
Organizing a Watershed Partnership 
 
 
The Conservation Information Center (CTIC), a nonprofit partnership dedicated to the 
advancement of environmentally beneficial information, practices, and technologies, coordinates 
the Know Your Watershed campaign.  The center was established in 1982 under the charter of 
the National Association of Conservation Districts.  
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About this document 
 
Organizing a Watershed Partnership is a document for people who want to begin the 
process of building a local partnership to help protect their watershed.  The document 
will not solve all of your problems.  It is designed to provide general guidelines for going 
through the process of building voluntary partnerships, developing a watershed 
management plan, and implementing that plan.  Because each watershed is unique, 
there may be sections that do not apply to your particular situation.  A Table of Contents 
is provided to help you narrow your search for the appropriate information that may 
apply to your group. 
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Getting to Know Your Local Watershed 
 
Why is your watershed important? 
 
A watershed is an area of land that drains into a river, stream, lake or wetland. As 
rainwater and melting snow run downhill, they carry sediment and other materials into 
our streams, rivers, lakes, wetlands and groundwater.  We all live in a watershed. 
Watersheds are the places we call home, where we work and where we play. Everyone 
relies on water and other natural resources to exist. What you and others do on the land 
impacts the quality and quantity of water and our other natural resources. 
 
Healthy watersheds are vital for a healthy environment and economy. Our watersheds 
provide water for drinking, irrigation and industry. Many people also enjoy lakes and 
streams for their beauty and for boating, fishing and swimming. Wildlife also needs 
healthy watersheds for food and shelter. 
 
Managing the water and other natural resources is an effective and efficient way to 
sustain the local economy and environmental health.  Scientists and leaders now 
recognize the best way to protect the vital natural resources is to understand and 
manage them on a watershed basis. Everything that is done in a watershed affects the 
watershed's system. 
 
Pollutants and water quality 
 
In the past, most water quality problems were traced to the most obvious cause, point-
source pollution. This means the problem can be traced to a specific location such as a 
pipe or disposal site. Technical and regulatory methods have been used to detect and 
control these problems. Much progress has been made in preventing further water 
quality problems from point sources. 
 
However, water quality problems from nonpoint-source pollution are more difficult to 
isolate and control. These sources are often hard to identify and difficult to measure. 
This type of pollution results from a wide variety of activities over a wide area. 
Nonpoint-source pollutants are in the water that runs off crop or forest land. Others 
include failing septic systems, parking lots, construction sites, irrigation systems and 
drainage systems. It can even result from automobile exhaust getting in the atmosphere 
and falling back to earth in the rain. 
 
A partnership among all who live, work or play in the watershed can help identify 
concerns, educate those involved and encourage them to take action. Watershed 
management plans focus on prevention of pollution. This is easier and cheaper than 
trying to cleanup a watershed after the fact. Understanding your watershed is the first 
step in protecting the water and other natural resources. 
 
Understanding your watershed 
 
The watershed where you live is a dynamic and unique place. It is a complex web of 
natural resources - soil, water, air, plants and animals. Yet, everyday activities can 
impact these resources, ultimately impacting our well-being and economic livelihood. 
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Features - Your watershed has many features that make it unique. 
 
• Size 

One important feature is the size of the watershed. Some (like the Mississippi River 
basin) are very large and include many smaller river basins or watersheds. These 
smaller watersheds can be subdivided into even smaller areas. The ideal size for a 
voluntary partnership to work with is 50,000 acres or less. At this size your group will 
likely see water quality improvements sooner than in larger areas. Of course, in 
regions of the United States where ranchers, foresters and others manage large 
tracts of land, you may be working with a much larger watershed. 

• Boundary 
Another important feature is the geographic boundary of the watershed. A ridge or 
high area from which water drains either toward or away from your watershed forms 
the boundary. 

• Terrain 
The topography (terrain) is another important feature. How flat or steep the land is, 
impacts how fast water drains. The faster the drainage, the more potential for 
flooding and increased soil erosion.  

• Soil type 
Soil type is also important. For example, sandy soils allow the ground to soak up 
water faster. This reduces surface runoff, but can affect ground water. Clay soils, on 
the other hand, are tighter and do not allow as much water infiltration. This can lead 
to more runoff and soil erosion. 

• Other features 
Whether your watershed drains into a stream or lake, the area nearest the water 
greatly affects water quality. This is why filter/buffer strips, wildlife habitat, wetlands 
and riparian areas are important aspects of your watershed. 

 
Both filter/buffer strips and wetlands utilize nutrients and tie up sediment to help improve 
water quality. Wetlands also act as natural sponges to absorb peak flows of water and 
reduce flooding. Many fish and wildlife species rely on wetlands for rearing their young, 
and for food and shelter. To fully understand your watershed, you'll also need to 
consider how it is used. 
 
Land uses and trends 
 
All activities within the watershed have an impact on its natural resources. Cities, homes, 
roads and factories modify the watershed and affect its natural resources. Farming, 
recreation, mining, construction and forestry can also significantly affect a watershed. 
One trend you may want to note is whether or not more homes are being built in rural 
areas. This can lead to conflicts over watershed issues such as livestock odor, pesticide 
use or septic systems. It can also lead to significant changes in land use, which can 
affect water quality and property values. 
 
• Natural resource uses - You may also find natural resources are used in many 

different ways in your watershed. Municipalities and local industries can use water. 
Farms also rely on water for irrigation and livestock. Many people enjoy water for 
recreational uses like fishing, swimming and boating. So the water quality and 
quantity are important to the watershed's stakeholders. Air quality, wildlife, soil 
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quality and the other natural resources can also be important aspects of watershed 
management. 

• Stakeholder uses - To fully understand your watershed you'll also need to 
understand how the people who live use it, work and play there. These are the 
stakeholders who need to be involved in the planning and implementing process. For 
this reason, they'll need to be a part of the watershed partnership. 

• Social trends - Social trends also influence watershed management efforts. 
• Economic trends - A sound local economy is also important to everyone with a 

stake in the watershed. That's why it's important to consider the local economy and 
ways to sustain or improve it through successful watershed management. Ask your 
group how the natural resources within the watershed can affect the local economy. 

• Employment trends - These trends can be critical. For instance, are people living in 
one and working in a different watershed? Are jobs and family incomes dependent 
on the watershed? Do people understand how various jobs depend on it? Is 
employment stable? Are jobs transient?  

• Attitude trends - Most people rely on their beliefs and experiences, rather than on 
scientific data, to shape their attitudes. This means that when their perceptions don't 
match reality, people react to their perceptions, not reality. 

 
Beginning Watershed Projects 
 
1. Determine size and boundaries 
2. Show terrain 
3. Overlay soils 
4. Identify and map critical areas 
5. Map land uses and identify trends 
6. Identify uses of natural resources 
7. Determine employment trends 
8. Study economic trends 
9. List stakeholders 
10. Define attitude trends 
 
Watershed Partners 
 
As you look around your community, you'll find people who will want to be involved in a 
plan to protect your watershed.  The section of this document, Building Local 
Partnerships, describes how partners can contribute and outline strategies for building 
local watershed partnerships.  Successful partnerships start with partners understanding 
each other's beliefs about current issues.  What people believe to be real is real in its 
consequences.  Understanding each other's beliefs will help you resolve conflicts and 
speed up your efforts. 
 
By using the partnership approach you'll find greater local initiative, responsiveness, and 
control.  Partnerships can build a climate of cooperation and focus on solutions.  A plan 
developed by a local partnership is more effective and efficient than other methods such 
as, broad sweeping regulations.  The result is improved environmental and economic 
health of your watershed.  The list below provides you with a starting point for locating 
possible watershed partners. 
 
 



6 

Watershed Partners 
 
• Landowners or Homeowners 
• Local businesses 
• Developers or Contractors 
• Recreation users 
• Elected officials and Government agencies 
• Teachers, schools, and other organized youth groups 
• Environmental and Conservation groups 
• Civic groups and Church groups 
• The media 
• Others 
 
Successful Watershed Management 
 
Effective watershed management and planning relies on an effective partnership that 
includes representatives of all stakeholders.  All of the persons involved should strive to 
work cooperatively toward the common watershed goals of the partnership.  A study of 
watershed management efforts highlights some of the keys to successful groups.  They 
are: 
 
• Include all (or as many as possible) stakeholders in the local partnership 
• Use sound information in determining your groups goals and objectives 
• Set clear/obtainable goals and objectives 
• Select effective management alternatives 
• Develop innovative educational and assistance programs 
• Use strong local leadership 
• Use a systems approach that integrates all concerns and challenges. 
 
The Watershed Planning Process 
 
To summarize, an effective watershed planning process should include the following 
action steps: 
 
Get To Know Your Watershed 
 

• Determine size, boundaries, soils, terrain, and other features 
• Understand the people, interest, and institutions 
• Determine how the watershed is used 
 

Build Local Partnerships 
 

• Identify and contact local partners and stakeholders 
• Divide your work and responsibilities 
• Identify and manage conflicts 
• Obtain local funding and other resources 
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Determine Priorities for Action 
 

• Assemble maps and data 
• Identify and document problems 
• Evaluate water quality 
• Assess land uses 
• Select critical areas for attention 
 

Conduct Educational Programs 
 

• Identify and understand your target audiences 
• Develop specific measures 
• Combine communication approaches, channels, and make use of the media 
 

Provide Landowners With Assistance 
 

• Target technical assistance 
• Provide financial assistance 
• Build social support and recognition 
 

Ensure Implementation and Follow-up 
 

• Continue with monitoring and evaluation 
• Provide continued local assistance 
• Continue to inform and involve everyone (or as many as possible). 

