Executive summary

The Australian Government has made a large commitment to tackling environmental issues
facing the nation through its natural resource management (NRM) initiatives. Under these
programs, 56 NRM regions covering all of Australia have developed their own catchment-
based plans to manage natural resources at a regional landscape scale. Alongside these plans
the regional bodies have developed regional investment strategies (RIS) to appropriately
direct investment to generate resource condition change.

Regions must be in a position to analyse and assess the impact of these investments. This
project aims to demonstrate practical examples of how to better understand and invest in
NRM practice change. Although it has been too early in the investment planning cycle to fully
understand the impact of the investment decision making, some key learnings and insights
have been gathered and documented.

The project worked in partnership with regional groups and CMAs in four states. Four
distinct regions were selected to participate in this project — Southern Gulf Catchments in
Queensland, Southern Rivers Catchment Management Authority in New South Wales, the
Swan Region in Western Australia and in Victoria, the North East Catchment Management
Authority. The four regions represented different types of locality, regional contexts,
resources and circumstances and show how these differences affect the nature of
stakeholder engagement and the kinds of practice change strategies adopted for investment.

The methodology included case study regions, interviews and four concurrent or ‘live’
projects. The ‘live’ projects examined the drivers and barriers to practice change in each
region, and conducted a stakeholder analysis to learn more about how each region was
engaging stakeholders.

Key learnings

The project identified a number of key learnings classified into three area:
Learnings from the stakeholder engagement;
Learnings about practice change; and
Learnings about institutional settings and structure.

The stakeholder analysis was framed around power and alignment where power
either relates to the ability to impact on NRM activities or to contribute to achieving
NRM outcomes. Alignment involves shared interest and goals, the level of direct
relevance to NRM outcomes and the legitimacy of a claimed stake in the NRM
business. This approach enabled identification of which groups are important and
when, and where the gaps are in the knowledge and data held on stakeholders by
the regional organisation.



A number of key learnings about practice change covered areas such as the nature of
drivers and barriers, the need to appreciate the strategic setting, the scale of the
NRM activity, the benefits, costs and unintended consequences of the NRM activity,
the need for regional skills and capacities, clarity of decision making authority,
identification of change pathways, and appreciation and monitoring of existing on-
ground practice change.

For the analysis of institutional settings and structure an Edward de Bono technique, PMI
(Plusses, Minuses, Interesting points) analysis highlighted key information about institutional
arrangements in the four regions. From this analysis there were a range of learnings covering
planning and investment decision -making processes, the government interface, monitoring
and evaluation, the NRM bodies legitimacy and influence, and the capacity to deliver.

All regions demonstrated genuine advances in efforts to involve the community and have
more influence over programs that will shape the landscape. However, key signals from
investors favour short-term activities at the expense of long-term practice change outcomes.
Greater certainty about funding and more realistic timeframes for programs’ phase-out is
required if long-term resource condition change is to be achieved. Institutional frameworks
that support the ‘facilitation of change’ model are required, as well as conducive policy
frameworks

Adaptive management

An underlying objective of this project was to learn more about the opportunities for
adaptive management in participating regions and for regional NRM more generally. In
specific places, and through the ‘live’ project outcomes, the regional bodies identified where
they had adapted management and practice.

In general, most regional staff are familiar with the basic steps of adaptive learning: learn,
reflect, refine, implement, monitor/evaluate and so on into an adaptive learning cycle.
However, what did stand out was the range of significant issues relating to:

What is working, where and why?
What has been learned and how the NRM bodies have adapted to that learning?
What were the triggers for such changes in the way these bodies operate?

These are matters which influence the longer term business performance of the
regional bodies. In particular the way they, state and federal agencies interact is
critical to their efficiency and relies heavily on the development of good relationships
and partnerships between all three levels of government, having good business
systems in place and a learning environment for staff and the community.

Areas for further development
The following areas have been identified for further investment and support for regions:

improving the ability of regional groups to track change



improving business systems for regional groups including moves to ‘report once’
systems

social learning capacity
engagement for multiple benefits and leveraging of relationships
improvements in levels of trust required between key investors.

All players in the NRM system are tackling a monumental task in developing and accrediting
the NRM plans and regional investment strategies for regions across Australia. Through this
project, targeted investment in key areas has been identified to support the regions to
continue to learn how to effectively invest for practice change outcomes that will lead to
desired resource condition change.



6

Learnings and where to from here?

During the first iteration of regional NRM there has been a considerable amount of learning in 56
regions across Australia. One of the biggest challenges now is ‘stepping back’ and allowing regional
NRM to be trialled.

The regional catchment bodies have some important comments to make about this challenge:

6.1

They acknowledge the risks and the need for transparency, accountability and risk
management but ask for trust in the process and for agencies to ‘let them do it’.

They state that given the commitment to and burn out from developing the regional plans
— they must now be trialled — there will never be another opportunity for this level of
community involvement in regional NRM.

They ask for appropriate ongoing funding to enable forward planning and sufficient
timeframes to monitor condition change.

They stress that NRM occurs through the actions and behaviour of people, and they ask
for innovative ways of learning and investing in people.

They acknowledge that action learning and adaptive management are important for
regional NRM.

They acknowledge the need for accountability and monitoring but ask for coordination
and alignment of the project/systems reporting so that they are not reporting monthly, six
monthly, annually for a range of different organisations.

They acknowledge the need for a strategic analytical model for designing practice change
projects.

Summary of learnings

Learnings about stakeholder engagement

Judging the appropriate level of engagement and who should be involved is critical and
needs to be guided by purpose.

The development of multiple-benefit projects that engage stakeholder self-interest is
critical.

Opportunity to leverage the relationships and knowledge of the partnering
organisations in each region is critical.

All regions outlined the need to shift to group learning environments to provide face-to-
face, one-on-one engagement cost-effectively.

The strategic, multiple-benefit projects/actions need to be discovered or created for
urban communities.

