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	Step 1: Share Watershed Vision and Desired Outcomes (Results)
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	“Change is either a force to be feared or an opportunity to be seized. The choice is ours.”

Dr. Janet Lapp


About This Step – This step is designed to accomplish 7 things:
1. Provide a measurable context or relevance for monitoring and assessment activities by the following progressive activities, first, develop a shared watershed vision, what you want your watershed to look and the organisms in it to behave like, ultimately, or modify an existing vision and/or reconnect with an existing vision.  This vision is what the monitoring and assessment plan is accountable to and designed for.
2. Next, identify the individuals, group or entities that are “keepers” of this plan.

3. Next, identify of Individual and Organizational Values.
4. Next, develop a list of desired outcomes (results) for our watershed vision. These are results that if you measured would indicate vision success. 
5. Next, identify possible outputs (activities and target audiences) for each outcome. Start with activities. Identify all activities including but not limited to, monitoring and assessment (M & A). 
6. Next, identify target audiences for each monitoring and assessment activity. Each activity must have a target audience, thus for each of M & A activities produce a general list of possible decision-makers to influence. 

7. Last, summarize, for each M & A activity, use a tool called the Logic Model, to illustrate and communicate how outcomes / results and associated activities and target audiences are connected to each other and the larger vision. Also, identify what inputs, external factors and assumptions accompany the outcome/output list.

Why Do This Step?

To manifest change. A dead fish will always “swim” downstream. Without a connection to a clear and empowering vision, the results of our efforts “default” to downstream. We want to know where we our watershed is going, be able to visualize, feel and articulate that end point and plan from that vision. A clear, shared vision is the foundation and focus of why we monitor, assess and take action in our watershed. Our watershed vision is the ultimate long term benchmark, end zone or finish line. 
I can have the greatest map of Chicago and an address I want to visit, but if I am in L.A. it doesn’t matter. I can hire 10 drivers and if they too have a map of Chicago, they can’t help me in L.A. either. I can take a bus, taxi or drive around L.A. myself for months, but still won’t find my destination in Chicago. We want to work smarter not harder. Visions can seem altruistic and unreachable at times but they are our hearts desires, our dreams and it is imperative we make our day to day work remain connected to our vision. 

You can still be effective without a mission or lack of connection to a mission, but real change comes from someone who saw that “it” could be different and manifested that vision. Humans manifest what we think, say and feel, thus we must devote some of our precious life energy to visioning, creating and connecting to that creation. 
A shared vision is even more powerful equating to a larger success than anyone individual might achieve alone, focused synergy. If we all have a similar view of what the world could look like, then together we have a better chance of achieving it. This happens because we take the time to vision, share that vision and connect with others. The process of sharing a vision includes inviting the people who have common values and interest in the outcomes to participate in experiencing, shaping, refreshing, or defining the vision and values guiding the project. The process for creating a shared vision and outcomes might include designing and conducting a visioning event and then disseminating, marketing and gaining endorsement. 
To create synergy. What we each choose to do originate from our individual personal values and heart desires. The perfect vision for all our lives would be a life in which all our individual values were constantly honored. Organizations also have values, spoken or unspoken, for which they employ to manifest their missions. In theory, individuals within an organization will have some common individual values with those of the organization. This alignment can happen without ever identifying organizational values or individual values. When alignment does happen there is a synergy everyone experiences. 
When alignment does not, conflict usually arises. Often the source of conflict is a perceived violation of an individual value or organizational value. Lack of alignment is an unnecessary source of energy drain, misunderstandings, unmet expectations, position cementing, direction creep, wasted resources and miscommunication. We can avoid needless suffering, conflict, be authentic in achieving our vision, mission and outcomes, if we can identify our individual values, organizational values and the commonalities or lack of. Consciousness about our values, individual an organizational, become a tool to strategically align you with volunteers, partners and stakeholders with common values or can accept difference from a value place, not a positional place. 
Focus Resources and Design Evaluation. A watershed vision is the big benchmark, providing the context for in which you consciously choose to focus your energy. Once a vision is agreed upon, celebrated, shared and communicated, the hard work of planning how to get there begins. There is no right or wrong way to plan to get to the vision, however the results we strive for and the activities we conduct with the audiences we target should all be derived from the vision. We will suggest a method that helps illustrate the logic that connects or links where we want to end up (watershed vision) with 
· Identifiable short, medium and long term results or outcomes that would tell us we have achieved the vision by conducting/producing outputs (activity + target audience) specifically, 
· Output 1a = what we do to get there (activities) and 
· Output 1b = who we work with (target audiences and decision makers) and identify the 
· External factors, assumptions and inputs that provide the boundaries or limitations for the above combination of outcomes and outputs.
Desired outcomes or results should drive the activities and target audience, not the other way around. Your organization should be vision and result driven, not activity and audience driven. In addition, illustrating how these items are logically connected helps us design effective evaluation of our progress. 

One possible result of completing this step might be the realization that monitoring is not the best activity to achieve desired results. Or you may discover that monitoring may not be most appropriate for your organization in particular, or simply may not be a priority. You may also discover that your target audience and or decision-maker is not appropriate or realistic. You may discover a decision maker you never considered. The reason for visioning and identifying outcomes to measure the vision, then plan activities with identified audiences to so that our work will be strategic, efficient and defensible before we expend more resources. 
Where are we in the Big Picture Illustration?
Phase 1
 [image: image3.png]


[image: image4.png]


[image: image5.png]


 Step 1: Share Watershed Vision and Desired Outcomes (Results)


Step 2: Scope Inventory (Physical, People and Information)


Step 3: Identify Monitoring Reason(s) and Data Use(s) (Assessment Type)


Step 4: Develop Monitoring Questions (Refinement of Monitoring Reason)


Step 5: Target Decision Makers and Info Needs (Refinement of Data Use)



Step 6: Summarize with Information Blue Print-Data Pathway Fact Sheet)
Phase 2
 
Step 7: What Will You Monitor?


Step 8: When Will You Monitor?


Step 9: Where Will You Monitor?


Step 10: How Will You Monitor to Meet Data Quality Objectives? 


Step 11: Management of Raw Data (Data Management Plan Part 1)
Phase 3

Step 12: Data Summary and Analysis



Step 13: Interpretation, Conclusions and Recommendations


Step 14: Communicating and Delivery


 
Step 15: Management to Generate Info (Data Management Plan Part 2)
Phase 4

Step 16: Who Will Do What?  Task Identification


Step 17: Evaluation of Effectiveness (of Plan and Implementation)


Step 18: Documentation and Communication (of M & A Plan)
Products (see Figure Phase Product List):
· A measurable context for monitoring and assessment activities, a shared watershed vision with a defined geographic scope, scale and timeframe.
· A strategy to share that watershed vision.

· Identification of who makes what type of decisions in your organization for effective planning, who should be involved in vision, a monitoring and assessment plan and their potential role.
· Identification who are the “keepers” of this plan and process. 

· Identification and connection with personal and organizational values.
· A list of possible short, medium and long term outcomes (results) that indicate the vision is real. 
· Possible outputs (activities and target audiences) that involve M & A activities.
· For outputs that involve M & A activities the general M & A purpose and associated decision makers and desired decisions.    
· A format to illustrate and communicate all this work, called the Logic Model, illustrating the connection between the watershed vision (situation), desired outcomes, outputs related to monitoring and assessment and associated decision makers and the boundaries on this information such as inputs, assumptions and external factors.
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What Should Be Done Before This Step
If you do not have a current monitoring and assessment plan, or have a plan but it is not meaningful, or do not have any monitoring data yet, or perhaps have a few energized people in need of focus, and or something similar, then you are lucky and can start at the beginning, Step 1. At the end of this planning process and consideration of all Phases and Steps you will have a scientific, defensible plan for which to implement and evaluate.

If you have been monitoring and have data with or without a plan, have been doing assessment, or perhaps are stuck somewhere between data generation, data analyses, data interpretation, reporting and or delivery to a decision maker, then the place to start is with an evaluation of where you are at, today. Stop, and assess where you are at and reconnect with were you are going. It is never, ever too late to plan. We believe that in the business of watershed monitoring and assessment the cost savings of planning is an understated and under valued. Any resources that are expended on planning (that is connected to values) will be far less than resources wasted during implementation because there was a lack of planning. 
Thus, all that is needed for this step is a desire to evaluate your monitoring and assessment activities and connect them to identified outcomes and results. 

Basic Tasks 

Basic Tasks are numbered to correlate with the overall 1-18 Steps provided in these guidance modules followed by the basic task sequence step to complete. For example Step 4, basic task 2 would be numbered as Basic Task Step 4.2, Step 3.3 correlates to Step 3, Basic Task 3.
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Identify who will make the decisions about this step and who should be involved in the planning process (they may be different).
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Self Assessment: Identify what decisions have been made and their effectiveness.  Monitoring and Assessment Organization Decision Chart.
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Identify the “keepers” of this plan and the planning process.
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Identify personal values (important to connect and align with work). 
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Identify organization values (important to connect and align with work).
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Vision Creation or Reconnection, documentation and sharing: 

Whether you are modifying an old vision, reconnecting with an old vision, or starting from scratch, create a vision of what you want your watershed to look like and how the organisms in it to behave.  This involves four basic actions, a) determine the process, b) put the vision in writing, c) delineate the watershed boundary for the vision, and d) develop a plan to share the vision.

