PALOS VERDES PENINSULA

LAND CONSERVANCY

2023-2032 Strategic Plan: The Restoration Era

Delivering on the Promise for Current and Future Generations

Our Vision

The conservation of open space in perpetuity where people of all ages come to learn about and
participate in restoring native plant habitat, preserving endangered wildlife, and enjoying nature
on the Palos Verdes Peninsula.
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Introduction

Palos Verdes Peninsula Land Conservancy: A Dream Fulfilled

In 1988 our founder, Bill Ailor, led a group of families on the Peninsula
who had a dream to save the remaining open space in Palos Verdes
for their children to enjoy. The Palos Verdes Peninsula Land
Conservancy (PVPLC) was born with the mission to preserve land and
restore habitat for the education and enjoyment of all.

Since then, PVPLC has successfully conserved 1,726 acres of natural
land for the public’s benefit while restoring over 200 acres of
threatened ecosystems with native plants as home for endangered
wildlife. PVPLC and the City of Rancho Palos Verdes (RPV), founded
in 1973 by activists in the group Save Our Coastline, have worked
together in an historic 35 year collaboration culminating in the acquisition of the 96 acre Wildlife
Corridor in 2022 which fulfilled the dream of a contiguous 1,000 acres in the Palos Verdes Nature
Preserve from the sea to the highlands and stretching along the coastline.

Over the years PVPLC has coalesced support and expertise from all levels of government,
thousands of volunteers, corporate sponsors, foundations, and loyal donors to protect the open
space and restore habitat for educational, ecological, recreational, and scenic purposes.

Restoration on the Peninsulais Important for Global Biodiversity

The extraordinary natural history of the Palos Verdes Peninsula has fostered exceptional
biological diversity — hundreds of distinctive plants and animals, some of which are unique in the
world and quite rare like the Palos Verdes Blue butterfly and the bright green dudleya. Since the
Peninsula was once an island and is today geographically isolated from other natural habitat areas,
its flora and fauna offer the opportunity for comparative studies of adaptation to the challenges of
climate change both across past millennia and forward into the future. Recognizing the importance
of conservation on the Peninsula, in 2022 the US Fish and Wildlife Service awarded its largest grant
of its type for the year, $12.6 million, toward the acquisition of the Wildlife Corridor.

In December 2022, at the United Nation’s Biodiversity Conference (COP15) more than 190 nations
including the U.S. signed a landmark agreement to halt the loss of biodiversity on the planet. The
goal was agreed to reserve 30% of the worlds land and sea for nature preservation and this was
supplemented with targets for reducing extinction of endangered species. The diversity of
ecosystems from our oceans to our forests underpins humanity’s food system, provides us with fresh
water, sustains the quality of the air and soils, regulates the climate, provides pollination and pest
control, absorbs carbon emissions, and reduces the impact of natural hazards. Harming too many of
these ecosystems endangers nature’s ability to provide basic life support services, and endangered
species are the ‘canary in the coal mine’ warning humanity that entire ecosystems are at risk.

The United Nations agreement set the global stage, but sustaining biodiversity is a local
endeavor. Itis important to protect every ecosystem with species that are unique worldwide.
Protecting large tracts of land on the Peninsula with conservation easements was the first step and
contributes to California’s 30x30 goal of preserving 30% of land and sea by 2030. The strategic
mission for PVPLC in the Restoration Era is to restore a network of native habitat sanctuaries on
preserved land to create a critical mass of habitat to ensure the sustainability of the unique
biodiversity of the local ecosystem on the Peninsula.
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Palos Verdes Peninsula Land Conservancy Preserve Locations

The Palos Verdes Peninsula is part of Los Angeles County and includes 19,000 acres of coastal
land. Of this land, the map below shows the location of the 1,726 acres that has been preserved
from development over the past 35 years that will create a network of preserves for native plants and
endangered wildlife — which can also thrive on open public and private lands between the preserves.
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PVPLC holds conservation easements over 1500 acres which includes 14
reserves, maintains over 30 miles of trails, and manages habitat
restoration and preservation under a management agreement with the City
of Rancho Palos Verdes

PVPLC manages the Nature Center, habitat preservation, trails, and
community nature walks on 51 acres under a management agreement with
Rolling Hills Estates

PVPLC owns 28.5 acres, maintains trails, and manages habitat and the
repopulation of the endangered Palos Verdes Blue butterfly

PVPLC manages the Nature Center, habitat preservation, trails, and nature
walks under a management agreement with the City of Los Angeles for
102 acres

PVPLC manages habitat restoration and a population of the endangered
Palos Verdes Blue Butterfly on restored habitat on undeveloped areas of
the Depot in collaboration with Moorpark College, the Urban Wildlands
Group and Navy biologists
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Transition to the Restoration Era

PVPLC has a history of demonstrated success over three decades across two eras focused on Land
Acquisition and Organizational Development. Although incremental land acquisitions will still be
pursued, PVPLC is transitioning to a third era focused on Restoration (see chart).

PVPLC now manages a total of 1,726 acres of preserved open space among 19,000 total acres of
the Palos Verdes Peninsula. PVPLC either owns, holds deed conservation easements over, and/or
manages these lands under contract as habitat manager. In an historic collaboration with the City of
Rancho Palos Verdes (RPV), PVPLC has facilitated four major land acquisitions bringing over $50
million in government grants from USF&WS, CA WCB, CA Coastal Conservancy, and LA County as
well as raising $10 million in matching foundation and private donor funds. RPV has also
contributed [432] acres of city owned land to form the [1,500] acre Palos Verdes Nature Preserve
which totals 17% of the land in the City of RPV.

