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LETTER FROM THE LAKE MANAGER

It is my pleasurdo presenthe Strategid?an forthe Cherokee Water Company

This plan reflects the input of shareholders, business partners, board member:
and CWC staff. This effort represents the first formal, organizatide, issues
driven strategic plan in the compan

CherokeeWater Company began the strategic planning process in the fall of
2020. Qur mi ssi on, Vi sion, and valu
eight key priorities: Strategic Planning, Governance, Enhanced Financial
Management, Infrastructure, Human Resesr Security and Safety, Quality of
Life, and Communication.

We developed the goals and action plans in each area through extensive analys
of shareholder needs and desires, local and national trends, and informatior
provided by subject matter expert®ur strong commitment to maximize
profitability for Cherokee Water Company and provide an exceptional quality of
life at Lake Cherokee underlies every strategic goal and will guide us for the next
several years.

This plan is a tool that clearly commuait es Cher okee Wat
priorities and will direct the development of the budget and future projects. | am
confident that this yearod6s exercise
management of Cherokee Water Company with the diverse refedsr
community through its emphasis on accountability, collaboration, innovation,
and efficiency.

| want to convey my appreciation to the shareholders who provided their time
and input to the process, the board for their leadership, and Cherokee Wate
Company staff for their hard work and commitment.

Sincerely,

Lake Manager
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INTRODUCTION

Cherokee Water Company (CWC) is a-foofit corporation that owns and manages
Lake CherokeeL a ke Cher ok ee6s communiwyacteated inrl@48,i d
stretches acr oss t h-shapédashoeline. Eexlp af thevl,500h g
residenti al | ots is assigned a fshare
board of directors and entitling the shareholder to allltbeefits and amenities
available

Only minutes away from Longview, Texas, and within easy reach of Shreveport,
Dallas, and Houston, Lake Cherokee is an exclysivate, residential community
that offers:

Private Patrol foSafety and Security

Emergency Servicdhrough partnerships with local districts

Street andBoat Road infrastructure

Waste Disposal

Scenic Vistas

Outdoor Recreation

Social Clubs

Family-Friendly Events

<< LKL

Being Aat homeo wilLakb Cherakeeusaktabous Nestledantthel i
heart of East Texas, Lake Cherokee provides the kind of relaxed and rejuvenating
quality of life that can only come from lakeside livifidgne high quality of life enjoyed

by residents, and visitorsis adirectiksfCh er ok ee Wat er Comp a
to the environment, enthusiasrior outdoor recreation and management of the
companybs assets

Lake Cherokee is a place people love to call hakperoximately seventy percent of
the residents of Lak€herokee are fullime residents and a little more than fifty
percent of shareholders have owned property on the lake for more than ten years

C WC a@nain sources akevenueare derived fromvater sales, leasehold duwexifees

and other income generated bynatural resourcesowned by the company
Approximately fifty percent of the operating income for the company is derived from
sources other than annual leaseholder dues which allows the company to keep the du
at a reasonable rat€WC hasalsofared wellduring therecent economiapheaval
causéd by the pandemibecause of its mostly stablevenues, a healthy reserve fund
position andhe fact the company has outstanding debt.
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VISION, MISSION & VALUES

Vision:
To maximize profitability and create @h
absolute best private lake community both
todayand for generations to come.

We are committed to providing
exceptional protections, preservation
and management of Cherokee Water
Companyand ourcommunity by striving
for excellence in all we do.

Values

Integrity - Excellence Mutual Respect
Collaboration- Happiness

EcCcoNOMIC , ENVIRONMENTAL & SOCIAL FACTORS

Economic Factors include the fiscal health of theompany, talent
management, andreaton of anatmospherevhereindividual and service
provides valuesalignwith thecommunity

Environmental Factorsinclude water, land anglcosystenprotection

Social Factors include a high quality, safecommunity andquality amenities
includingrecreationahnd green spaamptions.

