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SEPTEMBER 2022 RETREAT GOALS 
• Discuss and clarify 5-year vision/goals, programs, and funding ‘big picture’
• Discuss possible re-branding and organizational changes
• Clarify next steps and action planning

AGENDA 
 

Welcome [8:45-9:00] 
• Regular business (new ex-officio members)
• Intro, goals for today, and agenda review

Setting the Stage: Where We’ve Been and Where We Are Now [9:00-10:35] 
• Staff presentation on Watershed Center’s timeline, current status, and key decision points we’re

facing.
• Organizational strengths, challenges, opportunities – individual reflection and group brainstorm
• Debrief and identify take-aways

Break [10:35-10:45] 
Opportunities for Programmatic Growth + Confirm 5-Year Strategic Plan Goals [10:45-12:45] 

• Staff presentation—areas of potential opportunities of programmatic expansion and related
challenges.

• Board discussion and refinement of strategic goals for each service area:
o Collaborative Planning/adaptive management/science/research
o Rivers
o Forests
o Community
o Education

• Wrap up discussion; confirm draft/overall strategic goals

LUNCH [12:45-1:30] 
Discuss/Clarify Funding Needs and Structure [1:30-2:30] 

• Presentation and Board discussion
o Current revenue source distribution
o Current and projected future personnel and operations expenses
o Projected future revenue source
o Draft financial goals

• Confirm funding structure and high level financial goals moving forward

Confirm and/or Consider for Future Decision Making: Bylaws, Mission/Organization ‘Identity’ and 
Board Structure [2:30-3:00] 

• Mission Statement-does it need revisiting?
• Discuss adding a “Doing Business As” (and re-brand) to the Watershed Center
• Un-used agency board seats

Wrap Up and Next Steps  [3:00-3:30] 
• Confirm today’s outcomes/decisions
• Timeframes and next steps
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SETTING THE STAGE 

Where we’ve been and where are we now 
Our organization has had several growth phases over the past 18 years. Below, we highlight key years of 
growth, related financial information, and staff capacity. We also have a detailed organizational timeline 
which describes this history (appendix 1). 

Table 1. Snap shot of our history of growth 

Timeline Finances Staff Organization and Program 
Highlights 

2005-2015 $20,000 Annual budget. 2 
funding sources. Carryover-$0 

0.5 FTE Focus on Captain Jack Mine 
reclamation & Water quality sampling 

2017-2019 $8,493,093 budget in 2017; 
99% federal grants with 50K in 
local grants/donations. 
Carryover- $56,000 

2 FTE Completed 20 flood recovery projects. 
Began building Adaptive 
management and science focus. 
Began building community science 
and stewardship tools. 

2020 $1,034,781; 60% federal 
grants, 20% state and 20% 
local grants. Carryover- 
$306,551 

3 FTE Started Forest program (SVFHP), led 
Cal-wood fire recovery on private 
lands, and expanded adaptive 
management to County-scale. 
Expanded community engagement 
with K-12 education, watershed days, 
and community science 
programming.  

2022 $1,098,975; 8% federal grants, 
50% state grants, 40% local 
grants/donations. Carryover- 
$619,453 

6 FTE Grew forest, river, science, and 
community programming capacity. 
Restructured staffing.  

Current and Upcoming Big Picture Opportunities-Our Services 
Throughout our history, we have been nimble and adaptable to opportunity and demand from our 
community. We have a record of accomplishment of pivoting (and growing) to accommodate long-term 
recovery from flood, fire, and mine related watershed incidents. Additionally, we responded to demand 
for pre-fire mitigation and community/agency cross-boundary coordination needs, by starting the St. 
Vrain Forest Health Partnership. As we look into the future, we recognize that we will need to continue 
to anticipate and prepare for the next flood, fire, drought, mine impact while also taking a proactive 
approach to addressing these issues before the next event. Table 2 highlights the current status and 
funding environment. Table 3 highlights the future opportunities and draft high-level 5-year goals per 
service area. For additional details and context, please also review Appendix 2, which provides more 
detail on each service area’s history, current status, and potential future growth opportunity. Appendix 
3 provides more detail on our financial history and 5-year projections on revenue sources. During the 
meeting, staff will present on the current status of our programs, funding environment, and key decision 
we are facing as an organization (Table 2). Following that, we will discuss programs with opportunities 
for growth and our draft 5-Year program goals (Table 3). 
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Table 2. Our Services and the Current Funding Environment 

Service Area Current Status Funding Environment 
Planning, Adaptive 
Management, Science, 
and Research 

Core service that is integral part of forest and river programs. 
Developed county-wide AM process that includes long-term 
monitoring, discrete monitoring, research, and collaborative 
planning.  

Currently have diverse funding sources (state, 
federal, local) for this program. Will need to 
continue existing funding partners to maintain 
existing level of effort in basin. New opportunities 
in different geographies could expand funding 
streams and capacity in this program area (e.g. 
Yampa project). 

Forests Rapidly growing program that has increased demand and has 
not yet stabilized. Currently work at all scales- Regional 
coordination, outreach and education, developing science 
and communication tools, and on-the-ground implementation.  

Rapidly growing, very diverse sources (state, 
federal, foundations, local agencies, individual 
donors, and carbon credits). Implementation 
funding may be more limited due to high cost of 
implementation and competition among many 
implementation practitioners.  

Rivers Stabilizing program now that flood recovery work has 
finished. Well integrated with Adaptive Management and 
research services. Focus on climate forward river restoration, 
mines, and fish-passage.  

