
Creeks & Communities:
A Continuing Strategy for Accelerating 

Cooperative Riparian Restoration 
and Management

Presenter
Presentation Notes
This PowerPoint is referenced in Chapter 5 of the Creeks & Communities Desk Guide (NRST in progress 2009).  It represents an example of a 20-30 minute presentation on the Creeks & Communities philosophy, principles, and practices fundamental to achieving the overall goal of the initiative which are covered in detail in Chapter 2; to increase awareness and create a shared understanding of riparian-wetland function and the attributes and processes that constitute sustainable conditions and production of desired values among a large number of diverse people. All example PowerPoints in this series are meant to be customized by each presenter.

The Creeks and Communities Strategy was developed in 2002. Recognizing that a recipe for collaborative, adaptive management does not exist, the C&C strategy relies on a set of principles and practices that support place-based capacity building and joint fact finding in order to build relationships and foster collective understanding and acceptance of the relevance of science and its application to community-based problem solving. 




Bear Creek OR 
1976

Bear Creek OR 
2003

Lots of creeks look like this

We know they can be better

Presenter
Presentation Notes
Even today, many creeks look like Bear Creek did in 1976, but we know they can be better. We have seen evidence of improved management practices for riparian health, like those undertaken on Bear Creek, across the West since the 1970s.

[Grazing management change from season long to 3 pasture late winter/early spring use period]




Dixie Creek 
NV 1989

Dixie Creek 
NV 1995

Why isn’t it happening in 
more places?
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Presentation Notes
Why  are such examples not more widespread?

One of the reasons is that riparian-wetland management, like most other resource issues, has been traditionally seen as a technical problem that could be solved by experts and scientific information.  This is a problem because, in many ways, these are public policy questions with costs and benefits that are unequally distributed across society.  Science is important but it is seldom enough.  There’s no question that we need the very best science available --- but we need a whole lot more than that.

[Grazing management change from season long to spring use period]



Burro Creek 
AZ 1981

Burro Creek 
AZ 2000

In part, it’s about having
a common understanding 
of how streams work.

And it requires working 
with people on their lands 
and their issues.

Presenter
Presentation Notes
In addition to agreement on science, there must be community agreement on a shared vision considering factors that are outside the realm of technical expertise in order to get long term recovery like shown in before and after photos. We now realize that there are a number of social factors that influence management decisions (and as a result, the condition of these areas). 

[Grazing management change from year long to rotation]



Presenter
Presentation Notes
Although riparian-wetland areas constitute a small percentage of the total land base, they provide tremendous public benefits (e.g., wildlife and fish habitat, livestock forage, recreation, clean water, aquifer re-charge and late season stream flows critical to irrigators, etc. ).  

Over the years, there has been growing agreement about the importance of these areas.  However, there continues to be considerable disagreement about the existing condition of these resources and the types of uses, treatments and tools that are appropriate.

http://donb.furfly.net/photo_cd/e/b42.html�


Lawsuits and regulatory approaches often 
leave out the people who must implement 

solutions and who are typically most 
affected by their management

Presenter
Presentation Notes
This disagreement has led to an environment of lawsuits and regulatory approaches, which often leave out the people who must implement solutions and who are typically most affected by decisions regarding their management.  
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Presentation Notes
The C&C strategy rests on the belief that a better approach to managing riparian-wetland areas is to help stakeholders build the capacity needed to confront and resolve the complex and contentious problems surrounding these resources. 

Successful watershed management efforts are dependent upon bringing people together, working at the landscape level and beyond political boundaries, to create a common vision for productive and sustainable riparian-wetland conditions.  



Creeks & Communities

Creeks connect 
people, science 
and communities. 

They must work 
together and 
individually for     
restoration and 
improvements on a 
large scale.

Presenter
Presentation Notes
Unlike nearly any other feature, streams connect groups of people.  Whether it’s salmon coming upstream from the ocean, or the effects of upstream management on downstream communities, our actions are connected.  If we want to make improvements, we all need to work together.

The previous before & after photos represent what’s possible.  The KEY IS working with people to achieve these results over time. In part, it is about working with people on their lands and their issues, and developing a common understanding of how streams function. 




