
ENVIRONMENTAL 
LEADERSHIP TRAINING 

Fall 2022

Unit 2: From Planning to Action

Presenter Notes
Presentation Notes
Thanks very much for coming. I’m [name] from [Agency]
The following is a six hour course, divided into three sections. Throughout, we’ll be doing activities in small groups or individually, to make sure this is as tailored to your situation as much as possible.
This training is geared towards people serving on town boards (CCs, PCs Selectboards or planning Depts.) and is focused on land use planning for natural resources.
Funding for this project came from the Northeastern Area State and Private Forestry Redesign Grant from the US Forest Service and the project was developed by the Vermont Natural Resources Council in collaboration with the Agency of Natural Resources. 
We call this course Environmental Leadership Training 2 and a certificate of completion will be given at the end for those who attend all 3 sessions.
Again thanks so much for coming, and please don’t hesitate to interrupt with questions
__________
Image notes: Photo credits: VNRC 





Get Organized

Presenter Notes
Presentation Notes
So, starting with Phase 1: Getting Organized. In this phase, we’ll talk about identifying a group to lay the groundwork for taking action.

Scheduled time for Section 6 & 7: 35 minutes



Step: Identify a group to lead the effort

Who should be involved?
 Existing groups plus other views

Why? The team:

Helps coordinate and 
collaborate…

…rather than persuade 
and convince. 

Presenter Notes
Presentation Notes
So, what group should lead the effort to pick tools that support natural resources? 
You probably already have groups like the planning commission and conservation commission that are doing a lot of this work. The actions you ultimately pursue will be more successful, though, if you bring additional people and perspectives into those set groups.
For example, think about also including:
A cross-section of decision makers
Business owners and property owners who are interested and might provide a different perspective.
Think also about engaging people with skills that will help: a good writer for communications, someone who’s comfortable talking to the press or speaking in public, someone who’s interested in mapping, and people who can help you connect to groups that don’t usually make it to public meetings.
Last but not least, think about how you can put together an inclusive group that also has good interpersonal dynamics. 
(Advance slide.) Why is it important to identify a specific group? It’s important because excitement about taking care of natural resources often starts with a small or specialized group, but you need the ideas and support of a cross section of the community to be successful. 
Working to include a broad range of people early on is a way to integrate viewpoints and cooperate from the start, so that you don’t end up passing the issue from group to group, and having to convince each other.  Instead, this allows ideas to be developed together. 




Step: Identify a group to lead the effort

Assess community 
readiness

 Identify the vision
 Involve a variety of 

community
members

Presenter Notes
Presentation Notes
Once it’s formed, the group starts by assssing, identifying, involving, and organizing.

Once you’ve formed a good, representative group, you’ll focus on several things:
Assessesing community readiness. This is an honest look at what the community is interested in.
Identifying needs, desired outcomes, values, and possible actions
Getting a variety of people involved and facilitates collaboration
Seeing it through by identifying actions and ways to complete them.









Step: Assess community readiness

Things to look at:
Community interest and 

mood
Community capital, 

strengths, and capacity
Communication culture, 

connection, trust

Take notes on the brainstorm for later referenceTIP

Check your assessment with other community 
members, and broaden core team if needed.TIP

Presenter Notes
Presentation Notes
After you’ve identified a team, the first thing they will do is assess community readiness. This step is a chance to take an honest look at your community’s strengths, challenges, leadership, and interests. This affects what you’ll tackle, and how. It’s an exercise in taking stock.
Community interest
Are people interested in these issues? Is there energy to tackle them?
What else is going on that might affect interest? Timing and mood really matter.
Think also about where your town’s been, and acknowledge where past actions might affect willingness to do certain things now.
Community capital and assets
What relationships are in place that would help with outreach as you talk about natural resources? Where are there gaps? 
Assets can also be historical events or shared experiences that are motivating. They are more than just money.  
Communication culture – Taking action also involves a lot of communication, so you’ll want to ask, how does information travel in your community? Do a lot of people use FrontPorch Forum? Facebook? Do people trust in person communication from friends more than email blasts or town newsletters? 

(Reference handout or website.)



Step: Identify need to be addressed, and 
natural resources vision you seek

 What is the need?
 What is your (broad) 

vision for success?

Summarize answers and use for sharing the ideas or 
as the basis for a later grant application.TIP

The town plan is a good resource.TIP

Presenter Notes
Presentation Notes
Assessing community readiness gives you an understanding of your context and where you’re starting from. Next, you’ll look at what you want to accomplish for your natural resources.
It may sound obvious, but it’s important to start by articulating what the need is.
Consider the health of the resource, how it connects to neighboring communities, and what threats there might be.
One thing to consider is that sometimes when you become aware of a resource, there’s a sense of urgency to take action. But what is really needed?
What outcomes do you want to achieve for your natural resources? In other words, what do you envision being different when you’re done?
What are your goals – what does success look like?
This step is important because it gets at why you’re taking action – what you want to be different. It’s important to be able to articulate this. The what – how you’ll do it – comes later.