 
Building Local Watershed Partnerships 

 
Why Build a Local Partnership? 
 
Partnerships are the key to effective watershed management.  Through a partnership 
different people and organizations work together to address they're common interest and 
concerns.  Other terms such as teams, associations, alliances, consortiums, etc. can be 
used instead of partnerships.  What you call your organization and how it is structured is 
up to your group.  In fact, effective organizations are as unique as the watershed itself. 
 
A partnership is the easiest way to develop and implement a successful watershed 
management plan because everyone is involved from the beginning.  That means the 
ultimate plan will truly have the consensus of all persons who have a stake in the group.  
In addition, a partnership often results in: 
 
• More efficient use of financial and other resources 
• A spirit of sharing and cooperation 
• Fairness which minimizes the potential for negative social and economic impacts 
• More creative and acceptable ways to protect natural resources 
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Typical projects of a watershed partnership may include the following: 
 
• Field trips and tours 
• Meetings and workshops 
• Canoe trips 
• Volunteer monitoring 
• Cleanup and restoration days 
• Education programs for schools, civic groups, and other local organizations 
• Media relations 
• Opinion surveys 
• Focus groups 
 
Building your partnership can be challenging.  It takes time and skill to create a 
successful partnership.  Maintaining motivation and enthusiasm is a big challenge, 
especially if positive results do not happen quickly.  All of the relevant stakeholders must 
believe their efforts are needed, and are important.  As you build your partnership, you 
will encounter these and many other challenges.   
 
Who Should Be Included 
 
Anyone with a stake in the watershed should be involved.  A successful watershed plan 
depends on involving a good mix of people and organizations in putting together and 
implementing the plan.  You will need to find people to play a number of roles.  These 
roles include: 
 
• Technical 
• Leadership 
• Communication 
• Education 
• Political liaison 
• Public policy 
 
Partners and Contributions 
 
Some people who live outside the watershed may even have a role to play because they 
may benefit from, or be impacted by the activities within the watershed.  Below is a list of 
possible partners and their contributions. 
 
Mass Media  Landowners & Managers 
Coverage of watershed events 
Human interest stories 
Understanding of local information needs 
Ability to get information out quickly 

Trustworthy information sources 
Role models 
Peer pressure 

Business & Industry   Financial Institutions 
Distribute information, influence decisions 
Donate equipment and services 
Funding for programs  
Sponsor field demonstrations   

Influence over management decisions 
Linkage with landowners 
Prestige for partnership 
Funding for programs 
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Environmental & Conservation Groups Local Elected Officials 
Knowledge of environmental constituents 
Awareness of problems & issues 
Committed & knowledgeable members 

Political leadership & credibility 
Land use & management decisions 
Financial support for projects 

Chamber of Commerce Local Government Agencies 

Compatible goals for local economy 
Concerns & interest of business 

Financial & technical support  
Logistics, equipment, & related support 
Data collection & analysis expertise 

Students Teachers 

Influence over efforts in the future 
Time & energy for repetitive task  

Influence over values and beliefs 
Ability to shape future generations 
Source of information 

Women's Groups  Religious Leaders 
Influence over family decisions 
Interest & concern for health issues 
Ability to mobilize & motivate members 

Commitment to stewardship 
Ability to appeal to higher values 
Credibility in the community 

Civic Organizations  Retired Persons 
On-going programs & activities 
Interest & concern for community 
Fund-raising skills 

Time & talent for teamwork 
Understanding of local history & conditions 

       
Keys to Successful Partnerships 
 
Building a successful partnership takes skill, time, and patience.  Here are some specific 
strategies to help. 
 
• Establish a sense of need and direction - All partners need to know they're 

working toward a worthwhile purpose.  They also need to know what is expected of 
them. 

• Select partners based on existing and potential skills, not personalities - 
Partnerships will need technical or communications, problem-solving, and 
interpersonal skills. 

• Pay attention to early meetings and activities - First impressions mean a lot.  
People are often skeptical at the first meeting and may be suspicious of other 
partners. 

• Set some ground rules - The group will probably need to set some specific ground 
rules related to meeting participation, discussion, confidentiality, constructive 
feedback, and expected contributions. 

• Start with a few short-term tasks that have a good chance to succeed - Be sure 
that early projects are realistic and will be seen as "Winners" in the eyes of the 
partners. 

• Challenge the group regularly with fresh facts and information - New 
information will help better understand your situation and improve your effectiveness. 

• Spend time together - It will take time to get the partnership working effectively.  
Spend time (outside the meeting if possible) to get to know each other. 

• Use the power of positive feedback, recognition, and reward - People respond to 
positive incentives in the partnership setting, just as they do as individuals. 
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All people with a stake in the watershed should feel welcome as a partner.  Use the list 
on page 9 as a starting point for possible partners and contributors.  In addition, consider 
the following three distinct groups: 
 
• Those who are both affected by and interested in watershed protection 
• Those who are affected, but not interested 
• Those who are not affected but are interested. 
 
While each partner should understand and agree to their own roles and responsibilities, 
all partners should be able to take part in any decision or activity which they have an 
interest or expertise. 
 
Building a Common Purpose, "The Mission Statement" 
 
An important way to build a partnership is to develop a clear sense of your purpose 
through a statement.  Partners should develop a clear and concise purpose (mission) 
statement that defines the general goals and responsibilities. 
 
"The Blue Lake Watershed Association is dedicated to protecting Blue Lake's quality of life 

and the economic vitality of land users in the watershed." 
 

A carefully worded statement will serve as a yardstick for decision-making, for 
measuring progress, and will provide motivation for high quality.  Make sure all partners 
are comfortable with the statement.  Steps include: 
 
• Ask for ideals from all partners 
• Discuss the ideals and draft a statement 
• Revise the draft based on discussion 
• Write a final statement based on consensus 
• Solicit statements of commitment from all partners 
 
This process is not easy and will take time.  Potential conflicts need to be discussed and 
resolved.  Remember, it is important to keep the statement general enough to 
encourage widespread support, but specific enough to identify goals that measure 
progress. 
 
To accomplish the purpose (mission) statement the group will need to set short and 
long-term goals.  These goals should include general strategies (e.g., increase support 
of watershed protection).  The goals for more specific activities will also be needed (e.g., 
series of newspaper articles tree plantings etc.).  Focus on the future in setting clear and 
attainable goals.  Partners should assume specific responsibilities to accomplish within a 
definite time frame.  Partnerships often get stuck at this stage because past experiences 
dictate what the group believes they can or cannot do.  Do not let the past dictate the 
future! 
 
Set up a Flexible Organization 
 
There is no single partnership structure that will work in every watershed.  Instead, your 
group should determine how formal the partnership needs to be.  Partners could meet 
on a regular basis or only be contacted as needed.  Some division of labor and 
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delegation of responsibility should be set up to take advantage of resources and 
expertise.  Your group may want to build on existing community organizations, such as 
informal groups of land managers, formal organizations, and other community 
organizations.  Your local soil and water conservation district, natural resource agencies, 
extension, conservation clubs, Chamber of Commerce, service organizations (e.g., Lions 
Club or Jaycees) or a local business can provide valuable advice on organization and 
facilitation. 
 
Subcommittees could be formed for activities such as media relations, fund-raising, or 
demonstrations.  Assignments might depend on the scope of the activities, goals and 
interests.  They could also be organized to deal with specific resource management 
areas such as soil erosion, recycling, nonpoint source pollution problems, litter control, 
or septic systems.  It may be necessary to include representatives from more than one 
area depending on the watershed boundaries.  If the watershed is too large, the group 
may want to subdivide it into smaller watersheds with their own partners. 
 
How Partnerships Develop 
 
Successful partnerships take time to develop.  Your group should come to expect some 
highs and lows, and some successes and failures during the developmental stages.  
There are four main stages each involving specific feelings and actions.  If you 
understand and prepare for these different stages, your group will find it easier to move 
through difficulties, and reach success in the end. 
 

1. The Forming Stage - When a partnership is forming, people cautiously explore 
each other.  Feelings at this stage include excitement and optimism mixed with 
skepticism and anxiety.  Some activities to consider during this stage are: 

• Defining the job at hand and discussing how to accomplish it 
• Deciding what information needs to be gathered 
• Discussing concepts and issues 
• Identifying all the barriers to getting the job done. 
 
2. The Storming Stage - This is often the most difficult stage.  Partners have a 

tendency to become impatient and argumentative.  Feelings include resistance to 
change, and negative attitudes about the success of the partnership.  Some of 
the signs of this stage include: 

• Arguing about less important issues 
• Becoming defensive or competitive (choosing sides) 
• Developing unrealistic goals 
• Increasing tension and jealousy 

 
3. The Normalizing Stage - In this state people accept their roles in the 

organization, as well as the ground rules.  Conflicts are usually reduced, and 
competitors become more cooperative.  Feelings include acceptance of the 
teams memberships, and relief that things seem to be working out.  Some 
activities during this stage include: 

 
• Constructive change 
• Ability to work through problems 
• Closer attachments to the partnership. 
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Overcome Obstacles 
 
Regardless of how cooperative the people in your partnership are, some problems will 
ultimately arise.  There are several ways to overcome obstacles: 
 
• Anticipate and prevent obstacles: This works best by spending time and getting to 

know each other, establishing ground rules, and agreeing to individual roles and 
responsibilities. 

