Blue Hill Heritage Trust
Board of Directors Meeting
Monday August 8, 2022 – 5:15-7:15 pm
Blue Hill Public Library Howard Room
https://us02web.zoom.us/j/86047159979?pwd=d280TW5OcUg3L3FKZ1R2U2V5cTVBZz09
“To lead in conserving land, water, and wildlife habitat on the greater Blue Hill Peninsula.
To teach and practice a stewardship ethic. To promote ecological, economic, and
community health for this and future generations.”
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AGENDA
Meeting Action Items
1. Personnel Policy and Handbook Update
2. Board Manual Update
A. Call to Order – Opening Comments. (5 minutes)
B. Approval of BOD minutes of June 13, 2022 (Pages 9-10). (5 minutes)
C. Discussions (Pages 3-8, Executive Director). (60 minutes)
a. Conservation Through Use: Three Land Trust Comparison
b. Staff Restructuring
c. Office Addition Proposal
D. Finances (Pages 11-19). (10 minutes)
a. Togus Funding Review and Messaging
E. Governance (Page 20-23) (15 mins)
a. Performance Review Guidelines – Action
b. Membership Policy Retirement – Action
F. Consent Agenda Q&A – Minutes and Reports (Pages 24). (10 minutes)
G. Executive Session – Compensation
H. Adjournment
Next Committee Meetings (As scheduled. Subject to change by committee chairs)
Development – TBD, 2022 – 9:00 am.
Executive – September 9, 2022 – 9:00 am.
Finance – July 14, 2022 – 9:15 am.
Lands – September 15, 2022 – 5:15 pm.
Governance – September 29, 2022 – 9:15 am.
Strategic Initiatives – August 16 & September 20, 2022 – 5 pm.
Next Board Meeting: Monday, August 8, 2022, at 5:15 pm.
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We are having a good and productive summer at the Trust, with the three interns and Andrew
adding much-needed capacity toward getting ahead on projects. Though things will be tailing off in
the next two weeks – Apple leaves on the 5th, and Emily and Haley on the 11th – we have benefitted
from intern energy and productivity this summer. We have also delivered another full-spectrum
experience for the next generation of conservationist, all of which feels very good. Andrew will be
continuing with trail work, both for the Trust and for PCE into the fall and will do some contract
work monitoring easements for George at the end of the year. He was a great intern two years ago
and he is proving himself to be a valuable member of the team in many ways. I will be discussing
2023 staffing below and Andrew will play a role in my proposed planning.
In land projects, we closed on the Edgehill shoreline property, in Sargentville, in mid-July, and will
be opening that up to the public in the coming months. That leaves the easement around the Mill
Pond to complete, and we are in negotiations with the neighbors who own the land under the pond.
If you recall, it was the divided ownership – Edgehill owning the land around the pond and
Marstons owning under the pond – which slowed this part of the project. George and I both feel
optimistic about the eventual success of this, but while one family owner is the executive director of
a land trust in Massachusetts and is very much in favor of protection, the other family owner is
neither of those things. It may take a year or more to have the needed conversations. Our option
with the Edgehill family goes into 2024, so the Mill Pond will be an ongoing project, with George
having an initial meeting later in August.
In other back-burner news, I finally got a recommitment from Bill Brown on the Blueberry
Commons project in Sedgwick. Many of you don’t know the history of this one, as it has been
ongoing for four years now. The basics are these. Blueberry Commons is a “paper subdivision” with
land that goes down to First Pond, in Sedgwick, across the water from the Allen Duck Marsh
project parcel. It was a proposed gift in 2018 from Bill Brown, the donor of Snow’s Cove, which
was also a former approved subdivision on paper. At the time, we estimated stewardship funding on
the land at $85,000, and we asked Bill to consider donating toward that amount. When he demurred,
we paused acceptance until stewardship money could be identified, which did not happen until the
summer of 2020.
By that point Bill was not sure he wanted to go through with the gift. We approved the project at
the October 2020 board meeting, in hopes that he could be convinced, and I’ve spent the last couple
of years trying to get him to engage and recommit. He did this two weeks ago and we’ve put him in
touch with an appraiser. I very much hope we can get this done by yearend, so that we can put it in
the books. Honestly, I have regretted that decision to pause back in 2018, and have worried that we
had lost an important opportunity.
This property will likely reopen a conversation that we started four years ago and which, if anything,
is more pertinent today than back then. The part of this property going down onto First Pond is of
high conservation value and will be a good compliment to Duck Marsh and the whole First Pond
Focus Area. There are, however, six or seven surveyed lots in the subdivision, those up nearer the
Sedgwick Ridge Rd., which are probably appropriate for housing development. The conversation we
started, back in 2018, was what role BHHT might play in addressing the need for more affordable
housing on the peninsula using appropriate land that comes our way? Even four years ago there was
a serious issue with entry level housing here on the peninsula, and this has gotten far worse with the
pandemic.
I believe that BHHT could meet part of its mission to promote economic and community health by
engaging with this issue on appropriate land. That’s a large strategic discussion, however, and on e
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that could be part of a broader conversation concerning “appropriate and needed development.”
This discussion meshes with the topic of conservation through use on the agenda. More on that
below as well.
On the business front, Trust finances continue to be strong. As you will see from the presentation
below, the budget is tracking as planned and the portfolio has rebounded a bit. Because of closing
on Edgehill, we have a little less money in the bank, but overall, we have about $1.1 million in
Camden National of which $220,000 is unrestricted for daily operations. We are expecting the new
Caterpillar Hill trail and the new stewardship barn to begin construction in September, and so will
begin spending another portion of those restricted funds to meet the budget. Income is steady and
slightly above where it was this time last year.
After our conversation about Wallamatogus funding at the last meeting, I created an income and
expense document, presented at the end of the financial section. As you will see, I under-reported
the income side of things back in June. We have in fact raised $1,562,000 for this project, rather than
$1.3 million. This has allowed me to bolster the stewardship fund from $250K to $400K, but still we
