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Making Successful Investments in NRM Practice Change

1 INTRODUCTION

Following a discussion with Tracy Henderson, it was proposed that the original
requirements for Milestone 4 be amended to enable more effective reporting of
project achievements to date. This milestone report has therefore been
structured to include a description of:

0 Activities undertaken with participating regions;
Tools/frameworks developed;
Key learnings;
Communication activities undertaken:;
Progress towards achievement of project outcomes; and
Policy implications.

O o0oo0o0oo

Since commencing in April 2006, considerable progress has been made,
particularly with respect to gaining the involvement of nine regional NRM bodies
as active participants in the project. All of the participating regions have devoted
considerable time to their involvement in the project and are keen to continue.

In addition, preliminary talks have been held with South Australian Arid Lands who
are potentially interested in becoming involved with the project next year. A
proposal to this effect will be going to their Board in December.

A review of the first annual project cycle has recently been undertaken with the
participating regions and the findings from that review have provided the basis for
this report.
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2 ACTIVITIES AND OUTCOMES OF THE RESEARCH THEMES

Four research In 2007, the project’s research in partnership with the regions was undertaken in
themes four major themes:

. implementation models;

. profiling and engagement;

. strategic review; and

. business planning.

Following is a description of the key activities undertaken in each of these themes
and the learnings gained.

2.1 IMPLEMENTATION MODELS THEME

People involved Regions:  Fitzroy Basin (FBA) (Julia Callaghan), Desert Channels QLD (DCQ)
(Mark Kleinschmidt; Alun Hoggett), NRM North (Andrew Baldwin),
South Coast NRM (SCNRM) (Louise Hillman)

Hassall & Associates (HAA): Ingrid Roth; Angela McDowell

Objectives To find ways to best evolve and support regional implementation groups so these
groups can be successful avenues for investment in NRM practice change in their
regional areas.

Approach This theme involved regular contact with and input from the four regions, as well
as the facilitation of sharing ideas across regions. The approach involved:

0 a stocktake questionnaire developed with and completed by the
regions to identify key elements and explore the context of their
implementation models, including groups and mechanisms;

o0 regular, recorded teleconferences with the regions to develop the
stocktake, share ideas and review findings and processes;

0 preparation of case studies using completed stocktake questionnaires;
preparation of a spreadsheet to enable a quick comparison of the
different approaches used by the regions, covering a wide range of
aspects;

0 preparation of a ‘supporting groups’ guide; and

0 input of concepts raised in this theme into the review of the planning
framework and related processes.

Additionally, one-on-one support was provided to DCQ to help them plan a
process for reinvigoration and objective setting with their catchment committees.
HAA participated in a teleconference with DCQ and subsequently helped to
design a possible process to work through with the catchment committees for
resolving the issues. DCQ used elements of this process whilst working through
this issue. On review, they were satisfied that the situation was managed well, and
should deliver better outcomes.

There is also intention to design a process for SCNRM to use, to enable them to
understand how they can attract people to join NRM groups in their region, and
also how to manage issues related to succession in groups.

A, Hassall & Associates Pty Ltd ANNUAL REPORT 2007 A project funded by LWA and the Australian Government



Making Successful Investments in NRM Practice Change

Adaptations

The initial plan was to first complete the stocktake with these four regions and
then later gain input to the stocktake from a broader suite of regions. It was
agreed not to pursue this wider input as:

0 the stocktake became quite long and involved in order to understand all
the aspects of the diversity of models;

0 the time taken for participating regions to return the questionnaire was
longer than expected, giving some indication that a response rate from
other regions would likely have been very low;

0 the participating regions found that although their models varied, the
challenges they faced, and many of their processes used were similar; and

0 there was highly valuable learning and discussion between the four regions
involved without the need to expand the process.

The fortnightly teleconferences were initiated as they worked well, maintained
momentum for the theme and allowed the group of regions to share ideas and
jointly explore the issues of interest.

At the request of the groups, the theme also looked into mechanisms used for
fostering practice change (in addition to groups), the benefits and risks of different
models and at clarifying assumptions.

The group succession planning topic has been broadly discussed by the regions on
a teleconference and was included in the stocktake gquestionnaire. However, the
process for further investigation has not yet been designed due to time pressures
faced by the regional representative involved. The work to date will give a good
basis to further explore this issue.

2.1.1 Tools Developed and Tested

The key tools used, developed and tested through this theme have been:

. stocktake gquestionnaire about implementation models, supporting groups
and mechanisms for fostering change;

. case studies and a comparative table about regional implementation;

. supporting regional NRM groups guide; and

. regular teleconferences.

The findings of this theme have also contributed to the developments in the
Practice Change Planning Framework and related tools.

A, Hassall & Associates Pty Ltd
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Tool

Need

Literature
reviewed
Method

Effectiveness

Conclusion

Stocktake questionnaire
Provided as Attachment A

A process was needed to compare the diverse models used by regions for
fostering practice change and supporting groups. The regions involved had
differing interests which all related to aspects of the groups they work with and
their implementation models. The stocktake aimed to provide a basis for
exploring these different interests by drawing together a thorough description of
the different approaches used in each region. This included details such as the
benefits, costs and risks of each appraoch.

N/A

A draft was circulated to the four regions and then a teleconference held to
review the questionnaire format. Various elements were refined and a section on
mechanisms was added.

The stocktake questionnaire provided a valuable basis for comparing approaches
in different regions and gaining background to inform the discussions. It was also
used to inform the ‘supporting groups guide’ and was the key input to the case
studies. The level of detail investigated enabled comparison and learning about key
elements that influence the success (or otherwise) of each approach. Some
regions did note that this very process of recording was valuable to them as it
required them to question some of their assumptions and processes and to
record things that had been ‘stored in the heads’ of other key staff.

However, due to the level of detail required by the questionnaire, it was long and
became somewhat onerous for the regions to complete. Three of the four
regions fully completed it. It would be unlikely to be effective if used on a broader
scale. As the key value came from the discussions (which were informed by the
stocktake) rather than from the stocktake itself, it is unlikely that the
guestionnaire on its own would be an effective tool.

Regions commented that the very process of documenting their systems and
rationale was valuable. In particular where the staff member involved in the
project had joined their organisation after the local model had been developed, it
helped them to draw from other staff this understanding of why their approach
had evolved as it has. Some regions commented that it highlighted for them a
need for better documentation of their decisions and reasons.

Most of the regions recognised that whilst it was a big task, the stocktake process
was necessary to do initially in order to move into exploring specific areas of
interest.

The stocktake provided a valuable basis for subsequent development with these
regions. However, the greatest value lay in the discussions and ideas formed
around the stocktake content. On it's own without the discussions and project
activity, the stocktake questionnaire is too complicated and comprehensive for a
region to complete, and there is therefore probably little value in continuing to
persevere with this tool in its current format. The tools developed from the
stocktake (described below) may be more useful to develop further for other
regions.
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Tool

Need

Literature
reviewed

Method

Effectiveness

Conclusion

Case studies and comparative table
Provided as Attachment B

Each region has developed its own model for implementation. The regions
involved in this project were keen to understand others’ approaches and the
related benefits, risks and transaction costs. On review of the stocktake
guestionnaire it was clear that small components of the models cannot be
compared out of context from the whole. The case studies therefore aimed to
depict the overall picture of a region’s approach to implementation.

These case studies were drawn from the stocktake questionnaires completed by
the regions.