All regions found they need to better document stakeholder analyses. Regions need
business systems to manage this knowledge at an organisational level (electronic
stakeholder management system, knowledge management system, customer relationship
management system — three different ways of expressing the same need.

Regions need to learn to look for and engage the strategic network hubs or leaders in
communities.
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Industry groups are keen to get involved with regional NRM groups/CMAs to enable
practice change for their industries.

Building capacity means different things. Regions need to innovate, problem solve with
stakeholders and be prepared to put the strategic resources in place to lever the change.

Regions need to better align with higher-level stakeholders. Tools and approaches to
support this work are needed.

Changing and expanding stakeholder base, highlights the need for socio-demographic
analysis.

There are currently some critical issues about representation and loss of voice. The links
between the regional process and ‘where people fit" have not been made well.

There is a re-branding and marketing task at the national level for Landcare.

Learnings about practice change

Designing practice change needs to fit the regional context.

Need for good group process skills. Need to develop methods for social values based
behaviour change.

Timing for change is critical. Implications of this for Investors is that the regions need
flexibility in how they deliver long-term outcomes and resource condition change.

Barriers to practice change are not well understood.

A strategic setting for the chosen approach to practice change is critical, for example
How does engaged interest transfer to behaviour change?

Why a problem has arisen is important. Challenging the assumptions about the problem
and how we view it is also very important.

Due to the targeted investment for resource condition change approach, NRM strategies
do not always maintain the broader social, economic and environmental approach.
This can still be achieved in this next stage but we need creative responses and processes.

Capacity to link/align with other bodies plans/planning/processes is critical. Investment
benefit will be greatest where it is linked as it levers the capacities, resources,
credibility and strategic relationships of k ey stakeholders.

Effective partnership arrangements for NRM practice change need to more than mutually
beneficial. Need strategic direction toward agreed outcomes.

The funding source (investor) affects the type of practice change actions.

A major challenge is to envisage, develop and plan regional-scale projects. Multi-
stakeholder planning at the catchment scale is essential.

Making the links between the regional scale and the local scale to continue the
engagement of local groups/people in regional scale delivery, is critical.
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The need to learn to anticipate and manage for unintended consequences of
change. The benefits, costs and distribution of these leading to a just investment by all
partners needs to be articulated, and the assumptions documented.

Requirement for a higher level of social science and engagement skills. Regions need the
skills and capacity to design and broker change. Need the skills of values-based
behaviour change to be available in teams.

The capacity to work with groups needs to be broadly developed. The ability to design a
project that delivers learning outcomes is currently very low.

Regional groups/CMAs need a high level of business acumen to be credible with
community, business and participating agencies.

Organisational systems that encourage reflective learning as a culture would help the
regions.

Regional communities want a new kind of ‘partner’. They want NRM organisations
that work with them, within their context, and tackle the problem from the inside out.
They want to have power over the generation of solutions.

Two forms of knowledge - scientific and community — can inform each other. The
capacity to achieve the blending and growing of ‘what we know’ is a great need for all
regions studied.

Learnings about institutional settings and structure

Matters for targets appear to have been biased towards rural settings and issues.

There is a lack of accurate baseline data and an interconnected knowledge-based system
to access and share data. The knowledge base is either very poor or \ery poorly
shared.

An analytical approach to practice change project design is required.

Skills of triple bottom line assessment processes are not well developed in the
regions, and decision-making processes over where and how to invest could be
dramatically improved.

Investment planning activities have been inadequately resourced. All regions
reported being rushed to achieve outcomes, and missing opportunities to build their own
capacity and relationships within the region as a result. Regions were allocated extremely
small budgets to complete investment planning. The overall focus was on the target setting
in the regional plans. The ‘what and where’ was completed, but the *how, when, who and
how much’ needed far more resources and attention than it received. This can be resolved
in the next stage of project planning, and the scheduled review of the investment plans.

The regional bodies have advisory/technical support committees to assist in ranking
projects but not all these decisions or the underlying assumptions have been
documented. There are useful (but preliminary) examples of criterion-based and
evidence-based systems for ranking projects. This needs further development.
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Current institutional arrangements create an environment in which only short-term work
is initiated. The view was expressed by one region ‘if it takes more than three years, we
do not start it’. A ceiling has been built into NRM work due to short-term funding
programs.

The uncertainty over job contracts has caused a culture of ‘short-termism’ in the
organisations, and although some impermanence may be healthy for performance, the
current situation causes a lack of trust and faith in the system, and chronically high staff
turnover levels. The NRM agencies that are more institutionalised have overcome this to
a degree because they can clearly offer more long-term job security.

Bipartisan sign-off on long-term funding is required. It may be necessary to establish a
separate foundation or trust to enable the long-term arrangements to be put in place.

Investors have a large role in driving the type of work and outcomes the regional groups
seek. Investors need to be engaged in the new form of extension that is sought, for
example, change facilitation, as they need to support the different kinds of investment and
potentially more flexible systems built around delivering impacts and outcomes instead of
outputs. Related to this is the need for further examination of the institutional frameworks
and arrangements that support the ‘facilitation of change’ model.

Close alignment with government agencies is critical for success. All regions
commented on the challenges of managing their relationships with government. It is a vital
task. One region identified that they believe there is currently a culture clash occurring
between top—down, hierarchical, control-oriented government and flexible, flat, creative
community organisations and, given this, then one of the critical tasks is management of
the difference.

Tracking change and learning more about how to drive practice change for resource
condition improvement is a key area of inquiry. The regions need to track change to
learn, not just carry out activities at the output monitoring level. Regions also need to
monitor their capacity and performance. Regions have identified the need for business
systems for monitoring, evaluation and reporting.

For the most part, business and industry are not well engaged in NRM, nor do the regional
groups have an equal profile to that of key peak bodies in NRM. Building credibility and
the reputation for delivery is critical, and is a focus for all regions.