have a sizable surplus. I would like to put that surplus toward other land protection on the
mountain, but whether it goes there or somewhere else, we really cannot ask people to donate more
to this effort.
Allowing the community to participate is important, however, and we have come up with a way for
that to happen as part of the USFS grant. The Community Forest funding requires that we set up an
advisory panel to work with the Trust on community engagement on the property, and we are going
to invite people to give to a fund for this committee to use. The fund will be for community
program and outreach on the property, which might take the form of signage or maybe school
programming. We would expect that small community donations to add up to $5,000-$10,000 which
will make a nice resource for the committee and allow people to feel that they have participated in
this community effort. We should message around this fund when asked about Togus.
I believe the rest of the financial presentation is straightforward, and we can answer any questions at
the meeting on Monday.
There are two governance action items on the agenda for this meeting, the first a response to a
suggestion at the June board meeting, the other a policy change acknowledging organizational
change. First, the Governance Committee has rewritten the section of the Employee Handbook
dealing with annual performance reviews. This has been done to clarify the written component of
the review process. This will apply to all performance reviews within the organization going forward.
The second governance item is the committee’s recommendation to eliminate the Membership
Policy. When the Trust reorganized itself, in 2011, the Board of Directors took on the responsibility
of choosing trustees itself, and BHHT ceased to be a member-governed organization. Prior to this
new board members were chosen by the membership at the annual member meeting. We carried on
with holding an annual meeting after this change, but it ceased to be an actual business meeting.
Though we kept some of the trappings of the older meeting process, what we called the annual
meeting was a social gathering and an outreach event. This carried on until 2020 when we ceased to
have anything at all. This year we will hold a gathering on the mountain, but it will be open to the
public like all our programming, and we will not go back to the format of a member meeting.
Because of the governance change, and because all our programs and properties are open to the
public, membership has ceased to be a meaningful category for us. We have donors, and we hope
that those who participate in our programs or hike our trails will give, but there is no requirement
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and there are no special benefits or privileges that come with giving to BHHT. Because we don’t
have membership in our organization, there does not need to be a membership policy on the books
any longer. We have good policies around the rights of donors and our responsibilities to them,
which will be reviewed as part of the ongoing process. This one should be taken off the books.
In the area of conservation planning, rbouvier Consulting will deliver their final report by the middle
of August. This analysis will have three main focuses. The first is to quantify, where possible, the
anecdotal changes we saw on the peninsula during the pandemic. This is most specifically the
movement of people to a place they deemed safer in times of upheaval. The preliminary results I
saw a couple of weeks ago show some very interesting patters of movement to the peninsula during
the first part of the pandemic and then an outgoing movement later. This movement is most
interesting in relation to the second focus of the report which is an investigation of the national
features of climate migration from one part of the country to another. This is specifically focused on
placing Maine in that national context. Again, there is anecdotal evidence of people moving to the
peninsula for climate-related reason already, and this is meant to give some shape to that perception.
The final part of the report will be a framework for thinking about carrying capacity here on the
Blue Hill peninsula. This will be in part a look at resource carrying capacity, things like drinking
water and wildlife habitat, but will also look at economic and social carrying capacity. These latter
categories are not easily quantifiable, but they are crucial to understanding, when we think about
protecting the character of this peninsula. There is more below on why I see the rural character as
important to conservation, beyond the concept of heritage in our name.
This report will give us tools for thinking about change in those contexts and will help inform the
completion of the conservation plan this year, which will build off the thematic conservation focus
areas concept laid out in the document circulated last December. There too a picture of ecological,
economic, and community themes in our conservation were a feature. The report will give us more
data to work with in thinking about our conservation work in relation to engagement as well as land
acquisition.
Our focus on ecological protection, like biodiversity, connectivity, and resilience, continues, through
wetland and riparian habitat protection and good forest management. It happens too through
climate change advocacy and action, like the carbon sequestration project we are investigating. In
things like carbon sequestration and forest management, ecological matters overlap with economic
matters, in our conservation through use. We have long worked to conserve productive farmlands
and more recently working forestland. Conservation might also engage with economics in defining
best use of low value land in things like solar development which will benefit community and
ecology, and these are another kind of land management decision. Community and community
health are the last large thematic focus. We think of this in terms of outreach - nature-based
education, experiential learning, recreation – but this engagement touches on topics like land use
planning – smart growth – and collaboration with towns, tribal community, and other NGOs on
conservation matters.
These are all extensions of things we have been engaging in more and more over the last few years,
and I believe we have all been comfortable with this growth. We have talked about this in terms of
“conservation through use,” and this is one of the discussion topics on the agenda. I will start things
out on Monday by comparing BHHT land management to a couple of other land trust in the state,
but this is meant as a primer for the larger conversation. That conversation is around conservation
through use, meaning land management and the decision-making process at the strategic level. This
includes the strategic decision to not manage of some properties and let natural processes alone