The case studies were drafted using the information provided by regions then
reworked and wordsmithed by another team member in order to present a story.
A similar structure was used for each case study to enable comparison. The case
studies were returned to the region for comment and review.

A quick comparative table was also drafted in Excel using some of the data. On
request from the regions this was then fully completed as a ‘raw data’ Excel look-
up table.

The case studies depict the region’s overall approach. The regions commented
that they found it useful to have both the case study and the comparative table as
this enables them to look up specific components and see what they are doing
compared with others.

“Having done this part (and the stocktake) has enabled a lot to be drawn out of the
conversations had in the teleconferences and other discussions.”

It was interesting that while the regions all use different models they found many
similarities in what they do and the challenges they face.

The case studies draw a story, while the comparative table provides a tool for
regions to more quickly compare components of their model with others. The
case studies should be published on the project website as a reference resource
for other regions.

Many of the regions are interested in pursuing this comparison tool. There may be
potential to use the comparative table as a basis from which to develop a tool for
regions to use to compare aspects of their model with those of others. This
would likely be most effective for comparing the simpler details (e.g. what costs
the regional NRM body pays for a group; how often meetings are held;
membership criteria) while the case study stories would be more useful for
understanding the overall approach.
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Tool

Need

Literature
reviewed
Method

Effectiveness

Conclusion

‘Supporting regional NRM implementation groups’ guide
Provided as Attachment C

Regional NRM bodies work through several different types of groups, with varying
degrees of success. Several challenges are being faced including succession of
members (attracting new members), enthusiasm, role clarity, expectations,
effectiveness and relationships between the groups and the regional NRM body.
There are many different support mechanisms being used, and highly varied
investment levels. This guide provides an outline of some of the mechanisms used
and the benefits and risks of these, as well as some management strategies for
various challenges that are faced. Examples from the four regions are provided.

Stocktake questionnaires, assorted materials provided by regions.

The guide was prepared by drawing on both the stocktake and other written
materials provided by regions and from two teleconferences with the regions
which explored the issues in greater detail and compared thoughts from across
the regions. The draft guide was circulated after the first teleconference and then
supplemented through later teleconferences.

NRM North commented that they are experiencing an increasing need to report
on and justify why they support groups. This information is useful for that
purpose.

This guide summarises some of the key learnings gained from this theme. It
provides an overview of different approaches being used to support groups and
the components of these approaches. Some regions involved were particularly
interested in identifying the risks and how to manage these. It would be
worthwhile to gain final sign off from the regions on this guide so it can be
published on the project website for future reference by this project and as
information for others. The guide may be developed further over time though it
is likely to become less of a focus. SCNRM and DCQ want to look further into
the group succession element.

Tool

Need

Method

Regular teleconferences

To gain input from regions, foster sharing of ideas between the regions, enable the
group to discuss and identify the key issues and solutions, and maintain
momentum.

Dates were agreed on with the regions and then a dial-in teleconference system
was used. The discussions were facilitated to focus on one key issue at each
teleconference. The approach was to review the relevant section of the
stocktake beforehand and circulate this as background. The discussions were
then facilitated to prompt the regions to share their specific views. Comment was
usually first asked of the region which had a particular interest in the issue or
which had an approach that was thought to be of particular interest. Ingrid as
facilitator then summarised the broader concepts coming from the discussion and
from other discussions, paraphrased these and checked for accuracy as well as
also adding concepts from elsewhere or suggestions.

A semi-structured interview approach was used, with key questions prepared so
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as to provide some structure though still allowing the discussion to flow. For the

teleconference that prepared the initial version of the ‘supporting groups’ guide a

template was prepared in advance so that the facilitator could use this to keep the
discussion focussed and to ensure key elements were discussed.

As the regions came to work together, the teleconferences became a form of
focussed discussion with the questioning facilitated mainly by Ingrid. However, the
regions also initiated discussions and questions between each other.

A key challenge lay in keeping the teleconferences to an hour, with most going
overtime as a new issue was raised. As the groups were very keen to discuss
issues but also needed to keep the teleconferences short, careful facilitation was
needed to keep discussion focussed and to summarise key points then move on to
the next point of discussion.

Refinement Initially two teleconferences were planned to review the draft questionnaire and
subsequently the findings. As these teleconferences proved to be effective, it was
agreed to continue and hold them on a fortnightly basis. This regular commitment
helped overcome difficulties in locking in a suitable date each time round, as dates
were agreed in advance. The regularity of the teleconferences meant that if
someone in the end was unable to make it then they didn’t miss too much.

Effectiveness Scheduling regular teleconferences became a valuable part of this theme. As the
people involved came to know each other better and understand each others’
situations the sharing of ideas between regions became very open and easy.

The regions noted that the discussions led them to come out with a deeper
understanding of the issue, challenges and approaches.

All regions commented that the teleconferences are useful in terms of staying
abreast of what is coming out of this project, and gaining insight into where each
of the other regions is at. They found it to be a good opportunity to interact and
put forth ideas.

Conclusion The teleconferences have proven to be one of the most valuable components of
this theme as they allow sharing of ideas between the regions. Having the
stocktake and case studies has enabled enough background to allow a good level
of depth in discussion in the teleconferences. The teleconferences enabled the
regions involved to gain far more from the process than would have otherwise
been possible and they also enabled the project team to gain more first hand input
and reflective thinking from the regions. Regular teleconferences would be
valuable to use across the project themes.

2.1.2 Key Learnings

Documentation The regions commented that it is important to produce the sort of material that

valuable we are compiling for this particular theme, as it is the sort of information that
people are aware of, but that is not necessarily documented. Increasingly they are
needing to justify and query what they do, particularly when faced with budget
cuts. Some documentation of the current approaches and the benefits, risks and
costs of these will be useful in this process.

Facilitating The value of these teleconferences as well as the general thirst for knowledge of
sharing of ideas the practices and processes used by other regions indicate that regular discussion
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and across state
boundaries is a
key value

Community of
practice has
evolved

Making Successful Investments in NRM Practice Change

between regions and sharing of ideas, particularly across state boundaries, is a key
area of need, and interest, of the regions. A key role for HAA as project leaders
has been to facilitate this learning and sharing. Where possible, we are then
capturing and documenting this knowledge so it is available to others, as well as
incorporating the learnings into the tools being developed. However, this
documentation, whilst valuable, is not a replacement for the first hand sharing of
ideas and discussion of the similar challenges being faced and successes
experienced.

In some ways the regions involved in this theme have developed as a ‘community
of practice’. In fact, Julia from FBA is even taking the opportunity while she is in
WA on holidays to visit SCNRM where she will be hosted by Louise. They have
been able to raise issues that are currently challenging them and to gain some
suggestions and insights from other regions about how those challenges may be
overcome. Additionally, by putting forward their own models and approaches
they have needed to carefully consider what they do and why. Some regions feel
this ‘testing of assumptions’ increases their confidence in discussing (internally and
externally) the processes used in their organisation.

2.1.3 Next Steps

Communication
of materials to
other regions

Further
investigation

This implementation theme started out with a focus on supporting groups but the
interest from most regions has broadened to be more strongly focussed on
implementation mechanisms.

In the shorter term, the next steps are to gain sign-off from regions of the
materials produced so these can be published on the project website and
promoted to other regions. Key learnings from this theme have already been
included in the revised planning framework and work on tools - this link needs to
continue.