[image: image13.wmf]1.7  
Watershed Vision Outcomes or results. With your vision in front of you, develop a set of desired outcomes, results, changes you need to see to achieve your vision. 
[image: image14.wmf]1.8  
Activities and Target Audiences (outputs) to achieve Watershed Vision Outcomes. For each outcome on your list develop a set of outputs (activities and target audiences) to achieve that outcome (result). 
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From list in 1.8, identify all outcomes and associated outputs that involve monitoring or assessment.  Expand on the target audiences for all monitoring activities by listing the possible set of decision makers and type of decisions they make for each output that involves monitoring.
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Summarize, place outcomes and outputs that involve monitoring into logic model. 
Situation is watershed vision. List desired ST, MT and LT outcomes (results) and associated outputs (activities and audiences), aligning one to many relationships, one outcome to many outputs or one output to many outcomes. 
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Start a Watershed Monitoring and Assessment Plan and place the products in from this Step in it, you will build on this document in each following Step.
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Start an Action Plan, to identified gaps and needs regarding this step, this will be a progressive activity as you finish each Step. This accompanies the Watershed Monitoring and Assessment Plan to assist with fulfilling needs in order to fully implement desired monitoring and assessment plans.   
Worksheets 

Worksheets are listed below. Not all Basic Tasks have an associated work sheet. To simplify completion of products for each step, the worksheets or broken into small subsets of tasks. This requires moving the results of one task into the next task and will seem redundant, especially if completing worksheets by hand. Worksheets are provided in word here for ease of reproducibility. These are a starting point; we encourage you to customize these and reproduced them in an electronic format, in Excel for example, where it is easy to move information from one area to another by cutting and pasting. 

Work Sheets are numbered to correlate with Basic Steps and the overall Steps in these guidance modules. Each consecutive work sheet is lettered a, b, c and so forth, preceded by the Basic Task sequence step, preceded by the Step number. For example, Worksheet Step 4.2.a and Step 4.2.b, correlates to Step 4, Basic Task 2, Worksheet a and Worksheet b. In theory worksheet a needs to be completed before worksheet b. 
Worksheet 1.2.a 
Self Assessment Step1 Worksheet and Products to be completed Prior to this Step
Worksheet 1.2.b 
Monitoring and Assessment Organization Decision Making Chart

Worksheet  1.3.a
Identify keepers of the monitoring and assessment plan and process 

Worksheet 1.4.a 
Identify personal values (important to connect and align with work)
Worksheet 1.5.a
Identify organization values (important to connect and align with work)
Worksheet 1.6.a
Watershed Vision Creation or Reconnection, documentation and sharing
Worksheet 1.7a 
Watershed Vision Outcomes or Results
Worksheet 1.8.a 
Activities and Target Audiences to achieve Outcomes
Worksheet  1.9.a
Potential Targeted Decision makers (audience) for monitoring and assessment activities identified to achieve desired outcomes
Worksheet 1.10.a 
Summarize, place outcomes and outputs that involve monitoring into logic model
Worksheet 1.11.a
Start your Watershed Monitoring and Assessment Plan and place the results of this step in that plan
Worksheet 1.12.a
Start your Final Action Plan Part 1

How to do Worksheets 

For Sheet 1.2.a 
Self Assessment: Identify what decisions have been made and their effectiveness.

Part 1. Complete the self assessment section of the worksheet to evaluate what you have or what decisions have already been made.  This will help you focus on what you need from this step and incorporate valuable existing information or products into this plan.

Part 2. Next, to prepare to complete this step the following, you need to have the following items addressed:  
· A vision for your watershed, formal or informal

· Desired set of outcomes or results that the monitoring and assessment activities will be designed to help achieve

· Generally identified monitoring and assessment activities, 

This is the ideal list, if you do not have any of these, they become a gap or need that should be addressed before any data is collected or analyzed, even if the answers aren’t perfect or you don’t have a large degree of confidence surrounding them, they should be attempted as the starting point.  This is what you are evaluating in this step-your monitoring and assessment plan.

Worksheet 1.2.a 
Self Assessment Step 1 Worksheet and Products to be completed Prior to this Step, Part 1
Part 1 Self Assessment of Known Evaluation Products and Processes

1. Determine if you “have” or “don’t have” the item, mark the appropriate box.  If you don’t have it and determine you don’t need it, explain why in the comments document.  You may not need to know but perhaps your target decision makers, board or membership might want to know.
2. If you have the item “documented”, mark that box.  If so, list in the comments where, hard copy, chapter in a document, electronic file name and location, etc.  The assumption is you value the ultimate goal to document and communicate your M & A plan, activities and results.
3. If you have the item, assess the use of it, use the scale below or provide your own answer and comments.

Rating Scale for USE:


0=doesn’t exist so use is nil

1=don’t know why would need or understand item


2=exists, don’t know where it is, if it is used, etc. so use is essentially nil

3=exists and use some of time


4=exists and use all the time


5=wish it existed, would use it lots
4. If you have the item, assess the effectiveness of it, just because something exists or is used does not mean it is effective in its use, use the effectiveness scale below or provide your own answer and comments.
Rating Scale for EFFECTIVENESS, assumes material exists:


0=not effective or functional at all


1=incomplete (all elements are not there) and some existing parts need revising


2=incomplete but what is there is okay


3=complete (all elements are there), some parts okay but need revising


4=complete and effective

	Item
	Have
	Don’t Have
	DOC
	Assessment of Use

(Scale 0-5)
	Assessment of Value /

Effectiveness

(Scale 0-4)
	Comments


	1. Written Vision Statement for future of watershed conditions (or for your assessment)
	
	
	
	
	
	

	2. Outcomes that are measurable or would indicate directly or indirectly the success of the vision
	
	
	
	
	
	

	3. Written Organizational 

Mission Statement
	
	
	
	
	
	

	4. Organizational values
	
	
	
	
	
	

	Other?
	
	
	
	
	
	


*DOC=Documentation,  *M & A= Monitoring and Assessment

5. To make this assessment useful, determine what your gaps and needs are regarding this step in order to focus your effort in completing this step.  

Worksheet 1.2.a 
Self Assessment Step 1 Worksheet and Products to be completed Prior to this Step, Part 2

Part 2 Products to be completed before this step, in order to complete this step 

	Item
	Response

	General Idea of “what” the “group” is rallying around and the common ground, whether it is a water body, a threat, a situation or the like.  
	

	General Idea of who will be the keepers of this monitoring and assessment plan and implementation effort?
	

	A general inventory and evaluation of existing monitoring and assessment activities, purpose, technical design, effectiveness, etc.
	


For Sheet 1.2.b  
Monitoring and Assessment Organization Decision Making Chart
To further the effort of developing a monitoring and assessment plan as part of a watershed vision you can assess decision making within the organization using the following tool or a modification of it.  If this chart does not serve your needs develop another way to assess who makes the decisions in order to involved them and effectively plan.
Diagram or chart that illustrates who has the authority to make the following decisions, how they make them and your relationship to them. If an item does not apply to you skip it. Do for every project or program if more applicable. Break it out how ever it is meaningful, but identify decision making authority and process. 
Worksheet 1.2.b 
Monitoring and Assessment Organization Decision Making Chart

	Item
	Authority
	How decision is made

Choose 1, 2, 3, or 4*
	Relationship to them

	1. Organization Vision
	
	
	

	2. Organization Mission
	
	
	

	3. Unit Mission
	
	
	

	4. Desired organizational outcomes
	
	
	

	5. Key stakeholders
	
	
	

	6. Monitoring activities
	
	
	

	7. Monitoring questions
	
	
	

	8. Targeted Decision Makers
	
	
	

	9. What monitor
	
	
	

	10. Where monitor
	
	
	

	11. When monitor
	
	
	

	12. Sample collection/analyses methods
	
	
	

	13. Data quality
	
	
	

	14. Monitoring Equipment
	
	
	

	15. Laboratories
	
	
	

	16. Computer equipment
	
	
	

	17. Data management
	
	
	

	18. Data analyses/findings
	
	
	

	19. Data interpretation/conclusions
	
	
	

	20. Data recommendation/action
	
	
	

	21. Data reporting
	
	
	

	22. Monitoring Design as a whole
	
	
	

	23. Assignment of tasks
	
	
	

	* Key to How Decisions are made:

1 = 
dictator, only they decide, no participation

2 = 
False consensus=they say you have a say, but have mind made up already, no meaningful participation

3 =
Partial Consensus=you recommend, they ask/dialogue, they still decide, some degree of participation

4 =
complete consensus, collaboration and participation


For Sheet 1.3.a
Identify keepers of the monitoring and assessment plan and process.
Identify who will be the keepers of this plan and the planning process. Document this in a manner that serves your needs, might be a formal memorandum of understanding or a simple address list and verbal commitment.  It is important to be clear who is involved, what their role and responsibility is and how decisions will be made, for planning as well as implementation.  

Worksheet  1.3.a
Identify keepers of the monitoring and assessment plan and process.
	Who
	Organization/Role
	Responsibility
	Contact Information

	1. 
	
	
	

	2. 
	
	
	

	3. 
	
	
	

	4. 
	
	
	

	5. 
	
	
	

	6. 
	
	
	

	7. 
	
	
	

	8. 
	
	
	


How do we agree planning decisions will be made?

