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Rwer Voices

Establishing Watershed Benchmarks

Tools for gauging progress
by Don Elder

n the widget business, measuring success is simple. At | organization is to improve watershed health. But it’s also true
I the end of the year, you count widgets sold and profits | that measuring watershed health isn't always easy, and that

earned. Then you report to your shareholders what you improving it measurably often takes a very long time.
accomplished with their money. ' The problems of most of our watersheds werent created

In the watershed business, measuring success isn't nearly overnight, and they certainly won't be solved overnight.
as cut-and-dried. It is, however, even more important. Progress toward watershed health can be slow, indeed,

The long-term, incremental nature of watershed work sometimes undetectable — even if a watershed organization
makes it essential that we find ways to determine if we are is doing all the right things. That’s why it is so important to
heading in the right direction — and if we are making recognize the importance of building strong, healthy
progress fast enough. As watershed organizations mature, and continued on page 4

as expectations of them rise, it becomes increasingly
important to find ways to measure progress each year.

Measuring progress in watershed work can help us (
fine-tune our strategies so that we invest our energies and e
money where they can make the most difference. Through &

(o)
regular evaluation exercises, we can generate accurate, 9 P
reliable information about our progress that keeps
volunteers, staff and board members, donors, and the
general public informed and enthused about our work.

/ success

The long-term, incremental
nature of our work makes it
essential that we find ways to
determine if we are heading
in the right direction — and if
we are making progress fast
enough.

Benchmarks
River Network encourages watershed organizations
to establish benchmarks: measures that can be used to

gauge progress year to year and over the long haul.
These benchmarks should be as objective and quantifi-
able as possible. They should fall into three general
categories:

1. Organizational benchmarks: measures of the health

of a watershed organization.

2. Activity benchmarks. measures of the efforts being
expended to improve the health of the watershed.

3. Watershed benchmarks: measures of trends in warer- |
shed health. f

Some might contend that it’s only the last category that |
really matters. It's true that the purpose of a watershed ‘
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From the President

t seems strange, in a way, that America’s conservation
I movement has evolved into a collection of specialist

protection endeavors. Forests, rivers, oceans, desserts,
ducks and insects, birds and rare plants: it seems that every
component of the natural world has its own organized

P rotectors.

The reason this can seem strange is that environmentalism’s
greatest insight is that everything is connected. A poorly built
logging road high in the mountains can produce erosion that
ends by killing a marine coral reef hundreds of miles away.
Extirpation of a single species can cause an unforeseen
cascade of extinctions.

Of course, the specialized approaches to conservation have
risen from the specific issues raised in different kinds of
ecosystems, and the bodies of knowledge and law that have
grown from them. In many ways, this diversity strengthens
our movement.

Still, it is also useful to remember—precisely because
everything is connected—that, ultimately, it is whole systems
f]]ﬂf we must PI.'OEECL n'la['lﬂgc, alld restore.

We are still learning how to do that. Ecosystems
interpenetrate and intergrade in subtle ways and can be
impossible to map with precision. More and more, those who
study and work for conservation believe that watersheds may
be the most useful units for us to protect and manage. And
the best way to measure watershed health is by studying the
rivers that drain them. As Dr. James Karr writes, “Aquatic
ecosystems embrace an interactive mosaic of environments,
extending from headwater streams and meadows through
mainstem rivers to the sea. Because rivers integrate everything
in their landscapes, the living organisms found in rivers tell us
about the status and quality of their watersheds.

This issue of River Voices tackles the question of how river and
watershed conservationists can measure our success. In the
long run, we can do so only in terms of the health and
diversity of our watersheds. That measurement, in turn, will
tell us much about the health and viability of our society.

Sincerely,
‘K’””t ,l'/q gt“e_\

Ken Margolis

President

© phato by Linda Kliewer

WELCOME

River Network Hires New President

e are pleased to announce that

previous River Network board

chairman Ken Margolis has accepted a
position with our organization as president.

As chair of the board Ken helped draft our five-
year strategic plan to systematically expand the
state and local river and watershed protection
movement in the U.S. Most recently, Ken
helped found Ecotrust and Ecotrust Canada,
organizations devoted to working with local
communities in Oregon, the Pacific Northwest
and British Columbia. The groups work to
strengthen their local economies while
protecting the environment.

Founding president Phil Wallin will stay on
with River Network as he builds the Riverland
Conservancy into a national program. Phil's
vision and leadership has made River Network
what it is foday. We eagerly look forward to his
success with the Riverland Conservancy
Program. =<
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———— DEFINING THE PIECES

Establishing Watershed Benchmarks

continued from page 1

watershed organizations thar can
serve as catalysts for the kinds of on-
going activities that make long-term
progress possible.

Building and maintaining
healthy organizations

Clearly, to make a difference,
most watershed organizations need
to become healthy institutions that
will be around for a very long time.
If they are to do so, attention must
be paid to their internal strucrure
and strength from Day One,

In a newly forming organization,
people don't tend to flock to rasks
like filing articles of incorporation,
drafting a good set of bylaws, serting
up strong financial management
systems, or helping meer the year’s
revenue goals. However, these types
of activities are as important to the
cause as other, more glamorous,
and seemingly more urgent
matters that attract the
attention of many new
watershed groups.

Similarly, in
more established
groups, developing
sound personnel

may be headed for real trouble down
the road.

As watershed groups mature, the
need for them to assess their
organization’s health on a regular basis
never diminishes.

Measuring watershed activities
Watershed organizations aren’t in

business just to be in business. They are
in business to make things happen. If
an organization is internally strong but
isn't making things happen in the

outside world, what good is it? In

addition to internal measures of a
| watershed organization’s health, there
need to be external measures of its
effectiveness.