Relatively stable and predictable funding 
environment utilizing primarily state grants with 
local government match. New SVLH PL-566 
funding, and new CWCB funding for wildfire ready 
watersheds may increase funding. No applicable 
grant source ID’d for tracer study after 7 years. 

Community Core program that is an integral part of forest and river 
programs. We’ve seen growth in past two years and have 
expanded adult forest education events, University 
partnerships, forest/river volunteer events/activities, and 
strategic community partnerships. 

More limited grant opportunities but possible to 
integrate these activities into river/forest grant 
requests. Individual donations and/or private 
foundations may also support this work. 
Increasing community volunteer opportunities 
may lead to an increase in community donations 
and support. Some uncertainty that the current 
funding environment would support growing 
capacity in this program area.  

Education Newer program, focused on Lyons schools K-8 watershed 
science programming.  

Similar to community programs, this service area 
has limited grant opportunities but CWCB and 
other funders have indicated support for us to 
integrate education tasks into river/forest funding 
applications. Additionally, we have seen interest 
from individual donors. Increasing funding and 
capacity in this program area is unlikely.  
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Table 3. Our Services Growth Opportunities & Draft 5-Year Goals 

Service Area 5-Year Future Opp.-
Higher certainty

5-Year Future Opp.- Lower
certainty

Draft 5-Year Goal 

Planning, 
Adaptive 
Management, 
Science, and 
Research 

Continue county-wide 
program.  

Scale up and/or apply 
collaborative planning, 
adaptive management, 
research service in other 
geographies.  

Solidify our leadership role as the primary trusted entity in the 
County that leads collaborative and science-based planning 
processes for both agencies and community members. Continue 
to develop, refine, and share our science-based collaborative 
models that lead to actionable projects that build resilience into 
the watershed in the face of climate change. Develop annual or 
semi-annual state of the watershed reports with a prioritized list 
of river/forest projects, including a potential funding plan. 

Forests Continue and expand 
SVFHP coordination, 
community outreach, 
and landscape-scale 
planning (including 
project planning). 
Continue post-fire 
adaptive management 
at Cal-Wood and Left 
Hand. 

Take on new fire recovery 
leadership opportunities 
following future fires. 
Implement on-the-ground 
projects. 

Develop cross-boundary forest management plans for 
increasing fire resilience and reducing impacts to water supplies, 
communities, and forests on at least 4,000 acres of forest by 
2026. With implementation partners, secure at least $1,000,000 
funding for forest restoration implementation. 

Rivers Implementation of 3 
climate forward river 
restoration projects. 
Continued oversight of 
Captain Jack Mine. 

Implementation of a tracer 
study. Implementation of more 
than 3 river projects. Flood 
recovery leadership following 
future flood (b/c can’t predict it 
will happen.) 

Design and implement three climate-forward river restoration 
demonstration projects in headwaters, transition zone, and 
plains by 2026 (Camp St. Malo, SSV, 41st/Haldi). Continue role 
in overseeing mine related reclamation work and develop 
funding plan to implement a tracer study. 

Community Host or support forest-
focused adult 
education with 
partners. 
Participate in events 
hosted by local 
partners (e.g. tabling). 
Integrate community 
(education or science) 
into projects that are 
part of other services. 

Tier 1 (more certainty) 
Expand adult education to 
incorporate river stewardship 
and climate resilience 
programming (host or 
support).  
Build new partnerships at the 
national/state level to leverage 
partner events (support). 
Tier 2 (less certainty) 
Create new regular volunteer 
opportunities (host or support). 

Engage and educate 1000+ people annually through 
connections with other services (tours, classroom teaching, 
events, outreach mailers); increase outreach and opportunities 
for disadvantaged groups and communities; increase the 
collective population of watershed stewards that understand the 
potential solutions to protect our watershed in the face of 
increased fire, flood, and drought. Develop engagement strategy 
that uses existing capacity. 
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Service Area 5-Year Future Opp.-
Higher certainty

5-Year Future Opp.- Lower
certainty

Draft 5-Year Goal 

Add TEK to planning and 
restoration efforts. 
Host or support four main 
community science projects. 
Host three main events (e.g. 
Watershed Days, Earth Day) 

Education Provide annual 
teacher training, rotate 
in person teaching 
between schools 
and/or grade level in 
order to maintain 
existing capacity/level 
of effort. Maintain 
equipment library for 
teachers. 

Expand in-person teaching 
beyond existing level of 
capacity (to more schools).  
Expand to disadvantaged 
schools. 
Expand teacher training 
(frequency or approach).   
Develop new curriculums (e.g. 
5th grade, high school). 
Expand outreach to school 
districts  

Increase the collective population of watershed stewards 
through school partnership that increase climate science 
education in K-12 classrooms. Develop education service 
strategy that explores potential funding models. 
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What opportunities & challenges lie ahead? 
As part of the 2017 and 2019 Strategic planning meetings, the board discussed our strengths, 
weaknesses, opportunities, and challenges as an organization. Now, we have an opportunity to re-
evaluate our opportunities and challenges as an organization. Below, we set the stage for a discussion at 
the board retreat regarding opportunities and challenges. 

Opportunities 

What are the external opportunities for our organization? 

