influence

(Porter: Supplier Power) (Porter: Buyer Power)

(Competition)

Existing Threats
- NCCP not formally approved
- City prerogative expansion

- Changes in elected council
- Other donor solicitations

7/24/2019 Confidential — For Internal Use Only 20



PRELIMINARY - ANECDOTAL

How Significant are these Emerging Challenges Identified Last Year?

In general, fund raisers report that residents are not as universally supportive of PVPLC now as
compared to ten years ago, and fund raising may be affected more than we realize as a board

« Tax law changes have resulted in some donors stopping rather than trimming their contributions

» Estimates for coastal climate change mitigation have increased rapidly into tens of billions; public government has
said it will not be able to pay to protect all neighborhoods causing a substantial new competitor for donations

Changes in the political context and RPV City actions

» Action to restrict parking at trail heads resulted from increasing usage; these actions were taken by RPV city council but sometimes
the problem itself is are blamed on PVPLC while also angering people who have been barred from parking there

 RPV PUMP (Public Use Master Plan) trail use designations has led to waning RH equestrian support due to the policy of allowing off
road bikers on trails; “Is PVPLC going to just wait until someone really gets hurt?”

Local city department issues — public perceptions differ from the actual board actions — many more examples exist,
but board members should remember the real story of these instances:

» RPV fire department in conflict over “clearing” invasive plants down to the dirt using goats due to expense of manual removal;
PVPLC objects if native habitat; “Do they care more about animals than people?”

» At White Point, a donor is sure that PVPLC barred the use of a helicopter to replace utility poles

* Years ago, the water department was barred from utilizing preserve land for installation of a new, backup water main; “Traffic
congestion could have been avoided and the water dept committed to restore the habitat”

+ LA fire department worker convinced it was barred from using even a dirt fire road through White Point; response time may
meet LA wide standards, but he’s still concerned, “what if a home burns down”

“It is challenging on the staff to be unsure and unable to respond with confidence when different people ask us why we
don’t advocate enough or why we advocate too much about the same issue.”



Strengths

Well run operations;
expertise in restoration

Strong, beloved mission
statement

Strong communications &
outreach programs

Fiscally strong

Passionate board and
strong volunteer base

Respected, good
reputation & track record

Focus of this retreat

Revisiting the 2018 Retreat SW.O.T. Summary

Anything missing or new this year?

Weaknesses

Sometimes trying to do
too much; inconsistent w
strategic plan/vision

Mission statement
contains conflicts

Confusion re PVPLC’s
role; duplication w city

Insufficient endowment

Attrition of board and
major donors

Insulated, lacking data
about perceptions, may
be taken for granted

Major Opportunities

(in order of board voting)

Resolve age-old problems
(to reduce confusion)

Create effective, inclusive
strategic planning process

Acquire additional land
(branding opportunity)

Get more data about
community perceptions

Public facing office/visitor
center (branding)

Task force on the “missing
35%” including parents of
young volunteers

ENVIRONMENT

Major Threats

Confusion on PVPLC role -
threatens reputation; seen as
too powerful by some

Aging donor base; memory of
acquisitions fading

Population losing belief in
wildlife conservation

Over-increase in visitors; social
media reinforcing bad behavior;
parking access conflicts

Climate change —fire threat

Competition for donors and
influence over preserves

Potential loss of nursery; loss of
institutional knowledge

Recession/tax rule changes



Retreat Agenda — Initial Strategic Plan Development Meeting

Time Allocated  Topic Objectives/Activities
8:30 Arrival Socialize, settle in the seats
8:45 - 30 min Agenda and Introduction Introduction, meeting norms, agenda, brief reminder of 2018
retreat outcomes
9:15 - 45 min Planning Process & Brief overview of planning process; strategic environment
' Environment Assessment assessment; revisit/update 2018 SWOT summary
Implications of environment - key issues of scope and growth
10:00 - 60 min Strategic Plan Scope related to resolving “age-old problems”; discuss revisions to the
Vision and Mission statements
15 min Break
Strateaic Plan Goals Overview list of strategic plan Goals and prioritization criteria;
11:15 — 45 min (1 hal% identify top voted high priority Goals for coming 3 years and
compare with SWOT update
12:00 - 120 min Lunch Break Lunch and outdoor activity
2-00 - 45 min Strategic Plan Goals Continue Goal discussion; finalize top priorities and define the
' (2nd half) resulting 3-year Mission Statement
Brand Strateav and Interactive discussion of the importance and meaning of a
2:45 - 45 min gy PBPLC brand for guiding future communications, development,
Development ..
and fund raising
3-30 - TBD Closing Discussion |dentify follow ups or next steps for items in the “parking lot”;

revisit Vision and Mission Statements; closing thoughts

AF/CB

RK/CB

RK/CB

RK/CB

AM/CS

RK/CB

CB

CB/AF



Strategic Analysis Archetypes
Vision What How

—> Wh
Q/V & Where Y Who

STRATEGIC PLAN SCOPE: VISION AND MISSION Environment & wher

Mission and Brand definition drive other issues through their impact on Rivalry
* What is the currency of “Collegial Rivalry” among non-Profits?

* Rivalry “Maps” clarify geographic/scope decisions
* Land Uses and Geography
* Growth in Place vs. Growth in Scope
e Others to be discussed in Committees included in the Supplement on page 69

Responding to the Environmental Scan suggests potential revisions to the PVPLC
Vision and Mission Statements



Strategic Analysis Archetypes

Competition Consists of Collegial Rivalry With Its Own Currency T Wy e
NATURE OF COMPETITION

CURRENCY OF RIVALRY

- Control of Land Use

- Donor/funder loyalty

- Public attention/perception
- Political influence

EXTERNAL

ENVIRONMENT
Indirect PVPLC
Influence

INTERNAL Emerging Threats
ENVIRONMENT (Porter: New Entrants)
Direct PVPLC

Local Influence
Users Regional
. COLLEGIAL , Users
Supplier Influence RIVALRY Funders’ Influence
Local (Porter: Supplier Power) " (Porter: Buyer Power)
Officials (Competition)
State
Officials
Related
NGO’s Existing Threats
(Porter: Product Substitution) Federal
Real Estate Regulators
Developers

Source: HKI adaptation from “Competitive Advantage”, 1985 by Michael Porter, Harvard Business School professor
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Strategic Analysis Archetypes
Vision What How

—> Wh
Q/V & Where Y Who

A Note on Political Rivalry Environment & when

PVPLC does and must take a neutral stance on questions of political partisanship.

However, when we take a “neutral” stance on issues that affect the preserves or our
stakeholders, we open the door for rivals to fill the vacuum with the worst perspective
that fits their political calculus.

This the the calculus of political rivalry:
* |f you are my friend or my friend’s friend, | love you
* If you are my enemy, | will take every chance to turn the public against you
* If you are my friend’s enemy, | don’t like you
* If you are my enemy’s friend, | don’t trust you
* |f you won’t say, | assume you are my enemy’s friend (I don’t trust you)

We should feel more comfortable taking a stand in line with our Vision and Values than we
do standing aside (falsely thinking the onus will fall elsewhere even if authority actually
does).

The difficulty (or even impossibility) of enforcement or implementation does not let us off
the hook for alerting the community about potential risks, safety issues, or lack of
resources and proactively supporting our vision and values.



Strategic Analysis Archetypes

Each of the 2018 Retreat Questions Could Affect the Scope of Our Mission, “3'—s "= wny wne

¢ :: & Where

and can be Analyzed in Terms of What We Do & Where We Do It Environment B
“AGE-OLD” QUESTIONS
SEEKING CLARITY FOR MANAGING SEEEKING CLARITY ON REVENUE
LOCAL STAKEHOLDERS’ SOURCES’ EXPECTATIONS AND
EXPECTATIONS THEIR RELATIVE VALUE TO PVPLC
PUBLIC ACCESS What's the GEOGRAPHIC SCOPE >~ pONOR CONLFICT How
appropriate balance between Are we a local or do we reconcile large
access to the land and the need to COLLEGIAL regional resource? (Can  private donor
preserve it from the damage caused RIVAL'R'Y we accept being limited  yreferences with those
by its use? (Competition) to local fund raising?) of corporations and

foundations?

EDIFICE What's the valueina ~ GROWTH How much
public-facing/branded building  growth is required

LANDSCAPING SERVICES Is it in our mission
to provide guidance, or services to
homeowners/groups to restore native plants

on private land over which we have no VS perceptlon. of spe.ndlng for success? Have
management contract or easement? money on bt{lldlngs instead of  we reached a
_ land restoration? sustainable scale?
Based on PVPLC’s most important
stakeholders’ views, where should PVPLC Which stakeholders/revenue sources will be
preservation and services? need an objective quantification of revenue

potential for PVPLC.
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LAND USE

FOCUS
(WHAT)

Conservation/
Preservation

Public Services,
Parks &
Recreation

Private/
Neighborhood
Enjoyment

Strategic Rivalry “Map” — Structural Positions

Strategic Analysis Archetypes
Vision What How

— > Wh
¢ _—¥ & Where Y Who
Environment & When

Observations

CA Coastal
S.M. Mtns Commission
Cons. The Nature - Complexities & brand
Other Cnty. Conservancy confusion easily arise
PVPLC / Reserves Si from a position
. . lerra “straddling” uses
White Point _ Club g
I CA Fish &
RPV & RHE Los Angeles Wildlife National - Collegial rivalry
-Parks dept. -Parks depts. Park (overlaps) with city
-Fire dept. -Water dept.  Torrance/other Service depts. require lots of
“Fire dept. city gov’ts/depts. staff attention
PVE .
RH Other Local Nat'f’“f‘"
“Reserves” Association
PB Gated Comm. of Realtors
Local Regional National
GEOGRAPHIC SCOPE
Source: HKI adaptation from McKinsey & Co. “Where to Compete, How to Compete” matrix; see Appendix for more information (WH ERE)
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7/24/2019



Strategic Analysis Archetypes
Vision What How

Strategic Rivalry “Map” — Strategic Brand Position L3 F e M e
LAND USE
FOCUS heoretclly uniaue CA Coastal Observations
(WHAT) position (strongest S.M. Mtns Commission _
. i strategically) i cons. The Nature - Theoretically: the
Conservation/ s Other Cnty. Conservancy strategic “brand
Preservation PVPLC / Reserves Sierra target audience” is
White Point Club — up to the left where
] ) I CA Fish & u there is no
Public Services, RPV & RHE Los Angeles wildlife National competition
Parks & -Parks dept. "'Zi;fks djpts- oth Park
: -Fire dept. -Water dept.  Torrance/other Service - Reality: the
Recreation “Fire dept. city gov’ts/depts. structure of
agreements requires
i PVE i a straddle, and
.P:Vati/ RH Other Local Natl.on.al quantifying revenue
Neighborhood o8 Gated Commm “Reserves” Association potential may not
Eni t : of Realtors " ,,
njoymen support a “pure
conservation brand
position
Local Regional National
GEOGRAPHIC SCOPE
(WHERE)
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Strategic Analysis Archetypes
Vision What How

