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changed
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everything





Background in legal support and nonprofit 

work.

Records management

LTA accreditation renewal

Board liaison / Corporate Governance

Conservation team support

Best practices

LEIGH ROSS

“I’m an indoor cat.”

Legal Assistant & Records 

Manager
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Bylaws Conservation Policies

“...approval of a conservation 
transaction means any approval 

to acquire, sell, amend, 
transfer, gift, or accept a gift of 
a conservation easement or fee 

interest in land…”

Delegation Policy
“All PEC land transactions shall 

be subject to approval by the 
PEC Board of Directors, which 

may be through the Executive 
Commiee and/or Land 

Conservation Commiee, 
acting in accordance with PEC 

by-laws.”

“The Executive Commiee 
shall have and may exercise 
all the powers of the Board 

of Directors subject to 
general policies established.”



DEEPER DIVE

BYLAWS

(a) all proposed gifts to 
PEC of conservation 
easements and interests 
in land.

(b) all proposed 
purchases of easements 
or interests in land by 
PEC.

“...which approval may be 
through the PEC Executive 

Commiee and/or PEC 
Land Conservation 

Commiee, acting in 
accordance with PEC 

by-laws.”

CONSERVATION
POLICIES



KEEP READING

BYLAWS 4
(a) all proposed gifts to PEC of 
conservation easements and interests 
in land.

While the LCC may refer consideration 
of any proposed gift to the FULL Board 
of Directors, the Commiee shall have 
the authority to accept on behalf of PEC 
donations of conservation easements 
and of fee interests in land…

(b) The LCC shall make 
recommendations to the PEC Board 
regarding final decision on whether PEC 
should purchase or dispose of an 
easement or fee interest in land, and all 
decisions regarding such transactions 
shall rest with the FULL Board.



DEEPER DIVE

CONSERVATION
POLICIES

“...which approval may be 
through the PEC Executive 

Commiee and/or PEC 
Land Conservation 

Commiee, acting in 
accordance with PEC 

by-laws.”



GOALS

PROCESS

STAKEHOLDERS

1.

3.

2.



GOALS

Eliminate contradictory rules2.

1.

Standardize terminology

Ensure compliance

4. Improve clarity

3.



“

Board of Directors Acquisition Staff

Finance Department

Lawyers Service Providers

Landowners

Partners

Stewardship Team

AdministrationRisk Management Committee

Governance Committee
Executive Committee



PROCESS
Identify Project Leads1.

2.

3.

Comment Period

Review and Refine

4. Hand O



Policy sets the WHY

Standard sets the WHAT

Procedure sets the HOW

Document Category Document Name Last Revision Date Owner

Policy Conservation Policies 2016

Standard/Guideline LTA Standards and Practices 2018

Procedure/Process SOPs varied

Charter/Operating Model Mission Statement / 
Strategic Plan

2023

PROCESS



Virginia Code and 
Regs

Legal Review

How many layers of 
review is enough?

Change 
requirement 

related to title 
insurance?

LTA Standards & 
Practices

PEC Bylaws

Conflict of Interest, 
Ethics, etc.

Waiver of secret 
ballot.

PROCESS
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Compliance Eiciency Opportunity

How many layers of 
review is enough?



Q1 2025 Spring Fall
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TIMELINE Phase 1 Phase 2 Phase 3

PEC Board adopts 
amendments to 

Bylaws

- Sta meetings

- Group review and
comment period

- More meetings

FallQ1 2025 Spring Q1 / Q2 2026

Phase 1 Phase 2 Phase 3 Phase 4

- LCC review

- ExCom review

- More meetings

- All the meetings

- LCC rec’dation to 
Board

- 2025 Roadmap

- Informational and 
prep meetings

Summer

- Small group 
meetings

- Refinement

- Legal review

Winter 25/26

- PEC Board review and 
adoption

- Piedmont Foundation 
review and adoption
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- 2025 Roadmap

- Informational and 
prep meetings

- Legal review

- Draft Amendments

- More meetings

- Refinement

- Review and Discussion 
across Commiees

- All the meetings

December 25



This year!

Easement

Process

Guide

Guide and 
Procedures.

Evolving 
technology and 
mapping.

Mountain of 
Memos

Recordkeeping 
Policy

EPG

Ethics Monitoring
Conflict of Interest

Related parties.

Ensuring timely 
disclosure.



Ensure all policy 
revisions align 
with current laws 
and regulations

Establish a clear 

process at the 

outset with 
identified roles 

and timeline

Communicate 
early and often Regularly evaluate 

eectiveness

KEY 
TAKEAWAYS



Q & A



THANK 
YOU! LEIGH ROSS

lross@pecva.org


