


B A T O

Indiana Watershed Planning Guide

Indiana Department of Environmental Management
Office of Water Quality
Watershed Management Section

Developed with the participation of: —

Indiana Department of Natural Resources
Indiana Association of Soil & Water Conservation Districts
Purdue University
US Environmental Protection Agency










This document replaces the
Watershed Action Guide -
the “blue book”

For additional copies of this Guide, contact IDEM’s Watershed Management Section at 1-800-451-6027 (press 0 and ask for
extension 3-1432). Or, write to Indiana Dept. of Environmental Management, Watershed Management Section, P.O. Box 6015,
Indianapolis, IN 46206-6015. An interactive version of this Guide is available online at www.in.gov/idem/water/_planbr/wsm.

This project has been funded wholly or in part by the United States Environmental Protection Agency under assistance agreement 66.460 to the Indiana
Department of Environmental Management. The contents of this document do not necessarily reflect the views and policies of the Environmental
Protection Agency, nor does mention of trade names or commercial products constitute endorsement or recommendation for use.



1. There’s more than one way. Your partnership-
building and plan-writing experience probably
won't be as orderly as it looks in this Guide. You
may complete the steps in different ways or in dif-
ferent order. This is okay. It's not possible to write
a one-size-fits-all prescription for watershed plan-
ning, and we didn’t try.

2. Read the book! This book will do you absolutely
no good if you don’t open it and read it. The lists of
sources and references are starting points - we
expect you to add more. Successful groups do
their homework.

3. Think small. The smaller the watershed, the bet-
ter the group can relate to it, and the faster it will
react to change. If you are dealing with a large
watershed (more than 10,000 acres or so), identify
critical areas or priority sub-watersheds to tackle
rather than trying to address everything every-
where.

4. Include everyone. Leaving people out creates
time bombs. Bring all interests to the table in the
beginning. If, along the way, you discover stake-
holders who are not represented, bring them in as
soon as you can.

5. Find leaders. There are leaders in every commu-
nity. They're made, not born. Good leaders help
the group reach consensus, encourage new ideas,
promote open communication, listen patiently and
with open minds, and make sure everybody has a
chance to talk. They also make sure

there’s coffee.

6. Teach each other. Everyone is an expert at
something. Farmers can teach homeowners about
fertilizer. Bankers can help the group develop a
budget.

7. Always ask why. This is the easiest way to dis-
cover the concern behind an opponent’s position,
the cause of an environmental problem, or the
reason for poor attendance at meetings. If you
don’t ask, you won't find out.

8. Share your success. Tell each other, the com-
munity, your sponsors, everybody. You are doing
something important! You deserve the attention,
and it can help lead to even greater success.

9. Strive for consensus. Don't ask “Do you like
this?” Instead, ask “Can you live with this?”
Consensus does not have to mean total agree-
ment, but does need total support.

10. Embrace conflict. Don’t dance around it.
Conflict = energy. Properly harnessed, conflict can
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Introduction

Ask a watershed
group whether
they’ve developed a
watershed plan. If
they have, they’ll
proudly pull it out to
show you. If they
have not, here’s
what you might hear:

“We can’'t seem to get started.”

“It's not anyone’s job, and anyway
nobody has the time.”

“We have a plan...it's in our heads...
well, in somebody’s head.”

“We’re too busy fixing the watershed!”

Why is it important to write a
watershed plan???

Watersheds serve as logical landscape units for
environmental management, being easily
defined (see What’s a Watershed?).
Approaching nonpoint source pollution problems
in a watershed framework helps communities
evaluate and prioritize problems affecting
ground and surface waters. Watershed planning
connects the community’s decision-making to
sensible data collection and defensible analysis.
Recording those decisions in a watershed plan
increases the probability that the problems will
be addressed.

Here are the top 10 reasons for developing a
watershed plan:

#10— To be able to use grant funds to leverage
existing programs

#9— To provide the partners with a
tangible success story

#8— To make it easier to obtain grant funds

#7— To empower the local community
to create change

#o—

#4—

#2—

#l—

To enable the community to get additional
agency support

To provide a way to track progress with
measurable results

To help the project grow bigger
and last longer

To inform the community, and market the
project to new partners

To record the group’s decisions
And the...

reason to write a watershed plan is: To
improve the quality of life for people in the
watershed by helping ensure clean water
and healthy natural resources!

When is a group of people ready

to write a plan?

When the group works together with mutual
respect and trust;

When all major interests in the watershed are
represented;

When the group can make and support their
own decisions.

What's the purpose of the
Watershed Planning Guide?



What’s in the Guide?

The Guide is intended to steer you, the reader,
through the process of developing a watershed
plan. Lots of similar documents exist; in fact
nearly every state has some version. However,
this Guide is written for people in Indiana by peo-
ple in Indiana. It applies to the kinds of plans you
can expect to be involved in with the participation
of agencies which provide funding in Indiana.

« You'll find step-by-step instructions for each
planning phase. Each chapter addresses a
different phase. Specific plan components are





http://igs.indiana.edu/arcims/index.html

Planning: An orderly, logical process by which a
diverse group of people can reach defensible
decisions based on objective data. Done right,
planning prevents jumping from the problem
directly to the solution without stopping at reality
on the way. In the case of watershed planning,
planning also means recording the decisions
made by the group, along with enough information
that the community at large can understand what
the group is doing and why they are doing it.

