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Introduction



LAKE 
SARA

How Can You Start a Project Without $$$?
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Presentation Notes
No, you really can’t procure barges and tons of rip rap for $25 a day.  It costs “tons” of money to procure and lay rock for breakwaters, however, when you first kick off a project you don’t have any money to spend on anything.  If approached correctly you can organize your team, develop plans, and manage project operations with minimal expenditures of funds.



Since Erosion Control Committee 
Creation during June, 2007:

• 3,900 of Transitional Wetland 
Breakwaters Constructed

• $306,000 Construction 
Expenditures

• Less than $1,000 spent on 
admin, research, design, & 
project management
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Presentation Notes
To illustrate this point here’s our team’s first two years experience.



Lake Sara - Effingham, IL
• 536 Acres
• 7,700 Acre Watershed
• Part of Upper Little 

Wabash Watershed
• On Impaired Waters List
• Governed by Effingham 

Water Authority
• 3 Board Members, 1 

Superintendent & 1 Full 
time employee

• Approx. 450 Residences
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Lake Sara physical & organizational background




Over 5 Miles of 
Unprotected 

Public Shoreline
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Lake Sara’s publically controlled bluffs have been unprotected from wave erosion for more than 50 years.  The bluff’s sedimentation is a major cause of the lake being included on the Impaired Waters List.




Bluffs Erode an Avg. 10”/Year
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Our erosion progress is very similar to Lake Kinkaid’s history.



High Waters of 2009
Cut Some Bluffs 2 –3 feet

Presenter
Presentation Notes
The unusually high waters of 2008 & 2009 have led to significantly higher erosion rates.




Original slope when
reservoir is filled Eroded slope

Breakwater installed
-Slumped overhang
-Sediment accretion
-Vegetation establishment

Transitional Wetland Breakwater Process

Presenter
Presentation Notes
Our team benchmarked other lakes, university research & vendors for best practices.  Selected Transitional Wetland Breakwater Process as the BMP to pursue.  Special thanks to John Severson, Southern Illinois U. for sharing his research.  Must reading if doing shoreline stabilization.



22
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Mid-America Dredging spec.  If you haven’t met Hank Sutton, do so.  He’s the expert & also a heck of a nice guy.



Barge 
Laying 
Rock
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Mid- America’s process. Note only 3 people, plus one at the loading dock.  If you get enough volume you can use 2 barges which takes one more barge operator. The barge & labor is roughly ½ of the overall project costs.  Building breakwaters by barge avoids disturbing upland woods and habitat.



Gypsy Point
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One of three locations, totaling 1,000 feet which  we constructed in 2008 to serve as demonstration sites and to prove out our processes.



Presenter
Presentation Notes
This slide illustrates construction accomplished to date, as well as future planned initiatives.  The team created a private residential program which allows lake residents to contract with the barge company to refurbish dilapidated old wooden seawalls or unprotected private shorelines.  The first year of the Resident Program was a big success with more footage constructed than the EWA public project.  The added plus is that for every linear foot of private construction, the resident contributes $10 to the Lake Sara Forever Foundation to defray barge mobilization and other fixed expenses.
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This is a project management model we’ve developed. We’ll only be covering a few elements of this chart today, however, to manage a project all these elements must be addressed.  Its like a football team…in order to win you have to have more than a star quarterback.  If your left tackle’s no good, your quarterback will be in the hospital within four pass plays.  



This Presentation’s Focus
•Minimizing Project Development Expense

•Team Formation & Recruitment

•Zero Cost Benchmarking & BMP Research

•Project Engineering on the Cheap

•How to Get the Real Money to Execute a 
Project

Presenter
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These are the elements we’ll focus on today.



Team Formation
• Lake Residents have great skill sets
• Network or use news article to recruit
• Someone with a copy machine & 

presentation equipment is VERY useful
• PowerPoint skills come in handy
• A Licensed Professional Engineer saves 

bucks on sign-offs
• Stay focused & watch out for hidden agendas
• Most important… find people with time 

available.
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If you can’t afford ( or don’t want) to hire consultants to do all the work you have to recruit people who necessary skills, experience and TIME to develop and execute the plan themselves. Included on our team are a retired IDOT District Engineer, a prior Chief Biologist for Ameren, An industrial park developer who is one of the chief fund raisers in the community, and myself with 30 years experience at Ford in logistics, purchasing, and project management.  We also have people that just know how to get the job done.



EROSION

CONTROL Uncle Jack 
Wants You!

Erosion Control
could use a few
more volunteers
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This is an example of a recruiting slide we used at one of the Good Neighbors of Lake Sara diner meetings.