For Sheet 1.4.a 
Identify personal values. 
This is important.  Conflict is inevitable when we are not conscious of aligning our values with how we choose to spend time, at work, with friends, etc.  The goal of this exercise may be valuable for other purposes but here we are trying to identify the common ground between individual values, organizational values and the watershed vision or outcomes we are all working toward.  This is very powerful because it connects people from a value perspective versus a position perspective.  People will work together that have different positions but the same core value.  Modify worksheet to serve your needs.  
· First step is to identify values (column 1).  

· The next step is to describe those values with a variety of adjectives or a sentence, because one word can mean many things (column 2).  

· The next step is to prioritize these values (column 3).  

· The next step is to rank each value from 1-10, 1 being not honored all today and 10 being fully honored today.  This tells you how decisions you are making are either honoring or not honoring your values (column 4).   
· The final step is to take action, keep on doing what is honoring your values and determine what you can change if a value is not being honored and is a priority now.

Worksheet 1.4.a 
Identify personal values (important to connect and align with work). 
	Value
	Description
	Prioritize
	Rank

1-10

	1. 
	
	
	

	2. 
	
	
	

	3. 
	
	
	

	4. 
	
	
	

	5. 
	
	
	

	6. 
	
	
	

	7.
	
	
	


For Sheet 1.5.a
Identify organization values. 
This worksheet is similar to Step 1.4.a Worksheet, but from an organizational perspective.  If the keeper of this monitoring and assessment plan is a collaboration of multiple organizations, you can complete this from the collaboration’s perspective.  Again, the goal is to identify core values between organizations, within organizations and individuals.  People make daily decisions based upon their core values, aligning them with an effort is sustainable and reduces conflict and provides the glue for individuals or organizations with similar values but different positions to work together. 

· First step is to employ a process that involves everyone and identifies core values (column 1).  

· The next step is to describe those values with a variety of adjectives or a sentence, because one word can mean many things (column 2).  

· The next step is to prioritize these values (column 3).  

· The next step is to rank each value from 1-10, 1 being not honored all today and 10 being fully honored today.  This tells you how decisions you are making are either honoring or not honoring your values (column 4).   This column can be used during an evaluation as well.

· The final step is to take action, keep on doing what is honoring your values and determine what you can change if a value is not being honored and is a priority now.
Worksheet 1.5.a
Identify organization values (important to connect and align with work).
	Values
	Description
	Prioritize
	Rank

1-10

	1. 
	
	
	

	2. 
	
	
	

	3. 
	
	
	

	4. 
	
	
	

	5. 
	
	
	

	6. 
	
	
	

	7.
	
	
	


For Sheet 1.6.a
Watershed Vision creation, documentation, sharing. 
Whether you are modifying an old vision, reconnecting with an old vision, or starting from scratch, create a vision of what you want your watershed to look like and how the organisms in it to behave.  This involves four basic actions:

1. Determine what process you will employ to develop/modify this vision, who should be involved when, refer to the Background and Content Section for Ideas. Once you have a process, implement it to create or reconnect with a watershed vision. 

2. Put the watershed vision in writing and be as specific as appropriate. The result should include a defined scale, scope and connect with the common individual and organizational values.

3. Delineate the watershed boundary that serves this vision, sketch the geographic boundaries that the watershed vision pertains too, place identifiers like water bodies, cities, etc. that provide context for a user.

4. Develop a plan or strategy to share your watershed vision and if helpful illustrate it. Put the vision in your literature, have it on your logo, include it in your presentations, sponsor coffee breaks to share it with others, etc. Identify at least five target audiences and a strategy to share the vision with them.  For example, general public=put vision on brochure, fact sheet and website, for Board=ask them for signed endorsement, post in main office, for monitoring coalition=signed memorandum of understanding with roles/responsibilities.  See Background and Content section for more ideas and explanations and the value / power of visioning.
Worksheet 1.6.a
Watershed Vision Creation or Reconnection, documentation and sharing. 

WATERSHED VISION:
WATERSHED BOUNDARIES FOR WATERSHED VISION 

ACTION ITEMS TO SHARE WATERSHED VISION:

	Target Audience
	Strategy to Share Vision:

	
	

	
	

	
	

	
	

	
	


For Sheet 1.7.a 
Watershed Vision Outcomes or Results.
With your watershed vision in hand, brainstorm a list of all the possible outcomes or results you would like to see as a result of your vision. Outcomes are measurable, maybe difficult to measure, but they are indicators of progress towards your vision. For example, Vision=Waters meet all plant and animal uses…

Outcome 1: Improve water quality to support coldwater fishery

Output: increase riparian vegetation to assure that average daily temperature remains below 19 degrees Celsius during the summer (where, before after measure?)

Outcome 2: Improve stream bank cover and stability to decrease bank erosion

Output: increase stream bank cover on stream banks so that 80-90% of the banks are rated as covered and stable (in what streams, what rating?)

*Require comparison of existing to reference or expected condition

If you don’t have a watershed vision you can still do this, simply list all “things” you want to see, happen, change.  What do you want the results of your work, monitoring, assessment, education campaign, training, etc. to be?  What are some statements you could make if you could see or witness the changes or desired conditions?  These are all ideas to generate as many outcomes as possible, including but not limited to monitoring and assessment.  Modify worksheet to meet your needs to list desired outcomes.
Worksheet 1.7a 
Vision Outcomes or Results.

	Watershed Vision:



	ID
	Outcome:

	1.
	

	2.
	

	
	

	
	

	
	

	
	

	
	


For Sheet 1.8.a 
Activities/Target Audience (Outputs) for every Outcome.

For each outcome you have listed above, brainstorm a list of all the possible activities you could employ or implement to achieve that outcome or result. For each activity, list the potential audience such as youth or adults, or farmers, or girl scouts or lake front property owners. Don’t worry about “how” you would do these activities or reach these audiences. Include all types of activities in addition to monitoring, such campaigns, education, sign posting, etc. If you can’t produce this list you may need to involve more folks.

Do not worry who will be implementing the task, don’t judge them, just list it all activities that could achieve your vision via that specific outcome or result. This list is the master list of the possible outcomes and associated activities/audiences that could make the watershed vision manifest. This can be useful for future organizational planning. 
Modify the worksheet to suit your needs.   Cut and paste the table from Worksheet 1.7.a and add on.

The rule is that every outcome or result is achieved by doing “something” (activity) for  “someone” (target audience).  One outcome may have multiple outputs or activity/audiences.  One activity might have multiple audiences.  However, every activity must have a target audience, the more specific you are the easier it will be to measure success. 

Likewise, one activity/target audience may be helping you achieve multiple outcomes/results.  Don’t worry about repetition, list multiple audiences and activities.  The point is to know what results you want and plan the activities and target audiences accordingly, not visa versa where you do an activity or target an audience and figure something good will happen.  The goal is to be result driven, not activity driven, this type of planning sets the stage for evaluation to not only occur but be measurable. 

Worksheet 1.8.a 
Activities and Target Audiences to achieve Outcomes
	Watershed Vision:



	ID
	Outcome:
	Activity 
	Audience

	1.
	
	1.1
	1.1

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


For Sheet 1.9.a
Identify all outcomes and associated outputs that involve monitoring or assessment.  Expand on the target audiences for all monitoring activities by listing the possible set of decision makers and type of decisions they make for each output that involves monitoring.
Identify all the activities that involve monitoring and assessment that you want to develop a plan for, it would be easiest to cut and paste these from Worksheet 1.8.a.  For each monitoring and assessment activity, list the potential decision makers and the general decision they would make with the results generated from monitoring, what is the assessment they would make?  
Creating this list does not mean you have to actually target each decision maker you list, but it is a start to identify who you will target.  Knowing who the decision makers are and what decisions they will make is essential to measuring progress.  You may learn something and even change your focus.  Decision makers are defined here as anyone who will do something with the data that you plan on doing something with it, you target them.  So, it could be just you, your organization, a stakeholder group, a local rancher, the city council, the state department of health.  Decision maker for this purpose is not anyone who might use your data somewhere down the line without your intent.  

Modify the following worksheet to serve your needs. 

Worksheet  1.9.a
Potential Targeted Decision makers (audience) for monitoring and assessment activities identified to achieve desired outcomes. 
	Watershed Vision:



	ID
	Outcome:
	M & A Activity 
	Possible Decision 

	
	
	
	Maker/Decision Make

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


 For Sheet 1.10.a 
Summarize, place outcomes and outputs that involve monitoring into a summary format, Logic Model.   

We encourage you to find a way to summarize this information for planning, evaluation and communicating what you are doing and not doing.  One tool to use is the Logic Model.  Like its name implies it is way to display the logical connections between what you are doing, with whom and why.  This tool also allows you to identify and articulate the inputs needed, assumptions made and external factors acting on the activities to achieve outcomes that move you closer to the watershed vision. See Background and Content and Step 1 Resource Guide for more information and examples.
The Logic Model requires that you identify a situation or a context for what you are logically laying out as results, activities and target audiences.   Here, the situation is the watershed vision, monitoring and assessment component.  The worksheet has you put the information you generated in previous steps into a format that is easy to understand and use for further planning and evaluation.  
You have the opportunity to list outcomes in a time frame, short, mid and long term. You can assign these time frames any value.  Typically, short term is around 1-5 years, mid-term 5-10 years and long term 10 plus, but it really is situation specific.  Another view of these time frames can be that short term is for informing and education a target audience and gathering information, mid-term is when behaviors might change due to education or information and when you might be analyzing/interpreting data generated, conducting restoration activities, etc., and long term is when you might be able to measure changes in conditions due to behavior changes or are monitoring the results of restoration activities, etc.  Again, do what is relevant and meaningful to your work.  This is also an opportunity to lump multiple activities/target audiences that serve one outcome. 
Stray from the format if need to , but try and provide the equivalent information.  Do not worry about documenting the “how’s”, that is not the purpose of the Logic Model. The purpose is to communicate what you are doing (activities) for whom (targeted audience) for what purpose (outcome/result).
You can also include all activities/target audiences, not just those that involve monitoring and make this logic model complete.  In theory you plan from right to left, determine outcomes/results first, then activities/target audiences to achieve outcomes.  You evaluate from left to right.  Did your activity/target audience achieve the outcome it was design for, how do you know?