Groups with a higher degree of institutional backing are currently in a stronger position to
be able to successfully implement the strategic investment approach. This may change over
time as the groups seen as being closer to community may be able to enable a greater
degree of practice change. The different models and their impact should continue to be
monitored in a more rigorous way than this project was able to achieve.

The likely best outcome is a balancing of the corporate government skills and business
systems of more established agencies, and the more flexible ‘bottom-up’ approach of
regional community NRM organisations. It is a balancing act that requires considerab le skill
and continual inquiry about the strengths and weaknesses of the options.

Capacity of staff of regional groups is critical. This needs immediate investment.
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Even though this project time frame was of an extremely short duration, the participating regions
have shared a wealth of experience in the form of learnings. The regions are using their own
learnings in adaptive management frameworks, and the additional time, energy and commitment
regions have given to the task of delivering on the regional investment framework deserves
commendation and acknowledgement.

6.2 Adaptive management

An underlying theme in this project and the work done with the participating regions has been to
learn more about the opportunities for adaptive management in and for regional NRM. In specific
places, and through the live project outcomes, the regional bodies have identified where they have
adapted management and practice.

In general, most staff are familiar with the basic steps of adaptive learning: learn, reflect, refine,
implement, monitor/evaluate and so on into an adaptive learning cycle.

The following sections briefly summarise what ‘stands out’ as key learnings for adaptive
management:

What's working, where and why?

Linking of condition targets to regional landscape — has been achieved and is possible but
needs much more science and understanding of underlying assumptions.

Integrative thinking is possible — the flagship hot spot and multiple-benefit projects illustrate this
but much of the social and economic science and requisite skills capacity has yet to be built.

The basic planning logic ‘worked’ — as a framework it was useful and allowed regional bodies to
work through a process, but it can be refined.

Regional investment strategies — have been developed and have encouraged regional bodies to
think more strategically and select practice change actions more deliberately and use
combinations of products, regulations and social learning to be more outcome and cost-effective.

What was learned? How did NRM bodies adapt?

Partnerships — Regional bodies learned that partnerships are a critical part of engaging
stakeholders and widening community involvement in regional NRM; partnerships can happen
with a variety of organisations and can be leveraged to make delivery more cost and outcome
effective.

Leveraging — regional bodies learned about leveraging added value, in particular leveraging the
community-based connections of local government; to that end a number of MOUs are now being
negotiated.

Broader engagement — The regional bodies learned that one-on-one is effective but costly and
time-consuming; they adjusted by widening the stakeholder base and adapted by creating
databases and being more strategic in the analysis of the databases. This is an ongoing process.

Shift from one-to-one — In shifting from the one-on-one engagement approach the regional
bodies learned the value of face-to-face and began to explore ways to do this through groups; they
learned of the need to consider other kinds of engagement tools.
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Practice change incentives portfolio — Regional bodies have learned several critical things about
practice change: landholders are interested in NRM ‘products’, there are other partners and
places for practice change; it is now timely to be more strategic in selecting practice change
strategies for investment.

Skills — regional bodies have recognised the need for more ‘people’ skills.

Investing in people — the regional bodies are increasingly sure that as well as investing in their
own staff skills, investing in people change and practice change for effective NRM is important;
practice change happens ‘in people’s heads'.

Beyond reporting — regional bodies recognised they spend far too much time reporting and are
seeking to streamline and align the reporting processes; they recognise this data can be more
effectively used for M&E.

What triggered/highlighted the change?
By listening to the regional bodies and through the social learning process a shared understanding
coalesced around the following triggers or moments for change:

the shift to regional/landscape scale

a shift from on-ground works to systems thinking

the shift to deliver sustainable landscapes with multiple-benefit impact
the need to develop a targeted/deliberative regional investment strategy
the need to plan for three-year budgets and forward planning

the responsibility to manage large sums of public money; this brought home the
responsibility — it was now beyond small-scale local-group projects

the recognition of leadership as key for regions and communities.
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6.3  Areas for further development
Improving our ability to track change

Regional organisations tend to monitor and evaluate projects as opposed to program performance.
This includes the development and implementation of regional plans and investment strategies as
well as the use and availability of NRM knowledge and technical skills (knowledge management).
Often this monitoring is to meet the milestone reporting required for the funding organisations. In
general, these are not nested within a broader M&E system.

The regional organisations can see great value in monitoring and evaluating stakeholder
engagement. Each of the regional organisations does have rudimentary stakeholder databases in
place and several of the regional bodies have now commenced higher-order analysis and are
monitoring the effectiveness of their stakeholder analysis.

Factors and processes external to the regional body, including its interaction with external
organisations, will influence performance. In general, the four case study regions do not yet have
the capacity or systems to monitor and evaluate learnings from projects involving adaptive
management and policy shifts or to document the external drivers and incentives for change.

Also needed within M&E practices is the scope to question assumptions about what was originally
thought about what change would look like. Monitoring the unintended consequences of change
needs to be included in the M&E frameworks used by the regions. Goals relating to resource
condition change need to be reviewed as they will have been both under- and over-estimated.
Through review, target setting will become more precise.

The North East CMA has undertaken a preliminary scoping study for a comprehensive regional
M&E framework documenting the need for scalability tat is responsive to immediate project
needs, intermediate program and priority areas and able to deliver in regard to longer-term
condition targets.

The process and steps required for the development and implementation of regional plans and
investment strategies affords an opportunity to embed monitoring and evaluation into a more
comprehensive framework.

Business systems for regional groups

A number of organisational and business system needs were identified throughout this project.
They include:

a ‘report once’ system (reporting system linked to M&E system suggested by Southern
Gulf)

a stakeholder database management system (suggested by three regions)

a strategic approach to stakeholder analyses, for example the tiered approach trialled in
the Swan region is an effective way to find the people/groups the region needed to know
(suggested by all regions)

an analytical approach to change pathways (suggested by three regions)
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a regional scale project development

a monitoring and evaluation system that tracked change at different levels to those
currently documented

trialling innovative business models for NRM.