PVPLC Strategic Eras
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Early habitat restoration programs totaled about 140 acres by 2007, and as of today, just over 210 of
the 1,726 acres have been restored to native habitat. Nursery horticulture and field restoration
techniques have been developed to meet the intensive habitat restoration standards under
California’s Natural Communities Conservation Plan (NCCP) and US Fish & Wildlife Service Habitat
Conservation Plan (HCP) adopted in 2004 by the City of RPV. As Habitat Manager under the
NCCP/HCP, PVPLC is required to restore a minimum of 5 acres per year until a total of 250 acres
have been restored in the Palos Verdes Nature Preserve.

The 2023-2032 Strategic Plan will Accelerate the Rate of Habitat Restoration

Larger scale restoration techniques have been researched and are being implemented in addition to
the intensive restoration required under the NCCP/HCP. As these techniques are perfected, more
efficient methods will maintain an accelerated rate of restoration in the future. When the bulk of the
acreage appropriate for habitat restoration in the preserves is completed, PVPLC will transition to a
fourth era focused on Maintenance and Public Service.
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Much of the 1,726 acres under management will not be appropriate for intensive restoration either
because the land already hosts native plants and wildlife or has already been restored, or it is on
steep hillsides or does not have access to support irrigation and planting, or it has non-native

vegetation that is complementary , . i i
and need not be intensively Public Benefits of Restoration are Both Immediate
managed. Initial estimates for the | and Long Lasting

theoretical acreage appropriate
for a range of restoration intensity
are in the range of 450 total
additional acres bringing PVPLC e Unique educational and volunteer public service
to a total initial goal of 660 opportunities

restored acres. Some acreage
over 660 may also require

¢ Immediate reduction in fire risks from removing fire-prone
invasive plants,

e Enjoyment in perpetuity of natural beauty and open space in

maintenance from time to time the preserves,

with low intensity weeding and e Preservation of Peninsula plant and wildlife species unique in
seeding techniques. This the world,

theoretical estimate will be

studied further in the early years e Survival of a less water intensive and fire-prone native plant
of this plan. ecosystem that may contribute to biodiversity research.

Restoring natural habitat from scratch on land that has been farmed or mowed for decades is
challenging but offers unique educational activities for all ages, high-quality volunteer opportunities,
and public benefits that are both immediate and long lasting.

PVPLC is well positioned for the Restoration Era

Over the last decade, PVPLC has developed a sustainable organization that proactively protects and
restores habitat while engaging and educating the public. In 2023, PVPLC delivered:

e Over 43,000 plants produced by the native plant nursery and seed bank
e 7 acres of invasive plant removal and 5 acres of native plant ecosystem restoration

e Over 25,000 hours in volunteer service, including trail maintenance, Volunteer Trail Watch, and
restoration and educational activities

e Field and classroom activities for over 1,800 students in 24 schools in the 3 Grade Naturalist
Certificate program and over 1,700 older student participants in 6 additional schools, primarily in
public schools from the Peninsula and adjacent lower income neighborhoods.

e Community engagement with over 5,000 annual participants in visits to the nature centers,
docent led nature walks, and youth group activities.

e Resilient, broad based financial support from government agency grants, donors, municipal
contracts, corporate sponsors, and foundations.

2023-2032 Strategic Mission, Goals and Strategies

The ten-year strategic mission for PVPLC in the Restoration Erais to restore a network of
native habitat sanctuaries on preserved land to create a critical mass of habitat to ensure the
sustainability of the unique biodiversity of the local ecosystem on the Peninsula.

Strategic Goal Framework

Land Protection — acquiring property or conservation easements and enforcing protections
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Habitat Restoration — increasing the habitat value of preserved land to
enhance and protect the Peninsula’s native ecosystem and its contribution to
global biodiversity

Community Education — increasing public understanding and appreciation
through nature centers, school-based programs, and a variety of program
offerings

Community Engagement — encouraging strong local support for conservation
work by organizing high quality opportunities to serve as a volunteer and enjoy
the beauty of nature.

Organizational Sustainability — developing organizational leadership and sustainability.
2023-2032 Goal Summary

1.0 Land * 1.1 Secure a 35-year management agreement renewal for White Point Preserve
Protection ¢ 1.2 Implement and uphold Conservation Easements
e 1.3 Collaborate with RPV to protect the PVNP in RPV’s Landslide Project

e 1.4 Pursue new opportunities to secure Peninsula open space for the long term

2.0 Habitat 2.1 Establish seven PV Blue & host plant sanctuaries

Restoration

2.2 Restore 200 acres in the preserves

2.3 Continue invasive plant removal to increase fire resiliency in the Preserves
¢ 2.4 Increase plant and seed supply

2.5 Research larger scale restoration techniques & monitor for successful
habitat establishment and species recovery

3.0 Community 3.1 Develop Nature Center exhibits at Go. F Canyon in collaboration with RHE

3.2 Execute public information campaigns and nature education programs to
raise awareness of the Peninsula’s unique, biodiverse environment and
PVPLC’s expertise in this field

3.3 Instill the love of nature through school-based programs

Education

3.4 Renew Nature Center at WP in collaboration with City of LA

3.5 Enhance research collaboration with government and university partners

4.1 Expand public awareness of the Conservancy’s benefits to the community

4.0 Community

Engagement 4.2 Grow public participation in education and volunteer programs

4.3 Collaborate w RPV to enhance safe public access, trailhead mgmt., & control
of destructive recreational uses in the PVNP
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5.1 Increase funding to support accelerated restoration goals and recovery of
PVB populations