Include inputs, assumptions and external factors that accompany the outputs and outcomes.  These can be invaluable as time goes on, staff changes, boards and funders need to be reminded what was “in” place when monitoring started, etc.  You may employ the logic model for all programs, any aspect of achieving your watershed vision, not just monitoring activities. Just provide the Situation or context.  

Modify the worksheet to accommodate your information and needs. Change the view to landscape if that is helpful.  The format is not as important as the information.  
Worksheet 1.10.a 
Summarize, place outcomes and outputs that involve monitoring into logic model. (If you want to add inputs, add a column to the far left).
	Situation: Watershed Vision:

	Outputs

Activities                       Audience
	Outcomes

	What We do
	Who we Target
	Short Term
	Mid Term
	Long Term

	
	
	
	
	

	Assumptions:

	External Factors


For Sheet 1.11.a
Place Products in your Watershed Monitoring and Assessment Plan.
· Watershed Vision and plan to communicate
· Desired Outcomes (results)

· Who will be involved and responsible for this Monitoring and Assessment Plan
· Mechanism to communicate what doing (activities) for whom (target audiences) to achieve desired outcomes

Worksheet 1.11.a
Place Products in your Watershed Monitoring and Assessment Plan.
I. People Design, Phase 1

A. [image: image19.png]


Shared Watershed Vision and Desired Outcomes (Step 1) 

1. [image: image20.png]


Logic Model of Desired Outcomes/Results and activities/target audiences to employ to achieve outcomes

B. [image: image21.png]


Keepers of the M & A Plan (Step 1)

C. Watershed Boundary (Step 2)

D. Water bodies of Interest (Step 2)

E. Scope Master Inventory List* (Step 2)

1. Physical Inventory * (Step 2)

2. People Inventory* (Step 2)

3. Information Inventory* (Step 2)

a. Existing Monitoring Efforts (Step 2)  

b. Existing Data Sources (Step 2)

4. Inventory Action Plan* (Step 2)

F. Assessment Type(s) List – Monitoring Reason + Use (Step 3)

1. Monitoring Question(s)  (Step 4)

2. Targeted Decision Maker(s)  (Step 5)

a. Information Needs (Step 5)

3. Information Blue Print – Data Pathway Fact Sheet Per Monitoring Question* (Step 6)

II. Technical Design, Phase 2

A. What (Indicators, Benchmarks, etc.) and why? (Step 7)

B. When and why? (Step 8)

C. Where and why? (Step 9)

D. W(how) will meet data quality objectives? (Step 10)

1. Data quality objectives (Step 5 and 10)

2. Quality Assurance and Control Measures (Quality Assurance and Control Plan)* (Step 10)

E. Data Management for Raw Data (Data Management Plan Part 1)* (Step 11)

III. Information Design, Phase 3

A. Data Summary and Analyses  (Step 12)

1. Starting Point (Step 12)

2. Changes (Later)

B. Data Interpretation, Conclusions, Recommendations

1. Starting Point (Step 13)

2. Changes (Later)

C. Communication and Delivery

1. Starting Point (Step 14)

2. Changes (Later)

D. Management Plans to Generate Information (Data Management Plan Part 2)* (Step 15)

IV. Evaluation Design, Phase 4

A. Who Will Do What?  (Step 16)

1. Task Identification Matrix (Step 16)

2. Communication Structure and Tools (Step 16)

B. Evaluation Plans (Step 17)

1. Evaluation Plans for M & A Components (Step 17)

2. Evaluation Plans for M & A Implementation (Step 17)

3. Evaluation of inter/intra M & A Activities (Step 17)

C. Documentation and Communication (Step 18)

1. M & A Plan (this document, updated Sub documents) (Step 18)

2. Communication and Peer Review Plan (Step 18)

3. Action Plan* (Step 17)

For Sheet 1.12.a 
Place your identified gaps and needs regarding this step in the Action Plan (what you need to plan to complete this step and or overall monitoring and assessment plan).
Worksheet 1.12.a
Final Action Plan Part 1, Summary:
If you have completed each Step, or for those you have, you have a cumulated list of gaps and needs related to that Step. Use that same worksheet/document.  If you did not complete each Step, look at what each Step is supposed to accomplish and record what your gaps and needs are related to that topic.  The goals are to get the gaps and needs in one place to evaluate and prioritize.
	Phase 1 Step 1:


	Phase 2, 3 and 4 Steps:  Will add Action and Needs as complete each Step and at the end prioritize




Background and Content

Self Assessment

Either employ the self assessment questions provided or your own set, but evaluate your status and need for the products or processes in this step. Any needs that can be addressed now do so and if not, document in the provided Action Plan or an equivalent document that will serve to assist future planning and activities.

Do you have a vision of how you want the waters in your watershed to be in 5, 10 and 50 years? Have you shared your vision with staff, board members, community members and decision makers? Do you have a vision of what processes, standards, regulations, relationships, information need to be in place to manifest that vision? Do you have an idea of who needs to be involved? Have you identified target results that indicate the vision is a reality? Are your target results the driver for determining what activities you to and who you target? Do you have a mechanism to communicate what you do with what you expect as an outcome with a larger vision?

If you answered no to any of these questions, you can address that issue in this chapter.
Determination of Who Makes What Decisions and Who Should be Involved.

Who makes decisions?

In the context of creating a watershed vision and associated monitoring and assessment plan, identify who else should be involved and how (creation, provide input, just be informed, etc.). This exercise can be completed in general or in great detail. It can also be used for other work such as improving relationships and training. You determine what level is valuable. At a minimum determine identify who is important to include in the creating or reconnected with a watershed vision.

It is important to identify who makes what decisions to design a successful monitoring and assessment program. This is important for sustainability, evaluation, developing support, obtaining or maintaining resources. If you need to change or modify monitoring components, you need to know who has that authority. You also need to identify the communication structure between authority for the decision, those doing the task and where the accountability lies. It can be that they are the same person, but they may not be. When they are two different people (or more), it pays to clarify what accountability lies where. Who is responsible for each monitoring design component is discussed further in this planning process. It is very common that many projects failure lie in not identifying and communicating decision making processes in your organization. You may discover your monitoring design is just fine; it is the communication that is not working

How are key decisions made?
If you are the organization, or the primary decision maker, enough cannot be said to defining and communicating what type of decisions are made and how to your staff, peers, stakeholders, volunteers, constituencies, board, decision-makers and other key individuals. Needless suffering occurs when we don’t know how decisions are made that are important to us or affect us. As humans, when we don’t know, we make the process up based on how our perception of how it should be, and then when it is not, we fell frustration, alienation, hopelessness and other negative feelings, because as humans we all have need for clarity, to know how the decision that affect us will be made. I may not like the process, but that is different than not knowing what the process is. 
Who should be involved? 

Related to creating a watershed vision, identify who inside and outside the organization that should be involved with the creation of it, the implementation and who should know about it. Who should be involved in designing your monitoring and assessment plan might be a different list, same activity different focus, different result.
Identification of the Monitoring and Assessment Plan and Process

Identify who the key individuals and entities that will be responsible for this monitoring assessment plan development and documentation. They are the ‘keepers’ of the planning process you are embarking upon. They may or may not be the long term keepers of the plan or planning process, or the implementation and evaluation of the plan. They are however, who you have identified to help in all or various aspects of developing and scientific, defendable plan that can be implemented and evaluated. 
Identification of Personal Values and Organizational Values

Identifying our individual values and those of the organization is where our authenticity and power comes from. It is from our values that we want to make decisions about what we will do, who we will work with, what and who we hope to affect, who we will accept resources from and the like. 
Our values support our beliefs systems and our belief systems create the paradigms we operate in, around and from. Values are often universal. They are ways of being and ways we wish other would be-or our needs are met when we experience our values being honored or validated. The greatest point of influence on ourselves or on others is going to be at that paradigm, belief and value level. That is because significant long term change results when we choose from our hearts, not our reactions or what we are busy doing. 
Values are thoughts and beliefs and needs that we all have. They may come from our parents, ethnicity, childhood, experiences and where we live for example. They may be things like, integrity, fun or honesty. Think of them as ‘ways of being’ that make you, you or your organization what it is. 
Most conflicts we encounter arise over perceived threats to:

· values, traditions or boundaries

· goals, organizational, individual goals for the organization or personal

· Personal laws, “my way of doing things”