One potential model for achieving this is to work with the regions that have already achieved key
results in these areas, and enable them to roll out teir systems, processes and tools to other
NRM regions.

Social learning capacity
The following areas are suggested areas for development:

Process skills — design of process, facilitation of group processes, leading to good group
outcomes.

Conflict management — negotiating and bargaining skills — leading to the ability to confront
and manage difference.

Listening and critical inquiry skills — leading to opening up of new possibilities and good
relationships based in respect.

Problem-solving skills — problem diagnostic skills — leading to higher-quality project design,
better performance and more effective outcomes/impact.

Reflective skills — leading to greater self-awareness and understanding of others, leading to
better teams and improved performance.

Learning about how people learn — leading to greater understanding about how to design
practice change projects that change the way people behave.

Explorative dialogue skills — prevent defensive closing down of conversations and help to
create new responses.

Many of these areas of capacity development point to the need to drive a deeper level of
understanding and consciousness about NRM challenges and our responses to them. The goal
is to enable the regional organisations to enable people to adapt and respond to problem
situations as they arise.

How this is delivered has not been determined by this project. This needs to be a key area of
inquiry. One region called for a set of simple, quick NRM planning processes and tools that
accord with the dynamic, pragmatic values of NRM staff, and that can be easily integrated into
work routines. Another region suggested ‘inside out’ learning, which would be a process
enabling regions to design their own learning. This would mean that regions would design their
own learning system, supported by a national team and acquire the skills of reflected learning.
Coaches or mentors would be offered on an ongoing basis, providing tools/practice
suggestions which could be picked up when required, and who provided a pool of
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practitioners which could support regions to develop their capacity to work on social science
practice, design and learning.

Engagement for multiple benefits and leveraging of relationships

Much of the promise of regionalisation lies in shifting the scale of NRM projects away from
opportunistic restoration work, towards more strategic programs that focus on changing the
management practices of players and that use collaborative methods to build ownership. Such
planning involves a set of analytical methods, which need to be borrowed or developed for
regional NRM.

Effective leadership and coordination at a higher level to broker practice change with key
stakeholder organisations requires investment in people who can undertake these roles. Sustained
practice change will be best achieved through engagement with processes of other stakeholders.

The capacity to achieve this is a key area of need for all regional groups.

Improvements in trust required between key investors

The regions commented that the relationship between the state and the Australian Government is
a critical relationship for them. The cost to the social capital in the NRM network when the
relationships are not working is great. At different times, there have been some very unhealthy
power dynamics at work in the NRM system. If the NRM system were a functional and healthy
community, what would it look like? Once those values have been determined, they need to show
up in all the relationships in the system if we are to create healthy ecosystems, landscapes and
communities. Currently there is a lack of congruence between the stated values of NHT and the
management of the program. This needs to be an area of inquiry for all players in the system.

6.4 Some concluding remarks

In 1999 the Australian Government empowered regional NRM bodies to take responsibility for
natural resources management. Through NHT1, a decade of Landcare and a broader social
interest in sustainable environments, there was growing awareness of NRM issues.

Regional bodies were asked to widen and deepen this awareness of and interest in NRM to bring
about the level of practice change needed to effect condition change on the land and water
resources across Australia.

This was to be achieved through a more strategic regional approach requiring regional NRM plans
and regional investment strategies. This was a big ask. The first plans and regional investment
strategies are now accredited and investment and implementation is under way.

Time will be the judge. It is a challenging and demanding task and many of the regional bodies,
despite enormous commitment, are suffering burn out. Nevertheless there is still considerable
momentum and excitement about the process and approach. The regional bodies are keen to ‘give
it a go’ now and test out their ideas, strategies, assumptions and community input.

58



Nevertheless, there are appropriate systems, processes and tools that can be used to support the
regions in their NRM work. If these are put in place and genuinely endorsed (by both the regional
bodies and funding agencies) then there are important opportunities to continually adjust and align
for effective delivery.

The report synthesises a considerable body of material into a range of learnings. The motivation
for involvement in this project (for both participating regions and consultants in a social learning
process) is that these learnings can be shared across other regions, NRM agencies and policy
makers.

The learnings seek to provide insights into the experiences of engaging stakeholders in regional
NRM practice change. As stakeholders in the process of regional NRM the project has engaged us —
and changed our practice.

All involved thank the Australian Government and Land & Water Australia for the opportunity to
be engaged, and to be involved as partners in making a difference.
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Appendix 1: Refreshed planning logic

Janelle Allison and Don Thomson

In listening to the regional organisations outline their experiences of and ideas about regional planning, a
number of recurring reflections and comments about the development plans and investment strategies for
regional landscapes coalesced into some ideas for a refined planning logic.

These comments and concerns resonate with us because of a long professional history and practice as
landscape architect and urban and regional planner.

These are disciplines where a core of the professional practice is build around landscape planning.

These are disciplines which seek to integrate environmental economic and social concerns into coherent
multiple objective projects, plans, precincts. These are also disciplines which operate at site specific or
landscape scales.

In landscape architecture and urban and regional planning, just as for NRM, plans can be developed for
projects at the property level, grecincts or whole regional scale — such as the recently gazetted SEQ
Regional Plan.

These are planning and design processes which are well tested, community based and engage with a wide
range of stakeholders.

These processes also have well defined steps or stages which provide a clearly defined framework for
planning.

Further, these stages align with the requirements of regional NRM.

We argue it is also possible to align the monitoring and evaluation requirements of NRM with the different
stages of the planning process.