One of the ways to measure
effectiveness is to measure watershed
activities. Watershed acrivities worth

measuring might include pounds of
trash collected, number of trees
planted, number of educarional
events held, number of slide
shows presented, etc. They
might also include
activities that break
through social,
economic, or
political
barriers and

policies, main- lead to
taining active increased
and effective potential for
fundraising _ watershed
and board improve-
develop- ment.

ment Water-
commit- shed

tees, building It is important to activities can
membership, and define success based be those of
conducting regular, thorough on what condition the water-
program evaluations aren’t the your watershed s in. shed group
kinds of things that people typically itself or

knock down the doors to do. But, if
these tasks are not done regularly

and done well, the organization will
fail to achieve its full potential - and
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those of others that the group
| supports or inspires. It’s important to
measure each type. In many instances,
much work is accomplished by indi-

viduals, organizations, governments,
and businesses that are motivated to
action by a watershed group, burt that

AN

Interpreting
your
benchmarks
thoughtfully
is as important
as monitoring
them accurately.

are not, strictly speaking, part of the
group. (For instance, the Kiwanis Club
might be inspired to organize a series of
river cleanups after you offer a slide
show about your watershed at one of
their meetings.) Measuring their
activities is just as valid as measuring
those of the group itself. In many cases,
those actions would not have been
taken if the watershed group didn't
exist, so it’s perfectly legitimate to
count them. In fact, it’s absolutely
necessary to count them to measure the
group’s full effect.

Measuring watershed health

Individual activities are important,
but, in the end, it’s overall results that
really count. Any complete set of
benchmarks will include some that can
be used to determine trends in
watershed health.

To know whether you've made
progress, you must know where you
started. That's why a basic assessment
of the chemical, physical and biological
condition of the watershed is funda-



mental to any watershed To know whether you’ve made progress, you
organizarion’s evaluation program. must know where you started. That’s Why a
Once you know where you started, it basic assessment of the chemical, physical,
and biological condition of the watershed is
Rivers and streams support dynamic fundam‘entai to any watershed organiza tion’s
ecosystems. There is a considerable | evaluation program.

degree of natural variability that can

can still be a challenge to determine

how much progress you have made.

|
make it difficult for the uninitiated to i
discern trends and interpret them [
accurately. ‘
Fortunately, in recent years,
procedures have been developed that
allow any watershed organization
with some volunteer energy to choose
a few reliable, easy-to-measure, and
easy-to-interpret benchmarks of
watershed health. Combined with a
few-well chosen benchmarks in other
categories, these allow a watershed
group to get on the fast track to

measuring its success.

Interpreting and acting ‘
on what is measured
Don’t get discoumgcd if a few of

your chosen benchmarks indicate
little or even negative progress in a
given year. Some of these measures
need to be taken with a grain of salt.
Others need to be taken with a whole
shaker-full. For instance, a slight drop

in your membership isn’t necessarily

bad if those you lost only joined the
year before to get a neat-looking tote
bag, and if those you kept gave more

Once you know where you started, it can still be

generously and became more

involved. A detrease in the amount of a cha!lenge to determine how much progress
trash collected isn't necessarily bad if | you have made. Rivers and streams support

your previous year’s evaluation dynamic ecosystems. There is a considerable
showed that putting the same amount degree of natural variability that can make it

of effort and money into restoring difficult for the uninitiated to discern trends and

vegetation along a particular degraded interpret them accurately.

tributary would do more good than
your whole trash collection program |

— or if you simply did such a good

job of trash collection the year before | measured turbidity of your river isnt but of a series of unusually heavy
that not much remained to be | necessarily bad if you know that it was thunderstorms that year. Interpreting
gathered. An increase in the average | not the result of poorer erosion control, | continued on page 6
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Establishing Watershed Benchmarks

continued from page 5

your benchmarks thoughtfully is as
important as monitoring them
accurately.

However, when your benchmarks
tell you a particular area needs
attention, by all means, pay attention
— and be willing to ask yourself the

The payoff

Using your benchmarks to measure
progress will help your organization
plan better, accomplish more,
demonstrate its effectiveness, and raise
more money. It will also remind you to
celebrate the success of the important,

hard work you do in your watershed

hardest possible
questions. If your
membership is
dropping, is it
bCCﬂ.llS{T thC gC[]Crill
public doesn’t
understand or
support what you
do? If less trash is
being collected, is it
because you have
recruited fewer
volunteers? If
wurbidity is rising, is
it because all the
“best management
practices” that can
be applied simply
aren’t going to be
enough until you
directly influence
land-use decisions in
a rapidly developing
area? After all,
identifying areas
that require
additional attention
is one of the
fundamental
purposes of setting
and monitoring
benchmarks.

While you may

AN

sing your

benchmarks to

measure
progress will help your
organization plan
better, accomplish
more, demonstrate its
effectiveness, and raise
more money. It will
also remind you to
celebrate the success
of the important, hard
work you do in your
watershed more often.
Finally, it will help give
everyone involved
with your organization
confidence that their
efforts are adding up
to meaningful,
long-term results.

AN

more often.
Finally, it will
help give
everyone
involved with
your
organization
confidence that
their efforts are
adding up to
meaningful,
long-term
results.
Someone
holding a
clerical position
with a large,
effective
nonprofit social-
change
organization was
recently asked
what he did for
a living. He
could have
replied that he
answered the
phone and
distributed the
mail. Instead he
replied that he
helped change

the world.

find some areas where you need to
work harder or work differently, you in
all likelihood will also find many areas
where you are making real progress.
Recognizing both, using a well
balanced set of benchmarks tailored to
your organization, is the key.
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He had more than just a belief in
the organizarionls mission to support his

- statement. He knew of specific things

that his organization was accomplishing
that were making a real difference, and
he knew that his work was vital to the
progress being made. Any watershed

BENCHMARK
RESOURCE

f you need o practical guide for

measuring the success of your

watershed ecosystem program,
watch for Seeking Signs of Success.
The Conservation Resource Alliance
(CRA) is producing a book and
worksheets to help guide you
through the process of measuring.
how well your watershed or
ecosystem is working. The book is in
the publishing stages. Brochures and
additional information is available.

