Continental Divide National Scenic Trail

Leadership Council Meeting Notes

Santa Fe, New Mexico

August 4-5, 2005

Topic:  Introductions and Opening Remarks.  Presenter:  Richard Stem
Richard welcomed everyone to the meeting, reviewed the agenda, and set the stage for Thursday p.m. and Friday a.m.

Topic:  Spring GIS Data Call.  Presenter:  Greg Warren

Greg described the GIS data call that went out in the spring, asking units for trail location information as well as descriptive information about the trail.  He also discussed the process for identifying a trail as certified and explained that we were not able to identify as many miles of trail for certification as we had hoped because of “data gaps”.  
Topic:  Status of the Trail.  Presenters:  Core Team Members
Each agency presented the status of the trail through each state by reviewing the GIS trail location information.  Current issues were identified.  Sections of non-certifiable trail were discussed in particular, and the potential for upgrading them to certifiable.
There was some discussion about media coverage following certification of trail segments.   Some concern was expressed that the number of miles of certified trail might conflict with the number of miles of completed trail as identified by CDTA.  CDTA expressed concern that “certification” may not provide much interest for the public.  The group felt that it was important to celebrate “certification” or “completion” at the ground level, i.e., ribbon cutting ceremonies when a trail segment is completed.  

Decisions:  
1.  The core team recommended that the units be given until September 16 to provide additional information regarding trail certification, with Leadership Council to review and accept in November.  This was approved. {Actual requested due date is September 23, 2005.}
2.  Greg and Core Team, with Public Affairs assistance, were asked by the Leadership Council to develop a communication strategy for informing the public about trail certification.
Topic:  1985 Comprehensive Plan.  Presenter:  Greg Warren
Greg explained the need for revising the Comprehensive Plan.  Weaknesses include the lack of emphasis that the trail should be managed primarily for non-motorized uses, the lack of a tie to the nature and purposes for the trail, and the lack of direction for emerging uses (i.e. mountain bikes and ATVs).  There was a fair bit of discussion about mountain bike use on the trail and a concern that the agencies did not have a policy on this.  Greg recommended that finalizing the White Paper which he had prepared, “Legislative History Planning Reference for the CDNST” might be an alternative to revising the Comprehensive Plan.
Decision:   Finalize the Legislative History document in FY 2006, which should then provide adequate direction to the field as the trail is being planned and built.   
Topic:  Partnerships with the States.  Presenters:  Joe Hummel, Deidre St. Louis, and Bruce Ward

BLM acquired a permit from the State of New Mexico for the CDT agencies to enter upon State land to scout for trail locations.  Also, BLM is optimistic about acquisition of a right of way from the State for a 30 mile segment of trail between Cuba and the Cibola National Forest.  Deidre discussed the possibility of entering into an MOU with the State of New Mexico.  Lyle Laverty offered to discuss with Dave Simon, Director for State Parks in New Mexico.  Bruce described the meeting last fall with various trail supporters and representatives from the State.
Topic:  CDTA/Agencies MOU.  Presenter:  Greg Warren

The MOU was reviewed and some wording changes were made.  The MOU was signed by members of the Leadership Council who were in attendance.

Topic:  CDTA on “Ramping Up”.  Presenters:  Bruce and Paula Ward

They presented the PSA featuring Clint Eastwood that mentioned the Continental Divide Trail.  A PowerPoint was shown that CDTA uses for marketing purposes.  It explains the purpose of the trail, highlights the folks who are involved in making it happen, and encourages volunteers and supporters to get involved.