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guide the way the land changes. This is a strategic decision we made with part of Surry Forest when
we designated the southeast 600 acres as a non-management zone.
Conservation through use, thinking about our management of our lands, gets at part of what we
have been doing, but not all, and this is worthy of discussion too. “Conservation through use and
engagement” might define the conservation space in which we work better. I liked what Hannah
wrote the other morning about thinking in terms of a “whole place,” so let me play off that idea here
briefly in relation to how we think about conserving land. Here is a way of conceptualizing our work
if we think of the peninsula as a whole place, knowing that we will not have direct management of
most of it.
In her 2009 Focus Area report, Janet McMahon raised a question which is particularly relevant to
this discussion. She asked, would “Blue Hill Heritage Trust achieve its mission if it protects most of
the land contained in the focus areas identified in this study?” The focus areas combined represent
about 14% of peninsula acreage, and she thought that, if the remaining 86% of land were developed
intensively, the answer to that question would be no.
If, however, the focus areas remained surrounded by what she called “a relatively intact rural landscape,”
which she thought a safe assumption for at least the next decade, the focus areas would suffice.
They would provide a cross-section of key habitats to protect biodiversity, they would protect
important scenic areas, agricultural and forest lands, and water resources. Ultimately, however,
McMahon concluded that, successful conservation of the focus areas “will depend on effective conservation
of the surrounding land through careful land use planning.”
McMahon predicated her definition of conservation success on land use planning outside of
conserved land, and she presumed that municipalities and communities would act through statute to
shape land use around Trust holdings. This has not happened. There has been little land use
planning anywhere on the peninsula, and no statutory action. BHHT is now more than a decade out
from McMahon’s report, and it has more than doubled its holdings: 11,867 acres in 2021. This
represents roughly 5.5% of the land base in our seven towns. Other entities (MCHT and the state
largely) have conserved roughly another 2.5%-3% of that land base. Together, we have protected
14% of the peninsula, and have moved the conservation needle in significant other ways. Yet, within
the existing regulatory framework, land remains as vulnerable to development pressure as it was in
2009, and development pressures have increased and will continue to increase.
The only action to meet conservation ends on land beyond the limits of our holdings has been
BHHT community engagement, which is why I think it is so central to conservation success. Since
2017, we have increasingly used programming to shape land use on the peninsula, and staff have
been increasingly involved in land use planning issues. This has been in addition to the conservation
through use we have practiced on our own land.
When McMahon asked her question about fulfilling mission, BHHT’s stated purpose was “to
conserve in perpetuity land and water resources that support the long-term health and well-being of
the natural and human communities on the Blue Hill Peninsula.” To do that we were focused on
transactional conservation – owning land and holding easements – with some focus on trails.
We changed our mission, in 2018, both to acknowledge the growing importance of outreach and to
continue to expand public understanding of conservation. Our stated purpose now is “to lead in
conserving land, water, and wildlife habitat on the greater Blue Hill Peninsula; to teach and practice a
stewardship ethic; to promote ecological, economic, and community health for this and future
generations,” and this gives us a much larger role in our communities. This is primarily in the ways
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that those communities engage with the rural landscape surrounding our conservation lands, those
lands McMahon identified as necessary to our success. Owning and holding easements are no longer
the entirety of our conservation work, so while focus areas are still important, conservation is a
broader effort now intertwined with the greater rural landscape and our management of land.
This is happening because of our own initiative, but it is being driven too by the public. There are
now comprehensive planning efforts in all the towns in our service area, and the more fully
developed of them have strong support for conservation. This is very positive, though municipal
support in these plans is largely articulated as support for BHHT and other private conservation
work, not as the need for town ordinances to conserve the rural landscape. This can legitimately be
seen as a sign of our success in engaging with our communities, but it also means that protecting
land surrounded by the “relatively intact rural landscape,” means engaging with conservation on that
broader landscape. There may be an aspect of self-fulfilling prophecy in this too, but for whatever
reason, community engagement is not conservation adjacent now, but is “conservation through
engagement” just as forest management is “conservation through use.”
The growth in our work over the last few years has meant growth in staffing and an increase in
organizational complexity. We are moving toward another phase in that development, and I would
like to have a discussion around some proposed changes I would like to implement in January 2023.
These are being driven by a few dynamics, all of which I have discussed with staff for their input.
What follows is the result of those conversations.
First, Landere is having great success engaging with peninsula schools with her Forest Days program
and teacher training around immersive outdoor education and emergent curriculum. She could
spend all her time on schools and teachers to the benefit of both the Trust and
conservation/environmental education in our schools. I would like to change her job title to
Education Coordinator and let her focus this, and it would include her work in schools, and on her
programs that attract a lot of homeschoolers, like Wild Suncatchers.
This leaves the community programming and communications part of the current Outreach
Coordinator’s position unattended. Beth has already taken over a good deal of the communications
work for the Trust and is interested in taking on all of it. She has the talent and interest to do this,
and she feels she has the capacity. This would change her job title to Administrative and
Communications Coordinator.
What makes it possible to think about these changes in 2023 is Andrew. He has been doing trail
work for us this summer and has been organizing volunteers and helping with the intern program.
He has been doing an exceptional job at all of this, as well as working one day a week for the Bangor