• Think of each problem as a challenge: We have a natural tendency to blame 
others for our problems.  The truth is that many/most problems occur because the 
group lets them happen. 

• Be careful with difficult people: When problems do occur with a particular person, 
try not to over-react.  Some behaviors are only a minor disruption.  On the other 
hand, other behaviors are very disruptive and can slow the group's progress.  Learn 
to distinguish the difference. 

 
How to Build Consensus 
 
It is important to recognize and overcome obstacles to establish and maintain a 
successful partnership.  These obstacles include: 
 
• Lack of time or other resources - Many partners usually have other commitments.  

They may not view the time spent in watershed meetings as important use of their 
time or resources. 

• Low levels of commitment or interest - This may happen if an effort gets bogged 
down or if partners are not kept active. 

• Individualism and the "American Way" - Much of the time the ideal of working 
together is contrary to beliefs in self-sufficiency and competition.  Some people tend 
to feel it is a sign of strength to be able to solve their own problems. 

• Loss of autonomy or recognition - Many people worry that a partnership means a 
loss of freedom or control over their own activities.  Some also worry that they may 
not get enough credit for the work they do within the partnership. 

• Conflicting goals or missions - Because partnerships involve diverse members 
including businesses, government agencies, and advocacy groups the members 
often have very different goals and expectations.  In fact, some see the partnership 
as a way to pursue their own agenda. 

• Blaming others or feeling blame - It is a natural human tendency to blame others 
for our problems.  Partners may blame each other for the groups lack of progress.  
This can lead to the perception that they are being unfairly criticized. 

• Overbearing or dominating partners - Some partners (often those in authority or 
with expertise) have too much influence over a partnership.  Such experts often 
discourage discussion or criticize the ideals of others. 

• Reluctant partners - Most groups have one or more members who never speak.  
Problems can arise unless these partners are encouraged to be active in some way. 

• Feuds and competition between partners - Partners with long-standing feuds 
often times attempt to continue their feud in the partnership.  These tend to be based 
on past problems and not the group. 

• Unquestioned acceptance of opinion as fact - Some people try to present their 
own personal opinion or values as facts (many times without supporting evidence). 
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• Rush for accomplishments - Some partners may push to do something, either 
because they are impatient or they are feeling pressures from elsewhere.  These 
partners often reach conclusions before the rest of the group has had time to 
consider all the options. 

• Attribution and criticism - People often assign (attribute) negative motives to 
others when they disagree or do not understand their position.  This delays the 
process of seeking real explanations for problems. 

• Digression and tangents - People sometimes have a tendency to drift from the 
subject.  Some digression is useful if it promotes new ideals, but it often wastes time. 
Unfocused discussions can be the result of poor leadership. 

• Floundering - Partnerships may have trouble starting and finishing projects.  They 
often get stuck in a rut, with some partners resisting moving forward. 

• Lack of Flexibility - Some partners may have just one way of doing things and 
seem unable to adapt to change. 

 
Dealing with difficult people  
 

• Do nothing.  Ignore the problem if it is only an occasional issue. 
• Talk informally with the disruptive partner(s) outside the group setting.  Give 

constructive feedback. 
• Discuss the general concerns at the beginning of a meeting without pointing out 

the particular partners. 
• For a particular disruptive behavior, it may be necessary to confront the 

partner(s) outside the group in a more assertive manner. 
• As a last resort (once other approaches have failed) the leader may need to 

confront the person in the presence of the group.  Use constructive feedback, but 
in an objective and assertive manner. 

 
One of the best ways to overcome obstacles is to build consensus.  Effective decisions 
share the following characteristics: 
 
• Total participation - All major interest are identified and brought together. 
• All partners are responsible - Everyone helps plan the activities and offers 

suggestions to make them more effective. 
• Partners educate each other - Members of the group spend time discussing the 

history of the issues, their perceptions and concerns, and ideals for solutions. 
• People are kept informed - Partners keep their own group and the rest of the 

people that live in the watershed well informed. 
• A common definition of the problem is used - Partners discuss and agree on a 

constructive definition of the problem. 
• Multiple options are identified - Partners seek a range of options that may satisfy 

their respective concerns, and avoid pushing a single position. 
• Decisions are made by mutual agreement - Partners do not vote!  The group 

modifies its options or seeks alternatives until everyone agrees that the best 
decisions have been reached. 

• Partners are responsible for implementation - The group identifies various ways 
to implement solutions for their problems. 
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Ways to Maintain Consensus 
 
• Actively involve a broad range of stakeholders and citizens as partners in planning 

and implementing the watershed management efforts. 
• Ensure each partner has the opportunity and is responsible for meaningful 

contributions. 
• Document, publicize, and celebrate the group's successes through an ongoing 

recognition program and communication campaign. 
• Designate an effective and respected project leader(s) who can maintain the 

activities of the partnership. 
• Identify and manage conflicts early. 
• Make sure your activities are exciting and fun to maintain interest and commitment. 
 
Teambuilding Exercises 
 
Partnerships do not naturally develop to their highest potential without some time, 
practice, and a little help.  The exercises below can be used during your groups 
meetings to build a more successful team effort. 
 
Exercise 1 - Member Introductions  
 
This serves as a warm-up activity for the group during the first meeting.  Simply go 
around the room and ask each person to share the following information about them: 

 
• Name 
• Job 
• Affiliation (who they represent) 
• How long they've lived in the area 
• Expectations for the partnership or meeting 

 
It could also be helpful to ask each person about his or her perceptions of the most 
important watershed management issues.  This question may be used during later 
meetings after the partnerships begin to form. 
 
Exercise 2 - Responsibility Matrix 
 
This can be used to match people with their responsibilities for developing and 
implementing your groups watershed program.  The exercise is best used after some 
type of plan or action items have been developed.  The objective is for the partners to 
assume responsibility for the main tasks. 
 

• Draw a chart (or matrix) on a flip chart 
• First let the partners identify all the tasks that need to be carried out 
• List these tasks (action items) down the chart (as rows on your matrix) 
• Across the top, label three columns (Leader - Group - Partner) 
• Consider one task at a time, and let the group decide who should have the 

primary responsibility for completion of the tasks.  The person's name should be 
listed beside the task (Be sure and keep these list for future reference). 
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Exercise 3 - Dealing with Disruptive Group Behavior 
 
Through this exercise, the group decides how to deal with problems that arise.  This is 
especially useful if the partnership seems to have stalled, or when conflicts arise. 
 

• The group’s first step is to list (brainstorm) types of disruptive behaviors.  There 
are no right or wrong answers in brainstorming. 

• List all the ideals on a flip chart.  Continue until everyone has listed their ideals 
• Use consensus to reduce the list to the two or three most disruptive types of 

behaviors.  Discuss reponses for each type of behavior. 
 
• Three types of responses might be: 

• Preventive 
• Minimal Intervention (discussion) 
• Higher Intervention (confrontation) 
 

Using the flip chart put these headings on three columns.  The group then may want to 
brainstorm possible responses for each behavior and write them in the appropriate 
columns.  When the list is complete, discuss the pros and cons of each one.  As a group, 
decide which options are the most appropriate for dealing with these disruptive 
behaviors.   
 
This exercise is a good method for dealing with many situations that may arise during 
the group's watershed management planning process.  Listing all possibilities and 
choosing the "do-able" projects is one of the best ways for a watershed partnership to 
reach consensus decisions (Be sure and keep all documentation for future reference). 
 
Leading and Communicating 

 
Understanding Leadership 
 
Successful partnerships don't just happen.  They depend on the leaders who emerge 
from the groups.  Yet, leaders of successful watershed partnerships differ from leaders 
of many organizations.  Watershed leaders do not assume the same amount of control 
or responsibility, as do leaders of formal organizations. 
 
Effective Leadership 
 
Effective leaders generally coordinate activities and keep the partnership moving 
forward.  They handle or delegate administrative details such as calling and conducting 
meetings and preparing reports.  An effective leader can have a wide range of 
backgrounds.  He or She can be a farmer or rancher, banker, pastor, housewife, 
salesperson, teacher, or nearly anyone with an interest and commitment.  In fact, some 
successful partnerships have more than one leader.  Shared leadership is possible when 
two or more people rotate responsibilities. 
 
Leadership traits 
 
• Interested in the groups concerns while sensitive to individual needs 
• Aware of current social and political situations 
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• Good communication and group interaction skills 
• Respected as knowledgeable and fair 
• Able to share responsibility and credit with others 
• Promotes consensus, compromise and trade-offs 
• Integrates a variety of different perspectives 
• Patient, creative and flexible 
 
Technical Advisors 
 
Technical advisors are also important to partnerships.  These advisors work closely with 
the leader to determine tasks.  They can focus on the technical validity of a plan and 
project.  Someone from a natural resource agency or consulting group should be 
involved since they can help address technical issues.  In fact, a "team" of technical 
advisors will likely emerge.  The team should reflect the concerns and issues being 
addressed by the partnership.  This team may be part of the local watershed partnership 
or it may be separate.  In either case, the section Building Local Partnerships will help 
with building the team. 
 