The rest of the presentation focused on the ramping up concept, and CDTA’s ideas on what they plan to do and what the agencies can do to help.  The key action that CDTA intends to pursue is creation of an eye catching marketing brochure which will advertise projects that need to be completed.  CDTA would like the help of the agencies in identifying projects that would be acceptable to advertise in this brochure.  They requested that the agencies fill in data gaps in the 2008 completion plan, and have line officer review and buy in.
They identified a successful campaign as one with:

1.  Cohesive team with committed leader

2.  Well prepared and doable plan

3.  Goal with an end in sight

4.  Accountability

5.  People give to people

6.  Recognition

CDTA also presented their concept of an organizational chart for CDTA.
Topic:  Agencies on “Ramping Up”.  Presenter:  Greg Warren

Agency priorities were identified as: 

· Land acquisition

· Complete NEPA

· Create certifiable segments of trail

Steps already taken include:

· Developed vision and guiding principles

· Developed organization including Leadership Council, Senior Staff, and Core Team

· Developed MOU with CDTA

· Increased emphasis on getting NEPA done

· Using GIS for trail status

· Increased field allocations for planning and implementation

· Engaging communities, volunteers, and youth in planning and construction

Three organizational concepts were presented modeled after an ICS organization.  These were to respond to increased funding levels at $5 million, $10 million, and $20 million.

Richard asked that the Leadership Council think about the concept, then provide feedback to Greg Warren by September 5, which will be followed by a conference call yet to be scheduled.  He also asked for some discussion at the meeting, which is documented below:
Ideas resulting from discussion:

· Use an Enterprise Team to do the planning work

· Tie the organization to the work to be done – i.e., have an acquisition team, a NEPA team, and a construction team.   Then tie to the locations where this work needs to be done.  Identify what skills we already have, what skills we need to “import”

· Need to increase capacity particularly at field level, including help to support volunteers, youth corps, etc
· Use contracting where it makes sense

· Long term maintenance needs to be addressed also – a long term vision is needed
· Work with CDTA to develop their marketing plan so that it meshes well with agency priorities
· Improve the 2008 plan by identifying what needs to be done by when and where, which steps rely on other steps having been completed (critical path concept).  Need to have a marriage between 2008 plan and the organization.  Also need to assign priorities and realistic cost estimates.

· Need to have a geographic sense of the work and priorities—where are the chunks of work
· Could have project teams by geographic area

· Use the ski area development model

· Need to position ourselves to be able to respond to major donations

· We need to be able to communicate what the agencies cannot do
· Review priorities for LWCF funding and determine where this project fits

· Work with State and local governments to acquire easements through the Legacy Program

· Leverage our earmarked funds more effectively
· CDTA and the agencies should discuss who could best provide what skills for the organization.  Both organizations need to know the role each will play
· Build support from the field level for projects and having adequate field resources
Decision:  Council members will provide feedback to Greg Warren on the ramping up organization and front-end contingency planning by September 5.
Topic:  Review of 2005 Action Plan, and Adopt 2006 Action Plan.  Presenter:  Greg Warren

Council, Senior Staff, and Core Team

· Leadership Council conference call for the purpose of approving CDT segments as certified for November 10
· Complete Ramping-Up Model by November, including Marketing Strategy with CDTA
· Formally invite States with CDT Cooperative Agreements to be members of the CDT Leadership Council this Fall
· Plan the FY 2006 Leadership Council meeting by March
· Implement the Leadership Council Charter, and Vision and Guiding Principles, and CDTA-Agencies MOU – Ongoing
· Support the CDTA’s Marketing Plan for the Trail, as appropriate and authorized – Ongoing
Senior Staff, Core Team, and Program Manager

· Hold the FY06 Congressional Earmark Allocation meeting in Colorado on October 12-13 (FS Regional Office)
· Update CDTA's Challenge Cost Share Agreements by December
· Prepare for CDT Congressional Hearings by March
· Address CDT development needs in standard agency capital investment programs – Ongoing
Core Team and Program Manager

· Prepare FY 2005 earmark funds accomplishment report and prepare the Annual Congressional CDT Report by December
· Develop public celebration plan, with the assistance of public affairs specialists and in collaboration with CDTA, by October
· Complete Legislative History and Administrative Reference White-Paper this winter.

· Develop CDT.gov website with basic official trail information this winter –coordinated with CDTA
· Continue the development of the CDT GIS program – Ongoing
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