5.0 Organizational
Sustainability

5.2 Consolidate rental offices into a single Conservation Center for staff and
partner collaboration

5.3 Expand Board and Committee representation

5.4 Institutionalize the Board as self-perpetuating and influential

5.5 Continue to develop organizational systems and capabilities

5.6 Enhance staff management systems, planning and documentation

Note that Goals in bold are high priority goals and Goals in italics are opportunistic in that they are
beyond PVPLC's control and will be pursued only when opportunities arise. Quantifiable Objectives
are also defined for each Goal in a separate detailed plan to be measured over a one and three
horizon and monitored and adjusted on a semi-annual basis.

High Priority Cross-Goal Strategies

e Protect the Land and Nature Center at White Point in collaboration with the
City of Los Angeles by expanding public engagement in the San Pedro area to
increase program participation and political support; extend PVPLC’s
management agreement with the City in a two-step process: first by negotiating
immediate improvements in the current division of responsibilities and second by
extending the management agreement for 35 years and investing in updating the
Nature Center and demonstration gardens.

e Collaborate with RPV to protect the Palos Verdes Nature Preserve during
Landslide Remediation by advocating for accurate assessment of habitat
impact and commitment to mitigation of habitat impacts, and by communicating
PVPLC'’s strategic plan and the critical impact of restoration in the Wildlife
Corridor reserves. Develop and communicate to officials and the public
scientifically-based analysis and measures for what restoration activities can be
maintained through responsible, professional management of surface level
restoration and irrigation even in or adjacent to the landslide area.

e Collaborate with Academic and Municipal Partners to Establish Seven Host
Plant Sanctuaries and PV Blue Butterfly Populations that are sustainable and
can fully recover the PV Blue from the endangered species list. Develop buy-in
with academic and municipal partners through joint planning and execution for
this inspirational goal which can coalesce broad support for the restoration era
and the goal to restore 200 acres and inspire new educational content.

e Develop new programs to educate and engage the community through
public relations and public information campaigns that directly support
PVPLC's conservation goals.

0 Focused on Habitat/Wildlife Corridor educational communications to continue the
focus of the Go Wild for the Peninsula campaign to educate the community of hikers,
volunteers, and students to become knowledgeable conservationists.

0 Focused on Peninsula-wide Outreach communications to educate every resident
around the Peninsula on why they should get involved, become a member, and
participate in saving the native ecosystem.
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0 Focused on Corporate/Municipal Alliance communications to educate and recognize
business owners, community leaders, and government entities that assist PVPLC in
meeting its goals.

0 Focused on Science and Academia communications to engage the scientific
community, school teachers, students, and parents, academic institutions, and
residents who's passions may be more science and education than conservation.

e Enhance the Community’s Understanding of the Importance of Biodiversity
through additional educational content for public information campaigns and new
and updated exhibits in the Nature Centers at George F Canyon and White Point
including emphasis on United Nations and state of California 30x30 biodiversity
goals and the Peninsula’s unique ecosystem.

e Leverage Program Resources through innovations in restoration techniques,
increased program and donor solicitation for non-patrticipants, investments in
capital programs, and training materials for continuity in board participation and
staff advancement.

Overview of Selected High Priority Goals

White Point Preserve

The White Point Nature Preserve and Nature Center are an important part of PVPLC’s Peninsula-
wide community. PVPLC’s management contract with the City of Los Angeles for managing the
White Point Preserve will expire in 2026, and the extension of this agreement to continue the
protection of this land from development as a nature preserve is a high priority goal for PVPLC.

PVPLC has been in negotiations for expanded authorities for PVPLC and accountability for public
enforcement from the City of LA over the past two years. PVPLC would like to implement an interim
revision with the LA Parks Department while negotiating a subsequent approval by LA City Council
for the extension of the term beyond 2026 for at least 35 years.

A long-term extension is necessary basis to attract support from foundations and corporate
philanthropy for investment and ongoing support for the Nature Preserve and Nature Center. For
example, one foundation grant for $130,000 that has been awarded will expire in 2025 unless the
land is committed to conservation in an extension of the management agreement for the long term.
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PV Blue Butterfly Complete Recovery Plan

For over a quarter century, PVPLC has served as a collaborating partner for the
recovery of the endangered Palos Verdes Blue butterfly (PVB) in coordination with
Navy biologists, UCLA Professor Travis Longcore, Science Director of the Urban
Wildlands Group, and Professor Jana Johnson in the biology department at
Moorpark College. Recovery efforts began when the PV Blue was rediscovered
on the Navy’s Defense Fuel Supply Point (Navy DFSP) in San Pedro in the
1980's.

To complete the PV Blue Recovery Plan and delist it from the endangered species
list, PVPLC must ensure its survival in perpetuity. PVPLC will need to achieve
three objectives specified by the US Fish & Wildlife Service (USFWS) in an
opinion prepared for the Navy in 2019:

(1) establish seven distinct PVB populations on the Peninsula with habitat to
support them;

(2) grow those populations to a size that provides at least a 90% likelihood of survival; and
(3) implement a management plan to maintain all 7 populations in perpetuity.

As a result of the team collaboration at the Navy DFSP and the PVPLC'’s efforts across the
Peninsula, four PVB populations are now in various stages of development and objectives in this
plan target three additional sanctuaries and PVB populations in permanent nature preserves (see
map on following page).