Strategic Rivalry “Map” o = snere M AT
LAND USE Policy questions
FOCUS CA Coastal
(WHAT) S.M. Mtns Commission - Will regional fund
. Cons. The Nature raising beyond close
Conservation/ Other Cnty. Conservancy proximity invite more
Preservation PVPLC / Reserves Sierra rivalry than we want?
White Point Club
] . | CA Fish & - Is our capacity to
Public Services, RPV & RHE Los Angeles Wildlife National handle broader public
Parks & -Parks dept. -Parks depts. Park use hitting real limits?
Recreation -Fire dept. "FA.I:: ng:pt' Torrance/other Service
-Fl . H ’
P city gov’ts/depts. - Can we afford to add
the complexity of more
; PVE . city/city department
.Prlvate/ Other Local National interfaces? How will
Neighborhood RH “R " Association '
: PB Gated Comm. eserves of Realtors we staff/support
Enjoyment them?
Local Regional National
GEOGRAPHIC SCOPE
(WHERE)
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LAND USE

FOCUS
(WHAT)

Conservation/
Preservation

Public Services,
Parks &
Recreation

Private/
Neighborhood
Enjoyment

Strategic Analysis Archetypes

. . . Vision What Hovxc/)
Strategic Brand Influence “Map” — Asymmetry of Social Media Reach ! % awee™ P00
CA Coastal Observations
S.M. Mtns Commission - Anyindividual
Cons. The Nature stakeholder with the
Other Cnty. Conservancy right set of hashtags
PVPLC / Reserves Sierra .can reach and
White Point Club influence everyone
:::::::::::: .............................................................. CA FiSh&
" RPV &RHE ' Los Angeles Wildlife National - Very clear brand
- -Parks dept. . -Parks depts. Park image and related
" _Firedept. ~~ -Waterdept.  Torrance/other Servi expectations must be
= -Fire dept. city gov’ts/depts ervice -
T e e Y& pts. set carefully to avoid
I s S S sHss s e s increasing over-use
PVE National
RH (B;her Loca’\’l Association Social Media
PB Gated Sserves of Realtors Reach
Comm ____________________________________ PVPLC’s Intended
Outreach
Local Regional National
GEOGRAPHIC SCOPE
(WHERE)
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Strategic Analysis Archetypes

Each of the 2018 Retreat Questions Could Affect the Scope of Our Mission, “3'—s "= wny wne

¢ :: & Where

and can be Analyzed in Terms of What We Do & Where We Do It Environment B e
“AGE-OLD” QUESTIONS
SEEKING CLARITY FOR MANAGING SEEEKING CLARITY ON REVENUE
LOCAL STAKEHOLDERS’ SOURCES’ EXPECTATIONS AND
EXPECTATIONS THEIR RELATIVE VALUE TO PVPLC
PUBLIC ACCESS What's the GEOGRAPHIC SCOPE ~ DONOR CONLFICT How
appropriate balance between Are we a local or do we reconcile large
COLLEGIAL ional 2 (C :
access to the land and the need to regional resource? (Can private donor
preserve it from the damage caused RIVAL'R'Y we accept being limited  references with those
by its use? (Competition) to local fund raising?) of corporations and

foundations?

EDIFICE What's the valueina ~ GROWTH How much
public-facing/branded building  growth is required

LANDSCAPING SERVICES Is it in our mission
to provide guidance, or services to
homeowners/groups to restore native plants

on private land over which we have no VS perceptlon. of spepdlng for success? Have
management contract or easement? money on bt{lldlngs instead of  we reached a
_ land restoration? sustainable scale?
Based on PVPLC’s most important
stakeholders’ views, where should PVPLC Which stakeholders/revenue sources will be
preservation and services? need an objective quantification of revenue

potential for PVPLC.
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STRATEGIC ARCHETYPE: CATEGORIES OF GROWTH

WHAT
PVPLC IS
DOING

7/24/2019

Growth in Place or Growth in Scope?
Changes in Scope Can Create Strategic Risks

New Brand

Rivalry Examples: Confusion
provide traveling
training services to
other conservancies,
or restoring remote

Mission Examples: new line
Creep  ofservice,

new partnership,

new product for sale

NEW L .
THINGS within the Peninsula properties
I Operational
Complexity
SAME Growth in services )
THINGS and products being - Example: land in
provided today for a different region
strategic, brand with new city
targeted segments government
SAME PLACE NEW PLACE

WHERE PVPLC IS OPERATING

Source: HKI adaptation from McKinsey’s “where to Compete, How to Compete” matrix

Confidential — For Internal Use Only

Strategic Analysis Archetypes
Vision What How

— > Wh
¢ _—¥ & Where Y Who
Environment & When

Observations

In startup mode, an
organization must accept
any new type of revenue

Once substantial brand
value and assets are built,
non-organic growth
initiatives become a major
risk

PVPLC may be at a stage
where re-focusing the
mission on brand-
targeted segments is
necessary, and some
support and new revenue
may be compromised to
maintain brand integrity
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A STRONG VISION AND MISSION WILL DRIVE ALL THE ISSUES

(solutions to ongoing issues driven by fit with the strategic mission)

STRATEGIC POSITIONING

LOCAL ISSUES

Contrary Uses
- Bikers, hikers, horses SUPPLY ISSUES

- Conservationistsvs - Land as solo control vs

recreationists partnership vs service
- Water main issue id
- Fire fuel mitigation proviaer

- Balance in full time staff vs

contractors vs volunteers
Gov’t controlled nursery vs
owned nursery vs regional

Shared Control
- City control of trail -
design and access

- County sheriff )
enforcement sourcing
- Office location; owned vs
rental

Indirect Competition
- Substitute charitable priorities
- Redundant city/charity efforts
- Potential land development

7/24/2019

e

DEFINING THE
VISION/MISSION
Addressing Threats

- The scope of PVPLC growth !

- High Priority Goals

y

COLLEGIAL
RIVALRY

POSITIONING THE BRAND

Uniqueness vs Rivals
- Vision and donor messaging
- Re: other charitable priorities
- Re: city departments

- Re: alternative land uses

Confidential — For Internal Use Only

Strategic Analysis Archetypes

Vision How
— What Wh o
Environm/en't & Whera " \étv\r}\/hen
REGIONAL ISSUES
Capacity

- Uncontrollable power
of social media

- Size of preserve relative
to regional population

REVENUE ISSUES
Growth: “demand pull”
vs. “strategic focus”

- clarity of purpose vs
breadth of funding
sources

- regional fund raising vs
user capacity
constraints

- education as a
supporting vs primary
objective

Educating/Controlling
One Time and
Intermittent Users

Increased Donor

Competition

- Other land conservancies

- Other compelling needs,
i.e. poorer populations,
societal crises, climate
change mitigation
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Strategic Analysis Archetypes

Vision What How

—> Wh
t/v & Where ¥ Who

VISION — The Future State Envirorment & When

“Our vision is the [ereation-preservation] and-managementof large
blocks of natural open space, [protected in perpetuity], where locally
native plants and animals will exist in a secure environment, where
children and adults can learn about the natural environment, and
where visitors may enjoy peaceful solitude.”

ISSUES FOR DISCUSSION —

- Replace creation with preservation. As time has evolved, preservation may be a more appropriate word reflecting the
substantial assets already controlled. Management seems to be a given, whereas the rest of the vision defines it.

- Add protected in perpetuity. The appeal to donors is primarily to protect open space in perpetuity, and this part of
the vision may need to be stated to differentiate from short term management contracts. This issue is strategic
because short term involvements may lead to longer term commitments or may divert resources from the hefty
responsibility incumbent on PVPLC for its existing properties. How do we feel about short term involvements? Do we
want to emphasize “perpetuity” to defend PVPLC’s potential decisions in the future to decline such short term
involvements?

- Possibly move the wildlife reference to the front and enjoyment to the end. PVPLC’s unique vision (versus say a
public park) is centered on the peacefulness of a natural environment.



Strategic Analysis Archetypes
Vision What How

—> Wh
t _—¥ & Where Y Who
Environment & When

LONG TERM CHALLENGES INHERENT IN THE MISSION

 We are a preserve, but we are in the middle of a metropolis that can easily overrun
the regional public’s usage of the resource (Del Cerro park example)

 We are incrementally restoring the land to a prior native habitat, but it is impossible
to insulate incremental restoration from invasive species in the largest preserve and
some adjacent private properties

* We must allow public access that predates our organization, but being a public park is
inconsistent with restoration and environmental stewardship (biking and
concentrated hiking usage examples, parking capacity controversies)

* We must raise funds privately to meet our obligations but must also rely on the city
government for enforcement and funding who's stakeholders are broader than ours

* Our mission is to serve “all”, but our capacity to satisfy potential demand beyond our
locale is limited in capacity for education and recreation (not clear how close we are
to bumping the limits now); and our vision makes clear “all” does not mean all types
of human activity, but rather all who want to come for peaceful solitude and activity
compatible with protecting the habitat; enjoy but do not destroy.



Strategic Analysis Archetypes
Vision What How
Why who

MISSION STATEMENT b = mnee ™ e

I”

“To Preserve Land and Restore Habitat for the Education and Enjoyment of Al

ISSUES FOR DISCUSSION

Adjustments are needed to make the Mission more closely alignhed with the vision in order to more
fully support our efforts in strategic planning to address the longstanding conflict between recreation
and restoration.

One reason that the Mission Statement is so popular is that it is TOO inclusive -- primarily regarding: (a)
prior uses that occurred before the preserve was created and that are not compatible with or
destructive of the habitat, and (b) the not unlimited capacity of the preserves with respect to human
activity which make limits of some forma necessity.

- the phrase “for the Enjoyment of All” is ambiguous and creates the false expectation that all humans
are welcome to use the preserves for their enjoyment as if it were a public park, even to the detriment
of wildlife preservation;

- the conjunction “for the” also suggests (and has been interpreted) that the entire purpose of
“preserving and restoring” is for humans’ education and enjoyment, not actual habitat preservation.



Strategic Analysis Archetypes

MISSION STATEMENT Viszn:v’ 2 vmere WY \ZVOhMcIJh
(CO ntl N ued) Environment When

“To Preserve Land and Restore Habitat for the Education and Enjoyment of All”
ISSUES FOR DISCUSSION

No perfect “tag line” has emerged as of yet. Below are examples from discussions. Would we
consider abandoning the one line approach to allow for a more descriptive Mission Statement?

Preserve Land and Restore Habitat for Education & Appreciation of Nature

Preserve Land and Restore Habitat for Education and Enjoyment of Peaceful Solitude

Protect Land and Restore Habitat for Wildlife Preservation, Education and Peaceful Enjoyment
Preserve Land and Restore Habitat for Wildlife, Education, and Compatible Human Activities
Protect Land and Restore Habitat for Native Species Preservation, Education and Peaceful Solitude
Preserve Land and Restore Habitat for the Education and Survival of All

Protect Land and Restore Habitat for Public Awareness and Education



Strategic Analysis Archetypes
Vision How
What Why Who

VISION AND MISSION NEXT STEP e e

Where are we right now?
* We are close to consensus — form a task force to report at next Board meeting, or

* We need more information to weigh the risks or resolve our differences —
* Form a committee to follow up with stakeholder groups and collect opinions
* Consider including this in a brand strategy study to be discussed this afternoon

We can revisit this in the Brand and Closing Discussion

Other suggestions for next steps?