Effective Coordination 
 
Leaders get the partnership started and keep it moving.  Effective leaders serve as 
neutral catalyst for the group’s decisions and actions.  They also accept some 
responsibility for helping the partnership focus on common tasks.  They do not make 
decisions for the group.  A skillful leader will: 
 
• Keep the Purpose, Goals, and Approach Relevant and Meaningful - Help 

partners determine, clarify, and commit to the groups goals.  Leaders can inspire 
appropriate actions, but should not try to move the partnership in any particular 
direction. 

• Build Commitment and Confidence - Understand and try to balance the needs and 
interest of both individuals and the overall partnership.  Positive and constructive 
feedback helps make the partnership more successful. 

• Strengthen the Mix, Level of Skills - Recognize and build on the strength and skills 
of members of the partnership.  Effective partnerships depend on having and 
appropriate balance of technical, interpersonal, management and other types of 
skills.  The leader ensures that all the necessary skills are available for the 
partnership. 

• Manage Relationships with Outsiders, Including Removing Obstacles - Ensures 
that external relationships are developed and maintained.  The responsibility may be 
shared with other partnership members. 

• Create Opportunities for Others - Leaders should not try to do everything 
themselves.  They must provide opportunities for individuals for the partnership to 
grow and work effectively.  This involves delegation of authority and responsibility. 

• Do Real Work - Leaders are members of the partnership and are, therefore, 
responsible for doing their share of the work. 
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Communication Strategies 
 
Successful partnerships are built on open and ongoing communication.  Only this way 
can partners come to a shared understanding.  Communication is a two-way process.  
Listening is as important as speaking.  The communication process is never perfect and 
some information is always lost or jumbled in the process.  Below are several strategies 
that will help your partnership communicate more effectively: 
 
• Look for Common Ground - Find shared values and consider shared personal 

experiences.  Pay attention to and give productive feedback.  Always be yourself and 
expect the same of others.  Be willing to accept the difference in perception and 
opinions. 

• Find Out About Others - Learn about others interests and needs.  Consider their 
perspectives and appeal to what motivates them the most.  Let members of the 
partnership express themselves freely. 

• Attack Problems, not People - Don't waste time on personal hostilities.  Make other 
members of the partnership feel welcome and encourage their input.  Avoid criticism 
and insults. 

• Give and Get Respect - Show respect for the opinions of others.  Always be 
considerate and friendly.  Put yourself in the other person's shoes.  Speak with 
confidence, but remain tactful. 

• Precede Slowly - Present one ideal at a time.  Check for the acceptance and 
understanding of each ideal before moving to the next.  Try to speak in a logical and 
organized sequence. 

• Be Explicit and Clear - Share your ideals and feelings.  Pay attention to nonverbal 
communication (body language).  Speak clearly and look at your partners in the 
eyes.  Select words that have meaning for your listening audience. 

• Remember the Five "C's" of Communication 
 

I. Clarity 
II. Completeness 
III. Conciseness 
IV. Concreteness 
V. Correctness 
 
Listening 
 
Listening helps us learn and show others that we respect their views.  There are 
three major steps to listening: 
 
• First, focus your mind on the person speaking 
• Second, use body language to signal attention and interest 
• Third, verbally reflect and respond to what the speaker feels and says. 
 
Below are more tips to remember for effective listening: 
 
• Stop Talking - You can't listen while your talking.  Concentrate on what others 

are saying.  Don’t interrupt or change the subject. 



18 

• Slow Down Your Thoughts - Realize that you can't listen any faster than a 
person can talk.  Pay attention and summarize what a person is saying.  Don't be 
too quick to judge the other person(s). 

• Understand the Other Person - Review and summarize what they are saying, 
get the meaning, not just the words.  Paraphrase what you have heard and listen 
for what is not said. 

• Control your Own Emotions - Don't mentally argue with the other person, keep 
an open mind.  Avoid jumping to conclusions or going on the defensive.  Avoid 
arguments or criticism. 

• Ask Questions - Ask for clarification.  Remember that there is no such thing as a 
stupid question.  Invite the other person to provide more detail and insights. 

• Control your Body Language - Remember that actions often speak louder than 
words.  Look at the person, keep eye contact, and respond as appropriate. 

 
Even if you use all of the above strategies and are a skilled communicator, problems can 
still arise.  When communication breaks down, partnerships can get stuck.  People lose 
energy and enthusiasm.  It may help your partnership improve communication by 
keeping some of these barriers in mind. 
 
• People are different - They vary in knowledge levels, communication skills and 

cultural perspectives.  They also have different backgrounds and frames of 
reference. 

• People are impatient -They jump to conclusions.  People think faster than they 
listen, which means they assume to know what the other person will say next. 

• People are selective - They tend to hear what they want to hear.  People are also 
more likely to accept something that supports what they already believe. 

• People can be negative - They can be bossy or sarcastic.  They may take things 
personally and get angry.  People can also tend to show cynicism or mistrust. 

 
Discussion 
 
Much of the work done in partnerships involves face-to-face discussions.  The main 
reason for having discussions is to generate new ideals.  Brainstorming is an essential 
mechanism to bring out the creativity in your group.  The result is often a variety of good 
ideals that can lead to new solutions.  Below are some guides for brainstorming. 
 
• Set the Stage - Define your purpose in terms of what the partnership wants to 

accomplish. Provide a relaxed and informal atmosphere, and have all the necessary 
supplies such as markers, flip charts etc. 

• Go for Quantity - People have different ideas.  The key to a brainstorming session 
is to get these ideas down quickly without concern for quality.  The evaluation comes 
later. 

• Record Ideas - The ideas need to be recorded on a flip chart by a recorder.  If 
people in your group do not want to share their ideas openly, then another good 
method s the use of post-it-notes.  Allow people to silently write down their ideas and 
these can be placed on the flip chart so others can see them. 

• Encourage Free Wheeling - Let people share their ideas no matter how unrealistic 
they may seem to be.  Don't evaluate or criticize at this point. 
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• Limit Time - Set a time limit for generating ideas so people are motivated to get their 
ideas out quickly.  This allows time for discussion and evaluation of ideas, usually 
during the same meeting time. 

• Use Humor - Allow the group a break out of existing patterns and habits, be 
creative, relax and have fun.  May be a good opportunity to use team-building 
exercises. 

• Follow-up - After ideas are generated, the group should identify some of the more 
promising suggestions.  They can then work on ways to expand or improve these 
ideas, and decide to include them in their watershed management plan.  This is the 
evaluation and decision stage, and it make take another meeting time to completely 
evaluate the ideas generated from a brainstorming session. 

• Recognize When to End Discussion - Learn when there is nothing to be gained 
from additional discussions.  Help the group close the discussions and make 
decisions.  State any decisions that have seem to be made.  Check to see if 
everyone agrees with the summary and can live with decisions (this can be done 
with a vote or general consensus). 

 
How to Give & Receive Feedback 
 
An important skill development for leaders is learning to give and receive constructive 
feedback.  Good feedback skills are needed for productive meetings and to promote 
cooperation among partners.  Everyone should agree that giving and receiving feedback 
is an important and acceptable way to work together as a group.  No one should be 
surprised or shocked by open and honest feedback.  Be sure to provide both positive 
and negative feedback.  Often times we take the good work for granted and only give 
feedback when problems arise.  It is just as important to point out something you like!  
Think carefully about what you are going to say and how you are going to say it.  Make 
sure the time and place are right (keep discussions about the partnership limited to 
meetings). 
 
Giving Feedback 
 
• Be descriptive.  Use specific information. 
• Don't use labels.  Be clear and objective. 
• Don't exaggerate.  Be exact and avoid absolutes like "always" or "never". 
• Don't be judgmental.  Don't compare the person you are talking with to others. 
• Speak for yourself.  Don't refer to what "others" say. 
• Talk first about yourself.  Start with statements with "I" and not "you". 
• Stick to what you know.  Don't present opinions as facts. 
 
Receiving Feedback 
 
• Take a deep breath.  Relax before responding. 
• Listen carefully.  Don't interrupt. 
• Ask questions for clarity.  Ask for specific examples. 
• Acknowledge the feedback.  Repeat the message in your own words and make sure 

you understand. 
• Acknowledge valid points.  Agree with what is true and what is possible. 
• Take the time to think about what you have heard.  Check with other partners if you 

are not sure. 
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Conducting Effective Meetings 
 
Much of the work in a partnership gets planned or done in meetings.  Unfortunately, we 
all have spent time in meetings that turned out to be a waste of time.  The tips in this 
section will help you make your meetings more productive and even enjoyable. 

 
About the group's first meetings 
 
The first meeting is very important for establishing trust and communication.  During the 
first few meetings you'll want to: 
• Learn each other's backgrounds, skills, perceptions, and interests. 
• Begin to work as a partnership by recognizing each other's strength and interests. 
• Set ground rules and determine organizational structure. 
• Begin to develop a purpose (mission) statement.  See the "Building Local 

Partnerships" section of this document for more information. 
 
Prior to the Meeting 
 
• Select a convenient time and location - Evening meetings are usually the best for 

most people who work during the day.  Lunch meetings are also sometimes possible.  
Ask the partners what they prefer. 

• Select a "neutral" site - Many civic clubs, churches, community centers, libraries, 
restaurants and other provide space for meeting rooms.  You may want to consider 
avoiding government offices or the office/home of a partner. 

• Develop and agenda - People want to know what to expect.  The agenda should be 
sent out prior to the meeting. 