A Quick Guide to “Alphabet Soup”
< NRCS: Natural Resources
Conservation Service

= IDNR: Indiana Department
of Natural Resources

e USF&W (more commonly referred to as
USFWS): United States Fish
and Wildlife Service

e USFS: United States Forest Service

= CES: Cooperative Extension Service

= IDEM: Indiana Department
of Environmental Management

= SWCD: Soil and Water Conservation District

< NGO: Non-governmental organization

= More information about what these agencies
are and do is provided in Appendix C :
Agencies and Organizations Directory.




The watershed
planning process
doesn’t happenin a
vacuum. Although
you, as a single
individual, may be
the world’s most
exciting technical
writer and could sit
down and crank out a gorgeous watershed plan
all by yourself, it’s likely that no one would ever
pay it any attention. And if an agency or
organization writes a plan for the good of the
people, or because they are the ones who
“know best”. the same thing can happen. In
fact it has happened, over and over, which is
why so many uneven table legs are propped up
with attractive spiral bound watershed plans
that never changed a thing.

To have a chance at actually restoring and
protecting water quality through planning, all of
the major interests in the watershed need to be
engaged in the process. Building a functional
partnership is both the hardest and most
rewarding part of watershed projects.
Compared to this, the science stuff is easy!

Why form watershed
partnerships?

« Strength in numbers - People have identified
water-related needs or problems they cannot
address alone, and you can get more done
when working in a team.

* Increased resources - By pooling resources,
partners can tackle the problem
more effectively.

* Diverse expertise - Drawing on expertise and
information from a wide range of people who
live on the land and know the local community.

* Bring everyone along - Involving all the
partners with an interest in the project
means it will be more acceptable to the

community and easier to keep going.

» Create solutions - Working through issues
with a diverse group helps find solutions you
might not have thought of.

What makes a watershed
partnership successful?
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What can make a watershed

partnership fail?

» Unresolved conflict - Unwillingness of key
group members to work at resolving conflict;
refusal of opposing groups to talk or associate
(e.g., a lake association vs. the farmers in
the watershed).

* Lack of clear purpose - Problems are not
clearly defined or are not felt to be critical.

* Vague goals - Goals or time frames are either
unrealistic or poorly defined.

* Incomplete group - Key interests or decision-
makers are not represented or refuse
to participate.

* Unequal partnership - Some interests have a
disproportionate amount of power, or not all
partners stand to benefit, or members are not
being given credit for their contributions.

* Lack of commitment - Financial and time
requirements outweigh potential benefits, or
some members are not comfortable with the
level of commitment required.

* Basic value conflict - One or more partners
have irreconcilable differences with no room
for negotiation.

Bring everyone to the table

The watershed planning process can derail in a
hurry if key stakeholders are not invited to the
table, or won't stay at the table after being invited.
Who's important? Representatives of any group
that you expect to change something, gain
something, or lose something as a result of
watershed plan implementation.

Full and balanced representation of all interests in
the watershed promotes trust. This means that all
major interests are represented, but no one
interest dominates the group. When large
audiences need to be represented, or there is a
group of organizations with common interests
(such as environmental groups or agricultural
commodity groups), you can ask that they identify

one or two people to represent them all, in order
to keep the steering committee from growing
unmanageably large.

If water quality problems in the watershed are not
obvious, or if they are poorly understood, it can be
difficult to persuade people to commit time and
energy to the project. Often a small core group,
such as an SWCD board or a single interest group
wants to get a project rolling, but recognizes that
more folks need to be on board.

How to get people to join the
project and stay with it

The best way to get people to come to a steering
committee meeting is through personal contact. If
each member of the core group of stakeholders
would personally invite several more people to
come to the next meeting, and pick them up and
drive them there if necessary, the steering
committee would rapidly grow to a workable size.
Written invitations are fine, but no piece of paper
will ever substitute for a personal visit.

To identify stakeholders to serve on the steering
committee, ask:

* Who could be affected, positively or negatively,
by the group’s decisions?

* Who are the people that may have to change
their behavior, or manage their land differently
based on the group’s decisions?

* Who could provide technical assistance,
develop communication pathways, and act as
liaison to local political bodies?

Brainstorm a list of all these people. Identify
members of your core group who can contact
them personally. One personal message is worth a
hundred envelopes in the mail. Develop a
recruitment package to leave with them after the
meeting. A page or two is enough. Include the
following information:

* Mission statement - The vision of the
watershed group, if one has been developed
at this stage.






Sample recruitment package materials

You can copy and customize electronic copies of these materials from
www.in.gov/idem/water/_planbr/wsm.

Example of a Recruitment Cover Letter:

Date
Name
Address

Dear

Our watershed project, Clean Up the Crawdad, is seeking committed, enthusiastic
volunteers to serve on our steering committee and subcommittees, and during
project activities. We are looking for community residents who are interested in
conserving natural resources, improving water quality, and enhancing the
recreational uses of Crawdad Lake and Crawdad River.

Clean Up the Crawdad is a locally-led initiative formed to restore and protect
water resources in the Crawdad Lake watershed, in order to provide high-quality
recreational opportunities for area residents. Members and supporters include
the Hushpuppy and Mudflat County SWCDs, county commissioners, county
health departments, county highway departments, the state Fish & Game
Commission, the Hoosierville Rotary and Grange, agricultural commodity
organizations, the Crawdad Lake Association, and Infinite Bass.

Please review the attached information and pass it along to others. If you or
someone you know is interested in participating in Clean Up the Crawdad, please
contact the Watershed Project Coordinator, Sally Coordinator, at 555-555-1234 for
more information.

Sincerely,
William B. Chairperson

1-4




Example of a Recruitment Attachment or Brochure:

Come join your neighbors to Clean Up the Crawdad!

We’'re looking for concerned citizens in the Crawdad River Watershed and
surrounding communities to help us protect and restore Crawdad Lake.