In response to what we heard from the four case study regions’ desire to be better informed about regional
NRM planning, we have aligned much of the NRM planning logic to the professional practice of the design
and planning disciplines to provide a framework for a refined planning logic.
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1. Aspiration/Vision

Aide-mémoire Scale Stakeholder Methods Skills Resources M&E Investmen | Possible
engagement t indicato
strategies | rs
What are the things that concern These principles and To determine the Mainstreaming into | Leadership Minimal. Time to Capture data using Need to Breadth of
us (matters for targets)? processes apply at the degree to which there daily practice. - - commit to stakeholder database budget for consultatio
What resource condition are we regional and local scales. is alignment of Scoping of issues Building legitimacy negotiations and system. (e.g. time and n.
aiming for in the long term (what At the regional scale, the inspirational” ideas and as| F;ragtlions valués Stakeholder building consultation matrix money for this Degree of
i 9 the long A \L the regio y visions of interested P ' " | analysis partnerships developed by SRCMA; stage within ol .
inds’ of aspirational targets might inspiration’ for a new arties etc. (emerged as an ACTIV database) investment variance in
we think about)? planning process might be | P ' Creative thinking issue v%hen ' strategies aspirations
. e drawn from a review of a To explore other - - . Data capture needs to ' of different
Vnig?ozggiggeaﬁéa\lfvig?gg iﬁgi:hls previous planning iteration; | perspectives and Negotation mg%ﬁggl\g'th be set up so that it is stakeholde
aspirations of other groups, a change in policy; an aspirations of Building communities) appropriate for local to rs.

institutions, organisations for this
region?

Why do we (and others) think that
change is necessary? (i.e.
document assumptions and values
underpinning why we believe
change is necessary).

What synergies and potential
conflicts are possible/evident?

evaluation of a
program/project/institution
; a catastrophic or
significant event (fire,
flood, drought, etc).

At the local scale, the
inspiration is likely to have
been derived from a
larger-scale regional
planning process, where
particular needs for the
‘site’ have been identified.
These needs become the
‘vision’ for the local-scale
project.

stakeholders not
already involved.

To identify potential
synergies and conflicts,

To explore other

possible and plausible

options/scenarios/

alternative futures to

achieve targets

partnerships

Knowing when to
stop in drilling
down to finer-
grained
information...

May need other
types of visioning
— e.g. stories,
visual and
performing arts,
etc.

regional scales withaut
being too
cumbersome.

Documentation of the
matters for targets of
concern to proponents
and stakeholders, and
the ‘range’ or ‘kinds’ of
aspirational targets
they are ‘thinking of'.

Document assumptions,
aspirations, etc.

Document stakeholder
values, perceptions,
aspirations.




at the local scale

To nominate roles and
responsibilities of
partner
agencies/groups

has developed a
number of integrative
flagship projects to
avoid the silo effect).
(NECMA works in
themes, SRCMA has
other initiatives by
precinct).

Aide-mémoire Scale Stakeholder Methods Skills Resources M&E Investmen | Possible
engagement t indicato
strategies | rs
Who should be included in the These principles and To negotiate ground- Meetings Leadership Minimal. Time to | Aspirational targets Some Is it
process of writing the brief? processes apply at the rules about what the Workshops Neqotiation engage various nominated for each investment integrative?
How are we going to negotiate the regional and local scales. proponents and other P 9 stakeholders. ‘matter for target’ (how needs to be Is it
. . stakeholders are willing | Desktop studies An understanding might this be across the > .
2 X . : ' %
content and terms of the brief? Asi ;E:hzelggrgail ns\fcil\?ééhiﬁ to negotiate, what is review of current of relevant documented? - these ‘matters for Innovative?
reparing the brief will be not negotiable? documents and legislation and become the ‘headings’ targets’ as Does it
preparing : studies policies. for the system which well as drilling involve
quite different to those To negotiate and starts attributing activit down into partners?
involved in preparing the consult with Check availability Critical and i '
3 - : . L to resource condition them — the .
brief for the regional scale stakeholders on the of data, in analytical thinking change) brief should Is the brief
project. terms and content of preparation for therefore feasible?
- The terms of the brief for the brief. (e.g. Syvan step 3. AIer'_(. docum_e_nf[ those encourage
@ the ‘local’ scale project will CC - held a series of Analytical skills projects/activities that innovation and
o X workshops to outline, might have multiple o

be derived from the 8 the ability to
N ] refine and seek targets and be :

outcomes of regional-scale d fth h d integrate and

rocesses. The ‘site’ endorsement of the integrated across achieve

P ' brief for their regional matters for targets. :

extent of works, budget, lan) (for example, SRCMA multiple

etc. will be more specific P pie, benefits.




radically anyway.

Commissioned

scale is critical: what spatial
units are most effective?

