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History and Background

Watsonville Wetlands Watch (WWW) has been a leader in
environmental conservation and community engagement in
environmental issues in the Pajaro Valley since its founding in
1991. This strategic plan builds on those successes while laying
out a path for future directions that address regional climate
change challenges and strengthen the partnerships necessary
to be successful. These future directions focus on the key role
that wetlands, community engagement and cultural relevance
can play in ensuring a climate resilient future for Watsonville
and the Pajaro Valley.

Over the past three decades, WWW has made significant strides in protecting
and restoring the vital wetlands ecosystem adjacent to Watsonville and beyond.
More recently, that work has expanded to urban forestry and other activities
related to climate resilience. It has engaged increasing numbers of community
members over the years and taken significant steps to engage the local Latino/a
community. As WW\W looks towards a future of increasing climatic challenges,
it will build on its significant accomplishments to strengthen wetlands and
environmental health, environmental education, workforce development and
climate resilience for all community members.

Some of WWW's accomplishments include:

Wetlands and Environmental Restoration

WWW has played a pivotal role in the restoration of wetlands in the Pajaro
Valley. Through extensive collaboration with government agencies, private
landowners, and volunteers, they work to preserve and restore the over 800
acres of local wetlands and surrounding watershed areas. This restoration work
has improved water quality and provides critical habitat for numerous native
plant and animal species. WWW provides ongoing care for extensive areas of
wetlands and natural areas within the watershed, assuring their vitality into
the future.



Education and Outreach

WWW has been dedicated to educating the community about the importance of
wetlands and providing outdoor learning opportunities for youth and community
members. Their educational programs serve local schools from elementary
through high school, engaging students in hands-on learning experiences.
Additionally, WWW offers guided tours, workshops, and events, fostering a
deeper understanding and appreciation of wetland ecosystems, urban forests
and climate resilience for community members of all ages. All programs are
now available bilingually.

Youth Engagement and Pathways
to Environmental Careers

WWW has made a concerted effort to involve young people in their
conservation efforts. A variety of programs, often coordinated with school
based efforts, provide opportunities for local youth to participate in wetland
restoration activities, gain environmental leadership skills, and develop a sense
of stewardship towards the environment. WWW has developed effective
environmental and climate resiliency workforce development programs for
youth and is developing academic and career pathways for youth and young
adults who live in the Pajaro Valley.

Community Involvement

Through its tireless efforts, WW\WV has fostered a sense of community ownership
and pride in the wetlands. Thousands of volunteers have contributed their time
and effort to restore and protect these valuable ecosystems. This communal
engagement has not only made a tangible difference, it has also strengthened
the bond between the residents of Watsonville and their natural surroundings.

Advocacy

WW\W has been a staunch advocate for wetland protection and preservation.
They are responsible for changing the trajectory of development around the
Pajaro Valley's wetlands, and have worked with local and state agencies to
develop policies and regulations that safeguard wetland areas, ensuring their
long-term viability. WWW has also been a vital voice for wetlands health and
community access to nature in many specific land use situations, from housing
development to recreational facilities.



Recent Accomplishments (2019-2023)

This has been a period of growth and change for WWW, including a creative
and successful response to the COVID-19 pandemic. Some highlights include:

Strengthened focus on community environmental health, resulting
in an urban forestry program and increased restoration efforts in
disproportionately low income neighborhoods.

Increased integration of climate resilience into programs
and communications

Increased leadership and educational opportunities for older youth such
as by starting the Climate Corps Leadership Institute and paid internships
for young adults and program graduates.

Strengthened outreach to Spanish-speaker population: bilingual
curriculums, signage, etc.

Pandemic response including online activities and outreach, science
kits for students, and ongoing and expanded open-air opportunities.

New and expanded restoration activities and methods such as
demonstration projects for on-farm restoration, design and building natural
and green infrastructure, and other innovative methods of advancing the
field of ecological restoration.

Playing a key role in the successful passing of local measure (Q) to limit
urban expansion into farmlands, as well as other advocacy efforts.

Significant increase in bilingual, bicultural staff and increased staff
retention. Some success in diversifying board membership.

Budget growth from $974,000 in 2019 to $2,391,00 in 2024, with a greater
diversity of funding sources.

New and strengthened partnerships with nonprofits and government
for advocacy, education and restoration.