Who we are: Clean Up the Crawdad (CLUC) is a non-profit, volunteer, umbrella group seeking to involve
citizens in and around Crawdad Lake. The Riverbank Resource Conservation & Development board and the
Mudflat and Hushpuppy County Soil & Water Conservation Districts are our sponsors.

Our Mission: To protect and restore water quality in Crawdad Lake through coordinated community &
agency efforts. We want to have a beautiful, healthy lake in a thriving community!

What we’re concerned about:
Algae blooms and weeds in the lake
Unrestricted boating activity
Reduced quality of fishing
Beaches closed due to pollution

DRAFT Goals & Objectives: Develop a watershed management plan to help prioritize and organize future
activities. Reduce sediment and nutrient loading to the lake. Manage boating, swimming, and fishing on the
lake in a sustainable manner that meets the needs of recreational users.

Planned Activities: Annual lake-shore trash pickup —- community hazardous materials collection day —-
canoe trip and barbecue on Crawdad Creek next spring. You'll be informed of these events and other project
news in the Cry of the Crawdad, our quarterly newsletter.

Funding: A two-year planning grant from IDEM for $250,000. Funds are being used to employ a watershed
coordinator, monitor water quality, map the watershed, and develop a watershed management plan. Additional
support for CLUC activities is being sought from corporate sponsors.

What'’s your commitment?

» Steering committee members serve a two-year term. The 15-member steering committee discusses and
formulates decisions for the watershed project and reviews the work of the Planning and Assessment
committees who are developing the watershed plan. The committee meets on the first Tuesday of each month
at Pete’s Fish & Ribs in Hoosierville, from 6:30 to 8:30 PM. The public is welcome to attend and provide input to
the committee’s decisions. More frequent meetings are occasionally required. Training workshops are
available. We currently need three more steering committee members.

* Subcommittee members work with the committee of their choice (Planning, Assessment, or Outreach) for a
year (or more, if they want to). Committees may need to meet frequently during some phases of the project.
Only the committee chair is expected to attend the monthly steering committee meeting, although others are

welcome to come.

* Project volunteers participate in an activity such as stream assessment, trash pickup, or a canoe trip, on the
day of the event. The Coordinator will take your contact information and let you know when events are
planned.

What's in it for you? As a member of Clean Up the Crawdad, you can: Be a voice for citizens of your
community.....Have the satisfaction of helping to restore the lake so everyone can enjoy it.....Be recognized as a
community leader.....Learn more about water resource protection and restoration.....Contribute your unique
knowledge and skills.....Meet and work with great folks, and have a lot of fun!

Want more information? cail Sally Coordinator at 555-555-1234, or drop into the Hushpuppy or
Mudflat County SWCD office any weekday from 8:00 to 4:00. We need you now!
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To keep committees
vital and effective:

Ask these questions regularly as the project
progresses:
» Should new groups or individuals be brought
into the partnership?

» Are there enough interests represented to
make good decisions that the community
will support?

* Are the best people present to fill the roles that
have been identified?

Encourage participation:
» Establish a clear sense of direction so people
know what to expect.

* Give people specific things to do, and support
their effort with technical assistance and
resources as needed. The group needs to set
clear deadlines and identify who is responsible
for tasks.

* Appeal to people’s sense of stewardship. Show
how the problems in the watershed affect
residents - in economic and social terms as
well as environmental.

» Tell prospective members what will be



Steering Committee: Since the Sponsor may
have other responsibilities, or may not embody
all the stakeholders in the project area, a
Steering Committee is usually created. (The
Steering Committee may also be called an
Advisory Group, Taskforce, or whatever you
like.) The job of the Steering Committee is to
make decisions, to plan, to broadly represent the
interests and citizens in the watershed, and to
maintain close ties with the sponsor, usually
through representation. For example, one or
more people from the sponsoring organization
can sit on the Steering Committee.

Steering Committees need a Chair, to conduct
meetings, lead decision-making, and make sure
everything is done fairly.

There also needs to be a Recorder (not the
Chair!) who regularly takes minutes at meetings
and types them up.

How big? In general, a Steering Committee with
an odd number of people, somewhere between
7 and 15, works best, but this is not set in stone.
There need to be enough members to be sure
that decisions can be made at each meeting. It
is helpful for the Steering Committee to have
designated members, so that decision making is
effective and consistent; however, in most
groups the public is welcome to attend and take
part in discussions. Determining who is and who
is not “on” the Steering Committee is usually
wise, because different people may show up at
every meeting. It can slow the business of the
group if every month sees a re-hash of all
previous decisions because someone has not
been there for several months.

Sub-committees: The Steering Committee can
authorize sub-committees, work groups, or
taskforces to carry on its work. While it is
important for the sub-committee chair or their
designate to sit on the Steering Committee to
report on the doings of the group, not all sub-
committee members need to be on the Steering
Committee or attend its meetings. This allows
people with specialized interests to engage in
only the activities that they enjoy most. Sub-
committees may beongoing, or may last only

until their task is completed.

The Watershed Coordinator: If the group has a
Coordinator, that person is usually hired or
contracted by the Sponsor, but spends most of
his or her time working with the Steering
Committee and subcommittees. The
Coordinator’s job is to carry out the wishes of
the Steering Committee and the Sponsor.
Coordinators should not normally lead or open
meetings; nor should they make or participate in
the group’s decisions. Their primary job is to
make sure that all the parties involved in the
watershed project know what is going on, and
can carry out their responsibilities easily.
Coordinators may collect and compile
information, take care of the logistics of all
activities, distribute newsletters, interact with
the media, develop maps, write portions of the
watershed plan at the Steering Committee’s
direction, market the plan to the community,
make presentations, and do a lot of the leg work
of moving the project forward. Since a
Coordinator’s job may have a lot of gray areas,
frequent and open communication with all
participants in the project is extremely
important. Frequent networking with other
coordinators is also important (and good

for morale).