Your core values become the bar that all else is measured. If for example excellence is a core value, the question begs then in the moment of decision, where will I place my excellence? If it is integrity or reverence, how will that affect the work we choose to do? Organization values are honored when the values of a minimum number of individuals are aligned with the values of the organization. Values are manifested into action by walking our talks. 
Identify your personal values by brainstorming the top 10. Review the process of brainstorming provided in the Step 1 Resource Guide to understand that it is a process of creating without judgment followed by assessment and then choice. For every value listed, brainstorm words that expand upon that value. For example a value of freedom might be expanded into independence, autonomy, community and creativity. An additional activity can include listing these 10 (or more) values into order of importance and then finally ranking each value from 0-5 has to how it is actually being honored at this time in your life (0 being not at all and 5 being all the time). A follow up to this activity is to consciously determine activities and strategies we individually employ that either preserve and honor our values or do not and how we might change that. 
This exercise can be done privately, or it is not uncommon to involve all staff or key staff in this exercise. Sharing our individual values with our peers communicates to everyone how everyone “fits” and why they are there from a values perspective, it shares our common ground. Individuals who seem very opposite in style or personality will learn they might have something very personal in common with their opposite. 
After identifying with your own values it is time to identify the values of your organization, brainstorm or list at least 10 organizational values. Review the process of brainstorming provided in the Step 1 Resource Guide to understand that it is a process of creating without judgment followed by assessment and then choice. For every value listed, brainstorm words that expand upon that value. Every organization has values. Values may be formally written or known and unspoken. Focus on what is desired of the organization versus your perception of what the organization may or may not be “doing”. Individual and organizational integrity are rooted in alignment between values and choices, action or decisions. Brainstorm an expansion of each of the ten organizational values. If appropriate prioritize the values and rank them as to how they are being honored (and how those that are might be preserved and those that are not might be rectified). 

Organizational values should be the benchmark all decisions are weighed in against and the fuel supporting all decisions. It may be appropriate to evaluate, discuss or assess the alignment between organization values and organization policies, procedures, funders, programs and activities. Plan a frequent evaluation and reconnection to organization values. 

Remember, when all needs are on the table (values are needs) this creates the place of greatest possibility. This applies internally, organizationally and in our community. If everyone can identify, communicate and connect with our common values and needs we will create the greatest list of possibilities to accomplish our vision, mission and outcomes. Identifying our own values and those of the organization is a necessary ingredient to develop healthy boundaries and avoid blaming and other negative strategies. 
Vision creation or reconnection

Read this section for ideas. The ultimate decision to make, assuming you have decided to develop a watershed vision or a vision to provide context for your monitoring and assessment activities, is what process you will employ with what people to develop this watershed vision.

What do you want your watershed to look like, how do you want the organisms in it to behave? This may involve modifying an existing mission, reconnecting with an existing vision, scraping the old and starting new, or starting from scratch. Review the process of brainstorming provided in the Step 1 Resource Guide to understand that it is a process of creating without judgment followed by assessment and then choice. For every value listed, brainstorm words that expand upon that value. 
Visioning in context with Systems Thinking for Sustainability

We have all witnessed or heard of the many critical issues facing the human community today, many of which have not changed much the past few decades. Far from abating, oil and gas drilling, deforestation, biological dilution and eradication of fresh and salt water fisheries, increased ground water, air and non-point source stream pollution—to just name a few. The social arena is the similar, war, poverty, increasing prison populations, struggling education systems, disease and the unraveling of civil society. Most of these problems have not only persisted but have intensified, despite and sometimes because of innumerable policies and programs intended to resolve them. We have written thousands of laws and allocated trillions of dollars to prevention, intervention and remediation, and yet we are, in many ways, further than ever from world peace, a sustainable country and world economy and a cleaner, healthy global environment. 
Why is this so? It could be argued that these problems are caused by the ways we think, learn and communicate. Our ways of thinking determine the kind of political, economic and social structures we build, and those, in turn, create the patterns of events we see in the world, study in our classrooms and employ in our work place and community. If we want to change those events, we must change the structures that create them, which means we must learn to change the way we think, and to communicate that learning effectively. The only real change each of us can do and is responsible for is changing ourselves. If each of us learns new ways to connect with ourselves first and others next, change will manifest through new structures in our environment and community.

We can discover measure, identify and emphasize facts, figures and trends. However, just telling people how bad it is - is not enough motivation for them to change. Most already knew the bad news. If they didn’t the announcement of potential calamity no only failed to motivate them, but it often drove them into denial or despair. It is difficult to knowing so much about the state of the world as trainers, educators and professionals working in the field. And some of us work with young people who also know too much, and are fearful of their future. Sobered by this, the emphasis on personal and structural solutions and the actions each of us can take to implement those seems more appropriate and effective. 

A striking recognition in this “knowing too much” is that most of us are also already aware of the solutions. Many of you have conducted exercises that involve posing a situation or issue, then the activity is incorporates role playing, investigation, etc. to problem solve the issue. In so many cases, people tend to choose meritocracy where they design a sustainable community aimed at maximizing the needs of most community members. 
The hard question is that if we recognize not only the problems, but also the solutions, why don’t we create a just, secure and sustainable world? The easy answer is to blame someone else, often government or corporations, or to put it down to political, structural or economic roadblocks. But the real roadblocks are not material. They are mental, cultural and educational. Belief underlies behavior, we employ our beliefs to get our needs met, and all of the things we do or don’t do are shaped by the ideas we hold about how the world works or should work---by our worldview. 
Windows into our worldview, what is a worldview? 
It is a collection of assumptions, which we believe are self-evident truths that both interpret our past and, to a great extent, determine our future. Since our worldview is our built-in “operating system”, we are not even aware that our ideas and actions are filtered through it. In fact, a worldview could be described as mental environment that is to humans what water is to a fish—the stuff we swim around in every day and do not even recognize.

If we explore the dominant worldview (which might once have been called the “western” worldview, but which now has spread across virtually all borders and cultures with the adoption of western economic models) we encounter certain key assumptions:

· That constant and unlimited growth is not only possible, but essential

· That humans have dominion over the Earth

· That nature is income—resources are free because we “found” them

· That if we destroy our environment, we can simply move west (or into some other part of the world) or invent some new technology to save us

· That we can understand the natural world through reductionism, by breaking it down into small parts

· Every action has an associated cost, but because the costs may not be tangible, immediate, evident or within my world, there is no need to take responsibility for the action, someone else is taking care of it. 
It is beneficial to explore these assumptions with ourselves, families, students, organizations and communities. Look closely to see if (and how) they are manifested in curriculum, history, media, policy, dialogues. For instance, how are our scientific models “reductionist” in their worldview? Is ‘smart growth’ a component of local land use planning? How do accounting practices discount or ignore (externalize) environmental impacts? How do we attempt to manifest our “dominion” over the Earth, to control or defeat nature through interrupting or controlling natural processes? How often do you hear we will deal with growth and resource consumption by colonizing space, improving drilling technology or automobile efficiency?

As we examine the assumptions of the dominant world view, we see that it is an open system view. It assumes a world without limits, a world of unlimited land, resources and human knowledge and wisdom. To be fair, it has served us reasonably well for thousands of years (as long as we were willing and able to tolerate wars, famines, plagues, environmental destructions, slavery and genocide). Today, however, it is clearly obsolete and increasingly dangerous view. The only biological model for unlimited growth, after all, is a cancer cell, which ultimately kills its host. Humans are only a small part of the Earth, entirely dependent upon it, and most certainly not in control of it. Nature is an endowment---a savings account, if you will—and when it is gone, so are we. Quality of life will chronically erode, it disappears too when quantity is gone. While reductionism can reveal some valuable insights, it cannot explain how a spider knows geometry or a microscopic seed carries within it both the genetic blueprint and the commitment to create new life. 
We continue to cling to our worldview, in our moments of despair and hope, and continue to act out of it. When things don’t work, we do them harder, longer, throw more money, time or people at it. We are like the fabled tourist abroad, who, upon discovering that the natives don’t speak his language, simply repeats himself at a higher and higher volume. We don’t do this because we are evil, fundamentally flawed, excessively greedy or terminally stupid. We’re doing it because we are loyal to our culture, and because our culture rewards and reinforces this behavior. The purpose of culture after all is to preserve itself. So, we are acting out of our own evolutionary mandate. 
For almost all of human history, we lived in small groups in local ecosystems and had to think only in very short time frames (“we need to find food” or “watch out for that cave bear”). Thus we evolved to relate to and care about small numbers of people, to pay attention only to our immediate surroundings, and to be concerned only about short-term events and trends. All of this made sense for the first two or three million years of human existence, but it has become a tremendous handicap in today’s world of six plus billion people, global warming, bio-terrorism, and toxic wastes with half-lives measured in millennia and grocery bags that take ¼ or more of our life time to decay.

The game has changed and the planet is changing, in large part due to the success of our species, and we must learn to change with it, in response to it. We must not only change our actions, we must change our way of thinking, because as Einstein observed, “We can’t solve problems by using the same level of thinking we used to create them”.

Teaching for the Future

If the ways of thinking got us to this point are inadequate for the future, how do we consciously learn to think in new ways? And how do we communicate, or teach, that learning? It begins with understanding the nature of the problem. System thinkers sometimes use an “iceberg” model, so named because the tip of the iceberg---the ten percent we see above the surface—are events. These are what we see on the news or read about in the paper. But if we look beneath the surface, we can see that these events are part of larger patterns. If we look even further below the surface, we can see that structures—political, economic and social—create these patterns. And if we look all the way down to the base of the iceberg---to the great mass upon which the currents push to determine the berg’s movement—we see paradigms or belief systems. These are the beliefs we hold about how the world works and that generate the kinds of structures that create the patterns of events we so often find appalling or in conflict with our values.






