
DRAFT for discussion purposes only and subject to Board approval and the availability of funds. 
Resolutions are not final until approved by the Board and signed by the Board Secretary. 

Minnehaha Creek Watershed District   REQUEST FOR BOARD ACTION 
 
MEETING DATE:  February 9, 2017  
  
TITLE:  Approval of MCWD’s Strategic Direction and Adoption of the 2017 Strategic Alignment Report  
 
RESOLUTION NUMBER: 17-007 
          
PREPARED BY:  James Wisker      
 
E-MAIL:  Jwisker@minnehahacreek.org  TELEPHONE: 952-641-4509 
 
REVIEWED BY:   Administrator   Counsel  Program Mgr. (Name):_James Wisker______ 

  Board Committee  Engineer  Other 
    

WORKSHOP ACTION:  
 

 Advance to Board mtg. Consent Agenda.  Advance to Board meeting for discussion prior to action.  
 

 Refer to a future workshop (date):_______  Refer to taskforce or committee (date):______________ 
  

 Return to staff for additional work.   No further action requested.    
 

 Other (specify): FINAL ACTION ON FEBRUARY 9, 2017 
 

 
 
PURPOSE or ACTION REQUESTED:  

1. Approve the strategic direction for the Minnehaha Creek Watershed District 
 

2. Accept and adopt the February 9, 2017 Strategic Alignment Report  
 

3. Direct the Administrator to incorporate and implement the strategic direction and priorities, most 
immediately through MCWD’s: 

 
a. Comprehensive Plan 

 
b. Budget and financial plans 

 
c. Human resources plans 

 
d. Information Technology investment plans 
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PAST BOARD ACTIONS and REPORTS:  
Below is a summary timeline of the strategic planning milestones including PPC meetings, Board briefings, 
actions and delivery of written reports. All PPC meetings included minutes and a verbal committee report to the 
full Boards.  Underlined meetings denote a written report distributed to the full Board. 

 
o October 8, 2015   – Board adoption of strategic planning process  

 
o October 15, 2015   –  PPC strategic budget framework   

 
o November 19, 2015  –  PPC Himle Rapp Vision, Mission, Goals Presentation 

 
o December 17, 2015  –  PPC Draft Vision, Mission, Goals 

 
o January 14, 2016   – Board Workshop on Draft Vision, Mission, Goals 

 
o January 21, 2016  –  PPC MCWD strategic framework 

 
o January 28, 2016   –  Board adoption of Draft Vision, Mission, Goals 

 
o February 18, 2016  – PPC program evaluation process and timeline 

 
o March – June   –   Staff led program evaluations 

 
o June 6, 2016   – PPC prioritization framework 

 
o July 14, 2016   –  PPC Preparation for program evaluations.  Reinforce culture. 

 
o August 25, 2016   – Executive Summary of Program Evaluations and Issues 

 
o September 8, 2016  – Strategic Planning – Phase II Process Memo 

 
o September 22, 2016  – PPC Permitting and Operations/Support Services 

 
o October 13, 2016   – PPC Planning, and Project Maintenance & Land Management 

 
o October 27, 2016   – PPC Research & Monitoring, and Aquatic Invasive Species 

 
o November 10, 2016  – PPC Education, Communications and Cost-Share Grants 

 
o November 17, 2016  – PPC Program Evaluation recap and synthesis 

 
o December 8, 2016  – PPC Aquatic Invasive Species #2, and Organizational Planning 

 
o December 15, 2016  – PPC Education, Communications and Cost-Share Grants #2    

 
o December 15, 2015  – Board briefing on conclusion of program evaluations 
 
o January 26, 2017   – Draft Strategic Alignment Report  

 
o February 2, 2017   – Board Retreat to discuss Strategic Alignment Report 
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SUMMARY:  
 
Background: 
 
In January 2014, the Board of Managers adopted the policy, In Pursuit of a Balanced Urban Ecology in the 
Minnehaha Creek Watershed, as a statement of the District’s fundamental philosophy and way of doing 
business. It established the goal of integrating the District’s work with the built environment using the guiding 
principles of partnership, focus, and flexibility. The Board directed that this policy guide the development of the 
District’s update to its Comprehensive Water Resources Management Plan (Plan). 
 
In early 2015, as part of the Plan update process, staff began a self-assessment to evaluate the District’s 
progress and performance over the last plan cycle. This included a series of staff and Board discussions to 
identify past accomplishments and challenges, and to look forward at how programs can be organized to 
support the Balanced Urban Ecology Policy. Findings corroborated prior organizational evaluations, and 
included a need to improve focus, prioritization, clarity of mission and goals, and program alignment and 
coordination. 
 
During the review of the 2016 budget and work plans, Managers raised a number of questions regarding the 
merit of particular program initiatives, prioritization of District activities, resource allocation, and measures of 
success. It was noted that, while all of the District’s programmatic efforts are well intentioned and have value, it 
was unclear whether certain activities should be the focus of the District’s finite personnel and financial 
resources. 
 
These various discussions signaled a need to strategically evaluate and align the District’s programs under a 
clear and focused mission and set of goals. At the direction of the Board staff responded by developing a 
strategic planning framework with the goals of: 
 

1. Evaluating existing programs to provide meaningful change, alignment and prioritization of resources. 
 

2. Establishing a framework to evaluate new initiatives and opportunities for organizational priority and 
alignment, and to revisit existing work on an ongoing basis 
 

3. Providing a foundation for clear communication and the engagement of constituents in the District’s 
work. 

 
Following adoption of the strategic planning process on October 8, 2015, the MCWD Board and staff engaged 
in an intensive and iterative process of organizational and programmatic evaluation.   
 
This process moved through the following levels of analysis (bold not yet complete): 
 

1. Organization Strategic 
 

2. Program Strategic 
 

3. Program Operational 
 

4. Organization Operational 
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Moving through these levels of analysis the District Board and Staff: 
 

1. Developed and adopted statements for the organization’s, Vision, Mission, Goal and Guiding Principles 
 

2. Identified a list of specific issues for each program to address 
 

3. Evaluated each individual program from a strategic to operational level 
 

4. Developed MCWD”s overarching organizational strategy and program priorities 
 
 
Recommendation: 
 
The results of this strategic planning process are encapsulated in the attached document Strategic Alignment 
Plan. 
 
Staff recommends this resolution be approved to: 
 

1. Approve the strategic direction for the Minnehaha Creek Watershed District 
 

2. Accept and adopt the February 9, 2017 Strategic Alignment Report  
 

3. Direct the Administrator to incorporate and implement the strategic direction and priorities, most 
immediately through MCWD’s: 

 
a. Comprehensive Plan 

 
b. Budget and financial plans 

 
c. Human resources plans 

 
d. Information Technology investment plans 

 
 
 
 
 
 
 
 
 
 
  



DRAFT for discussion purposes only and subject to Board approval and the availability of funds. 
Resolutions are not final until approved by the Board and signed by the Board Secretary. 

RESOLUTION 

 
RESOLUTION NUMBER:  17-007 
 
TITLE:  Approval of MCWD’s Strategic Direction and Adoption of the 2017 Strategic Alignment Report 
 
WHEREAS,  in January 2014, the Board of Managers adopted the policy, In Pursuit of a Balanced Urban 

Ecology in the Minnehaha Creek Watershed, as a statement of the MCWD’s fundamental 
philosophy and way of doing business; and 

 
WHEREAS,    the Board of Managers directed the Administrator to utilize the philosophy of this policy to guide 

the development of the District’s update to its Comprehensive Water Resources Management 
Plan (Plan) and to develop further recommendations for the implementation of this approach in 
the District’s planning process; and 

 
WHEREAS, the Board of Managers conducted several organizational analyses, including the 2015 Self-

Assessment which highlighted a need for the MCWD to improve focus, prioritization, clarity of 
mission and goals, and program alignment and coordination; and  

 
WHEREAS,  through the review of the 2016 budget and work plans, the Managers raised questions 

regarding the merit of particular program initiatives, prioritization of District activities, resource 
allocation, and measures of success; and 

 
WHEREAS,   pursuant to resolution 15-085 the MCWD Board of Managers initiated an organizational 

strategic planning process with the goals of: 
 

1. Evaluating existing programs to provide meaningful change, alignment and prioritization of 
resources. 
 

2. Establishing a framework to evaluate new initiatives and opportunities for organizational 
priority and alignment, and to revisit existing work on an ongoing basis 
 

3. Providing a foundation for clear communication and the engagement of constituents in the 
District’s work. 

 
 WHEREAS,  the Board of Managers authorized the Planning and Policy Committee (PPC) to conduct the 

strategic planning and program evaluation process, with clear reporting to the Board; and  
 
WHEREAS, the Board of Managers, PPC, and staff have engaged in a deliberate and transparent strategic 

planning process, between October 2015 and present, with clear reporting to the Board 
including meeting minutes, verbal briefings, presentations and written reports at key milestones; 
and 

 
WHEREAS, the findings and conclusions of the strategic planning and program evaluation process were 

presented, discussed and supported at the February 2, 2017 Board of Managers’ Annual 
Retreat; and 

 
WHEREAS,  the Board of Managers finds that the conclusions of the strategic planning and program 

evaluation process provide clear and focused direction forward for the organization and 
individual programs, that will engender ongoing levels of success for the MCWD; and 

 



DRAFT for discussion purposes only and subject to Board approval and the availability of funds. 
Resolutions are not final until approved by the Board and signed by the Board Secretary. 