Local Context

WWW's work to date has centered on the Pajaro Valley. This
region is nestled between the Santa Cruz Mountains to the
north and the Gabilan Range to the south, making it a unique
and fertile area with a range of natural features and agricultural
richness. The Pajaro Valley faces the Monterey Bay National
Marine Sanctuary to the west and the coastal influence is felt
throughout the valley, creating a mild climate yearround.

Natural Environment and Wetlands

The valley is ringed by the foothills of two coastal mountain ranges, providing
a rich biodiversity. It is home to wetlands and marshes of the Watsonville
wetlands and the Pajaro River which serve as critical ecosystems in the area.
The wetlands support a wide range of land and water flora and fauna, including
270 resident and migratory birds and 23 native plants and animals that are
threatened, endangered, or species of concern. They also provide the local
area with key environmental functions such as water purification, groundwater
recharge, carbon sequestration, and flood control. The wetlands’ proximity to
Watsonville offers excellent access to nature and environmental education for
local residents and visitors alike. The wetlands and the natural areas within
the Pajaro Valley have experienced significant impacts, impairing water quality,
natural habitats and impacting the wildlife species reliant on these areas, as
well as resilience to climatic changes.

Watsonville

Watsonville is the largest city in the Pajaro Valley and serves as its economic
hub. It is an underserved, agriculturally-based community of more than 52,000
people, with an estimated 25,000 farm workers at the peak of production. Overall,
the community is over 80% Latino/a, 36% of residents were born outside the
US, and more than 70% of households speak Spanish at home. Other cultural
and historic influences include Japanese, Filipino, Chinese, and Serbo-Croatian
communities. Fifteen percent of Watsonville residents live in poverty; among
children, the poverty rate is 21%. These families face challenging social conditions
including high family poverty rates, unaffordable and poor quality housing, low
levels of educational attainment, and seasonal agricultural unemployment. In spite
of the many challenges, the Watsonville community is rich in cultural heritages,
community spirit and growing ongoing cultural activities.



Approximately one-third of all children in Santa Cruz County reside in
Watsonville. Overcrowding and limited resources are challenges in Watsonville
schools. Insufficient funding for field trips, along with an increase in sedentary
and indoor lifestyles and high-density living, has disconnected many children
from nature in recent decades. It is a major concern that children deprived
of positive experiences in nature will be less healthy, less academically
motivated, and will not be concerned with protecting the environment that
surrounds them.

Local Economy

The Pajaro Valley is renowned for its fertile soil and temperate climate, making
it a prime agricultural region. The valley is carpeted with acres of farmland that
produce a variety of crops including berries, lettuce, artichokes, apples and
other fruits and vegetables. Agriculture is the most important economic driver
in the region, followed by health care, social services and retail trade. Much of
the land abutting the wetlands is within the City of Watsonville, representing
residential, commercial and industrial uses. Agricultural land also surrounds large
areas of the wetlands. The great majority of the agriculture uses conventional
methodologies, with a growing number of organic farms scattered throughout
the valley.



ALLE
ATCky

30

WETLANDS

>
z
-
T
4
3

ETLANDS WaATL




WWW and a Look to the Future

WWW is a strong, multifaceted organization with excellent
staff, positive experience and growing resources. It is strongly
committed to its mission and vision:

e \Watsonville Wetlands Watch is dedicated to the preservation, restoration,
and fostering of appreciation of the wetlands of the Pajaro Valley,
especially involving members of the Watsonville community and the
students of the Pajaro Valley Unified School District.

e \Watsonville Wetlands Watch envisions a wetland ecosystem that thrives
within Watsonville and the greater Pajaro Valley, and a community is at
the center of its conservation. Our education and volunteer programs
serve thousands of youth and students, making sure the next generation
of leaders is equipped to take on the complex environmental challenges
our community faces. Our habitat restoration programs strengthen the
natural resources of our region, cleaning our waterways, improving trails
and greenbelts, and laying the foundation of the return of wildlife species
whose future survival depends on thoughtful actions taken today.

e \We acknowledge the Calendaruc, Awaswas, Mutsun, and Rumsen
Ohlone people as the traditional inhabitants of the land on which we live
and work. We pay our respects to their elders past and present and honor
their traditions and practices as original stewards of the land.