Awareness

Understanding/ 
acceptance

AgreementsMonitoring

Adjust

Common 
Purpose

ACTIONS

Presenter
Presentation Notes
Successful adaptive management is dependent upon bringing science and people together. It as a cycle of increasing awareness, building understanding/acceptance of these issues, reaching agreement on a particular management strategy, taking ACTION, and then monitoring that action and adjusting as necessary.  At the heart of this process, though, is a common purpose or shared vision that incorporates factors that are often outside the realm of technical expertise.





Good Science is Important: and 
seldom enough

• Conflicting Science

• “Good Science” 
changes over time.

• Science from 
somewhere else.

• Socio/Political factors 
important
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Presentation Notes
In order for an adaptive management process to be successful it is important to have useful information, which is not the same thing as ‘the right science.’ There is no question that we need the very best science available, but many agencies and people end up arguing about employing the “right science” – there is conflicting science, and ‘good science’ changes over time. Frequently, there are concerns about science from somewhere else, or science that is collected by someone who is motivated by socio-political and economic factors (e.g., paid by environmental group vs. paid by timber industry).











Our society is literally awash today in data, information & 
knowledge (science).  And yet in many places our creeks 
are failing to produce the values they offer when healthy.

What is often lacking is fully understanding what it all 
means, and then having the wisdom to apply what we 
know in ways that best meets the needs of people and the 
ecosystem.  

(Dee Hock 1999)

Presenter
Presentation Notes
First, it is important to have useful information – not just data. Bottom line – must be able to synthesize information to determine whether creeks are getting better, staying the same or getting worse?  

These photos are taken in Mexico on the same stream. The photo on the left is upstream from the photo on the right. This stream feeds into a reservoir where community members are developing a trout fishery as part of their economic development plan, so it is important that cold, clean water is delivered to the reservoir. However, many community members did not understand the functional difference between these two types of stream conditions. An explanation of the benefits that come from functioning riparian areas and assistance in determining appropriate management and monitoring techniques helped them understand the importance of stream function to their trout fishery plan.







• Understandable to stakeholders with a 
range of scientific backgrounds

• Seen by all parties as legitimate and 
valid (believable), relevant and trusted 

• Used to identify the costs/benefits and 
risks/tradeoffs of alternatives, not to 
make the decision

Useful Scientific Information

Presenter
Presentation Notes
In order to be useful, scientific and technical information must be understandable to multiple parties and interests who have a range of scientific knowledge.  And it must be viewed by all parties as legitimate & valid (believable), relevant, trusted before it can be effectively used to inform decision making. 

It is also important to remember that the appropriate ‘use’ of science is to inform decisions – it is not a substitute for decision-making.  It provides information, not solutions. In addition to being technically sound, final decisions must be socially acceptable.  Science can speak to the level of uncertainty and risk, costs and benefits associated with different options, but it cannot determine what is acceptable (particularly when the costs/benefits are typically not equally distributed among society).  This by default makes such issues public policy decisions, not technical ones – requiring (multi-party) citizen/stakeholder deliberations/negotiations.






Creeks & Communities

By focusing on 
stream health, we 
help to create a 
common vision of 
what is possible 
and what is 
needed for 
management 
and/or restoration

Presenter
Presentation Notes
A focus on stream health offers a useful approach to helping people understand their streams and watersheds, and the kinds of things that might be considered in improved management and/or restoration.  The focus is on what streams need to function, and not the values of people that come together. Values are important, but the condition of the stream is what will determine what values might be possible.



Focus on Function

VegetationSoil, Landscape

Water

Presenter
Presentation Notes
So what does healthy mean? What does functioning mean? One definition in the Webster dictionary say health is normality of function. We define function as the interaction of soil, water, and vegetation. Thus, a stream is functioning when it is able to sustain itself in a moderately high event and still maintain it’s dimension, pattern, and profile on the landscape. We must remember that values do not produce sustainable streams, physical function does. A stream must be able to filter sediments, protect banks, store water, capture nutrients, and reduce erosion. 




“Information does not resolve social 
conflicts, people do.”