The next stage of the project will be developed in collaboration with regions over
the coming months and during the 2008 forum. Some areas for further
investigation that arise from this implementation theme include:

0 to develop and investigate ways for choosing and implementing suitable
mechanisms for fostering change. This may include case studies of
different implementation mechanisms in different areas and will look to
also consider external influences on the effectiveness of models used;

o0 wider comparison of the models used and the risks, benefits and costs of
each, and honing in on specific areas of interest; and

o further investigation of the factors influencing group succession planning —
attracting new members, motivation, goals, maintaining enthusiasm, etc.
This is a key priority area for SCNRM, and an interest of DCQ.
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2.2 PROFILING AND ENGAGEMENT THEME

People involved Regions: Lachlan CMA (LCMA) (Kate Lorimer-Ward; Jane Young);
South East NRM SA (SENRM) (Fontella Koleff)

Hassall & Associates: Ingrid Roth

Objectives w To learn to better know their customers, what their current practices are,
what drives them to change and what the real barriers to change are; to use
this knowledge to effectively design programs to engage with people who
haven't engaged in the past.

w  To foster thinking within the organisation about these elements.
w  To ensure that community consultation is helpful and utilised within the
organisation.

Approach This theme involved separate components for each of the regions involved.

1. HAA worked with LCMA to develop a process to aid their project planning
based on the practice change planning framework and program logic. By
liaising with other stakeholders (e.g. Australian Government NRM MERI team)
we have ensured that the process developed and program logic used is in line
with other developments that are underway. Ideas and learning from other
themes helped with the design of this process. This process has been
developed and circulated for review. The intention is to work with LCMA and
other interested regions next year to test the process as the region works on
developing a project / program plan for a specific issue.

2. HAA worked with SENRM to assist them in determining how best to consider
NRM practice change in the design of their community engagement (CE) plan.
This involved outlining some considerations for SENRM in the development of
their community engagement strategy and developing and testing these as
SENRM developed their CE plan.

Adaptations Initially the LCMA were interested in knowing how they could go about
undertaking a detailed social profiling study in the region to be able to better
understand who their customers are and how they could influence them. They
also wanted to adapt their project templates.

On further investigation it was identified that the key issue for LCMA lay in
prompting team members to stop and think about how and why they deliver
programs to different audiences rather than simply relying on the same
approaches. It was agreed that a sophisticated social profile would be unlikely to
be the best approach for this as it may well be unused and would not necessarily
prompt careful planning. Instead, it was felt that a planning process that would
prompt team members to carefully consider who their audience/s are and how
best they can influence each sector would be more effective. With this in mind,
and as Lachlan CMA were adapting their own systems, it was considered best to
wait until the process was agreed before working on the project template.

A planning process has now been developed. This process may then lead to the
organisation / team undertaking social profiling — but it would be within a broader
planning context that draws first on the existing knowledge of the team and
community and then supplements this with new understandings as required. This
process has drawn primarily from the discussions and need identified in this theme
and integrated into it the concepts gained from other themes and discussions with
the broader NRM community.
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The development of SENRM’s community engagement plan has been delayed and
therefore this aspect of the theme has been slowed. However, developments in
the planning process aspect of the theme will be of value to the next stage of this
work with SENRM.

2.2.1 Tools Developed and Tested

People involved

LCMA recently adopted program logic as their overall approach and are also
utilising the practice change planning framework within their organisation.
Therefore, the refinement of the practice change planning framework, clarification
of the linkages between these frameworks and the development of the planning
process that incorporated these have been developed as the key tools for this
theme. The planning process is currently under refinement and will be tested
early next year, a draft is provided as Attachment D. The other tools are
described further in the section “NRM Practice Change Planning Framework.”

For SENRM, an outline of the key considerations for developing a community
engagement plan was prepared (Attachment E). This is proving to be helpful as a
checklist and is being adapted in light of developments in other themes. The
planning process development with LCMA can also give guidance for community
engagement planning and key consideration points have been mapped out in that
guide.

2.2.2 Key Learnings

Valuing internal
knowledge and
provide a process
to draw this out
and to ‘stop and
think’

Planning
framework
adopted

Timing
important

LCMA identified that while they would like to have a far greater understanding of
their customers so that they can best target them, a detailed social profiling study
may not be the best solution for changing their current approach. There is a risk
that this may simply become ‘another interesting report sitting on a shelf’. Rather,
they needed a process that would help their staff to stop and think about what
they do, why they do it and whether this is the most effective way to reach their
customers. From this perspective, the planning framework has been the first step.
Detailed studies, some of which they have commissioned in the past or which they
have gained from other projects, may then be more effectively used by their team.

LCMA are intending to adopt this planning process in their current planning
activity. This will provide valuable feedback on the applicability of the process.
The effectiveness of the planning process will be further tested next year in
collaboration with teams in LCMA. In the process of developing it, we recognised
the need to have a structured process to best use a combination of team
knowledge and targeted investigation.

LCMA have adopted the planning framework within their organisation. In doing
this they have allocated different phases of the planning cycle to different
management teams, identifying which team is most responsible for each phase.
This has been timely as they were reviewing their current planning process.

As LCMA were actively reviewing their planning process it was very timely to
introduce the planning framework and planning process. It meant that they could
readily consider it and incorporate where appropriate.

The activity with SERNRM was also designed to fit around their current activity in
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the development of the community engagement plan. However, as this plan has
been delayed due to other time pressures it has not yet been timely to work with
them to a large degree. Instead, the activity will continue once SENRM are ready.

Confidence in LCMA have indicated that by being involved in the project and the development of

rigorous planning the planning processes and program logic, they have been more confident in the
need for a rigorous process and in directing staff to follow a set process in their
planning cycle.

Community SENRM, like other South Australian NRM Boards, are in very busy stages of

engagement plan  developing a new plan and also undertaking community consultation for specific
plans such as water plans. This degree of activity has meant they have not been
able to stop and develop a community engagement plan. Another challenge faced
is how the community engagement plan (which is required to be a distinct
document) can ensure that community engagement is embedded in how SENRM
does business rather than being isolated as a separate issue. The outline prepared
is simple yet thought to be useful as a checklist of things to think about. This may
indicate that a simple list of key considerations can be helpful in guiding regions
through a large planning process.

Understanding Being involved with the project has helped Fontella Koleff (SENRM Community

and linkages Engagement Manager) to better understand her own role, the fit of practice
change in her work and how this differs and links with the roles of the planners.
By being involved, Fontella has been able to better understand and promote
practice change within her organisation and the real need to engage with people in
the region in order to achieve changes in practice.

Momentum Without the regular teleconferences it was much more difficult to maintain

harder to momentum with the regions in this theme. However, it is unlikely that

maintain without teleconferences would have been as effective as the two regions in the theme

teleconferences,  were looking at different issues. As the development of the planning process

but suitable to drew from discussions with a range of other people, there was not a great need

need for regular early contact with the region as the background needed to occur first
to ensure it was well linked with other initiatives. Phone calls and a meeting with
LCMA helped to point the development work in the right direction.

2.2.3 Next Steps

Test and As mentioned above, the next steps will be to work further with LCMA to test

improve process  the planning process within their planning cycle and perhaps with a case study. As
well as testing whether the process works well and is appropriate, it will be
important to identify whether it is clear, simple and helpful for staff to follow. It
would also be valuable if other regions were interested in testing this practice
change planning process.

SENRM will work on their community engagement plan in the coming months and
this will be another opportunity to test the various practice change planning tools
and to adapt a tool that can be of assistance with this planning.