“ Sounds interesting 
…. how much do you 
volunteers get paid?”

Presenter
Presentation Notes
This was the response we got from one Good Neighbor after the presentation.  When he found out that being a volunteer ends up costing you money, we never heard from him again.



Zero Cost Benchmarking & BMP 
Research

• Google Lots… see www.lakesaraforever.org
for some of our favorite sites

• Contact Universities… SIU Lake Kinkaid 
research transferred directly to our lake

• Consult with government agencies… IEPA, 
SWCD,  NRCS, ACOE very supportive

• Pick Vendors’ brains… Lake Rip Rap, Inc. 
really assisted development

Presenter
Presentation Notes
There’s lots of free information out there.  Minnesota, Wisconsin, and New York  particularly have good shore stabilization websites.

http://www.lakesaraforever.org/


How to Contact Sources
•Don’t be afraid to “cold call”

•Even if someone can’t help get a referral 
to someone who can

•Meet people face-to-face (eyeballs are 
important)

If you only phone or e-mail, you’re 
just a bunch of electrons, not a human 
being

Presenter
Presentation Notes
Calling people you’ve don’t know isn’t the most fun thing to do, but it can be very productive.  Almost every one I contacted was very supportive.  Often the second or third person referred is the jackpot of information.  People are more prone to go out of their way to help someone that they’ve physically met.



Designing on the Cheap
“It’s rock, not 

rocket, science”

Presenter
Presentation Notes
The tough research and development has already been accomplished by others.  Designing and executing a shoreline protection plan for bluff shorelines was not that technically difficult.



Engineering Surveying Tools 
Less Than $100

Presenter
Presentation Notes
This is the tool kit our team used to survey and engineer all and breakwaters and staging area construction. Almost all of it was already hanging in my workshop or garage.  The stakes are cheap rebar cut by a high sped grinder and painted to with 18 inches of the bottom.



Pole & Protractor Measure Height & Slopes

Swinging 
Protractor

Use Pencil to 
Measure > 10ft.

Presenter
Presentation Notes
The pencil is an old Boy Scout Manual trick to measure heights greater than the ten feet marked on the pole.  The swing protractor is magnetically attached to a nailer plate screwed into the pipe.  The squared plate also keeps the pipe from rolling off a boat deck.



Use 2 Measuring Sticks to 
Determine Shoreline Slope

Presenter
Presentation Notes
All you need to calculate shore slopes are two measuring sticks.



Surveying Breakwater Position

GPS Tape

Rebar Stakes

Presenter
Presentation Notes
To date we’ve surveyed almost 9,000 feet of bluffs. You don’t need engineers to survey, just cut rebar, tape, & a GPS…AND the THREE STOOGES…actually four counting me on the boat.  If the lake is at high pool you just walk the stake out to bottom of the painted section (18 inches) and measure along the stakes with the tape.  The third person records GPS references at each end and the follows the first two people retrieving the stakes.  The boatman records the data and picks the team up at the other end.  All we have to provide the ACOE on the permit is the GPS info, not the section or Mercator reference data.  We worked with the Evansville ACOE office to simplify the permitting process as much as possible. 
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This is the simple overhead profile we created for our pilot/demonstration site near the Community Building.
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This is the bluff profiles for the site, which was utilized to determine input data for IEPA TMDL impact models.  THE SWCD and EPA both accepted these simple surveys as satisfying their portion of the engineering design plan.



Illinois Volunteer Lake Monitoring 
Program Loans Instruments
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Presentation Notes
IVLM will provide volunteers both the necessary training and equipment to monitor key elements of water quality.  We are able to satisfy all the on-lake data collection 319 grant requirements via this program at zero cost. Our team regularly checks for dissolved oxygen, water clarity, and chlorophyll levels.  This program is currently under review.  It would be a shame for both the State and our lake to lose such a program.  The NRCS will also complete Bathymetric studies for no charge to the local SWCD office.



Obtaining Funds
• If you didn’t have to chase 

money it would all be fun and 
easy

• The real work starts here
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Rounding up money to support production is the hard part.



Working with Government Agencies
•Meet people face-to-face

Eyeballs again

Present a business case to demonstrate, 
need, capability, & community support

Sell, but listen for advice

Determine how your project can support the 
agency’s (or individuals) objectives

Get the key people on the water, give tours

Presenter
Presentation Notes
Convince key people that not only will your project support key environmental goals, but also will favorable support their activity's or their personal performance objectives.  If all the goals match everyone to very effectively pull together to get things done.



Favorite Government Snack

Presenter
Presentation Notes
Here’s a tip.  The officially endorsed government choice of on-board snacks is….  The SWCD folks are the champs…they can devour a bag in under 5 minutes.