Delisting a species is unusual and some conservationists might question the wisdom of this goal.
However, a Palos Verdes resident once observed, “You must understand that when | saw PV Blues
on my land, I did not encourage them because | did not want to be restricted in the future use of my
property.” Delisting the PV Blue from the endangered species list is both a motivational goal and the
best path to ensure its survival. When delisting is achieved, PVPLC can enlist the full support of
public, private, and commercial land owners to encourage PV Blue expansion in ravines and unused
land across the Peninsula to create a robust genetic pool for the species and an inter-connected
ecosystem for the native plants associated with it.
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PV Blue Butterfly Population Sites and Status, US Fish & Wildlife Service, 2019
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Blue Areas signify the nature preserves covered by the RPV NCCP/HCP.
Yellow & pink circles and green triangles signify historical observations of PV Blue butterfly in the wild.

PVPLC'’s Seven Population Sites and Status as of 2023 (see brown-boxed numerals in map)

1. Navy Defense Fuel Supply Point (PVB released and wild observed)

2. Chandler Preserve (PVB released and wild observed)

3. Alta Vicente Reserve (PVB released and wild observed)

4. Abalone Cove Reserve (restoration complete, PVB released)

5. Lunada Canyon/Agua Amarga Reserve (restoration underway)

6. Filiorum/Wildlife Corridor (restoration in planning phase; land acquired in 2022 post-date of this map)
7. San Ramon Reserve (conducting fire fuel load reduction, restoration site identified)
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200 Acre Restoration Plans for Native Habitat and Wildfire Resiliency

The Land Conservancy staff have
developed plans in consultation with
Dudek, a conservation engineering firm, -

to undertake an innovative restoration NS g . Map to be updated
program in an expanded 185-acre area PR RS 7 and with a legend
surrounding the Wildlife Corridor property ¥ " 58 =0 & that relates to the
which was acquired in 2022, shown at T AN e bullet list at left
right. Full restoration is a five years long TR v :

process, and not all areas will qualify as
restored habitat by the end of the ten-year
horizon, but areas identified for restoration
activity include:

e 185 acres, Wildlife Corridor (see
map)

e 40 acres in San Ramon Reserve,
e 14 acres in Lunada Canyon Reserve

e 47 acres in total for other wildfire
resiliency programs.

PVPLC staff have researched and will
implement a variety of techniques to scale
up and accelerate restoration work, and
the techniques applied will be finalized
through site-specific planning and
adaptive management practices.
Restoration Planting is the most resource
intensive technique which results in dense
native habitat over five years, creating
small sanctuaries of very specific native
host plants to support rare species. This traditional technique will continue in restoring the five acres
per year in the Palos Verdes Nature Preserve required in the Management Agreement with the City
of RPV under the NCCP/HCP. Specific measures for success for all techniques will be developed
and monitored periodically in semi-annual strategic planning steering committee meetings.

Innovative Variety of Ecosystem Support Systems

Restoration Planting — clearing non-native plants and restoring dense habitat by replanting native
plant seedlings grown in the nursery and supported by ongoing irrigation/watering and weeding.

Restoration Seeding — clearing non-native plants and using large-scale seeding with watering.

Wildfire Resiliency/Passive Restoration — clearing nonnative plants, spot seeding, and relying on
natural processes of re-vegetation from pre-existing plants.

Municipal Landscaping Partnerships — voluntary municipal programs for removal of invasive
species for fire fuel-load reduction beyond annual maintenance of fuel modification zones, and
replacement of water intensive landscapes with a complementary mix of Peninsula and Southern
California wildflowers or ground cover.

Private Landscaping Alliances — voluntary private-owner landscaping to remove invasive species or
water-intensive ground cover and replace with a compatible variety of natives and wildflowers.
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Community Education and Engagement

Community education and engagement are pillars of PVPLC’s success that enjoy strong support in
the community that goes beyond conservation as an end in itself. Current levels of education
programs are sustainable with local donor’s enthusiastic support of the Conservancy’s mission.
Education programs provide a community benefit independent of restoration goals and involve
regional participation from residents and schools beyond the o 17 2
Peninsula itself.

Ongoing Community Education Programs

1. Student Naturalist program introduces conservation in schools and
in the field, and in 2022-2023 included over 1,500 students in 69
classes at 24 schools where this may the student’s first exposure to
nature and conservation.

2. Nature Center visits of over 5,000 people each year combined at
the George F Canyon Nature Center in Rolling Hills Estates and at
White Point Nature Center in San Pedro.

3. Guided Nature Walks for people of all ages are extended
4. University Collaboration for PV Blue butterfly research &
recovery with Professor Travis Longcore, Science Director
of the Urban Wildlands Group, and Professor Jana
Johnson in the biology department at Moorpark College.
5. Naturalist Internship program for high school and
college students.

6. Community Lectures given on an ad hoc basis to
neighborhood associations and other local community
events by nature walk leaders and staff members.

If available, insert map with stars for
each school that participates in
education programs

High Priority Goals and Objectives

1. Design and construction of new permanent exhibits for the
reopening of the remodeled George F Canyon Nature Center
in collaboration with the City of Rolling Hills Estates.

2. Development of public information campaigns
with targeted messaging to expand the
Conservancy’s reach and raise public awareness
and appreciation of the conservation of nature and
the importance of protecting our biodiversity.