• Arrange tables and chairs so that everyone can be a part of the discussion - 
Circular tables work well as do large rectangular ones.  Keep the temperature of the 
room comfortable and provide plenty of water, coffee, and other refreshments. 

 
During the Meeting 
 
• Respect your partner's time - Never allow meetings to begin or end late.  Only hold 

meetings as often as necessary to carry out your work. 
• Use the agenda - Ask for suggestions on the agenda at the beginning of the 

meeting.  Refer to the agenda regularly during the course of the meeting to keep it 
focused and on time. 

• Take minutes - These are very important because they serve as a reminder of what 
people have discussed and agreed to do.  Be sure to record the group's decisions 
and concerns. 

• Establish specific procedures and objectives - Clearly define your role as leader.  
Get agreement on the meeting objectives and procedures for conducting the 
meeting.  Maintain the focus and direction of the group. 

• Promote shared decision making - Give as few as directions as possible.  Check 
for consensus at appropriate times, ask questions and encourage ideas. 

• Monitor and improve group processes - Make sure the group is moving along and 
not getting stuck.  Be patient and don't interrupt, however, keep in mind time 
constraints.  Make sure all the partners have had an opportunity to speak and be 
heard. 
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• Foster good relationships and a positive climate - Allow for creative conflicts and 
disagreements over issues.  Discourage interpersonal confrontations or personal 
attacks.  Avoid being defensive if a group member challenges you. 

• Before the meeting ends, try to get a sense of how it went - Ask the group what 
they feel the meeting accomplished.  Determine the unfinished business left for the 
next meeting.  Set a time, place, and tentative agenda for the next meeting. 

 
Managing Conflict 
 
Conflict is a natural disagreement resulting from individuals or groups that differ in 
attitudes, beliefs, values or needs.  Many times it originates from past rivalries and 
personality differences.  Other causes of conflict include trying to negotiate before the 
timing is right or before all the necessary information is available.  Conflict is not always 
negative; in fact, it can be healthy when effectively managed.  Healthy conflicts often can 
lead to: 
 
• Growth and innovations 
• New ways of thinking 
• Additional options 
 
If the conflict is understood, it can be effectively managed by reaching a consensus that 
meets both the needs of the individual's and the partnership's needs (Many times these 
needs are confused with the needs of society - Learn to distinguish the difference).  This 
consensus results in mutual benefits and strengths the relationships.  The goal is for all 
to "Win" by having at least some of their needs met. 
 
The Ingredients of conflict 
 
• Needs - Needs are things that are essential to our well being.  Conflicts arise when 

we ignore these needs (our own needs or the needs of the group).  Be careful not to 
confuse needs with desires (things we would like, but are not essential).  For an 
excellent insight into conflict read Robert Fulghum's, Uh Oh, Some Observations 
from Both Sides of the Refrigerator Door, pg. 143-147, paperback edition. 

• Perceptions - People interpret reality differently.  They perceive differences in the 
severity, and the causes and consequences of problems.  Misperceptions are a 
common cause of conflicts in many group discussions.  Learn to separate personal 
biases from the perceptions of the watershed issues. 

• Power - How people define and use power is an important influence on the number 
and types of conflicts that occur, which also influences how conflict is managed.  
Conflict can arise when people try to make others change their actions or try to gain 
unfair advantages. 

• Values - Values are beliefs or principals we consider being important.  Serious 
conflicts arise when people hold incompatible values or when these values are not 
clear.  Conflicts also arise when a member(s) of the partnership holds something as 
a value rather than a preference. 

• Feelings and Emotions - Many people let their feelings and emotions become the 
major influence over how they deal with conflict.  Dealing with feeling and emotions 
can be a difficult issue and the partnership should try to deal with solutions to their 
watershed problems and not the emotions created by them.  However, people should 
not ignore their own emotions or those of others. 
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Steps to Managing Conflict 
 
There are five steps to managing conflict.  These steps are: 
 
I. Analyze the conflict 
II. Determine a management strategy 
III. Pre-negotiation 
IV. Negotiation 
V. Post-negotiation 

 
Step One: Analyze the conflict 
 
The first step is to analyze the nature and type of conflict.  To do this, it is helpful to ask 
questions.  The answers to the questions may come from your own experience, your 
partners, local media coverage, etc.  You may actually want to interview some of the 
stakeholders involved. 
 
Step Two: Determine a Management Strategy 
 
Once you have a general understanding of the conflict, the groups involved will need to 
analyze and select the appropriate strategy.  In some cases it may be necessary to have 
a neutral facilitator to help the group move towards consensus. 
 
Conflict Management Strategies 
 
• Collaboration - this result from a high concern for your group's own interest, 

matched with a high concern for the interests of other partners.  The outcome is 
"Win/Win".  The strategy is generally used when the concerns for others are 
important.  It is also a strategy best used when society's interest is at stake.  The 
approach helps build commitment and reduces bad feelings.  The drawbacks are 
that it takes time and energy.  In addition, some partners may take advantage of 
others trust and openness.  The objective of collaboration is to reach group 
consensus. 

• Compromise - this strategy results from a high concern for your own group's 
interests along with a moderate concern for the interests of other partners.  The 
outcome is "Win some/Lose some".  The strategy is best used to achieve temporary 
solutions; to avoid power struggles, or when time pressures exists.  One major 
drawback is that partners can loose sight of important values and long term 
objectives.  The approach may also distract from the merits of an issue and create a 
cynical climate. 

• Competition - this strategy results from a high concern for your group's interests 
with less concern for others.  The outcome is a "Lose/Win" situation.  The strategy 
includes most attempts at bargaining and it is generally used when basic rights are at 
stake or to set a precedent.  The drawback of this strategy is that it can cause 
conflict to escalate and losers may try to retaliate. 

• Accommodation - this result from a low concern for your group’s own interests 
combined with a high concern for the interests of other partners.  The outcome is 
"Lose/Win".  The strategy is generally used when an issue is more important to 
others than it is to you.  It is a gesture of goodwill and is appropriate when you 
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recognize that you are wrong.  The drawbacks are that your own ideas and concerns 
don't get attention and you may loose credibility and future influence. 

• Avoidance - this results from a low concern for your own group's interests coupled 
with a low concern for the interests of others.  The outcome is "Lose/Lose".  The 
strategy is generally used when an issue is trivial or there are other issues that are 
more pressing.  It may also be used when the chances of confrontation are high or 
more information is needed.  The drawbacks are that important decisions may be 
made by default. 

 
Conflict Analysis Exercise 
 
Think of a controversial issue to analyze.  On a separate sheet of paper, answer the 
following questions: 
 
Groups Involved 
 
• Who are the groups involved? 
• Who do they represent? 
• How are they organized? 
• What is their power base? 
• Are the groups capable of working together? 
• What are the historical relationships among the groups? 
 
Substance 
 
• How did the conflict arise? 
• How are the main and secondary issues described? 
• Can negative issues be re-framed positively? 
• Are the issues negotiable? 
• Have positions been taken and, if so, are there common interests? 
• What information is available and what additional information is needed? 
• What values or interests are challenged? 
 
Possible Strategies 
 
• Would consensus serve all interests? 
• Are there external constraints or other influences that must be accommodated? 
• What are the past experiences (if any) of the groups working together? 
• What is the timeline for a decision? 
• How will the public and the media be involved and informed? 
• Will an outside negotiator (facilitator) be needed? 
 
Step Three: Pre-negotiation 
 
To set the stage for effective negotiation, the groundwork must be laid.  The following 
should occur prior to negotiations: 
 
• Initiation - One partner raises the possibility of negotiation and begins the process.  

If no one is willing to approach the other partners encouraging him or her to reach 
agreement, then an outside facilitator could be used. 
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• Assessment - Conditions must be right for negotiations to be successful.  The key 
players must be identified and present during the process.  Each side must be willing 
to collaborate with the others.  Reasonable deadlines and resources to support the 
effort should exist.  Spokesperson(s) for each group must be identified and involved.  
The partners need to determine which issues are negotiable and which are not. 

• Ground Rules and Agenda - The group must agree on ground rules for 
communication, negotiation and decision-making.  They should agree on the 
objectives of the process.  An agenda of issues needs to be developed. 

• Organization - Meeting logistics must be established, including agreed upon times 
and places.  People should be contacted prior to the meeting and encouraged to 
attend.  Minutes must be taken so that information can be distributed before and 
after meetings. 

• Joint fact-finding - The groups must agree on what information is relevant to the 
conflict.  This should include what is known and not known about the social and 
technical issues.  Agreement is also needed on methods for generating answers to 
questions. 

 
Step Four: Negotiation 
 
• Interests - When negotiating, be sure to openly discuss interests, rather than stated 

positions.  Interests include the reasons, needs, concerns and motivations underlying 
positions.  Satisfaction of interests should be the common goals. 

• Options - To resolve conflicts, concentrate on inventing options for satisfying 
interests.  Do not judge ideas or favor any options suggested.  Encourage creativity, 
not commitment. 

• Evaluation - Only after the partners have finished listing all the options, should the 
options be discussed.  The partners together should determine which ideas are best 
for satisfying various interests. 

• Written Agreement - Document areas of agreement and disagreement to ensure 
common understandings.  This helps to ensure that agreements can be remembered 
and communicated clearly. 