Retreat Agenda — Initial Strategic Plan Development Meeting

Time Allocated  Topic Objectives/Activities
8:30 Arrival Socialize, settle in the seats
8:45 - 30 min Agenda and Introduction Introduction, meeting norms, agenda, brief reminder of 2018
retreat outcomes
9:15 - 45 min Planning Process & Brief overview of planning process; strategic environment
' Environment Assessment assessment; revisit/update 2018 SWOT summary
Implications of environment - key issues of scope and growth
10:00 - 60 min Strategic Plan Scope related to resolving “age-old problems”; discuss revisions to the
Vision and Mission statements
15 min Break
Strateaic Plan Goals Overview list of strategic plan Goals and prioritization criteria;
11:15 — 45 min (1 hal% identify top voted high priority Goals for coming 3 years and
compare with SWOT update
12:00 - 120 min Lunch Break Lunch and outdoor activity
2-00 - 45 min Strategic Plan Goals Continue Goal discussion; finalize top priorities and define the
' (2nd half) resulting 3-year Mission Statement
Brand Strateav and Interactive discussion of the importance and meaning of a
2:45 - 45 min gy PBPLC brand for guiding future communications, development,
Development ..
and fund raising
3-30 - TBD Closing Discussion |dentify follow ups or next steps for items in the “parking lot”;

revisit Vision and Mission Statements; closing thoughts
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Retreat Agenda — Initial Strategic Plan Development Meeting

Time Allocated  Topic Objectives/Activities
8:30 Arrival Socialize, settle in the seats
8:45 - 30 min Agenda and Introduction Introduction, meeting norms, agenda, brief reminder of 2018
retreat outcomes
9:15 - 45 min Planning Process & Brief overview of planning process; strategic environment
' Environment Assessment assessment; revisit/update 2018 SWOT summary
Implications of environment - key issues of scope and growth
10:00 - 60 min Strategic Plan Scope related to resolving “age-old problems”; discuss revisions to the
Vision and Mission statements
15 min Break
Strateaic Plan Goals Overview list of strategic plan Goals and prioritization criteria;
11:15 — 45 min (1 hal% identify top voted high priority Goals for coming 3 years and
compare with SWOT update
12:00 - 120 min Lunch Break Lunch and outdoor activity
2-00 - 45 min Strategic Plan Goals Continue Goal discussion; finalize top priorities and define the
' (2nd half) resulting 3-year Mission Statement
Brand Strateav and Interactive discussion of the importance and meaning of a
2:45 - 45 min gy PBPLC brand for guiding future communications, development,
Development ..
and fund raising
20 . . . . |dentify follow ups or next steps for items in the “parking lot”;
3:30-TBD Closing Discussion revisit Vision and Mission Statements; closing thoughts
7/24/2019 Confidential — For Internal Use Only
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Strategic Analysis Archetypes

Vision What Wh How
> Y Who
] H ¢ _—W» & Where 2 When
DISCUSSlon Environment

 Tally the highest priorities of the board members from the pre-work
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Strategic Analysis Archetypes

Vision
1=

Discussion: Criteria for a High Priority Goal Envirorment

How

Why Who

& When

Responds to a threat that cannot be ignored

Responds to opportunity directly in line with the Vision

Has a passionate sponsor, either board member or senior staff member
Foundational for accomplishing other important goals

80/20 Rule — large impact from a few, focused goals

Realistic to achieve a goal milestone within the 3 year timeframe

Other suggested criteria?



Strategic Analysis Archetypes
Vision What How

—> Wh
¢ _—¥ & Where ¥ Who

HIGH PRIORITY “A” GOALS WILL DETERMINE “A” PRIORITY OBJECTIVES Environiment & When

(Each “A” Goal must have at least one “A” Objective)

PRIORITIZATION OF STRATEGIC OBJECTIVES — PERFORMANCE CONTEXT

Priority Objectives: Explanation
Expected % Achieved
for Top Performance

Strategic goals are
challenging and not all
can be expected to
happen on time

Critical
Goals:
“A” Priority

Important Goals:
“B” Priority

May be deferred
C 0% without impact on
Desirable Goals: overall plan, not to be
“C” Priority forgotten next round
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Strategic Analysis Archetypes

What How

n
> Wh
¢ _—¥ & Where ¥ Who
Environmen t & When

DISCUSSION WHEN WE RETURN FROM LUNCH

Are We Able To Integrate The High Priority Goals
To Formulate A 3 Year Mission Statement?

Start with:

“Our overall strategy to advance our long-term vision during 2020-2022
is to...”



Retreat Agenda — Initial Strategic Plan Development Meeting

Time Allocated  Topic Objectives/Activities
8:30 Arrival Socialize, settle in the seats
8:45 - 30 min Agenda and Introduction Introduction, meeting norms, agenda, brief reminder of 2018
retreat outcomes
9:15 - 45 min Planning Process & Brief overview of planning process; strategic environment
' Environment Assessment assessment; revisit/update 2018 SWOT summary
Implications of environment - key issues of scope and growth
10:00 - 60 min Strategic Plan Scope related to resolving “age-old problems”; discuss revisions to the
Vision and Mission statements
15 min Break
Strateaic Plan Goals Overview list of strategic plan Goals and prioritization criteria;
11:15 — 45 min (1 hal% identify top voted high priority Goals for coming 3 years and
compare with SWOT update
12:00 - 120 min Lunch Break Lunch and outdoor activity
2-00 - 45 min Strategic Plan Goals Continue Goal discussion; finalize top priorities and define the
' (2nd half) resulting 3-year Mission Statement
Brand Strateav and Interactive discussion of the importance and meaning of a
2:45 - 45 min gy PBPLC brand for guiding future communications, development,
Development ..
and fund raising
20 . . . . |dentify follow ups or next steps for items in the “parking lot”;
3:30-TBD Closing Discussion revisit Vision and Mission Statements; closing thoughts
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Retreat Agenda — Initial Strategic Plan Development Meeting

Time Allocated  Topic Objectives/Activities
8:30 Arrival Socialize, settle in the seats
8:45 - 30 min Agenda and Introduction Introduction, meeting norms, agenda, brief reminder of 2018
retreat outcomes
9:15 - 45 min Planning Process & Brief overview of planning process; strategic environment
' Environment Assessment assessment; revisit/update 2018 SWOT summary
Implications of environment - key issues of scope and growth
10:00 - 60 min Strategic Plan Scope related to resolving “age-old problems”; discuss revisions to the
Vision and Mission statements
15 min Break
Strateaic Plan Goals Overview list of strategic plan Goals and prioritization criteria;
11:15 — 45 min (1 hal% identify top voted high priority Goals for coming 3 years and
compare with SWOT update
12:00 - 120 min Lunch Break Lunch and outdoor activity
2-00 - 45 min Strategic Plan Goals Continue Goal discussion; finalize top priorities and define the
' (2nd half) resulting 3-year Mission Statement
Brand Strateav and Interactive discussion of the importance and meaning of a
2:45 - 45 min gy PBPLC brand for guiding future communications, development,
Development ..
and fund raising
20 . . . . |dentify follow ups or next steps for items in the “parking lot”;
3:30-TBD Closing Discussion revisit Vision and Mission Statements; closing thoughts
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Hierarchy of Terms and Definitions — Today’s Focus

Vision/Mission Statements

3 Year Mission

Goals

Objectives

Strategies

Action Plans

PLANNING PROCESS

The long term future desired state of the world and the organization’s long
term mission described in brief motivational and inspirational statements.

Specific statement for what the organization must achieve over the
coming 3 years to be a success, as defined by the Board of Directors. This
should include no more than 3-4 High Priority Goals, and may also be
summarized in a short, memorable statement for the public.

Broad statements of the major outcomes that further define success for
the current strategic plan which are used to organize objectives and action
planning.

Specific outcomes that are measurable, accountable to a leader,
reasonable, and time dependent (“smart”); the “what” as opposed to the
“how”. Every Goal must have at least one high priority Objective.

Statements of the approach for “how” to achieve a Goal and its
Objectives.

Lists of action steps with deadlines assigned to specific leaders and
individuals within the organization. Action plans may contribute to multiple
goals and conflicts in action planning may affect priority among the goals.



Strategic Analysis Archetypes
Vision What How
(o}

DISCUSSION

Are We Able To Integrate The High Priority Goals
To Formulate A 3 Year Mission Statement?

Start with:

“Our overall strategy to advance our long-term vision during 2020-2022
is to...”



EXAMPLE OF ALIGNMENT WITH HIGH PRIORITY GOALS ILLUSTRATIVE EXAMPLE

Major Opportunities Major Threats SUGGESTIONS FOR HIGH PRIORITY GOALS
Resolve age-old problems/ Confusion on PVPLC role — Conduct a brand strategy consulting study to survey
reduce confusion threatens reputation; seen as too stakeholders, quantify strategic stakeholder groups,

- Get more data about powerful; climate change may focus fund raising efforts, and redesign branded media

community (perceptions) compete for donors; recession/tax and communications customized to each channel

- Task force on the “missing rules may be affecting donors L . :

35%” including parents of Reposition Vision and Mission statements in

young volunteers Over-increase in visitors; social conjunction with branding study, and revisit taking
media reinforcing bad behavior; positions to support strategic stakeholder groups
parking access conflicts

Large parcel potentially for Population losing belief in wildlife Acquisition campaign w public for Plumtree/York to

sale on the PVP preserves, aging donor base supplement state funding and rekindle public support

- Plumtree. York

- Beanfield (other spot) Potential loss of nursery Fund raising campaign focused on nursery to size and

reach the habitat restoration constituency

Fire fuel risk/invasive plant Reinforce branding efforts by taking a leadership role in
proliferation educating the public (i.e. asking support to accelerate

restoration in conjunction with university/state-wide
efforts to control “dangerous proliferation”)

Large parcel potentially for ST | Additional opportunistic goals to be set in conjunction
partnership (Malaga) Loss of institutional knowledge with ongoing planning

Public facing office



COMPREHENSIVE LIST OF SUGGESTED GOALS
Drive the final approval and implementation of the NCCP/HCP by the RPV City Council

Search out and prioritize all other remaining open space blocks on the Peninsula
Fully fund an endowment to support our core properties and obligations in perpetuity

Focus internally on improving our stewardship processes, management systems & capabilities to be best-in-
class for our specific educational and habitat restoration activities

Fund a new position to focus on enhanced educational relationships with local schools and greater
connections with regional scientific faculty

Establish a vision specific to White Point and Los Angeles stakeholders that deliberately seeks to extend
plans beyond our current management contract or begins the process of an early renewal

Establish the criteria for the activities that PCPLC will participate in for habitat restoration and/or protection;
when we control the property vs when we are support contractors

Work in partnership with all the Peninsula cities to preserve, manage and restore open space.
Build community engagement [how can we make this more specific with an observable outcome]

Establish the criteria for when PVPLC will participate in beautification; adjacent to preserves; unrelated to
preserves; as a strategy to develop potential preserves.