Aide-mémoire Scale Stakeholder Methods Skills Resources M&E Investmen | Possible
engagement t indicato
strategies | rs
What are our data needs? These principles and To negotiate access to | Data analysis & Leadership GIS systems mzéite analysis ftftp isakey | Investmentin | Social,
management L. §0mponen . . .
What data do we currently have? ls | Processes apply at the data, knowledge and , Negotiation Database capable | establishes a snapshot of getting the Economic
it ible. h tis it? regional and local scales. information. Geographic of storina and current resource condition underlying &
[ accessible, how current IS It: The scale and complexity | o oo Information An ability to elicit, | o "L ng at the time of collation of the | System right environme
If we do not have the data, who of the site analysis will interpret data quality Systems (GIS) are | @acknowledge and quali tagtive data site analysis. and enabling ntal
does? (? data collection tasks, increase as scale increases, and usefulness to the excellent for site record a range of hotoaranhs ' It is important that metadata sharing of data | indicators.
action plan, etc.) but the core elements, current purpose analysis because perspectives on a gtc grapns, be collected and recorded and consistent
Who do we need to talk with to principles and processes purpose. data can be stored | Place/region. ' to enable a thorough data
S ° remain the same. To understand what the | s well as analvsed - Resource appreciation of condition referencing.
elicit some of the social values and ; / Y An appreciation of " change over time. At a
- ) . . community sees as the | gpatiall ) , condition data minimum. data should be .
aspirations of this place? (? Site analysis data collected patially sense of place’, ¢ . e Sharing
takeholder analysi at one scale will be useful assets of the i ; from a range of (water quality, tagged with the date of its opportunities
stakeholder analysis). site/region. McHargian mapping ang soil salinity, collection, its reliability and
at other scales, so an and analysis perspectives - validity. for data
Who can help conduct research to : : ' acidity, etc). o
. . ; information management To understand techniaues . ) collection
fill gaps in data? (? new project - ) ; ques. Data collection, All data needs to be spatially
" T system that facilitates this community values, . ) Resource tagoed and assigned t when
planning phase to commission ] P . Capacity collation and . . agged and assigned to a . )
h scaling of data is important. | perceptions and int tati mapping (soils, ‘matter for target’ and/or someone’ is
research). o aspirations in relation assessment tool Interpretation climate resource condition target to out there
It is important to know P ing/ i il ;
X , - to these assets. mapping/ Mapping/GIS hydrology, facilitate later collecting
when to stop’ collecting documenting hvdrogeolo interrogation/analysis and data, ensure it
data for the ‘site analysis’, | To understand current different forms of | Database VZ etagtion g¥c able to function at a range of | ;o ‘ta’gged’
particularly for regionak and potentil functional | capital. Eg management and etg . scales to enable mesting’ spatially etc
scale programs. There is opportunities and Community interrogation ' It is important that any '
no sense spending constraints from the balance sheet. Dat Ivsi Socio assumptions made about the
resources on fine-scale perspective of different i ataanalysis demographic/eco :gizgiﬁgﬁgsg‘égzzgg
data that may not be users/landholders/stake | Data Collection nomic data biophysical/social/economic
required. It is better to holders. Asset mapping (Census, ABARE, systems be documented,
identify and document data . . industry, etc.) both to understand how
gaps quickly, then re-visit | A Survey of ‘community’ | stakeholder these
2 ' - can be used as an analysis and interactions/relationships
2 these data needs later in > might chanae over time. and
r_? the process if they are engagement tool as mapping togenaf)lg zgwea(s)s:ssmesi ian
é found to be critical data \t,geoll as a data collection _(user_/e_lbus_er the future of the accuracy of
g needs later in the process. identification) these assumptions.
7 For example, there is no Technical teams are also | Demographic Stakeholder analysis should
™ point holding up the whole | a tool for engagement analysis include qualitative data
planning process to enter (e.g. SCC and NE set ) ] ?bqgt the |nteresfts, pﬁwer,
into a detailed research up technical advisory Basic socio- egitimacy, etc. of eac
i i o economic data — stakeholder group. A
program to identify the teams comprising ; . database is suggested to
attitudes and values of experts from other industry analysis store and manage this data.
landholders in relation to a | agencies etc.; SRCMA Technical working ﬁuch taﬂs system t;htould alsc&
. . . . ave the capacity to recor
particular farmlng_practlce structured _thelr boa_rd groups and manage information
or system if later in the so that their portfolios ionshi
ik o ¢ . h about the relationship
process it is identified that | enabled them to give Literature review between the proponent and
there is likely to be a expert advice Citizen each stakeholder so that
dramatic change in . y . ‘corporate memory’ about
d h hift i science/communit relations is not lost when
emograpny or a shift in y-based personnel move on.
land use in the near future monitoring )
that would see farming If we are to have an evidenced
. based system, the issue of
systems in the area change Survey aeec. ystem, the e o 3




4. Site Planning

Aide-mémoire Scale Stakeholder Methods Skills Resources M&E Investmen | Possible
engagement t indicato
strategies | rs
Where in the landscape do we These principles and Identify Technical panels Leadership Funding for Establishing resource Investing in Triple
need to work to positively impact | processes apply at the technical/scientific and workshops Neqotiation technical condition targets is a innovative bottom
on resource condition (for each regional and local scales. responses to resource Scientifi . 9 reviews/ panels, key step in NRM M&E. mapping & line
target)? . . condition issues. clentiiic review Understanding of workshops, etc. | They are the medium analysis tools
The hierarchical framework panels lannin (10-20 year) targets and
What assets/resources need to be of this planning process Scope possible resource - : P 9 Data management J 9 ) Environme
. ) : . o Steinitz Alternative processes that guide the techniques.
‘worked on”? requires that for each shift condition targets. Landscape Futures systems that implementation of on- ntal Impact
. in scale a new planning P Understanding of facilitate P Assessmen
What is the nature of the works L . . o - ground works and
required to have a positive impact | D occo 'S initiated - at Mapping the voids landscape coordination of capacity-building t
4 1P P least in process terms. and a range of processes, knowledge. AT .
on resource condition for each scalina-d he ‘oroblem’ . initiatives in the region.
asset/resource class? caling-down the ‘problem other mapping ecology, -
‘ reveals clarity of purpose exercises. hydrology, It is important that all

Who owns/manages the
land/resources in these areas?

What are the implications of these
changes in terms of resource use
and management practices?

in terms of achievable
actions. However, by
maintaining the discipline of
reflecting on each of the 11
steps in the process, an
holistic approach that is
well integrated across the
scales is possible.

sociology, etc.

assumptions about
how land use and
practice change wil
impact ultimately on
resource condition are
documented at this
stage of the process.