3. Increase community engagement with local
school teachers, students, and parents

4. Establish relationships with university level
science advisors to support restoration activities
and pursue potential inclusion in UCLA's plans for
the future of the recently acquired Marymount
campus.
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Financial Resources to Support a 3-4 times Increase in Restoration Rate

PVPLC has proven repeatedly over three decades to be a good investment for donors and for
government agencies tasked with environmental goals.

Starting with the first land acquired by donation in 1992, PVPLC has steadily grown and its many

sources of revenue have proven to be resilient.

PVPLC financial strategy is designed to ensure success in perpetuity. Continued funding from
existing supporters and new funding will be essential in the Restoration Era. Broader local
marketing, strategic alliances and advisory boards, as well as funding from major foundations and
government agencies will all be needed to leverage the Conservancy’s staff and board of directors

resources to deliver lasting results.

The overall financial strategy is to fund ongoing
operations through strong local community
support, local government contracts for restoration
and habitat management services, and grants from
larger, like minded foundations as well as state
and federal agencies.

PVPLC balances the efficient use of donor funds
and the management of annual cash flows and
major gifts to ensure longevity. It has always
maintained a Program Expense Ratio of at least
80% of Total Expense, the highest rating for
efficiency by Charity Navigator, and it has built
prudent reserves through investment of surplus
funds which are managed by an Investment
Committee of the Board that includes community
experts.

PVPLC maintains best practices in governance
including operating and capital budgetary control,
a comprehensive Risk Management Framework
with annual reviews, and active committee chairs
to preserve institutional knowledge and continuity
in oversight.

To accomplish its strategic goals, PVPLC is
planning to utilize a $5 million CA grant
administered through the CA State Coastal
Conservancy (SCC) and reserves raised during
the 2022-2023 ‘Go Wild for the Peninsula’

Tenets of the Financial Strategy

e Fund operations through diverse revenues
from community support, contracts for habitat
restoration and fire mitigation, and grants
from foundations and government agencies

e Build community support through
achievement of visible community benefits
and effective Public Information Campaigns

e Leverage PVPLC staff with volunteers and
semi-autonomous alliance groups

e Use target marketing in all geographical
segments to attain a broad base of major
donors, robust membership at all levels of
giving, and corporate sponsorship

¢ Allow deficit spending only if budgeted in
advance and if reserves from prior years are
available to fund the deficit

e Build prudent reserves during surplus years,
and fund an endowment through bequests
which do not compete with the annual giving
needed to fund operations

o Actively manage efficiency as well as
financial and non-financial risks

campaign to make substantial capital investments and accelerate restoration programs as illustrated

in the figure showing Expenses below.

Sustaining an acceleration of 3-4 times in the rate of restoration is estimated to require spending at
2-3 times the level of restoration spending in the prior era. Total spending for all PVPLC programs
over the remaining nine years of the plan for 2024-2032 is projected at $34 million of which $7.6
million is pre-funded through 2025 via the State Coastal Conservancy (SCC) grant and the
Restoration Reserve from the ‘Go Wild for the Peninsula’ campaign.
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Operating and Capital Expense

($000's)
HISTORICAL AND 2023 FORECAST 2024-32 PROJECTION BASED ON CCC GRANT BUDGET
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Inflation assumed at 4% in 2023, 3% in 2024 and 2.5% thereafter

Capital Investments

B Fundraising Expense

o

Major capital investments shown above include a small building acquired in 2023 using a prior donor
gift to consolidate and eliminate the rents of four offices and create the new Conservation Center
located near the Wildlife Corridor. In 2024 and 2025, investments in a new seed farm and nursery
expansion and in major irrigation facilities will be funded by CA CC grants. Permanent exhibits for
the new George F Canyon community and nature center in 2024-25 will be funded by Go Wild for
the Peninsula campaign funds raised in 2022 for this purpose.

The major program spending increases projected in the plan are in Stewardship Programs.
Stewardship Programs include habitat restoration and preservation as well as trail and nursery
maintenance, monitoring and reporting of both endangered species and public misuse and
vandalism, and conservation easement enforcement and land acquisition. As discussed further
below, Stewardship spending in 2022 included $2.3M spent to acquire the Wildlife Corridor 96-acre
reserve in conjunction with $18.7M of government funding. This level of Stewardship spending fell
back to normal in 2023 but is projected to increase substantially in 2024-25 to start the Restoration
Era.

Education and Volunteer programs will also be expanded to more comprehensively engage all
groups across the Peninsula and surrounding areas with two overarching goals: to increase
understanding of the importance of the restoration acceleration mission and the benefits and
challenges involved with large-scale habitat restoration; and, second, to engage public support for
that mission through volunteerism, goal alignment in the community, and indirectly, donor support.

Regarding administrative and fundraising expenses, the Land Conservancy actively manages
financial efficiency to ensure donor and government funds are deployed for the benefit of the
preserves and the community. The primary measure of efficiency in the nonprofit sector is the
Program Spending Ratio, the ratio of program expense to total expense. PVPLC’s Program
Spending Ratio has always been above 80%, the highest category of efficiency on Charity
Navigator, and has ranged from 82-83% from 2017-2021. This ratio was 88% for 2022 as the
property acquisition negotiation and documentation was conducted in collaboration as co-buyer with
RPV without a real estate agent using existing staff, pro bono legal services, and board member
volunteer services. Going forward, budgetary controls will continue to target an efficiency ratio of at
least 80%.
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Stewardship Expense Breakdown
($000's)