Since our 2019 planning meeting where we decided to expand our services to other geographies, we 
have increased our staff capacity, grown our programs, and increased our financial stability as an 
organization. As mentioned above, the two biggest external opportunity for organizational growth 
currently are (1) growing our forest program to meet demand within the SV Basin (2) growing our 
collaborative and science planning service area to expand into other geographies. We are seeing higher 
demand these service area and diverse revenue sources available. We also have identified several other 
opportunities with less certainty. We can prepare and be poised to accommodate these opportunities 
(as funding arises or disaster strikes). Perhaps the greatest opportunity and challenge we face as an 
organization is finding a permanent (or semi-permanent) home to accommodate our growing staff.   

Challenges 

What are our internal weaknesses as organization? 

• Physical office space for staff, space for hosting meetings and events.
• Capacity for individual donor development and hosting community events
• Visibility in the community; and recognition about our impact in the community

What are the external threats to our organization? 

• Corporations and individuals tend to give less to environmental causes than other causes.
• Apparent reduction in funding from CWCB seen in 2021/2022
• Competition for funding from other non-profits and local agencies with overlapping geographies

and programs.
• Branding/marketing issue- people still stumble with our long name and people outside of Left

Hand Watershed assume our group is not relevant to them.
• Lack of education/knowledge about the watershed and/or stewardship/restoration needs.

Our Niche: What makes us unique, what do we have to offer our 
broader community, what is our competitive advantage? 
We are a science-based non-profit organization that excels in developing and executing collaborative 
science-based processes that lead to strategic, climate-forward, and community supported on-the-
ground restoration projects that protect or enhance watershed ecosystem services. Our niche includes: 
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• Holistic Approach – We respect the interconnectedness of the river, land, and people, and work
across boundaries to incorporate all aspects of the watershed as a whole.

• Place-based, Yet Transferable – Our organization is local in scale, but our tools and programs are
proven to have broad reach and applicability for others.

• Climate Driven- We develop climate-resilient solutions in our river and forest programs and
develop an environment and community that is ready to live with and adapt to flood, fire and
drought.

• Community-Grounded – We develop solutions that integrate the needs of our community and
our ecosystem now and into the future.

• Sound Science – Our staff of scientists make evidence based decisions and approach all projects
with a high degree of scientific understanding.

• Science Communication – Our staff of scientists are skilled at communicating with diverse
audiences, including non-scientists, to foster collaboration and make progress.

• Grassroots-Led, On-the-Ground Solutions – We use a grassroots approach for bringing together
diverse people with competing values, across multiple jurisdictions, to develop on-the-ground
solutions.

• Collaborative Planning – We are collaborative planning leaders in the County, bringing together
agencies and community members to create an ecosystem of leaders, fostering relationships
among stakeholders for cross-boundary solutions.

• Thought Leadership – We are thought leaders in the realms of science-based adaptive
management related to holistic watershed health and resiliency.

LONG TERM VISION 

What might we look like in 10 years? 
In an effort to inspire big-picture thinking and discussion at the strategic planning meeting, we offer one 
potential scenario of what we might look like in 10 years. With a vision toward developing a science- 
based organization that has a robust set of place-based programs and activities, in 10 years, we could be 
located at a center or facility along Left Hand Creek or within the watershed, which would better 
facilitate place-based learning. In order to implement watershed science, stewardship, and education 
programs we would employ a full set of staff as shown below. To support on-going relationship building 
and fundraising necessary to support a broad set of programs, we would also include 
development/fundraising staff.  
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A look back: 2015-2021 

Today and in the Future: 2022-2027 

Notes: Black text denotes the current staff, white text denotes potential future staff and areas for 
growth. By 2026, we anticipate adding up to two additional staff.  

ORGANIZATIONAL UPDATES 

What 5-Year financial goals are realistic and necessary given program 
goals? 
During the meeting, we will discuss and clarify our current funding structure (Appendix 2) and related 5-
year financial goals for the strategic plan. Current draft goals include: 

o 5-year high-level goal: Increase organizational stability by diversifying revenue streams
and decreasing reliance on state and federal funding sources.
 Increase individual giving to a minimum of $150,000 annually by 2026.
 Increase foundation giving to a minimum of $100,000 annually by 2026.

Cross-Program & 
Organization operations 
• Exective Director
• Program Manager
• Watershed Scientist

Organization, Operations & 
Development 
• Executive Director
• Associate Director
• Operations Manager
• Development Manager

Cross-Program Support
• Program Associates
• Watershed Scientist/Ecologist
• Outreach & Education Coordinator
• Stewardship Coordinator
• Educator

Forest Program
• Program Manager
• Project Manager

River Program
• Program Manager
• Project Manager

Page 10 of 27



11 

 Maintain $300,000-$400,000 in annual revenue from local government
partners.

• Formalize partnership with other local government entities that benefit
from our services. (E.g. City of Boulder, Lyons, MHFD, others?)

 Secure long-term office space solution.

What re-branding and organizational changes may be necessary? 
Potential Mission Changes 
Our current mission statement is to “assess, protect, and restore Left Hand Creek Watershed, and to serve 
as a resource for other watersheds using a collaborative and science-based approach.” Since we often 
work outside of Left Hand Watershed, staff also currently use the following statement to describe our 
work: “Protect and restore watersheds for people and the environment using a collaborative and science-
based approach.” The board could consider modifying the mission statement to this broader and more 
geographically inclusive statement. We will print the current mission out on paper and have available to 
reference throughout the meeting to determine if changes are needed. 