For more information contact CRA at
(616) 946-6817 or email
watershed @ msn.com =+

organization’s staff, board, volunteers,
and funders need to have the same
sense. When they do, everyone involved
feels that their contributions are helping
change the world, watershed-by-
watershed. ®+

Don Elder is the director 0f River

| Network’s watershed programs and co

editor of River Voices.



_ WATERSHED ACTIVITY BENCHMARKS

Planning for Success

by Ken Margolis

he first step in measuring
success is determining what
you want to accomplish. So,
the progress of evaluating
success begins not

coherent action in
complex situations is known

as strategic planning. Strategic
planning is not something we do
before we begin our work, or that we
interrupt our work to do — itisa
central, critical part of our work.

Defining your objective

Imagine that you and some
friends have decided to mount
an expedition to find King
Solomon’s mines. Once you
find them, you will be
fabulously wealthy.

It won't be easy. The mines
are rumored to exist, but no
living person has actually seen
them. Their purported location
is vague, the country between
you and them is only partly
mapped, and is known to be
hazardous. Nevertheless, you have
decided to try it, no martter what
your saner friends may say.

How are you going to find
the mines? All the stories
about them speak of a
beautiful river that runs next
to the cave where the
diamonds are tumbled together
in a gigantic pile. This
information allows you to develop a
strategy for searching: you will look
at all the river valleys on the map

when your rask has
been completed, ~
but before you
have even
begun. The
methodology
developed to
facilitate
i

| and eliminate those where you know

others have searched. Like any good
strategy, this narrows down the

A territory you need to cover, and

increases your odds of success.
Furthermore, as you go
'le“g_, y(}ll can cross ()ff‘
each river as you explore
it. Comparing the
number of rivers you
have explored to
your available
time and
resources '('ll]OWS
you to make evaluation an
integral part of the work. When half
}four pl'(]viﬁjﬂnﬁ are gUnC. ilnd y()l]
have explored only three of 10 rivers,
it is time to sit down and revise your

plan.

Mapping out the
details
This is going
to be a lengthy
expedition, which
will require
provisions and
transportation. So,
you begin
planning just what you will need.
At this point, if you look at your
objective, you realize it is not to
find the mines — it is to find the
mine, grab the diamonds, and
return home with them. If you
base your plans solely on the
objective of getting to the
mine, you may forget the sack
to carry the diamonds and
you will likely run out of food
and starve to death before
returning home.

The first rule of strategic
planning: make sure you have
the right objective.

Clearly stating your long-term
objective allows you to begin work

)

on your interim objectives: getting
the horses ready, buying the food
and clothing you'll need, and
studying the maps in order to trace
your route.

Finally, the morning comes
when you are ready to start off, and
you are awake and dressed even
before the alarm goes off. Enjoy the
moment; it may be the last time
everything looks simple.

Inevitably, something
unexpected happens. For instance,
you come upon a river that is not on
the map. This throws your entire
plan into question. How many other
unmapped rivers are there? How
much extra time and provisions will
it take to explore them? You sit

around the campfire that night
and devise a new
strategy. Using
topographic maps,
you determine where
there are likely to be

unmapped rivers
and you revise your
route accordingly.
This is the
second law of
strategic planning: you must
periodically revise your plan to
incorporate new information.
To make a long story short, you

finally discover the mines. You
fill your sacks, return
safely home and
find
yourself
rich
beyond your
wildest dreams.
Then what?
Well, if you are like many lottery
winners who find themselves
suddenly rich, you end up in debt

continued on page 8
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Planning for Success

continued from page 7
three years later. What
happened? Where did all that

money go?

Determining your mission

Your plan lacked one
element. You had the long-
range objective clearly in
mind, and you
accomplished it and were
briefly rich. Now you are
worse off than before the
whole thing started. What went
wrong?

You had an objective, but you did
not have a mission. An objective is
time-bound and measurable. A
mission is the reason you are
seeking to accomplish
the objective. It
is

timeless,
and most
important it

is value-
based. Your
core values, as
expressed by your
mission statement,
create the ultimate

context for

determining whether
you reached your
objective and whether it
was the right objective in the
first place as well as what
your next objective should

be.
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Before you determine your
objectives, you need to understand

your mission. You may learn that,
your desire isn't to find King
Solomon’s mines after all.
Maybe what you want to

do is find King

Solomon himself

and go fishing
with him.
In short,
something you
begin at the

evaluation is not

completion of a rask.

r It begins as soon as you frame your

initial objectives and ask whether

they are correct and achievable,

Ongoing evaluation as you proceed

is what empowers you to make

changes in course as they are called
for. The best way to achieve success
is to know what it is, and keep it in
mind throughout the process.
Watershed conservation is a complex
task, and our planning/
implementation/

evaluation cycles
must mirror that
complexity. *

Ken Margolis is
the president of
River Network.

Steps

for
Success

e - Determine
(&35)  what you want
../ toaccomplish,

Understand
your mission.
Based on your
mission, define
your objective

Act on your
plan.

Make
evaluation an
integral part of
the plan.

Revise your
plan based on
experience.




! ORGANIZATIONAL HEAITH BENCHMARKS

Assessing Your Organlzat10n°
How strong 1s 1t?

by Liz Raisbeck

! I Y he river and watershed movement across the country
' is fortunate to have extraordinary individuals hard at Strong Organizations inVOlVing many
work protecting their rivers. However, if a key person voices for the river have Staying power
moves or burns out, the voice for the river also vanishes. and will be there for the long haul.
Strong organizations involving many voices for the river have
staying power and will be there for the long haul. a checklist you can use to measure your progress in building
One means of building a successful future is to institute and maintaining a strong, healthy organization.

benchmarks as part of your organization’s planning. Below is

Yes Partly No

Program and Planning
1. Does your organization have a clear mission statement?