Tools Another key element will be to identify and promote suitable tools for each stage
of planning and to mentor regions in the use of these tools. (LCMA are
particularly interested in tools for the “Understanding, motivating & engaging
people” stage of the planning framework.) This work has commenced. Some of
the tools already exist or have been developed in the project and have been made

A, Hassall & Associates Pty Ltd ANNUAL REPORT 2007 A project funded by LWA and the Australian Government 13



Making Successful Investments in NRM Practice Change

available on the project website or are attached to the planning process. Some
regions have tools (e.g. templates) that they are happy to share with others.

Some other tools (e.g. for choosing the best mechanisms and how to implement
them) will need further development. This also links with the findings of the
implementation theme and is a potential area for project focus in the coming year.

2.3 STRATEGIC REVIEW THEME

People involved Regions: NRM North (Andrew Baldwin); West Gippsland Catchment
Management Authority (WGCMA) (Martin Fuller); North East
Catchment Management Authority (NECMA) (Jeff Taylor)
Hassall & Associates: Lee-Anne Molony; Jack Knowles

Objectives To investigate current approaches to investing in practice change and the success

of these approaches in achieving targets identified in regional catchment strategies.

This assessment is then to be used to inform future investments.

Approach The first activity was to design an approach (checklist of questions) for regional
bodies to conduct a rear vision review of their previous investments in practice
change (see Tools section). NRM North used the checklist against its Property
Management Planning (PMP) program and NECMA is using the checklist to
conduct an evaluation of its 2004-2005 River Health project “Waterway
management in the Kiewa Basin”. For NECMA, the checklist was used to prompt
and refine key evaluation questions targeting both project management and
stakeholders.

WGCMA elected to first get a better understanding of how its funding ‘pie’ is
divided, in order to consider the influences over its budget and which parts the
organisation does/not have scope to determine the use of. It would then compare
its funding back against the WGCMA Regional Catchment Strategy and
interrogate their decision making process. Thus an approach for understanding
budgetary influences was developed (see Tools section). WGCMA has completed
its funding review, and is now undertaking a review of its second generation
Landcare program and on-ground delivery conducted by the WGCMA and its
partners.

2.3.1 Tools Developed and Tested

The key tools used, developed and tested through this theme have been:
w  Checklist for reviewing planning and evaluation processes;
w  Influence mapping process and template.

The findings of this theme have also contributed to the developments in the
Practice Change Planning Framework and related tools.
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Tool

Need

Checklist for reviewing planning and evaluation processes
Provided as Attachment F

The NRM Practice Change Planning Framework (Planning Framework) developed
in collaboration with the regions at the initiation of the Practice Change Project is
the agreed basis for all subsequent activities determining the success or otherwise
of investments in practice change. As a result, a tool for conducting a rear vision
review of investments in a structured way against the steps in that Framework
was required for the regions. The same set of questions developed under the
Business Planning theme was used for this as the process is similar, only the scale
is different. The set of questions developed relate directly to each stage of the
Planning Framework.

Literature
reviewed
Refinement

Effectiveness

N/A

NRM North found the process it had to go through to answer the questions
interesting itself, thus an answer template was also developed allowing
documentation of strengths and/or weaknesses and how information necessary to
answer questions is documented at the organisation (Attachment G). These
modifications were also used to update the set of questions used under the
Business Planning Theme for reviewing planning and evaluation processes.
NECMA's planning of key evaluation questions for their River Health Project
review, which was aligned to the Planning Framework via the checklist, went
through several iterations to clarify and refine questions relating to practice
change.

NRM North’s testing of the tool did not lead to any further refinements.

The tool was useful for NRM North in clarifying that weaknesses were generally
around process. NRM North’s recognition of this has been a major contributing
factor to their focus on establishing Bayesian Decision Networks (BDNs) for their
core asset areas. Their aim is to be able to have a documented process that
captures the use of real data as well as assumptions made when adequate
information is not available. It also highlighted a reliance on expert opinion, staff
experience and local knowledge and thus succession planning implications, and
confirmed the need to include practice change assumptions in the BDNs. NRM
North reported the checklist as being really useful, with the organisation definitely
using it for its PMP program and now looking for opportunities to use it for future
programs.

Tool

Need

Literature
reviewed

Influence mapping process and template
Provided as Attachment H

Prior to conducting a rear vision review of past investments it was important for
WGCMA to understand how much influence they actually had over the use of
their budget, thus they needed a tool to better understand all the influences on
their budget.

The development of the template was based on both a fact sheet developed under
the Practice Change Project (Fact Sheet 4. Stakeholder Attitude and influence
Analysis) and a review of literature, e.g. Bourne, L and Walker, DHT (2006) Using
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a Visualising Tool to Study Stakeholder Influences — Two Australian Examples, The
Project Management Journal, Vol 37, No 1, pp5-21.

Refinement While WGCMA have identified the influences they are yet to apply the formula
provided in the influence mapping process.

Effectiveness WGCMA has welcomed the systematic and repeatable approach to understanding
influences. Identification of influences has been very useful for their current year’s
investment processes, and also benefited them from a communications
perspective (with funding stakeholders).

While not originally involved with the influence mapping, NRM North reported
that they are very excited about the influence mapping template and thought it
showed great potential. It plugs straight into the BDN the region has set up for
projects, which captures and documents assumptions for practice change, and
allows continual update and improvement of processes. While the BDN is useful
for capturing broader assumptions, external influences may override those - NRM
North has been trying to get a handle on influence mapping and reported that
what we have provided will be a really useful basis to do this, and facilitate
answers to “Where can we invest to cause practice change?”

2.3.2 Key Learnings

WGCMA People have a mixed perception of how funding operates. If the Australian
Government is keen to encourage people to participate in regional funding
processes, then those people need to know exactly where the discretionary
money is. The CMA sees value in the wider use of the influence mapping tool,
particularly its potential to be used as a benchmark and provide a comparison
between CMAs intra- or inter-state. Through listening to other regions on the
Practice Change project, WGCMA has learnt that it needs to focus on Program
Logic - it has become obvious to them that other regions have given more
thought to their program logic.

As a result of the influence mapping exercise, WGCMA reported that they are
now not taking anything for granted; it has helped them take a better look at their
financial spending and generated a lot of debate with their stakeholders. It reports
a better understanding (rather than just assumptions) of how they are going and
what they are doing as a result of participation in the project.

NRM North NRM North had a difficult time getting the information to answer the checklist of
guestions because of lack of documentation (over 80% of information was in
people’s heads). Their key learning is the need to keep a clear paper trail of what
has been documented and how.

Changes made by NRM North as a result of their involvement in this theme

includes:

a) more conscious of the role of practice change sitting between program logic
and measuring outcomes at the other end. The region was acutely aware that
it didn’t consider the role of practice change, but now does;

b) more conscious of other influences on practice change, e.g. policy, legislation
etc. and that the region has no control over approximately 80% of what
people do;

c) the templates and thinking through the project have strengthened their
approach to PMP by sharpening their focus, and allowed them to interact and
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influence practice change - it is shaping how the region wants to approach the
future; and

d) the templates including the checklist will help them develop communications
plans aimed at an end product, providing them with guidelines of what they
need to consider.

Involvement in this theme has influenced NRM North'’s strategic review process —
“we now have a better idea of what we are doing.” In general, NRM North
reported that the project has made it sit down and think about what it does, that
it has got great things out of it and has also shared learnings with other regions.

