[image: image1.png]The Learning Cycle

Deciding

Assessing

Experiencing O
ptions

Awareness

Processing




[image: image2.png]The ICM Policy Cycle

Formalization

Program

Implementation .
Preparation

Issue
Assessment

Evaluation




[image: image3.jpg]


 

A Workbook to Support 
Strategic Coastal Planning and Implementation

in
The Netherlands

Stephen Bloye Olsen

The Coastal Resources Center
The University of Rhode Island

December 2003

Acknowledgements
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1.  Introduction and Workshop Objectives  

This workbook is designed for use by teams of professionals engaged in the integrated management of coastal regions.  These are typically interdisciplinary groups educated in such diverse fields as the natural and social sciences, law, and business.  They may represent governmental agencies, businesses, and non-governmental groups with concerns for the environment.  Our purpose is to help such a diverse group function as a team that can think through responsible and creative approaches to the complex issues that are typically present along coasts.  This workbook introduces the philosophy and methods of ecosystem management as these are being applied to coastal systems.  This requires that the interdisciplinary teams view their challenges from a strategic perspective and specify just what it is that they want to achieve and what groups and institutions it will be most critical to engage in order to achieve those objectives. 

A single workshop may not allow sufficient time to think through the entire process of framing a strategy for a specific coastal place.  Furthermore, previous analysis and decisionmaking on the coastal region to be addressed will make some elements of this workbook more relevant that others.  Thus, those preparing for a given workshop may choose to fill in some of the modules ahead of time so that participants can focus their energies on a subset of the topics presented.  However, the workbook as a whole will, we hope, provide a useful reference for those engaged in shaping a coastal management program. 

A workshop should be designed to meet the needs of a particular group working to address the issues of a specific place at a specific time.  It is therefore important to define at the outset the learning objectives of a given workshop.  These should be phrased in the following terms: “By the end of this workshop the participants will be able to….”  The verbs used in each statement are important.  Objectives are best when they call for participants being capable of “describing” or “analyzing” or “defending” or “applying in their home institution” specified elements of the integrated coastal zone management (ICZM) practices addressed in the workbook.

Learning objects are typically defined ahead of time by the organizers.  They often need to be adjusted with the participants at the start of the workshop.  It is very important that the workshop objectives are clear to both the organizers and the participants.

	Workshop Objectives  



	By the end of this workshop the participants will be able to:

1.  _____________________________________________________________

2. _____________________________________________________________

3. _____________________________________________________________

4. _____________________________________________________________ 




Throughout this workbook, we refer to “the program.”  In the Dutch institutional context, the term “program” is defined as “the institution, or institutions, that are developing a plan-of-action to implement a governmental policy”.
In this workbook, the term “we” is used to describe the participants and the organizers in a given workshop working together as a team.

2. A Strategic Approach to Coastal Management

The Principles of Ecosystem Management

In ecosystem-based management, both the biophysical components of the environment, the associated human population and its economic/social systems are all seen as integral parts of complex and interdependent systems.  Ecosystem-based management is concerned with the processes of change within these living systems.  It is therefore designed and executed as an adaptive, learning-based process that applies the principles of the scientific method to the processes of management.

The application of ecosystem management to coastal regions has produced a form of planning and decisionmaking that emphasizes the inter-relationships among diverse human activities and the environment and considers the needs for both conservation and development.  The practice has been termed integrated coastal management (ICM) or integrated coastal zone management (ICZM).  The European Community has opted for the latter term.

In 1992, the United Nations Rio Conference on Conservation and Development concluded that ICZM is the most promising approach for planning and decisionmaking in the world’s coastal regions.  A decade later at the Johannesburg Conference on Sustainable Development, the emphasis upon holistic, ecosystem-based approaches to management that consider the impacts of human activities from watersheds to coastal seas was reconfirmed.  Similarly, the European Union’s 1992 Recommendation on the Implementation of ICZM underscores the same principles of a strategic, long-term approach that involves all parties affected and works with the natural processes that shape the qualities of a specific place. 

The essence of ICZM is that it integrates across the traditional sectors (such as agriculture, urban development, environment, economic development, public safety) to consider coastal environments and the people they contain as an interconnected system.  It is an approach that integrates the best available science with a transparent, equitable and democratic approach to governance.  As presented in this workshop, ICZM needs to be carried out in a strategic manner that tailors the generally applicable principles of good practice to the culture and the needs of a specific place. Because coasts are highly dynamic and often contain a great density of people and a rich diversity of competing human activities, an ICZM program must be capable of learning and of adapting to new challenges and new opportunities.  Successful programs advance and change through cycles of planning, implementation and re-assessment.