HISTORICAL AND 2023 FORECAST 2024-32 PROJECTION BASED ON CCC GRANT BUDGET
4,000
3,500
3,000
2,500 = Stewardship/Rest'n Accel. Pgm.
2,000 & Stewardship/Land-CCC Grants
1,500 ® Stewardship - Contracts/Fees
1,000 B Stewardship/NCCP-Maint. Programs

500

2020 2021 2022 2023F 2024 2025 2026 2027 2028 2029 2030 2031 2032
Inflation assumed at 4% in 2023, 3% in 2024 and 2.5% thereafter

Stewardship program expense has varied significantly recently due to large contracts in 2020-21 for
fire mitigation and the purchase of the Wildlife Corridor property in 2022. The breakdown above
illustrates the major impact that the CA Coastal Conservancy (CA CC) grant will have in 2024-2025
and the ongoing level of the restoration acceleration program as projected in 2024-2032 as adjusted
for inflation.

Going forward, PVPLC estimates that it will need to fund $1.7M for Stewardship in total for 2024 in
order to maintain the restoration acceleration program, as shown above, increasing with inflation
over the coming decade. This would include approximately $0.5M for NCCP restoration and
maintenance, $0.3M in contracted services including the management agreement with RPV, and
incremental spending on the restoration acceleration program to support the strategic mission. This
projection does not include incremental local government contracts for remediation or fire mitigation
which would add incremental expenses but provide incremental revenue as well.

Revenue Sources

Accurate predictions of nonprofit revenues by year are notoriously difficult and will vary by revenue
source, but PVPLC’s major revenue sources have proven resilient for over two decades. High level
revenue objectives are:

e Increased participation at regular donor levels through coordinated Public Information

Campaigns and wider-reach marketing to new residents and non-participating residents;
¢ Increased major donations by continuing to encourage new donors up to higher levels;
e Continued Foundation and Government grant applications; and

e Increased corporate giving/sponsorship which can directly benefit from co-marketing in future
larger-scale public information campaigns and wider-reach donor drives.

Appendix: Strategic Goals and Objectives (under separate cover)
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Appendix: Strategic Goals and Objectives

A ten-year planning period makes sense based on a decades-long history and the complexity of the
current challenges. It may take as long as 3 years to assemble the major components of a
successful transition to the Restoration Era. The ten-year mission is therefore broken down into
three-year mission objectives, and quantifiable Objectives are defined with one and three year
interim steps on the way to achieving the ten-year Goals.

The high priority themes for our objectives in the next three-year period (2023-2025) can be
summarized as:

- to scale up restoration supply-side resources and techniques,

- to brand PVPLC as a leader and local expert in creating native habitat from scratch to support
global biodiversity,

- to make capital investments in a dedicated Conservation Center and enhanced nursery and seed
supply sources, and

- to test and implement means of increasing ongoing revenue support.

Over the course of implementing these objectives, strategies and tactical plans are developed as a
function of timing and opportunity by the staff in conjunction with the relevant board committee. The
objectives are prioritized relative to each other and relative to achievability in the next three-year
planning period. Goals can be broad-based statements, whereas Objectives must be ‘SMART’ (i.e.
specific, measurable, achievable, relevant, and time-bound).

Each goal must have at least one (A) objective or that goal is not strategic and should not be
included in the strategic plan; including operational objectives will dilute the focus and resources
available for board oversight. The staff and board committees use the priority objectives as the
basis for action plans and resource allocation.

Priority Levels and Performance Expectation: (A) indicates high priority objectives of which 85-
90% are expected to be achieved, (B) important objectives of which at least 50-60% are expected to
be achieved, and (C) future high priority objectives that are opportunistic and will only be achievable
within 3 years if certain uncontrollable events take place to raise their priority.

Progress is reviewed at Strategic Planning Steering Committee meetings semi-annually, and the

goals and objectives should be amended with approval of the Board of Directors at any point in the
planning period to respond to events and experience.
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Section 1.0: Land Protection

Ten-Year Goal 2023 Objectives 2025 (3 Year) Objectives

1.1 Secure a 35-year (A) 1.1.1 Negotiate LA (A) 1.1.2 Gain formal approval

management agreement renewal | informal approval of revised | of a 35 year+ conservation

for White Point Preserve management agreement commitment (before $130K
authorities and grant expires in early 2026)
responsibilities

1.2 Implement and uphold (A) 1.2.1 Set timeline goals (A) 1.2.1 Record Conservation

Conservation Easements for completion of RPV Easements for remaining
implementation of Reserves as part of
NCCP/HCP NCCP/HCP.

1.3 Collaborate with RPV to (B) 1.3.1 Participate in (A) 1.3.3 Take a proactive

protect the PVNP in RPV’s community meetings stance to maintain approval

Landslide Remediation Project regarding the RPV EIR from RPV and support of the
(A) 1.3.2 Provide thorough public in continuing PVPLC'’s
written comments during restoration plan

EIR public comment periods | (B) 1.3.4 Maintain proactive
public relations regarding the
landslide remediation’s
potential impact on the
preserves and our role as
Habitat Managers of the
Preserve

1.4 Pursue new opportunities to (A) 1.4.1 Initiate discussion (A) 1.4.2 Develop agreement
secure PVP open space for the with PVE council regarding with PV Golf Club and City to
long term an easement and begin restoring Malaga Dunes.
management agreement for | (C) 1.4.3 Use this partnership
part or all of Malaga Dunes project as a demonstration to
garner further Council support
of potential conservation

agreements.
Section 2.0: Habitat Preservation and Restoration
Ten-Year Goal 2023 Objectives 2025 (3 Year) Objectives
2.1 Establish seven PV Blue & New Goal added in 2023 (A) 2.1.1 Identify seven
host plant sanctuaries locations and begin restoration

activity in each

(A) 2.1.2 Continue partnership
with PVB breeding and
monitoring efforts to support
long term recovery