• Commitment - Every partner should be confident that the others would carry out 
their part of the agreement.  Discuss and agree upon the methods to ensure that 
partners understand and honor their commitments 

 
When Evaluating Options: 
 
• Use objective criteria for ranking ideas 
• Make trade-offs among different issues 
• Combine different options to form acceptable agreements 
 
Step Five: Post-negotiation 
 
Once the negotiation process is complete, the group will need to implement the 
decisions made.  Some key steps include: 
 
• Ratification - The partners must get support for the agreement from the 

organizations that have a role to play in the agreement.  These organizations should 
also be partners/stakeholders and should be involved in the previous steps.  Each 
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organization will need to follow their own procedures to review and adopt the 
agreement. 

• Implementation - The partnership's job is not done when agreement is reached.  
Communication and collaboration should continue as the agreement is carried out.  
The partnership will need to have a plan to monitor progress, document success, 
resolve problems, renegotiate terms and celebrate success. 

 
Negotiation Skills 
 
Negotiation is an important skill for coming to an agreement when conflicts develop.  
When negotiating, remember you're dealing with people who have their own unique 
needs, emotions and perceptions.  Some conflicts are based on differences in thinking 
and perceptions.  These conflicts exist mainly in people's minds.  It helps for each party 
involved put themselves into the other's shoes so they can understand each other's 
points of view.  Identify and openly discuss differences in perception, being careful not to 
place blame.  In addition, recognize and understand the other side's emotions as well as 
your own. 
 
Interest vs. Position 
 
People often confuse interests with positions.  An interest may be reducing litter along 
the roadside.  There may be possible ways of addressing this interest.  One position 
might be to mandate recycling, another might be a deposit on bottles and cans, and still 
another could be organizing a neighborhood cleanup day.  Focusing on interests, rather 
than positions, makes it possible to come up with better agreements.  Even when people 
stand on opposite positions, they usually have a few shared interests. 
 
It takes time and effort to identify interests.  Groups may not even be clear about their 
own interests.  It helps to write down each group's interests as they are discovered.  It 
helps to ask why others take the positions or make the decisions they do.  Partners will 
have multiple interests involving human needs such as security, economic well-being, a 
sense of belonging, recognition and control over one's own life just to name a few.  All of 
these factors add difficulties to the negotiation process. 
 
Developing Optional Solutions 
 
When developing optimal solutions that meet the interests of all sides, try to meet as 
many of each side's interests as possible.  Start by inviting all sides to brainstorm ideas 
before reaching a decision.  Brainstorming is discussed in the "Leading and 
Communicating" section of this document.  Below are a few obstacles to developing 
solutions: 
 
• Judging and rejecting prematurely 
• Searching for a single best answer 
• Putting limits on scope or vision 
• Considering only your own interests 
 
To overcome these obstacles, view the situation through the eyes of different partners.  
Focus on shared interests to make the process smoother for all involved.  Look for 
meaningful opportunities, not just simple solutions. 
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Developing Objective Criteria 
 
When developing criteria for searching or combining possible alternatives, revisit the 
conflicting interests.  These can't be ignored or "wished" away.  Instead, discuss them as 
you begin to develop criteria for judging alternatives.  Keep in mind principals such as 
fairness, efficiency and scientific merit.  Strive for criteria that are legitimate, practical 
and unbiased.  Your group may find it helpful to explore the criteria used in making past 
decisions and discuss these with your partners or outside experts. 
 
Putting Together a Watershed Management Plan 

 
The goal of watershed management is to plan and work toward an environmentally and 
economically healthy watershed that benefits the its stakeholders.  By now your 
partnership probably has a good feel for the watershed including maps and other 
background information.  You group should also, by this time, have developed a purpose 
(mission) statement, which identifies your goals and objectives.  See the "Building Local 
Partnerships" section of this document for more information on developing a mission 
statement.  Putting together a watershed management plan is an important step in the 
process of the further development of your partnership.  Your group should review all 
information gathered to this point to determine if you are ready to begin the planning 
process. You should have the following types of information (Keep in mind that not all of 
this information is needed for each watershed): 
 
• Most interested stakeholders are involved and all have been invited 
• The group has map(s) and detailed information such as: 
 

• Boundaries 
• Terrain 
• Water bodies 
• Soil types 
• Roads 
• Land use 
• Recreational use 
• Fish and game surveys 
• Development trends 
• Employment trends 
• Education trends 
 

• The group has technical advisors to assist them 
• The group has committed to meet regularly at a neutral location and agreeable time 
 
Stage-by-Stage 
 
Once you and your partners have pulled together as much information as possible about 
your watershed, you’re ready to start putting together a plan.  The planning process can 
be broken into three stages: 
 
I. The first stage includes uncovering concerns, gathering and analyzing 

information and data, defining challenges and opportunities, developing 
objectives, and documenting data and decisions. 
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II. The second stage includes developing a game plan for addressing the 
objectives, selecting the best watershed management alternatives, listing 
strategies for implementing the selected alternatives, and determining how to 
measure progress. 

III. The third stage includes implementing and evaluating efforts. 
 
Remember that your group’s efforts will be based on the best available assessment of 
the natural, economic, and social features of your watershed.  It is unrealistic to assume 
you will have all the information you’ll need so, be sure and recognize and weigh the 
missing information throughout the planning process.  Another key point to remember is 
that these stages are not always accomplished in order.  For example, a youth group 
may want to monitor a stream while the watershed partnership continues to determine or 
develop objectives and strategies.   
 
Challenges and Objectives 
 
The group goes back and forth between identifying concerns/problems, seeking data, 
analyzing data and establishing objectives. 
 
Identifying Concerns 
 
Your watershed partnership will need to identify and address concerns about the water 
and other natural resource systems, local economy and social structure. Some concerns 
will be based on perceptions and others will be based on science. Since it is difficult to 
separate perceptual from scientific concerns, all concerns need to be addressed by the 
group. All concerns will need to be explored to see if there is, in fact, a real problem. 
Sometimes what you and/or your neighbor may think is a problem (concern), isn't a 
natural resource issue and thus, needs to be addressed in another way. Or when 
researching perceived problems, you may discover a new problem that the group will 
want to address. 
 
When developing the list of concerns to be explored, be sure everyone with a stake in 
the watershed is involved from the beginning. Getting everyone around the same table 
takes more than a simple announcement in the paper (although reporters from the local 
media - newspapers, radio and TV stations - can help bring others to the group by 
covering your group's activities). You and others from your group will need to make 
some phone calls and personal visits to explain the purpose of a watershed 
management plan and how the individual will benefit from getting involved. 
 
Your group may also want to consider how the group envisions future generations using 
the natural resources within the watershed. You may want to check with your state water 
quality agency to determine the designated water uses for your watershed. (Most bodies 
of water in the United States have been designated for a specific type of use.) This 
information can be used to begin discussion of water and other natural resources. Other 
key aspects to consider are some of the major economic forces. Who are the major 
employers? Where are they located? What are the trends? How can your group affect 
their future? How can your group impact the economic future of the watershed? How do 
the economic, social and natural resources impact each other? What is the role of 
education now and in the future? 
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During this phase all concerns, regardless how minor need to be surfaced. Only in this 
way will all concerns be addressed. Everyone needs to list his or her concerns. This list 
should be compiled for all to see. It's important that debate on the merits of the concerns 
be held for later discussion. The objective is to get all concerns on paper at this point. 
 
Seeking and Analyzing Data 
 
Once stakeholders have listed all concerns, you and your group will need to combine 
similar subjects. The next step is to seek information and data about the concerns. 
Many watershed partnerships have a team of advisors (technical team) who assists the 
group with technical questions. Other groups select a subcommittee to research the 
concern and report back to the larger group. Some groups bring in consultants for this 
purpose while others rely on assistance from state, federal and local agencies. 
 
Regardless of which way your group decides to go about it be sure to seek and use any 
existing monitoring data. This can serve as a baseline for comparison later. The data 
available will vary considerably from watershed to watershed depending on the extent of 
past monitoring efforts and resources. 
 
Prioritize Challenges and Opportunities 
 
After listing concerns and exploring them by gathering and analyzing data, challenges 
and opportunities will surface. Unfortunately, there are not enough funds or time to 
address all potential watershed management needs. Priorities must be set that target 
efforts to the most critical problems/opportunities. This is why your group will need to 
strive for consensus on prioritizing which problems / opportunities to pursue. Many 
groups begin prioritizing problems by establishing criteria. This might include: 
 
• Ability to influence change - Ask you if there is anything the group can do to 

influence the changes needed to overcome the challenges. 
• Delay between actions and results - Checking with your advisory team, try to 

determine the amount of time between when changes occur and when results can be 
seen. For example, it may take decades to see results from changes on the land that 
ultimately affect a deep aquifer, but changes near a stream bank may quickly affect 
the quality of the stream's water. 

• Willingness to change - Ask yourself if the reasons are strong enough to motivate 
and if those who will need to change would be willing to do so. 

• Cost/benefit ratio - Are the costs going to outweigh the benefits or are the benefits 
going to outweigh the costs? 

 
Documenting challenges and opportunities 
 
One of the most important steps in watershed protection is to correctly identify and 
document challenges and opportunities. A challenge is an obstacle that prevents 
positive changes on parts of society, the economy, or the environment. In contrast, an 
opportunity is a condition that can be created to make a positive affect on society, the 
economy, or the environment. 
 