Future Perspectives

WWW looks forward to advancing its mission and vision in the upcoming years
and decades.To do so, it will focus on strengthening its community engagement,
in partnership with the diverse and multicultural population in the Pajaro Valley,
and in assisting Watsonville and the surrounding region in addressing climate
change with the wetlands as a key resource for climate resilience. WWW is
deeply aware of the growing impacts of the climate crisis and the key roles that
community members and the wetlands can play in building capacity to mitigate
climate impacts and adapt successfully to environmental changes. Education,
restoration, and advocacy are key strategies of WWW's work to achieve its
mission and vision.



Community Partnerships

This Strategic Plan is developed with the understanding that creating and
preserving healthy natural and human communities in the Pajaro Valley
requires many partners, each playing key roles in developing and implementing
strategies and actions now and into the long-term future. WWW's 2024 -2026
strategic plan outlines the goals and activities that will provide WWW's unique
contribution to these community-wide efforts.

Organizational Values
To achieve WWW's mission and vision, the organization has defined the central

values that will guide and underpin their work, both internally and in partnerships.

These include:

Stewardship
Equity
Community
Dignity
Caring
Vision

Connection

10






Trends Affecting the Pajaro Valley

Trends inWWW's area of activity will both impact the organization'’s
future work and be impacted by it. The Pajaro Valley is already
impacted by climate change, which manifests in increasingly
extreme weather, flooding, fires, rising temperatures, etc.
Significant trends in the environment, demographics, economics
and socio-political realms are outlined below. Because so much
of WWW!'s work is with youth, trends affecting young people
are outlined separately.

Environmental Trends

The Pajaro Valley has been threatened by wildfires, subject to numerous days of
poor air quality due to wildfire smoke and ash, and experienced an increase in
the number of days of extreme heat in the past few years. Local farmworkers are
especially vulnerable to these climate change-related impacts. Since 2020, the
community has been impacted by climate emergencies including devastating
wildfire (CZU fire, August 2020) and catastrophic flooding (December 2022 and
March 2023). Climate change will not only be felt in region-wide impacts such
as those mentioned above, it will also have increasing impacts on the wetlands
themselves. Sea level is expected to rise significantly in the years ahead, directly
impacting the wetlands. More severe storms cause greater runoff and erosion,
creating significant challenges to wetland health.

Climate change and rising temperatures will also affect the agriculture that
occupies almost all of the Pajaro Valley. Farmworkers have already experienced
severe health repercussions of rising temperatures. Crops which can be grown
here successfully due to its temperate and stable climate will be threatened.
Low-lying areas will be flooded more frequently, even if the levee systems are
strengthened and resist the flooding of the Pajaro River. With rising temperatures
and more extreme weather, there will also be impacts on housing, infrastructure
and a myriad of impacts on the human and natural habitats and wildlife of the
area.\Water scarcity is also a trend on the horizon, as overpumping of groundwater
accelerates salinization of the underground water sources in the area.

WWW has taken actions to mitigate the climate impact in the region,
such as its wetland restoration work and urban forestry program, which
has added over 1,700 trees to the local tree canopy since 2018 through
plantings along streets, in parks, and on school campuses, as well as tree
adoption by local households.
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Demographic Trends

While the population of Watsonville continues to grow, the makeup of the
community is changing. Housing prices are rising precipitously, causing
displacement of many lower income working families. Even at higher prices,
housing is extremely scarce. Watsonville had a 1.9 vacancy rate in 2019,
compared to 3.5% in 2010. At the same time, greater numbers of indigenous
Oaxacan people are residing in Watsonville, many of whom speak Triqui,
Mixteco, Zapoteco, or other indigenous languages rather than Spanish or
English. Watsonville is also experiencing a decreasing percentage of youth in
its population, which may cause a future decline in school enrollment.

Economic trends

While agriculture continues to be the key to the local economy, that may be
impacted by climate change in the future. The region continues to have high
levels of poverty and a low number of living wage jobs. It also exhibits the
growing income disparities prevalent throughout California. In recent years, this
situation has been exacerbated by rising inflation. Tourism is seen as a possible
growth sector for the region, including ecotourism and agricultural tourism.