Facilitator: A facilitator is a person who can
make a meeting run smoothly, help a group
resolve conflict, assist the decision-making
process, and guide public meetings. A good
facilitator can bring out the best in a group, help
meetings stay on track, channel conflict into
useful energy, assist a group in developing
effective ways to work together, and generally
ease the process of partnership formation and
decision making. Coordinators are sometimes
called on to facilitate, although this can be very
tricky; it’s best to find someone from outside the
group. There are commercially available
facilitators; trained facilitators are also available
from several federal and state agencies. Contact
your local SWCD, or NRCS, IDNR, or IDEM for
lists of their personnel who are trained
facilitators and will provide this service as their
time and other duties permit. Your group may

1-7
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want to use a facilitator only occasionally, when
there are sticky decisions to be made, or for public
meetings. Some facilitation duties, such as time
keeping and staying on track with the agenda, can
be assigned to steering committee members.

Tips for successful Steering
Committees:
Leadership:
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Once a group of open and onto paper. This is not a time for
interested people judgment or criticism. At this stage in the
has decided to work process, all concerns, opinions, worries, reser-
together to develop
a watershed plan,
they need real work
to do... otherwise
why have all those
meetings? The

early work of a group has a lot to do with getting

to know and trust each other. In this Chapter,

you’ll work on airing concerns, starting to

construct problem statements to express those

concerns, expressing a shared vision and

mission, drafting some tentative goals, and gen-

erally learning how to work effectively together.
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What is your community
concerned about?

Airing your concerns, developing a practical,
clear vision, and agreeing on measurable goals
aren’t easy. However, experience shows that
groups can’t plan successfully unless they plow
their way through these steps. When you cut
away the jargon, all you are trying to do is
answer a fairly simple question: What concerns
us about our watershed, and how do we want it
to be different?
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What are the things you want to change? What
are you worried about? When people are stirred
up enough to attend a public meeting or commit
to being a regular member of a group, it is
usually because they feel that something is
wrong and they want to fix it. They also may be
there because they want to prevent their own
interests from being compromised. They may be
curious, apprehensive, angry, or determined. You
can be sure that they have opinions!
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The facilitator gives everyone 5 sticky
paper dots (or 5 post-it notes, or
whatever variant is being used) and
everyone goes up and “votes” for their
most pressing concerns. During a break,
the results are tallied and discussed when
the meeting resumes. Things are
reframed some more, and the end result
is a ranked list of concerns, possibly with
items similar to these:
= Fishing has been bad in the last
few years.
= There might be dangerous pesticides
or germs in the lake.
= Sediment is making the lake cloudy
and choking up the upper end where
the creek drains in.
= Property values are suffering.
= Farmers are under economic stress
and farmland is shrinking.

Positions vs. Concerns
Stress that people should state their needs or

interests, not their positions. When someone takes

a position, they are ‘for’ or ‘against’ something,

asking why again and again. Gradually
you will get to what the person actually
needs, and that can be stated as a concern.

A dairy farmer takes a position about not
making him fence his cows out of the creek.
He has lots of reasons why it just can’t be
done, and he’ll rally all the farmers against
this project if anybody suggests it.
Facilitator politely starts to ask why.
Farmer: “Because the fences will just wash
out anyway,” or “Because willows will
grow on the banks, and then we’ll have
floods,” or “Because it’ll cost too much, “
or “Because | won’t have any water for my
cows.” Facilitator rephrases: “You need to
be sure that you still have a water source
for your cows.” It turns out that’s the
farmer’s real, and legitimate, concern.

It's added to the list.

Problem statements:

and likely to be speaking from emotion rather than
fact. Position-taking polarizes groups and creates

unproductive conflict.

2-2

Examples:

Position: “This plan is going to put me
out of business!”

Concern: “I’'m concerned that this project
could result in more regulation.”

Position: “Those farmers are poisoning
the creeks.”

Concern: “I'm worried about whether
chemicals in the water could make my
children sick.”

You can see that the discussion following a
concern will be more productive than the
discussion (or argument) that follows a
position. It’s helpful to ask position-takers
why they feel the way they do. Keep

picking apart the concerns

What'’s a problem statement?
A problem statement is a planning tool that helps
you bridge the gap from obtaining information to
setting concrete goals. Crafting problem

statements can clarify your thinking and help a
group move forward. A problem statement says:

* What is the problem or issue

» What's believed to cause it

» What the group wants to change
* What information is missing

When do you write problem statements?
They can be used at least twice in the planning
process. The group can develop a set of problem
statements early, when they have listed their

concerns and are trying to formulate a vision and

some goals. Later re-visit and probably re-word
these draft problem statements after the



watershed inventory and assessment are
complete, and the group has better information
to work with.

What else do we need to know?

Problem statements are non-judgmental, and
promote a clear understanding of the
watershed. Note that “problem” does not
always mean there is something wrong with the
water. The ‘problem’ may be recognizing a threat
to high quality water, acknowledging an
economic or social condition, or identifying an
area that needs to be protected.

OK— How do we do it?

To create a problem statement, look at each
concern on your list. Turn it into a specific,
practical, objective, non-emotional statement,
which does not contain assumptions. State a
cause if you can, but make it clear if there’s no
data yet to support your supposition by saying
“we think” or “it appears”. Then decide what
the group wants to see change. This will help
the group to establish what they want the future
condition of the watershed to be.