Potential Bylaws Changes 
During the meeting, we will discuss potential changes to our bylaws including making current board seat 
designations more flexible. Currently the town of Ward and James Creek Watershed Initiative do not 
participate on our board. By removing the requirement for agency/entity representation, we could open 
up these two seats to the “other representation” category. If Ward and/or James Creek Watershed 
Initiative decide at a later date that they would like to join, we could add them as “other representation” 
or as ex-officio members. Potential changes are highlighted below: 

Section 1. Board of Directors 

A. Number of Directors.  The Board of Directors shall consist of a minimum of eight and a maximum of
thirteen members. 

B. Agency Representation.  The Board of Directors shall include a representative from each of the five
six following agencies: the Town of Ward, the Town of Jamestown, the Left Hand Water District,
Boulder County, the City of Longmont, and the Saint Vrain and Left Hand Water Conservancy District
(Agency/Agencies).  Such Agency representatives may be elected officials, employees, or appointees. 

C. Entity Representation.  The Board of Directors shall include a representative from each of the
following entities: the Left Hand Ditch Company and the James Creek Watershed Initiative. Such
Entity representatives may be employees or appointees.

D. Other Representation.  The Board of Directors may select additional directors, up to the maximum
number as set forth herein, such additional directors to have either a demonstrated interest in
watershed issues, such as residents of the watershed or recreational users of streams or reservoirs
within the Left Hand Creek watershed, or individuals having technical, scientific, outreach,
education, fundraising or finance expertise that would be of assistance and value to The Watershed
Center.
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Potential Re-Brand 
Since changing our name in 2019, we have realized that our partners, community members, and 
potential donors continue to stumble with our name. The long length (of having a four-word name) 
causes some to stop after two-three words (calling us Left Hand or Left Hand Watershed). Several 
people also continue to confuse us with Left Hand Water District and the St. Vrain and Left Hand Water 
Conservancy District. Additionally, some people continue to write it out as Lefthand (one word instead 
of two). We are also finding that community members that live in Boulder Creek Watershed or St. Vrain 
Watershed assume we’re not relevant to them because of our name. In written documents, staff have 
become accustom to using our full name one time and then using “The Watershed Center” throughout 
the rest of the document. Since we have expanded our services to the broader county-level geography 
and we see opportunities to expand to an even larger geography, it seems we have an opportunity to re-
brand again to simplify our name to The Watershed Center. This would make our organizational name 
more geographically inclusive, relevant to many, and easy to remember.  

Our updated logo could look like this: 

DISCUSSION QUESTIONS 
In preparation for the meeting, consider the following key questions that we will be discussing at the 
meeting:  

• What are the opportunities and challenges that lie ahead for our organization?
• What most excites you about our organization?
• What is the greatest contribution we could make as an organization?
• Are there lower certainty growth opportunities that you think we should/should not be

pursuing? Or any higher certainty opportunities that you think we should not be continuing? Do
we agree on 2 primary growth opportunities (see table 3)

• Are the financial goals realistic and necessary considering the program goals? Can you/your
organization help us achieve these goals?

• Can we re-brand (and create a second DBA) as The Watershed Center in order to make our
organization more geographically inclusive and easily recognizable?

APPENDIX 
1. Organizational Timeline
2. Service Area Descriptions: Past, Present and Potential Future
3. Revenue Sources: Past, Present and Potential Future
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APPENDIX 1: Organizational Timeline 
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1999 – 2004 
The EPA identif ies mine si tes in need of
clean up in the Left  Hand Creek
Watershed and a task force is  formed to
explore alternatives to superfund l ist ing
at Captain Jack Mil l .  The task force and
Boulder County recommended
formation of a permanent watershed
group to oversee mine si te reclamation.

Since our inception, the Watershed Center (formally Lefthand Watershed Oversight Group) has been rooted in
science and community. From our early days of overseeing mine reclamation, to our expansion into river restoration
and adaptive management, and now to our more recent expansion into forests, we continue to maintain these roots. 

Throughout our history another important driver that remains critical is our proactive and flexible approach to
opportunities and challenges. We formed when stakeholders identified a need for mine reclamation oversight,

expanded when funding opportunities became available for flood recovery river restoration, responded to post-
wildfire restoration and collaboration needs, and are now continuing to grow our work as forest management (and

associated funding) is increasingly prioritized locally and across the state. 

Our ability to remain nimble to change while maintaining our science and community roots allows us to serve our
watershed and community in a dynamic funding environment. This timeline highlights how the Watershed Center has

grown and changed over time.  

History of the Left Hand Watershed Center

Organizational Formation and Mine Reclamation

2005
Lefthand Watershed Oversight Group
is officially chartered as a
501(c)(3) Colorado Nonprofit
with a tax exempt status and
publishes a Watershed Plan for
overseeing mine reclamation .  

Lefthand Watershed Oversight
Group develops a water quality
monitoring program  through
River Watch and col laborates with
the Colorado Rural  Water
Associat ion and Left  Hand Water
Distr ict  on the Distr ict ’s  Source
Water Protection Plan .

2005 – 2013

2013
A devastat ing
flood impacts
Left Hand Creek
and nine other
watersheds in the
Front Range. 

t imeline continues
on next page
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Lefthand Watershed Oversight
Group implements 20 flood
recovery river restoration
projects  and expands services to
include Watershed Science,
Stewardship, River
Restoration, and Community .
Under these services Lefthand
Watershed Oversight Group:

2014 - 2016 
In response to the f loods,
Lefthand Watershed Oversight
Group, along with many other
stakeholders,  part ic ipates in a
Boulder County-led effort  to
develop a post-f lood Left  Hand
Watershed Master Plan. Lefthand
Watershed Oversight Group
manages implementation of
the this 2014 Master Plan ,
expands the Board of Directors to
include more landowner
representatives,  and
stakeholders,  and hires the f irst
ful l- t ime Executive Director.