(Duane 1997)

Presenter
Presentation Notes
Although having the technical knowledge to improve streams is critical, the conflicts among people must be resolved if we are to effect conservation on a large scale.  In short, truly sustainable solutions can only arise from the workings of stakeholders who, in addition to using technically correct information, engage in processes that address the human and social dimensions of resource conflicts.






Working Together for Creeks 
and Communities

• Given that the 
situation is 
complex, fraught 
with conflict and 
views polarized, 
how can people  
work together for 
common solutions?

Presenter
Presentation Notes
There is not a cookie cutter approach to dealing with these issues.  Each situation will be different given the current social and ecological condition of an area. There are, however, principles and practices that are standard in all situations.



If you bring together the right 
people, in constructive ways, with 
good information, they will produce:

Better decisions

 Improved 
relationships

Sustainable  
communities 
and landscapes

Presenter
Presentation Notes
The Creeks and Communities approach is grounded in a belief that you bring together the right people, in constructive ways, with good information, they will produce: better decisions (more informed, effective, sustainable and popular), improved relationships, and sustainable communities and landscapes.  
 
The strategy rests on the philosophy that it is through the use of reason and the development of reciprocal understanding, shared knowledge, and mutual trust and accord among participants that people come to fully realize their own self-interest and create policies that work to advance the common public interest.  Because of the scientific and technical complexity of environmental issues and conflicts, access to such information is a pre-requisite to understanding one’s interests. Thus, science holds a special place in this type of process.  Its purpose is not to provide answers or resolve conflicts, but to help structure the dialogue/communication by providing a foundation for understanding and a transparent forum for discussion and decision-making -- one that allows participants to engage in conversations where individuals can better understand, challenge, and negotiate the assumptions underlying competing perspectives in a forum that fosters respect and mutual learning.





Build Ownership & Commitment

Presenter
Presentation Notes
The key is to build ownership and commitment in the people who are ultimately responsible for success. According to Bob Ehrhart and Paul Hansen (study 1997 in MT), the only required ingredients for a successful riparian grazing strategy are a serious commitment and personal involvement on the part of the operators and managers.  The one theme that pervades both the riparian grazing literature and this specific study is that the manager is more important than a particular approach.

When streams are in bad condition, almost any action to improve the stream will help.  The first step is helping people understand that things can be better.  Again, this is not to say that science is not important, because it is.  But, if we can’t change the behavior that caused the stream to degrade, good science cannot be put to work.

“Involving stakeholders in forums designed to share knowledge, build relationships, establish trust and encourage creative problem solving is more likely to produce socially acceptable decisions than is a traditional process in which experts retreat to closed rooms to make choices that only they feel are best…Even when the decisions are the same, people need the opportunity to engage as partners in decision-making process so they have ownership in the outcome.” (Wondolleck 2000:31).







Working Together for Creeks 
and Communities

• Bring affected 
interests together

• Create learning 
environments, build 
relationships/trust

• Build community 
information base

• Empower people 

Presenter
Presentation Notes
The C&C approach is geared toward improving the human and social capacity in order to provide long-lasting and sustainable improvements for the community and environment.  Since the ultimate goal is to change individual and collective behaviors on the ground, the people who live and work together are the ones who will be responsible for success.




Working Together for Creeks 
and Communities

Bring Affected Interests Together
- Has an interest or concern (self-identified)
- May be needed to implement the outcome
- May try to undermine the effort

Presenter
Presentation Notes
The objective is to organize diverse individuals and groups (diverse interests, values, knowledge, experience, gender and perspectives), in order to build understanding and support for decisions.  Exact stakeholders are identified by scale and nature of conflict (information/value conflict, communities of place and interest).

Experience has shown that it is important that all of the people who need to be there are there.  Even though it may be a contentious issue, it is important that everybody is present so they can hear the same things, talk and come to conclusions as a group.  Simply getting a copy of a written report is not the same thing as having been there and been part of the conversation. It is often necessary to use deliberate and personal outreach (e.g., personal invitations, phone calls, or face to face conversations) to garner involvement.









Working Together for Creeks 
and Communities

Create Learning
Environments

– Safe atmosphere
– Explain basic 

ecological 
processes in a way 
everyone can 
understand.