The features of ecosystem management signal the transition from traditional sector-by-sector planning and decisionmaking to a holistic approach based on the interactions within ecosystems.
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      Sectoral Approach


        Ecosystem Approach
	    From
	    To

	Individual species
	Ecosystems

	Small spatial scale
	Multiple scales

	Short-term perspective
	Long-term perspective

	Humans independent of ecosystems
	Humans as integral parts of ecosystems

	Management divorced from research
	Adaptive management

	Managing commodities
	Sustained production potential for ecosystem goods and services


From:  Lubchenco (1994)
The Fundamental Goals of ICZM

Coastal management addresses needs for both development and conservation.  Since it plays out at a range of spatial scales, it requires collaborative behavior among many institutions and user groups.  Yet, its fundamental purposes remain constant and are typically expressed as goals that call for:

1. Specific improvements in the quality of life of the human population in the area of concern (e.g., greater equity in how coastal resources are allocated, reduced conflicts among user groups, reduced risks in hazardous areas)

2. Specific improvements in the bio-physical environment (for example, the condition or aerial extent of wetlands, improved conditions for fish stocks and wildlife, and improvements in water quality)

3.
Improvements in the governance system to make it more inclusive, efficient and effective (for example, strengthened management capacity at the local level, enhanced participation by stakeholders or formal adoption by government of a new approach to coastal decisionmaking)

(From Olsen, 2002)

Some Features of the Practice

ICZM initiatives designed to advance specific places towards these three goals must (1) be sustainable over long periods of time – usually many decades, (2) be capable of being adapted to changing conditions and (3) provide the mechanisms to encourage or require specified forms of resource use and collaborative behaviors among institutions and user groups. 

Much of the challenge lies in promoting change in the behavior of the user groups and institutions.  One of the defining characteristics of ICZM is its emphasis on participation.  This is based on the reality that only a few of the changes in behavior required to implement a set of coastal management practices can be imposed by regulations.  Both individuals and institutions will comply with a management program when they feel that it responds to their needs and view of the world and that it is consistent with their values.  The emphasis upon participation in ICZM recognizes that those whose collaboration and support is needed if a coastal program is to be successfully implemented, must be won by involving them in the processes of defining the issues that the ICZM program will address and then selecting the means by which those objectives will be achieved.

It is therefore assumed that the participants are open to a style of governance that involves the people of the place in the planning and decisionmaking process.  Participation, however, takes many forms. The degree of participation that is most suitable must be tailored to the audience being considered, their degree of interest and their importance to the success of the program.  Chapters 10 through 14 of this workbook outline a process for structuring a collaborative relationship with the stakeholders who are considered most strategically important to the success of the program. 

It is important to recognize that as the degree of participation increases, the program’s control over both the process and the outcomes diminishes.  More participation, however, is not necessarily better.  The degree of participation that a program selects can be visualized as a ladder with four rungs.

Level One: Providing Information.  Providing information can be the sole objective of a project’s participation efforts.  Public information materials typically include publications, slide shows, videos, books and brochures.  Information can increase the public’s awareness and understanding of the resource area, its management issues, and the causes and solutions to coastal problems.  Information can encourage stakeholders to voluntarily comply with regulations and to participate more fully in the program.

Level Two: Consultation.  Consultation is a two-way process.  It calls for both giving and receiving opinions and information.  It provides stakeholders a role in shaping both the analysis of issues and what should be done about them.  It is a process that allows the project manager to retain control over the project’s process while seeking local knowledge and welcoming ideas on what actions to take.  Committees, working groups and public workshops are common consultation techniques.

Level Three: Collaboration.  In collaborative management, those responsible for a coastal management program share power with others external to their team.  Collaborative participation works well when project managers are willing to limit program actions to those that the collaborators can formally agree to.  This can reduce a program to following easy courses of action, rather that the more difficult, proactive courses that may ultimately have a greater impact.  Strong leadership may be required to make a collaborative approach viable.  Collaboration is built on partnerships that usually require considerable time and energy to develop.  Collaborative approaches, however, are often the most effective path to solving complex issues including many interests.

Level Four: Support to Independent Initiatives.  When supporting independent initiatives, a program works to help government agencies or local communities develop and carry out their own plans.  Such programs must put clear limits on what they will support.  Formal institutional structures will be needed to define the goals and the procedures that allow stakeholders to organize, engage in contracts, and own and manage assets.  

All effective ICZM programs rely upon a mixture of methods to implement their plan of action.  Regulations – applied by rules, zoning ordinances and permit processes – are invariably important.  Non-regulatory methods include investments in infrastructure, purchase, education and investments in monitoring and research.  A participatory approach to ICZM enables stakeholders and the public to see these efforts as a whole and works to win their support for the program.  Voluntary compliance by a supportive population lies at the heart of the successful implementations of an ICZM program.