NECMA While NECMA hasn't analysed the data collected from their evaluation
guestionnaire as yet, a major theme is that practice change outcomes are part of
expected outcomes, but not explicitly planned for, or evaluated once the project
is complete. NECMA's involvement in the Practice Change project has helped it
think of evaluation within a framework rather than as a stand-alone activity. It now
has a repeatable process, and is trying to create a framework for all of its
programs to use. The CMA has also started to distribute some of the Practice
Change project website content, especially that around tools for social profiling
etc. This is an attempt to soften the shock of future changes.

2.3.3 Next Steps

Define success, The next activity is to define success in fostering practice change, providing the
stocktake and regional bodies with a process to use internally to determine what success in
improve future fostering practice change looks like for their organisation. This is to be followed
approaches by a stock take of the processes and tools the regional bodies currently use to

make decisions about practice change investments and to measure success. The
final activity is to use the results of the previous activities to inform future
approaches in investing in practice change, via the specific tools and processes
developed.

2.4 BUSINESS PLANNING THEME

People involved Regions:  Hawkesbury Nepean Catchment Management Authority (HNCMA)
(Geoff O’Connor); NRM North (Andrew Baldwin)

Hassall & Associates:  Lee-Anne Molony; Jack Knowles
Objectives To incorporate practice change into standard business practice/planning.

Approach A meeting with HNCMA staff engaged in the Practice Change project clarified
their preferred area(s) of focus under the project. While initially included in
activities under the Operational Planning theme, it became apparent from the
meeting discussion that interest actually lay in activities best included in the
Business Planning theme. In particular, HNCMA was interested in whether
Landcare was a good business model for the CMA to work through.

Likewise, a teleconference with NRM North confirmed Business Planning as one
of their interest areas — they had recently trialled a review of one of their
programs and as a result realised they needed to think more carefully about how
they do such a review. They therefore considered their inclusion in activities
under the Business Planning theme to be very timely.
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The first activity was to review the regions’ existing planning and evaluation
processes by working through a program level example, and to analyse strengths
and weaknesses. To facilitate this process HAA prepared a set of questions (see
Tools section below).

In reviewing existing planning and evaluation processes, HNCMA selected to test
their Landcare Program, which they had recently reviewed. They sent through the
results of their start on this task to ensure they were on the right track and
comments were then provided by HAA to assist them complete the test.
HNCMA is currently in the process of documenting the results of their test using
the tool developed for this purpose.

As the approaches taken for both the Business Planning and Strategic Review
themes are similar apart from scale, and NRM North is participating in both
themes, NRM North decided to focus their review at the program (strategic) level
under the Strategic Review theme before re-focusing at a project level within the
Business Planning theme.

2.4.1 Tools Developed and Tested

Tool Checklist for reviewing planning and evaluation processes
Provided as Attachment F

Need The NRM Practice Change Planning Framework (Planning Framework) refined in
collaboration with the regions at the initiation of the Practice Change Project is
the agreed basis for all subsequent activities determining the success or otherwise
of investments in practice change. As a result, a tool for reviewing planning and
evaluation processes against that Framework was required for the regions. The
set of questions developed relate directly to each stage of the Planning
Framework.

Literature NA

reviewed

Refinement No major refinements or modifications have been made to the checklist.
Modifications to include columns for prompting answers that included strengths
and/or weaknesses and document from where information was sourced were
made as a result of NRM North’s work under a different theme (Attachment G).
The modified version was provided to HNCMA to facilitate their review.

HNCMA is yet to complete the testing of this tool thus no other refinements
have occurred. As mentioned in the Approach section above, NRM North is
focusing at the program level first before narrowing focus to the project level.

Effectiveness Limited comment can be made regarding effectiveness of the tool as yet for
Business Planning purposes.

2.4.2 Key Learnings

Limited learnings Limited comment can be made regarding key learnings as yet, though initial
and change at comment from HNCMA was that it was helpful and has certainly made them think
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this stage about why things have been done the way they have. The CMA expressed the
need to report up within the HNCMA hierarchy to keep personnel in touch with
the project learnings, and have also commented on the benefit of seeing what
other regions are doing. More formal reporting on the Practice Change project
within HNCMA is about to start.

2.4.3 Next Steps

Addressing The next activity under this theme is to identify how to address any weaknesses
weaknesses and identified as a result of the reviews. The final activity is to identify how to best
evaluation evaluate practice change at a program level.
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3 NRM PRrRACTICE CHANGE PLANNING FRAMEWORK

3.1 ACTIVITIES AND OUTPUTS

Planning The NRM Practice Change Planning Framework (‘the planning

Framework framework’) is the main tool of the Practice Change Project, forming a
basis for all work themes within it. It is used as a tool to guide the
project and has been designed to prompt thought and discussion about
how regional NRM bodies can plan, implement and review their
investments in NRM practice change.

As an iterative tool, it has continued to develop further into the model depicted in
Figure 1 and Figure 2, as the regions progress through their Practice Change
Project activities. It has been used within a number of the research themes, for
example, it formed the basis of the frameworks for the strategic review and
business planning processes, is an integral part of the planning process developed
in the profiling and engagement theme and is being used for discussions in the
implementation them. It has also been discussed with a range of other
stakeholders.

From this, a series of changes have been made to the planning framework,
including:

o refinement of the questions posed at some steps;

0 grouping of the steps into five key phases: Planning for NRM;
Understanding, motivating and engaging people; Considering implications;
Implementing; and Reviewing and adapting; and

0 presentation of the framework in both a linear format and as a circular
diagram to suit different preferred visual styles.

It has been agreed with the participating regions that the planning framework
applies best at a project or program level.

Links with The project identified the need for a clear program logic for NRM investments,

Program Logic given the current activities underway with program logic by the Australian
Government NRM team and the adoption of it by a number of regional NRM
bodies. While the current focus is on program logic as an evaluation framework,
it is also a useful planning tool. On this basis, it was considered important to
understand how the planning framework would relate with program logic models.
There was a potential risks that if the models did not align then they may be in
conflict at an operational level. Additionally, there was scope that they may be
complementary.

On this basis, we explored the potential linkage between the two frameworks and
attempted to map the framework to program logic. We concluded that the
planning framework can not be simply mapped with different stages fitting into
differing levels of program logic.

Rather, program logic can be used at a strategic level to map out what the
program or project intends to achieve and what the inputs are. The planning
framework can then be used to determine the detail of how this will be achieved,
who with, who by, where and when. Through this process it helps to articulate
the assumptions that are made in design of the program or project.
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An explanation of these links has been prepared, provided to participating regions
and posted on the project website. It is provided as Attachment I.

Planning process  As described in the research theme ‘Profiling and Engagement’, a planning process
(Attachment D) has been developed for regions to work through when designing
a project or program. This utilises both program logic and the planning
framework.

The planning process is based on the concept that a key resource is the
knowledge of team members and other key stakeholders and that involving them
in the planning (and getting them to stop and think about the questions in a
structured way) will go a long way to answering some of the questions. It also
suggests that further investigation is helpful where required to answer unknown
questions, test assumptions and engage with the community.

This process will be tested as a part of the next phase of research.

Tools and As outlined in the planning process, further investigation may be needed to add to
information the knowledge of team members. A wide range of different tools, processes and
sources information sources exist that can help to gain this more detailed understanding of

the questions posed at each stage of the planning framework. A suite of tools and
information sources that may assist is being compiled. Fact sheets and links to
these are being posted onto the project website. A guide to the tools for use at
each stage has been drafted and will continue to evolve with the project.