WHEREAS,  the Board of Managers wishes to utilize these strategic planning conclusions to guiding all future 
operational decisions regarding budget/finance, human resources plans and strategies, and 
information technology investments;  

 
NOW, THEREFORE, BE IT RESOLVED that the Minnehaha Creek Watershed District Board of Managers 

hereby approves the summary of strategic direction (Attachment 1) for the organization and 
individual programs, to guide the MCWD Board and staff in aligning programs and their 
operations with the MCWD’s mission and organizational strategy 

 
BE IT FURTHER RESOLVED that the MCWD Board of Managers hereby accepts and adopts the attached 

report, 2017 Strategic Alignment Plan, to provide further background and guidance in this 
alignment process; 

 
BE IT FURTHER RESOLVED that the MCWD Board of Managers directs the Administrator to proceed to 

incorporate and implement these strategic program priorities into the District’s new 
Comprehensive Plan, and in the development of budgeting and financial planning, human 
resources plans and strategies, and information technology investment plans. 

  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Resolution Number 17-007 was moved by Manager _____________, seconded by Manager ____________.  
Motion to adopt the resolution ___ ayes, ___ nays, ___abstentions.  Date: _______________. 
 
_______________________________________________________ Date:____________________________ 
Secretary 



 

 
 

MCWD Organizational Strategy: 

1. The MCWD has established the Balanced Urban Ecology as its fundamental philosophy and way 
of doing business. 
 
 

2. Balanced Urban Ecology emphasizes the social and economic value created when built and 
natural systems are planned to work in harmony, and prioritizes partnerships with the land-use 
community as the principal strategy to achieve the District’s mission. 
 
 

3. Pursuant to Balanced Urban Ecology the MCWD’s overarching organizational strategy to 
accomplishing its mission is to: 

 
o Develop high impact capital projects integrated with non-water initiatives through multi-

jurisdictional partnerships. 
 

o Change the land-use and water policy environment to increase early value added 
partnership with private development, public infrastructure, and public policy/planning. 

 
 

4. All MCWD programs will be developed to work in support of these highest organizational 
priorities.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

jwisker
Typewritten Text
Attachment 1



 

Strategic Direction for MCWD Programs: 

1. Projects:  The MCWD’s highest priority is to plan and implement capital projects through 
partnerships.  The MCWD must accurately predict, prioritize, and mobilize its financial and 
human resources needed to execute this work.   
 
 

2. Planning:  To proactively maintain organizational alignment and focus, the MCWD’s Planning 
Department priority will be to scan the external environment for opportunities and threats and to 
recommend policy, project, program, and resource deployment to the Administrator and Board of 
Managers. 

 
 

3. Organizational Planning:  While the MCWD has relied on the Planning Department for near-term 
strategic planning of program alignment, financial planning, and human resources assessment, the 
Operations and Support Services Department will have the ongoing responsibility to address 
finance, information technology, and human resources.  
 
 

4. Communications:  The MCWD’s communications priority will be to support the planning and 
delivery of capital projects through partnerships, reflecting the policy vision of land-use water 
integration, while also supporting the other programmatic communication needs of the MCWD.  

 
 

5. Education:  The MCWD will prioritize Education program resources to support the planning and 
delivery of capital projects through partnerships, promoting the land-use and water policy 
integration, and will explore how to resource historic baseline functions. 
 
 

6. Grants:  The MCWD will explore how to restructure and resource its grant programs to address 
its strategic priorities, including evaluating relocating the Master Water Stewards grants and 
Community Engagement grants into the Education Program to replace the Cynthia Krieg grants; 
and relocating infrastructure grants into the Planning and Projects Department. 
 
 

7. Research and Monitoring: The MCWD will strengthen the ability of the Research and Monitoring 
Department to align its data collection and information pathways for broader systems thinking 
and problem solving to support the planning and delivery of capital projects and other successful 
District programs.  The MCWD will refocus its aquatic invasive species program to concentrate 
on managing AIS that have demonstrable water quality impact and address planning and project 
priorities, while also reducing MCWD investments in prevention programs and supporting 
partner efforts.   
 
 

8. Permitting:  The MCWD will improve the efficiency of its regulatory program through 
administrative, policy and rule changes, and will work to increase partnerships with the land-use 
community that bring benefits to land and water resources that exceed regulatory requirements. 



 

 

           

MINNEHAHA CREEK WATERSHED DISTRICT 
2017 STRATEGIC ALIGNMENT PLAN              

 

  



 

1 
 

Table of Contents 
 

Introduction: ............................................................................................................................................... 3 

Organizational Background and Purpose of Strategic Planning ........................................................... 4 

2009-2012 – Planning and Partnership Models: ....................................................................................... 4 

2012-2014 – Organizational Governance: ................................................................................................ 4 

2014-2015 – Balanced Urban Ecology and MCWD Culture: .................................................................. 5 

2015-2016 – Organizational Self-Assessment and Budget Forecasting: .................................................. 6 

2016-2017 – Strategic Planning Purpose: ................................................................................................. 7 

Strategic Planning Goals and Framework: .............................................................................................. 8 

Strategic Planning Goals: .......................................................................................................................... 8 

Strategic Planning Framework: ................................................................................................................. 8 

Roles and Expectations: ............................................................................................................................ 9 

Strategic Planning Process and Outputs: ............................................................................................... 10 

Introduction: ............................................................................................................................................ 10 

Vision, Mission, Goals and Guiding Principles: ..................................................................................... 10 

Organizational Strategy and Framework for Alignment: ........................................................................ 12 

Discussion of Strategic Alignment: .................................................................................................... 12 

MCWD’s Organizational Strategy: ..................................................................................................... 13 

Identification of Program Issues: ............................................................................................................ 15 

Program Summaries: ............................................................................................................................... 15 

Permitting:........................................................................................................................................... 16 

Operations and Support Services: ....................................................................................................... 18 

Planning and Project Maintenance & Land Management (PMLM): .................................................. 20 

Research and Monitoring: ................................................................................................................... 22 

Aquatic Invasive Species .................................................................................................................... 24 

Educations and Communications: ....................................................................................................... 26 

Cost-Share Grants: .............................................................................................................................. 28 

Recommendations for Strategic Alignment: .......................................................................................... 30 

Introduction: ............................................................................................................................................ 30 

Organizational Strategy: ......................................................................................................................... 30 

Strategic Direction for MCWD Programs: ............................................................................................. 31 

Conclusions and Next Steps ..................................................................................................................... 34 



 

2 
 

Appendices: ............................................................................................................................................... 35 

Appendix A ............................................................................................................................................ 36 

Appendix B ............................................................................................................................................ 37 

Appendix C ............................................................................................................................................ 38 

 

 

 

 

 

 

 

 

 

 

 
 

 

 

 

 

 

 
 

 



 

3 
 

Introduction: 
 

On October 8, 2015, the Minnehaha Creek Watershed District (MCWD or District) Board of Managers 
adopted a resolution initiating a strategic planning process to evaluate, focus, and align MCWD programs 
and resources toward redefined strategic goals and organizational mission (Appendix A). 

More specifically, the Board identified the following objectives for the strategic planning process: 

1. Evaluate existing programs to provide meaningful change, alignment and prioritization of 
resources. 
 

2. Establish a framework to evaluate new initiatives and opportunities for organizational priority and 
alignment, and to revisit existing work on an ongoing basis. 
 

3. Provide a foundation for clear communications and the engagement of constituents in the 
District’s work. 

The approved strategic planning framework delineated an iterative process to engage the MCWD Board 
and Staff in evaluation, discussion and decision making at all levels of the organization.  The process 
proposed to move through the following areas of the organization: 

1. Organizational Strategic – Vision, Mission, Goals and Guiding Principles 
 

2. Program Strategic – Program purpose, priorities and alignment 
 

3. Program Operational – Resource allocation at a program level 
 

4. Organizational Operational – Organizational level decision making and decision implementation 

In January 2016 the MCWD adopted a new statement of Vision, Mission, Goals and Guiding Principles, 
and in December 2016 the District’s Planning and Policy Committee (PPC) concluded discussions on 
Program purpose, priorities, alignment and resource allocation. 

In preparation for final organizational level decision making by the Board of Managers this report 
summarizes progress to date, and frames potential decision points and operational considerations for the 
organization.   

The report will synthesize: 

 Organizational Background and the Purpose of Strategic Planning 
 

 Strategic Planning Goals and Framework 
 

 Strategic Planning Process and Outputs 
o Vision, Mission, Goals and Guiding Principles 
o Program Issue Identification 
o Program Purpose, Priorities, Alignment and Resource Allocation 

 
 Potential Decision Points and Operational Considerations 
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Organizational Background and Purpose of Strategic Planning 
 

The Minnehaha Creek Watershed District has enjoyed a long history of leadership within the water 
resource management community.  One reason for this is the District’s culture which emphasizes 
continuous improvement in all aspects of its operations.  Below is a summary of MCWD’s evolution 
leading up to the 2016-2017 Strategic Planning process. 