The Learning-Based Approach to ICZM 

We see coastal management as a process of sustained learning and adaptation that proceeds through cycles with recognizable steps.  These steps are similar for the learning of an individual or the learning of a program.  For an individual, the process can be characterized by this graphic.
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The learning process begins with awareness that some aspect of our behavior needs to change.  For example, Peter has realized that he is overweight. His doctor has warned him that he must do something about this and indeed he has noticed that walking up a hill requires more pauses than it used to.  Step 1 is to become aware there is an issue that should be addressed.  In Step 2, Peter considers his options. Being a thoughtful, deliberate person, he goes to the library and takes out books by various authors on what he should do.  Peter is soon confused by the many, sometimes contradictory, strategies that different well-qualified experts advocate for a diet and exercise regime.  The most difficult step is to make the commitment to change behavior.  In this case, Peter announces one Sunday to his family that he has signed up for an exercise class at the local gym, that he will no longer eat his wife’s famous deserts and will have no more than one glass of wine at dinner.  This is Step 3 and Peter’s assembled family greets it with a mixture of skepticism, concern and admiration.  Now comes the greatest challenge.  This is for Peter, with the support of his family, to successfully implement the plan of action (Step Four).  This step is often full of surprises.  The requirements of the selected diet have unexpected impacts on other members of the family and require adjustments to sustain harmony at the dinner table.  For various reasons, Peter misses half the exercise classes.  Six months later, having lost only a fraction of the anticipated kilos, Peter reflects on their experience and considers what to do next.  This is Step Five. 

In the case of a coastal management program, the steps can be rephrased as:



       Adapted from GESAMP 1996

Question:  Select a completed ICM initiative related to your work.  From the perspective

 of Step 5, what do you consider to be the major outcomes of this massive 

investment?

1. _____________________________________________________________________

_____________________________________________________________________

2. _____________________________________________________________________

_____________________________________________________________________

3. _____________________________________________________________________

_____________________________________________________________________

4. _____________________________________________________________________

_____________________________________________________________________

Have any of the outcomes surprised you?  If so, which?

________________________________________________________________________

________________________________________________________________________

Note:  In the Dutch context, this and the following related exercises might examine the outcomes of the Delta Project constructed as the major response to the 1953 flood.

If an individual or a program is a good learner, the cycles of learning are connected to each other and the learning is cumulative.  We make these observations because we want to encourage you to be reflective as we think together today about the future of our coast and its people.  The best strategies are built on a thorough knowledge of what has come

before.  As we think about how to move towards a new vision for the future of your coast, we need to think back to what aspects of coastal management have worked well, what aspects have been less successful, and why.

The Outcomes of ICZM

A framework for grouping the outcomes of a coastal governance initiative is given in Figure 1.  It highlights the importance of changes in state (such as the abundance of fish or quality of human life), but recognizes that for each change in state, there are correlated changes in the behavior of key human actors. 

First Order outcomes are the societal conditions that must be present when a program embarks upon a plan of action designed to modify the course of events in a coastal ecosystem.  Together they form the “enabling conditions” that are required if coastal management policies, plans and actions are to be successfully implemented.  First Order outcomes require building the constituencies and the institutional capacity to undertake integrated coastal planning and decisionmaking.  First Order outcomes also require securing the authority, funding and other resources that make it feasible to implement policies and actions at the scale of large ecosystems.  The setting of unambiguous goals is the final ingredient of the enabling conditions that together set the stage for the successful implementation of an ecosystem management policy and plan of action. 

Second Order outcomes are evidence of the successful implementation of a coastal management program.  They mark changes in the behavior of organizations and user groups.  These include evidence of new forms of collaborative action among institutions, investments in infrastructure, and the behavioral changes of resource users in response to regulations and by voluntary actions.  

Question:  Consider again the completed project or program.  What were the First Order


outcomes that together made it possible to carry out this plan of action?  


Consider the categories shown in the first box of Figure 1.

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Now consider the implementation of the project as behavioral change.  What were the major categories of the change required to bring this project to a successful conclusion?

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

First and Second Order outcomes are the results over which a coastal management program can exercise considerable control or influence.  In Holland, the institutions, the policies, the funding and the societal capacity for managing the coastline are probably more developed than in any other nation.  Today the challenges lie in specifying what must be done at specific coastal sites to respond to the latest policy line and to do this in a manner that maximizes the potential for the successful implementation of the necessary actions.  

Third Order outcomes are the socio-economic and environmental results that define the ultimate success or failure of the program.  These must be defined in unambiguous terms early on in any coastal management process.  Vague or conflicting goals produce inefficiency and ineffectiveness.  

Question:  Consider again the Third Order outcomes of the project you listed at the 


beginning of the section.  Were the goals clear?  Were they supported by the 


populace?  What factors contributed to the project’s success?  

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

The current generation of coastal management in Holland requires that these outcomes unite the traditional primary goal of safety with concerns for environmental quality and economic prosperity.  Such integration lies at the heart of ecosystem management and of ICZM.  Such Third Order outcomes should mark physical evidence of progress towards more sustainable forms of coastal development.  