2. Does your program have measurable goals that will benefit 1he rwer? Can your board and stuff amculute
them?

3. Do you have a written plan and o short term (] -2 years) or Iong-term (3-10 years) timeline for achieving
these goals?

4. s the entire orgumzunnn—stuﬁ board, memhers—commmed to this plan und mvolved in delwenng
it?

5. Do staff and bourd meef unnuully fo review, revise und approve the plan?

6. Do you have the needed skills within the organization to accomplish the goals?

7. Does your organization have a system for evaluating ifs programs?

8. Do staff members have work plans that reflect the annual plan and a system for measuring progress on
the work plans?

Board
9. Do board members understand their roles and responsibilities within the organization?

10. Does the board have functioning committees, especially finance and nominating? -

11. Is there an effective process for recruiting new board members? Do board members udhere to regular
terms?

12. Do ofhcers rotute in und out of thelr roles ona regulur b05|s'-’

13. Do all board members make a financial contribution and have clear fundrmsmg responSIblhnes" i

14. Do staff and board have a lear understanding of their respective roles and work together as a team?

15. Are there job descriptions for board members and an orientation system for training new board
members?

16 Is the current size, structure, and tomposmon of the board appropriate for whur the orgamzuhon wants
to accomplish?

17. Are board meetings well-attended and efficiently run? Are cleur deusmns and follow-up tasks
~ acomplished?
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Financial Management
18. Do you have an easily understandable financial reporting system for board and staff that provides
information on a monthly, or ot least quarterly, bosis?

19. Do you have a small (3-6 month) cash reserve, as well as an emergency fund (with pre- determmed
 procedures governing ifs use)?

ZO.Eoestﬂ org_tLizutignihnve an annual audif?

21. Do you regularly budget for and achieve a small surplus?

People Management
22. If staffed, are there personnel policies and job descriptions?

23. Do staff have a competitive benefits package?

Yes Partly

No

24. Is there a program for recruiting and training volumeers'? _

25. Do staff and volunteers believe they have adequate input into the organization’s deusmn mukmg
_proess?

Fundraising
26. s there a fundraising plan that identifies realistic goals and funding sources and outlines
~ responsibilities?

27. Do you have diversified funding sourtes—mdlwdunl donors, events, foundations, efc.?

28. Do you thank your donors promptly and in a variety of ways?

29. Do you have people who are skilled in fundraising on the board und/or staff?

30. Is there a program to upgrade donors o higher giving | levels?

31. Do you provide training in fundraising for staff and board?

Marketing and Public Relations
32. Does your annual plan have a public relations and media component?

33. Have you assessed how visible your organization is in your community and whut constituencies you
‘want fo reach?

34. Do staff or volunteers huve reIutlonshups with the local print und electromc medtu?
35. Does your organization receive publicity several times a year?

36. Do you combine program, fundraising, and public relations, using all three o reach new consfituencies

or strengthen old?

37. Do you have events fo mtroduce new people o your o orgumzutlon?

38. Do members of your group regularly make presentations to other groups und speak at pubhc meetings
where issues relevant to the river are discussed?

39. Do members of your organization know the key publlc officials and other Ieuders in your community?
40. Do your members speak at public meetings where issues relevant to the river are discussed?
" Adapted from “Assessing Your Organization,” a tip sheet by the Citizen Forestry Support System.

Liz Raisbeck is a watershed program manager for River Network.
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— WATERSHED HEALTH BENCHMARKS |

Evolution of Broad-based Watershed

Initiatives: Measures of Success

by Don Elder and Sari Sommarstrom

o, you have a thriving new watershed-based '
conservation organization. You've buile it around those ‘
in your area who are true believers in your mission to

improve watershed health. Now whar?

You may need to find ways to engage the rest of the
people of the watershed.

Across the country, organizations are experimenting with
new ways to involve people far beyond the traditional
conservation community in watershed conservation. The

experiments are all over the map, both literally and figura- |
tively. Barriers are being broken down, better communication 1
and coordination are taking place, and — slowly bur surely
— healthier watersheds are resulting. ‘
However, it takes time to build better watershed protection 1
processes, and even more time for watershed improvement to be |
seen, Many watershed problems take years or even decades to
solve. One of the great challenges in the watershed movement
today is keeping all the necessary people involved and enthused

over the long periods of time it takes to get things done.

Monitoring progress in building broader involvement
At the second meeting of the “Four Corners Watershed
Innovartors Initiative” (see sidebar) there was much discussion

about how to do this. Ideas flowed freely. People wrote and
drew furiously as they tried to synthesize and represent what
they were hearing and thinking. One idea that developed |
broad support was that since it often takes years for a commu-
nity-based process to result in measurable improvement in *
watershed health, it is important to find ways to gauge the |
progress of the process itself.

After the workshop, Sari Sommarstrom, one of the
workshop participants from California, built on the group’s
work by developing a chart showing steps to success and
positive indicators.

1. Steps to success. These are descriptions of basic steps
berween the starting point - where apathy, lack of awareness,

lack of confidence, or gridlock exists - and some sort of ideal
state - where watershed resources are healthy, and all the
people necessary to keep them that way are constructively
engaged for the long term. (This Utopian state may never be
reached, but it should always be the goal.) '

2. Positive indicators. These are indicators of success for
each step along the path. They provide a set of benchmarks |
|

for people who want to make sure that progress continues
steadily.

In the real world, of course, progress along these lines is
never linear. Still, over time, most successful communiry-
based watershed protection initiatives follow the general path
outlined below.