If You’ve Written a Term Paper, 
You Can Write A Grant Application

Presenter
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If you’ve done a college level term paper, you can do a 319 grant application.  You’ll be up many late nights and end up with a stack of paper to match this fella.
.  




The Application Process
• Meet with the Grantor to determine best 
way to complete application & “hot button”
issues

• Cite all the research that has been done 
on the lake…303(d) Impaired Waters, 
TMDL, Bathymetry, Watershed Plan, etc.

• Stress use of “Best Management 
Practices”

Presenter
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A grantor can be just like a prof…if they tell you its going to be on the test make sure you’ve got that item down pat.



The Application Process

•Show that project is integral to SWCD 
Watershed Plan

•Stress community support, involvement, & 
outreach programs

•Double check that every issue mentioned by 
the Agency or application instructions is 
addressed

Presenter
Presentation Notes
Get the Watershed Steering Committee to endorse your project.  Get endorsements from local community groups and other supportive activities.  Our project was endorsed by the Good Neighbors of Lake Sara; Effingham County Community Foundation; the Upper Little Wabash Ecosystem Partnership, the local DNR Biologist, and all the businesses on the lake. The Effingham Daily News and Local Radio Stations also supported our efforts.



Security Cam of Tom Delivering 
319 Grant to IEPA

Presenter
Presentation Notes
This is illustrative of how I feel every time I drop a grant application or report at the IEPA Springfield Office.  I’m convinced this is where the front desk security guard takes all the packages.



Obtaining Matching Funds
•State Grants can match Federal (& vise-
versa)…e.g PWLIP for 319 Grant

•Private Foundation Grants

•EWA Increased Boat Sticker Fee

•In-kind Services – Only count after contract 
signed.  Wage rates: www.bls.gov/bls/blswage.htm

•Community Donations: Established Lake Sara 
Forever Foundation within Effingham County 
Community Foundation

Presenter
Presentation Notes
In addition to PLWIP, SWCD grants count as state funding.
Private Foundation grants are great because you get the funds up front and don’t have to worry about cash flow issues waiting for reimbursement. Another advantage is that many of the foundations don’t require status reports.
$20 of the Water Authority boat fee increase was dedicated to erosion control. Residents, fishermen, and on lake businesses all supported because they could see the money going directly into improving the lake’s environment.  There were way fewer complaints than expected.
In-kind services, particularly if it’s a direct substitute for production costs, such as using an Authority truck or loader in lieu of renting equipment can reduce local costs and ease cash flow management.
If you handle publicity right and create demonstration sites that people can physically see what you’re proposing, and that your group is capable of using their money effectively, people will financially support your efforts. Creating a Foundation will provide income tax offsets and further assure that the funds will be treated properly.


http://www.bls.gov/bls/blswage.htm


Lake Sara Forever 
Foundation

Shoreline Protection
Campaign

www.lakesaraforever.org

www.effinghamfoundation.org

The Effingham County Community Foundation
Handles All Our Accounting & Tax Work 
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Lake Sara Forever is a fund managed by the Effingham County Community Foundation.  ECCF handles all the administrative functions.  Lake Sara Forever controls disbursements. Link up with a umbrella foundation such as this if any exist in your area.  Its one headache removed if you can.

http://www.lakesaraforever.org/


Cottage Owners Are 
Passionate about Their Lake

•Phone Solicited Top Potential Donors

•Mailer, with Brochure, to All Residents 

•Newspaper Article about Fund Drive

•Within Three Months:

$40,000 Cash Contributions

$150,000 Pledged over next 5 years

Presenter
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The Top 10% will contribute over 80% of the bucks.
The Brochure has proved very useful not only for fund drives, but also for educational purposes.  
We got the local beat reporter on the lake for the first time.  We also provided fact sheets to give him background info.
Our team also did radio interviews, boat show booths, speaking engagements to get the message across.
The response was beyond our wildest expectations.
The power of that response is that we can guarantee a Grantor that we will be able to cover the match. It also will proved seed money for future pilot initiatives such as galleys and ravine erosion control.
An interesting twist to the Foundations contributions was the creation of the Resident Breakwater Program, which required the resident to contribute $10/lieal foot of repaired seawall or breakwater.  The program constructed 3,200 feet this year and we’re already getting calls for next year.
We expect a cumulative total of $200,000 cash and pledges by year end.



$$$
$

Time

Skills

Project Management is a Juggling Act

Presenter
Presentation Notes
To quickly summarize what our team has learned over the past two years… if you can juggle the right skill sets and find enough time, you can avoid spending a ton of admin money and use virtually all your money to lay rock or whatever is your real end goal.
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