Flood Recovery, Adaptive Management, and Expanded Geography

2016
Lefthand Watershed Oversight Group
raises nine million dollars in
funding to implement flood
recovery projects  and expands staff
to include a ful l- t ime Project  Manager.

2017 – 2019

2019
During an annual strategic planning
meeting the Board of Directors decide
to expand  services to other
watersheds across Boulder
County  and update the mission
statement.  With this expansion, our
name is changed to Left Hand
Watershed Center.

t imeline continues
on next page

Publishes a Regional Stream Stewardship Handbook (2017)
Hires f irst  ful l- t ime Watershed Scientist  (2018)
Develops and implements an Adaptive Management Plan and Process  for
monitoring and project  priori t izat ion across the watershed (2018)
Begins publishing an Annual State of the Watershed Report (2018) 
Begins implementing stewardship and maintenance act ions at  completed restoration
project  s i tes (2018)
Begins expanding services into the St. Vrain Watershed  (2018)
Establishes a new research-based stage zero adaptive restoration experiment (2019)
Begins a Fish Passage Feasabil i ty  Study (2019)
Init iates several  community science projects including Catch the Hatch and Watershed
Days (2019)
Begins pilot education partnership  with Lyons Schools (2019)
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Through on the Adaptive Management
Plan and Process,  Left  Hand Watershed
Center leads new collaborative river
restoration projects :

Oversees new phases of mine reclamation treatments
at Captain Jack (2020) 
Completes two multi-benefit ditch enhancement
and fish passage designs  (2022)  
Begins col laborative Passage Playbook project  (2022) 
Begins two stage-zero adaptive restoration
projects (2022)

2020
Through col laboration with diverse partners that
manage and monitor watersheds in Boulder
County,  the Left  Hand Watershed Center's
Adaptive Management Plan and Process is
expanded to include all Boulder County
Watersheds (the St. Vrain Basin) and
ecosystems from the forests to the
rivers. This Plan and Processes establishes the
foundation for science, research, and
collaborative planning across al l  service areas.
Monitoring occurs each year and information is
shared in an annual State of the Watershed
Report .  In 2022, Left  Hand Watershed Center
hire two Program Associates that work across
services.  

Expanded Adaptive Management, River Projects, and Forest Health

2020
Based on stakeholder interest  in
increasing the pace and scale of
forest  restoration, Left  Hand
Watershed Center formally organize
the St. Vrain Forest  Health
Partnership ,  serving as the lead
coordinating enti ty. In October,
Cal-Wood and Lefthand
Canyon Fires  burn more than
10,000 acres in the St.  Vrain and
Left  Hand Watersheds. Through the
Partnership, the Left  Hand
Watershed Center:  

2020

Leads a col laborative Partnership Plan for planning landscape-scale forest projects  (2020)
Implements post-f ire recovery and restoration of forest  and watershed health (2021) 
Hires f irst  ful l- t ime Forest  Program Manager (2021)
Develops Adaptive Management Plan and Process for Forest Restoration Projects  in
the St.  Vrain Watershed (2021)
Begins leading community outreach, planning, and education for forest  restoration and
management,  including contributing to the federal NEPA process (2021)
Coordinates a forest  management project  across 47 propert ies in Jamestown (2022)
Develops and begins seeking funding for high-priori ty  forest  restoration and management
projects (2022)

t imeline continues
on next page
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2020
Left  Hand Watershed Center continues annual
community events  for Earth Day and Watershed
Days,  and as-needed stewardship act iv i t ies.  To increase
data col lect ion and monitoring,  Left  Hand Watershed
Center works with volunteers and university
students .  To increase organizat ional v is ibi l i ty,  Left
Hand Watershed Center collaborates with partner
organizations on outreach  events.

Community and Education

2022
Left  Hand Watershed Center co-
develops and teaches watershed
science curriculum in four grades levels
at  Lyons Schools and applies for co-
grants with schools.

As part  of  the St.  Vrain Forest
Health Partnership, Left  Hand
Watershed Center leads
forest-focused community
and stakeholder outreach
and education events
including f ield tr ips,  workshops,
tours,  and webinars.  

2022
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Watershed Center Planning, Adaptive Management, Science, and Research Services
Update 8-31-2022

Tasks Current Status Future Opportunity & Needs- 5 years

Long term 
monitoring 

Adaptive management framework and 
monitoring tested on Left Hand & SV. Basin-
scale scale monitoring starting this summer. 

Continue basin-scale long-term monitoring in forests and rivers to document trends 
related to climate change, and have baseline for discrete issues such as flood, fire, 
and drought. Scale up and/or apply monitoring to other geographies. Participate in 
regional, national and/or global partnerships to understand the impacts of climate 
change and potential climate resilience solutions. Increase staff capacity to use 
additional tools such as drones for long term monitoring. 

Discrete 
monitoring 
(project-specific 
or issue specific)

Discrete monitoring continues this summer (Fire 
impacts to forest and river, mine impacts in Left 
Hand Creek, adaptive restoration/stage zero 
monitoring, Jamestown)

Continue discrete monitoring efforts in forests and rivers and report on findings. 
Implement pilot study for flow modification in dry up reaches. Pilot test new 
techniques for restoration & monitoring. Explore fee for service opportunities to 
develop plans and/or answer research questions.