The ultimate goal of sustainable forms of coastal development (Fourth Order outcomes) is today an undefined ideal.  It embodies the concepts of balance between competing needs and the moral imperative of not taking actions today that will reduce the ability of future generations to meet their needs.
3.  Locating Your Coast within Its Larger Governance System

We live in an increasingly complex and interconnected human society.  Human beings are now altering the ecology of the planet.  Climate change and the most rapid extinction of fellow species since the demise of the dinosaurs are features of our era.  Distant events – far beyond the control of a single coastal community – increasingly affect our quality of life and the living systems upon which we depend. 

In these conditions it is essential to build systems of planning and decisionmaking that operate across a range of spatial scales and to develop governance as nested systems in which the goals actions taken at one scale do not contradict those at higher and lower levels.  The Subsidiarity Principle calls for placing the actions of governance at the lowest practicable level within a governance system.  This makes responsibility and accountability, as well as freedom of choice, matters that must motivate and engage people at the local level.  In a nested system, however, it is essential that such local initiative and responsibility support the values and priorities set for the larger system.  

In practical terms this dictates one of the golden rules of good ICZM practice  - i.e. that all planning and decisionmaking must analyze and incorporate conditions, issues and goals at the next higher level in the governance system.  Thus, ICZM at the municipal scale must – at a minimum – be placed within the context of ICZM at the scale of the province while ICZM at the scale of a province must – at a minimum – be fitted within ICZM at the scale of the nation.  Most ICZM issues both impact upon, and are impacted by, conditions and actions at both higher and lower levels in the governance hierarchy.  Some issues can be addressed at one level, but not at another.  The choice of the issues to be addressed must therefore be made in full knowledge of how responsibility and decisionmaking authority is distributed within the governance system.

At this stage, we need only be clear about the scale at which we decide to focus our analysis.

Question:  

1. What is the scale of the primary area selected for analysis?

· Name _______________________________________________________________

· The approximate boundaries are:  _________________________________________

________________________________________________________________________

      Extending from _______________ to _______________

2.  What is the next larger scale that will most directly influence ICZM planning and decisionmaking making within the primary area selected for analysis?

________________________________________________________________________________________________________________________________________________

4.  Visualizing A Desirable Future 

Definition: A program’s Vision is a statement that describes the ideal situation that the program is striving to achieve in the selected area of analysis.  It describes the societal, environmental and aesthetic conditions that the program hopes to bring about.  Achieving the vision lies beyond the program’s capability, but its activities should contribute to and encourage that end.  It is an expression fueled by passion and hope.

In terms of the Orders of Outcomes described in Section 2, both a program’s vision (this Section) and at least some of its goals (Section 9) are expressions of Third Order outcomes that describe in tangible terms the environmental and societal qualities or conditions that the program is striving to achieve.  Third Order outcomes cannot be controlled by the program, but are the consequence of many factors acting upon a specific place.  The actions of an ICZM program create the conditions that are favorable to achieving its vision and goals. 

A vision for the Dutch coast as a whole might read as follows:

An interconnected system of dikes, dunes and wetlands protect the people of the Netherlands from flooding.  It is also an attractive place to live and to visit – offering a combination of beautiful beaches, busy resorts and quiet nature preserves.  The coast connects the sea to the industrial powerhouses of the interior.  Together, they provide the inhabitants with diverse and secure livelihoods.  To fulfil the needs of both present and future generations, the spatial planning and management for the zone is continuously being adapted in response to the processes of long term environmental change – such as climate change and sea level rise – and to the evolving socio-economic forces in the Netherlands and its neighbouring countries.
	Our primary area selected for analysis is:


	

	
Our vision for this area is:




The outcomes we desire – as suggested by the vision – will require changes to the actions, both current and future, of key players. In other words, the implementation of a program translates into changes in the behavior of key individuals, institutions and groups.  Such changes in behavior cover a wide range and may include new forms of collaboration, investment decisions, or a change in how a natural resource (a wetland, a river or a fishery resource) is utilized.  If nothing needs to change, we would have no need for a plan and no need for new investments or new forms of collaboration.  We could simply sit back and wait confidently for the future we desire to unfold. 

5.  What Has Shaped Current Coastal Conditions?

A careful assessment of the previous generation of coastal management is an important step when considering what the next generation of management should work to achieve.  The future success of an ICZM initiative will be determined in large measure by how accurately the program has “read” the historical roots of current problems and opportunities.  This will help the program predict how the people and institutions affected by its future actions will perceive the program. 

Using the worksheet, trace the historical events that in your group’s judgement have most directly shaped the issues of concern in the primary area of analysis.  Note these events as a timeline in the center column of the worksheet.  Develop the timeline at a scale larger than the area of primary analysis.  This usually means completing this section at the scale of the province (or state) or the nation.  The timeline should extend back over at least 30 to 50 years and should list both the event and its date. Remember that the purpose of this exercise is to help the group recall together the historical roots of the issues that they are going to address in the next generation of coastal management.