2009-2012 – Planning and Partnership Models: 
The MCWD’s most recent evolution began in 2009 when the Board of Managers outlined the need for 
increased organizational prioritization, and a new model to cultivate public-private partnerships.  Focused 
priorities and strategic partnerships were seen as essential building blocks in advancing the organization 
into a new era of success, supported by local communities.  To support these goals, between 2010 and 
2011, the Board engaged in a series of policy conversations including: 

 Consultant facilitated organizational priority setting discussions 
 

 Policy briefings regarding the 1994 Hennepin Community Works planning model 
 

 Commissioned a white paper titled, Watershed Partnerships: Breakthroughs in Collaboration to 
Create and Sustain Great Conservation Corridors 

Subsequently, the Board of Managers directed District staff to begin cultivating the District’s own multi-
jurisdictional partnership strategy to advance planning and implementation objectives in the Minnehaha 
Creek Greenway.  

2012-2014 – Organizational Governance: 
With efforts to develop its planning and partnership model underway, between 2012 and 2014, the Board 
of Managers turned its attention inward focusing on opportunities to achieve higher degrees of 
organizational effectiveness by improving the Staff-Board governance structure, administration and 
management. 

In 2012, at the direction of the Board of Managers, Himle Rapp was contracted to evaluate the 
organization and make recommendations.  Conclusions and recommendations from this report included: 

 The District has too many strategic goals to reasonably accomplish, resulting in a lack of clear 
organizational direction.  
 

 Clarity is lacking regarding organizational priorities. 
 

 The Board of Managers should increasingly focus on strategic planning and setting the direction 
and priorities of the organization. 

In 2013, taking a first step in follow up to this analysis, the MCWD Board of Managers restructured its 
committee and meeting framework with the goals of developing a clear long range direction for the 
organization, focusing organizational priorities, and creating accountability for desired outcomes. 
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2014-2015 – Balanced Urban Ecology and MCWD Culture: 
Carrying this momentum forward the newly formed Policy and Planning Committee (PPC) began work 
on crafting a vision policy that would set the long range direction of the organization.  In January of 2014 
the MCWD Board of Managers formally adopted the policy titled, In Pursuit of a Balanced Urban 
Ecology in the Minnehaha Creek Watershed (Appendix B).  

This balanced urban ecology policy built on the District’s successful adaptation of 1994 Hennepin 
Community Works planning principles within the Minnehaha Creek Greenway, and memorialized the 
MCWD’s vision for achieving its water resource mission through integration and partnership with the 
land-use community. 

Rather than viewing the natural and built environments as a clash of opposing forces, we recognize the 
interrelated and interdependent character of modern life; communities cannot thrive without healthy 

natural areas, and healthy natural areas become irrelevant without the interplay of human activity.  This 
is the integrated setting in which we live. 

Indeed, our quality of life and our economic wellbeing are inextricably linked.  Any notion that land 
development and environmental protection are locked in a winner-take-all battle is sadly outdated. 

Successful, sustainable, livable communities are built on a foundation of integrated planning – planning 
that recognizes communities as living organisms and takes into consideration all components of the 

urban ecology. 

Our work will be strengthened through these collaborative efforts.  Not only will they offer greater 
community impact, they will produce creative public-private funding opportunities that will leverage 

scare resources and maximize benefits.  Going it alone is no longer the best path forward. 

The balanced urban ecology (BUE) policy was adopted as the MCWD’s fundamental philosophy and way 
of doing business.  Staff was directed to use Balanced Urban Ecology to guide the development of the 
2017 Comprehensive Plan, to center the District’s communication platform, and to develop 
recommendations to incorporate the approach in the District’s planning process. 

The Balanced Urban Ecology policy articulated three guiding principles to drive MCWD actions in the 
future: 

1. Partnering with others to pursue watershed management goals 
 

2. Intensify and maintain focus on high-priority projects 
 

3. Be flexible and creative in adapting to needs of partners 

Following the establishment of this new direction for the organization, in the second quarter of 2014, the 
MCWD Board voted to change staff leadership, expressing a desire for new leadership to help the Board 
take the organization to a higher level of effectiveness in future years. 

This decision for change catalyzed operational changes that improved organizational alignment.  Under 
interim leadership, in 2014, the Board of Managers contracted with Springsted Incorporated to evaluate 
the job classifications and compensation of District staff.  One major finding of this analysis was that 
aspects of the District’s operations were misaligned, thereby impacting organizational effectiveness.  
Consequently, the Research and Monitoring and Permitting programs were relocated away from the 
District’s Operations and Support Services Director through an organizational restructuring. 
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Also during this period of leadership transition MCWD program staff formed an interdisciplinary team 
called the Staff Collaboration Group.  In a communication to the Board and the Management Team, the 
Collaboration Group outlined a desire to move away from a historic organizational framework that they 
perceived as limiting interdepartmental collaboration, suggesting that the organization embrace individual 
ingenuity, program alignment, common priorities, program and policy innovation, and leadership at all 
levels.   

In their communications the Collaboration Group emphasized that the meaningful and passionate 
engagement of employees with the District’s mission required an organizational culture that supports the 
questioning of status quo, reinforces the value of ideation and leadership at all levels, and facilitates 
interdepartmental collaboration outside of job descriptions to develop and implement innovative solutions 
by all staff. 

To memorialize these values the Staff Collaboration Group produced an organizational culture document 
outlining a set of shared beliefs: 

 We believe that a healthy, successful organization requires a strong organizational culture rooted 
in shared values of honesty, integrity and authenticity. 
 

 We believe that a management culture supportive of a collaborative environment, where ideas 
from all staff are acknowledged and encouraged, created the foundation of a strong organization. 
 

 We believe that an environment of idea-generation and innovation uninhibited by hierarchical 
(vertical) or inter-departmental (lateral) restriction, will promote professional development, 
creativity and the free flow of information, improving service delivery. 
 

 We believe that an organization which empowers and celebrates leadership and accountability at 
all levels will enhance productivity and increase the successful execution of innovative ideas, 
serving to perpetually advance the organizational mission. 

2015-2016 – Organizational Self-Assessment and Budget Forecasting: 
In 2015, following input from MCWD staff, the Board filled the vacant Executive Director position with 
an emphasis on improving leadership, matrix management, accountability, and organizational alignment.   

On a parallel track, at the start of the MCWD’s Comprehensive Plan process, an organizational Self-
Assessment was conducted.  Using anonymous surveys and interviews of staff and the Board of 
Managers, the Self-Assessment revealed key findings including: 

 Staff excitement in the Board’s new direction for the organization  
 

 Potential impediments to growth and success include: 
o Unclear mission and strategic goals 
o A lack of organizational focus and prioritization 
o Pervasive programmatic silos and lack of organizational alignment around mission 

 
 Staff requested the Board work to cultivate increased program alignment and focus 
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In the second quarter of 2015, during the District’s annual budget process for fiscal year 2016, staff 
highlighted a significant and growing gap between the organization’s annual budgeted programming and 
ad valorem tax levy.  It was illustrated that this gap had arisen from historic decisions to reallocate one-
time capital project carryover funds towards the development of new programming that would incur 
ongoing operational costs. 

Identifying a desire to keep 2016 tax levy increases minimal the Board discussed the need to reduce the 
2016 budgeted expenditures by reducing or eliminating programs.  Through subsequent budget 
discussions the Board determined to evaluate potential budget reductions through a lens of strategic 
organizational context, rather than making adjustments on a 12 month horizon.  The Board of Managers 
then directed the Planning Department to develop and facilitate a strategic budget evaluation process for 
2016 to accomplish its goals. 

2016-2017 – Strategic Planning Purpose: 
In 2016, recognizing the confluence of budget issues, the desire to operationalize the Balanced Urban 
Ecology vision policy, the recent leadership transition, and the organization’s Self-Assessment findings, 
the Board of Managers directed the Planning Department to develop a long-range strategic planning 
process.   

This process was designed to begin immediately following the 2016 budget process and was developed to 
address: 

 The linkages of program activities, resources and outcomes to MCWD mission and goals 
 

 The Self-Assessment findings, by: 
o Identifying desired alignment of programs towards MCWD mission 
o Clarifying departmental roles and responsibilities  

 
 Resource allocation and optimization across the organization 

This strategic planning process, including goals, expectations, framework, outputs and directional 
considerations are outlined in the remaining sections of this document.    
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Strategic Planning Goals and Framework: 
 

Preliminary discussions for the District’s 2016-2017 Strategic Planning Process were initiated at the 
August 20, 2015 Planning and Policy Committee meeting, where attending Board Members discussed 
preliminary goals of the strategic planning process.  Subsequent PPC discussions on September 17, 2015 
focused on foundational goals, expectations, process and roles for the Strategic Planning Process. 

On October 8, 2015 the MCWD Board adopted a resolution approving the Strategic Planning Process 
with the following goals: 

Strategic Planning Goals: 
1. Evaluate existing programs to provide meaningful change, alignment and prioritization of 

resources towards common goals and mission. 
 

2. Establish a framework to evaluate new initiatives and opportunities for organizational priority and 
alignment, and to revisit existing work on an ongoing basis. 
 

3. Provide a foundation for clear communications and the engagement of constituents in the 
District’s work. 

Strategic Planning Framework: 
The approved Strategic Planning Framework outlined a collaborative approach for moving both the Board 
and Staff iteratively through four levels of organizational analysis: 

1. Organization Strategic: 
a. Review the organization’s mission and strategic goals considering alignment with the 

Balanced Urban Ecology Policy, and a desire for improved focus and clarity. 
 

b. Evaluate, clarify and prioritize individual program purpose, considering the role of each 
program in achieving the District’s overarching mission and goals. 
 