Land Trust doing administrative work – database, bookkeeping, etc. He has experience doing
outreach work as well, both with us as an intern and in other places, and he has interest in doing
work for us on community programming. Ultimately, we need another full-time position to work
with George and Sandy, and I see this as Andrew’s natural place, if he chooses to stay with us. We
will also need a full-time Community Coordinator, and we can probably get to both those ends by
2025. In the meantime, Andrew is likely interested in helping fill the gap for a couple of years, which
would of course mean a reduction in non-school programming, but this I think is acceptable. I don’t
have a job title for this position yet, other than Utility Infielder.
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As part of these changes, going back to what I wrote above about engagement as well, I have also
talked to George and Chrissy about changing his title to Director of Land Conservation and her title
to Director of Development and Community Engagement. They would both be co-associate
directors under this plan and would have responsibility for those two arms of the Trust, working
directly with me on both. This would acknowledge the work much of which they are both in fact
doing already to a great extent, and begin to establish the hierarchy needed in the organization for
the growth that we all see coming. All this I would like to discuss on Monday.
Finally, I will show you all some drawings of the addition I would like to add to our current offices.
With the crews running broadband cable all over the peninsula, it looks like we will have the
highspeed internet we have been in desperate need of since 2020, when the pandemic changed the
internet landscape for us. The practical matter at hand is to add a conference room and one more
office. The aesthetic matter is to do so in a way that keeps the spirit of Bob and Lucia alive. With
Bob’s “hand-waving” advice, I think I’ve met both ends.
There is a lot to digest here and I look forward to lively discussion on Monday. I’m happy to answer
any questions in the meantime as well.
Respectfully,
Hans
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Blue Hill Heritage Trust Board Meeting
June 13th, 2022, Blue Hill Public Library
Present: Hannah Webber, Marcia McKeague, Samantha Haskell, Norm Alt, George Hurvitt, Randy
Curtis, Sarah King, Charlie Baldwin, Peter Clapp, Kate Tomkins from 6:15 onward, Brooke Parish
until 6:30; Absent: Mary Barnes, Brendon Reay; Staff: Hans Carlson, George Fields, Chrissy Allen,
Beth Dickens; Guests: Hayley Gibbs, Apple Leiser, Emily O’Brien
The meeting was called to order at 5:20pm.
Opening Comments:
-Hannah thanked the staff for their hard work on Wallamatogus, and celebrated the recent news of
$400,000 from Land for Maine’s Future for the project.
-Important dates for summer donor events were noted; July 9th at the Clements’ residence in Blue
Hill and August 27th at Dan Nygaard’s & Leslie Anderson’s farm in Sedgwick. The Board is asked
to use these opportunities to engage Heritage Society members about their involvement with the
organization, discuss the importance of organizational capacity, and bring staff into important
conversations when appropriate. Talking points will be distributed for reference and on June 28th
Board members will have an opportunity to review/discuss/practice with Staff at the office.
-This year’s summer interns were introduced; Hayley Gibbs, Apple Leiser, and Emily O’Brien are
here assisting staff for the season. The cheerful trio of college students all have connections to the
peninsula and interest in environmental studies.
-The minutes of the April 11th Board meeting were approved unanimously.
Governance:
-An updated version of the Personnel Policy was presented for discussion and approval. Changes
included a new firearms policy and language edits to reflect current technology and office culture.
The Board voted unanimously to approve the presented document. The group also requested that
the Governance Committee discuss and draft specific language on the documentation of staff
performance reviews, as well as responsibility for personal protective equipment, and return to the
Board for approval of these additions.
-An updated version of the Board Skills Matrix was presented. Board members are asked to
complete it and send it back to Sarah King for review by the Governance Committee. Additional
guidance on the directions were requested and will be sent via email shortly.
Discussion:
Hans opened a discussion on the success of the Wallamatogus project and what it represents
for the organization. $1.3M was raised over the course of the year ($275K from individual donors,
$350K from private foundations, and $729K from government grants) and Hans expressed his view
that this illustrates an external perception of BHHT as a sound investment to funders. With this
campaign in particular, money came in from a broader reach, beyond those directly familiar with the
organization or the parcel, and reflects support for the work and vision of BHHT as a whole. Our
relationship with Maine Coast Heritage Trust (MCHT) has also developed, casting us more as
partners and neighboring organizations than in a hierarchy, with them contributing $100K to the
project. A local fundraising campaign is still being planned, and the official announcement of the
completion of the project is in the works.
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Chrissy introduced an inspirational video originally commissioned from local filmmaker
Chek Wingo as a fundraising tool for the project. He and his partner Ruby Treyball offered a
moving voiceover to the supplied text, talking about the importance of, and their appreciation for,
the work of BHHT, and the film will now be used as a development tool for conservation
fundraising in general. Their contribution reflects a growing awareness of the importance and
context of conservation work.
Hans and Chrissy further explained that we should emphasize individual donor support
within the context of funding organizational capacity, and that “capacity makes conservation
possible.” Support from our donor base can position us to move quickly on opportunities and fund
ongoing stewardship responsibilities as well.
Finance:
Hans and Marcia reported that the operating and project finances remain strong, despite the
volatility in the markets and our investment accounts. Account balances stood with Schwab at
$3,945K and Camden at $1,218,033, with $258,662 available for operations around the time of the
meeting. Roughly $300K of the remainder is restricted for Wallamatogus and Edgehill. Another
$500K still remains in the Camden account for various capital expenditures in 2022. Although we
had a negative return for the quarter, we’ve been up over 10 points since beginning our relationship
with Bangor Savings Bank. Our new advisor there is now in place.
Consent Agenda:
Questions arose around the leases with American Tower (the servicers of the cell tower) and Bill
Giordano (of Howell Farm). All lease documents are still in process.
It was noted that the Development Committee is recruiting new members, looking for
representation particularly from Brooklin or Castine community members, or any board members.
Board members are also asked to utilize Little Green Light for updates on any and all donor
correspondence so staff can stay up to date.
Executive Session:
Staff members were thanked for their hard work and excused at 6:45, and the meeting went into
Executive Session. The ongoing work of organizational coach Marcie Schorr Hirsch was discussed.
The meeting adjourned at 7:20.
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D
Minutes of the Finance Committee Meeting July 14, 2022
Directors & Committee Members Present:
on Zoom: Marcia McKeague, Hannah Webber, Brooke Parish (after meeting started),
George Hurvitt, Jim Kannry, Tom Richardson
Guests: Michael LeBel and Rebekah Bridges, Bangor Savings Bank
Directors & Committee Members Absent: Brendan Reay, Larry Flood, Terry Moulton
Staff Present: Hans Carlson, Chrissy Allen
The meeting convened at 9:15 am.
1. New Finance Committee Board Member, George Hurvitt was welcomed and presented a
brief background.
2. New Financial Advisor with BSB, Michael LeBel was welcomed and presented a brief
background. He has been with BSB for roughly 2 years and has previously worked for
Fidelity and Mercer Research. Notably he conducted research on ESG at Mercer and will
follow up with more discussion about that at the next meeting.
3. Minutes from the April meeting were not approved due to lack of quorum at the beginning
of the meeting.
4. Michael provided a quarterly review of markets. Returns on equities have been negative in
all categories, with this being the worse 6 months in 40 years. Energy was the only positive
sector. Bond markets suffered in Q2 also, with historic underperformance. Interest rates are
expected to rise with additional Fed hikes expected. Also, an increase in ‘on-shore’
manufacturing will result in higher inflation.
5. Michael reviewed the performance of BHHT’s investment portfolio next. Asset allocations
are very close to plan, with no near term plans to make allocation changes. The reason for
this is that with high inflation expected, equities are a better place to be than bonds. So the
plan is to stick with what he described as our well constructed portfolio and look to lengthen
duration on bonds. Total fund NET of fee return for Q2 2022 was -15.13%.
6. Hans provided a few highlights related to the Trust’s financials. Donations have been
stronger earlier in the year than expected. Expenses have been very close to budget.
Edgehill closed just after the end date of the statements presented which resulted in a
$200,000 expense. Hans noted the ‘fiscal sponsorships’ that BHHT is engaged in also,
which will be tracked separately but will show up on the financials as money comes in and
goes out.
It was noted that with inflation being strong, we need to consider building that into the 2023
budget.
The meeting adjourned at 10:30am.
The next meeting is planned for October 2022 at 9:15 at the Library OR on Zoom.
Submitted by Marcia McKeague, Blue Hill Heritage Trust Treasurer
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E
Governance Committee Meeting - Minutes
July 28, 2022, 9:15 AM – 10:15 AM
Attendees: Alt, Haskell, King, Parish, Webber (Board); Carlson (Staff)
Meeting Start: 9:15 am
1. BHHT Personnel Policy and Benefits Plan
The committee proposes modifications to the BHHT Personnel Policy and Benefits Plan. In
accordance with discussion at June Board meeting, modifications include updates to Section
VI. Employee Performance Review and Management Process to clarify that annual
performance reviews will be documented. Other modifications include elaborating on general
elements of performance reviews and performance improvement considerations. Committee
recommends Board approval of modifications. Action Item.
2. Emergency ED Succession Plan
The committee discussed the draft Emergency Executive Director Succession Plan. General
comments underscored the importance of maintaining flexibility, having a communications
plan, documenting where key items exist, clearly identifying the chain of command, and clearly
identifying who speaks for the organization in such an event/circumstance. Discussion
evidenced the need to balance establishment of necessary framework while minimizing
unnecessary procedure. King will revise based on feedback and redistribute on or before next
Governance Committee meeting.
3. Other Research/Items
The Committee recommends that Board approval to abandon the current Membership Policy,
as BHHT is no longer a membership organization. See attached for a copy of the current
Membership Policy. Action Item.
The Committee discussed appropriate use of Executive Session. Synthesis of research to be
provided to Committee members for further discussion at next meeting. Committee rosters
have been updated. Organizational history in the process of being revised to also reflect
Carlson tenure.
4. Discuss Potential New Board Member(s)
Discussion of potential new Board member to be formalized for recommendation to the
Board at the next Committee meeting.
5. Upcoming Work
Clarification on Executive Session, establish table of contents for a future Emergency
Management Plan, onboarding manual revisions, bylaws review, synthesis of board member
skill matrix results, planned succession structure, and new board member recommendations.
Meeting End: 10:15 am
Respectfully submitted, Sarah King, Committee Chair
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VI. Employee Performance Review & Management Process
The Executive Director will conduct formal annual employee performance reviews with each staff
member. The primary purpose of formal performance reviews is to provide each staff member with
constructive feedback about their past performance; to set goals for future performance; and to listen
to any staff member concerns, input, or questions. This noted, the Executive Director and staff are
encouraged to discuss performance and goals on an informal day-to-day basis, and any concerns,
input, or questions as they arise and not wait for the next performance review.
Each staff member will be advised well in advance of an appointment for the review, so that they have
time to prepare their thoughts and complete an employee Self-Evaluation Form to provide to the
Executive Director. The Executive Director and the staff member will then meet to review
performance. Performance reviews will generally include the following elements:
● Review of work completed the previous year (both planned and unplanned);
● Review of performance associated with work completed in the previous year. Areas of strength
and strategies for improvement may be identified and work plans (re)visited.