Once the center column timeline is complete, in the left hand column list the driving forces that contributed to these events (the ones you just listed in the center column).

Definition: Driving forces are the major reasons underlying ecosystem change in a given period.  They span prevailing societal (migration, war, economic trends) and environmental (coastal erosion, drought, climate change) conditions.

Now consider the right column.  Recall the governance actions—plans, decision points and examples of success or failure in implementation—and add these to the timeline.

	Driving Forces
	Major Events
	Governance Responses



	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


6.  Diagramming Previous Generations of Coastal Governance

Consider the timeline from the perspective of generations of governance.  Recall that the ICZM policy cycle is composed of the five steps by which we learn as individuals and institutions.  The reality is that learning-based governance is an ideal that often is not carried out in practice.  Rather than building on past experience and absorbing the successes and failures of past efforts, generations of governance may evolve as disconnected efforts or as fragments of uncompleted cycles.  The most common problems lie in a failure to successfully implement (Step 4) a plan of action formulated (Step 2) even when it is has been formally endorsed by government and adequately funded (Step 3).  In many instances, a new governance effort is undertaken without evaluating what worked, what did not and why during the previous generation (Step 5).

Insert example diagrams.

Diagramming a generation of governance begins by selecting major decision points with the characteristics of Step 3 and then recalling whether other steps associated with planning and implementation and evaluation were undertaken.  

Our purpose here is not to develop a historically verifiable and accurate analysis of past coastal governance efforts, but rather to probe the perceptions within your group of the presence or absence of learning-based coastal governance.  These perceptions will be important when we consider the goals and strategies for future efforts in coastal management.

Task:  Reflect upon the timeline prepared in Section 5 and sketch out the recent generation or generations of coastal management in Holland.  Use dashed lines to indicate any interruptions in the learning process.  Darken the numbers for steps in each cycle that you consider to have been successfully completed.  Make your sketch in the space below.

7. Defining the Issues To Be Addressed By the Next Generation of Coastal 

      Governance

In light of the timelines developed in Section 5 and the diagrams of Section 6, consider the strengths and weaknesses of coastal management in the primary area selected for analysis in Section 3.  Consider the challenges posed by recent shoreline development, a larger population, changes in the economy of the region and global climate change.  What are the current trends in coastal dependent activities, the perceptions of the population of their safety and wellbeing?  What is the condition of the environment?  What has changed?  What is the same?

 Definition: An issue is a problem or an opportunity upon which a program decides to focus at a given time

Question:  What are the priority issues in the area selected for analysis as we look ahead


 to the next five to 10 years?

	Priority Issues To Be Addressed by the program



	1.  

	2.  

	3. 

	4. 

	5.

	6.

	7.

	8.


8.  Selecting the Issues That Will Be the Focus of the Next Generation of ICZM

One of the greatest challenges for a program is to select the limited set of issues upon which it will focus its efforts over a five to ten year period which is the usual life span of a full generation.  It is better to do few things well than many things poorly.  The selection process is a matter of strategy that should be shaped by addressing such questions as:

· What is most critical to success?

· What can we accomplish with the time, the funds and human capabilities available to us?

· What expressions of popular support and high level endorsements will be needed to win the necessary commitments to implement a plan of actions?

· Are there interdependencies among the priority issues and societal needs that must be considered in order to develop an agenda that will be judged as “balanced” and “fair”?

In this exercise, we will briefly discuss the potential scope of the next generation of coastal management.  This issue does not need to be the most important one.  Our purpose today is to explore a way of thinking, not to design the program.

Task:  The prioritization or grouping of the issues identified by the small groups and the selection of the issue that will be the focus of the remainder of this workshop will be completed in a plenary session.

	The selected issue is: 



	

	


9.  Setting Goals

The most successful long-term ICZM programs teach us the importance of setting unambiguous, time-bounded goals for each issue the program chooses to select.  Such goals are best when they specify in quantitative terms what will be achieved by a specified date.

Recall the Orders of Outcomes described in Section 2.  A program’s goals should, like the program’s vision, be expressed in terms of Third Order outcomes.

Give several examples.

Phrase one or more goals that express the Third Order outcomes that the program aspires to achieve for the issue selected in Section 8.  The achievement of this goal or goals should be a major step toward the fulfillment of the program's vision. 

	The Selected Issue Is 



	

	

	Time Bounded, Quantitative Goals



	

	

	

	


10.  Selecting the Program’s Key Stakeholders

Sections 10 through 15 are adapted from Earl et al. (2001).  We are now going to think through the design of our Program in terms of the changes that will be needed in the “real world” if the next generation program is to make efficient progress on the coastal issues upon which it has decided to focus.  In this exercise we will focus upon the issue we selected in Step 7.