Example 1:

Concern: Fishing has been bad in the
last few years.

Problem statement: The game fish
population in Crawdad Lake is declining;
we think it’s because the fish don’t have
good breeding habitat.

What you want: A fish population
healthy enough to make the lake a good
place to fish.

Additional information you need: What
is the actual fish population? Is the
decline due to lack of breeding habitat,
or is it something else? What population
would sustain normal fishing pressure?

Example 2:

Concern: Failing septic systems.

Problem statement: The Health
Department and residents in the
watershed state that many septic systems
are not working and pollutants are going
into streams. We do not know for sure
why this is happening or where these
systems are. What you want:

1. To establish the facts concerning septic
systems in the watershed.

2. To have all systems functional and
non-polluting.

Additional information you need: How
many systems are failing? Where are
they? Why are they failing? Is pollution
entering streams or groundwater?

Notice that there aren’t any numbers
attached to anything yet. You don’t have
enough information at this point to be
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* Evoke clear and positive mental images of
“What it should be like around here.”

* Create pride, energy, and a sense
of accomplishment.

* Link the project with the results.

Here are some things a vision can be:
* Simple.

* Engaging to the heart and spirit.
» An assertion of what we want to create.

* A living statement that can change
and expand.

* A springboard.

Crafting a vision is hard work, since it reaches to
the heart of what people believe. Hours have been
spent debating the merits of one word against
another; that’s why a vision should be closer to
five words than to fifty! It's important that
everyone involved at this stage can live with the
vision, even if they don't love the way it turned out.

There are lots of books and websites that can help
with the visioning process. It doesn’t matter how
you go about it as long as the product makes
sense at the end. One simple method is to list all
the “What you want” statements that the group
developed along with each problem statement and
string them together, then try to smooth out the
language. Using that reasoning, the Crawdad Lake
folks could have come up with something like this:

“A clean and healthy Crawdad Lake enjoyed by a
thriving community.”

They might elaborate on it to encompass the
passions of some of the members:

“Our vision of the future: The healthy ecosystem of
Crawdad Lake provides recreation for surrounding
communities, helping them to maintain a strong
economic base and excellent quality of life.”

Once a draft vision statement is up on the
flipchart, the group can test it by asking:

* Can it be accomplished? Is it doable?

* Has everybody been honest about what they
want? Is this vision authentic?

24

* |s it worth getting excited about? Will people
care about it?

* If achieved, will it make this a better place? Do
people have something to gain from it?

 Can we put it on a T-shirt? (In other words, is it
short, clear, and memorable?)

Every member of the group should be able to
remember the vision (another reason to keep it
short), and should be able to support it. It is worth
the time spent to get to that point, as it will make
the rest of your work much easier.

Mission statements

A vision statement expresses how the group
wants things to be. A mission statement expresses
how the group will do business in order to achieve
the vision. If the vision statement is clear, then
writing the mission statement should not take
long. Some groups bypass this altogether, if their
vision and focus are very clear. However, it’s
worth the time to clarify why this particular group
has come together at this time to accomplish this
particular work.

Keep in mind that you’re not writing vision and
mission statements just to have something
impressive on the wall. These are working docu-
ments that keep the group focused. If they need to
change or be made clearer in future, do it... after
all, they belong to your group.

To formulate the mission statement, ask:
* Who are we?
* Who or what do we work for?
» What do we offer?

To test the draft statement, ask:

¢ Is it clear and understandable to all
the stakeholders?

* |s it brief and memorable?
* Is it unique to this group?

* Does it reflect the group’s core values?



* Is it broad enough to be flexible,
without being fuzzy?

« Will it help us make decisions?

Example mission statements:

“The Upper Arkansas Watershed
Council, as representatives of interested
parties, will foster improved
communication, collaboration, education
and scientific understanding, and will
develop strategies and make
recommendations to local communities
to conserve, protect and enhance
watershed natural resources for the use
and enjoyment of present and future
generations.”

“The Crooked River Partnership will
promote stewardship of the Crooked
River watershed and its resources to
ensure sustainable watershed health,
functions, and uses for optimal
conservation and economic benefits.”

Setting measurable goals:
draft phase

So far, the group has defined the problems in the
watershed as well as they can with limited
information; they’ve developed a vision and mis-
sion; and people are probably itching to go out
and do something. But in order to be effective
with the actions you take - in order to promote
(and achieve) your vision, you need clear and
measurable goals. There is an old adage “If you
don’t know where you're going, any (and every)
road will get you there.” That is certainly true for
watershed management planning. Goals tell you
where you are going. The value of clear goals is
that they encourage decision-making, motivate
people, focus the energy and resources of the
group, and make it possible to measure
progress. People in the community will want to
know what you are going to do; having at least a
few concrete goals will help them to understand
how you intend to move forward. At this stage,
the goals you develop are DRAFT, since the

group will be gathering data and information
about conditions in the watershed for some time.

The group may choose to simply state some
interim goals, such as:

* “Develop an inventory and assessment
of the watershed by [date].”

* “Complete and publish a watershed
plan by [date].”

On the other hand, the group may feel ready to
address some of their perceived concerns by
stating some long-term goals.

There is usually some confusion about the
difference between missions, goals, objectives,
tasks, etc. What you call these components
doesn't really matter - different people use
different words. What matters is that you go
through the process to decide where you want
to go and how to get there. Here is a system that
works well in most situations:

A goal is the purpose toward which effort is
directed.

Examples:

Reduce sediment delivery by 10% in
three years.

Restore small mouth bass population to
fishable levels by [date].

Establish riparian vegetation on 30% of
streambanks in 5 years.

An objective is a way of meeting a goal.