Research 

Partnership with CU Boulder investigating 
riparian plant traits in consideration of climate 
change; Working with university classes to (CU 
Boulder, School of Mines) to collect data and 
address research questions.

Continue to pursue research partnerships and implement Watershed Center led 
research to fill knowledge gaps such as high elevation forest restoration DFCs, stage 
zero restoration and resilience benefits, mining impacts in watershed, forest 
restoration impacts to soil moisture and invasive species.

Collaborative 
Planning 

Serving as the lead county-wide entity for 
science-based and collaborative planning. (AM 
at scale, SVFHP)

Share process with regional and/or global audience. Develop program/processes for 
watershed groups in other geographies. Continue AM at Scale and SVFHP 
collaborations. Expand as needed. 

High level 5-year goal: Solidify our leadership role as the primary trusted entity in the County (and beyond) that leads collaborative and science-based 
planning processes for both agencies and community members. Continue to develop, refine, and share our science-based collaborative models that lead 
to actionable projects that build resilience into the watershed in the face of climate change. Develop annual or semi-annual state of the watershed 
reports with a prioritized list of river/forest projects, including a potential funding plan. 

Service Description (Past, Present, Future): Shortly after it was determined that the Watershed Center (then LWOG) would lead flood recovery in the 
watershed, staff and board members started fundraising for maintenance and monitoring phases of flood recovery. This excellent forethought resulted in 
our very first fundraising campaign, and the beginnings of our science and adaptive management services. Between 2015-2019, through award of several 
additional grants, the Watershed Center (then LWOG) developed and implemented our first iteration of an Adaptive Management Plan and process, 
testing it out in Left Hand Creek Watershed. Following the 2019 strategic planning meeting, the Watershed Center saw the opportunity to expand our 
adaptive management services to the Boulder County scale, and subsequently solicited additional grants and funding from state and local partners. 
Today, we have developed a county-wide charter to define how partners work together and an adaptive management framework to track long-term 
trends related to watershed health. Moving into the future, we see opportunity to grow these service areas into other geographies, and build more 
research and monitoring capacity as funding allows. Growth in this service area would likely be from developing new partnerships outside the St. Vrain 
Basin and/or research/science focused state/federal grants, and/or individual donations.
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Watershed Center Forest Services
Update 8-31-2022

Tasks Current Status Future Opportunity & Needs- 5 years

SVFHP Coordination 

Developed partnership plan, formed 
steering committee, science team, and 
communications committee. Grew to 200 
members.

Continue annual or biannual large-group meetings for information sharing. 
Continue regular communication via email, website, etc.

Community Outreach 

Community meetings x8, 100+ new 
contacts, mailer x2 (delivered to 5000 
homes), video underway, educational 
events this summer.

Continue momentum and engagement with nearly 500+ new contacts expected 
by end of summer 2022. Provide individual landowner resources and support to 
implement small projects. Provide notice and forum for community members to 
learn about projects across the County.

Landscape scale planning

Landscape Scale priority map developed, 
AM plan developed for forests. (Further 
refinement underway with community 
meetings)

Further refinement and iteration via annual adaptive management process, 
collaborative project planning, data jam, development and pilot testing of 
climate adaptation strategies (RAD lab).

Project development and 
implementation

Jamestown project developed and funded 
and underway (47 properties); Planning 
underway throughout the watershed 
(combined nearly 2,000 acres)

Develop 4,000 acres of plans by 2025 (COSWAP goal). Additional funding 
needed for projects that do not fit traditional implementation grant programs 
(e.g. Conifer Hill) & match funding needed for project implementation (e.g. 
Sawtooth). Additional capacity needed as planning and project management 
role is increased.

Fire Recovery 

Main recovery actions complete. Follow 
up adaptive management, stewardship 
and Monitoring underway.

Ensure we have capacity to take leadership role on long term recovery for a 
future event. 

High level 5-year goal: Develop cross-boundary forest management plans for increasing fire resilience and reducing impacts to water supplies, 
communities, forests on at least 4,000 acres of forest by 2026. Secure $1,000,000 funding for forest restoration implementation. 

Service Description (Past, Present, Future): In April of 2019, the Watershed Center did not have a forest program. Following the 2019 Strategic Planning 
Meeting, we held our first meeting with agencies interested in increasing the pace and scale of forest restoration in the St. Vrain. In 2020, we formally 
started St. Vrain Forest Health Partnership through the development of a partnership plan, which defined how we planned to work together in the coming 
years. In fall of 2020, the Cal-Wood Fire broke out and we utilized the partnership to address post-fire recovery needs. In 2021, we hired our first 
dedicated Forest Program staff member and expanded our capacity to conduct outreach, education events, and oversee projects. Today, we have the 
equivalent of 2 FTE working on the forest program in the realm of community outreach, landscape scale planning, and project development/management. 
Into the future, we expect that this program area will continue to grow as demand for forest services continues to increase. State, federal, and private 
foundations are increasing funding in this area and we expect this trend to continue over the next 5 years. 
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Watershed Center River Services
Update 8-31-2022

Task Current Status Future Opportunity & Needs- 5 Years

Mines & Water Quality

Continued oversight of Captain Jack mine 
reclamation. Monthly water quality sampling. 
(both since 2005). Development of a web-based 
Captain Jack Mine outreach materials.

Mine related issues may increase with climate change. Complete 
tracer study to inform watershed-wide mine impacts and address 
impacts with restoration projects as needed.  Address anticipated 
16% increase in acid mine drainage and other risks with climate 
warming. 