2. Program Strategic: 
a. Evaluate and prioritize each program’s tactical work elements (as identified in work 

plans) considering how they support the overall program purpose, align with other 
programs, and achieve the District’s mission and goals. 

 
3. Program Operational: 

a. Evaluate and prioritize the allocation of resources within each program, considering the 
priority and projected outcomes of each tactic, alignment with other programs, and 
relation to District mission and goals. 

 
4. Organizational Operational: 

a. Evaluate and prioritize the allocation of resources across programs and program tactics, 
considering program priorities, alignment with other programs and relation to District 
mission and goals. 
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This process was intended be iterative and highly adaptive, focused ultimately on developing a package of 
strategic recommendations to support the end goals identified by the Board of Managers. 

Roles and Expectations: 
The resolution establishing the strategic planning framework identified the Planning Department, in 
coordination with the District Administrator, as being responsible for developing and facilitating the 
process – which was to be inclusive, transparent, cross departmental, and weigh equally input from all 
levels of the organization. 

The Planning and Policy Committee was established as the lead Board Committee responsible for 
overseeing the strategic planning process with clear reporting to the full Board of Managers to facilitate 
Board decision making. 

 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 



 

10 
 

Strategic Planning Process and Outputs: 
 

Introduction: 
This section of the document summarizes the strategic planning steps completed to date, the processes for 
these planning steps, and the outputs from this work. 

The steps completed thus far include: 

1. Vision, Mission, Goals and Guiding Principles 
2. Organizational Strategy and Framework for Alignment 
3. Program Issue Identification 
4. Program Purpose, Priorities and Operational Considerations 

Vision, Mission, Goals and Guiding Principles: 
The first step identified in the Strategic Planning Process was to revisit the District’s Vision, Mission, 
Goals and Guiding Principles, to improve organizational focus and clarity, and to lay a strong foundation 
for the remaining steps in the process. 

Two overarching reasons, beyond strategic planning, were identified for revisiting the MCWD’s Vision 
Mission, Goals and Guiding Principles: 

1. To ensure that the Vision-Mission statements reflect the evolution in Board policy towards a 
Balanced Urban Ecology, accurately describing the desired future direction of the organization. 
 

2. To ensure that the Vision-Mission statements are clear, focused and memorable, supporting the 
organizational focus, clarity and prioritization desired by the Board and Staff. 

Himle Rapp was contracted to work with the Board and Staff to develop revised Vision-Mission 
statements.  On November 19, 2015, the Planning Department and Himle Rapp initiated this part of the 
process by facilitating a preliminary discussion with the Planning and Policy Committee, supported by: 

 A memorandum on industry best practices for developing vision and mission statements 
 An executive summary of MCWD’s policy chronology regarding water and land-use integration 
 A presentation of these ideas conceptually applied to MCWD’s Vision-Mission 

Following this meeting, individual Board Managers completed questionnaires and participated in verbal 
interviews with Himle Rapp.  Themes and concepts were routed through All-Staff Meetings, the Staff 
Collaboration Group, and the Citizen Advisory Committee, before being assembled into draft statements.  

These draft statements were reviewed at the January 14, 2016 Board Workshop, at which time the Board 
established a Task Force to work with staff, Himle Rapp and Louis Smith on developing final options that 
were compelling and unique to the organization. 

On January 28, 2016, the MCWD Board adopted a final package of Vision, Mission, Goals and Guiding 
Principles, as outlined on the following page. 
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Vision 
 A landscape of vibrant communities where the natural and built environments in balance 

create value and enjoyment. 
 
 
Mission 
 We collaborate with public and private partners to protect and improve land and water for 

current and future generations. 
 
 
Guiding Principles 
 Partnership – We seek to understand the goals of others so that we can meaningfully integrate 

our work to add broader value to the community. 
 

Innovation – We are flexible and creative in our approach and strive for continuous 
improvement. 

 
Excellence – We commit to work that achieves outstanding results and honors our partners. 

 
Sound Science – We are a trusted source of scientific data and analyses that provide the 
foundation for wise decisions. 

 
Service – We are responsive and accountable to our communities and careful stewards of public 
funds. 

 
 
Goals 
 Water Quality – To preserve and improve the quality of surface and ground waters. 
 

Water Quantity – To manage the volume and flow of stormwater runoff to minimize the impacts 
of land use change on surface and ground waters. 

 
Ecological Integrity – To restore, maintain, and improve the health of ecological systems. 

 
Thriving Communities – To promote and enhance the value of water resources in creating 
successful, sustainable communities. 
 
 



 

12 
 

 

Organizational Strategy and Framework for Alignment: 
 

Discussion of Strategic Alignment: 
As outlined previously, the Minnehaha Creek Watershed District engaged in a strategic evaluation of its 
programming to: 

1. Improve the alignment of programs with the Districts mission and strategic goals 
2. Optimize and prioritize resources consistent with desired organizational alignment 
3. Establish a framework to strategically evaluate new opportunities in the future 

Strategic planning and deep dive self-assessments can span from abstract and visionary concepts to 
operational details, organizational models and processes. As a result strategic planning can, at times, seem 
confusing. 

However, the MCWD Board and Staff have come to prize clarity.  Therefore, it is important to remember 
that achieving the desired level of organizational alignment does not need to be confusing.  Concepts for 
achieving alignment have been discussed from a variety of angles throughout the process, including as 
outlined below which draws from Advance! Strategic Alignment ProcessTM: 

1. Defining the purpose of the MCWD  
a. Why does MCWD exist? 

i. The answer to this question forms the organization’s values and behavior in line 
with the purpose, ands outline the MCWD’s brand promise to its partners or 
“customers.” 

 
2. Aligning MCWD’s strategic goals 

a. What does MCWD want to achieve? 
i. Strategic goals define the achievements the District plans on making to achieve 

the mission. 
ii. Strategic goals should nest from the organizational level, overarching strategies, 

down into individual strategic goals for programs. 
 

3. Aligning the District’s operational model 
a. How does MCWD want to achieve its goals? 

i. Organizational structure, programs, operational processes, and resources must be 
aligned with the key purpose of the District and the strategic goals. 

 
4. Aligning District culture 

a. Company culture, leadership and staff must protect and support an organizational culture 
in-line with the District’s purpose, values and brand promises that are defined.  

Before outlining emerging strategic priorities for the District it is important to first review the overarching 
organizational strategy. 

Below is a synthesis or MCWD’s organizational strategy, drawing on the discussions throughout the 
process. 
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MCWD’s Organizational Strategy: 
 

Vision: 

MCWD’s vision is to establish a landscape of vibrant communities where the natural and built 
environments in balance create value and enjoyment.  

Mission: 

MCWD’s mission focus is protecting and improving the land and water, to produce measurable benefit in 
the following organizational strategic goals. 

Strategic Goals: 

MCWD has established the following overarching goals, which translate into specific measurable targets 
within subwatershed geographies: 

 Water Quality – preserve and improve the quality of surface and ground waters 
 

 Water Quantity – manage the volume and flow of stormwater runoff to minimize the impacts of 
land use change on surface and ground waters 
 

 Ecological Integrity – restore, maintain and improve the health of ecological systems 
 

 Thriving Communities – promote and enhance the value of water resources in creating successful, 
sustainable communities 

Overarching Organizational Strategy: 

A strategy is a plan of action for how an organization will achieve the overall organizational goals, listed 
above.   

The District’s overarching organizational strategy is A Balanced Urban Ecology (BUE).  This policy was 
established by Board resolution 14-009 as “MCWD’s fundamental philosophy and way of doing 
business”, guiding the 2017 Comprehensive Plan and “future planning and watershed management 
activities”.    

A Balanced Urban Ecology describes how the District will achieve its mission of protecting and 
improving land and water, and its measurable goals listed above.   

The BUE strategy outlines the need to cultivate partnerships to support the integration of land use and 
water policy, planning and implementation as a principal strategy to achieve MCWD’s mission with 
greater degrees of success. 

This strategy is in recognition that, to achieve the mission of protecting and enhancing land and water, the 
District must work closely with those in the land-use change community that present the greatest strategic 
threat and opportunity to the District’s goals. 

“Land-use activities continue to be primarily the focus of private enterprise as well as the various 
planning, zoning, public works and job creation agencies in several layers of government.  Meanwhile, 
other interests, mainly non-profits and other government agencies are focused on conserving natural 
assets and protecting them from the damage that development can inflict.  No single entity has the 
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authority or the resources to cope with all of these questions, or to strike a reasonable balance.  That’s 
why collaboration is so important.” 

BUE contemplates integrating with “government agencies, private landowners and developers, and 
philanthropic partners” in multi-jurisdictional partnerships, emphasizing the economic and social value 
natural systems generate for the built environment 

“Our work will be strengthened through these collaborative efforts.  Not only will they offer greater 
community impact, they will produce creative public-private funding opportunities that will leverage 

scare resources and maximize benefits.  Going it alone is no longer the best path forward.” 

 “Successful, sustainable, livable communities are built on a foundation of integrated planning – 
planning that recognizes communities as living organisms and takes into consideration all components of 

the urban ecology.” 