Examples:

Obtain a grant to hire a watershed
coordinator.

Implement a cost-share program.

Develop a fish management plan with
IDNR Division of Fish & Wildlife.
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2-6

A task is a specific piece of work
assigned to specific people in order to
achieve the objectives.

Examples:

Joe will write a newspaper article each
month.

The group will convene a technical
advisory committee in March.

Marie will contact all the landowners in
two townships by the next meeting.

The important components of goal setting are that
the goals agreed upon by the group should be
reachable, measurable, and clear. Remember that
these are DRAFT goals, since information
gathered later in the planning process will
certainly lead to additions and modifications.

Goals should:
« State an action (Reduce, restore,
establish, educate)

« State the thing to be changed (riparian
vegetation, sediment load, number of geese,
profit margin, etc.)

* Say how much (10%, to state standard, not to
exceed the permitted load, etc.) or what
(produce a plan, publish information).

 Say when (in five years, by 2010, prior to
adoption of the zoning law, etc.)

What is consensus?
Do we need it?

Consensus is a collective opinion arrived at by a
group of people working together under conditions
that permit open communication and a supportive
climate, so that everyone in the group feels they
have had their fair chance to influence the
decision. When a decision is made by consensus,
all members understand the decision and are
prepared to support it.

Consensus decision-making is based on the
fundamental belief that each person has a piece
of the truth. Consensus is the way a group of

equals makes decisions. It is built through a web
of reciprocal relationships where each individual
rules and is ruled by the larger community.
“Consensus” means “to give consent.”

Consensus decision-making has its limitations. It
will not work in every situation, but it can be
achieved if these five things are in place:

» A common purpose - all members share a
common vision and mission

» A willingness to share power - group
members understand and embrace consensus
decision-making

* Informed consent - members are willing to go
along with a decision, even if they are not
totally in favor of it (“I can live with that.”)

* A strong agenda - the group is committed to
following a structured process

« Effective facilitation - the meetings are kept
“on track” and moving forward

The stages of consensus decision making are
introduction, discussion, and decision.

Introduction: The introduction of a proposal or
course of action focuses only on questions about
its content-not on its merits. The introduction
establishes the facts.

Discussion: The discussion can start with a
clarification of the principles behind the proposal
(Why these things are being proposed). Next the
group works to resolve any concerns they may
have about the proposal. Finally, the facilitator or
chairperson should see if it is time to make a
decision by testing for consensus. In the consen-
Sus process, no votes are taken. As the group
arrives at the point of decision, each participant
has three options: to block, to stand aside, or to
give consent.

» When a participant wishes to block, this
prevents the decision from going forward for
the time being. Blocking is a very serious step
and should only be taken when the participant
genuinely believes that the pending proposal, if
adopted, would violate the morals, ethics or
safety of the whole group. When people elect



to block a proposal, ask them to explain their
reasons. If possible, the group tries to resolve
their concerns. If the person does not remove
his or her block, the decision does not move
forward: it is dead in the water.

If there are no blocks or blocks have been
resolved, the group is then asked if anyone
wishes to stand aside. A person stands aside
when he or she cannot personally support the
proposal, but feels that it would be acceptable
for the rest of the group to adopt it. This
choice absolves the person from any
responsibility for implementing or participating
in the decision. The names of those standing
aside should be recorded in the minutes. If
there are more than a few stand-asides, the
group should start over or table the decision,
because support for it will be too weak, and
may result in loss of members.

If there are no blocks and not more than one or
two stand-asides, the facilitator or chairperson
will state “We have consensus.” To give
consent does not necessarily mean that every
participant is in total agreement with every
aspect of the proposal. It does mean that each
person is willing to support the decision and
stand in solidarity with the group despite
whatever disagreements, if any, they may
have. Once consensus decisions are made,
they can only be changed by reaching

another consensus.

In the real world, consensus means that
everybody in the group understands the decision;
that everyone has had a chance to say how they
feel about it; and that members who still disagree
or have doubts nevertheless are willing to say in
public that they will give the decision a try, and
agree not to sabotage it. Agreeing to do something
by consensus does not mean that you love it. It
means you can live with it.

If you work toward consensus, people are more
likely to commit to the decision. Consensus
provides an opportunity for win-win solutions,
requires members to listen and understand each
other, and helps resolve conflict. The downside is
that consensus takes more time than voting, and

to be successful, every decision-making member
must speak up and participate. Working this way
may require you to use an unbiased facilitator, at
least while you learn the process and get to trust
each other.

Experience has shown that long-term projects are
more likely to be successful and have better
energy if they operate by consensus. It is worth
“going slow now so we can go fast later.” You'll
learn how to harness the energy of conflict, and
how to be open with one another, making it easier
to deal with barriers and challenges in the future.
Here are some sources for more information on
the consensus process:

Selected references on collaborative decision
making and natural resource management:
www.uwyo.edu/enr/ienr/CDMrefs.html

Real example of consensus-related ground rules
for a group:
www.ecy.wa.gov/watershed/46pugrndrules.htm

Consensus and group dynamics papers and
checklists.
www.vernalproject.org/RPapers.shtml#CoopDecM
aking

When the people are the problem

It would be naive to think that watershed group
members are any more polite, mature, or tolerant
than the rest of the population. In any large group,
there will be conflict. Open conflict can be
managed; sniping, backbiting, and political
maneuvering are tougher. As a coordinator, leader,
volunteer, or advisor to a watershed group, you
may encounter all sorts of less-than-productive
behavior. A wise facilitator or leader may be able
to defuse some of the effects of conflict,
especially if the feuding parties can be brought
together to air their differences out loud in a safe
setting. Often just getting to know each other
better helps to build trust and allows participants
to “agree to disagree”, instead of being openly
hostile to each other.