● Establish short-term and long-term goals and objectives.
- Short-term goals and objectives will allow employee to continue to improve their
performance and advance in their current position.
- Long-term goals and objectives will allow the employee to continue to improve their
performance and work toward long-term organizational and employee-specific growth.
- Goals shall be specific, measurable, attainable, relevant to BHHT, and time-based, as
appropriate.
● Identify resources needed to meet goals and objectives, potential challenges to reaching goals
and objectives, and expectations and timelines for meeting goals.
All performance reviews will be documented in written form by the Executive Director, signed by the
Executive Director and staff member, maintained on file, and a copy provided to the subject staff
member.
From time to time, employee performance may be determined by the Executive Director to be below
expectation. In these cases, the Executive Director will append a framework to the performance
review to establish a clear path and expectations surrounding the resolution of performance issues.
Early communication and early feedback are good ways to prevent future performance problems.
Investing time early is always time well spent. In general, employees who are performing their jobs
effectively and meeting expectations will not need a performance improvement plan.
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Executive Committee Minutes
July 8th, 2022, at the BHHT Office
Committee Members Present: Hannah Webber (via phone), Sarah King (via phone from 9:10
onward), Marcia McKeague, Samantha Haskell, Norm Alt; Staff Present: Hans Carlson
The meeting was called to order at 9:05. The minutes of the May 13th, 2022, meeting were
unanimously approved.
Financial Report: Marcia reported the bank accounts remain in good shape, but the investment
accounts are down significantly due to overall market volatility. The Schwab account is down 13.5%
YTD, which is in fact better than the overall market average. The Finance Committee has been
paired with an interim consultant from Bangor Savings Bank, and will eventually be matched with a
new long-term advisor. Hans reported that the operations budget is rolling along with approx.
$250K in combined unrestricted and restricted funds in the account. The operations account is
notably higher at the start of Q3 than at the same time in previous years. Cheryl is lined up to
conduct our audit, but is running behind on the anticipated schedule and has yet to begin.
Governance: Sarah updated the committee on the work of an ad hoc committee (Hannah W.,
George H., and Sarah K.) that is creating an Emergency Executive Director Succession Plan. A draft
will soon be finalized and presented to the Exec. Director, Assoc. Director, and Dev. Director for
feedback. A final draft version will be presented to the Governance committee at the end of the
month, and then to the Board at our October meeting. Hans is working on a planning document for
internal staff emergency succession, which will also be available for the Board to see at the October
meeting. This document will cover short term absences and temporary hires as well as retirements
and unforeseen long term or permanent departures. The additions to the Personnel Policy which
were recommended at the last Board meeting (on staff performance reviews and personal protective
equip.) will also be reviewed at this month’s Governance committee meeting.
Marcie has concluded her coaching sessions, and a final meeting with the ad hoc committee
(Hannah, Samantha, Brendon) is being scheduled. She will also provide a full report to the Board.
Project Updates:
Edgehill: The closing should occur imminently, and a public access plan will be developed shortly
thereafter.
Allen Blueberry Field/Togus: We are in the phase of “due diligence” for grant funding, with likely
completion by the end of the year. MCHT partner Ciona Ulbrich has indicated they still intend to
bring 200K to the project from off-peninsula funders. Due to the fact additional appraisals and
surveys will be required, and the increase in proposed stewardship funding, the committee requested
a breakdown of the new total income and expenses for the next Board meeting.
Bill Brown Lots: Hans has heard from him, and he is likely to be around in mid-July for continued
communication about the potential conservation deal.
Bobby Vaught property: Mr. Vaught owns approx. 800 acres on Wights pond in Penobscot, a piece
that BHHT has had on its radar in the past, which comes close to abutting the Weinland preserve.
Hans has opened conversation with him about a potential conservation easement on the piece. A
discussion followed in the meeting around BHHT’s approach to easements, with the general
consensus that although fee acquisition is the preference, there are still occasions in which
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easements are appropriate and useful, particularly as potential stepping stones to more secure
conservation terms.
Howell Farm: A full suite of soil tests, including PFAS, is still planned. The lease continues month
to month, progressing towards a final agreement. Mr. Giordano is in the process of identifying what
existing equipment will be included as assets to the farm. It was suggested that we approach this
property as an opportunity to take a leadership position on farming practices, particular agrovolteics
and anaerobic digestors for energy production. It was agreed that a conversation at the Board level is
warranted around our perspectives on our philosophical ethos around land “use” vs. “management.”
Organizational Restructuring Ideas:
Hans shared his thoughts around potential staff increases in the next few years. Both George and
Chrissy are interested in having a hierarchical structure with staff reporting directly to them; Landere
could focus specifically on schools and Beth could move to Outreach with a new hire for admin
work. Als additional staff capacity for accounting (a “business administrator”) could help. The
committee also discussed physical space expansion; Hans currently has a contractor lined up for
next spring to build a conference room at the Knight Building, the new Equipment Barn in Surry
could be renovated to include Stewardship Staff office space, and the barn structure at the Knight
Building could also become available for office space in the future. A more formal sketch of
potential staff and space increases will be presented at the August meeting.
With no further business, the meeting adjourned at 10:05.
Respectfully submitted,
Samantha Haskell, Secretary
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Strategic Initiatives Committee Minutes
Zoom, July 19, 2022
Members Present: Mary Barnes, Randy Curtis, Samantha Haskell, Sarah King, Hannah Webber,
Hans Carlson, George Fields, Sandy Walczyk. Interns Apple and Emily attended.
Absent: Samantha Haskell, Johanna Barrett, Tate Yoder
The meeting was called to order at 5:15
•