Paradigms, also called mental models, are not only assumptions about how things are; they are also a commitment to making things that way. They lead us to treat our assumptions as facts, and since they profoundly influence the results we get from our actions, they are self-reinforcing. We don’t have to look very far for an example of how our mental models generate unintended negative outcomes. Brain research tells us that adolescents do not learn very well early in the day. But we persist in scheduling early classes because we hold the mental model that we need to maximize bus efficiency to save money, and (less often acknowledged) that we must warehouse children during parents’ working hours. If instead we held the model that schools are to maximize learning and fulfillment for out children, we would organize them quite differently and solve the transport and babysitting issues in new and more creative ways. 

There are simple and non-threatening ways to challenge our own mental models and those of who we are choosing to work with and for. The Systems Thinking Playbook, by Dennis Meadows and Linda Booth Sweeney, offers a number of quick little exercises called “mind grooving” that can help us see how our own mental models operate. Here is one for example: 
Word Association: 

This exercise is a simple word association game. Words are spoken in sequence and students write down the first word that pops into their minds. The sequence is: a color, a piece of furniture, a flower. Ask students to write down their words and then ask for a show of hands. How many people said, “red?” How many people said, “chair?” How many said, “rose?”. How many people said, “blue?” How many people said, “couch?” How many said, “daisy?” How many said some combination of the above: red or blue, chair or couch, rose or daisy?

In audiences ranging from fewer than a dozen to hundreds, typically ¾ or more will say ‘red, chair, rose’ or ‘blue, couch, daisy’, or some combination. Now, how could this happen? After all, we North Americans like to think we are the most individualistic people on the planet. This exercise is a simple demonstration of how strong our socialization and enculturation are. A biologist would say our neural networks are operating---that we have learned to think in particular ways and, like wagon wheels in a rut, we follow those tracks. In short, we can see only what our mental models allow us to see. 
If some students or participants say something completely different, “purple, table, lupine,” for example—grab them. They see the world differently. They are not constrained by our mental models, and they can see and help us see differently, too. If folks feel like it is a guessing game it may not work, coach them to respond naturally. 
Thumb Wrestling: 

Another favorite is a variation on the childhood game of thumb wrestling. This is a simple game in which the instructor pairs off the participants and has them lock their right hands together with thumbs up. On the command “GO” each player attempts to “pin” the other’s thumb with his or her own. We offer a prize for the most pins, and then time a 60-second bout, after which we ask how many pins were achieved. Typical responses are two, three or four. But someone is likely to have 50 or more. When we explore how this could be, we find that the opponents agreed to become partners to achieve the goal of winning the prize. One pinned the other repeatedly to collect the most pins, then shared the prize. In this case, the mental model of competition (win-lose) guarantees failure, while the new model of collaboration (win-win) assures success. 
While mental models can trap us in dangerous ways (consider that there are over 30,000 nuclear weapons in the world, based on the “peace through strength” paradigm) they can also be very powerful agents for positive change. Remember the iceberg? Since it tells us where the most powerful leverage points are, we can turn it upside down to create a “ladder of influence” which looks like this:









Paradigm or Shared Vision (Generative Mode)

The paradigmatic or shared vision level is the most powerful leverage point for change. When we hold a conscious vision of the results we desire, that vision shapes everything else. This may take generations or large numbers to sustain. Those that try and create change from this place are often said to be “before their time” or “crazy”. If one is reacting and not questioning the beliefs underlying the event that triggered the reaction, one won’t, at first, comprehend the power behind a shared vision.

Systemic Structure (Creative Mode)

We generate structures in response to our shared visions and paradigms, conscious or unconscious. They are the means to the end we envision, and they, in turn, create the patters of events we see and experience.

Patterns on Events (Adaptive Mode)

At this level we can see the behavior our systems create over time, which can help us break out of our short-term thinking. This is a learning level, a signal a potential wake up call. We can choose to adapt to the pattern and keep asking the question why it never seems to change or sustain change or look at the underlying beliefs and paradigms and leverage change from there.


Events (Reactive Mode)

The event level is purely a reactive one. At this level, all we can do is act in response to the events, not change the pattern of events, much less the structure that spawns them. We can see that if we want to create or manage change, we have to do so at the generative level, not a reactive one. IF the goal of a system (the vision) changes, the results it generates will change too. If we want different outcomes, we have to hold different visions. We also have to remember that, as Zen teaches, “no action is an action.” The lack of a positive vision engenders a chaotic or opportunistic system that can spiral off and create severely negative outcomes. Or as songwriter Bruce Cogburn put it, “In the absence of a vision there are nightmares.”

One powerful foil to random and opportunistic systems is the art and practice of systems thinking. In fact, it could be argued that this may be the single most effective tool currently available to better understand the world we live in and to create a sustainable future.

Systems Thinking

Systems thinking is simply a perspective, a language, and a set of tools for describing and understanding the forces and interrelationships that shape the behavior of a system. A system is defined as a collection of parts that interact to function as a whole and continually affect each other over time. Systems are not only interconnected, they are coherently organized around some purpose. Examples of systems include families, a soccer team and an airplane. Systems also have “emergent” properties not found in their separate parts. When the parts are organized into a system, they create new properties, characteristics and behaviors. 
We want your watershed assessments to be information systems, not a set of independent, unconnected activities. System thinkers can be identified by certain characteristics which they share. System thinkers:

· Think long term

· See the big picture

· Focus on structure, not on blame

· Look for interdependence and cause and effect relationships

· Change perspectives to see new leveraging points

· Consider how metal models determine our future

· Hold the tension of paradox and controversy without feeling the need to resolve them quickly

If we compare systems thinking to traditional mechanistic thinking, we can see significant differences
	Mechanistic Thinking Sees:
Parts

Objects

Events

Isolation

Specificity

Statics

Simplicity
	System Thinking Sees:
Wholes

Relationships

Structures

Interdependence

Generality

Dynamics

Complexity


There are simple exercises to illustrate the difference to others. One utilizes small groups. Collaboratively each group brainstorms and diagrams all the products, processes and impacts associated with seemingly simple things in their daily lives, their house, transportation, favorite food, possessions, an article of clothing and favorite hobby or activity. It demonstrates how everything is interconnected and it offers an expanding systems perspective as one can see the individual parts as a component of a larger whole, objects within larger relationships and the complexity that underlies seeming simplicity.

Creating a Vision

There is a science fiction story about a man who builds a time machine to visit the future. When he comes back to the present he tells people what he saw there. “It’s beautiful,” he says. “People are peaceful, healthy, creative and fulfilled. The earth is pristine, poverty and disease have been defeated, art and music flourish.” 
Inspired by this vision of the future, people set off to create it, and they succeed. On his deathbed, the time traveler makes a confession. He never built a time machine and never visited the future. It was simply a vision of the future he hoped for. And it inspired and empowered people to create that future.

If shared vision is the most powerful leverage point for change, how do we go about forging it? Visioning is not something that comes easily for most of us. Perhaps because of that evolutionary upbringing that keeps us in mental models in which we find visioning impossible to do. The good news is that visioning can be learned and taught. 
Idea 1: 

Here is an exercise that might help:

Imagine it is 2050, and you are still here. Close your eyes, breathe deeply for a moment, and imagine what the world looks like and how it got that way. 

Your first responses might be negative, all the trees are gone, the water polluted, etc. Many times these negative visions are our deepest fears for the future and in them lay the juice for the fodder. It is perfectly okay to have negative visions. One way to visualize what we want is to be clear about what we don’t want. Thus, we can turn negative visions ever so gently toward the positive—to express not what we fear the future will be like but what we want it to be like, what we wish for our own children and for their children. Things begin to change when we do this. If we can express and get in touch with our greatest hopes, our deepest faith, our most powerful desires for the Earth, our compassion, courage and love, a picture of a very different, very positive and very possible future emerges. We manifest what we see and if what we see stays rooted in our fear versus our hearts the systems we build will not serve our heart or others either. 
We would like to suggest that our every individual action and reaction is based upon a need, want, hope or values. This holds true for an organization. An organization is not organic; it is made up of people, even if its systems are designed to achieve outcomes through an organic structure and function. And thus, organizations, through the collective vision, mission, function and system acts and reacts based upon its needs, wants, hopes and or values. When needs, wants, hopes, or values align the result is synergistic. When differences between needs, wants, hopes or values are heard and respected, synergy can still be a result as long as there is enough common ground. 
Holding a positive vision of the future is much like planting a tree that takes many years to bear fruit. When you plant the seedling, you are undertaking an act of faith. You believe there will be a future. You are consciously choosing to do something, not for yourself, but for your grandchildren. You have to have the vision of that child sitting in the shade eating the fruit from the tree. You have to have courage to believe in the future, the clarity to see that long view, and the commitment to see it through—not to cut it down for firewood to stay warm one night. 
Again, there are many ways to create a vision, none are right, none are wrong. The vision will vary among groups with content, timeline, scale and goals. The following is another example that employs critical thinking. It can serve as a template for problem solving and implementing change in local or global scale such as a work team, school, community or planet. 