Socio-Political Trends

All of these factors lead to a number of important issues before the people
of the Pajaro Valley. Land use continues to be a contentious issue. The recent
election on November 8, 2022, which adopted Measure Q, maintained
Watsonville's urban growth boundary for the next 18 years, but pressures to
expand it continue. Although Watsonville is on rail lines that connect it to the
rest of the county, California and the country, the future of its industrial spaces,
most of which have proximity to that rail line, are uncertain.

The community is in flux, and the security of lower income community members
is in question. While there are many local businesses, growers, and landowners
highly engaged in stewardship of the natural environment, impacts on the
natural environment from working lands management sometimes clash with
the interests of preserving and restoring the health of the natural environment
for the long-term, including wetlands conservation and restoration. The counties
of Monterey and Santa Cruz are divided by the Pajaro River running down the
center of the valley, and coordination between the two entities around issues
that affect both counties is sometimes challenging.
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At the same time, the recognition of the importance of the slough system is
growing, as is community activism and engagement in general. A renewed
interest in arts has sparked a rebirth of many artistic activities and art in
the schools.

Youth Trends

Much of WWW's educational activities focus on young people, both in and
outside of the school setting. Their support of youth environmental leadership
has proven effective in recent years. This coincides with an increasing interest
by teachers in the hands-on education that WWVW provides, and in making
stronger connections with WWW. A greater focus on youth empowerment in
the community and an interest in providing additional opportunities for youth
could provide additional opportunities for expansion of WWW's programs. The
COVID pandemic had significant negative impacts on the academic and socio-
emotional well-being of local young people. Some of these impacts have lasting
effects, while youth are just now beginning to recover from others.
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15Year Vision

Based on the long-term vision accompanying WWW!'s mission
statement and an understanding of the previously described
trends, WWW envisions significant results of its work over
the next 10-15 years. This work would be partly the result of
WWW's sole efforts and partly the result of the partnerships it
fosters and community leadership it provides. Looking ahead
fifteen years, WWW envisions the following:

WWW is a vital partner and leader in a climate-resilient, equity-centered
Pajaro Valley. The community, the wetlands and other aspects of the local
environment are thriving, with strong community support for the wetlands
and open spaces including the enjoyment of the many benefits of this unique
natural environment by all members of the community, especially those who
have traditionally had less access. Youth and community throughout the Pajaro
Valley are actively engaged in environmental stewardship and leadership. Youth
participation in academic and career pathways continues to grow. Thriving
wetlands and natural resources of the Pajaro Valley provide the ecological fabric
that is essential to the long-term health and well-being of all human and wildlife
residents in our community.

Elements that this vision might bring to light include:

Community Education and Connection
to the Wetlands

e The local community provides powerful support and leadership for the
WWW mission, vision and goals

e WWW is a keystone connector of people and environment
e Really strong relationships bring together people, the wetlands and WWW

e Everyone in the community, as well as tourists, have excellent
opportunities to engage with nature

e All local schools are exemplary examples of environmental stewardship
and student engagement.

16



e WWW:'s education and outreach programs grow significantly, including
geographic expansion.

e WWW:'s workforce development, youth leadership, and career and
academic pathways programs provide long-term support to increase
environmental and community health in the Pajaro Valley and beyond.

Restoration

e Stewardship is reimagined; it is neighborhood and community focused
and based on communal pride and responsibility

e At least ten restoration interns are fully mentored and supported yearly
e The Watsonville Area Trail Network is far more complete and beautiful

e |ndigenous land and water systems are honored and uplifted in
environmental stewardship programs

e Native plants are fully integrated into the local urban landscape

e \Watsonville has an exemplary urban forest, providing excellent air quality
and other environmental services

e All environmentally sensitive habitats are permanently protected
e |nnovative new ways of restoration are being tested and implemented

e WWW:'s restoration activities cover significantly greater areas, with
integrated education opportunities

Visibility and Modelling Excellence
e \Watsonville is well-known for its wetlands, etc. “Slough City USA”

e \WWW Eco-tours are sought-after local and tourist attractions, including
Tar Plant Hill

e All local schools are exemplary examples of environmental stewardship
and student engagement. They serve as models for other schools

e WWW's approaches and successes are well-publicized, and act as
models for others

e Successful engagement with academic and research institutions
strengthens understanding and sharing of WWW's work



Organizational Capacity

e Expanded capacity supports effectiveness at a larger scale:
increased geography, increased programming, increased and
more diversified funding

e Staff, Board and volunteers reflect the make-up of the diverse
local community

e Youth alumni return as staff and work at partner organizations and
government agencies

e Staff continue to grow in professional development and responsibility

Organizational Strategies

To achieve this vision, WWW employs four interrelated, mutually-reinforcing
strategies. These strategies are designed to:

e Align educational and volunteer activities to build support for and
engage the community in wetlands restoration/conservation and
climate change mitigation.

e Demonstrate and steward wetlands restoration/conservation as a
living example.

e Build youth leadership and academic and career pathways to strengthen
engagement and foster future environmental changemakers.

e Combine staff talent and community leadership to advocate for policy
and immediate local actions that further WWW's mission.