The first step is to carefully examine how the ICZM program relates to those aspects of the real world that it hopes to influence.  Our vision encompasses the Dutch coast and the people, industries and institutions that live there, utilize it for a multitude of purposes or, for a variety of reasons, feel that they have a stake in its future.  These many groups and institutions are often referred to as Stakeholders.  We can visualize these relationships as follows.


Adapted from Earl, et al. (2001).

When analyzing the changes that must occur if the Program’s vision is to be achieved, it is important to define who is doing the analysis and what their relationships are with the various stakeholders that are encompassed within the world as defined by the vision. 

Definition: Key stakeholders are the individuals, groups or organizations with whom the program interacts directly and with whom the program can anticipate some opportunities for influence (Earl, et al., 2001).


Adapted from Earl, et al. (2001).

These actors are called key stakeholders because although the Program will work with them to affect change, it does not control them.  The power to influence the future of Holland’s coast lies with these stakeholders and the Program is on the boundary of their world.  A key stakeholder may include several organizations, groups or individuals if the change that is sought is similar for all of them.  If there are actors with whom the program must work, but whose behavior does not need to change, do not include them as key stakeholders.

It is important to select no more than three to five key stakeholders as the focal points for the Program’s efforts as it works to make its goals a reality.  This again is a matter of strategy.  The program could appropriately work to influence any multitude of stakeholders.  The reality is that some are going to be more critical to the Program’s success than others.  Hence, central to the selection of key stakeholders is thinking through which of them has the greatest potential to influence other stakeholders in the “real world” – stakeholders that the Program will not, or cannot, address directly.

Task:   Pairs of participants brainstorm a list of stakeholders.  The facilitator compiles a master list from which the key stakeholders are selected. Participants list the key stakeholders in the following table.








	The selected issue is:



	.



	The most strategically important stakeholders are:

      

	                  Name                                                    Notes on Reasons for Selection

      


11.  Defining the Outcome Challenge for Each Key Stakeholder.  

Adapted from Earl, et al. (2001).

Once the key stakeholders have been selected, it is time to think through the outcome challenges associated with each.

Definition: An outcome challenge is a description of the ideal changes in the behavior, relationships, activities and/or actions of a key stakeholder.  It is the Program’s challenge to help bring about these changes.

Outcomes are the effects of the Program “being there,” with a focus upon how actors behave as a result of being involved in the Program.  Outcome challenges are phrased to emphasize behavioral change.  They should be idealistic, but not unrealistic.  Remember that while the program contributes to the change, the ultimate responsibility and power for change lie with the key stakeholders themselves.

For Example:

The Program intends to see that the cockle fishers of Blue Bay in Idealia have mapped their fishing grounds and set minimal cockle densities below which fishing is suspended.  These fishing zones and minimum densities meet the standards set by the National Fisheries Authority of Idealia.

Task:  Form small groups of 4 to 6 participants and:

a) Select the member of the group who will report out to the plenary. 

b) Brainstorm ideas for framing an outcome challenge for your assigned key stakeholder.  (Remember that in a brainstorm the ideas of the members of the group should be recorded on a flip chart.  DO NOT criticize or debate the issues suggested.  DO strive for clarity and avoid different ways of saying the same thing.)

c) Discuss the ideas presented and define the challenge for that key stakeholder.

d) Repeat the process for the second key stakeholder.

	Key Stakeholder #1

          Outcome challenge: The Program intends to see…

	

	

	

	

	

	

	Key Stakeholder #2


Outcome challenge: The Program intends to see…

	

	

	

	

	

	


12.  Progress Markers  

Adapted from Earl, et al., 2001

Since the outcome challenges are phrased as the ideal, it is important to next think through the specific changes, actions or events that would provide evidence that the Program is indeed progressing towards its goals.  It is now time to draw lines between what would ideally happen and what would constitute progress in less than ideal terms.  Our method therefore calls for identifying markers that segregate between what you would expect to see, like to see and love to see as indicators of the changes that are the milestones marking progress to the outcome challenge for a selected key stakeholder. 

Definition: Progress markers are a set of graduated indicators of changed behaviors for a key stakeholder.  Progress markers focus on the depth or quality of change.

Relatively easy-to-achieve, reactive responses should be listed under “expect to see” while those that express more active participation and commitment to the Program’s vision are listed under “like to see.”  Truly transformative changes are listed under “love to see.”  Thus, the “love to see” statements are likely to flow directly from the outcome change statement – since it too is at the ideal end of the spectrum of possibilities.

Task:  For the selected key stakeholder the same small groups list: 

· four “expect to see” progress markers

· six “like to see” progress markers, and

· three “love to see” progress markers.

	Design Worksheet:  Progress Markers



	Outcome Challenge:



	Expect to see



	
1.
	

	
2.
	

	
3.
	

	
4.
	

	Like to see

[Key Stakeholder]



	
1.
	

	
2.
	

	
3.
	

	4.
	

	5.
	

	
6.
	