Establish PVPLC’s criteria / decision making re privacy vs. public access for its preserves.

NOTE THAT FINANCIAL GOALS SHOULD BE DEFERRED TO THE FALL AND DRIVEN BY THE OVERALL STRATEGY



COMPREHENSIVE LIST OF 2019 STRATEGIC PLAN GOALS

1.1 Secure the Portuguese Bend nature preserve

1.2 Protect current Conservation Easements and Fee-title Properties

1.3 Preserve high-value land not currently protected through acquisitions, conservation easements or
management agreements

1.4 Build PVPLC’s reputation for protecting and managing property
2.1 Implement scientifically-informed habitat restoration projects to at least meet the minimum obligations of

PVPLC’s agreements
2.2 Ensure availability of native plant resources for PVPLC’s habitat restoration projects and maintenance
2.3 Build PVPLC’s reputation as a resource for native habitat restoration
3.1 Strengthen existing education programs
3.2 Manage recreational activities and infrastructure to promote the sensitive enjoyment of open spaces
3.3 Engage the community in the stewardship of open spaces
3.4 Develop and promote the Nature Centers as resources for community education and engagement
3.5 Maintain and strengthen the support of volunteers in the community
4.1 Govern with a strong and diverse board
4.2 Grow fundraising activities to support annual budget and build the endowment.
4.3 Board and staff acknowledge and cultivate existing supports while building new donor relationships
4.4 Ensure organizational operations are sound and sustainable

NOTE THAT FINANCIAL GOALS SHOULD BE DEFERRED TO THE FALL AND DRIVEN BY THE OVERALL STRATEGY



FUTURE OUPTUT -- STRATEGIC PLAN 2020-2022 SUMMARY

Mission
Framework

Short Hand
Goals

Short Hand
Strategies

7/24/2019

Preserve
Land
Acquire .
Plumtree/York
property .

Defend existing
land under mgmt.

Drive approval of
RPV NCCP
Recruit chairs for
an acquisition
campaign...

PRELIMINARY ILLUSTRATION

The Full Board’s Guidance And Review Role
Goals & Strategies Should Align With The Mission Plus Develop The Organization

Develop fire
prevention strategy
Meet 5 acre
minimum
Maintain/ improve
previous restoration

Focus in
protectable areas
Combine
education &
enjoyment
around special
events

Educate the

Public

Increase public
appreciation of
wildlife mission
Engage new local
& higher
educational
institutions

Re-brand
(consultants?) to
reinforce key
Vision concepts
Leadership in
broader issues
such as invasive
species
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WELET-{
Enjoyment

Resolve public
access conflicts
Expand Trail
Watch
participation

Re-brand to reinforce
multi-segment policy
positions

Partner with city and
enforcement

Engage stakeholder
groups in
understanding
strategic priorities

Develop the
Organization

Refocus Vision/Mission
& Brand

Complete the strategic
planning process
Increase school
parent/student fund
raising

Engage staff in strategic
planning

Conduct re-branding
study

Align perf. goals with
strategic plan

Focus objectives on
school outreach

53



Retreat Agenda — Initial Strategic Plan Development Meeting

Time Allocated  Topic Objectives/Activities
8:30 Arrival Socialize, settle in the seats
8:45 - 30 min Agenda and Introduction Introduction, meeting norms, agenda, brief reminder of 2018
retreat outcomes
9:15 - 45 min Planning Process & Brief overview of planning process; strategic environment
' Environment Assessment assessment; revisit/update 2018 SWOT summary
Implications of environment - key issues of scope and growth
10:00 - 60 min Strategic Plan Scope related to resolving “age-old problems”; discuss revisions to the
Vision and Mission statements
15 min Break
Strateaic Plan Goals Overview list of strategic plan Goals and prioritization criteria;
11:15 — 45 min (1 hal% identify top voted high priority Goals for coming 3 years and
compare with SWOT update
12:00 - 120 min Lunch Break Lunch and outdoor activity
2-00 - 45 min Strategic Plan Goals Continue Goal discussion; finalize top priorities and define the
' (2nd half) resulting 3-year Mission Statement
Brand Strateav and Interactive discussion of the importance and meaning of a
2:45 - 45 min gy PBPLC brand for guiding future communications, development,
Development ..
and fund raising
20 . . . . |dentify follow ups or next steps for items in the “parking lot”;
3:30-TBD Closing Discussion revisit Vision and Mission Statements; closing thoughts
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PORTER’S GENERIC SUSTAINABLE STRATEGIES

PERCEPTION OF
UNIQUENESS

SUSTAINABLE
ADVANTAGE

LOWER
CosT

DIFFERENTIATION
Broad offering

that is impossible
for rivals to copy

FOCUSED
DIFFERENTIATION
Compelling story for
specific customers/

(usually via funding sources
patents) (a brand)
COST LEADERSHIP COST FOCUS

Lowest cost yields
excess profits to
fund further
growth/investments

Lowest cost for
narrow use yields
pricing advantage

BROAD TARGET
MARKET

NICHE/
NARROW TARGET

Non-Profit Environment: Implies a Brand Strategy

Strategic Analysis Archetypes
Vision What How

> Wh
¢ _—¥ & Where Y Who
Environment & When

Observations:

Donors cannot measure price
vs value across non-profits
(except for avoiding admin.
waste)

Direct non-profit competitors
(i.e. hospitals) do try to show
low cost delivery of benefits,
but emotion drives donors

Establishing a brand (unique
perception in the public’s mind)
via consistent communication
and action is usually the viable
strategy to manage “collegial
rivalry” among non-profit

SCOPE organizations

Source: HKI adaptation from “Competitive Advantage” 1985 by Michael Porter, Harvard Business School professor
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Strategic Analysis Archetypes

. Vision-> What Why \I;|vov\;
Corporate Example: Branding Board o s

BRAND BOARD ILLUSTRATING
FOCUS ON CUSTOMER’S EMOTIONAL ATTACHMENT

COPYRIGHT 2003 Wolfgang Puck Catering and Events, Inc.



Strategic Analysis Archetypes
Vision What How

H H ¢ — & Where Why who
Branding Analysis May Depend on the Stakeholder covirorment & When
PVPLC STAKEHOLDERS
LOCAL STAKEHOLDERS REMOTE STAKEHOLDERS
Local Users DIRECT Regional Users

_ Naturalists STAKEHOLDERS - Naturf’:llists

- Day hikers i D.ay hikers

- Bikers Supply Sources Revenue Sources - Bikers

- Equestrians - Volunteers BRAND IMAGE i Maj_or Donors b - Students

- Students - Staff & Contractors in PUBLICS ) Re5|dent. Contributors State Officials

- Native Plant Nursery - Foundation Grantors - CAFish &

Local Officials - Other Vendors AWARENESS - RPV Mgmt. Contract Wildlife
- RPV City Staff Open-Land Owners - White Point Mgmt. Contract - Coastal
- RPV City Council - Other service contracts Commission
- Other PVP cities - CalEPA

- School Officials

Related NGO’s Federal Regulators

- Los Serenos - Tax policy
- SC Botanical Gardens - Endangered Species Act
- Educators - Govt contracting

- Land Trust Alliance
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Strategic Analysis Archetypes

Multi-Channel Communications Outreach Magnifies Branding Challenge YRRy what oW

¢ — ere
Clarity of Vision and Simplicity of the Message Offset “Phone Tag” Confusion crvioriment & When

PVPLC’s COMMUNITY OUTREACH

Volunteer

I . Regional
IL.joca _— Trail Watch Board and Committee Users
sers .
Volunteer Programs Community Members President’s
Advisory Council Charity Websites
(ie Charity Navigator)
Local Education Programs ‘ | BRAND IMAGE -
] : , evenue
Officials | PPy in PUBLIC’s State
RPV Council Sources AWARENESS Sources Officials
Sub-Committee IRS 990 Report
(a public filing)
@ Social Media Publications and
Related RPV NCCP and Website P.R. Programs
’ Process
NGO’s Direct Influence Federal
Indirect Influence Regulators
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Strategic Analysis Archetypes
Vision What How

—> Wh
¢ _—¥ & Where Y Who
Environment & When

What a strong Brand can do for a Nonprofit
Clarity of the Vision and of the Message

* Conveys who you are, what What a strong brand is:
you do and why it matters

*Capturespersonaof =~ ESMCRTA I
. g 2 ” py P ” external image — with values &
ITS very "soul” or “essence mission

e Provides a shortcutin e Gives donors, staff, volunteers &
decision-ma (ing of potentia| trustees a common sense of WHY

organization does what it does and
why it matters in the world
e Attracts more resources

donors, participants,
partners




Strategic Analysis Archetypes
Vision What How

> Wh
¢ _—¥ & Where Y Who
Environment & When

Example: The Nature Conservancy

Founded in the United States in 1951, The Nature Conservancy has grown to become one of the
most effective and wide-reaching environmental organizations in the world. Thanks to more than a
million members and the dedicated efforts of our diverse staff and more than 400 scientists, we
impact conservation in 72 countries across six continents.



Strategic Analysis Archetypes
Vision What How

> Wh
¢ _—¥ & Where Y Who
Environment & When

A Strong Brand Also Creates an Obligation to Live that Brand

By Justin Gillis

Aug. 3, 2014 f ¥ = » D

The nation’s largest environmental group is earning money from
an oil well on land it controls in Texas, despite pledging a decade
ago not to permit new oil and gas drilling on land supposedly set
aside for conservation.



Strategic Analysis Archetypes
Vision What How

PVPLC Founding Values e, e
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Strategic Analysis Archetypes
Vision What How

—> Wh
¢ _—¥ & Where Y Who

Bra nd Image Exe rCise Environment & When

Small Group Discussion — For An Assigned Stakeholder Group

Group 1 — stakeholder
Group 2 — stakeholder
Group 3 — stakeholder

Group 4 — stakeholder



Strategic Analysis Archetypes
Vision How

What
& Why who

¢ :; & Where

nvironmen & When
COMPETITIVE ENVIRONMENT SCAN : :
PVPLC STAKEHOLDERS EXTERINAL ENVIRONMENT
INTERNAL ENVIRONMENT Indirect PVPLC Influence
LOCAL STAKEHOLDERS Direct PVPLC Influence REMOTE STAKEHOLDERS
Porter’s Regional Users

Local Users

_ Naturalists Five Forces Emerging Threats _ Naturalists
- Day hikers (Porter: New Entrants) - Day hikers
_ Bikers Supplier Influence Revenue Source Influence\ . Bjkers
_ Equestrians - Volunteers - Maj(()jr Donors . _ Students
- Resident Contributors
_ Students - Staff & Contractors COLLEGIAL Foundation Grant State Officials
- Native Plant Nursery RIVALRY - roundation farantors - CAFish &
Local Officials _ Other Vendors " - RPV Mgmt. Contract -
: (Competition) : : Wildlife
- RPV City Staff - Open-Land Owners - White Point Mgmt. Contract |
- RPV City Council - Other service contracts i Coastai _
- Other PVP cities o Commission
- School Officials Existing Threats - CalEPA
(Porter: Product Substitution) Federal Regulators

Related NGO’s
- Los Serenos
- SC Botanical Gardens
- Educators

- Land Trust Alliance

- IRS Tax Policy
- Endangered Species Act
- Gov’t contracting reg’s

Source: HKI adaptation of Five Forces from “Competitive Advantage”, 1985 by Michael Porter, Harvard Business School professor;
see Appendix for more information
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Strategic Analysis Archetypes
Visio What How

n
—> Wh

¢ _—¥ & Where Y Who

onment

Brand Image Exercise Environmen & Wher

Small Group Discussion — For Your Assigned Stakeholder Group, Complete Your
Fantasy Description and Report Back

For [these people or groups of people]
PVPLC provides [these offerings] that are unique in [these ways]
that provide [these benefits to them] and [these benefits to society]

that make them and the public feel [this way about PVPLC].