This is a work in progress. It recognizes that the road to
Utopia is full of twists, turns, and even some switchbacks. It
represents what Sari has learned through her extensive work
with watershed groups and what she took away from the
second of the “Four Corners” meetings. It will be a jumping-
off point for discussion at the third meeting in California next
spring. Most importantly, it should provide food for thought
for watershed groups across the country. Your reactions and
ideas are invited.

THE FOUR CORNERS INITIATIVE

n March 1997, River Network helped a group of watershed

innovators from four states embark on a two-year effort to

identify important common elements among successful
watershed protection and restoration initiatives.

The group's premise is that some of the most important

| environmental management innovations during the next

' decade will take place at the watershed level, and that these
' innovations will involve the collaboration of state and local

" governments and a wide variety of non-governmental
organizations and interests. It is believed that an in-depth
evaluation of noteworthy watershed protection efforts in four
quite different states can reveal key issues and critical elements
for success common to most watershed protection efforts in

most states.

The strategy of the “Four Corners Initiative" is to:
assemble a variety of leaders from four states-Florida,
Washington, California, and Massachusetts-where watershed
innovations are taking place today;

- arrange a series of energetic, in-depth discussions among
these individuals in meetings held in each of the four states;

- provide a fertile environment in which critical thinking can

occur and creative new ideas can be formed and developed;

' and
‘ " - summarize and disseminate the products of this group’s

efforts to a much wider national audience of watershed
practitioners. = ;
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Toward the Watershed Ideal:

Step Benchmark

One or more individuals recognize * Talk in community of new approach begins (newspaper articles,
need for some new type of upprouch. organization board meetings, coffee shop discussions, etc.)
(Recognition can be born either from

proactive response to long-term issues

or reactive response fo crisis.)

Small group of interested individuals  * Meeting date and place established.
meet to discuss new approach.

Organizers meet to discuss SWs: * Meeting occurs

What (problem), Why (purpose) Who  * Whar, Why, Who, Where & When discussed
(interests & size), Where (watershed * Tentative agreement on the 5Ws reached
size) & When (group mtg.)

Organizers solicit broader participation « List of potential interests and
representatives developed
* Personal contacts made
* Requests for participation accepted
* Diversity of interests represented
* Small “steering committee” established

Broadly representative participants * Meeting held
attend first meeﬁng, * Attendance strong
i o B['(}ildl}’ l'CPl'L‘SCI'Ifﬂ[iVC group agrecs to meet ilg;li[]

Basic organizational processes are * Basic ground rules set

established * Rules for orderly meetings agreed upon
¢ Use of facilitator considered
* Process for making decisions agreed upon (Who decides what? How?)
* Leaders emerge, are supported

Regular meetings or forums are held ~ + Agendas prepared
* Minutes kept
* Positive publicity secured
* Strong, diverse attendance continues

Issues are defined and prioritized. e List of issues with priorities set
Joint fact-finding on the selected * Most contribute to effort
issue(s) by participants begins * Experts contacted for information and opinions

* Joint field trips with experts held

* Basic watershed reference library established

* Existing darta synthesized

¢ Research needs identified

* Watershed and inter-disciplinary perspectives developed

12 RIVER VOICES = FALL 1997



_ Step ~ Benchmark

Community education and ¢ Community publicity begun
involvement begins * Public meetings and forums held; good attendance and

participation obtained
* Workshops on key issues held
¢ Public field trips held

* Involvement of interested citizens (not just K-12) secured

Synthesis of findings about key » Technically sound summary report in clear, layperson’s language
- issues developed issued

Options to address the key issue(s) « List of options developed
identified * Options discussed and considered by full group

| EGSY, beneficial (OI’ at least not « Initial projects agreed upon

~ detrimental) initial projects chosen. * Project descriptions & budgets developed

* Necessary funding and permits obtained

* Projects implemented

* Favorable publicity obtained

* Group enthusiasm built over initial beneficial action

]
-u- Long-term plan or strategy *» Goals and objectives agreed upon
L developed. ¢ Findings summarized
Q * Recommendations listed, with priorities
* References cited
* Draft plan made available for public review
* Public input carefully considered
* Plan approval achieved

Priority recommendations and * Project descriptions and rationale developed
projects determined * Necessary permits identified and applied for
* Potential project funders identified
* Potential project funders approached

Major projects implemented. * Needed funding obtained
* Necessary permits obtained
* Project contracts awarded
* Projects completed on time and within budger

== Short- to medium-term (1-5 year) * Project reports completed
= success of projedts, plan, and process * Monitoring Program /Plan established
= evoluated. * Monitoring data collected
=T
— ] * Results evaluated and reported
::‘ _ * Report reviewed by members and experts
B * Evaluation agreed upon
* Environmental objectives met P ST
g Plans and projects reviewed and * Quality assurance/quality control measures adopted
= revised. * Evaluation methods determined

* Plans and projects evaluated
* Plans amended as appropriate
» Goals revised and process modified as appropriate

Long-term (5-25 yeur) success of * » Major project goals and objectives met
projects, plan, and group process * Measurable improvement in watershed health observed
evaluated. * Group process strong, sustainable

* New problems and issues identified
* New strategies developed
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‘——{ WATERSHED HEALTH BENCHMARKS }

Maps, Data, & Timelessness:
Assembling Your River’s Baseline

by George Constantz

“The river doesn't hold
its level like it used to.”

“Seems like the wood ducks
are making a comeback.”

uch anecdotes contribute little to
S conserving a river. To determine

whether a river is getting
healthier, sicker, or staying about the
same, you need to understand how
measurable indicators of ecological
health change over time.

If you're going to try to detect a
trend, you need a starting point. |
define “baseline” as a snapshot descrip-
tion of a river. A good baseline
establishes a set of benchmarks against
which future conditions can be
compared.

If you care about a river, it deserves
a baseline. In this article, I suggest a
series of steps for assembling a baseline
for your river. I wish I'd had chis list
when I started the Cacapon River
baseline project in 1988.