In testing of the planning process next year, this guide and a range of different
tools and information sources will also be tested for their fit with the process. It
is envisaged that each step of the planning framework would not be tested in
isolation but rather a series of questions that relate to several steps of the
planning framework would be compiled for investigation using a set of tools. For
example, interviewing of a sample of the community may be undertaken to answer
guestions relating to the phases ‘Understanding, motivating and engaging people’,
‘Consider implications’ and ‘Implementation’.

3.2 KEY LEARNINGS

Provides focus on  The planning process provides a focus on how a change in practice can be
people achieved, with a particular focus on the people who do that practice.

Participating regions identified that they currently focus on the early planning steps
(vision, stocktake, what to change) and then jump straight to implementation.
Gaining an understanding of the people involved in the change and how best to
foster the change is often left to the implementation officer. Some
implementation officers have a strong understanding of their community and are
highly effective at this. However, there is a risk of regularly reaching the same
sectors, having limited reach or not reaching the highest priority managers of that
particular practice. There may also be difficulties if the investment decision or
choice of mechanism has been made at a strategic planning level without really
understanding the people involved and the needs for influencing that particular

practice.
Confidence in The value of and our confidence in the planning process has grown over time.
process Initially we developed it to address the needs identified during our first scoping

workshops with regions. The initial response was along the lines of ‘it’s logical, it
could work and is generally interesting’.
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As this work progresses, many of the regions are now recognising the importance
and relevance of this process. NRM North have remarked that this work is similar
to what is coming out of discussions around planning and program logic within
their organisation. FBA feel that it is important that this project be involved in this
work, and to be putting it up on the website to share. They consider though, that
there should be more emphasis on the state of the asset, e.g. what'’s the resource
condition and its likely trend and to what extent can they influence this.

WGCMA reported that the effectiveness of the framework lies in it being written
in plain English and explained step-by-step, with a resultant degree of ownership
amongst the participating regions.

As we and the regions work with it more, refine it and develop accompanying
tools and processes we are coming to believe that this framework for planning
investments in practice change may really help regions to stop, plan and utilise
other information where needed.

We envisage that they concepts in the planning framework may become
integrated within the processes and systems of some organisations, as has been by
the Lachlan CMA.

3.3 NEXT STEPS

Refinement and The planning framework is developing into an effective tool that has underpinned
testing a number of activities in this project. It has evolved considerably over time, with
learnings from each of the themes being incorporated along the way. In summary,
the next steps will be to:
0 continue to refine the planning framework;
refine the suite of tools and information sources that are linked to it;
refine the guide to the use of tools at each stage;
test the planning process and guide for using tools; and
explore how it could be integrated into organisational process and
systems.

O O0OO0OOo
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4 COMMUNICATION ACTIVITIES UNDERTAKEN

Project fact The project fact sheet was last updated in September 2007. Following completion of

sheet the first annual project cycle it will again be updated and will be circulated to regional
NRM bodies which are not participants in the project to inform them of progress to
date.

Website The Practice Change Website has been set up and is fully operational — see the
following link:

http://www.hassall.com.au/australian_division/index_000.html

The home page (see below) provides a description of the project and links to details
about the participating regions, tools and resources and additional information.

2l NRM Practice Change - Microsoft Internet Explorer D@@
File Edit Wew Favorites Tools  Help .',"
Qe - ) Iﬂ @ 7;‘1 j"" Search \i:; Favorites () (]~ 7’; R |ﬁ_“| i3
Address ‘:ﬁ https /v, hassall.com, aufaustralian_division/index_000,html v‘ Go Links *
o
NRM  Practice Change Aamet Gt

HOME
This project aims to help regional MRM bodies to continually improve the ways they manage
[H PARTICIPATING REGIONS their investment in MRM practice change, The participating regional MRM bodies are prompted

1 TOOLS & RESOURCES to think about and adapt how they operate.
ADDITIONAL INFO.
[ NEWS

[ ABOUT US

[] CONTACT
Additional Information

Tools and processes are being developed to help regional NRM bodies to work through these
questions for their situation,

Making Successful Inwestments in MRM Practice Change is a research project funded by the
Australian Government, Land & Water Australia and Department of the Environment and Water
Resources.

= - -
2 start [ contacts - [ Lwa Contract ] - | Ba Acrobat Reader

Links and fact sheets about suitable existing tools and information sources are being
added to the website as the need or interest arises from the various research themes.
The aim is for the project not to duplicate past work but rather to provide ready links
to suitable tools and information to assist regions in making successful investments in
practice change.

The ‘Additional Information’ page contains project specific information including ‘works
in progress’ which are the tools currently under development, testing and refinement
through the project activities.

Both of these sections will continue to evolve throughout the life of the project.

The website also contains photos and details of the Hassall & Associates’ staff who are
working on the project.
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workshops

Other key
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Linkages

Making Successful Investments in NRM Practice Change

Project team members have participated in a range of workshops and meetings that
relate to developments in regional NRM. This has allowed us to contribute key
learnings and insights gained from the project as well as seek to understand and link
with other developments that are underway. It also helps to provide the project with a
public profile.

The project team has sought to discuss the project approach with other researchers
working in this field, in particular those working on other SIRP projects.

During the course of other projects and activities undertaken by the Hassall &
Associates’ team, we have discussed the project with other regions, researchers and
policy makers. There has been considerable interest in the project. These discussions
also help to ensure that the work done in the project fits with the needs of other
regions, the external expectations placed on regions and the emerging NHT3
environment.

A key desire of the regions has been that the processes developed through this project
will align effectively with other requirements and their internal processes. Through
Hassall & Associates participation in various workshops, our ongoing dialogue with
other key sectors and our activities in other related projects we have been able to work
on this alignment. This has meant some tools have taken longer to develop but the
outputs are of greater value.
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Communications: Workshops attended and other key discussions held (external to direct project activities)

Date Workshop / meeting Hosted by Audience / Location Project Team Comment
Participants member
involved
9 June 2006 | SIRP project briefing LWA SIRP Principal Investigators | Canberra Ingrid Roth & Provide link with other
— People projects Sue Salvin projects and some explanation
of LWA requirements
March 2007 | Discussion about links with SIF3 project Eloise Seymour Phone Ingrid Roth Opportunity in future to link in
the findings about science in
decision making
15 May LWA Briefing Day: Research Informing LWA SIRP State & Australian Canberra Ingrid Roth Limited attendees remaining at
2007 NHT/NAP Regional NRM Policy Government NRM the time this project was
Development teams presented
30 May Discussion of emerging policy implications | Matt Bartlett Various members of Canberra Ingrid Roth Keen interest in on-going
2007 & project expectations with Joint NRM Alice Roughley joint NRM team dialogue and sharing of ideas
team from working with regions
22 June Regional body decision processes for LWA Knowledge LWA & researchers Melbourne Ingrid Roth Focus was on the decision
2007 identifying knowledge needs team: Georgina framework being developed by
Usher LWA
20 August | M&E Capacity Building Joint NRM Team — Australian Canberra Ingrid Roth Desire to link practice change
2007 Alice Roughley Government M&E and program logic / MERI
team activity; interest in our
preliminary findings
21 August | Joint NRM team leaders and managers Gerry Smith, AGNRM team leaders | Canberra Ingrid Roth Some interest in early findings.
2007 meeting — discuss policy implications AGNRM & managers
August Performance story training for consultants | AGNRM MERI team Melbourne Angela McDowell Opportunity to further link
2007 Lyndal Hasselman | with current MERI activity
6-7 Sept MERI training for consultants AGNRM MERI team Melbourne Ingrid Roth Opportunity to further link
2007 Lee-Anne Molony | with current MERI activity
Sept 2007 Discussion about project linkages Mark Morrison Phone Ingrid Roth
16 Oct Lachlan CMA Community Consultative Sarah Barrett LCMA | Committee members | Young Ingrid Roth Able to provide input that was
and Committee valued and observe process
6 Nov 2007 Teleconf

P)
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5 REVIEW OF PROJECT APPROACH

As part of the process of reviewing the achievements of the first annual project
cycle, a decision was made to also ask each of the regions their views on the
approach that Hassall & Associates had taken in managing the project. These
phone interviews were conducted by a staff member who had not been directly
involved in managing any of the individual themes, so that the regions would feel
free to make unfavourable comments should they so wish.