5. Site Design

Aide-mémoire Scale Stakeholder Methods Skills Resources M&E Investmen | Possible
engagement t indicato
strategies | rs
What types of landscape scenarios | These principles and Design and scope Charettes Leadership Variable Recording responses to | Involving the Participatio
will meet the functional (technical) | processes apply at the ‘future landscape’ Workshops Neqotiation depending on scenarios/plans community in n
needs established in Step 4 and be regional and local scales. scenarios. The P 9 scale, complexity . fth the design
likely to be accepted and The nat fth community can be Participatory Design and number and D(ljcurﬂentﬁthn ? the process is a Rlslnge f‘
embraced by current r e?a'?%rl:srr?' OS n ee otiations involved in the design! design studios itati range of E gn. mir? )t/'sr:::sltgo_ strategic s cgh:r' o5
residents/users/managers of the lonships/negotiatl . Facilitation stakeholders. W many investment :
landscape (and the types of between various Negotiate a balance Conferences, _ people enq;nre about and proposed.
residents/users/managers likely to stakeholders will change as between_ social/cultural, Wor](shops and Access to design thglr block’ Eg Redland constitutes an | Breadth and
: : ’ scale increases and economic and seminars skills, e.g. Shire knows it has -
inhabit/use the area in the d ) . action in the depth of
foreseeable future)? ecreases. At the Ioc_al gnwron_mental Steinitz Iands_cape 7000 questions about stakeholder ideas
level, where there might imperatives. architects, its plan — the plan has encagement . ' ii
In response to the identified social be just a few landholders landscape to have an ability to be st rgat% oy 'sngr?(\j’a 1on
and economic drivers of land use in a target area, oneto- planners, interrogated. (this also ' solutions
and practice change, what mix of one negotiations about is a form of proposed

policy options is most likely to
lead to changes in resource
condition in the areas (geographic,
issue/asset) determined in Step 4,
in consideration of the ‘future
landscape’ scenarios developed
above?

What is ‘on the table’ and what is
not-negotiable in modifying ‘future
landscape’ scenarios — in other
words, how will the
environmental, economic and
social/cultural interests be
balanced?

What alternative scenarios are
possible, plausible, feasible and
assess for their
consequences...what alternative
futures, and how could they be
achieved?

what ‘future landscapes’
are practical and
achievable might be
required. At a larger scale,
consultations and
negotiations with industry
representatives might be
more achievable.

stakeholder
engagement...link back
to tracking stakeholder
engagement system.

The bases of all
decisions about the
prioritising/weighting
social/economic,
economic and
environmental values
need to be recorded.
This enables tracking in
changes in values
assigned to various
competing
issues/demands and is
good practice in terms
of transparent
decision-making.




6. Concept Plan/ Scenario Selection

Aide-mémoire Scale Stakeholder Methods Skills Resources M&E Investmen | Possible
engagement t indicato
strategies | rs
Does the concept These principles and To seek agreement on There needs to be | Leadership Printing/publishing | Number of responses Make sure have | No. ‘hits’ or
plan(s)/scenario(s) respond to the processes apply at the the Concept Plan/Draft | opportunity for Presentation skills /broadcasting the | for and against the a plan that enquiries
brief? If not, why? Has the design regional and local scales. Strategic Plan. people to consult concept concept plan/draft people can R
process revealed gaps in the brief, with the plan and Negotiation plan/Draft strategic plan, with ‘see’, feel and esponse
: To enable people to : o to plan(s)
or has the process omitted key identify ‘their place’ in see where/ how c ltati strategic plan or some touch—itis
aspects of the brief? the ‘plan’ P their onsuftation summaries demographic/industry/s | ‘real’.
Which concept/scenario balances g:gsptefﬁz/ﬂ%cﬁtl;]nt Csck)nnll munications Lt,jgepr::(;i ng upon g;g%: edg;a collected to Have a visible
EgEfﬁtwhﬁeniigﬂiftﬂesri?ges the concepts. the understanding of which tpf:gsence n
y : Does the plan fit communications community sectors .
Yl . L
necessary to satisfy stakeholders? their aspirations? method selected. | agree and community
What needs/desires cannot be Does it assist in disagree/have
accommodated? What will need to their processes of concerns.

occur to negotiate a path through
these issues?

management?
Public meetings

One-to-one
presentations and
discussions with
key stakeholders
to explain the
concept plan/draft
plan

Shop -front displays

Awareness raising
regarding the
concept plan/draft
strategic plan and
its contents

Public exhibitions

A record of all concerns
and positive feedback
(in the form of a
database system to
ensure that it can be
tapped into next time,
and linked to
stakeholder lists etc.).

A record of the
outcomes of
discussions/
negotiations with each
stakeholder should be
kept: this is good
practice and ensures
corporate memory is
not lost when
personnel move on.




7. Adoption of Master Plan

Aide-mémoire Scale Stakeholder Methods Skills Resources M&E Investmen | Possible
engagement t indicato
strategies | rs
What is the process for adoption These principles and To achieve sign-off. Direct Communications Resources for Document decision- Accredited Sign off on
of the preferred plan, and how will | processes apply at the To inform stakeholders communications communications making process, Investment plan
the decision-making process be regional and local scales d particioants of th with as appropriate to | including any plan D f
documented? g’a tc%?rr]el(s:lg??hseo e participants/stakeh the weighting/prioritising ‘Egrei(re],o
olders scale/context. method adopted. Y

Who's signing off on the Master
Plan and what is the process?

How will we let
stakeholders/participants know
about the outcome of the design
process/selection process?

process.

Funds allocated
for mater plan
development




component of the works?

What is achievable within the next
1 to 5 years (management action
targets)?

What strategies can we develop, in
consideration of the above?

What investment options are
feasible to achieve these scenarios?
For example: how can we leverage
more land-use change/practice
change (therefore achieve
resource condition change more
effectively?).