Tips for designing the baseline

 Operate from a watershed
mindset. Consider the basin’s landuses,
point sources, tributaries, and the
mainstem’s entire continuum,
“Conserving a stretch of river” is an
oxXymoron.

* To gather diverse perspectives,
seek the advice of key watershed
stakeholders. This step also helps instill
a feeling of ownership of the baseline
throughout the communiry.

* Build outreach into the baseline

 project. During data collection, recruit
landowner volunteers to work under

| your supervision, offer in-stream classes
| to local schools, and issue press releases.
While requesting permission to access
river sites, teach landowners abour the
river and your baseline project.

* Avoid reinventing the wheel by
reviewing pre-existing informartion.
Studies, dusty data files, and knowl-
edgeable people will help you make the
most of scarce resources.

¢ Include estimates of

discharge volume,

| preferably in sufficient

| detail to allow

plotting the stream’s
hydrograph.

Mount gages at i

several fixed e
p— $8é1 a3 nn
a
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(1) Consider relevant laws such as
your stream’s highest designated use and
its water quality standards.

(2) Create a list of candidate
; parameters via brainstorming. Use

manudls, catalogs, and your personal
knowledge of the watershed.

(3) From the above list, prioritize
parameters based on current
and anticipated stressors,
For example, an
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A map of your watershed will help you
design your baseline project.



agricultural watershed in the path of
urban sprawl should be studied for
currently relevant variables (e.g. total
nih’ogcn) as well as variables that could
be important in the future (e.g. toral
residual chlorine).

(4) Measure variables that indicate
the status of a variety of fundamental
ecological functions, such as riparian
and in-stream habitats and physical,
chemical, and biological indicators of
water quality. Also, record subjective
impressions.

(5) Avoid the tempration to measure
a variable just because it's cheap or
someone has donated the equipment.

Tips for collecting the data

* Avoid collecting data without
knowing how you will eventually
analyze them. For example, consult a
statistician to avoid surprises brought on
by unmet assumptions.

* Randomize sampling through
space and time as much as possible. You
want a snapshot of the overall system,
not just the details of selected areas of
concern,

* Maximize acceptance of your
findings by adopting the following
procedures:

(1) Adopt a quality assurance plan.
For example, analyze duplicates, splits,
and knowns every 20th sample.

(2) Use EPA-approved techniques.

(3) Earn certification from your
area’s laboratory certifying group, e.g., a
state agency's laboratory certification
program.,

* As an alternative to investing in
the above three procedures, hire a local
laboratory that meets these standards.

* Fund the baseline project from
diverse sources. Donations from

Teach in the field. Strive to make every
| sampling trip a [em‘ning experience.

‘ riparian landowners, local businesses,
and state agencies, grants from founda-
tions, and proceeds from special events
all demonstrate broad-based support.

* Adopt a formal procedure for
training people who will be collecting
data and samples. Seek the help of an
| outside expert.

* Map the watershed. At a mini-
mum, include the river’s maintstem and
tributaries, and its watershed boundary.
Also consider including towns, county

lines, roads, power lines, and other
| useful landmarks.

* Key all data, observations,
calculations, and derived estimates to a
location and a time. | used river
kilometer and date to create a unique

| number that allowed me to trace every
finding to a specific site visit. For

hoto: Beth Maynard Young

i
|
|
|
T
\
|
|

example, “CR87.5-062090" identifies
information gained during, or as a result
of, my visit on June 20, 1990 to a site
87.5 km upstream of the Cacapon
River’s mouth. Consider using a global
positioning system,

* Use a checklist. Include spaces for
equipment (e.g., pH meter), supplies
(c.g., calibration standards), and
personal items (e.g., toilet paper). Using
a word processor, maintain an evolving
checklist laid out according to an
efficient work flow.

* Allow space on your darta sheets to
include metadata (e.g., date, names,
calibration readings), subjective
impressions (e.g., “awfully dry”), and
the quantitative darta (e.g., pH=7.8).
Gather ideas from published examples
of field dara sheets. Like the checklist,
allow these forms to evolve. After all
dara are in, staple together the check-
list, data sheets, and lab bench sheets for
that particular site-time visit.

* Never trespass. In descending
order of preference, obtain permission
from landowners by contacting them
face-to-face, over the phone, or via the
mail. Think about how you would want
to be treated.

* Teach in the field. Strive to make
every sampling trip a learning experi-
ence for a volunteer, college intern, local
high school class, or reporter.

* Maintain reference collections.
Properly collect, preserve, label, and
store a small series of each taxon
sampled. Ask taxonomic authorities to
verify the scientific names of your
reference specimens.

* Avoid missing data. Not only do

some statistical software packages not
(continued on page 16)
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Photos /9 caany our inﬁmaon. Above: Aerial view of the apo River downstream Sfrom the comrﬁunity of Forks of .
Cacapon, West Virginia. The photo illustrates the two major land uses in the basin — forests and farms.

Maps, Data, & Timelessness: Assembling Your River’s Baseline

continued from page 15

handle missing data very well, buta
missing datum in the final document is
painfully distracting.

* Keep good records. For field notes,
use pencil on waterproof paper. Store
archived paper copies and backup
diskettes in a separate building.

Publishing the baseline

* Produce a timeless document. Your
baseline should create interest today and
serve as a tool 100 years from now.

* Include all quantitative dara,
preferably in one large appendix table.

* Place the baseline in several
contexts, including geologic; prehistoric,
historic, contemporary, and future;
regional and local; and scientific.

* Include maps showing all sampling
sites, sources of pollution, and major
human uses of the river.

* Write for two kinds of readers.
Your baseline report should be under-

standable to landowners, county
commissioners, and teachers. It should
also be scientifically rigorous enough to
dispel the skepticism of agency regula-
tors, a consulting chemist, and river
ecologists. In essence, create a user-
friendly baseline from scientifically
defensible data.