The overwhelming response was that the regions had been very satisfied with
the way in which the project had been run to date and that it had met their
expectations.

Forum The forum was seen as a highlight by many of the regions. They saw it as an
opportunity to meet with the other regions, to exchange ideas and to “celebrate
and accept the diversity” (WGCMA). LCMA thought the 2007 forum was very
good and is intending to take more staff to the 2008 forum.

Theme-based In general, the regions appreciated the opportunity to work on themes rather

approach than individual issues because it gave them a chance top interact more closely
with the other regions. NRM North preferred working as a group with other
regions rather than as an individual region because they felt that if an individual
region worked on an issue then it would look more like a case study.

NECMA thought that having the themes was good and that they were still able
to concentrate on what was a priority for them within that theme.

SCNRM was the only region that expressed reservations about the theme based
approach. They appreciated the opportunity to share ideas with others through
the regular teleconferences on the implementation theme but felt frustrated that
they weren'’t able to get on to the specific topic they wanted help with (designing
a survey for investigating succession planning in groups). As a result they felt that
there was a misalignment of their project and that sometimes they were being
asked to do things to help HAA with their project rather than the other way
round. However, they felt that the last teleconference had been good and they
were now starting to see value in the process. SCNRM will involve more staff in
the future to ensure that they can engage with the project more actively.

Planning In addition to the work on the individual themes, FBA considers that the work
framework and that has been done on the program logic and the planning framework is very
program logic important. LCMA also felt that it was good that the process had been able to

encompass other stakeholders so that the products and processes link well with
their other obligations (eg program logic).
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Level of assistance  The semi structured/flexible approach adopted by the project team was

provided appreciated by all the regions. WGCMA felt that this approach was forcing them
to think in a structured fashion and that the regions now have great ownership
of the planning framework. NECMA felt that if the project were more
rigorous/controlled with outputs being required by specific dates then they
would not be able to participate.

LCMA felt that they had probably come up with a better product as the project
has morphed over time than if they had tried to do it in a block of time and
followed a strict plan and milestones. The flexibility had enabled them to re-
engage when they were ready rather than when the project required, it also
allows the project to add to what LCMA is already doing rather than becoming
something separate.

DCQ appreciated the notes that HAA provided on working through group
issues and felt that they may have helped in resolving the issues they were facing.

Communication The themes which utilised regular teleconferences as a means of communication

methods appreciated this approach. FBA for example thought that the teleconferences
had been a good mechanism for keeping interest up within the group and that
they have also been valuable as a mechanism to provide updates to keep their
own organisation aware of what is going on. They also felt that the information
had been drawn out well by HAA. DCQ thought that holding them fortnightly
was maybe a bit too often because they didn’t have time to prepare or follow up
but they thought that the feedback notes provided after each were a good idea.

Some of the regions who had been working on other themes suggested that
there may be benefits for them to also hold regular teleconferences. SENRM
thought that regular teleconferences could help keep the exchange of ideas going
but that finding time was difficult. They suggested that a schedule of regular
teleconferences could be set up on different issues and those who were
interested could dial in to participate.

LCMA suggested a regular newsletter updating the regions with what is
happening in the various themes.

Website WGCMA is very impressed with the website and thinks that it saves people a lot
of time searching for appropriate tools. NECMA also considered that the tools
components on the website were proving to be a good resource.

Team WGCMA thought that HAA had a good team working on the project and that
we had managed the consistency of staff well. FBA enjoys the fact that they are
able to call the project team to chat about the project and that the project team
is responsive and fair.

Suggested FBA is interested in doing more workshopping with the group (eg on different

improvements models and how they could apply to different regions and for planning purposes).
They also felt that HAA could articulate more clearly their vision for how the
information being captured through the project will be communicated to a wider
audience, for example case studies are very useful for their internal use but are
the participating regions supposed to be championing these tools?

SENRM is interested in accessing other information, tools, guides, references etc.

SCNRM would prefer to receive one on one help from HAA on specific issues
facing them.
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6 PROGRESS TOWARDS ACHIEVEMENT OF OUTCOMES

Project outcomes  The project schedule describes anticipated project outcomes as:

1. Participating regions better equipped to manage investments in practice
change in terms of awareness of whether their strategies are outcome and
cost effective. Specific outcomes for participating regions include:

An improved understanding of what drives and impedes NRM practice
change within their region, and the ability to apply this understanding to
NRM decision-making processes.

An improved ability to make strategic links between targets and
investments in NRM practice change;

An improved ability to utilise monitoring and evaluation of investments
aimed at NRM practice change, and applying these learnings as part of

their adaptive management processes, through the use of a tested
model;

2. Recognising individual regions existing monitoring and evaluation systems, a
generic monitoring and evaluation plan or approach that all regional NRM
groups can easily apply and utilise the learnings in their own region;

3. Policy makers with detailed information on the effectiveness of particular

institutional arrangements, investments and policy instruments in supporting

or influencing change in management practices to achieve particular resource
condition outcomes.
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Better equipped The flexible mentoring and working together approach adopted by the project

participating team has been well received by the regions. This approach, combined with the

regions development and testing of tools and processes to meet their specific needs, is
equipping regions with tools and processes as well as skills and confidence for
planning, managing and reviewing their investments in practice change.

The different themes have contributed to the elements of these outcomes in
different ways. For example, the strategic review theme has helped regions to
look back on their past approaches in order to better use M&E and to identify
strategic links and gaps in their investments. The implementation models theme
has worked on building an understanding of how regions engage with groups and
the mechanisms they use to foster change. The profiling and engagement theme
has developed a process for internal planning to enable regions to better
understand customers and to foster change by them.

All themes and activities have contributed to the refinement of the planning
process which aims to provide a logical way for regions to plan and review their
investments. The planning framework and the project overall has placed greater
focus on the people elements of change.

The processes developed have aimed to demystify the processes of social
research, profiling and understanding and provide regions with greater
confidence. This will help to overcome the tendency for regions to commission
an ‘expert’ to undertake a social study which the region may then not have the
systems or skills to utilise. For example, the practice change planning process
draws first from the knowledge of team and community members and then
investigates other existing information. The process then prompts the regional
team to identify where further information is needed which they can then seek
themselves or commission an external group to gather/research. In this way the
process is enabling the regions to continually improve their understanding of the
factors influencing a particular change by each sector of their community.

Some regions have commented that having this process written down in a
simple, step-wise manner has given them greater confidence in planning and in
managing their own staff teams to do this investigation.
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Generic M&E It was agreed in an initial project management committee meeting that the

approach project would not focus on developing an M&E approach as much activity was
already underway in this area. Rather, the project was to seek to identify ways
that regions could better utilise M&E to adapt their management of practice
change investments. As such, our focus has been on developing and testing
suitable planning processes, from which M&E approaches will naturally evolve.