BUE outlines three guiding principles to guide the District’s actions: 

1. We will join with others in pursuing our watershed management goals 
2. We will intensify and maintain our focus on high-priority projects 
3. We will be flexible and creative in adapting our practices to those of our partners 

Overarching Mission Driven Programmatic Strategies: 

The District’s strategic framework contemplates two primary modes of action for MCWD programs to 
achieve the mission of protecting and improving land and water: 

1. Direct action.  Direct investment in capital projects and land conservation.  By integrating this 
work into the plans and projects of partners, the District can generate increased support for its 
investments, maximize the public return on investment, and leverage partnership resources to 
increase the scale of implementation. 
 

2. Influence.  MCWD can influence others in a variety of ways that achieve the mission of 
protecting and improving land and water: 
 

i. Creating awareness and providing knowledge of MCWD’s value proposition can create 
policy and financial support for MCWD’s direct action, and support within the broader 
land-use community to change policy that supports land-use and water integration by 
promoting proactive coordination of development, infrastructure and planning. 

ii. Providing financial, policy and technical assistance incentives to encourage public and 
private actions that support MCWD’s mission 
 

iii. Requiring public and private projects that effectuate land-use change to meet minimum 
impact standards through regulation 

 

Support Programs: 

A variety of programs are needed to support the mission driven programming of the MCWD, including: 
project maintenance and land management, research and monitoring, organizational operations, and 
organizational planning.  
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Identification of Program Issues: 
Before initiating individual program discussions with the Planning and Policy Committee, an issue 
identification process was completed to identify specific areas of operations requiring focus and attention 
through the strategic alignment process. 

This process included the following steps: 

1. Programs developed informational materials and presentations to staff 
a. Workflow diagrams, program purpose statements, program summaries, outline of 

program initiatives, current priorities and allocation of resources. 
 

2. Three focus groups were facilitated for each program, led by independent facilitators, to collect 
information verbally.  These meetings were open to all staff members 
 

3. Online written surveys were completed to collect written comments.  These surveys were open to 
all staff members. 
 

4. Facilitators aggregated focus group and survey information, and synthesized into executive 
summaries, which highlighted thematic issues for each program. 
 

This Issue Identification Report was delivered to the Board on August 25, 2016 (Appendix C).  The 
document divided thematic issues into the following general categories. 

 Program Purpose 
 Program Priorities 
 Program Linkages and Program Support 
 Operational Considerations 

Program Summaries: 
This section aggregates information discussed through the individual program discussions with the PPC.  
This information includes: 

 Program Issues 
 Program Purpose 
 Program Priorities 
 Potential Strategic Priorities and Decision Points 
 Operational Considerations 

Programs are outlined in the order in which they were discussed: 

 Permitting 
 Operations and Support Services 
 Planning and Project Maintenance and Land Management 
 Research and Monitoring 
 Aquatic Invasive Species 
 Education and Communications 
 Cost-Share Grants 
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Permitting: 
 

Issue Identification Themes: 

 Increase efficiency of rule administration by prioritizing activities according to potential natural 
resource impact 

 Need to improve coordination with external partners, specifically the land-use community 
 Enhance Permitting Program communication channels for program and organizational benefit  

 

Program Purpose and Priorities: 

To protect natural resources from degradation associated with land use change, and to partner with local 
land use authorities and the development community to generate greater natural resource outcomes than 
those achieved through regulation alone. 

This is accomplished through the following priorities: 

 Permit Administration – plan review and permit issuance 
 Compliance – field inspections and compliance generation 
 Partnership – creating public-private partnerships to achieve benefit greater than regulation 
 Branding and Education – promoting MCWD’s value proposition (Balanced Urban Ecology) 

 

Program Priorities: 

The Permitting Program must identify operational adjustments according to the following priorities: 

1. Permit Administration – based on environmental risk at a plan review level  
 

2. Compliance – based on environmental risk during construction 
 

3. Partnership – #1 & 2 must be made more efficient to support the overriding goal of partnership for 
environmental benefits greater than regulation 
 

4. Branding and Education – Obtaining support from Education and Communications to promote 
MCWD’s value proposition through Permitting’s unique distribution channels, and improving early 
permit coordination to increase #3 – Partnerships 
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Potential Strategic Priorities and Decision Points: 

1. Increase efficiency of Permitting Department’s baseline work by refining departmental structure and 
human resources philosophy, investing in technology upgrades, and making administrative, policy 
and rule changes. 
 

2. Reinforce, enhance and resource the Permitting Department’s role in cultivating public-private 
partnerships that result in land-use change investments that exceed regulatory requirements 

Operational Considerations: 

 Evaluate the cost-benefit of fulfilling the Department’s technology needs  
 

 Evaluate the cost-benefit of fulfilling the Department’s human resource needs  
 

 Project and evaluate the policy, financial, intra-departmental and human resource needs to enhance 
public-private partnerships with the land-use community 
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Operations and Support Services: 
 

Issue Identification Themes: 

 Need clarity regarding (1) The primary purpose of the program; (2) The program priorities and how 
they are accomplished; and (3) Allocation of staff and budget to program priorities 
 

 Need to improve intra-departmental coordination and clarity of planning processes for Operations 
program initiatives  
 

 Evaluate opportunities to consolidate certain District administrative policies in Operations (vehicles, 
safety, etc.). 
 

 Evaluate opportunities to improve departmental efficiency by evaluating departmental structure and 
clearly defining clear project objectives, roles, responsibilities and accountability for Operations 
priorities. 

 

Program Purpose and Priorities: 

Operations and Support Services exists to provide direct support and resources needed by District 
programs to achieve the organizational mission, by managing operational and support functions 
including: 

 Finances 
o Bill pay, audit, debt service management, budget, financial planning 

 
 Human Resources 

o Benefits, payroll, human resources planning and philosophy 
 

 Information Technology 
o Maintain stable environment, IT planning and project management 

 
 Office Building 

o Vendor management and facilities management 
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Potential Strategic Priorities and Decision Points: 

 Determine the roles and responsibilities of the Operations and Support Services and Planning in the 
administration versus strategic planning of MCWD finances, human resources, and information 
technology. 
 

 Develop a financial strategy (debt capacity, financial instruments, and budget-levy implications) to 
support the mid-long range capital improvement goals of the organization 
 

 Develop a human resources plan and philosophy that identifies and meets the strategic needs of the 
organization.  

 
 Develop a strategic plan for investment in information technology to meet program needs of spatially 

integrating (GIS) permit administration, asset (project, land, grants) management, water quality data, 
and human resource networks. 

 
 Develop a plan, outlining the timing and costs, for facilities maintenance for the MCWD office. 

 

Operational Considerations: 

 Evaluate and adjust department and intra-departmental linkages, through human resources planning, 
to support strategic priorities.  
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Planning and Project Maintenance & Land Management (PMLM): 
 

Issue Identification Themes: 

 The Department is trusted and respected by staff 
 

 Increase collaboration and coordination with other programs on Planning initiatives 
 

 Enhance the use of technology (GIS) 
 

 Improve process for measuring and documenting outcomes and success of projects 

 

Program Purpose and Priorities: 

1. Planning and implementation of capital project and land conservation initiatives that protect and 
enhance the landscape 

 
2. Influencing the plans and policies of others to protect and enhance the landscape 

 
3. Manage and maintain the District’s capital improvement and land conservation assets 

 
4. Developing organizational plans to create a framework for MCWD to best achieve its mission 

o Developing directional policy 
 

o Managing the Comprehensive Plan 
 

o Participating in state and regional planning 
 

o Conducting strategic planning and maintaining organizational alignment 
 

o Coordinating and prioritizing focal and responsive planning and implementation 
 

o Assessing, evaluating and reporting organizational progress 
 

o Developing financial strategies to support organizational priorities 
 

o Developing human resource strategies to support organizational priorities 
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Potential Strategic Priorities and Decision Points: 

 
 Establish clear short and mid-term planning-project priorities and expectations, and then develop 

corresponding funding, partnership, intra-departmental, and human resource strategies to support 
planning-project objectives.   
 

 Prioritize and resource the growth of MCWD’s role in the development of conservation 
easements, expanding current public partnership framework to include non-governmental 
organizations (e.g. Trust for Public Land, Land Trust, Nature Conservancy, etc.) 
 

 Concentrate planning and partnership efforts, with internal program support, to: 
 

o Develop legislative support for MCWD’s value proposition to proactively (1) address 
legislation that would reduce MCWD effectiveness (2) build legislative support for 2-5 
year capital project funding requests. 
 

o Cultivate change in local-regional-state policy, as outlined in the Comprehensive Plan, to 
support the integration of land-use and water planning; facilitating increased public-
private partnerships on areas of development, infrastructure investment and planning.  

 
 Determine the roles and responsibilities of the Operations and Support Services and Planning in 

the administration versus strategic planning of MCWD finances, human resources, and 
information technology. 

 

Operational Considerations: 

 Evaluate department structure, staffing, needed to support planning and project priorities.  
o Specifically evaluate future human resources needs to: 

 Develop and deliver projects  
 Implement land conservation priorities 
 Cultivate and maintain community support 
 Influence other public plans to achieve land-use water integration  
 Develop and implement financial strategies 
 Coordinate organizational planning 

 
 Determine level of intra-program support needed to support planning and project priorities. 
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Research and Monitoring: 
 

Issue Identification Themes: 

 Need to establish clear program purpose and priorities 
 

 Need to evaluate department structure, with regards to the role of the Director, program 
management, and program staff. 