Aide-mémoire Scale Stakeholder Methods Skills Resources M&E Investmen | Possible
engagement t indicato
strategies | rs
What are the pathways to achieve These principles and Scope expectations/ Workshops Leadership Community Each strategy Investing time Dimensions
the master plan? processes apply at the commitments from One-to-one Neqotiation advisory documented and linked | to negotiate of Impact
What itv does th t regional and local scales. stakeholders. i . q 9 committee/ back to each RCT the scope of (e.g.
at capacity does the proponen , ISCussions an Consultation reference group - , ‘works' and Number of
organisation have to implement Assess capacity to negotiations to ‘test’ ontions/ Negotiations regarding support artners
the kinds of works proposed implement components L _— Strategic thinking : P partnerships, pp partners,
: : Steinitz: testing if investment : - services that quality of
under the policy options proposed of the master plan. h h il | decisi collaborations and joint diff
in the Master Plan, and within the Exol h d i tra]_stratleglgs wi nvestment ecisions. ventures need to be ! erer)tl partners)
time-lines proposed in the Master xplore strategies an a |eve? andscape | - planning documented to Potenga ,
Plan? opportunities to futures? preserve corporate providers’ are _
‘ leverage greater . . prepared to Appropriat
: ; : Trajectory analysis knowledge and to .
What financial resources do we impact. : commit. e and
; (eg NECMA) enable later evaluation h
have to implement the Master fthe | . Base decisi achievable
Plan? of the leveraging ase decisions milestones
' potential of different on
How will we stage the strategic interventions. investments Documenta
c implementation of the master plan on the tion of
g in consideration of above? potential of advisory
- N the committee
5 w&gfggntg%g;?m'es for investment to feedback
E - o snow-ball
4] What other agencies/organisations/ and/or_ hgve
E groups could help with/lead the synergistic
< implementation of each benefit.




9. Tendering (Action Plan)

Aide-mémoire Scale Stakeholder Methods Skills Resources M&E Investmen | Possible
engagement t indicato
strategies | rs
Which combination of actions best | These principles and This is the ‘buy-in’ — Community Works planning Fundamental IT Management action Taking the time | Performanc
achieve the investment strategy? processes apply at the who's prepared to do Preparedness Negotiation skills systems that targets are a key to identify the | e of
Who miaht be interested in heloi regional and local scales. what? Index — 9 enable this to component of the most strategic ‘tenderers’
im cI)enr:llgnt oﬁrlgtigig iees7In e How do you mobilise Various project Tender work — scalable overall M&E system interventions. against
P gles! the skillgand capacit assessm%ntjtools documentation and and enable the tracking milestones
What drivers and triggers for ouve ot? pacity " | Assessment of interrogatable... | of activities and Satisfaction
change can we influence to y got: Priority skills as an evidence- eventually an with
leverage more significant change? How do you match Assessment based system. evaluation of the process
. ) i i i i relative contribution of -
What terms and conditions will skills and capacity to matrix (e.g. NE Leadership elative contribution o proponent
. action Vic) . . each management
each potential tenderer demand? Evaluation skills f s and
. . . action towards a
What are we prepared to Identify and seek Trajectory analysis . tenderers
A h measurable change in
negotiate on? agreement on the (e.9.- NE Vic)

What are the cost and benefits and
value for money of each option?

nature of the works
‘stakeholders’ are
willing to perform, and
capable of performing.

Negotiate ‘price’ and
extent of works

Get sign-off on
‘investment plan’ form
the Australian and state
governments.

resource condition.

Community capacity -
tracking change

Priority assessment
matrix (linked back to
the documentation of
the plan, site analysis
through ‘system’
tagged spatially or by
theme etc.

It is critical that
assumptions relating to
the management action
targets are recorded.

The ‘tender price’ and
conditions of tender
provide important
reference information
that could be used in
the future to fine-tune
the tender process and
to assess ‘fair cost’.

The number of partners
(‘tenderers’), the
number of repeat
‘tenderers’, etc.

(M&E specific tools —
see tools and methods
above (more to be
added)).




Aide-mémoire Scale Stakeholder Methods Skills Resources M&E Investmen | Possible
engagement t indicato
strategies | rs
Who's managing the project? These principles and Meetings with Project Project IT systems Documenting actions Mainstreaming | Reporting
’ processes apply mainly at partners/collaborators/ management management (system’s within the IT system evidence against
At_re tre systemi in plaie t_o enstu re the local scale, or for contractors to manage database, linked to architecture), Feedback i based NRMas | milestones
imely payment, monitoring, etc. distinct ‘projects’ or ‘contracts'. an ‘evidence based management I?r(?ks ggckotnoasctrlgt?as s | Part of daily for all on-
How well are the actions going— ‘programs’. A system for NRM’ staff to enter, 9Ies, practice of ground
e Periodic press releases, up to plan.
S are they on track? If not, why not? newsletters which up-date etc. staff, and
£ What needs to be outline proaress and Streamlined reporting supported by project
N achiev errr)w er?ts system integrated into a single-entry manageme
£ the project project nt tasks.
§ management IT system management
5 to facilitate the myriad system.
.9 of different reporting . :
o requirements for Mainstreaming
a - . into daily
- different funding :
a streams/programs practice — on-
) farm and
within other
organizations
What reports are due by when, These principles and Evaluation of every The Deliberative Being a reflective Professional Evaluation of every Mainstreaming | Data useful
how, to whom, and in what processes apply at the action is built into the Practitioner practitioner development action is built into the M&E into daily [ to regional
= format? regional and local scales. system — and regularly (Forrester) S opportunities system practice — part | organisatio
o} ome areas of .
= . up-dated — stakeholder . . . . of reflective, nand
= What can we infer from the data . professional Sensible time- Evaluation of ourselves B ;
= we have? feedback is a core practice which are | frames and time in the process— the dellbgratlve governmen
s ' component of this. missing (and the for reflection reflective practice practice. t agencies.
w Did it achieve what we thought it | g hi y ' P ' | ina in th
= would achieve? re ate to t' ings nvestlng in the
g ' like reflection, professional Evaluation
g_ How do we know it is done what critical analysis, development data
2‘ we postulated it might do? critical thinking, of NRM informs
. . rategic thinkin ractitioner: .
] What adjustment is necessary? strategict 0 practitioners policy
s How will we feed that into the
E system?
g' What has been the learning?
[e]
O How can we turn the learning into
:‘; adaptive management?
Is this a learning organization?

10
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The final draft of this report will append a number of tools that were identified through the
study. The tools will be useful for all 56 regions.

This report is accompanied by the Stakeholder analysis report prepared for this project by
Mary Dickie.
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