2-7

uononpo.U|

sdiysiaupred
[edo| buipjing

—
o

«Q
@
—
=0
@
=

Bunjuy L

Alojuanul pue ] uonebnsanu|

Burionuow
$92In0Sal Jare\



|:| Planning Checklist - Chapter 2

These are the items you will be able to start
inserting into your plan outline or template after
working through the sections in Chapter Two.
Add to them during the planning process.

[0 Describe how concerns were expressed (at
meetings, through conversations, in surveys)
and list the major concerns.

[0 The mission, vision, or purpose statement of
the group who developed the plan should be
placed so the reader sees it easily.

[0 While the format is up to the group, goals
need to incorporate the following elements:
a problem, pollutant or condition; the present
load or nature of that problem, pollutant or
condition; the target load or condition; and
when the group expects that target to be
met. Right now your goals are incomplete.

O Since discussion of goals can be lengthy,
create a table in the text or appendix
showing goals; objectives or tasks under
each goal; present condition; target
condition; target date; and indicator (see
chapter 10) to be used for measuring
progress. [This is different from an action
register, which tells who will carry out tasks
(see Chapter 9).]

O Try to express a clear connection from
concerns to problems, causes, sources,
goals, targets, and indicators throughout
the plan.




Water Resources
Monitoring

Building local Thinking

Introduction partnerships together

Land inventory




Planning an inventory

By now, the group will already have voiced
concerns, developed some tentative goals, and
probably structured itself into a central
decision-making body with some peripheral
workgroups or subcommittees.

Before proceeding with an inventory, be sure the



number of building permits, subdivision reviews,
or occupancy permits granted in each of the last
five years. Be sure to look at indicators that
provide information on trends or ongoing
conditions. For example, in assessing water
quality, chemical measurements of what is in the
water are valuable, but are only true for the
moment the sample was taken. Therefore, many
samples need to be taken over several years in
order to get a valid picture of changing water
quality. Biological measurements, such as the
composition and diversity of macroinvertebrates
(small aquatic critters, usually insects but also
worms and such) in a stream, can provide more
information about the water conditions over
time. A single sampling event at key locations
may give enough information to compare the
health of various streams. Several indicators
taken together are usually much better than
having only one. You will have to choose what

you can afford in terms of money and manpower.

Before conducting water monitoring or intensive
land investigation, invite technical assistance
staff from appropriate agencies to talk with the
group. Consultation at this stage will save you
time, money, and aggravation.

How much is enough?

Groups often struggle with deciding how much
investigation they need. If the project is funded
by a program grant (Section 319 or Lake and
River Enhancement), there will be concrete
guidelines on what information you need. If the
project is not grant-supported, the group needs
to decide for itself how far to go. Looking at
agency requirements for watershed plans

may help.

Be aware of the “endless data loop.” It is not
possible to ever fully understand ALL the
processes at work in the watershed. There may
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What processes are involved?

Desktop inventory: Much of the material you need
is available on the Internet or in libraries. Check
the directory at the end of this chapter (and the
table in Chapter 4) for websites and phone
numbers. The less athletic members of your crew
can shine here; or this work can be done when
the weather doesn’t favor going into the field.

Direct observation: General characteristics of the
watershed can be observed by driving or biking
the highways and byways, using maps and forms
to record what you see. (Best to drive in pairs to
help document observations!) This is an exercise
that could be done twice, during the growing
season and again when the leaves have fallen and
crops have been harvested.

Fieldwork: Some resource issues, such as soil
erosion on cropland or use of tillage practices,
can be addressed with transects or other
structured field observation procedures. Some
natural resources have very clearly defined
inventory methods; an example would be wetland
identification. Exact observations on vegetation,
soils, and hydrology must be taken, and there are
manuals explaining the process. Similar
procedures exist for forestry, wildlife habitat, and
conservation tillage. Private consulting firms exist
to conduct these professional analyses and would
appropriately lead fieldwork of this nature. Agency
personnel can provide assistance, however,



If your group does not have access to GIS,
consider partnering with another group, agency,
local government, or university to gain access to
this technology.

Modeling: Models allow a peek at future
conditions, based on existing conditions. Simple
tools such as the RUSLE (Revised Universal Soil
Loss Equation) can forecast soil loss. (Go to
http://topsoil.nserl.purdue.edu/nserlweb/rusle/ru
sle.htm for more information on RUSLE.) More
complex models based on either continuous
conditions or storm events can predict sediment
delivery, nutrient loads, and pollutant transport.
If a Total Maximum Daily Load (TMDL) is being
conducted in your watershed (see Chapter

Eight), models will be used to predict pollutant
loads and transport, and target which parts of
the watershed are critical sources. Other mod-
els can be used to compare existing conditions
with proposed conditions, to develop “what-if”
scenarios such as what could happen if land
uses change or impervious area increases.
Many models are integrated into GIS programs
and use spatial data. Agencies, universities, and
consultants are usually equipped to run one or
more models that could assist you. Be aware
that the product of a model is only as good as
the quality of the data it was built on, and some
models are extremely data-intensive. Modeling
is not for the faint of heart.
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processes (sheet and rill erosion),
as well as simulation of the hydro-
logic and erosion processes on
small watersheds.