Program Purpose: 

The Research and Monitoring program collects data primarily to support MCWD planning and 
implementation, and secondarily to inform and educate stakeholders, anchoring the District’s brand value 
of science driven watershed management.  This is accomplished by: 

 Broadly characterizing ecological health 
 

 Diagnosing drivers and stressors of water resource issues 
 

 Collaborating to identify management strategies  
 

 Communicating analyses of data and recommendations 

Program Priorities: 

The program’s priority is to optimize data collection to inform planning and implementation, while 
maintaining baseline data for broad system assessments and long-term trend analysis.  The priorities are 
as follows: 

1. Diagnostic monitoring – smaller scale, higher resolution monitoring to identify the cause of water 
resource impairment to inform planning and implementation. 
 

2. E-Grade – broadly characterizing ecosystem health at a subwatershed/system scale to support 
planning and public communications. 
 

3. Anchor and Performance Monitoring – maintaining longterm data sets across the watershed, at select 
representative sites, to monitor watershed scale trends over time and to monitor priority projects to 
demonstrate efficacy. 
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Potential Strategic Priorities and Decision Points: 

 Optimize departmental allocation of resources to increasingly focus on moving efficiently from broad 
systems understanding to issue and solution identification, to inform and directly support planning 
and implementation. 
 

 Increase intra-departmental linkages between Research and Monitoring and Planning, to improve: 
o Feedback loops between data collection, analysis and data driven planning and 

implementation, and communication with stakeholders. 
 

o Increase direct involvement of Research and Monitoring staff in advancing the planning 
and implementation priorities of the organization. 

 
 Operationalize the integration of the aquatic invasive species program into the Research and 

Monitoring program. 
 
 

Operational Considerations: 

 Develop operational plans that optimally allocate funding and staff time to accomplish the stated 
program priorities and facilitate the integration of AIS into the Research and Monitoring Program. 

o Given the supporting role of the program, identify opportunities to accomplish the 
program purpose and priorities with fewer resources than currently being utilized. 
 

 Evaluate department structure, staffing, and intra-departmental linkages to support program priorities 
and the integration of AIS and Research and Monitoring, while strengthening the linkage with the 
Planning Department. 
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Aquatic Invasive Species 
 

Issue Identification Themes: 

 The role of the organization in the field of aquatic invasive species (AIS) remains an area in need 
of clarification and direction. 
 

 Need Board decision on the District’s role in the area of Aquatic Invasive Species 

 

Program Purpose: 

The Aquatic Invasive Species Program (AIS) has been proposed to be absorbed and integrated fully into 
the Research and Monitoring Program, whose purpose is defined as: 

The Research and Monitoring program collects data primarily to support MCWD planning and 
implementation, and secondarily to inform and educate stakeholders, anchoring the District’s brand value 
of science driven watershed management.  This is accomplished by: 

 Broadly characterizing ecological health 
 Diagnosing drivers and stressors of water resource issues 
 Collaborating to identify management strategies  
 Communicating analyses of data and recommendations 

 

Program Priorities: 

AIS Program priorities are proposed to be recalibrated as follows: 

1. Management and control of AIS when criteria are met (e.g. common carp) to effectuate 
improvements in water quality and ecological integrity 

a. Prioritized and coordinated with organizational planning and project priorities 
b. Manage high ecological impact species 

 
2. Early Detection and Rapid Response 

a. Baseline monitoring to identify recent introductions and respond with management and 
control when specific criteria are met, directly managing to improve ecological integrity 
by preventing new infestations. 

 
3. Promoting Research 

a. Encouraging the development of low-cost, low-risk, strategic partnerships to facilitate the 
use of Minnehaha Creek Watershed aquatic systems as a living laboratory to advance 
AIS science and inform MCWD management planning and implementation. 

 
4.  Supporting Prevention Efforts  

a. Developing optimal cost solutions to support partner led efforts to implement prevention 
programs 
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Potential Strategic Priorities and Decision Points: 

 Focus program on diagnosing where high ecological impact AIS are driving water quality 
responses in MCWD systems, and collaborating with the Planning Department to develop 
management strategies integrated with MCWD planning and project priorities. 
 

 Identify strategies to reduce direct prevention costs to the District while supporting the strategic 
prevention initiatives of MCWD partners 
 

 Operationalize the absorption of the reprioritized AIS Program into the Research and Monitoring, 
identifying opportunities for optimal staff and budget allocations. 
 

Operational Considerations: 

 Develop operational plans that optimally allocate funding and staff time to accomplish the stated 
program priorities and facilitate the integration of AIS into the Research and Monitoring Program. 

 
o Given the supporting role of the program, identify opportunities to accomplish the 

program purpose and priorities with fewer resources than currently being utilized. 
 

 Evaluate department structure, staffing, and intra-departmental linkages to support program priorities 
and the integration of AIS and Research and Monitoring, while strengthening the linkage with the 
Planning Department. 
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Educations and Communications: 
 

Issue Identification Themes: 

 Program activities are too broad and the distribution of resources and staff time to these activities 
is diffuse 
 

 Focus and align activities around the District’s Balanced Urban Ecology  
 

 Improve coordination and support of other MCWD organizational priorities 
 

 Need Board decision on whether to reallocate existing program resources to organizational 
priorities, or increase staff and budget resources to accomplish programmatic support and 
coordination while maintaining baseline activities 

 

Program Purpose: 

 Communications operates primarily in a supporting role to increase awareness and generate 
support for the District’s value proposition and strategic priorities.  
 

 Education operates primarily in a supporting role, engaging strategically selected stakeholder 
groups (policy makers, business community, land-use community, lake associations) to support 
the planning, implementation and long-term goals of MCWD priority programs and projects; and 
secondarily to engage the broader community generating awareness of watershed issues, and 
providing educational tools to move people to action at a grass roots level. 
 

 

Program Priorities: 

 Education and Communications will move from a current program orientation prioritizing 
baseline programming towards prioritizing support of MCWD strategic project and program 
priorities. 
 

 To support baseline programming efforts, the Education Program has recommended replacing the 
Cynthia Krieg Grant Program with the Community Engagement Grant Program and Master 
Water Stewards Grant awards currently located in the Cost-Share Grant Program. 
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Potential Strategic Priorities and Decision Points: 

 Develop a Comprehensive 2-3 year Communications-Education Plan, levering all available 
communication channels, to accomplish the top strategic priorities of the organization: 

 
o Legislative support for MCWD’s value proposition to proactively (1) address legislation 

that would reduce MCWD effectiveness (2) build legislative support for 2-5 year capital 
project funding requests. 
 

o Community support for MCWD’s value proposition to achieve unanimous municipal 
support for MCWD’s 2017 Comprehensive Plan. 
 

o Cultivate change in local-regional-state policy, as outlined in the Comprehensive Plan, to 
support the integration of land-use and water planning; facilitating increased public-
private partnerships on areas of development, infrastructure investment and planning.  

 
o Determine the scale, priority, and resources needed to support a repurposed Community 

Engagement Grant within the Education Program. 
 

 

Operational Considerations: 

 Develop specific action plans to accomplish organizational priorities, and evaluate the financial 
and staff resources necessary to accomplish the desired outcomes. 
 

 Strengthen operational linkages between Education-Communications and Planning, to align 
Education-Communication efforts with planning-project priorities. 
 

 Evaluate resources needed by Education Program to increasingly focus on internal program 
support while maintaining baseline activities and developing a new Community Engagement 
Grant Program. 
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Cost-Share Grants: 
 

Issue Identification Themes: 

 The Cost-Share Program lacks a clearly defined purpose and priorities 
 

 Need clarity and a Board decision on the program’s purpose and goals 
 

 A majority staff felt that Cost-Share should provide funding based on water resource benefit 
 

 Need to prioritize grant dollars to best align with determined program purpose and priorities 
 

 Homeowner grants are excessively time consuming 

 

Program Purpose: 

Grants support capital improvement opportunities that MCWD could not implement on its own, due to a 
lack of land control, authority and resources. 

Grants also provide financial incentive for grass roots level behavior change. 

 

Program Priorities 

To address issues and refocus the Cost-Share Program, Education and Communications staff have 
proposed the following priorities 

1. Green Infrastructure 
a. Public and private infrastructure investments to improve water quality, relocated to the 

Planning Department. 
 

2. Community Engagement 
a. Best management practices and educational programming, absorbed into baseline of 

Education Program. 
 

3. Homeowner 
a. Master water stewards capstone projects, absorbed into baseline of Education Program 

 
4. Cynthia Krieg 

a. Eliminate and replace with Community Engagement 
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Potential Strategic Priorities and Decision Points: 

Grants have been discussed as a tool within the context of the Comprehensive Plan to remain responsive 
to local community water resource opportunities that are not suited to direct capital investment.  Grants 
have also been discussed as a tool to catalyze grass roots level citizenry and community group action on 
the landscape. 

 MCWD must determine its strategic position on the use of grant dollars, versus direct capital 
investment and partnerships to effectuate its mission.   
 