18






3 to bYear Vision

WWW will actively employ these strategies throughout the next
few years, building the foundation and important achievements
that can make the 15-year vision possible. To do so, a variety of
shifts in the way the organization works will be instituted and
will lead to the following outcomes:

e |ncreased embodiment of cultural relevancy, justice, equity, diversity,
and inclusivity in all aspects of the organization, including staffing, work
culture, board, volunteers, programs and community engagement.

e A greater focus on climate resiliency and the impacts of environmental
degradation/climate change on the area’s most vulnerable populations
and the wetlands.

e Expanded restoration work: more wetland corridors restored, expanded
geographic reach, new partnerships, greater engagement of the diverse
and multicultural Pajaro Valley community, farmers, businesses, more
tree canopy, more coordinated with educational work.

e Functioning community-led conservation. Some elements might include:
projects led by youth, programs responsive and more relevant to
Spanish-speaking, low-income communities, Latino/a adult community
participation and leadership program, ongoing ways to hear from this
community, “meet the community where they are.”

e Expanded educational and community outreach work: more schools,
innovative programming to reach diverse, multicultural, and Latino/a
community, Watsonville Nature Center up and running, more parents
signing their kids up for camps and field trips, Pajaro Valley High School
profiled as an environmentally-healthy school, greater expansion to
Watsonville High School, more coordinated with restoration work.

e Youth leadership and Academic and Career Pathways: increasing cohort/
pipeline of young environmental leaders — possible results include:
a focus on learning leadership/civic engagement skills, youth/alumni
advisory board, youth board members, paid internships for youth
environmental leaders, strong partnerships with organizations led by/
serving these communities, expansion to \Watsonville High School.
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WWW [s widely known and respected among a wide variety of people in
the area. The community is more supportive of wetland and agricultural
land preservation.

Stronger partnerships with local organizations: more coordination,
new partnerships with organizations working with Latino/a, Spanish-
speaking communities.

Leadership/advocacy continues to be effective, engages a broader range
of voices, builds off coordination with other partners. WWW takes a
greater leadership/advocacy role.

Volunteer numbers and variety increased: volunteers from diverse
backgrounds, volunteer activities more accessible to people through
location and outreach, volunteers supporting big projects, increased
volunteer retention, re-energized docent program.

Greater emphasis on enacting policy changes rather than reactive
advocacy while continuing to monitor and affect development and other
relevant watershed processes.

Increasing work with science and research institutions and sharing of
lessons learned through multimedia communications and published
technical papers.
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Strategic Plan Goals and Strategies

The specific goals, strategies and actions for 2024-2026 will
serve to bring the three-to-five year vision to fruition and build
momentum towards the larger fifteen year vision. These goals
and strategies are grouped in three key areas: Education,
Restoration, and Organizational Capacity. Specific, measurable
objectives will be developed for the strategies and actions in
WWW's annual planning/implementation processes.

Overarching approaches present in all activities:

e Promote the health of the wetlands of the Pajaro Valley and all life forms,
human, flora, and fauna that rely on them.

e |ncreasingly incorporate cultural relevance, justice, equity, diversity, and
inclusivity in all aspects of the organization, including staffing, work
culture, board representation, volunteer participation, program content
and community engagement.

e Strengthen the focus on climate resiliency and addressing the inequitable
impacts of environmental degradation/climate change on the area’s most
vulnerable populations and the wetlands.

e Foster a community-led conservation approach where WWW works
to ensure all members of the community are valued as key partners in
program design and implementation. This includes work to “meet the
community where they are” and thoughtfully engage all community
members in participation and leadership opportunities, especially those
who have been traditionally underrepresented. This includes such
activities as providing community programs that are more responsive
to Spanish-speaking, low-income communities, fostering environmental
leadership with youth, engaging other underrepresented community
members, reducing barriers for participation (e.g., providing stipends
for low-income docents), and developing ongoing opportunities to hear
from and respond to community needs.
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Education

THREE-YEAR GOAL

WWW education programs will increase their reach and impact on Pajaro
Valley youth and community members while laying the foundation for further
growth and expansion. Youth and community members will have an increased
understanding of the connections between the health of the wetlands and
nature and the health of their community, and will increase the actions they
take to care for the wetlands and natural environment.