Factors common to all areas include strong partnerships and
commitmentto a high quality of life.
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GUIDING THEMES & PRINCIPLES

Cherokee Water Compamyantsto provideoutstandingervicego thecommunitywhile
cultivatingan outstandingprganizational culture for its employe@® achieve this vision,
both internal and externaerviceswill be implementedaccordingto organizational
values.Residentscan not only expectto receivegreatservice butwill also have the
opportunity to engage with decision makers, provide input regarding the way resourc
areallocatedandhaveaccesgo informationin atimely andtransparentnanner.

We will work continuously toimprove eight key priorities Strategic Planning,
Governance, Enhanced Financial Management, Infrastructure, Human Resourc
Security and Safety, Quality of Life, and Communicatidhe budgetwill be divided
amongtheseeightkey priorities, andrevenuewill be allocatedo supporipolicies projects
andinitiativesthatdrive improvementin these areas

O & 0 ©
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PRIORITY SUMMARY MATRIX

MISSION
’ PRIORITY GOALS
VISION, VALUES
1. Implement a strategic
STRATEGIC plan that drives decision
e PLANNING making, budget and
operations of Cherokee
@ Water Company
IMPLEMENT 2. Developa Lake
COMPREHENSIVE Cherokee Community
STRATEGIC Master Plan
PLANNING 3. Createa Long-Range
Financial Plan
VISION: - GOVERNANCE 1. Refine the structure of
To maximize profitability the Board of Directors to
and create theabsolute maintain efficient and
best private lake IMPROVE effective governance of
community both today GOVERNANCE CWC
and for generations to STRUCTURE AND

come.

VALUES:

Integrity -Excellence
Mutual Respect
Collaboration- Happiness

COMMUNICATION

FINANCIAL
MANAGEMENT

O

ENHANCE THE
FINANCIAL
PLANNING MODEL
FOR CWC

2. Improve participation
in Board electiors

1. Enhancethe revenue
planning process

2. Enhance expense
reduction planning
process

3. Enhanceproject,
capital, reserve and
investment planning
processes

4. Create of Business
Risk Assessments for all
lines of business
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MISSION,

PRIORITY GOALS
VISION, VALUES
1. Developa Natural
Resources Plan
INFRASTUCTURE 2. Develop a
beautification plan to
enhance the look and
- ENHANCE feel of the Lake
\ INFRASTRUCTURE Cherokee Community

VISION:

To maximize profitability
and create the absolute
best private lake
community both today
and for generations to
come.

VALUES:

Integrity -Excellence
Mutual Respect
Collaboration- Happiness

PLANNING AND
MAINTENANCE
PROCESSES

HUMAN RESOURCES
783
CREATE A WORK
ENVIRONMENT
THAT FULFILLS
THE MISSION,
VISION AND VALUE
STATEMENTS OF
CWC

SAFETY AND
SECURITY

©

CREATE THE
APPROPRIATE
BALANCE BETWEEN
SAFETY
SECURITY AND
RULES AT LAKE
CHEROKEE

3. Developa Road/Boat
Way Management Plan

4. Develop formal
Facilities Maintenance
Plan

1. Recruit and keep
gualified employees

2. Validat e staffing levels
are appropriate for
organizational efficiency
and effectiveness

3. Automate processes to
enable staff to provide
efficient, effective
operations and customer
service

1. Evaluate current
structure for potential
opportunities for
improvement

2. Create safety
conscious shareholders
and guestghrough
partnerships and
education

3. Research and develop
potential resolutionsfor
access limitations
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MISSION,

VISION, VALUES PRIORITY GOALS
I’
QUALITY OF LIFE
\ 1. Create more
@ opportunities for

shareholderinteraction

ENHANCE SERVICES : :
and relationship

AND AMENITIES

KEEPING building
SHAREHOLDER 2. Create astronger
VISION: DIVERSITY TOP OF sense of community
To maximize profitability MIND
and create the absolute
best private lake
community both today
and for generations to
come.
COMMUNICATION
@ 1. Enhance
communication between
PROVIDE CLEAR, Board of Directors,
CONCISE shareholders and CWC
COMMUNICATION management and staff
TO SHAREHOLDERS
AND EMPLOYEES
VALUES:

Integrity -Excellence
Mutual Respect
Collaboration- Happiness
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STRATEGIC PLANNING @

Implementing and maintaimg a Strategic Plan is critickd Cherokee Water

Company(CWC) becausdt provides a sense of direction and outlines measurable goals. It is a
tool that will be used to guide dag-day decisions and evaluate progress and change moving
forward. The strategic plan is organized by Priorities. These are thelbigh business

strategies on which CWC will focus over the term of the plan. The directions closely align witr
the vision, mission and corporate values, and address major issues identified during the
community assessment process.

Development of the priorities nsidered not only the opportunities and potential projects
identified, but also research to identify best or promising practices. These priorities also
represent deliberate strategic decisions made by the Board of Directors and CWC manageme
Each prioriy includes goals and action plans that address specific weaknesses, opportunities
threats.

Ongoing enhancement, development and assessment of the planildibridges and foster
closer relationships with shareholders and employees. lalalv employees and shareholders

to realize that there is a plan for the future and will provide information against which CWC ca
evaluate and measure performance and success.
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(GOVERNANCE

Reviewing and adjusting the governaisteicture for Cherokee Water Company is a
priority because high performing governance structwandeliver quality, desired services
through soundiscal managementransparent and collaborative decismaking, and efficient
and effectivgoroject management.

Cherokee Water Compamalues community engagement and involvement in the planning and
decisionmaking process, as well as coordination and profselving withthird party subject
matter experts.

Our commitments to a process of cdinuous improvemenRkevenues and expenditunegl be
prioritized and balanced with values, challenges and opportunities.

A high performing goverance structurencludes:

V Effective and efficient local governance

V Fiscal sustainability anttansparency

V A collaborative approach to problem solving

V A superioworkforce that strives for continuous improvement.

V Solid practicesdriven by data, to solve problems, pursue opportunities and develop
solutions.

V Promoting a valuedriven organizatioraculture that reinforces ethical behavior,

exercisegransparency and maintains public trust.

FINANCIAL M ANAGEMENT

Fiscalresponsibility should always be an important prioaityd we are committed to

sound financial managemem/e will be good stewards afl the revenue of the company
including assessments and fees by planning for and delivering cost efficient operations,
infrastructure, maintenance, facilities and progra@WC will accomplish all tasks and future
enhancements through financial forecasting and analysis to optimize the use of cash. Financi
oversight willremaina collaborative effort involving the Board, tRenan@ Committee,
Managementand an independerttitd-party audit firm. This process will ensure maximum
transparencynd will allow CWC to balance its shadrm and longerm goals with the

respective needs.

Enhancing theurrentpolicies, procedures and procesasdlss e cur e CWCOs f i n:
identifying and prioritizing financial goals and highlighting the steps to achimszgoals In
addition,clear and concispolicies will enhancéhe commitment and motivation of employees
and management to achieve tlgamizational goals and objectivasd enable them to make
informed decisions

Strong capital, reserve and investment policiesalsibhelp ensurghat resources are utilized
in the best possible manner at the least comstlieve maximum return on investment.

10| CWC Strategic Plan 20222027



| NFRASTRUCTURE

Infrastructureplanningis a top priority for CWC aw/e plan for improvements and

future development. It is essentialdevelop and maintain safe and reliatldaed and boat ways
addressanyadditionalinfrastructureneedsandto enhancehe beauty and value throughout the
community.Priority will be given to managing existing infrastructared making ihighly
functioning and well maintained.

Any new development or growth plans will ensitive to natural resources and landscape.
Streetand signagéesignwill focus on style and structutkat blends transportation, social and
environmental amenities, and proegh variety of benefitthatcreate a sense of place and
quality. Land acqtsition or developmentill focus onadditional space famenitiesparks and for
walking, hiking and other activities.
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