Stage zero/ multi-benefit 
River Restoration projects

Implemented one stage zero restoration project 
(first in the front range), currently documenting 
the benefits of the approach (stage zero vs. 
traditional restoration). Watershed-wide weed 
management planning and implement with 
Boulder County.

Implement three additional demonstration projects in headwaters, 
transition zone, and plains. Continue building and expansion of 
climate adaptation strategies including sediment catchment, flood 
attenuation, carbon sequestration, crack willow encroachment 
impacts, changing wildlife distribution and others. 

Fish Passage Playbook

Developed draft playbook for Working with Ditch 
Companies on Multi-Benefit Projects that 
Incorporate Ditch Diversions and Fish Passage

Utilize playbook in implementing future projects. Give presentations 
to state-wide audiences. 

Fish Passage Projects Ditch 
Enhancement and Fish 
Passage Projects

Developed concept design two multi-benefit 
ditch enhancement and fish passage projects. 
Developed prioritized list of all projects.

Build project using research lens, develop as a case study for others. 
Implement existing conceptual designs and explore opportunities to 
complete additional multi-benefit projects (such as Farm-River 
projects described below).

Farm-River Projects Exploring opportunities with partners.

Expand upon Ditch Enhacement and Fish Passage projects to build 
integrated multi-benefit projects with regenerative agriculture, water 
delivery, river restoration, and forest management connections.

High level 5-year goal: Design and implement three climate-forward river restoration demonstration projects in headwaters, transition zone, and 
plains by 2026 (Camp St. Malo, SSV, 41st/Haldi). Continue role in overseeing mine related reclamation work and develop funding plan to implement a 
tracer study. 

Service Description (Past, Present, Future): From 2005-2015, the Watershed Center (then LWOG) focused solely on mine related reclamation work 
and water quality sampling. From 2015-2019, flood recovery river restoration was a primary organization focus, as we lead the recovery in Left Hand 
Creek Watershed, completing 20 projects that totaled over 9 million dollars. Since 2019, the Watershed Center's River Program Services has stabilized 
to the point where we implement one project every 2-3 years. Today, we focus on developing high quality multi-benefit projects that can be used as 
demonstration projects statewide. Based on projected future demand, available grants, and the cost required to implement projects, we expect to 
continue this stabilized trend. 
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Watershed Center Community Services
Update 8-31-2022

Tasks Current Status Future Opportunity & Needs- 5 years

Adult education 
opportunities

Forest-focused programming with partners (field 
workshop, tours, webinar), Stream Stewardship 
handbook for landowners

Continue regular forest-related programming. Expand to 
incorporate river-stewardship and climate resilience 
programming as funding allows. State of the watershed 
annual public presentation and forum. Integrate with Niwot 
Ridge & CSLC.

Community Volunteer & 
Engagement opportunities

Earth Day event, Watershed Days, Stewardship 
events. Outreach events (Niwot R&R)

Establish regular volunteer opportunities, and a formal 
volunteer program (stewardship/weed patrols, bird surveys, 
etc.)

Community Science

Pilot adopt a site this year with TU. WQ sensors 
at Long term sites. Fire Followers. Bird Surveys at 
Long term sites. Catch the Hatch

Expand Adopt a site program beyond pilot stage. Provide 
regular community science programming (self directed and 
group lead).

Partnerships
TU (state and local chapters), starting partnership 
with Audubon, Niwot LTR, NEON

Develop strategic partnerships with national/state wide 
conservation groups such as: Audubon society, TNC, Climate 
Adaptation Science Center, and others.

Local indigenous voices
Have consulted with local indigenous people 
regarding NOAA grant. 

Elevate local indigenous voices into planning and restoration 
projects

High level 5-year goal: Engage and educate 1000+ people annually through connections with other services (tours, classroom teaching, events, 
outreach mailers); increase outreach and opportunities for disadvantaged groups and communities; increase the collective population of 
watershed stewards that understand the potential solutions to protect our watershed in the face of increased fire, flood, and drought. Develop 
engagement strategy that uses existing capacity.

Service Description (Past, Present, Future): The Watershed Center's community services are integral part our river and forest services. Prior to 
2019, community services were primarily opportunistic and focused on outreach due to limited staff capacity. In the past year, we have 
increased opportunities as we've increased our staff capacity to provide adult education, community volunteer events, community science, 
increased partnerships, and inclusion of more diverse voices. Moving into the future, we see a demand and opportunity to grow this service 
area as funding allows. While some grants exist for the cross-program activities, growth in this program area would likely need to occur with 
an increase in individual and/or private foundation grants. 
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Watershed Center Education Services
Update 8-31-2022

Tasks Current Status Future Opportunity & Needs- 5 years

K-12 Watershed Science
Curriculum development Lyons 3rd, 6-8th grade pilot

Expand to other schools and other Elementary/Middle school 
grade levels, host teacher trainings, maintain an equipment 
library. Explore options for high school grade curriculum to fill 
existing gaps in climate change education at the high school 
grade level.

K-12 In classroom/field
teaching

Lyons 3rd, 6-8th grade pilot. Field experiences 
with Niwot HS, St. Vrain Community Montessori, 
Flagstaff academy 

Expand to other schools as capacity allows and/or rotate 
schools between years.  Increase climate change 
opportunities for disadvantaged schools and communities.