STRATEGIES

Strategy 1

Sustain and Strengthen Existing Education Programs
Actions:

e Expand education programs to additional schools, systematize curriculum
offerings, and improve scalability.

e Strengthen climate change curriculum: students understand what climate
change is, how it will affect their community, and what they can do about it.

e Strengthen outreach and teaching skills development in Spanish for youth
mentors: bilingual youth mentors will feel competent teaching in both
English and Spanish.

e Sustain and improve Project Tierra education to increase community
science opportunities for youth and community members.

e Explore opportunities to host multiple programs at school sites and layer
learning opportunities.

e |ntegrate practices to support positive mental health outcomes for youth,
despite the many environmental challenges youth and our society face.

Strategy 2

Expand Wetland Stewards and Wetland Wonders Programs
to more schools throughout PVUSD

Actions:

e |ncrease after school programs throughout PVUSD in partnership with
Expanded Learning.

24



Develop a 3 year PVUSD school expansion and prioritization plan that
incorporates WWW!'s goals for program growth and increased services
across all programs.

Increase in-school and after school program offerings in line with the
expansion and prioritization plan and available resources.

Strategy 3

Expand Green Schools programs to multiple schools in the PVUSD

Actions:

Utilize PVHS as a model school for waste reduction and on-campus
restoration activities in coordination with the City of Watsonville's green
school certification program.

Develop a Schoolyard Greening Program
Develop at least 4 schoolyard greening school site plans.

Develop a pilot-to-scale schoolyard greening program, focused on piloting
projects that can be implemented at scale district-wide.

Expand the green schools model to other PVUSD schools, focusing on
litter and waste reduction, reaching at least 3 new school communities
during the life of this plan.

Expand partnerships with the City of Watsonville, PVUSD Expanded
Learning and other non-profit providers, such as Life Lab, to support
this goal.

Strategy 4

Expand community education programs, with a focus on
community leadership, especially for people traditionally
not represented in environmental programs

Actions:

Expand opportunities within our adult and community volunteer and
docent programs, such as a bilingual docent program, urban forestry
volunteer program, trail stewards volunteer program. Within 3 years,
recruit, train, and retain at least 20 new docents/active volunteers that
reflect our diverse community.

Intentionally plan for laddering of volunteer experiences into docent,
committee, board, and other leadership roles or roles with higher levels
of engagement.
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Offer a speaker series that increases knowledge and appreciation about
environmental issues in the Pajaro Valley and Monterey Bay that is geared
toward a bilingual, bicultural audience. Reach at least 300 participants,
implementing this series when the Nature Center opens in 2025.

Increase bilingual community outreach programs through potential
partnerships with other organizations, engaging students and their family
networks, and deeper partnerships w/PVUSD. Reach at least 500 ppl/year
through bilingual, culturally relevant outreach events.

Build organizational capacity for youth leadership development that
supports their seeing themselves as local policy makers. This could
include partnerships (such as the Santa Cruz County Supervisors
Academy) and program offerings to provide relevant training and
increase participation of youth in local government processes.

Support and lead efforts to engage the community in restoring watershed
health through WW\W's habitat restoration programs as well as partnership
projects, such as Pitch-In Santa Cruz County and others.

Strategy 5

Prepare for and open a new Watsonville Nature Center in
Ramsay Park in 2025

Actions

Develop, adapt, and plan programming and exhibit design at Nature
Center with community input. Engage elementary to high school students,
parents, teachers and indigenous community representatives in program
design. Reflect community interests and needs by including diverse
community members, including those who have not traditionally been
engaged with environmental issues.

Develop a staffing and office space use plan and accompanying
agreements with the City of Watsonville.

Collaborate with the City on the development of the exhibits and
educational and interpretation aspects of the new center.

