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In accordance with Land Trust Alliance (LTA) Standard 7, Human Resources, the Upper Peninsula Land

Conservancy (UPLC) shall annually assess its capacity to function as a viable land conservancy and

develop an Annual Work Plan that allocates resources among the organization’s highest priorities.   The

work plan should also address predicted changes in priorities and resources for the next five years.  This

Policy (7A) outlines an overall approach to evaluating and developing capacity with a focus on making

the best use of personnel.  Guidance for implementing the policy is given in the associated Capacity

Evaluation Procedures (to be developed after the policy is approved).

ANNUAL WORK PLAN DERIVED FROM GOALS – The end product of capacity evaluation is an Annual

Work Plan that optimizes use of UPLC’s resources in pursuit of its overall goals as they are enumerated in

the mission statement (Policy 1A):

The Upper Peninsula Land Conservancy (UPLC) works with landowners to permanently
protect the conservation values of natural areas, working farms and forests, and recreational
lands in Michigan’s Upper Peninsula. UPLC performs this work for the benefit of the public by
holding conservation easements on private lands, by establishing conservation preserves and
reserves on UPLC-owned lands, and by conducting educational and outreach programs.

Starting with the goals, UPLC’s work plan should be organized at five levels: Program Groups, Programs,

Projects, Objectives, and Tasks.

1. Program Groups – The top level consists of five Program Groups, derived from the four major

goals listed in the Mission Statement, plus a support group:

I. Conservation Easement Program Group
II. Conservation Preserve Program Group
III. Conservation Reserve Program Group
IV. Outreach and Education Program Group
V. Support Program Group (e.g., office management, accounting, financial
management…)

2. Programs – Relatively distinct types of ongoing work within each program group.  The following
table illustrates the concept, which is open to revision during implementation.

Policy 7A – Organizational Capacity (Work Plan) 1 2017-08-22



3. Projects – Projects consist of the individual jobs required to carry out the programs.  For example,
in the CE Stewardship Program, the monitoring of each CE property is a separate project.

4. Objectives – Objectives consist of desired, observable outcome(s) for each project. For example, in
the CE Stewardship Program, objectives would include the completion and distribution of the
reports for each CE property by the end of the year.

5. Tasks – Tasks consist of the specific actions needed to reach each of the objectives.  In the CE
Stewardship Program, an example task be inviting the landowners of the property to participate
in the annual monitoring inspection.

For each Task listed, the Work Plan should include a priority score, lead person, assisting personnel,
projected start and finish dates, and estimated costs for labor, mileage, materials, and other expenses
(see Annual Work Plan Spreadsheet).

ANNUAL PLANNING CYCLE

January Board Meeting - The process of developing the Annual Work Plan and the Annual Budget should

begin at the January Board Meeting with a review of the planning process and a general discussion of
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successes and failures during the previous year and priorities for the coming years.  At this time, an ad

hoc Planning Committee should be formed of representatives from the staff and each standing

committee to coordinate and facilitate the planning process.

January Committee Meetings – Following the January board meeting, each standing committee should

develop a spreadsheet of their proposed Programs, Projects, Objectives, and Tasks along with estimates

of the resources needed to accomplish each task (see Annual Work Plan Spreadsheet).

● Land (Stewardship) Committee – Provides priorities for the coming year in terms of acquisitions

(Policy 8D), fee land management projects (Policy 12B), and strategic conservation planning

(Policy 8A).  This committee also estimates on a project-by-project basis the resources required

to complete the project and fulfill any long-term stewardship responsibilities (Policy 8B).

● Finance Committee – Provides a draft budget (Policy 6A), in consultation with the Fundraising

and Outreach Committee, and considers requests for budget items from other committees and

the staff.

● Fundraising and Outreach Committee – Provides a prioritized list of outreach activities and a

preliminary estimate of projected income from fundraising activities (Policy 5C).

● Personnel Committee – Provides input about personnel issues that need to be considered

(Policy 7F), transition plans (Policy 7D), and long-term staffing plans included in strategic

planning (see 1B).  This committee also provides a work plan spreadsheet for the Support

Program Group.

February Board Meeting – Each standing committee gives a brief report on their proposed work plan,

requests discussion from the full board, and provides their Work Plan Spreadsheet to the ad hoc

Planning Committee.  Emphasis should be given to the budget.

February Standing Committee Meeting(s) – As needed, the standing committees, especially the Finance

(budget planning) Committee, propose revisions and communicate these to the Planning Committee.

February Planning Committee Meeting(s) – The Planning Committee compiles and summarizes the

proposed work plans and adjusts the proposed allocations of resources to be in line with the proposed

budget and any other known constraints.

March Board Meeting – The Planning Committee presents a Draft Annual Work Plan and the board

provides feedback.

March Standing Committee Meeting(s) – As needed, the standing committees, especially the Finance

(budget planning) Committee, propose revisions and communicate these to the Planning Committee.

March Planning Committee Meeting(s) – The Planning Committee responds to board feedback by

revising the Draft Annual Work Plan based on the available resources and agreed upon priorities.

April Board Meeting - The Planning Committee presents the Annual Work Plan for board approval.  The

board discusses predicted changes in priorities and resources for the next five years and these are

appended to the Annual Work Plan.
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In summary, the Work Plan/Budget Year will run from April 1 – March 31.  This is independent of the

membership year (Nov 1 – Oct 31?) and the tax year (calendar year).

Ongoing Adjustments - The work plan will be reviewed as necessary during the year at Board and/or

committee meetings to address situational issues, program needs, and activities that may require

changes.

Factors to Consider in Developing the Work Plan

Organizational capacity depends on three types of resources: people, money and tools, or:

1. Human Resources – Human resources include staff (Policy 7C), board members (Policies 3A, 7E),

volunteers (Policy 7B), and paid or pro bono consultants/contractors (Policy 7B) as well as

interns, non-profit assistance programs, and other personnel resulting from partnerships with

other organizations (government agencies, other conservancies, etc.).

2. Financial Resources – Financial resources include secured funds, projected growth of secured

funds, and projected new income.  Relevant policies include: Fundraising Plan (5C of 2017

Standards and Policies), Annual Budget (6A), Funding Conservation Easement Stewardship (11A),

and Funding Conservation Preserve Stewardship (12A).  Financial resources strongly influence

the availability and quality of human and material resources.

3. Material Resources – Material resources include office facilities, equipment, supplies, and

information technologies.  These resources strongly influence the capabilities and efficiency of

the human resources.

Three types of work need to be considered:

1. Routine Work - Routine work consists of maintenance and improvement of ongoing programs.

2. New, Planned Work - New, planned work consists of new programs and new projects within

existing programs.

3. Unanticipated Events - Unanticipated events may include necessary new programs and projects,

personnel changes, and unexpected expenses and/or income.
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