 Decision on: 
o Keeping grants for Master Water Stewards, relocated to Education 

 
o Relocating Community Engagement Grants to Education to replace Cynthia Krieg 

 
o Relocating infrastructure grants to Planning 

 

Operational Considerations: 

1. Evaluate staff time and financial resources impact of relocating grants into the Education 
Program and Planning Program.  These programs previously were unable to be fully realized by 
one full time employee. 
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Recommendations for Strategic Alignment: 
 

Introduction: 
This section synthesizes information aggregated to date, and outlines recommendations for strategic 
alignment at an organizational and programmatic level.  Action plans to facilitate operational decisions 
and the implementation of these recommendations will need to be developed and presented to the Board 
of Managers  

Organizational Strategy: 
 

1. The MCWD has established the Balanced Urban Ecology as its fundamental philosophy and way 
of doing business. 
 
 

2. Balanced Urban Ecology emphasizes the social and economic value created when built and 
natural systems are planned to work in harmony, and prioritizes partnerships with the land-use 
community as the principal strategy to achieve the District’s mission. 
 
 

3. Pursuant to Balanced Urban Ecology the MCWD’s overarching organizational strategy to 
accomplishing its mission is to: 

 
o Develop high impact capital projects integrated with non-water initiatives through multi-

jurisdictional partnerships. 
 

o Change the land-use and water policy environment to increase early value added 
partnership with private development, public infrastructure, and public policy/planning. 

 
 

4. All MCWD programs will be developed to work in support of these highest organizational 
priorities.  
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Strategic Direction for MCWD Programs: 
Planning and Projects: 

Over the last 3-5 years the District has invested significant organizational effort into developing new 
policy models for planning and partnerships, with the goal of improving the success of capital project 
implementation in partnership with the local land-use community. 
 
As a result of this concerted effort, the District currently finds itself at a juncture where project 
partnerships are increasing in volume, the success rate of project implementation is increasing, projects 
are becoming larger and more complex in scale, requiring larger and more sophisticated investment 
strategies. 
 
These planning and project initiatives represent the largest capital outlays for the District, the most visible 
work in the community, require the most sophisticated level of partnerships, and constitute the most 
significant point of risk for the organization. 
 
In the coming 24-48 months the District will need to prepare to successfully implement a multitude of 
projects that it has already prioritized and pipelined, in addition to responding to new opportunities 
presented by community partners responding to the District’s new model of business. 
 

 The MCWD’s highest priority is to plan and implement capital projects through 
partnerships.  The MCWD must accurately predict, prioritize, and mobilize its financial 
and human resources needed to execute this work.   
 
 

Strategic Planning and Organizational Alignment: 

As discussed repeatedly throughout the strategic planning process, the Planning Department will be 
responsible for ongoing organizational planning at the direction of the Board of Managers, including: 

 Developing policy 

 Managing the Comprehensive Plan 

 Participating in state and regional planning 

 Conducting strategic planning and maintaining organizational alignment 

 Operationalizing focal and responsive planning and implementation 

 Feedback loops that assess, evaluate and report 

Specifically regarding strategic planning, the Planning Department will be principally responsible for 
implementing operational models that: 

 Maintain today’s desired alignment, integration and mission focus 
 Scans the environment to anticipate changes (threats and opportunities) 
 Innovates, adapts and promotes continuous improvement. 

 
 To proactively maintain organizational alignment and focus, the MCWD’s Planning 

Department priority will be to scan the external environment for opportunities and threats 
and to recommend policy, project, program, and resource deployment to the Administrator 
and Board of Managers. 



 

32 
 

Operations and Support Services: 

Operations and Support Services exists to provide direct support and resources needed by District 
programs to achieve the organizational mission, by managing: 
 

 Finances 
 Human Resources 
 Information Technology 
 Office Building 

 
 While the MCWD has relied on the Planning Department for near-term strategic planning 

of program alignment, financial planning, and human resources assessment, the Operations 
and Support Services Department will have the ongoing responsibility to address finance, 
information technology, and human resources 

 
 
 

Communications: 

Communications plays a critical role in supporting the District’s strategic priorities, including: 

o Legislative support for MCWD’s value proposition to proactively (1) address legislation that would 
reduce MCWD effectiveness (2) build legislative support for 2-5 year capital project funding 
requests. 
 

o Community support for MCWD’s value proposition to achieve unanimous municipal support for 
MCWD’s 2017 Comprehensive Plan. 
 

o Cultivate change in local-regional-state policy, as outlined in the Comprehensive Plan, to support the 
integration of land-use and water planning; facilitating increased public-private partnerships on areas 
of development, infrastructure investment and planning.  

 
 The MCWD’s communications priority will be to support the planning and delivery of 

capital projects through partnerships, reflecting the policy vision of land-use water 
integration, while also supporting the other programmatic communication needs of the 
MCWD. 

 
 

Education: 

The Education Program serves a critical role in supporting the District’s strategic priorities: 

 The MCWD will prioritize Education program resources to support the planning and 
delivery of capital projects through partnerships, promoting the land-use and water policy 
integration, and will explore how to resource historic baseline functions. 

The MCWD will need to evaluate and address the potential resource conflict between this directional 
priority, while maintaining baseline programming and implementing new grant initiatives. 
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Grants: 

Grants have played a historic role in supporting opportunity based partnerships to implement clean water 
initiatives within projects outside of MCWD’s direct control.  

 The MCWD will explore how to restructure and resource its grant programs to address its 
strategic priorities, including evaluating relocating the Master Water Stewards grants and 
Community Engagement grants into the Education Program to replace the Cynthia Krieg 
grants; and relocating infrastructure grants into the Planning and Projects Department. 

The MCWD will need to evaluate and address the potential resource conflict posed by this proposed 
restructuring. 

 

Research and Monitoring 

Research and monitoring is the foundation of the District’s “sound science” brand identity, which 
supports its mission of protecting and enhancing landscape change. 

 The MCWD will strengthen the ability of the Research and Monitoring Department to align 
its data collection and information pathways for broader systems thinking and problem 
solving to support the planning and delivery of capital projects and other successful District 
programs.  The MCWD will refocus its aquatic invasive species program to concentrate on 
managing AIS that have demonstrable water quality impact and address planning and 
project priorities, while also reducing MCWD investments in prevention programs and 
supporting partner efforts.   

 

 

Permitting: 

Permitting is a foundational MCWD program with a first point of contact with externally driven land-use 
change.   

 The MCWD will improve the efficiency of its regulatory program through administrative, 
policy and rule changes, and will work to increase partnerships with the land-use 
community that bring benefits to land and water resources that exceed regulatory 
requirements. 
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Conclusions and Next Steps 
 
This document encapsulates the strategic planning discussions to date, which were discussed at the 
February 2, MCWD Board Retreat, and outlines strategic priorities for the organization and individual 
programs. 

Moving forward it is important that the MCWD Board of Managers and Staff immediately begin 
developing clear action plans to both implement the strategic recommendations, and to provide 
operational level analysis for decisions in areas of potential resource constraint. 

To facilitate operational decisions, and to inform and implement these action plans the District will need 
to utilize the following processes: 

1. Budgeting and financial planning 
 

2. Human resources plans and strategies 
 

3. IT investment plans 
 

Timelines for the development of action plans, and the finance, human resource and IT planning, will be 
provided by staff to the Board of Managers at upcoming meetings. 
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Appendices: 
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Appendix A 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Program Evaluation Process

1. Define District mission and goals:
· Note - This process is underway based on direction from PPC, and 

refined mission and goal statements will be brought back for review.

2. Review program missions:
· Consider the purpose and role of each program in achieving the 

District’s overarching mission and goals. 
· Do the program mission statements accurately reflect the Managers’ 

understanding of each program’s purpose? 

3. Evaluate strategies:
· Review the primary strategies of each program and how they align 

to achieve the District’s and program’s mission and goals. 
· Are these the right strategies for each program to be focused on?
· For each strategy, identify priority level (high, medium, low) with 

respect to the District’s mission and goals. 

Organization - Strategic

4. Evaluate Tactics:

· Review the program’s current activities (tactics) as defined in the 

work plans.

· Do the tactics all have a clear link back to the program strategies and 

mission?

· Do the tactics have clearly defined outcomes and metrics that will 

allow for evaluation of program success?

· For each tactic, identify priority level (high, medium, low) with 

respect to the program’s mission, strategies, and projected 
outcomes. 

Program - Strategic

5. Evaluate Resources Within Program:

· Review allocation of resources within program.

· Is the distribution of resources across the strategies and tactics 

appropriate with respect to priority level and projected outcomes? 

· Consider whether a given strategy could be achieved in a more 

efficient/effective way (use of different tactics, redistribution of 
resources across tactics, external partnerships, improved 
technology, etc.).

· Flag any areas that need further attention or more information.

Program - Operational

6. Evaluate Resources Across Programs:

· Review allocation of resources across programs and strategies.

· Is the distribution of resources across the strategies and tactics 

appropriate with respect to priority level and projected outcomes?

· Consider whether a given strategy could be achieved in a more 

efficient/effective way (use of different tactics, redistribution of 
resources across tactics, external partnerships, improved 
technology, etc.).