Launch, successfully manage and complete a fundraising capital
campaign for exhibits and educational programs at the new center.

Establish a WWW and City staff partnership and oversight committee
for the new Nature Center.
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Strategy 6

Explore and develop leadership development pathways for
program alumni

Actions

Maintain relationships with alumni to continue to foster young adult
leadership development and to foster mentorship opportunities with
high school students. This could include such activities as more frequent
alumni newsletters and ongoing professional development opportunities.

Track program impacts on alumni to understand how programs shape
academic and career pathways.

Explore and consider the establishment of a youth associate board.

Foster pathways for youth, teachers and community members to
participate in education program design.

Continue to expand scholarship awards and amounts for program participants.

Strategy 7

Share WWW's successes, challenges and lessons learned to
leverage our work and support the community of practice outside
of our geographic region

Actions

Develop story-telling methods such as video, published papers, case
studies and other collaborative methods to share the work of WWW.

Publish at least one story/video per year (beyond our annual report) via
our website or other published methods.
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Restoration

THREE-YEAR GOAL

Significant steps are taken toward a thriving wetland ecosystem, watershed,
and natural environment that supports ecological and community health
throughout the Pajaro Valley. Community leadership in conservation work is
fostered, developed and celebrated to enhance the impact and sustainability
of this work. Restoration work that most benefits community health outcomes
is prioritized. Our work is recognized beyond our local region as innovative in
urban greening, urban forestry and advancing climate resilience to improve
wetland, ecological and community health.

STRATEGIES

Strategy 1

Expand areas restored and active stewardship sites within the
Pajaro Valley

Actions:

e |ncrease partnerships with government and NGO partners to expand
restoration work throughout the Pajaro Valley- continue to be the go-to
resource for government and partners for wetland and natural resource
restoration and management projects in the Pajaro Valley. Potential
projects include: College Lake, Pajaro River, Brewington Wetland.

e |ncrease restoration program capacity: tools, staffing, nursery infrastructure,
techniques and knowledge, including learning more about climate change
adaptation, urban stormwater and green infrastructure practices.

e Make sure that WWW costs of restoration and restoration maintenance
are an integral part of all restoration plans and action.

— Continue to invest in engaging community members in restoration,
especially those most traditionally excluded (interns, etc.)

— Include these real costs in grant proposals

e |ncrease monitoring and communications to share results and leverage
lessons learned for regional scaling so that the Watsonville community
and surrounding area restoration organizations have a clear understanding
of WWW restoration programs, impact and capacity.



¢ [ncrease knowledge of restoration projects throughout the Watsonville
community and make more information more publicly available (GIS
platforms, Watsonville Slough System Water Quality Report Card, etc.).

e Develop or expand at least one university partnership or graduate student
level research opportunity to increase knowledge, awareness and study of
the wetlands of the Pajaro Valley.

Strategy 2

Climate Resilience and Adaptation, Urban Greening
and Forestry Program

Actions:

e |Increase urban forestry work toward meeting the long-term goal of
30% tree canopy cover within the City using such measures as fruit
tree adoption, shade tree adoption, and public lands tree establishment.
Increase brand recognition of WWW in the urban forestry work to help
build awareness and increase scale and adoption.

e Expand workforce training programs in watershed restoration, urban
greening and urban forestry; develop our new California Climate Action
Corps partnership to increase volunteer and community outreach activity;
further develop career pathways in these fields.

e |ncrease implementation of more urban greening and ecological
landscape demonstration projects such as on City streetscapes, at trail
entrances and in public parks that improve stormwater and water quality
in local wetlands and meet other climate resiliency goals.

e Enhance wildlife corridors and prioritize this through project
implementation considerations.

e Build community awareness and participation in restoration through large
annual bilingual and bicultural events, such as World \Wetlands Day and
an annual community forest summit, designed to ‘'meet the community
where they are’ and increase participation by new and non-traditional
volunteers and community members.

® Increase communication about benefits of ecosystem services and how
restoration work contributes to climate resiliency, flood control, water
quality improvement and other community benefits and assets.



Strategy 3

Advocate for and advance local policy measures and planning and
conservation goals that would increase environmental restoration
and community health benefits for humans and nature in the
Pajaro Valley

Actions

Promote and advocate for policy measures within the City of Watsonville
2050 General Plan that support/align with WWW goals and vision.