* Personalize the implications for
various types of river users, e.g., anglers,
bird watchers, kayakers, riffle-sitters,
riparian landowners.

¢ Use color photographs, graphics,
marginal boxes, pull-out quotes, and
other visual devices to convey your
information.

¢ Include a glossary (Did you know
the average person does not know what
“watershed” means?)

* Use both sides of the front and
back covers to pique curiosity, drawing
the reader into the document.
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* Distribute the baseline report to all
stakeholders.

To the extent that you design a
relevant study, collect valid data, publish
an engaging document, and get it into
important hands, you will create an
heirloom baseline that will help protect
your river for perpetuity. **

During 1988-93, Dr. George
Constantz produced Portrait of a river:
the ecological baseline of the Cacapon
River, considered by many to be a model
baseline. Currently, he serves as an
environmental resources specialist in the
watershed assessment program of the West
Virginia Division of Environmental
Protection.

Portrait is available for $5 per copy
from Cacapon Institute, R 1 Box 328,
High View, WV 26808. The Institute’s
second baseline report, of the Green-
brier River, will be published soon.




River Network Supporters

NEW PARTNERS

Mothers for Clean Waters, Inc., AZ

Big Chico Creek Watershed Alliance, CA
Friends of the Kern River Preserve, CA
Farmington River Watershed Association, CT
Indy Parks Greenways, IN

Harrods Creek Council, KY

Citizens for a Clean Tangipahoa, LA
Downeast Salmon Federation, ME

Institute for Agriculture and Trade Policy, MN
Keel Haulers Canoe Club, OH

Fans of Fanno Creek, OR

Greenbelt Land Trust, OR

Northwest Water Law and Policy Project, OR
Pacific Rivers Council. OR

Trout Unlimited - Oregon Council, OR
Delaware Riverkeeper Network, PA

Green Mountain Forest Warch, VT

Office of Environmental Education, WA
River Farm Land Trust, WA

Wyoming Outdoor Council, WY

RENEWED PARTNERS

Anchorage Waterways Council, AK
Clavey River Preservation Coalition, CA
Coastal Watershed Council, CA

Friends of the Napa River, CA

Friends of the River, CA

Friends of the Tuolumne, CA

Matrix of Change, CA

South Yuba River Citizens League, CA
Forest Song Associates, CO

Urban Edges Inc, CO

Housatonic Valley Association, Inc., CT
Friends of Myakka River, FL

The Chattahoochee Riverkeeper, GA
Upper Chattahoochee Riverkeeper Fund, GA
Henry's Fork Foundation, ID

Idaho Rivers United, 1D

Central States Education Center, IL
Friends of the Fox River, 1L

Kentucky Warerways Alliance, KY
Chicopee River Watershed Council, MA
Deerfield River Watershed Association, MA
Massachusetts Watershed Coalition, MA
Friends of the Presumpscot River, ME
Friends of the Rouge, M1

Huron River Watershed Council, M1
Friends of the Mississippi River, MN
Rivers Council of Minnesota, MN

StreamTeach, Inc., MO

New River Foundation, NC

River Keepers, NC

Amigos Bravos, NM

Rio Grande Restoration, NM

Truckee River Yacht Club, NV

Chagrin River Land Conservancy, OH

Loveland Greenbelt Community Council, OH

Rivers Unlimited, OH

For the Sake of the Salmon, OR

Johnson Creek Watershed Council, OR

WaterWatch of Oregon, OR

Willamerte Kayak & Canoe Club, Inc., OR

Allegheny Watershed Network, PA

Texas Rivers Protection Association, TX

Urah Rivers Council, UT

Opequon Watershed, Inc., VA

Potomac Conservancy, VA

Friends of the White Salmon - Trout Lake
Chapter, WA

Rivers Council of Washington, WA

Water Tenders, WA

Fox-Wolf Basin 2000, W1

Sierra Club - St Croix Valley Interstate Group,
W1

Cacapon Institute, WV

West Virginia Rivers Coalition, WV

NEW & RENEWED ACTIVIST MEMBERS
Beth, Young, AL
Brian Stark, CA

Jim Morris, CO

N. LeRoy Poff, CO
Edward Graham, DC
Jeff Bournes, GA
William Straw, GA
Gretchen Bonfert, IL
Marion Stoddart, MA
Marilyn Shy, M1
Vordyn Nelson, MI
George Espy, OH
Teresa Staats, OH
Ron Flanagan, OK
Craig Harper, OR

Liz Callison, OR
Robert E. Hughes, PA
CIiff Ernst, TX
Hervey Scudder, VT
Terri Schwiesow-Banick, WA
Mary Pat Peck, WV

NEW & RENEWED AGENCY MEMBERS

USDA Natural Resources Conservation Service,
co

Massachusetts Executive Office of Environmental
Affairs, MA

Connecticut River Coordination Office -
USF&W, MA )

Oklahoma Scenic Rivers Commission, OK

Essex Region Conservation Authority, ON

DONORS*

Gilbert Butler

Jered Cargman

Thomas & Kate Chappell
James E. Coleman, Jr.
Camron Cooper

Parricia Dougherty

Steve Dougherty

Marta Drury
Environmental Federation of Oregon
Bruce M. Hall

Nancy Harris-Campbell
Andrew E Held
Margaret R. Jones

John M. Kauffmann

Ben Kennedy

Robert Lenzner

Kenneth R. Margolis
Annie B. Mize

Tim Palmer

Patagonia, Inc.

Sandy Polishuk

Margaret Y. Purves
Recreational Equipment, Inc,
Philip Smith

Dan Valens

Lindy Walsh

David R. Wilkins

Wendy Wilson

A special thank you te River Magic, Mark Dubois,
Nancy Harris-Campbell, Dick Linford, and
ECHO: The Wilderness Company, for making our
Rogue River benefit trip so successful.