Alternative Approaches to Developing a Brand Strategy
(to be considered at a future board meeting)

Keep Doing What
We’re Doing

Inexpensive Project
30-40 interviews

Strategic Branding
Study

Purpose

Conserve funds; rely on
staff and board
estimates of stakeholder
impact

Validate what we know;
get help to draft a
comprehensive plan

Deep dive into
stakeholder perceptions;
guantify revenue
segments; reinvent the
brand

Strategic Analysis Archetypes
Vision What How

> Wh
¢ _—¥ & Where Y Who
Environment & When

Approach

Roll forward the 2019 Strategic Plan adding
some goals and setting 2020 Objectives; rely
on existing staff/board contacts (no
anonymity in feedback)

Request proposals to check priorities with
known stakeholders with the benefit of third
party confidential/anonymous feedback
meetings; rely mostly on volunteers and staff
to revise brand materials and
communications

Request proposals for extensive research into
qguantified stakeholder analyses, strategic
brand positioning, and rebranding media/
communications



Retreat Agenda — Initial Strategic Plan Development Meeting

Time Allocated  Topic Objectives/Activities
8:30 Arrival Socialize, settle in the seats
8:45 - 30 min Agenda and Introduction Introduction, meeting norms, agenda, brief reminder of 2018
retreat outcomes
9:15 - 45 min Planning Process & Brief overview of planning process; strategic environment
' Environment Assessment assessment; revisit/update 2018 SWOT summary
Implications of environment - key issues of scope and growth
10:00 - 60 min Strategic Plan Scope related to resolving “age-old problems”; discuss revisions to the
Vision and Mission statements
15 min Break
Strateaic Plan Goals Overview list of strategic plan Goals and prioritization criteria;
11:15 — 45 min (1 hal% identify top voted high priority Goals for coming 3 years and
compare with SWOT update
12:00 - 120 min Lunch Break Lunch and outdoor activity
2-00 - 45 min Strategic Plan Goals Continue Goal discussion; finalize top priorities and define the
' (2nd half) resulting 3-year Mission Statement
Brand Strateav and Interactive discussion of the importance and meaning of a
2:45 - 45 min gy PBPLC brand for guiding future communications, development,
Development ..
and fund raising
3-30 - TBD Closing Discussion |dentify follow ups or next steps for items in the “parking lot”;

revisit Vision and Mission Statements; closing thoughts

AF/CB

RK/CB

RK/CB

RK/CB

AM/CS

RK/CB

CB

CB/AF



CLOSING

CLOSING DISCUSSION

Review action item list to ensure assignment for follow up

Review parking lot for potential priority and delegation to appropriate committee
Final thoughts from the ED & President

Roundtable for final thoughts from board members

Board Meeting Wednesday July 25



SUPPLEMENTAL, PRELIMINARY

SUPPLEMENT: Answering the Age-Old Questions

The Strategic Situation, Complication, and Answer

Work-in-Progress Analyses to support developing Strategies in Committee
* Geographic Scope (Executive)

Public Access (Stewardship)

* Landscaping Services (Stewardship)

Edifice (Executive and/or Development)

Donor Conflict (Development)

Growth (Executive and Finance)

Allocation/use of Board controlled Reserves & 3 Year Plan — coming this
fall (Finance)



The Situation

The Complication

The Answer

SUPPLEMENTAL, PRELIMINARY

Hypothesis: The Strategic Situation-Analysis & Answer

PVPLC has developed an organization with conservation expertise, controls
substantial land assets, has developed reserves of $5.2 million and
endowment of $1.7 Million on an annual expense budget of $1.9 million, and
is about to enter its fourth decade while managing significant transitions in its
board membership and staff leadership.

There are substantial differences of opinion expressed about PVPLC’s
performance and reputation, both on the board itself (see the 2018 retreat
SWOT results) and surfacing in the community. This confusion and changes in
the climate and political environment seem to be weakening PVPLC’s brand
image and reflect “age-old problems” that are not easily reconciled.

Strategic analysis of PVPLC’s position reveals structural factors at play that
cannot be simplified — but while PVPLC faces a complex and challenging
environment, it does enjoy a unique strategic position on the Peninsula.
Substantial work remains to be done, but by returning to its origins, clarifying
its brand with strategic stakeholder groups, and communicating and acting
consistently with that brand definition, PVPLC can solve this set of problems.



SUPPLEMENTAL, PRELIMINARY

Each of the 2018 Retreat Questions Could Affect the Scope of Our Mission,
and can be Analyzed in Terms of What We Do & Where We Do It

“AGE-OLD” QUESTIONS

SEEKING CLARITY FOR MANAGING SEEEKING CLARITY ON REVENUE
LOCAL STAKEHOLDERS’ SOURCES’ EXPECTATIONS AND
EXPECTATIONS THEIR RELATIVE VALUE TO PVPLC
PUBLIC ACCESS What's the GEOGRAPHICSCOPE >~ pONOR CONLFICT How
appropriate balance between Are we a local or do we reconcile large
access to the land and the need to COLLEGIAL regional resource? (Can  private donor
preserve it from the damage caused RIVALRY we accept being limited  yreferences with those
by its use? (Competition) to local fund raising?) of corporations and

foundations?

EDIFICE What's the valueina ~ GROWTH How much
public-facing/branded building  growth is required

LANDSCAPING SERVICES Is it in our mission
to provide guidance, or services to
homeowners/groups to restore native plants

on private land over which we have no VS perceptlon. of spe.ndlng for success? Have
management contract or easement? money on bt{lldlngs instead of  we reached a
_ land restoration? sustainable scale?
Based on PVPLC’s most important
stakeholders’ views, where should PVPLC Which stakeholders/revenue sources will be
preservation and services? need an objective quantification of revenue

potential for PVPLC.
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SUPPLEMENTAL, PRELIMINARY

Strategic Rivalry “Map” — Structural Positions

LAND USE
FOCUS CA Coastal Observations
(WHAT) S.M. Mtns Commission
) Cons. The Nature - Complexities & brand
Conservation/ Other Cnty. Conservancy confusion easily arise
Preservation PVPLC / Reserves Sierra from a position
. . — “straddling” uses
White Point Club stra g9
. . | CA Fish &
Public Services, RPV & RHE Los Angeles wildlife National - Collegial rivalry
Parks & -Parks dept. -Parks depts. Park (overlaps) with city
. - -Water dept.  Torrance/other Servi depts. require lots of
Recr ion -Fire dept. - . ; ervice
ecreatio Fire dept. city gov’ts/depts. staff attention
i PVE :
.Prlvate/ o Other Local Natlf)n?l
Neighborhood “Reserves” Association
Enjoyment PB Gated Comm. of Realtors
Local Regional National
GEOGRAPHIC SCOPE
Source: HKI adaptation from McKinsey & Co. “Where to Compete, How to Compete” matrix; see Appendix for more information (WH ERE)
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SUPPLEMENTAL, PRELIMINARY

Strategic Rivalry “Map” — Strategic Brand Position

LAND USE
FOCUS Theoretically unaue CA Coasta Observations
(WHAT) position (strongest S.M. Mtns Commission .
. i strategically) i cons. The Nature - Theoretically: the
Conservat'.on/ s Other Cnty. Conservancy strategic ?randﬂ .
Preservation PVPLC / Reserves Sierra target audience” is
White Point Club — up to t.“he left where
. ] I CA Fish & there is no
Public Services, RPV & RHE Los Angeles wildlife National competition
Parks & -Parks dept. "'Zi;fks djpts- Joth Park
. -Fire dept. -Waterdept.  Torrance/other Service - Reality: the
Recreation “Fire dept. city gov’ts/depts. structure of
agreements requires
. traddle, and
Private PVE : as ’
. / RH Other Local Nat'?"?l quantifying revenue
Neighborhood PB G “Reserves” Assoclation potential may not
Enjoyment support a “pure”
conservation brand
position
Local Regional National
GEOGRAPHIC SCOPE
(WHERE)
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LAND USE

FOCUS
(WHAT)

Conservation/
Preservation

Public Services,
Parks &
Recreation

Private/
Neighborhood
Enjoyment

7/24/2019

SUPPLEMENTAL, PRELIMINARY

Strategic Rivalry “Map”

Policy questions
CA Coastal
S.M. Mtns Commission - Will regional fund
Cons. The Nature raising beyond close
Other Cnty. Conservancy proximity invite more
PVPLC / Reserves Sierra rivalry than we want?
White Point Club |
I CA Fish & - Is our capacity to
RPV & RHE Los Angeles Wildlife National handle broader public
-Parks dept. -Parks depts. Park use hitting real limits?
-Fire dept. :‘F"i’zlifpt- Tf)rranct’E/O'Cher Service
' city gov’ts/depts. - Can we afford to add
the complexity of more
PVE National city/city department
RH Other Local Associati interfaces? How will
“Reserves” ssociation we Staff/su ort
PB Gated Comm. of Realtors pp
them?
Local Regional National
GEOGRAPHIC SCOPE
(WHERE)
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SUPPLEMENTAL, PRELIMINARY

Strategic Brand Influence “Map” — Asymmetry of Social Media Reach

LAND USE

FOCUS
(WHAT)

Conservation/
Preservation

Public Services,
Parks &
Recreation

Private/

Neighborhood

Enjoyment

7/24/2019

CA Coastal Observations
S.M. Mtns Commission - Anyindividual
Cons. The Nature stakeholder with the
Other Cnty. Conservancy right set of hashtags
PVPLC / Reserves Sierra can reach and
White Point Club — influence everyone
e CA Fish &
RPV & RHE Los Angeles Wildlife National - Very clear brand
i -Parks dept. -Parks depts. Park image and related
 _Firedept. ~ -Waterdept.  Torrance/other Servi expectations must be
LI D CFire dept. city gov’ts/depts. ervice set carefully to avoid
NN increasing over-use
PVE National
RH 9;2:;:;:::;' Association Social Media
PB Gated of Realtors Reach
Comm ____________________________________ PVPLC’s Intended
Outreach
Local Regional National
GEOGRAPHIC SCOPE
(WHERE)
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SUPPLEMENTAL, PRELIMINARY

Each of the 2018 Retreat Questions Could Affect the Scope of Our Mission,
and can be Analyzed in Terms of What We Do & Where We Do It

“AGE-OLD” QUESTIONS

SEEKING CLARITY FOR MANAGING SEEEKING CLARITY ON REVENUE
LOCAL STAKEHOLDERS’ SOURCES’ EXPECTATIONS AND
EXPECTATIONS THEIR RELATIVE VALUE TO PVPLC
PUBLIC ACCESS What's the GEOGRAPHIC SCOPE ~ pONOR CONLFICT How
appropriate balance between Are we a local or do we reconcile large
access to the land and the need to COLLEGIAL regional resource? (Can  private donor
preserve it from the damage caused RIVALRY we accept being limited preferences with those
by its use? (Competition) to local fund raising?) of corporations and

foundations?