– Listen to everyone 
for new possibilities 
and approaches

Presenter
Presentation Notes
The focus is on creating learning environments by having people focus not on their values, but rather on what the streams and wetlands need to be healthy.  Emphasis is placed on learning from each other, and engaging people to understand different perspectives and approaches. The creation of safe atmospheres – non-threatening, respectful communication that responds attentively to different concerns and perspectives – assists in mutual learning and the negotiation of common ground among participants. 





Working Together for Creeks 
and Communities

Build community 
information base
– Common 

vocabulary
– Understanding of 

physical function
– Time, risk and cost
– Individual and 

watershed choices

Presenter
Presentation Notes
Another important principle/practice is to build a community or shared information base. When people have similar understandings of how streams function, and the various attributes that are necessary, they are often better able to work together, even when they have very different values. We emphasize a common vocabulary, and physical function that is necessary to achieve values. We talk about the interaction of time, risk and cost in assessing management changes and restoration, and we discuss both catchment/watershed and individual choices.




Integrating Science into 
Collaborative Decision-Making

Joint Fact Finding 

 Structure the           
conversation

Presenter
Presentation Notes
One effective method for building a shared information base is through joint fact finding (JFF). Creeks and Communities relies heavily on JFF as a way of integrating science and technical information into collaborative decision-making, as a way to structure the debate. It gives participants the ability to develop a foundation of understanding and structures the conversations, thereby creating a transparent discussion for decision making. 

It is important to get experienced people, who can read the land, on-the-ground working with diverse stakeholders so they can reach agreement on definition of problems and alternative solutions.  Getting on the ground together and using a common vocabulary to discuss what is going on helps level the playing field and create a shared knowledge base.  It also helps connect people to a particular place as well as to each other. According to Maria Fernandez-Gimenez who conducted a study on multi-party monitoring efforts in 2004, JFF not only helps to resolve key areas of uncertainty, but it also strengthens personal relationships and builds trust among participants (Fernandez-Gimenez 2004). Furthermore, by involving stakeholders in the joint fact finding process the research is enriched and studies become more relevant. 

It is important to remember that throughout all this, the goal is not to dispel conflict (it is an important factor in societal change), but to manage it.  The objective is to reach enough agreement to do something on the ground.  

“Many of us are prepared to decide whether a person is a good manager without ever looking at their land, and we’re willing to decide whether the land is healthy without ever seeing it.  If we’re going to move forward on resolving conflict and improving the land, we’ve got to get focused on what the land is telling us!” (Dagget 1998).



*Figure adapted from Consensus Building Institute, 2002

Return to any step above as appropriate

Implementation, monitoring & program adaptation to meet objectives

Parties reach agreement (i.e., recommendations or proposals)

Parties generate options, alternatives or packages for mutual gain

Parties initiate JFF process to handle scientific & technical complexity

Convener initiates collaborative process (situation assessment prepared)

Convener & stakeholders decide whether to proceed (agree on process)

Presenter
Presentation Notes
Although JFF is a critical component of building ownership and commitment, JFF by itself is not enough, it is part of a larger process. This figure depicts where JFF fits into a collaborative, adaptive management process. Not really linear – iterative.  Return to any step as needed.



Working Together for Creeks 
and Communities

Empower people to 
Create Change

(Community & Individuals)

– Improved relationships
– Trust
– Technical know how 

and support
– Financial support

Presenter
Presentation Notes
The goal of Creeks & Communities is to be a catalyst for individuals and groups who want to work together to improve their communities and their catchments/watersheds.  We try to build capacity in improved relationships and the ability to work together.  We provide or connect people with technical support, and also with existing and newly emerging financial tools that can help them accomplish their work.

Water resources are one ecosystem feature that links individuals.  In order to maintain and restore these resources, it is important that groups of people work together to implement change on the ground (COLLECTIVE ACTION).  Components of collective action are human capital (individual knowledge, skills and abilities), social capital (norms and networks, interpersonal relationships based on trust and respect), and the mobilization of resources (money, materials, labor).  All 3 of these components are linked.  For instance, research has shown that trust and relationships (social capital) between group members is needed before the development and utilization of individual knowledge and skills will occur (Coleman 1988).  
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