	Love to see

[Key Stakeholder]



	
1.
	

	
2.
	

	
3.
	


13.  An Action Matrix

Adapted from Earl, et al., 2001

The next step is to develop an action matrix that defines the actions that could be taken by the Program to encourage the changes that are desired in a key stakeholder.  These actions are also graduated and range from actions in which the Program can expect to control the result to actions that are supportive of the Program.  

An action matrix is created for each outcome challenge.  For most outcome challenges, a mix of strategies will prove to be most effective with one or two being dominant and the others supportive.  The action matrix is structured as a 2 x 3 matrix in which the top row identifies strategies aimed at a specific key stakeholder (the KS strategies).  The strategies in the lower row are aimed at the environment in which the key stakeholder operates (the E strategies).

Both the KS and E strategies are further subdivided into three categories:

· Those that are causal

· Those that rely on persuasion and

· Those that are based on building supportive networks

Primary control and responsibility only lies with the Program for actions in the causal category.  In the other categories, the Program tries to facilitate change, but the ultimate responsibility lies with the key stakeholder.  The further the Program moves away from causal activities, the less control it has.

It may be appropriate to leave some boxes empty.  Our purpose is to visualize the entire strategy and to consider if too much or too little effort is being invested in certain strategies.

Task 1: Each participant writes down 7 to 10 strategies that respond to the question “How will the Program contribute to the achievement of the outcome challenge in the next 18 months?”

Task 2: The small groups discuss their ideas and decide which ones to place in a combined strategy map.

Task 3: Each group contributes their ideas to a composite matrix to be discussed in plenary.

	STRATEGY MAP



	Strategy
	Causal
	Persuasive
	Supportive

	
	SK-1
	SK-2
	SK-3

	Aimed at a Specific Individual or Group
	· Cause a direct effect

· Produce an output 

      e.g., Deliver money, obtain 

      research, prepare a report
	· Arouse new thinking/skills

· Always expert-driven

· Single purpose

       e.g., Capacity-building 

       activities, skill enhancement, 

       methodological workshops, 

       training
	· Build a support network

· Based on a supporter/mentor who guides change over time (this could be one person or a group of people)

· Involvement is more frequent and sustained

· Nurturing for self-sufficiency

· Multipurpose (broader intent)

       e.g., Program member who 

       provides regular guidance and

       input, expert (management, 

       fundraising...)

	
	E-1
	E-2
	E-3

	Aimed at Individual’s or Group’s Environment
	· Change physical or policy environment

· Incentives, rules, guidelines

      e.g., Technical transfer, policy 

      change, Internet access, terms

      of reference (TOR)
	· Disseminate information/
messages to a broad audience

· Create a persuasive environment

· Change/alter message system

       e.g., Radio, TV, Internet, 

       publications, conferences, 

       findings, workshops
	· Create a learning/action network

· Key Stakeholders working together and collectively supporting each other on a regular basis

      e.g., Research network, 

       participatory research 

       program


	Strategies



	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	


	STRATEGY MAP



	Outcome Challenge:



	STRATEGY
	CAUSAL
	PERSUASIVE
	SUPPORTIVE

	
	KS-1
	KS-2
	KS-3

	Strategies and Activities Aimed at a Specific Individual or Group


	
	
	

	
	E-1
	E-2
	E-3

	Strategies and Activities Aimed at Individual’s or Group’s Environment


	
	
	


14.  Reconsidering the Program’s Own Practices

Adapted from Earl, et al., 2001

The preceding steps in this workshop have introduced methods for framing the intentional design of the next stage of coastal management in a specific locale along the Dutch coast.  Our hope is that the goals of the program and the issues that must be addressed in the area upon which we decided to focus are now clearer.  We have traced through, using one of those issues as our vehicle, how we can go about thinking through strategies designed to attract and sustain the participation of institutions and groups that we believe are of critical importance to the successful implementation of the next phase of the program.  Our focus has been upon the changes in behavior that will lead us towards the outcomes we desire.  It is now time to consider how the program can act upon the strategies developed through the matrix in Section 12 to achieve the outcome challenges it has identified.

We assume that the program is prepared to change along with its strategic partners.  In this section, we consider how the program will need to behave in order to get the job done and to respond to the changing needs of its strategic partners.  The organizational practices of the coastal program need to be considered from the perspective of the locale that is the focus of this workshop.

Task:  Pairs of participants will work together to address one of the following questions.  Their ideas will be shared with the other participants and discussed as a whole.

1. How will the program seek feedback from key informants?

2. How will the program obtain support from its next highest power?

3. What adjustments may need to be made to the program’s current procedures, products and services?

4. How can the program itself experiment with new ideas and approaches and thereby nourish its own learning and creativity?