Explore funding models for 
teaching Currently just utilize co-grants with schools Explore fee for service opportunity (schools pay for service)

High level 5-year goal: Increase the collective population of watershed stewards through school partnership that increase climate science 
education in K-12 classrooms. Develop education service strategy that explores potential funding models.

Service Description (Past, Present, Future): Prior to 2019, the Watershed Center did not have an K-12 education program. In 2019, the board 
agreed to pursue a pilot education program in partnership with Lyons Schools. Since then, we have co-developed and taught watershed 
science curriculum for four grade levels at Lyons Elementary School and Lyons Middle-Senior High School. In the future, we see demand and 
opportunity to expand these services to other schools but anticipate keeping the same overall level of staff effort. While some grants exist to 
fund education programming, we expect the need to grow individual donations and/or fee for service payments to fund these services.
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APPENDIX 3: Revenue Sources 
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Update 9/12/2022 

To: Watershed Center Board 
From: Jessie Olson, Executive Director 
RE: Revenue Source Summary  

The following memo describes the history and 5-year projections of revenue sources for the Left hand 
Watershed Center, for the purposes of providing context for the upcoming Board of Directors strategic 
planning retreat in June 2022.  

Annual Revenue Source Distribution 
Historically, the Left Hand Watershed Center (the Watershed Center) has relied primarily on state and 
federal grants as primary source of funding (Figure 1). In recent years, the Watershed Center has worked 
to increase revenue streams from all funding sources, reducing reliance on state and federal grants 
(Figure 2).  

Figure 1. 2021 Historical Revenue sources 

 Notes: Total revenue $1,139, 831. 

Figure 2. 2021 Revenue Source 

Notes: Total revenue $1,101,477.  

2018 Revenue Sources

State and Federal Grants  90% Local Government Contributions 3%

Corporations & Individuals  3% Foundations 4%

2021 Revenue Sources

State and Federal Grants  34% Local Government Contributions 28%

Corporations & Individuals  5% Foundations 33%
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Currently, the Watershed Center has an annual budget of approximately $1,000,000, with revenue 
sources coming from state and federal grants, local government contributions, foundations, individual 
donors and corporations (Figure 2). The recent 2020 wildfire and related collaborative recovery efforts 
allowed for an increase in local government contributions and foundation grant sources. Local 
government contributions totaled $350,000 (Table 1) and state and federal sources decreased, totaling 
$409,117 (Table 2). Notably the Watershed Center also received a large foundation grant for Fire 
recovery work in 2021, which significantly increased the percent of revenue sources from foundations.  

Table 1. 2021-2022 Local Government Contributions 
Partner Activity/Program 2021 Activity/Program 2022 
Left Hand Water District Office Space/GF $52,108 Office Space/GF $52,108 
SVLHWCD Fire Recovery/GF $143,112 SVFHP/Jamestown $105,000 
City of Longmont Fire Recovery/GF $95,504 Fire Recovery/GF $70,000 
Boulder County AM at Scale/SVFHP $35,000 AM at Scale/GF $50,000 
City of Boulder AM at Scale $15,000 AM at Scale $15,000 
Mile High FCD AM at Scale $10,000 AM at Scale $10,000* 
TOTAL $350,724 $302,108 

Notes: GF stands for General Fund, or cross-program funding. *values are requested in 2022 but not yet 
received. LHWD value includes in-kind office space.  

Table 2. 2021-2022 State/Federal Government Sources 
Funder 2021 2022 
CWCB (10 active grants, cross-program) $294,875 $471,250 
USFS (SVFHP) $40,000 $80,000 
BOR (AM at Scale) $64,242 $16,000 
EPA (Captain Jack Mine) $10,000 $10,000 
TOTAL $409,117 $577,250 

Potential Future: 2026 Projections 
The Cal-Wood Fire recovery and subsequent increase in funding from local government and local 
foundations provided an opportunity to test a new funding model, which reduces reliance on state and 
federal grants. Looking ahead to 2026, the potential revenue source distribution could include a balance 
between state/federal sources and local government contributions and an increase in individual and 
corporate revenue (Figure 3). To maintain program momentum and growth projections beyond 2022 
(Table 3), we could aim for a similar distribution among our board partner agencies, aiming for 
$340,000-$400,000 annually from local government partners (Table 4).  

Table 3. Personnel and Operations Expenses- Projected 2022-2026 
 Category 2022 2023 2026 
Personnel  $  500,000  $  650,000  $  850,000 
Operations  $  78,125  $  80,000  $  100,000 
Projects/Direct Expenses  $  400,000  $  400,000 $  400,000 
Total  $  978,125  $  1,130,000  $  1,350,000 

Estimated Indirect Revenue  $  85,000  $  100,000  $  130,000 

Notes 5FTE, 12K rent 6FTE, 12K rent 8FTE, 20K rent 
Notes: Project expense shown as a consistent value but are likely to fluctuate year to year. 
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Figure 3. Potential Future Revenue Source Distribution- Personnel & Operations 

Notes: Assumes $1,350,000 annual budget 

Table 4. Potential Local Government Partner Annual Revenue-Year 2026 

Funder  %  Value 
Left Hand Water District 20% $80,000 
SVLHWCD 20% $80,000 
City of Longmont 20% $80,000 
Boulder County 20% $80,000 
City of Boulder 20% $80,000 
Total $400,000 

Notes: 100% of local government partner contribution could be used as cash match for state/federal grants. 

2026 Projected Revenue Sources

State and Federal Grants  44% Local Government Contributions 33%

Corporations & Individuals  11% Foundations 11%
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