Approval of the minutes for the June 21, 2022, meeting was tabled until the August meeting.

•

A report from Rachel Bouvier is expected to be presented to the SI committee on or before
the August meeting. The September meeting will include a presentation from rbouvier
Consulting. Interested Board members are welcome to attend the September meeting.

•

Discussion for the remainder of the meeting initially focused on gaining alignment for
approach to the climate change portion of the Conservation Plan; however, evolved into a
discussion surrounding the general approach surrounding the development of the
Conservation Plan. It was generally agreed to be important that the process include a
tangible aspect that promoted the continued written development of the Plan and that the
staff should drive written development with direction and input from the committee.
On or before August 16, 2022, staff will draft a revised section of the Conservation Plan
discussing the themes, goals and tools surrounding climate change to present to the SI
committee for strategic input and review. Themes will generally be driven by the document
initially provided by Hans; goals and tools, as well as clear measurable steps and timeframes
for implementation will be elaborated on by staff. A draft template was shared with the
committee (and emailed to staff) by Hannah Webber – this template generally calls for
illumination of a theme, identification of goals and tools, and establishment of an actionable
plan. It is expected that the climate change section will reasonably mirror or include all
elements of the template.
If it is determined that this path forward is effective (by consideration of the process at the
August meeting), this approach may be adopted moving forward on a multi-section by
multi-section basis.

The meeting adjourned at 6:09.
Respectfully Submitted by Sarah King.
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Development Committee
July 26th, 2022 9:00 am
BHHT Office, Outside
Present: Mary Barnes, Kate Tomkins, Randy Curtis,
Staff present: Chrissy Allen, Hans Carlson, Summer Interns
Absent: Doug Cowan, Hannah Webber
Meeting commenced at 9:06 am
1. Unanimously approved minutes from past meeting.
2. Annual Operating Campaign numbers YTD as of July 21, 2022
2022 YTD $144,666
2021 YTD $103,842
Donors:
New Donors: 45
Consecutive Year Donors: 178
Recaptured (lapsed) Donors: 86

Donors:

New Donors: 96
Consecutive Year
Donors: 161
Recaptured (lapsed)
Donors: 91
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All Seasons (monthly) donors are growing steadily. Recaptured donors have decreased a bit
compared to 2021, but that may be because we are running low on former donors to recapture.
While new donors are lower this year, total giving is still trending significantly higher than last year,
which was a record fundraising year.
3. Grants and Fundraising Update
A) Wallamtogus Fundraising – Major grants have been approved over the past few months
– LMF @ $400k, and USFS Community Forest for $326k. Grant funds approved for
Togus now total: $965k. With individual and private foundations contributing a total of
$619k. For a total of $1,584,276 raised/approved for Togus.
B) Other Grants: About $50k is pending with donors for non-Togus projects. The
interns have been working on proposals for an accessible trail at Edgehill. These will be
submitted to donors this summer.
4. HS Events
A) The cocktail party at Kitty Clements’ house was well attended and talking points were
well-received by donors. It was noted that about 1/3 of the BHHT board was not in
attendance. This party was a top priority for HS stewardship in 2022, and moving
forward the Development Committee would like to have as close to 100% board
attendance as possible at future priority events. It was also noted that some Kitty’s nonHS neighbors were not invited to the party, and felt a bit snubbed. Randy invited and
encouraged them to attend. Some did, some didn’t.
B) The August HS event will be a party at Dan’s Flower Farm in Sedgwick. The focus will
be on the connection between Dan and Leslie’s work – farming and painting - and
conservation. This location is a great place to make the connection to the importance
of conserving land in the interiors of our towns, and can hold up Sedgwick
conservation as an example to other towns.
5. Community Conservation Celebration – August 11, 2022
This event will be from 6-7:30 on the mountain with Planet Pan providing music. There will
be a scavenger hunt and face painting hosted by the interns, a brief talk about the
importance of community support by Hans and Chrissy, Landere will read a poem, and then
at the end attendees will be invited to join for a hike to the top of the mountain to watch the
full moon rise. This event is open to everyone.
6. Summer Donor Stewardship – ongoing. Some on the committee have had trouble
connecting with people, others have had dinners, walks, and planned meetings. Some initial
feedback: some are missing the sit down dinner of years past, and hope that it might come
back in some form in the future.
7. Publications and Communications
A) Committee quickly reviewed and provided feedback on a draft of the planned giving
brochure. Development of this brochure has been assisted by Tracy Curtis.
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B) Story of Wallamtogus mailer (large post card) was not yet printed at the time of meeting,
but has since been sent out in a large donor mailing.
C) Recognizing the need to streamline external communications, staff have revamped email
communications so that one email is sent weekly, on Sunday mornings, outlining the
BHHT events happening during the upcoming week. Feedback on this approach has
been positive.
8. Development Committee
Need for additional Dev Comm members. Some ideas were discussed. Board members are
encouraged to share ideas for new Dev Comm members. Please reach out to Kate with
ideas.
9. New Business
Considering the issue of neighbors feeling snubbed by not receiving an invitation to Kitty’s
HS event: going forward we will consider inviting neighbors to future HS events, in
consultation with the hosts.
10. Adjournment – 10:48 am
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Development Director’s Report
August 2022
Hi All- Below, please find highlights and updates from the Development Desk.
•

Donations to Date – Things are still looking good, and donations continue to be ahead of
last year. As of this writing (8/4) we have just over $152k in unrestricted contributions (2021
was $120k). Please see the Dev Comm Minutes for more information.

•

Grants & Foundations- WALLAMATOGUS!!! Wallamatogus is fully funded! With the
award of the $400k Land for Maine’s Future, $326k USFS Community Forest Grant, and
$200k anonymous foundation grant we have been pushed well across the finish line. We
have closed fundraising for this project, however, in an upcoming press release there will be
an invitation for community members to contribute to a “project fund” for the Community
Forest Committee to have for things like benches, a horizon map, etc. A major press release
is in the works, including statements from Senators King and Collins and Congressman
Golden.
At the last board meeting I was asked to put together an estimate of how long the Togus
grants took to complete. I have included both a spreadsheet on the time spent on grants, as
well as the total funds raised. Happy to answer any questions.
The interns and I have been working on grants throughout the summer. Most are still
pending. Projects include: Edible Landscape, Accessible Trail at Edge Hill, Woodbank
Support, Indigenous Projects (Sweet Grass Survey, Ancestral Paddle 2023, Educational
Outreach and Landscape Restoration with Schools, Indigenous Speaker Series, Historic
Signage), Signage at Caterpillar Hill, and Beavers.

•

Heritage Society & Steward’s Circle Events- These continue to go really well! We have 2
in August. The interns did their sweet presentation last week and then on the 27th we have
the 2nd cocktail party of the summer at Dan’s Flower Farm and Leslie Anderson Studio.

•

Summer Stewardship Efforts- The Development Committee is working on their
summer/fall stewardship list. This is helping to cultivate deeper relationships and, in some
cases, ask for increased funding or discuss the possibility of project funding or planned gifts.
Some contacts, however, are simply to get to know new donors and form what we hope will
be long lived relationships.

•

Publications- Our story mailer about Wallamatogus has gone out and looks great (thanks
Beth!). We have also changed up our e-newsletter strategy for event PR, and Beth has taken
most aspects of communications over from Landere so we have more consistency in our
branding and messaging. Event e-news now goes out monthly (with the snapshot of the
whole month) as well as weekly (with an update on the week ahead). We have received
numerous positive notes and calls about this change.

•

Accessibility- As I mentioned last meeting, I am spearheading a state-wide workshop for
land trust and public landowners on October 5th. I also recently participated in leading a
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New England wide webinar on this topic for the Land Trust Alliance and have been asked to
be a guest on Maine Public’s Maine Calling on August 18th. We have had some nice coverage
about accessibility in the Bangor Daily News and Ellsworth American as well. Our accessible
trail at Hundred Acre Woods opens on Thursday the 11th at 10am, join us if you can!

-Respectfully, Chrissy
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