* Individuals, corporations and organizations that have
recently contributed $100 or more to River Netwaork,
Foundation contributors are listed once a year in our
annual report.
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Tools to help your organization be more effective!

JoIN THE B PARTNERSHIP

B Fundraising Assistance ] River and Watershed Information [J Networking J| Mini Grants

River Network Partnership Benefits

Joining the Partnership gives your organization access to a wealth of information and services, including:

PUBLICATIONS
BY RIVER NETWORK

River Voices

River Network’s journal. Published four times a year,
cach issue provides river activists with in-depth cover-
age of a different river and watershed conservation or
organization-building topic. Partnership includes one
subscription — a $35 value; additional subscriptions
for your board of trustees are available at a discounted
price of $10 each.

River Fundraising Alert

Each issue focuses on a different fundraising topic, and
is chock-full of helpful tips, case studies, and up-to-
date information on potential funding sources. Four
issues per year, Partnership includes one subscription
— a $35 value; additional subscriptions for your board
of trustees are available at a discounted price of $10
each.

How to Save A River:

A Handbook for Citizen Action

A River Network publication by David Bolling. Pre-
sents in a concise and readable format the wisdom
gained from years of river protection campaigns across
the U.S. Partners receive one FREE copy of this invalu-
able resource — a $17 value; additional copies are
available to Partners for only $12 each. (Island Press,

1994; 300 pages)

Special Discounts

In addition, all River Network Partners receive a dis-
count of at least 20% on all River Network publica-
tions. Contact us for a complete list.

NETWORKING
INFORMATION & ADVICE

Fundraising Assistance

Partners receive River Network’s annual Directory
of Funding Sources for Grassroots River and
Watershed Conservation Groups (valued at $35).
Upon request, we can provide model fundraising
documents and how-to references, and
information on local fundraising opportunities, as
well as one-on-one fundraising advice. River
Network also provides Partners with timely
information on current funding opportunities,
and notices of fundraising training workshops.

Access to the River Source Center
Upon request, Partners can receive assistance on
conservation and organization-building issues:
referrals to experienced river advocates and
volunteer specialists; issue research assistance;
written references and how-to materials; sample
materials from other organizations; and one-on-
one consultation with the River Network staff via
a toll-free call or email.

Action Alerts

& Special Invitations

Periodically, River Network hosts events such as
Regional River Rallies and fundraising
workshops. Partners receive advance invitations to
these, as well as information on workshops
sponsored by others, and, when appropriate,
river-related action alerts from national or
regional conservation organizations.

”We really

do appreciate
your support
and excellent
publications.
~ Best $100
we've spent.”

Steve Harris
Rio Grande
Restoration

s

can pick up
the phone and
say, Help!
and get it right
away. Our
organization
has never had
a better
friend.”

Joy Huber
Rivers Council

of Washington
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By joining the River Network Partnership,
we can help you navigate your river work

e
o Since 1988 River Network has helped hundreds of river and
watershed conservationists. Our vision is to have vigilant and
effective citizen watershed organizations in each of America’s
2,000 major watersheds. Helping river and watershed
organizations through the Partnership is one strategy for
making our vision a reality. Let us give you the too%syyou need

to be effective in your watershed.

’ \S Here’s some feedback from River Network Partners:
W E “Everything we have
received from River N
S Network—the Fundraising
"I could not have founded Alert, the special B i “Havina River Network
this organization without | publications—have been - ;
the technical assistance xt ly helpful, ? avai{ablefor r:Idwce
extremely helpful, and information on
dridgorderet provisgie gy “River Network has fundraising and other
encouragement | have | practical information we saved me endless hours issues has made my job
received from River badly need and can put to of research time.” easier.”
et el Fred Miller, Nine Mile '
Nancy Jacques Kevin Bixby, SW grcek Czr;lscrv;rion C]m:qf;]l\y.f:}:}fﬁgfﬁ;,cr‘
Colorado Rivers Alliance Environmental Center, NM Council, NY GA

Partnership Dues

Joining the River Network Partnership is one of the best investments you can make in protecting your
river and its watershed. You'll receive valuable publications (a $122 value), plus one-on-one advice and the
opportunity to network with hundreds of like-minded river and watershed conservationists from across

the country.

Citizen led, river and watershed conservation organizations* are invited to join *Individuals and

as River Network Partners. Dues is based on your organization’s annual budget: ~government agencies are
invited to join as River

Budge Dues Budger: Network Members.
$0 - $20,000 $60 $ For more information
¥20,001-3100,000 FiED Amount dues enclosed on membership
$£100,001 - $200,000 $200 categories and benefits,
$200,001 + $300 $ contact River Network.

- NAME EMAIL

- ORGANIZATION

- ADDRESS

- Crry STATE Zip PHONE (__)

- For more information contact: River Network, PO. Box 8787, Portland, OR 97207-8787 (503) 241-3506 rivernet@igc.apc.org

RIVER VOICES « FALL 1997 19



NONPROFIT :
US POSTAGE |
PAID
PORTLAND, OR ‘
| PERMIT NO. 3470

PO. Box 8787
Portland, OR 97207

ADDRESS CORRECTION REQUESTED

Is your river
group listed in the
1998-1999 River
Conservation
Directory?

River Network, in cooperation with the National Park

Service's Rivers, Trails and Conservation Assistance
Program, is producing the 1998-1999 River Conservation

1998-1999

River Conservation Directory. It will include more than 3,000 organizations whose
primary purpose is river and watershed conservation.

Directory
We need your help to ensure the directory is accurate and
Produced by complete. If you have not yet contacted us, please give us a call
at 1-800-423-6747 ext. 20 and make sure your group is included

River Network . i/ €
andd vl and the information is correct.

Department of the Interior
?\mom Park Setvice Act now, the Directory goes to print in mid-January 1998.

Rivers, Trails and Conservation Assistance