By now your group has probably identified several problems and/or opportunities. These 
will need to be written down so future partners and prospective financial supporters will 
understand the situation. It may be helpful to document both the resource being affected 
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and the existing condition (quantity or quality). It also helps to describe damage in both 
economic ($20,000 annual loss) and resource terms (30 acres or 750 fish). The 
statement should also include whom, how, where and what is being affected. 
 
Other documentation 
 
In addition to problem/opportunity statements, all data and other information gathered 
during this initial phase needs to be recorded. Maps will also need to be included. 
Basically, be sure anything that would help a new partner understands how and why the 
group has made the decisions are included. The maps and other data will probably be 
needed later when you are developing brochures and other educational tools for 
implementing your group's plan. In addition, if the group tries to obtain outside financial 
assistance, the documentation will be needed to support the request for funding.  Having 
documentation makes it easier to put together a proposal on short notice. Either when a 
new funding source is located or when "opportunity knocks" with a short time for getting 
the application or grant request submitted. 
 
Why document? 
 
• Makes it easier to obtain funding 
• Useful for creating informational brochures and other educational materials 
• Background information for new partners 
• Ideal for reporters and others from the media to develop stories about the group’s 

efforts 
 
Establishing Objectives 
 
Once your problems/opportunities have been defined and documented, establishing 
objectives is relatively easy. The main purpose for establishing objectives is to clarify the 
goals of the group. Remember these points when establishing objectives. All views of 
those with a stake in the watershed must be considered and consensus reached on how 
the group envisions the health of the watershed in the future. 

 
• Existing legal constraints need to be considered. Describe the objective in 

measurable terms (i.e. Increase number of wild turkeys by 25% or reduce soil 
erosion on forested land by 60%). 

• Recognize the objective may change later as more information becomes available. 
For instance, an initial objective may be to simply "increase trout population." Later 
your group will have the necessary information to refine the objective to "increase 
trout population by 22%."\ 

• Keep objectives acceptable and achievable. Partners need to ask themselves if they 
can live with the objective and if they think it is achievable. 

 
The emphasis during this stage is to develop and analyze alternatives, then come to 
consensus on a game plan that everyone in the partnership can live with. 
There are three parts of the game plan your group will need to consider. They are: 
 
I. Selecting Management Alternatives 
II. Developing an Action Plan 
III. Determine how to Measure Progress 
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Selecting Management Alternatives 
 
The first step in selecting management alternatives is to develop a "long list" of 
management alternatives that could help achieve the objective(s). Many watershed 
partnerships rely on their advisory team to assist them with this. It's important to list as 
many alternatives as possible. Do not try to rank them at this point. Next, using your 
advisory team, try to determine the effectiveness of each of the alternatives. Be sure to 
consider economic, social, and environmental factors. 
 
Group Exercise - Selecting management alternatives 
 
1. List an alternative on a sheet of paper and tape to the wall. Do this for each of 

the alternatives. 
2. Below each alternative, list advantages/disadvantages. The partnership may 

want to consider the following factors: economic, environmental, social. 
3. Using consensus, rate each alternative giving consideration to the likelihood of its 

success. (You may wish to list some implementation strategies for several of the 
top alternatives before you do this.) 

 
Developing an Action Plan 
 
By now you and your partners have a vision of the watershed in the future (purpose 
statement). The watershed partnership also has set objectives and selected 
management alternatives for achieving those objectives. Now attention needs to be 
focused on how to make the selected alternatives a reality. Most watershed partnerships 
begin this process with an action plan.  An Action Plan is simply a list of the actions the 
group decides to do, who is responsible and when it's to be done. Chances are local 
businesses and government agencies already use a similar plan for organizing their 
actions. They may call it something else, but most plans use the same format. 
 
To put together an Action Plan, first list all objectives. Under each objective, list the 
selected management alternatives. Once all the selected alternatives have been listed, 
leave blanks for actions, responsibilities and time periods. Make copies for each partner. 
Brainstorm action items as a group. This will get partners thinking about ways to get the 
job done. Partners may want to take the papers home and fill in the blanks. Set a time 
for the partnership to get back together to share their thoughts. When the group gets 
back together, one person needs to record all the action ideas in one place. 
 
Partners then combine similar actions and select the top three to five choices for each of 
the selected alternatives. These actions become the partnership's focus. Next, an 
individual or small group needs to become responsible for the action. This is a good time 
to look around the watershed for groups who haven't been as involved as they would like 
to be and get them involved.  After responsibilities have been determined, a realistic time 
period for completing the action can be set. Be sure all groups involved understand their 
responsibilities and the time frame. 
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Types of Actions 
 
There are four main types of actions that most watershed partnerships consider.  
 
1. Information/education 
2. Technical assistance 
3. Funding 
4. Regulatory 
 
Most groups use a combination of the first two types of actions (information/education 
and technical assistance). Some groups also use funding. Few use regulatory 
approaches. Very few use all four types. 
 
• Information/education - Few people will make changes without understanding what 

changes need to occur, why change is needed, how to make the change, and how 
the change will affect the individual.  

• Technical assistance - Many people need more than just information about the 
change, but also require some type of assistance. This may take many forms 
including one-on-one discussion, demonstration, drawings and plans, 
implementation instruction and/or oversight. 

• Funding - In some case change will cause an economic hardship. This is when 
many watershed partnerships include cost-share and other forms of financial 
assistance in action plans. 

• Regulatory - Occasionally local ordinances, zoning or other types of regulation are 
necessary. Partnerships are strongly encouraged to explore other options before 
recommending this action. Rarely is this a positive action for all stakeholders, which 
makes consensus very difficult to reach. 

 
Funding your Actions  
 
Some of the actions your group has selected will require little, if any, money to do. Often 
actions require donated time or materials from local individuals, organizations, 
businesses or industry. Some actions, like cost-share incentives or compensation, do 
require funding. This is when your group will need to explore funding options. In fact, 
many watershed partnerships make obtaining financial assistance an action. 
Responsible individuals or groups are assigned and a time frame agreed upon. 
Due to the time and paperwork associated with federal and state funding, most groups 
start by looking for funding locally. Local utilities, non-profit organizations, and others 
have funded watershed management actions. This is also a good time to ask for 
assistance in putting together a workshop on grant proposals. Invite local and state 
specialists to inform your partnership on the art of grant writing. Many organizations 
conduct workshops specifically on this topic. 
 
Prioritize Actions 
 
It won't take long to list more actions than your group can possibly do. This is why the 
group will need to prioritize the actions. When prioritizing, be sure to consider the 
following: 
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• Funds available 
• Return on funds to be invested 
• Time and other financial resources 
• Ability to get the actions done 
• Early successes motivates more action 
• Some actions rely on other actions for success 
 
Be sure to include your advisory team in this process. They may have experience in 
determining which actions depend on others and how to get the most return on your 
investment. For example, it's important to get preventive actions (such as erosion control 
practices) underway before taking restoration actions (such as dredging a lake). 
 
Measure and Report Progress 
 
In addition to establishing a baseline prior to implementation, the partnership needs to 
consider how to evaluate the effectiveness of the plan and the progress toward the 
objective. This need not be expensive and should be included in the Action Plan. 
For instance, turbid water can be measured with a simple secchi disc, pH can be 
measured with a pH strip, nitrates and phosphorous can also be measured with a simple 
indicator strip. An annual count or survey can measure wildlife. Another good barometer 
is the number of hunting and fishing licenses issued. 
 
The method used for measuring change should be determined by the watershed 
partnership. Again, partners may want to ask for technical assistance from local 
conservation groups or science teachers. You may also wish to enlist a youth group, 
Lake Association, conservation group or other group to measure the partnership's 
progress. Regardless of the measurement, it's very important to report progress back to 
both the partnership and to the press. Only by everyone seeing progress will they 
continue to work toward making the plan a success. 
 
• Review the plan - As seasons go by, the watershed partnership will need to review 

the plan. Be sure to ask the tough questions like, do we still need to do this? Why? 
What else can we do? Has our vision changed? Do we have new or additional 
information that will change the objectives or selected alternatives? What has been 
successful? Why? What could have been improved? How? 

• Celebrate success - Whether it's the 500th fishing license or the 20th mile of buffer 
or the sighting of the 50th wild turkey or the first 24" secchi disc measurement; it's 
important to celebrate. 

 
Watershed Stewardship Programs 
 
Once a partnership is developed, communities still need to invest in ongoing watershed 
stewardship. The goals of watershed stewardship are to increase public awareness 
about watershed management efforts and to get participation in the process to ensure 
stewardship on their own property and homes. There are six basic programs that the 
watershed community should consider to promote a greater watershed stewardship: 
 

1. Watershed advocacy 
2. Watershed education 
3. Pollution prevention 
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4. Watershed maintenance 
5. Indicator monitoring 
6. Watershed restoration 

 
Watershed Advocacy - Promoting watershed advocacy is important because it can lay 
the foundations for public support and greater watershed stewardship. One of the most 
important investments that can be made in a watershed is to seed and support a 
watershed management structure to carry out the long-term stewardship function. Often, 
grass roots watershed management organizations are uniquely prepared to handle 
many critical stewardship programs, given their watershed focus, volunteers, low cost 
and ability to reach into communities. Watershed organizations can be forceful 
advocates for better land management and can develop broad popular support and 
involvement for watershed protection. Local governments also have an important role to 
play in watershed advocacy. In many watersheds, local governments create or direct the 
watershed management structure.  
 