Idea 2:

Global Vision: Determine how to split the group in smaller groups if necessary. Ask one (or several) group to describe what the world will look like in 20 years. Have the other group(s) describe what they want the world to look like in 20 years. Or, have each do both. This can be captured collective brainstorming, individual free writing, or another mechanism. Help both groups by suggesting they address specific human needs and quality of life issues, including food, water, shelter, energy, work, transportation, education, peace and the environment, security and governance. The group that is describing what they want needs to phrase their descriptions in the positive, so for example instead of saying, “We won’t use polluting fossil fuels”, say, ”In the future, we’ll use only clean, renewable energy.”

Individuals and small groups share the most important elements of their vision and the group makes a master list. You may need or want to lump some items. Next, divide into groups and assign each group a topic from the master list. 
Idea 3:
Local Vision: Alternatively, break this exercise down into much smaller pieces and short timeframes (WS< ORG< Etc.) that folks students will be able to more easily imagine and monitor. A good example might be to ask them to visualize how they would like their school to work in order to maximize learning, safety, and happiness, and to minimize environmental impacts. Components might be scheduling.
Idea 4:

Focus Vision: A small group of folks pre-create 8 scenarios that present different faces of the future. Choosing the best scenario is not important; the purpose of the exercise is the discussion itself. Need larger blackboard or chart paper and done set of 8 scenarios for each group of 3-5 members. Distribute a set of scenario strips and one extra blank strip to each group. 
1. Ask them to read the scenarios and discuss them within their group. If they think a possible scenario is missing they can employ the blank strip. 
2. On the board or chart paper, draw two diamonds side by side. Within each diamond draw lines to create nine boxes, as shown below. Label the first diagram preferences and the second probabilities. 
3. Ask ½ the groups to rank the future scenarios according to their preference. Place the most desirable on the top row, second and third on the second row, and so forth with the least desirable on the bottom. Ask the other groups to rank scenarios according to what they think is probable, marking the most probable future scenario in the top row, second and third most probable on the second row and so forth with the least probable scenario on the bottom. 
4. Ask the groups to read their choices out loud. You can write each group on the blackboard or do series of shares and have “group” consensus.

5. Begin a debriefing by reading scenarios for both preferences and probabilities in the same rows. Discuss why it is preferable and probable future. Questions might include, “have you read anything that suggest this?”, “heard any scientific evidence to support?”, “why is this good/bad?” If no preferable and probable scenarios are placed on the same level, discuss why this is the case. Ask, “what would we need to do to make the most preferable the most probable?”, “what can we do to make this change?” You can assist this discussion with providing information, readings and the like for the scenarios. The future is not given; we make the future through our choices. It is up to us to decide how to amend the troubles, celebrate the successes or resign ourselves to them.
	Example of Watershed Visions: 

“By the Year 2020, the waters will be safe for all forms of water-based recreation, watershed residents will be free from water-borne pathogens, and the watershed ecosystem will support self-sustaining communities of water-related native plants and animals.”

“Protecting water quality within the entire watershed while balancing competing demands for use of land and water.”

“Maintain and protect high quality waters.”

“Maintain and protect existing uses and water quality.”


Today, our worldview, our story, no longer tells us of our place in the world or provides a context in which to root our communities. In short, it is inadequate to explain the times in which we live. Perhaps that is why many seem lost, why they pursue addictions or gluttony, why violent crime and prison populations in the US are magnitudes larger than any other country. Teaching for the future is really about changing the way we think, learn and communicate. It is about creating, telling and teaching new stories to each other. These must be stories of compassion and community, faith and spirit, celebrations and love. Stories of a just, sustainable and joyous future, and stories not only of, but in concert with, the beauty and wonder of the Earth. 
Any process of change is a complex system. It is goal-driven, interactive, and has both positive and negative feedback loops built in. It’s even self-organizing. But it won’t operate in a vacuum. It needs a vision to drive it. 1
Whatever the result, put your watershed vision in writing. Illustrate it if that is helpful. The watershed vision should have a delineated boundary and scope. In addition, have a plan to share the vision. Place it on all organizational material and media. 
Delineate the watershed boundary that serves the watershed vision 
Using topo maps or hand drawn maps, visually delineate the physical watershed boundary or boundaries that serve the watershed vision. The physical watershed boundary maybe a subwatershed or smaller system. It maybe a subset of a large system like the Colorado River. If there are water diversions that move water into our out of your physical watershed boundary, perhaps you should include the source or receiving watersheds. It is important to define the watershed boundary physically.

Sharing the Vision

So, what is your vision? You can share the process of defining it or define it alone. Your passion in communicating and sharing this vision will be what motivates others to join your journey in making the vision come true.

We can instill the power of visioning into others by:

· Becoming visionary ourselves-by creating, sharing and calling into being visions of a just, humane and beautiful world. By stimulating imagination, because we have to imagine what may seem impossible right now. By challenging and inspiring and fostering the best in ourselves and in our circle of influence.

· Including our vision on our written and electronic materials, in employee and volunteer orientations, in our speeches and communication, and as a conscious foundation for all decisions. 

· By building community-by networking, by engaging with others in creative and constructive actions to help call into being and move toward that shared vision.

· By modeling the skills we want to see in our community, demonstrating courage, clarity, truth-telling, commitment and adaptability in our lives.

· Being story tellers. For almost all of human history, stories were the way we learned, shared experience, transmitted wisdom and built community

Identifying Vision Outcomes or Results

Now we have a vision or view of what is possible and it aligns with our organizational values so it has fuel. Human nature calls for us to create expectations around our vision. We do what we do because we have expectations that something will or will not happen as a result. Expectations help us define outcomes, results or indicators that help us measure progress toward our vision. This is important if a vision may take 20, 50 plus years to fully manifest. Expectations help identify specific results that would indicate the vision is manifesting. 
In order to evaluate success, it is essential the desired results are identified before the list of activities and target audiences. We need to know where we want to end up before we decide how to get there. We want to place premiums, the amount of investment, on the right outcomes. These outcomes are used to determine what activities we will do for what target audiences. 
Review the process of brainstorming provided in the Step 1 Resource Guide to understand that it is a process of creating without judgment followed by assessment and then choice. Try and conduct this activity above and beyond what activities your organization is currently doing or not doing. Diverge. Brainstorm all the results or outcomes that would demonstrate or indicate that your vision is achieved or making progress. Outcomes are statements about how conditions will 

For example;

In the context of watershed assessment, we suggest that you consider 4 types of outcomes:

1. Increased understanding of water body conditions: This involves people learning about their waters and how they work. Example: Watershed residents learn that many of the waters in their area do not support healthy aquatic life or water contact recreation.

2. Changes in attitudes: This involves people forming a different opinion or view of their waters based on learning and understanding. Example: Watershed residents, organizations and agencies are motivated to make a plan to take action to restore watershed health.
3. Changes in behavior: These are decisions or actions taken voluntarily or through regulation, to protect and restore waters. Example: A restoration plan is put into action which specifies actions to be taken by individuals, businesses, and agencies. People carry out “best management practices” to reduce their impacts on their waters.
4. Changes in the condition of the water body (restoration or protection): This involves measuring actual change (expected result of restoration) or continued high quality (expected result of protection). These changes are typically measured by comparisons to reference conditions, a set of benchmarks that describe the water quality need to achieve these desired outcomes. Example: All waters support their designated uses.
Converge. Explore. Research. Ask questions. Consider. Weigh. Discuss. Assumptions. External Factors. Resource audit. Impact. Narrow with hits or some process.

Emerge. Choose. Identifying what outcomes, results or piece(s) of the watershed vision your organization chooses to achieve or influence, that align with organizational values. 

Identifying Vision Outcome Outputs (Activities and Target Audiences)
Now you have a list of possible results, desired changes or outcomes to measure progress toward your vision. Next step is to brainstorm, diverge, converge and emerge all possible outputs for each outcome. Outputs are the activities and associated audiences, the things you can do (not will do yet) and who they are meant for in order to achieve the outcome. Thus, every activity listed must have at least one associated target audience. 
For monitoring and assessment activities, usually the target audience is a decision maker. A decision maker is anyone who might use the information to make a decision. The decision can be a change in behavior from increased awareness or can be the closure of a waste water treatment plant. Decision makers range from informal to formal, from you, your neighbor, and community to the regulator and legal processes and individuals. 
Diverge. Possible ways you might achieve each outcome or result. What activities, tools, strategies and mechanisms would you, could you employ. For each activity or mechanism what is the target audience(s) you are reaching with the mechanism. Activities and audiences are outputs designed to achieve the specific outcome. Some activities and audiences might apply to multiple outcome(s), that is leveraging. 
Converge. Explore. Research. Ask questions. Consider. Weigh. Discuss. Assumptions. External Factors. Resource audit. Impact. Narrow with hits or some process to get general agreement or consensus.

Emerge. At this point, whether or not you can or will do everything you list is not relevant yet, it is important to note all the possibilities and then choose what you will commit to. This step can be overwhelming at the end with lots of information, issues and concerns raised. It does not mean you will be dealing with everything you discover. Based upon your current general interest or questions start with these questions. Here we will narrow the focus to watershed assessment monitoring activities. You may, or should, come back to this list, flesh out and evaluate another activities your organization, may undertake.