EDIFICE What's the valueina ~ GROWTH How much
public-facing/branded building  growth is required

LANDSCAPING SERVICES Is it in our mission
to provide guidance, or services to
homeowners/groups to restore native plants

on private land over which we have no VS perceptlon. of spe.ndlng for success? Have
management contract or easement? money on bt{lldlngs instead of  we reached a
_ land restoration? sustainable scale?
Based on PVPLC’s most important
stakeholders’ views, where should PVPLC Which stakeholders/revenue sources will be
preservation and services? need an objective quantification of revenue

potential for PVPLC.
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Public’s
Activities
(WHAT)

Recreation/
Peaceful
Solitude

Public Safety
and Utility

Trailhead
Access

7/24/2019

Strategic Public Access “Map” — Conflict Analysis

SUPPLEMENTAL, PRELIMINARY

I

Spill-over [ Trail Use (Defined by PUMP Process) }
Activity at
Trailheads
)
Clear- L Biking J Clear-
Clear- cut/goats cut/goats
cut/goats (fire safety) ) (fire safety)

(fire safety)

LUtiIity Activity

LUtiIity Activity

Can certain
Forrestal, Nature Centers, "
areas be “no
Del Cerro Abalone Cove ”
access”?
Residential Controlled Area Restoration - Land Preserve -
Adjacent with Parking Active Area Unrestored

Confidential — For Internal Use Only

Preliminary

Compatible/
Appropriate
Activity

~
Inappropriate
Activity
J

~
Source of

Conflict

J

Area of Preserve
(WHERE)
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Public’s
Activities
(WHAT)

Recreation/
Peaceful
Solitude

Public Safety
and Utility

Trailhead
Access

7/24/2019

Strategic Public Access “Map” — Conflict Analysis

SUPPLEMENTAL, PRELIMINARY

I

Spill-over [ Trail Use (Defined by PUMP Process) }
Activity at
Trailheads
e 1
Clear- L Biking J Clear-
Clear- cut/goats cut/goats
cut/goats (fire safety) ) (fire safety)

(fire safety)

LUtiIity Activity

LUtiIity Activity

Forrestal, Nature Centers,

Del Cerro Abalone Cove

Residential Controlled Area Restoration - Land Preserve -
Adjacent with Parking Active Area Unrestored

Confidential — For Internal Use Only

Preliminary

Observations

- Public access policy
should/does vary
by location

- PVPLC Board did
not create a policy
regarding the
PUMP outcome,
leaving this to a
“city” responsibility

- Public access policy
needs definition —
it directly affects
the brand & public
perception —
“neutrality” is a
negative for those
who are unhappy

Area of Preserve
(WHERE)
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Strategic Analysis Archetypes
Vision What How

STTRATEGIC MAP - PRESERVATION VS RECREATION $ 3 gwnere MY Who

Environment

PRESERVATION
COMPATIBILITY )
Observations
TYPES OF
RECREATION

Source: HKI adaptatino from McKinsey’s “where to Compete, How to Compete” matrix; Barbara Minto
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2018 Questions Reflect Stakeholder Complexity and

SUPPLEMENTAL, PRELIMINARY

A Lack of Clarity & Data Regarding Revenue Sources and Our Mission

“AGE-OLD” QUESTIONS

SEEKING CLARITY FOR MANAGING
LOCAL STAKEHOLDERS’
EXPECTATIONS

What's the appropriate balance
between access to the land and the
need to preserve it from the

damage caused by its use? RIVALRY
l (Competition)

COLLEGIAL

Is it in our mission to provide guidance, or
services to homeowners/groups to restore
native plants on private land over which we
have no management contract or easement?

\

Based on PVPLC’s most important
stakeholders’ views, where should PVPLC
take a stand on the spectrum of
preservation and services?

7/24/2019 Confidential — For Internal Use Only

SEEEKING CLARITY ON REVENUE
SOURCES’ EXPECTATIONS AND
THEIR RELATIVE VALUE TO PVPLC

Are we a local or ~ How do we reconcile

regional resource? large private donor

(Can we accept preferences with those

being limited to local 4 corporations and

fund raising?) foundations?

/

What's the value in a public- ~ How much growth is
facing/branded building vs required for success?
perception of spending money ~ Have we reached a
on buildings instead of land sustainable scale?

restoration?

Which stakeholders/revenue sources will be
essential to PVPLC in the long term? We
need an objective quantification of revenue
potential for PVPLC.

80



SUPPLEMENTAL, PRELIMINARY

PVPLC Strategic Rivalry “Map” — Restoration on Peninsula
Restoration
Activities Observations
(WHAT)
Implement - Beautification and

providing services
in a private context
is a strategic
expansion

Projects HabD
Design

Projects - The pilot in PVE

was a strategic
. gambit to pursue
iduubi?:/e Education/ preservation of
Nature Centers Malaga dunes
Volunteers
- Clarity is requested
Grow/Suppl from staff on our
p|£nt: Py Nu rsery policy in general
following this pilot

PVPLC’s Land Public Land Private or Land Control

Under Contract Public Land (WHERE)
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Neighborhood
Beautification




PVPLC
Restoration
Activities
(WHAT)
Implement
Projects

Design
Projects

Educate

Public/
Volunteers

Grow/Supply
Plants

7/24/2019

Strategic Rivalry “Map” — Restoration on Peninsula

Habﬁ

Landscapers

Neighborhood

Beautification

@ration

Landscape Designers

Education/
Nature Ctrs.

nal Nurseries

PVPLC’s Land Public Land
Under Contract

Confidential — For Internal Use O

Private/
Public Land

nly

SUPPLEMENTAL, PRELIMINARY

Observations

- The PVE pilot is not
widely known or
seeming to be
affectingPVPLC
reputation

- Potential for new
kind of rivalry with
private contractors
when expanding
into design/
implementation is
a significant
consideration

Land Control

(WHERE)
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SUPPLEMENTAL, PRELIMINARY

Each of the 2018 Retreat Questions Could Affect the Scope of Our Mission,
and can be Analyzed in Terms of What We Do & Where We Do It

“AGE-OLD” QUESTIONS
SEEKING CLARITY FOR MANAGING SEEEKING CLARITY ON REVENUE
LOCAL STAKEHOLDERS’ SOURCES’ EXPECTATIONS AND
EXPECTATIONS THEIR RELATIVE VALUE TO PVPLC
PUBLIC ACCESS What's the GEOGRAPHIC SCOPE ~ pONOR CONLFICT How
appropriate balance between Are we a local or do we reconcile large
access to the land and the need to COLLEGIAL regional resource? (Can  private donor
preserve it from the damage caused RIVAL.R'Y we accept being limited  references with those
by its use? (Competition) to local fund raising?) of corporations and

foundations?

EDIFICE What's the valueina ~ GROWTH How much
public-facing/branded building  growth is required

LANDSCAPING SERVICES Is it in our mission
to provide guidance, or services to
homeowners/groups to restore native plants

on private land over which we have no VS perceptlon. of spe.ndlng for success? Have
management contract or easement? money on bu-lldlngs instead of  we rgached a
_ land restoration? sustainable scale?
Based on PVPLC’s most important
stakeholders’ views, where should PVPLC Which stakeholders/revenue sources will be
preservation and services? need an objective quantification of revenue

potential for PVPLC.
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Funding Source

Category
(DO THEY SUPPORT
THIS GOAL)

RESERVES
FROM PAST
DONORS

TAXPAYER
DOLLARS

SPECIAL
CAMPAIGN
FOR NEW
DONATIONS

7/24/2019

Strategic Brand Value “Map” — Value of an Edifice

SUPPLEMENTAL, PRELIMINARY

Option 3
Option 2
Option 1
Public Access Hi Traffic Co-tenant Residential
Trailhead Street With City Adjacent

Confidential — For Internal Use Only

Illustrative

- Most of the
negative image
associated with
spending on an
edifice dissipates if
the funders
specifically support
it and are
specifically named

- The type of
location will have
longer term
implications for its
popularity

Rivalry Impact
(LOCATION TYPE)
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SUPPLEMENTAL, PRELIMINARY

Each of the 2018 Retreat Questions Could Affect the Scope of Our Mission,
and can be Analyzed in Terms of What We Do & Where We Do It

“AGE-OLD” QUESTIONS

SEEKING CLARITY FOR MANAGING SEEEKING CLARITY ON REVENUE
LOCAL STAKEHOLDERS’ SOURCES’ EXPECTATIONS AND
EXPECTATIONS THEIR RELATIVE VALUE TO PVPLC

. DONOR CONLFICT How
do we reconcile large
COLLEGIAL private donor
RIVALRY preferences with those
of corporations and
foundations?

(Competition)

/

Based on PVPLC’s most important
stakeholders’ views, where should PVPLC
take a stand on the spectrum of
preservation and services?

Which stakeholders/revenue sources will be
essential to PVPLC in the long term? We
need an objective quantification of revenue
potential for PVPLC.
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Stakeholder

Strategic Brand Value “Map” — Revenue Analysis

SUPPLEMENTAL, PRELIMINARY

Group B

Category
(WHY THEY
SUPPORT US)
//\
RPV City
Group B
\_/
Donor
Group
A
7/24/2019
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lllustrative

Size of Circle =

O 3 Year

Revenue
Potential

Rivalry Impact
(WHY THEY
MATTER)
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HABITAT

FOCUS
(WHAT)

Conservation

Restoration

Preservation

7/24/2019

Strategic Rivalry “Map” — Structural Positions

Strategic Analysis Archetypes
Vision What How

> Wh
¢ _—¥ & Where ¥ Who
Environment & When

Forrestal

P.B. Rest’n
Area

P.B. Unrestored
Area

Source: HKI adaptatino from McKinsey’s “where to Compete, How to Compete” matrix; Barbara Minto
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Observations

Other Specific
Preserves...