(C) 2.1.3 Enhance breeding
facilities to facilitate PVB
rearing on the Peninsula
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2.2 Restore 200 acres of native
habitat in the preserves for PVB
and covered species recovery

(A) 2.2.1 Develop vision for
accelerated restoration in
the wildlife Corridor

(A) 2.2.2 Gain State Coastal
Conservancy (SCC)
approval of restoration and
invasive species control plan
(see Objective 5.1.2, $5M
CA grant budget)

(B) 2.2.3 Complete SCC
plan approval process to
enable receipt of funds in
4Q2023

(B) 2.2.4 Complete initial
draft of approximately 160-
acre restoration plan for the
wildlife corridor Glass
Reserve to Filiorum

(A) 2.2.5 Gain RPV approval
to begin restoration of Wildlife
Corridor restoration and
invasive plant control,
including landslide area (166
acres)

(A) 2.2.6 Launch Glass
Reserve restoration project (17
acres)

(A) 2.2.7 Implement Lunada
Canyon restoration project (14
acres)

(B) 2.2.7 Develop plans and
seek RPV approval to restore
San Ramon reserve (40 acres)
(B) 2.2.8 Expand restoration of
habitat at Chandler Reserve (5
acres)

2.3 Continue invasive plant
removal to increase fire
resiliency in the Preserves

(A) 2.3.1 Launch SCC
wildfire residency grant

(A) 2.3.2 Identify target
areas for Acacia removal
totaling 70 acres in
restoration acceleration plan
(SCC $5M grant)

(B) 2.3.3 Continue
urban/wildlife interface
resiliency programs with RH
(B) 2.3.4 Develop plans to
improve weed management
during spring growth
especially around trails

(A) 2.3.5 Complete Wildfire
Resiliency Grant (47 acres)
(B) 2.3.6 Complete the
removal of Acacia in PVNP
under SCC grant

(B) 2.3.7 Continue mowing to
remove annual weed growth
near RH

(B) 2.3.8 Hire seasonal staff to
clear overgrown trails

2.4 Increase seed and plant
supply sources

(A) 2.4.1 Evaluate seed
supply sources and
quantify/prioritize
alternatives to increase
supply

(B) 2.4.2 Initiate appropriate
negotiations for alternative
seed supply

(B) 2.4.3 Continue
negotiations with RPV for
potential seed supply at
Hatano Farm appropriate to
2.4.1 priorities

(A) 2.4.1 Establish prioritized
alternatives to increase seed
supply that are under PVPLC
control

(A) 2.4.2 Negotiate with Navy
for use of DFSP for seed farm
near nursery

(B) 2.4.3 Manage RPV
negotiations regarding Hatano
Farm in a collaborative
approach that does not harm
public perception of PVPLC

2.5 Research & implement
larger scale restoration
technigues and monitor for their
success

(A)2.5.1

(A) 2.5.1 Consult with
restoration practitioners to
inform best practices and
techniques

(B) 2.5.2 Conduct protocol
habitat monitoring and
species-specific surveys to
track successful recovery
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Ten-Year Goal

2023 Objectives

2025 (3 Year) Objectives

3.1 Develop Nature Center
exhibits in new RHE GF Canyon
community/nature center and
increase annual nature center
visitors

(A) 3.1.1 Launch designs

(A) 3.1.1 Complete exhibit
implementation in coordination
with City’s construction
timeline

(B) 3.1.2 Negotiate prominent
PVPLC signage in new RHE
center

3.2 Execute public information
campaigns and nature education
programs to raise awareness of
the Peninsula’s unique,
biodiverse environment and
PVPLC'’s expertise in this field.

(A) 3.2.1 Educate the
Peninsula about PVPLC'’s
leadership in restoring the
native ecosystem

(A) 3.2.1 Launch new
Peninsula Naturalist Program
to expand online & in person
learning for students and
lifelong learners.

(A) 3.2.3 Revamp
communications strategy to
increase depth of information
(ie. blog e-news, website) and
educate new members of the
public about our work

(B) 3.2.4 Expand Docent pool
to offer a variety of public
programs including Nature
Walks and Nature Center
programs

(B) 3.2.5 Promote our
collaborations with
practitioners, NGOs and
researchers

3.3 Instill the love of nature and
understanding of conservation in
the next generation through
school-based programs

(A)3.3.1

(A) 3.3.1 Sustain Third Grade
Program with robust pool of
trained docents

(B) 3.3.2 Expand Family
Nature Club and youth
programs through nature
centers

(B) 3.3.3 Facilitate education
programs for other school
grades with partners (ie. PV
School Gardens and Library
District)

3.4 Renew Nature Center and/or
implement education
enhancements at White Point in
collaboration with City of LA and
increase annual Nature Center
visitors

(A) 3.4.1 Offer renewal of
Nature Center as an
incentive to reach
agreement on 35 year
management agreement
extension

(B) 3.4.1 Include renewal of
Nature Center in collaboration
agreement with LA in future
plan Objectives

(A) 3.4.2 Implement the CNRA
grant before its expiration in
2026, or seek extension
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(B) 3.4.3 Continue to track
visitation to the Nature Center
and expand promotion of
public programs