	Question:

	


	
Responses:

     Idea 1 

     Idea 2 

     Idea 3 

     Idea 4 



Summary of Priority Organizational Practices

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

15.  Setting the Stage for Monitoring and Adaptive Management

Adapted from Earl, et al., 2001

Any adaptive program must monitor events as they unfold and learn from them. Monitoring, however, is time consuming and it is essential that decisions on what to monitor be made carefully.  There are three targets for monitoring:

· The progress of strategic partners towards their defined outcomes

· The program’s strategies to encourage those outcomes

· The organizational practices adopted in Section 14, and

· The broader context of environmental and social change within the focus area

With regular use of such self-assessment tools, the program can reflect upon and enhance its performance throughout the implementation of the program.  This means regularly asking, “how can we get better at what we are doing in order to increase our contributions to the outcomes?”  Although data should be gathered on the program’s actions and on changes in its strategic partners, these methods do not attempt to imply a causal relationship between the two.  We assume that the program is only one of the many influences on strategic partners.  While the program may make a logical argument for its contributions to changes in its strategic partners, it cannot claim sole credit.  

Monitoring Key Stakeholders through an Outcome Journal

To track progress over time, an outcome journal may be prepared with each key stakeholder.  This includes the graduated progress markers set out in Section 12; a description of the level of change as low, medium, or high; and a place to record which key stakeholders have exhibited the change.  Also recorded is information explaining the reasons for the change, the people and circumstances that contributed to the change, evidence of the change, a record of unanticipated change, and lessons for the program.  This information provides a running track of the context for future analysis or evaluation.

The progress markers are graduated, and some of them, particularly those listed under “like to see” and “love to see,” describe a complex behavior that is difficult to categorize as “having occurred” or “not having occurred.”  Although many of the progress markers could be the subject of an in-depth evaluation themselves, this is not their intended purpose.  The progress markers are not developed as a lockstep description of how the change process must occur.  Rather, they describe the major milestones that would indicate progress towards the achievement of the outcome challenge.  If the program or the key stakeholders feel that they are exhibiting the changes in behavior, activities, actions, or relationships described by the progress markers that too should be noted.

	Strategic Partner Journal Worksheet

	Work Dating from/to:



	Contributions to Monitoring Update:



	Outcome Challenge:



	Low =

Medium =

High =

	Expect to see
	Who?

	LMH
	
	

	000                 1
	
	

	000                 2
	
	

	000                 3
	
	

	000                 4
	
	

	Like to see

	000                 5
	
	

	000                 6
	
	

	000                 7
	
	

	000                 8
	
	

	000                 9
	
	

	000               10
	
	

	000               11
	
	

	000               12
	
	

	Love to see

	000               13
	
	

	000               14
	
	

	000               15
	
	


	Strategic Partner Journal Worksheet

	Description of Change:



	Contributing Factors & Actors:



	Sources of Evidence:



	Unanticipated Change:
(include description, contributing factors, sources of evidence)



	Lessons/Required Program Changes/Reactions:



Monitoring the Program’s Progress through a Strategy Journal 

A strategy journal can be developed to record data on the strategies employed by the program to encourage change in the strategic partners.  It is filled out during the program’s regular monitoring meetings.  A journal needs to be tailored to the specific elements that the program wants to monitor.  The generic format, however, includes:

· The resources allocated (inputs)

· The activities undertaken

· A judgement on the effectiveness of the activities

· The outputs and

· Any required follow-up

If gathered regularly and systematically, the journal enables the program to gauge whether it is making an optimum contribution to achievement of the program’s outcomes and to modify its actions accordingly.  The key question to pose at each monitoring meeting is “how can we improve over the next few months?”  Ideally, the program should be able to make a logical connection between its strategies and its key stakeholders’ achievement of their outcomes.  But again, the relationship is not causal.  Interpreting all monitoring data requires reflecting on the environment in which the program and its partners are operating and assessing its achievements and failures in that changing context.  

	Strategy Journal Worksheet

	Work Dating from/to:

	Contributors to Monitoring Update:

	Strategy to be Monitored:
	Strategy Type:

	Description of Activities
(What did you do?  With whom?  When?)


	

	Effectiveness
(How did it influence change in the key stakeholder(s))


	

	Outputs


	

	Required Program Follow-up or Changes


	

	Lessons


	

	Date of Next Monitoring Meeting:
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2nd ORDER:


Changes in Behavior








Changes in behavior of institutions and stakeholder groups;





Changes in behaviors directly effecting resources of concern;





Changes in investment strategies.











3rd ORDER: 


The Harvest











Desired social and/or environmental qualities maintained, restored or improved.

















1st ORDER: Enabling Conditions





Governmental commitment: authority, funding; 





Institutional capacity to implement; 





Unambiguous goals; 





Constituencies present at local and national levels








 





4th ORDER:


Development of Sustainable Coastal Ecosystems





A desirable and dynamic balance between social and environmental conditions is sustained























Time





Source: Olsen, 2003.





Figure 1.  The Four Orders of Coastal Governance Outcomes
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