GEOGRAPHIC SCOPE

(WHERE)
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Strategic Analysis Archetypes
Vision What How

STRATEGIC MAP — EDUCATION $ 3 gwnere MY Who

Environment

EDUCATION

FOCUS .
(WHAT) Observations

FUNDING
SOURCES

Source: HKI adaptatino from McKinsey’s “where to Compete, How to Compete” matrix; Barbara Minto
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SUPPLEMENTAL, PRELIMINARY

Each of the 2018 Retreat Questions Could Affect the Scope of Our Mission,
and can be Analyzed in Terms of What We Do & Where We Do It

“AGE-OLD” QUESTIONS

SEEKING CLARITY FOR MANAGING SEEEKING CLARITY ON REVENUE
LOCAL STAKEHOLDERS’ SOURCES’ EXPECTATIONS AND
EXPECTATIONS THEIR RELATIVE VALUE TO PVPLC
PUBLIC ACCESS What's the GEOGRAPHIC SCOPE ~ pONOR CONLFICT How
appropriate balance between Are we a local or do we reconcile large
access to the land and the need to COLLEGIAL regional resource? (Can  private donor
preserve it from the damage caused RIVALRY we accept being limited  references with those
by its use? (Competition) to local fund raising?) of corporations and

foundations?

EDIFICE What's the valueina ~ GROWTH How much
public-facing/branded building  growth is required

LANDSCAPING SERVICES Is it in our mission
to provide guidance, or services to
homeowners/groups to restore native plants

on private land over which we have no VS perceptlon. of spepdlng for success? Have
management contract or easement? money on bt{lldlngs instead of  we reached a
_ land restoration? sustainable scale?
Based on PVPLC’s most important
stakeholders’ views, where should PVPLC Which stakeholders/revenue sources will be
preservation and services? need an objective quantification of revenue

potential for PVPLC.
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STRATEGIC ARCHETYPE: CATEGORIES OF GROWTH

WHAT
PVPLC IS
DOING

7/24/2019

Growth in Place or Growth in Scope?
Changes in Scope Can Create Strategic Risks

New Brand

Rivalry Examples: Confusion
provide traveling
training services to
other conservancies,
or restoring remote

Mission Examples: new line
Creep  ofservice,

new partnership,

new product for sale

NEW L .
THINGS within the Peninsula properties
I Operational
Complexity
SAME Growth in services )
THINGS and products being - Example: land in
provided today for a different region
strategic, brand with new city
targeted segments government
SAME PLACE NEW PLACE

WHERE PVPLC IS OPERATING

Source: HKI adaptation from McKinsey’s “where to Compete, How to Compete” matrix
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SUPPLEMENTAL, PRELIMINARY

Observations

In startup mode, an
organization must accept
any new type of revenue

Once substantial brand
value and assets are built,
non-organic growth
initiatives become a major
risk

PVPLC may be at a stage
where re-focusing the
mission on brand-
targeted segments is
necessary, and some
support and new revenue
may be compromised to
maintain brand integrity
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Appendix: ANALYSIS ARCHETYPES

Aligning Financial Strategy with Strategic Goals

Coming this Fall
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APPENDIX

* Expected Outputs of the Strategic Planning Process

e Additional Board Ad Hoc Committee Outputs Regarding Process
* Process Objectives and Planning Process Features
e Strategic Planning Roles — Board, Ad Hoc Committee & Staff/Committees
* Bi-Annual Strategic Planning Process summary by quarter
* Standard Retreat Agendas — Years 1 &2 of President’s Term

* Foundations of Analysis -- Strategic Planning Archetypes



Appendix: PLANNING PROCESS

EXPECTED STRATEGIC PLAN CONTENTS

* Board presentation for Orientation and Discussion Purposes

* Written Plan
* Introduction to Strategic Planning Process and Structure
Strategic Environment Assessment
Vision Statement & Mission Statement
3 Year Mission
Brand Statement and Positioning Plan
Strategic Goals & Strategies Summary (board level)
Goals, Objectives and Action Plans (guiding committees & operations)

 Summary presentations to lead stakeholder group discussion

* Brochure for use with the public



Appendix: PLANNING PROCESS

STRATEGIC PLANNING IS A PROCESS, THE PLAN CREATES ACCOUNTABILITY

BOARD’S OBJECTIVES FEATURES OF NEW PROCESS
Continuity from year to year <—> Focus on standardizing a bi-annual process and
Avoid reinventing the wheel baseline strategic analysis
Dynamic & inclusive process <—> Bi-annual quarterly timeline and commitment to

stakeholder analysis and feedback

Guidance on priorities <—> Explicit prioritization of Goals and top 3-4 Goals
Clear commitments and accountability; <— Specific Objectives for all priority Goals for both
alignment between Board’s vision and staff and committees will align with Board’s vision

operational activity

Balancing board roles of envisioning and <—> Focus on resolving strategic plan scope, Vision &
feeling involved and “hands on” Mission with full Board and delegate action
planning to staff & relevant Board committee

See Appendix for further description and foundations of analysis — archetypes of strategic planning



Appendix: PLANNING PROCESS

OBJECTIVES FOR THE STRATEGIC PLANNING PROCESS

Establish continuity in planning to avoid reinventing the wheel; build on past
successes while reconciling mission conflicts

Create an inclusive planning process that will make the strategic plan a dynamic
source of direction for the organization and support groups

Provide guidance by prioritizing strategic goals in case they compete for limited
resources during the plan period

Establish clear commitments and accountability for the high priority goals

Build in a self-correcting alignment process between the Board’s strategic vision
and goals by reviewing staff and committee performance throughout the year

Balance the board’s historically hands-on ability to contribute to action planning
with the need for strategic vision by utilizing the Committee structure for action
planning and reserving time in Board meetings for strategic planning and review



Appendix: PLANNING PROCESS

Responsive Aspects of the Process Design

Continuity — an investment in developing process culture and standardized deliverables will
establish a foundation for future planning and an ability to communicate with clarity and
continuity to neutralize turnover; to build on our success, use strategic analysis frameworks to
define clear lines in the grey areas of the current mission and vision statements

Dynamic Inclusive Process — bi-annual process and quarterly timeline keeps board and staff
engaged with the strategic plan; steps to be defined for systematic feedback with community

Accountability — retreat agenda includes reporting on goal attainment and assigning staff and
board committee responsibility for each goal

Alignment - prioritizing goals to agree on the Top Priority goals will provides guidance when there
may not be sufficient resources to achieve all the desirable goals; reviewing goal achievement
and priority annually at retreats creates accountability for alignment

Balancing Vision and Action — the Mission and Vision will be the focus during the first cycle
(Strategic Plan Development Retreat) while Action Plans will be reviewed for only the most
important goals; Action Plans would be the main focus during the second cycle (Strategic and
Action Planning Retreat) and primarily coordinated through Committees; the agenda will dedicate
time every year to the areas requiring the most board participation, e.g. brand strategy,
communications, and development/fund raising
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Mature Strategic Planning Process Roles
(reviewed at previous board meetings)

Board of Directors Review, provide input, and approve the strategic plan
including mission, vision, definitions, long term goals, and
annual objectives (annual update in board meetings, bi-
annual planning at retreat)

Strategic Planning Group Develop the process, survey approach, frameworks and
(staff and board volunteers) |format; draft strategic plan including long term goals,
objectives, and action plans; recommend hiring facilitator or
consultants as needed for board approval

Executive Director & Staff Survey stakeholders, summarize and organize input, lead and
(with committee board encourage thinking, write draft materials for board review;
members and community define goals in consultation with board committees for both
members as appropriate) staff and committee leadership (the initial plan effort, annual

retreat, and some major goals may require hiring consultants)




CONTINUITY: Bi-Annual Strategic Planning Timeline

(approved at previous board meetings)

Appendix: PLANNING PROCESS

Timing

Ad Hoc Strategic Plan Group

Supporting Committee Activity

President’s 15t year
Q1

Prepare/update environment assessment; compile prepared draft
objectives and goals from committees and staff; assign
preliminary A,B,C priority for each goal

Committees update goal
commitments for 3 year plan and
risk assessments

Board Retreat — Strategic Plan Development/Update

Q2 (see Appendix - Retreat Agenda for Year 1) N/A

Q3 Seek community input regarding goals and priorities FinComm — update 3 Year Plan
Review proposed next year’s annual goals and recommend an FinComm/Board — approve budget;

Q4 Prop y 9 Y| Committees and staff update goal

changes for approval by the full board

commitments for coming year

President’s 2"d year
Q1

Assess any major unanticipated changes in the environment and
revisions of committee goals, if any

Board Retreat — Strategic Goal and Action Planning

Q2 (see Appendix - Retreat Agenda for Year 2) N
o . N FinComm — assess proposed
Q3 Seek community input regarding goals and priorities budget against 3 year plan
Review proposed next year’s annual goals and recommend an PG EETe = EFOTENE [Hlere
Q4 prop y g Y | Committees and staff update goal

changes for approval by the full board

commitments for coming year

See Appendix for detailed generic agendas for years 1 & 2




Retreat Agenda — Year 1 — Strategic Plan Development

Appendix: PLANNING PROCESS

(i.e.,in June 2019, developing new 2020-2022 strategic plan)

Time Allocated Topic Objectives/Activities
8:30 Arrival Socialize, settle in the seats
8:45 Agenda Review the strategic planning process, meeting norms
i Discuss and update prepared drafts for risk management,
_ . Introduction & : : _ :
9:00 - 45 min . SWOT, and the strategic environment; surface any desired new
Environment Assessment S "
strategic initiatives and draft placeholder objective(s)
Discuss and Revise draft Strategic Plan Mission, Vision, and
9:45 - 45 min Strategic Plan Scope Objectives especially the scope of PVPLC’s activity and growth
objectives over the coming 3 year plan horizon
15 min Break
| . Strategic Plan Goals Discuss prior plgn go.al .a.chlevement (committee and staff goals)
10:45 - 60 min (15t half) for 3 year goals; reprioritize each goal based on current
assessment; draft goals for any new objectives
11:45 - 85 min Lunch Break Lunch and outdoor activity
_ . Strategic Plan Goals Continue goal review/revision; brainstorm/revise prepared draft
1:00 - 60 min : PP :
(2nd half) action plans for selected “A” priority committee goals
_ . Brand Strategy and Discuss brand strategy; brainstorm prepared draft action plans
2:00 - 60 min . .
Development for communications, development, and fund raising goals
15 min Break
_ , Public Strategic Plan Discuss draft of strategic plan brochure in light of the current
3:15 - 30 min : . oy
Brochure assessment and discussion/revision of the goals
3:45 - TBD Closing Discussion |dentify follow ups or next steps for items in the “parking lot”



Retreat Agenda — Year 2 — Strategic Plan and Action Plan Review Appendix: PLANNING PROCESS

(i.e.,in June 2020, revising 2020-2022 strategic plan)

Time Allocated Topic Objectives/Activities

8:30 Arrival Socialize, settle in the seats
8:45 Agenda Review the strategic planning process, meeting norms
9:00 - 45 min Strategic Plan Overview Quick review of curren.t strategic plan environment asggssment,
plan scope, and goals; assess/agree need for any revisions
. Discuss 1 and 3 year goal achievement to date (committees and
_ . Strategic Plan Goal R ) N
9:45 - 45 min . staff); discuss any suggested changes in goals or priorities for
Achievement . .
remainder of the 3 year plan horizon
15 min Break
_ , Strategic Goal Action Review and brainstorm prepared drafts of action plans for
10:45 - 60 min CAD e :
Plans (15t half) selected “A” priority committee goals
11:45 - 85 min Lunch Break Lunch and outdoor activity
_ : Strategic Goal Action Review and brainstorm prepared drafts of action plans for “A”
1:00 - 60 min .
Plans (2" half) priority staff goals
_ . Brand Strategy and Brand strategy update; brainstorm/revise action plans for
2:00 - 60 min ) .
Development communications, development, and fund raising goals
15 min Break
_ : 3 Year Financial Review updated financial projection (from fall of prior year) for
3:15 - 30 min - . : . 7
Projection consistency with goal achievement and any new objectives
3:45 - TBD Closing Discussion |dentify follow ups or next steps from the “parking lot”



Appendix: ANALYSIS ARCHETYPES

FOUNDATIONS FOR THIS STRATEGIC PLANNING PROCESS AND STRUCTURE

STRATEGIC ANALYSIS ARCHETYPES

* Hierarchy of Terms and Definitions —adapted from Management Systems, Inc.