The practice change planning framework has been used as a means for regions in
the strategic review theme to look back on their past investments and planning
processes to identify opportunities to improve their approach to, and impact on,
practice change.

As desired by the regions, the project has worked on clarifying the link between
program logic and the practice change planning framework. Our suggestion is
that the two tools complement each other well as planning tools. Program logic
helps to identify the strategic objectives, which can then be monitored and
evaluated against, while the practice change planning framework helps to identify
how this will be achieved. The practice change planning process steps through a
means to utilise both these tools in the planning stages.

In working on this we have found it necessary to adapt the NRM program logic
framework to more clearly state the social changes and to combine the NRM
program logics being worked on by the Australian Government NRM team and
by Clear Horizon.

Some regions have noted that they feel it critical that all regions work from the
same program logic framework. Others have noted that program logic ‘doesn’t
work for them’ so they’'ve developed their own framework. In our view a
generic framework and planning process can be provided and it will be important
for the Australian and State governments and the joint steering committees to
agree on and clearly articulate which aspects of this framework they will require
reporting against. However, the regions should be able to use this as a guideline
to adapt and develop a framework that is most suitable to their business model
while also meeting their reporting needs.
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Informed policy With the current work underway in the development of NHT3, Hassall &

makers Associates recognise that policy implications will be of greater value if shared
throughout the life of the project. With this in mind we have sought to have
regular dialogue with policy makers involved in the design of NHT3 and the
MERI frameworks. In particular, the early observations made following the
regional workshops and the forum indicated a need for a stronger program logic
to flow through all levels of NRM investment management. The briefing paper
(Attachment J) was prepared and discussed with the Australian Government
NRM team. The findings included in this briefing paper have been tested through
discussions with other regions and researchers.

A key concern is that this is only one of a wide suite of research projects that
are identifying implications for NRM policy. It would seem more effective for the
researchers to work through their findings and possible solutions so that these
can be presented to policy makers in a combined manner. This would not only
present a more considered view but also be more time effective as policy makers
have limited time available. Our team discussed the early findings for policy with
Noel Beynon and Michael Lester of LWA and suggested a workshop be held of
key researchers to work though the policy implications and also the potential for
LWA to contract a researcher to continue to draw these research learnings and
feed them to the policy sector. A policy briefing day was subsequently held, in
which our team participated.
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7/ PoLICcY IMPLICATIONS

Policy implications A number of findings that may have implications for policy design were identified

paper prepared in the early stages of the project. In order to communicate these in a timely
manner, discussions were held with members of the Australian Government
NRM team and subsequently a policy implications paper prepared and presented
to the Australian Government NRM team leaders and section heads (G18) on 21
August 2007. This paper is provided as Attachment J.

Need for clear, One of the major findings at that stage was the lack of a clear, visible program
simple program logic to guide NRM investments. While many regions had adopted a logical
logic to guide system, there appeared to be a lack of a clear system from a policy perspective
investment and many mixed messages about what the Australian and State governments

were actually expecting from their NRM investment.

A key recommendation was for the Australian Government to adopt a clear,
simple program logic for NHT3 and to ensure that this is embedded in all
planning, reporting and evaluation requirements and widely communicated.

Regions need to There has been a considerable focus from the Australian Government NRM

be able to develop MERI team on program logic for monitoring, evaluation, reporting and

their own models  improvement. There is potentially still scope to ensure that this is also

for change embedded in the planning aspects. The program logic will need to be very
simple to ensure that regions are able to develop their own models for change,
as at least one region is saying that ‘program logic doesn’t work in their
situation’.

Dialogue between A key observation is that regions are very thirsty for knowledge of how other

regions sought regions are approaching similar challenges. The annual forum, teleconferences
and the role of Hassall & Associates in being a vector of ideas between regions
has repeatedly been mentioned as a key value of the project.

In the comparisons drawn through the implementation theme, it was initially felt
that the regions had adopted very different models for implementation.
However, with further investigation the regions agreed that while their
terminology and styles differ, they are essentially using very similar approaches
and facing very similar challenges. The regions have each developed their own
business models, often in isolation or in dialogue with other regions within their
own state. However, they have all faced similar challenges.

There is value in investing in facilitating increased dialogue between regions,
particularly across states, at the level of focussed, operational issues. A project
such as this enables that dialogue in a focussed manner that can also contribute
to change in organisational practices.
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8 KEY LEARNINGS

Regions keen to
learn from each
other

Flexibility
important

Workplans

Time pressures

Value depends on
time available to
contribute

Strategic thinking

Simple tools and
processes

In addition to the learnings under each theme area, there are a number of
learnings about the overall project approach and the process followed.

All regions commented on the value of the forum for meeting with other regions
and sharing ideas. Similarly the flow of ideas through the HAA team and through
teleconferences has been greatly valued. It is interesting to note that regions
discovered that while they have highly varied models at an overall level, the
details, the approaches followed and the challenges faced are remarkably similar.

This thirst for information sharing indicates a real need for focussed discussion
across regions and states at a mid-senior management level.

Several regions have commented on the real value of the flexibility in timelines
and the research approach used by Hassall & Associates. This flexibility enabled
the project to develop tools that fitted a specific need within an organisation and
which were therefore more likely to be tested.

The group themes tended to be less flexible as they required 3-4 regions to
agree to a process. While this enabled sharing across the regions it did mean
some compromise between the regions was needed and so some regions felt
frustrated that the theme wasn’t addressing their highest priority needs.

Where regions are pursuing similar interest there would be value in more
detailed exploration and development of the theme issues before workplans are
developed. This would enable the project to cater to diverse needs whilst also
gaining the value of group based themes where appropriate. Now that
relationships have been developed and a range of work undertaken this will be
more practical. Developing the workplans during and after the forum will also
enable greater group discussion in the development stage.

Some regional bodies struggled with the pressures of time and felt at times they
weren't able to spend enough on tasks to do them justice. For example, DCQ
experienced increased workloads over the year, and so felt they had struggled
committing adequate blocks of time to the project; to prepare for
teleconferences, follow up on tasks, review the website etc. Similarly, SCNRM
were under considerable time pressure and so weren't able to fully participate in
the theme activities.

For example, DCQ felt that they needed a staff member to drive the
organisation’s involvement and commit time on a consistent basis so that they
could achieve full value from their participation.

Given the nature of this project, and the fact that regions are exploring new
areas for improvement, and working through problems, the work often requires
challenging, strategic thinking. This is easier if it fits with a challenge currently
being experienced by the region.

Simple tools and processes seem to be effective in assisting the regions to plan
for or review their past approaches to NRM practice change. For example, a
step wise planning process serves as a checklist as well as presenting a process
that can give key staff in the regions greater confidence. These simple tools
provide the framework and confidence for regions to then utilise more detailed
tools.
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9 ATTACHMENTS

Attachment A — Stocktake Questionnaire

Attachment B — Case studies of Regional Implementation Models

Attachment C - ‘Supporting Regional NRM Implementation Groups’ guide

Attachment D — Draft practice change planning process

Attachment E — Considerations for development of SENRM’s Community Engagement Plan
Attachment F — Checklist for reviewing planning and evaluation processes

Attachment G — Answer template incorporating strengths/weaknesses and the documentation of
information

Attachment H — Influence mapping process and template
Attachment | — Links between Program Logic and the NRM Practice Change Planning Framework

Attachment J — Policy Implications
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