Organization - Operational

7. Identify Program Adjustments:
· Identify any area where further information is needed.
· Identify any recommended program adjustments for Board 

consideration:
- Elimination of activities
- Increase, decrease, or reallocation of resources

All
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Resolutions are not final until approved by the Board and signed by the Board Secretary. 

RESOLUTION 

 
RESOLUTION NUMBER: 14-009 
 
 
TITLE:  Adopt Policy Framework In Pursuit of a Balanced Urban Ecology in the Minnehaha Creek 

Watershed to Guide Future Planning and District Initiatives 
 

WHEREAS  as a watershed district, the Minnehaha Creek Watershed District (MCWD) is charged pursuant 
to Minnesota Statutes Section 103D.201, subdivison 1, “to conserve the natural resources of the 
state by land use planning, flood control, and other conservation projects by using sound 
scientific principles for the protection of the public health and welfare and the provident use of 
the natural resources;” and pursuant to Section 103B.201 of the Metropolitan Water 
Management Act, the MCWD is charged to develop a ten year plan to:  

 protect, preserve, and use natural surface and groundwater storage and retention systems; 

 minimize public capital expenditures needed to correct flooding and water quality problems; 

 identify and plan for means to effectively protect and improve surface and groundwater 

quality; 

 establish more uniform local policies and official controls for surface and groundwater 

management; 

 prevent erosion of soil into surface water systems; 

 promote groundwater recharge; 

 protect and enhance fish and wildlife habitat and water recreational facilities; and 

 secure the other benefits associated with the proper management of surface and ground 

water; 

WHEREAS a fundamental challenge in watershed management arises from the traditional segregation of 
land use and water resource planning;  while activities on the landscape can often create 
negative impacts on water resources through stormwater runoff, erosion, and draining or filling 
of wetlands, most of those activities are planned, implemented and regulated by other units of 
government or private property owners;   

 
WHEREAS watershed capital improvement programs are traditionally developed through an intensive 

feasibility study and design process where solutions to water quality and flooding problems are 
assessed and sited in preferred locations best suited to achieve their water management goals;  
while the MCWD has successfully implemented many such projects, the District is continuing to 
find greater opportunities to integrate water resource objectives into the development activities 
that are planned and implemented by other public and private land owners;  these opportunities 
are best identified through the development of strong relationships, sharing of technical 
expertise, and integrated planning;   

 
WHEREAS the MCWD has a history of partnership and collaboration with both municipalities and private 

partners to pursue improvement and protection of water resources and other mutual objectives; 
the MCWD has learned through these partnership initiatives that sustained concentration in a 
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specific area and a commitment to deeper relationships with partners yields more opportunities 
and produces better water resource outcomes;  

 
WHEREAS the MCWD seeks to build on that tradition and express the District’s commitment to integrating 

our work with that of other governmental and nongovernmental partners in order to realize the 
protection and improvement of natural systems, wise investments in public infrastructure, and 
development of vibrant, healthy communities; 

 
WHEREAS in refining this partnership approach, the MCWD has found important inspiration from the 

Hennepin Community Works program, developed by Hennepin County in 1994 through an initial 
analysis that concluded that the County retained its strongest residential property tax base 
adjacent to lakes, parks or parkways, and that “well designed and carefully integrated parks and 
public works projects maintain and enhance the long term-tax base of neighborhoods while 
improving their quality of life;”   

 
WHEREAS Hennepin Community Works seeks to enhance how communities work together to create jobs, 

provide access to employment, and build long term community value by investment in 
infrastructure, public works, parks and the natural environment;  in this model, natural systems 
are seen as the underlying structure of communities, which build local identity, provide 
recreational amenities, and reduce the costs of long term infrastructure;  the Hennepin 
Community Works model emphasizes the need to bridge across various public jurisdictions to 
create regional collaboratives; these collaboratives are necessary because no single agency 
has the full range of legal authority or political capacity to address important cross-boundary 
problems; and 

 
WHEREAS building on strategic discussions by the board of managers on May 19, 2013, the Policy and 

Planning Committee has worked to develop a statement to guide the MCWD’s future planning 
and watershed management activities consistent with the these objectives; 

 
NOW, THEREFORE, BE IT RESOLVED that in accordance with the foregoing, the District hereby adopts the 

attached document, “In Pursuit of a Balanced Urban Ecology in the Minnehaha Creek 
Watershed,” as a statement of the MCWD’s fundamental philosophy and way of doing business; 

 
BE IT FURTHER RESOLVED that Board of Managers directs the administrator to utilize this statement to 

guide the development of the District’s update to its Comprehensive Water Resources 
Management Plan; 

 
BE IT FURTHER RESOLVED that the Board of Managers directs the administrator to utilize this statement to 

communicate with Hennepin and Carver Counties, municipalities, and other potential partners in 
order to invite exploration of mutual opportunities for collaboration;  

 
BE IT FINALLY RESOLVED that the Board of Managers requests that the Policy and Planning Committee 

continue to develop further recommendations for the implementation of this approach in the 
District’s planning process.   

 
Resolution Number 14-009 was moved by Manager _____________, seconded by Manager ____________.  
Motion to adopt the resolution ___ ayes, ___ nays, ___abstentions.  Date: _______________. 
 
_______________________________________________________ Date:____________________________ 
Secretary 
 



IN PURSUIT OF A BALANCED URBAN ECOLOGY 
IN THE MINNEHAHA CREEK WATERSHED 
 
 
 
WHAT: Everyone who lives and works in the Minnehaha Creek Watershed is part of an 
intricate urban ecological system of natural and man-made parts. Finding ways for these 
parts to work in reasonable harmony is the key to achieving the balanced, sustainable and 
ultimately successful communities we seek. Rather than viewing the natural and built 
environments as a clash of opposing forces, we recognize the inter-related and inter-
dependent character of modern life; communities cannot thrive without healthy natural 
areas, and healthy natural areas become irrelevant without the interplay of human 
activity. This is the integrated setting in which we live. 
 
As caretakers of the Minnehaha Creek Watershed, we aim to manage our natural  
resources within this broader ecological context. Recognizing the integrated 
relationships of our surroundings, we seek also to integrate our work with that of other 
partners in the public, private and civic sectors. This kind of genuine community 
collaboration provides our best hope for protecting and improving our water resources 
while attaining the economic growth and high-quality built environment that will work to 
the benefit of all. 
 
WHY:  We will be more effective if we work in partnerships.  A healthy natural 
environment is in everyone’s best interest. Adopting that truth as an over-arching 
principle will help us to protect and sustain the lakes, streams, wetlands, wildlife habitat 
and public green spaces that are the signature of our metropolitan area while also helping 
to grow our economy in responsible ways. Indeed, our quality of life and our economic 
wellbeing are inextricably linked. Any notion that land development and environmental 
protection are locked in a winner-take-all battle is sadly outdated. 
 
Unfortunately, government structures haven’t quite caught up with that reality. Land-use 
activities continue to be primarily the focus of private enterprise as well as the various 
planning, zoning, public works and job-creation agencies in several layers of government. 
Meanwhile, other interests, mainly non-profits and other government agencies are 
focused on conserving natural assets and protecting them from the damage that 
development can inflict. No single entity has the authority or the resources to cope with 
all of these questions, or to strike a reasonable balance. That’s why collaboration is so 
important. 
 
Successful, sustainable, livable communities are built on a foundation of integrated 
planning – planning that recognizes communities as living organisms and takes into 
consideration all components of the urban ecology. Our work will be strengthened 
through these collaborative efforts. Not only will they offer greater community impact, 
they will produce creative public-private funding opportunities that will leverage scarce 
resources and maximize benefits. Going it alone is no longer the best path forward. 
 



HOW:   Three guiding principles will drive our actions: 
 

• We will join with others in pursuing our watershed management goals. Success 
will be built on collaborative efforts among multiple partners in various sectors. 
The aim will be to develop a deeper understanding of the needs and desires of 
communities in order to design watershed projects that are more broadly 
conceived and appreciated, and that enhance social and economic viability as well 
as environmental benefit. To accomplish this, the MCWD will work with other 
government agencies, private landowners and developers, and philanthropic 
partners in cross-jurisdictional settings. We can serve in any number of roles in 
seeking to improve land development decisions, enhance water and natural 
resources planning, advance job creation or expand recreational activities. In this 
way, watershed initiatives are more likely to contribute to the broader project of 
building successful, sustainable communities. 

• We will intensify and maintain our focus on high-priority projects. While our 
approach will broaden, our focus will not weaken, nor will our attention span 
diminish. Complex water management issues require perseverance as well as a 
cooperative and creative spirit. Our aim will be to develop high-impact projects 
through a sound public process, one that is transparent and open to the 
contributions of community stakeholders. At the same time, we will not neglect 
the more routine needs of the entire watershed. It is through the trust and depth of 
human relationships that organizations perform best. Our aim is to focus and to 
sustain: to seek new projects but not to forget our responsibility to operate and 
maintain that which we’ve already built. 

• We will be flexible and creative in adapting our practices to those of our 
partners.  MCWD will provide a safe harbor for bold, creative thinking among all 
partners. Rather than erect barriers, we will encourage projects that incorporate 
the investment plans and the capital improvement programs of our partners, 
recognizing the greater potential benefits that can come from leveraging various 
assets. With our partners, we will seek new ways to forge effective public, private 
and civic sector collaborations that benefit the environment, the economy and the 
social wellbeing of our communities.  
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