» Strategic Planning Process — Structuring around the Six Open Question Words

» Strategic Process as a Process Flow Diagram — McKinsey’s MECE Flows

e Strategic Environment Assessment — Michael Porter’s Five Forces

* Mission and Scope Analysis — McKinsey’s MECE Matrix

* The Four Generic Sustainable Strategies — Michael Porter’s Sustainable Strategy Matrix
* Aligning Strategic Plan Goals with Performance Management

* Financial Strategy — aligning financial planning with the Vision (to be done in the Fall this year)



Appendix: ANALYSIS ARCHETYPES

Disclosure and Disclaimer By HKI LLC

NO IN-KIND CONTRIBUTION ATTRIBUTABLE NOR ANY TAX DEDUCTION TAKEN

Certain parts of this presentation include materials developed by personnel associated with HollowayKautz
Investments (HKI) on a business development and personal volunteer basis. Although it is loosely based on
commercial materials used in its business, this type of non-profit service has never been conducted by HKl as a
fee service before, and there is no way to assign any tangible market value to the value of the presentation
materials or their contents separate from that derived during meetings with other volunteers and staff of
PVPLC. Therefore, there is no in-kind contribution or costs to be reported for this project by HKI.

WHY ARE SOME PAGES MARKED COPYRIGHT? (NONE INVOLVING PVPLC INFORMATION WHICH IS
CONFIDENTIAL)

Certain pages included in the presentation have been used in HKI’'s commercial activities and adapted to apply
for non-profit use. These pages have been marked with the copyright symbol to protect HKI from having these
materials appropriated in commercial publication by others.
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Hierarchy of Terms and Definitions

Vision and Mission Statements The long term future desired state of the world and the organization’s long
term mission described in brief motivational and inspirational statements.

3 Year Mission Specific statement for what organization must achieve over the coming 3
years to be a success as defined by the Board of Directors. This should
include no more than 3-4 High Priority Goals, and may also be summarized
in a short, memorable statement for the public.

Goals Broad statements of the major outcomes that further define success for
the current strategic plan which are used to organize strategies, objectives
and action planning.

Objectives Specific outcomes that are measurable, accountable to a leader,
reasonable, and time dependent (“smart”); the “what” as opposed to the
“‘how”. Every Goal must have at least one high priority Objective.

Strategies Statements of the approach for “how” to achieve a Goal and its
Objectives at a high level that provide comfort that the Goal is achievable.

Action Plans Lists of action steps with deadlines assigned to specific leaders and
individuals within the organization. Action plans may contribute to multiple
goals and conflicts in action planning may affect priority among the goals.



Appendix: ANALYSIS ARCHETYPES

GOALS, OBJECTIVES and ACTION PLANS

REVIEW ROLE
 Taken as a whole, will
achievement ensure the

STRATEGIC GOALS
Broad, qualitative statements of desired outcomes at the end of

the 3 year planning horizon which ensure achievement of the success of the
mission statement as bounded for the planning horizon. organization?

* Taking each leader’s
STRATEGIC OBJECTIVES assignments in total, are
Outcome statements that are specific, measurable (observable they realistic?
if not quantifiable), accountable to an individual leader, * Does the board feel

comfortable that the
resources will be
available to support the

realistic, with a timeframe for interim partial achievement and
completion (1 year and 3 year outcomes).

plan?
ACTION PLANS * Are action plans for high
Lists of activities that are estimated to result in achievement of priority goals aligned
an objective or groups of objectives and which typically with the Vision and with

delegate assignments with timeframes for completion. each other?




Appendix: ANALYSIS ARCHETYPES

The Vision, Environment and Six Open Questions Define the Strategic Planning Process

SIMPLIFIED STRATEGIC PLANNING STRUCTURE

The Future State === \What & Where Why? How, Who & When
(The Vision) should we  should we will this plan will we  will be does each
$ get done do this? have enough get responsible goal need
during this support there?  for each to be
The Present State plan period? among stake- goal? achieved?
(The Competitive holders?

Environment)

What is the These questions come first - Any change in Defining broad strategies early in
situation in - new activities and new direction may the planning process helps to
strategic places require more require re- "keep it real”, but detailed action
terms? fundamental changes in the branding planning is time consuming and

organization, planning and early on will tend to “harden” the
resources goals & assumptions before they
If not enough have been tested

support, go back

© HollowayKautz Investments LLC
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Appendix: ANALYSIS ARCHETYPES

Strategic Plan Elements in Sequence around the Six Open Questions

STRATEGIC PLANNING STRUCTURE & PLAN ELEMENTS

The Future === \What & Where? Why? How Who & When?

should we  should we will this plan willwe  will be does each

$ / get done do this? have enough get responsible goal need

during this support there? for each to be
The Present plan period? among stake- goal? achieved?
holders?
Vision and -- Strategic Plan Scope -- Brand --  Broad Strategies, --
Strategic 3 Year Mission, Position & Action Plans &
Environment Goals & Media Plan Financial Plans
Scan Objectives

© HollowayKautz Investments LLC
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MECE
Framework

Major

Process
Steps

Major
Activities

7/24/2019

The Future and
The Present

Define Vision &

Understand
Environment

Nov-Mar

Revisit the Vision
Statement

Scan & Assess
the Environment
Review and
revise SWOT
analysis
Evaluate
implications of
the Environment
for policy

What &
Where

Define Mission,
Goals &
Obijectives

Apr-Sep

Validate the
Mission Statement
Define broad goals
by org. area & 3
year measure for
“success”

Draft “smart”
objectives to
achieve goals for
board approval
Assign priority of
each objective

M.E.C.E. Process Flow Analysis

(Mutually Exclusive, Comprehensively Exhaustive)

STRATEGIC PLANNING PROCESS

Validate Brand
and Media
Messaging

Oct-Feb

Plan approach for brand -
positioning/image mgmt.
Survey a broad cross-
section of stakeholders

Create/revise brand
image materials
Solicit community
feedback re revised

scope/brand (after year

end campaign)

Adjust goals/branding for

board approval as
necessary

Confidential — For Internal Use Only
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How,
Who & When

Determine

Strategies,

Financial &
Action Plans

Aug-Mar

Define broad
strategies by
organizational
area & budget
* Prioritize
objectives for
action planning
(board & staff
responsibilities)
* Review/revise
financial plans for
consistency with
resource needs

© HollowayKautz Investments LLC

2019 Board
Retreat Focus

Fall 2019 Staff
Activity w Board
Support

Fall 2019 Board
Activity by
Committee w
Staff Support
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Competitive Environment Scan
Comprehensive Archetype

PORTER”'S FIVE FORCES MODEL
Applied To Non-profits/PVPLC

EXTERNAL

ENVIRONMENT
Indirect PVPLC
Influence

CURRENCY OF RIVALRY

- Control of Land

- Donor/funder loyalty

- Public attention/perception
- Political influence

INTERNAL Emerging Threats
ENVIRONMENT (Porter: New Entrants)
Direct PVPLC

Local Influence
Users Regional
. COLLEGIAL , Users
Supplier Influence RIVALRY Funders’ Influence
Local (Porter: Supplier Power) " (Porter: Buyer Power)
Officials (Competition)
State
Officials
Related
NGO’s Existing Threats
(Porter: Product Substitution) Federal
Real Estate Regulators
Developers

Source: HKI adaptation from “Competitive Advantage”, 1985 by Michael Porter, Harvard Business School professor
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STRATEGIC M.E.C.E. MATRIX

Mission Analysis

Appendix: ANALYSIS ARCHETYPES

MECE Principle

Each segment must be
Mutually Exclusive

and

All segments together must be
Comprehensively Exhaustive

| New Brand
Mission _ Rivalry Examples: Confusion
Exampl-es: new line provide traveling
Creep of service, _ training services to
new partnership, other conservancies,
NEW ngw.product f(_)r sale or restoring remote
WHAT THINGS within the Peninsula properties
PVPLCIS Operational
DOING Complexity
SAME Growth in services
THINGS and products being - Example: land in
provided today for a different region
strategic, brand with new city
targeted segments government
SAME PLACE NEW PLACE
WHERE PVPLC IS OPERATING
Source: HKI adaptation from McKinsey & Co. “Where to Compete, How to Compete” matrix; “Pyramid Principle”, 1978 Barbara Minto
7/24/2019 Confidential — For Internal Use Only
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Generic Sustainable Strategies

PORTER’S GENERIC STRATEGY MATRIX

PERCEPTION OF
UNIQUENESS

SUSTAINABLE
ADVANTAGE

LOWER
CosT

DIFFERENTIATION
Broad offering

that is impossible
for rivals to copy

FOCUSED
DIFFERENTIATION
Compelling story for
specific customers/

(usually via funding sources
patents) (a brand)
COST LEADERSHIP COST FOCUS

Lowest cost yields
excess profits to
fund further
growth/investments

Lowest cost for
narrow use yields
pricing advantage

BROAD TARGET
MARKET

NICHE/
NARROW TARGET

Appendix: ANALYSIS ARCHETYPES

Observations:

Donors cannot measure price
vs value across non-profits
(except for avoiding admin.
waste)

Direct non-profit competitors
(i.e. hospitals) do try to show
low cost delivery of benefits,
but emotion drives donors

Establishing a brand (unique
perception in the public’s mind)
via consistent communication
and action is usually the viable
strategy to manage “collegial
rivalry” among non-profit

SCOPE organizations

Source: HKI adaptation from “Competitive Advantage”, 1985 by Michael Porter, Harvard Business School professor
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Strategic Analysis Archetypes

Aligning Strategic Plan Goals With Performance Management

PRIORITIZATION OF STRATEGIC OBJECTIVES — PERFORMANCE CONTEXT

Priority Objectives: Explanation
Expected % Achieved
for Top Performance

Strategic goals are
challenging and not all
can be expected to
happen on time

Critical
Goals:
“A” Priority

Important Goals:

WDl Do May be deferred
B” Priority , .
C 0% without impact on
Desirable Goals: overall plan, not to be
“C” Priority forgotten next round
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