3.5 Enhance research (A) 3.5.1 Establish (B) 3.5.3 Develop support and
collaboration w gov't/university relationship with UCLA to student engagement with
partners influence its future plans for | universities to expand
the former Marymount research and learning.
campus (C) 3.5.4 Develop connections
(B) 3.5.2 Formalize with UCLA South Bay to tie

coordination of partnership student learning and activities
team to implement Objective | to our work
2.1

Section 4.0: Community Engagement

Ten-Year Goal 2023 Objectives 2025 (3 Year) Objectives

4.1 Expand public awareness of | (A) 4.1.1 Onboard (A) 4.1.2 Work with

the Conservancy’s benefits to the | consultant to identify key consultants to implement and

community messages and Plan Public track success of new
Information Campaign communications plan. This

includes: updated messaging,
website improvements,
frequent press releases and
editorials, new e-news
calendar, direct mail, etc

(B) 4.1.3 Expand capacity to
attend variety of speaking
engagements, public events
and outreach opportunities to
engage public new to PVPLC

4.2 Grow public participation in (A) 4.2.1 Review (A) 4.2.2 Expand capacity in
programs and volunteer events opportunities to introduce Outdoor Volunteer Days by
new programs and expand training qualified Team
capacity for existing Leaders
programs to engage more (A) 4.2.2 Enhance Docent
participants program to ensure

sustainability to support Nature
Walks and Nature Centers

(B) 4.2.3 Find new ways for
the Public Info Campaign to
inspire the public to participate
in programming

4.3 Collaborate with RPV to (C) 4.3.1 Ensure staffing and | (A) 4.3.3 Continue and
enhance safe public access, volunteer resources to assist | enhance VTW program to
trailnead management, and with trail maintenance and educate visitors and
control of destructive uses in the | clearing needs deter/report rules violations
PVNP and habitat damage
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(B) 4.3.2 Implement VTW
program to educate
Preserve users to report and
reduce violations

(B) 4.3.4 Continue and
enhance Rapid Response and
Trail Crew efforts to improve
trail system

(C) 4.3.5 Develop plans with
RPV for restoring trails within
the landslide area when safe
to reopen

Section 5.0: Organizational Leadership and Sustainability

Ten-Year Goal

2023 Objectives

2025 (3 Year) Objectives

5.1 Increase funding to support
accelerated restoration goals
and recovery of PVB
populations

(A) 5.1.1 Complete Go Wild
campaign and establish
restoration reserve

(A) 5.1.2 Gain CA Coastal
Conservancy (CCC)
approval of $5M budget to
support restoration
acceleration

(B) 5.1.3 Develop initial plan
for Public Information
Campaigns

(B) 5.1.4 Develop plans to
test and refine revenue
enhancements in future
years

(A) 5.1.4 Implement 2 years of
the Coastal Conservancy $5M
grant, and seek extension if
possible

(A) 5.1.5 Increase contributions
from individuals/trusts/business
to $1,000,000 ($908K is the
2024 goal)

(B) 5.1.6 Increase number of
corporate sponsors by 50%

(B) 5.1.6 Seek grants to fund
Stewardship and Education
Goals

(B) 5.1.7 Institutionalize board
giving and board solicitations of
donors/organizations/companies

5.2 Consolidate rental offices
into a single Conservation
Center for enhanced staff and
third-party partner collaboration

(C) 5.2.1 Secure single
office location

(C) 5.2.1 Acquire and implement
transition to a single
Conservation Center location
and eliminate office rent at
Silver Spur location

5.3 Expand Board & committee
representation to increase
community influence and donor
support

(B) 5.3.1 Revise Board
matrix to update for broader
representation (e.g.
demographic and
geographic)

(B) 5.3.2 Recruit broader
representation on the Board
(C) 5.3.3 Develop Semi-
autonomous groups to
implement elements of the
strategic plan

(A) 5.3.4 Recruit 5 new board
members to maintain
representation in light of term
limits

(C) 5.4.5 Launch one semi-
autonomous group

5.4 Institutionalize the Board as
self-perpetuating and influential

(A) 5.4.1 Review/update
Board Committee
descriptions and board
norms

(B) 5.4.2 Complete Chair/Officer
handbooks

(A) 5.4.3 Develop Strategic
Planning Steering Committee to

Page 22



2023-2032 Strategic Plan

CONFIDENTIAL

DRAFT

(B) 5.4.2 Initiate key
Chair/Officer handbook
development

maintain plan accountability with
board and staff

5.5 Continue to develop
organizational systems and
capabilities to support the ten-
year plan

(A) 5.5.1 Implement cloud-
based systems in
conjunction with new
Conservation Center move
(A) 5.5.2 Hire a Financial
Operations Manager to
provide financial
management continuity and
support for board financial
committees

(A) 5.5.3 Review and upgrade
internal systems and tech
capabilities to enhance workflow
for accounting procedures and
volunteer programs
management

5.6 Enhance staff management
systems and succession
planning including training
documentation

(A) 5.6.1 Initiate a review
and update of financial
controls and accounting
manual documentation in
conjunction with transition to
new auditor (deferred to
2024)

(B) 5.6.2 Review/update
leadership succession plans
(deferred to 2024)

(A) 5.6.1 Complete training
documentation plans for key
positions to support eventual
transitions in the ten-year
horizon

(A) 5.6.2 Define succession
plans for top three staff
executives

(B) 5.6.3 Review and revise as
necessary policies and
procedures related HR
regulations & best practices
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