Identify Outcomes and Outputs that involved monitoring and assessment

You have generated a master list of possibilities to manifest your watershed vision, desired outcomes and list of activities and audiences to achieve results. It is not likely that you or your organization can do it all, or at least right now. This list should include monitoring activities as well as other type of activities. We are now going to focus on the developing an effective and accountable watershed assessment and monitoring design that came from your vision. From the list of outcomes and outputs, identify all outputs and outcomes that might involve monitoring.  If you find this difficult at this point, it will be a challenge to get more specific later.  If you want a general overview of monitoring and assessment introduction or planning, try the first two-three chapters of the Draft, California Watershed Assessment Manual7.  This is not a “how to” guide but might get you thinking. 
Let’s explore those. A version of converging. Write a sentence or two describing the monitoring and or assessment. Try and weed out what monitoring activities, purposes or information you might be generating with the output or for the outcome. You need to have a sense of each monitoring activity. 
Produce a list of possible decision-makers to influence and the decision(s) they make for each paired outcome(s) / output(s) related to monitoring and assessment
From this monitoring activity list, we want to, diverge, converge and emerge around possible decision-makers for each monitoring activity. We need to refine the target audience for further steps. This is an essential component and exercise for an effective and accountable monitoring design. If we don’t know who we are targeting and why how will we know if we succeed? We also need to know what decision they will make, for planning and evaluation. Further, if we don’t understand the information each decision-maker needs to make the decision we desire, how can we the information to them? Isn’t that like shooting squirrels in the dark? We may get one, but we don’t know when or if we will. We address this last point in Step 5. 
For each monitoring activity, diverge, brainstorm all the possible decision-makers that might use information the monitoring activity will generate. For every decision-maker on the list include what decision you desire them to make. At this point we will not converge or emerge yet. We will essentially do that in the next steps. 

For example, Monitoring existing conditions for use support:

Decision maker – Decision

State Health Department – determine if use met or not

For example, Monitoring a treatment or best management practice for effectiveness:

Decision maker – Decision

Local conservation district who installed practice – determine if decreased sediment load to creek or not

For example, Monitoring to see if source of bacteria is overgrazing

Decision maker – Decision

Land owners in stretch – change ranging practices, implement BMP’s if source is from their practices

State Department of Agriculture – help develop and implement BMP's for ranchers in small operations (less than 40 head)
Employ the Logic Model to communicate, plan and evaluate

The primary purpose of this entire step is to converge and emerge our inventory and visioning steps into a format we can plan efficient and effective watershed assessment monitoring. We need a tool or a visual aid to help us organize our inventory, vision, outcomes, outputs and associated monitoring activities. Something that keeps them connected and aligned in both structure and function. 
We will use the Logic Model to keep the monitoring activities for our watershed assessment connected to our vision and inventory. We will also use it to expand upon each monitoring activity as we design our watershed assessment. You can use the Logic Model to expand all outputs, activities and audiences, not just monitoring. We will focus on monitoring activities in the context of watershed assessment the remainder of this framework. You will place your list outcomes and outputs generated that involve monitoring into the Logic Model. We will then work from this to provide more depth. 
The Logic Model provides one such tool. The Logic Model was developed by the University of Wisconsin Cooperative Extension Unit as a tool to:
· connect what we do (outputs) with the impact we have (outcomes)

· provide a common vocabulary for both planning and evaluation

· Communication tool for funders, staff, constituents and public, graphic representation of the program “theory” and “action”, what is invested, what it does and what are the results?

· Format assists with focus on quality and continuous improvement versus outputs

· Keep inputs, assumptions and external factors that exist when outcomes and outputs are developed integrated in the evaluation process. The work is organic, assumptions, external factors and inputs will change, if for no other reason because of our success. 
In this step we essentially take the work you already have done and put it into a logical format. This includes the vision, outcomes, outputs related to monitoring and assessment and list of associated decision makers and their decisions. The information captured is illustrated below, even though it doesn’t have to look this way. The point is that it is illustrates together, keep it visually connected and it might begin to function in connected manner.



With the Logic Model you describe the situation first, for us it is our watershed vision, second the desired outcomes, results or changes we want, third the outputs or activities we will do and the audiences we will reach. You plan with the end in mind and evaluate the outputs effectiveness in achieving outcomes. Finally you add the inputs, assumptions and external factors playing on the situation.

In illustration below the Logic Model displays all the necessary components. The situation, inputs, outputs, outcomes (short term, medium and long term), assumptions and external factors. The example provided below is the blank format. See how it connects the various components.

	Situation:

	Inputs
	Outputs

Activities Audience
	Outcomes

	What we Invest
	What We do
	Who we Target
	Short Term
	Mid Term
	Long Term

	
	
	
	
	
	

	Assumptions:
	External Factors


For examples see Step 1 Resource Guide, including:
· Page 1 is synopsis of the Logic Model

· Page 2 is a water quality context example

· Page 3 is the water quality context with evaluation questions and indicators listed

· Page 4 is a blank version of the Logic Model
You can utilize the power of the Logic Model in more detail and to capture all aspects of your watershed assessment. The “situation” you list on top provides the context. You will give this the first attempt by putting the work you have already done into this format. The situation or context is your watershed vision. Place your outcomes in this model into short term (usually 1-5 years), medium term (5-10 years), and long term (10 plus years). Use time frames that make sense for you. 

Identify assumptions, external factors and inputs for M & A outcomes/outputs

Once you have your outcomes and outputs in place, list all the inputs, assumptions and external factors that apply to your outputs and outcomes. These they are essential for evaluation. If you evaluate your effort in five years, it maybe that the reason you are not moving forward is the inputs, assumptions or external factors have change but you have not incorporated that in your planning, evaluation or even identified them. 
Inputs can be listed as items you already have or need. Assumptions include assumptions you make between inputs, outputs and outcomes. For example, you might assume that 10 hours of contact time teaching 5th and 6th graders about recycling will lead to adults recycling all types. The assumptions include the amount of necessary contact time and 5th and 6th grade is an entry point to change adult behavior. External factors include items outside of your immediate control that might explain an assumption, identified output or outcome. Items like decisions, funding (if not in your control), regulations, environments, legislation, and the like. 

Case Study 1 

Case Study 2

References 

1 Modified, John Goekler, Green Teacher “Education for Planet Earth”, Issue 70. Spring 2003. Page 9-14. 

2 The System Thinking Playbook, Dennis Meadows and Linda Booth Sweeney, available from the publications manager, IPPSR, Thompson Hall Room G 01, University of New Hampshire, Durham, NH 03824 USA, 603.862.2244, ippsr.games@unh.edu.

3 Visionaries: People and Ideas to Change Your Life: Jay Walljasper and Jon Spayde, Minneapolis, MN: Utne Reader Books, 2001, ISBN 0865714452.
4 The “Thinking” in Systems Thinking: Seven Essential Skills, Barry Richmond, Williston, VT: Pegasus Communications, 2000.

5 Forecasting Congress: Envisioning the Future, Jan Cincera, Teacher at the Technical University of Liberec in the Czech, GREEN Teacher, Issue 72, fall 2003

6 From Learners to Leaders: using creative problem solving in environmental projects, David Bauer, David Hetherly and Susan Keller-Mathers, GREEN Teacher, Issue 72, Fall 2003
7 California Watershed Assessment Manual Draft, http://cwam.ucdavis.edu/Manual_chapters.htm, Chapter 1 and 2.

Resources 

Contents in Phase 1, Step 1 Resource Guide:

1. How to brainstorm, it is more than just generating a list, diverge, converge them emerge. 
2. Logic Model four examples.
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Anger is generated when we select option 2-whenever we are angry we are finding fault—we blame others for being wrong or deserving of some punishment. This is the cause of anger, the way we are thinking, in terms of blame, judgment and punishment. Another choice might be rather than go to our head to make a mental analysis of wrongness regarding somebody; we choose to connect to the life that is within us. This life energy is most palpable and accessible when we focus on what we need in each moment. 


For example if someone arrives late for an appointment and we need reassurance that she cared about us, we may feel hurt. If, instead, our need is to spend time purposefully and constructively, we may be frustrated. If, on the other hand, our need is for thirty minutes of quiet solitude, we may be grateful for her tardiness and not at all angry. Thus, it is not the behavior of the other person, but our own need causing our feeling. And when we are connected to our needs we are in touch with our life energy and that is where possibilities lie. Anger is a result of life-alienating thinking that is disconnected from needs. It indicates that we have moved up to our head to analyze and judge somebody rather than focus on what we need and are not getting. If we choose the 4th option, we connect with what the other person is needs and thus anger is not a result either. 





About Reference Conditions


Reference Conditions typically describe conditions that are only minimally affected by human activities and/or major natural disturbances. Reference conditions can be actual conditions found and measured at real locations (known as “reference sites”) that are relatively undisturbed. Or they can be theoretical conditions that describe goals for the waters based on scientific theory, summaries of data from similar waters, or risk analysis. A common example is state water quality standards. Reference conditions might also be some combination of actual and theoretical conditions. Reference conditions can be described in terms of maximum levels of specific pollutants (stressors) or in terms of the desired conditions of watershed processes, functions, and living communities. Phase 2 delves into this further.
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If we are angry about our situation we have the opportunity to realize that anger has a life-serving core. Anger is not an undesirable quality needing to be purged. The object is to find the juice in our anger and harness it. To not ignore, squash or swallow the anger but rather to express the core of our anger fully and wholeheartedly. First, we divorce the person/situation/circumstances from any responsibility for our anger. 


When we are confronted with an message or behavior we don’t like, we have 4 choices 1) we can blame ourselves, 2) we can blame others, 3) we can get in touch with what needs we have that are not being met and 4) we can get in touch with what needs others have that are not being met. 
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