Watershed Education - A basic premise of watershed stewardship is that we must 
learn two things - that we live in a watershed and that we understand how to live within 
it. The design of watershed education programs that create this awareness is of 
fundamental importance. Four types of watershed education programs are:  
 

• Watershed awareness - Raising basic watershed awareness using signs, storm 
drain stenciling, streamwalks, maps  

• Personal stewardship - Educating residents about the individual role they play 
in the watershed and communicating specific messages about positive and 
negative behaviors  

• Professional training - Educating the development community on how to apply 
the tools of watershed protection  

• Watershed engagement - Providing opportunities for the public to actively 
engage in watershed protection and restoration.  

 
Pollution Prevention - Some watershed businesses may need special training on how 
to manage their operations to prevent pollution and thereby protect the watershed. In 
some cases, local or state government may have a regulatory responsibility to develop 
pollution prevention programs for certain businesses and industrial categories (e.g., 
under industrial or municipal NPDES permits).  
 
Watershed Maintenance - Most watershed protection tools require maintenance if they 
are to properly function over the long run. Some of the most critical watershed 
"maintenance" functions include management of conservation areas and buffer 
networks, and maintenance of storm-water practices, septic systems, and sewer 
networks. Maintenance of the quality of watersheds may even require some 
reforestation and can also provide an opportunity for public involvement and education. 
 
Watershed Indicator Monitoring - An ongoing stewardship responsibility is to monitor 
key indicators to track the health of the watershed. Public agencies should seriously 
consider monitoring to provide high quality and low cost indicator data. One form of 
monitoring stream quality is to assess the quantity and quality of aquatic biota. A more 
sophisticated form of monitoring is a hydrologic gaging station, which can compute the 
stream velocity and measures pollutant levels. 
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Watershed Restoration - The last phase of watershed stewardship is to restore or at 
least rehabilitate streams that have been degraded by past development. Urban 
watershed restoration is an emerging art and science that seeks to remove pollutants 
and enhance habitat to restore urban streams. The urban watershed restoration process 
should include three main themes: storm-water retrofitting, source control through 
pollution prevention, and stream enhancement. In this stream restoration project, pools 
are created by log-drop structures, which provide a habitat for fish to spawn. 
 
Key Stewardship Choices for the Watershed Partnership 
 
The following are some of the issues that watershed managers should address when 
designing watershed stewardship programs:  

• Is my community ready to undertake restoration?  
• Which mix of stewardship programs is best for my watershed?  
• Who are the best targets for watershed education?  
• How am I going to pay for a stewardship program?  

 
How to Organize a Community Cleanup 

 
Here are some general guidelines for a community cleanup. Tailor them to fit your 
specific project's needs, depending on the size and scope of the cleanup and the 
number of volunteers who are involved.  
 
1. Get The Facts - Involve The People - Plan Systematically - Focus on Results - 

Provide Positive Reinforcement 
 

• Who are your volunteers? Who will be responsible for planning the cleanup? 
Contact neighbors and friends. Develop a cleanup committee. Appoint a cleanup 
project coordinator. Hold a meeting and get your volunteers' input. Keep a diary 
to record the event (including the planning stages) in case you want to stage a 
future project.  

• What part of your community needs cleaning? You may not be able to do it 
all, so prioritize your project's to-do list. First, take a walk through the area to be 
cleaned and make a list. Take special note of any large objects (appliances, tires, 
tree limbs or furniture) so that you can arrange in advance for their removal. For 
abandoned vehicles, check with your local Sanitation or Public Works 
Department. If your project plans include someone else's property (like a vacant 
lot, park or playground) make sure to get permission well in advance from the 
private owner or the local government agency that manages the site.  

• When will the cleanup take place? Saturdays seem to work best, usually from 
9 a.m. to noon. In case of bad weather, make sure you plan for an alternate "rain 
date," usually the following Saturday. For large-scale cleanups, make sure your 
project is not scheduled on the same day as a popular community event, or one 
that also relies on volunteers. Make sure that all of your volunteers know the 
date, the alternate "rain" date, and the times that your cleanup is scheduled to 
begin and end.  

• Where will you ask volunteers to meet? For a community cleanup, a church, 
recreation center, local business or civic center are possibilities. Make sure to 
plan for restrooms and first aid, work breaks with simple refreshments like water, 
juice, cookies and fruit, and provides trash and recycling receptacles.  
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• How will you separate recyclable and yard waste from trash, and how will you 
transport them to the landfill, recycling center and composting facility? First, 
check with the facilities to make sure that you know their hours of operation, the 
kinds of materials that they accept, and whether special trash bags or 
receptacles are needed. (For example, some composting facilities accept all 
kinds of yard waste, some require yard waste to be in special, biodegradable 
brown bags, and some do not accept tree stumps. Some recycling centers 
require that recyclable plastics, glass, aluminum/other metals be separated from 
each other.)  

 
2. Getting Local Officials, Businesses, Community Groups, and Media Involved - 

Depending on the size and scope of your cleanup, you may want to: 
 

• Contact your Sanitation or Public Works Department in advance - It may be 
possible to arrange for crews and trucks to remove bags of litter or heavy items 
like appliances, car parts or tree limbs. It may be possible to arrange for your 
cleanup group to bring the trash they have collected to a waste transfer station, 
landfill or waste incinerator free of charge on the day of the event. Sanitation or 
Public Works officials can also work with the Police Department to have 
abandoned vehicles tagged and removed.  

• Ask local businesses and restaurants to help - They might be willing to 
participate because the cleanup will take place nearby, or because the owner 
wants to do something for the community. Businesses can donate supplies 
(flowers, bulbs, paint and paint brushes, t-shirts, refreshments), help truck debris 
to the waste facility or recycling and composting centers, provide window space 
for posters advertising the cleanup, or ask employees to volunteer. Make sure 
that anyone donating goods or services has a contact name and number to call 
for information.  

• Ask for volunteers - Contact chambers of commerce, scout troops, church 
groups, garden clubs, and other community and civic organizations.  

• Contact your local media in advance - Your local newspaper, radio or TV 
station may be interested in your project. Make sure they have a name and 
telephone number to call for more information. Make a reminder telephone call 
the day before the cleanup. Take good "before" and "after" photos, record the 
number of volunteers, amount of trash collected, flowers planted, etc., -- this 
makes a great "good news" story for local media.  

 
3.    Materials you Will Need 
 

• Encourage volunteers to wear proper clothing, sturdy shoes and work gloves. 
Have extra gloves, caps and sunscreen on hand.  

• Based on your to-do list, you may need spades, rakes, paintbrushes and paint, 
brooms, shovels, flower bulbs, watering cans, hoses, etc. Make a checklist of the 
equipment that you will need and line it up in advance; start by asking as many 
volunteers as possible to bring their own equipment.  

• First-aid kit.  
• Refreshments for volunteers like water, juice, cookies and fruit. Remember to 

arrange for restrooms and to schedule work breaks!  
• Do not forget to provide plenty of trash bags, plus separate containers (or 

different color trash bags) for recyclable and yard waste.  
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• A camera, to take before-and-after photos.  
 

4.   Safety First! 
 
Make sure that children are under an adult's supervision at all times. Use sunscreen and 
dress appropriately. Use heavy work gloves to protect your hands. Take special care 
and use appropriate tools to handle broken glass and sharp objects. Remind volunteers 
not to handle containers or drums that may contain hazardous materials.  
 
5.   Always Say Thank you! 
 

• Volunteers are special people. Hold a picnic or cookout immediately after the 
cleanup to thank them, and invite the local officials, business owners, community 
and civic groups that helped you get the job done.  

• Write thank-you notes to local officials, business owners, community and civic 
groups that helped with any aspect of your project.  

• If you are being interviewed by the media, don't forget to mention that volunteers 
and local officials (use name and title), business owners (use owner's name and 
name of business), community and civic groups (use name of your contact and 
name of their group) helped to make your project a success.  

 
6.   Why are you doing this? 
 
For smaller-scale cleanups, neighbors and friends know the obvious answer: because 
you are proud of your neighborhood and want to make it look as clean and beautiful as 
possible. For larger-scale community cleanups, you may want to develop a mission 
statement to give to your local newspaper, TV or radio station ahead of time, since they 
may be interested in what you are doing and may wish to cover some aspect of your 
cleanup and beautification project. A mission statement is also useful if you plan to 
organize periodic cleanup and beautification projects; it is a good way to enlist 
volunteers and potential community partners, like local business owners and civic 
groups. 
 
 
 
A  
Ablation. The process by which ice and snow waste away owing to melting and evaporation.  
Absorption. The entrance of water into the soil or rocks by all natural processes. It includes the 
infiltration of precipitation or snowmelt, gravity flow of streams into the valley alluvium (see Bank 
storage) into sinkholes or other large openings, and the movement of atmospheric moisture.  
Acre-foot. A unit for measuring the volume of water is equal to the quantity of water required to 
cover 1 acre to a depth of 1 foot and is equal to 43,560 cubic feet or 325,851 gallons. The term is 
commonly used in measuring volumes of water used or stored.  
Anabranch. A diverging branch of a river, which reenters the mainstream.  
Anchor ice. Ice in the bed of a stream or upon a submerged body or structure. (See also 
Schaefer, V. J., 1950, p. 888.)  
Annual flood. The highest peak discharge in a water year.  
Annual
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