Support the development of local funding measures and collaborative
efforts to increase funding for community-focused environmental
conservation work in the Pajaro Valley.

Establish a working group, new partnership group, or meaningful project
with at least two new organizations to advance collaborative projects
and programs.

Develop green infrastructure, tree canopy and wetland protection policy
measures and advocate for their adoption at local and regional scales.

Advance the development of the Watsonville Sloughs Regional Trail
Network and support the build-out of the 33 mile Watsonville area trail
network, including caring for 9 miles of existing trails and working to
develop new trails.

Strategy 4

Lay the groundwork for community-led restoration

Actions

Develop a focused approach for volunteer recruitment and outreach in
traditionally marginalized communities (e.g., develop pathways to expand
participation by aligning volunteer program structure, times and methods
of outreach to fit community assets, needs, interests and capacity).

Increase job training opportunities and restoration program internships for
youth and adult community members.

Explore establishing a youth advocacy group or other ways to empower
youth to be more involved in local policy or public engagement, as well as
in the design of future WWW activities.

Cultivate ongoing partnerships with community and neighborhood groups
to implement restoration, climate resilience and stewardship projects.

Engage partners and community members in program design
and development.
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Organizational Capacity

THREE-YEAR GOAL

WWW will ensure equity is centered in organizational processes, decision making,
programs and the ‘way we work! WWW will build its administrative capacity
and expand its organizational support structures and skills to enable the program
growth anticipated and articulated in this plan. All staff and volunteers will feel
engaged and supported and have the skills, understanding and commitment to
successfully achieve the organization's goals.

STRATEGIES

Strategy 1

Strengthen capacity to grow as an equity-centered, community
focused organization
Actions

e Develop and expand facilities and open a new office/workspace to
accommodate growth.

e Ensure systems, policies and staff capacity are ready for growth (e.g., financial
management, personal policies, development of a streamlined cloud-based
file sharing system to allow for staff to work in multiple locations).

e Ensure equity measures are centered and integrated throughout
these systems.

e |ncrease professional development opportunities to support an effective
and functioning management team.

e Conduct DIEJ (Diversity, Inclusion, Equity, Justice) training, coaching and
support for existing board and staff.

e Seek and secure funding that will support the three year goals.
e Continue board and volunteer recruitment using strategies that support DIEJ.

e Strengthen staff leadership opportunities both within the organization
and in partnerships with local organizations.

e Expand staff capabilities and responsibilities in partnership relationships.
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Develop board capacity in ways that align with the strategic directions of
the organization and provide the tools for the Board to be an active partner
in moving the strategic plan work forward. Specific examples include:

— board member work plan

— DIEJ training and creative implementation of initiatives that emerge
from this training

— fund development training/action steps

— succession planning and mentorship

Strategy 2

Improve organizational brand and community recognition to
increase support for the mission of WWW

Actions

Increase understanding of WWW's mission and work within the Spanish
speaking community. Some possible activities include developing a
Spanish translation for WWW's name, assuring that publicly accessible
materials are available in Spanish, and developing language and culturally
responsive branding for programs and activities as appropriate.

Refine and develop an organizational vision statement and new mission
statement to increase understanding of the mission and benefits to the
community, institutional partners, local businesses, etc.

Increase use of social media and web-based platforms to share lessons
learned and success stories, such as through YouTube or other video
sharing platforms or other avenues for publishing stories.

Increase community recognition of the work and impact of WWW by
integrating WWW branding in all education and restoration activities.

Maximize press coverage opportunities to share the positive impact of the
work of WWW and benefits of wetlands, nature and the community.
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Strategic Plan Methodology

This strategic plan was developed through an extensive process including
many sources, voices and participants. The process began with an exploration
of organizational background materials to understand WW\W's development,
history and accomplishments. Surveys and interviews with staff, board and
community partners helped identify organizational strengths, challenges, and
opportunities. A series of meetings and retreats with youth participants, staff and
board led to shared understanding of WWW!'s present status and its potential
in the present and future contexts. This shared work led to the development
of the organizational values, strategic vision statements, and goals, strategies
and actions reflected in the plan. The strategic planning process was integrated
into WWW's busy work schedule between February and October 2023. The
process was facilitated by Kaki Rusmore of Possibility Works, who also drafted
the final plan.
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