RUSLE | Revised Universal Soil Loss | RUSLE is applicable to sheet and Use model online at—
Equation rill detachment only. It does not www.iwr.msu.edu/rusle/
estimate erosion in channels or Take the RUSLE? tutorial at—
compute deposition. http://bioengr.ag.utk.edu/rusle2/
L-THIA | Long-Term Hydrologic Analysis tool that provides site- Main web site and online use at—
Impact Assessment specific estimates of changes in www.ecn.purdue.edu/runoff/
runoff, recharge and nonpoint
source pollution resulting from past
or proposed land use changes.
WEPP | Water Erosion Prediction Applies to hillslope erosion Download model at—-

http://topsoil.nserl.purdue.edu/nserl-
web/weppmain/wepp.html
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There are several
tools to help you
conduct a land
inventory. Review
them and choose
whatever best suits
your needs. The pur-
pose of doing a land
inventory is to bring
together a holistic
picture of the watershed, as a dynamic system.
This piece of the landscape you've selected for
your attention is teeming with life, history,
change, and complexity. To understand how it
“works” you need to immerse yourself in it.

The majority of concerns that you have about
your water resources are probably caused by
activities on land. A detailed description of the
watershed and what's going on there helps
identify potential impacts on water quality and
where they are located. To create this
description, collect information identifying the
watershed boundaries, the location of streams,
lakes, residential areas, town limits, county
lines, roads, etc. Record all of this information
on maps, organized for analysis and comparison
with the results of the water quality inventory.

Watershed characteristics
and boundaries

Determine the limits of the watershed so you
know exactly where you are working and what
activities may affect the quality and quantity of
your water. This information is usually available
through government agencies (see the table of
watershed land inventory resources below).

Geology and climate

Develop a description of the watershed,
including the geologic history (glaciation,
bedrock depth, types of underlying rock).
Current geology identifies mining operations, oil
or gas drilling, and other activities that cause
geological changes. Collect information on the

climate, including average annual precipitation,
average and extreme (average maximum and
minimum) temperatures, and other factors that
affect land use potential. This information will
help you evaluate different options to address
your concerns within the watershed.

Natural history

Describe the native and naturally occurring
wildlife. Include the condition of this wildlife
(population size, distribution, health, etc.) and its
legal status. For example, if a federally listed
threatened or endangered animal or plant is
located in your watershed, there may be limits to
what alternatives you can propose in the
watershed management plan. Likewise, if there
are problems with aquatic nuisance species,
you may be eligible for participation in federal or
state programs to address this concern. Note
the presence of exotic and invasive species on
the land as well.

Describe and map the natural or planted
forests, grasslands and prairies, and riparian
(stream side) vegetation by type, species, age
classes, and distribution. If there are areas with
significant problems with exotic or invasive
vegetation, these areas should also be
identified. In short, collect information on the
current state of the natural ecosystems
occurring in the watershed. The amount of detall
needed will depend on your previously
developed problem statements.

Land use

Identify and record the historical, current, and
future land use of the area in order to identify
what types of human activities have and could
affect the water resources in your watershed.
Previous uses, such as an abandoned gas
station could cause impacts on water resources.
Similarly, current land uses such as agricultural
production, confined livestock operations,
housing developments, or landfills could
adversely affect water quality. It is important to
collect as much information as possible on these
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http://www.in.gov/dnr/historic/pdf/guidetoser
http://www.in.gov/dnr/naturepr/

library that helps your watershed group make
solid decisions about water resource restoration
and protection. Your investigation of both land and
water constitute the whole inventory of the
watershed. You can start on this very early in the
planning process.

* First, go through the List as a group and identify
items that you already have, items you need to
collect, and strike out the items not relevant to
your watershed.

* For the items that remain (the ones you need),
tackle the collection job by assigning people
either to specific areas of the watershed
(where they will collect everything on the list)
or by assigning several people to each
category of information, such as forestry or
cultural resources.

» Set dates for bringing information back and
sharing it with the group.

* The List is not all-inclusive; it contains
information that most watershed projects will
need, and that is available all over the state.
Your group will probably add items that are
unigue to the local area.

NOTE ON WEB ADDRESSES: We all know that
WW\W addresses have the life span of a gnat.
By the time you get this book in hand, some of
the addresses in the list below will already have
expired. When you reach a dead end, try
shortening the address to reach the home page
of the site and proceed from there, or go to your
favorite web browser and search on the subject.
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Introduction


http://nationalatlas.gov/
http://www.usra.edu/esse/
http://in.water.usgs.gov
http://www.in.gov/idem/water/
http://glovis.usgs.gov/
http://shadow.agry
http://www.ncdc.noaa.gov/oa
http://www.sws.uiuc.edu/
http://igs.indiana.edu/

Cultural Resources

Watershed Land Inventory

* IDNR Div. Of
Historic
Preservation

* NRCS Cultural
Resources
Specialist

» National
Register of
Historic
Places

« Indiana
Register of
Historic Sites
& Structures

* Indiana State
Museum

* County
historical
societies

* Local libraries

* http://www.in.gov/dnr/
historic/

* http://www.in.nrcs.usda.gov/
PlanningandTechnology/
cultural_resources/cultural
resources.html

* http://www.cr.nps.gov/nr/

* http://www.historicland
marks.org/what/register.html

* http://www.in.gov/ism/

* http://www.countyhistory.
com/

Historical information is used to
set the context, the “sense of
place”, for your watershed plan.
Note potentially significant areas
of cultural concern: cemeteries,
battlefields, CCC (Civilian
Conservation Corps) projects, and
places of importance in state and
local history.

Look for information relevant to
water quality, such as locations of
discontinued animal feeding oper-
ations, orchards, or industries



http://www.in.gov/dnr/
http://www.in.nrcs.usda.gov/
http://www.cr.nps.gov/nr/
http://www.historicland
http://www.in.gov/ism/
http://www.countyhistory
http://edc.usgs.gov/products/
http://i