Step: Sketch out a roadmap

• Community Heart & Soul Field Guide – Step 2
• Vermont Planning Manual

LEARN 
MORE

Presenter Notes
Presentation Notes
After you’ve assessed your community’s readiness, and identified goals and needs, the next step is to sketch the steps you’ll go through to choose actions.
I should mention that an “organizing roadmap” isn’t the same as the work plan that you’ll use to implement actions. This summarizes the other steps you’ll go through to choose the best natural resource solutions for your town.

It can be formal or informal, but is an important part of the process. Even if it is just a list, it helps set a timeline, and importantly, helps divide up the work, which can help the core members understand their roles and help people from getting burnt out.



‘It’s pretty clear what we need – why go 
through all these organizing steps?’

Presenter Notes
Presentation Notes
Why go through this whole “getting organized” process? It may sound like a little much. Especially in a small town, there is a sense that it’s pretty easy to know what’s going on, where various people stand on different issues, and what it’s possible to accomplish.
Still, it is worthwhile to examine assumptions during the assessment process, to try and take a fresh look at what the local climate and capacity are, and to get a sense of what’s possible.
It’s also a chance to stop and think about who else can be involved  so that you can reach more people – before specific solutions are chosen. 

In the process of getting organized, you may decide that the best action is to wait – the time may not be right to pursue something like this, for example, if your town has just done something and is burnt out on public participation. While we hope you agree that natural resources protection and enhancement can’t wait forever, there is something to be said for setting yourself up to succeed by being sensitive to the political scene and the mood of your town.

I’m showing this community capitol pyramid again as a reminder that the human and social capital that this work creates are the glue between the natural capital you have, and the built elements of where you live.



Getting Organized: Recap

What How Timeline?

1. Identify the team - Existing groups
- Variety of viewpoints

2. Assess community 
readiness

- Brainstorm
- Get feedback

- First meeting 
(brainstorm)

- Revise at 2nd meeting 
after getting feedback

3. ID needs, vision, 
network

- Brainstorm
- Get feedback

Same as above

4. Roadmap - Plan for next steps
considering readiness, 
needs

Second or third meeting 
of team

Presenter Notes
Presentation Notes
Here’s a recap of what we’ve just discussed – a suggested process to getting organized.
This process doesn’t need to take forever, but it is worth taking the time to form a core group, and taking the time for an honest assessment of readiness and needs. It can happen in two or three productive meetings.
It’s also a way to involve people early on.



Questions?

Presenter Notes
Presentation Notes
Photo: A. Wood (VFWD); View from Killington Peak.



Essential skills - Communication and Participation 

Presenter Notes
Presentation Notes
Next I want to provide an overview of communication and participation. 

Active communication and participation are essential for developing ideas that fit your community, and for overall success.

The point I want to leave you with is that it involves more than just meetings, and it happens more than once.

Scheduled time for sections 6 and 7: 35 minutes
____________
Image note:
Note: Much of the content in this section is adapted from the state of Vermont’s Planning Manual. http://accd.vermont.gov/sites/accd/files/PlanningManualModule1low.pdf



Connecting, not just informing

What’s neededWhat’s required

Presenter Notes
Presentation Notes
The reason to think about communication and participation is because it helps you connect with people in the community. 

Real participation is different than the public process that’s typically required: Newspaper notices for public hearings are rarely read…
Use the paper and online media like FPF but find ways to go beyond this form of “passive communication” 

At the end of the day, giving “notice” isn’t participation – it’s informing someone that something’s happening, which is different than a real exchange of information.

Instead provide multiple and different opportunities to participate meaningfully in the process – set these up to happen early and often!

It takes work, but that work can pay off.
_________
Image note: Source: VNRC.




Participation doesn’t happen just once

 Generate new, more, 
and better ideas

 Build community 
understanding and 
support

 A way to engage and involve people
 Build trust and credibility

Presenter Notes
Presentation Notes
Participation and communication should be woven throughout the process, which is why we suggested including it in the “getting organized” roadmap.

There are a lot of good reasons for putting the time into communicating and getting people involved: For example:

Connecting with a wide range of people is a way to generate new, more, and better ideas – which will be more likely to be supported than if you just present an idea to people.

The process of reaching out can help build understanding and support for whatever you are working on. At the same time, you can learn about what the community is interested in and ready for.

Communicating about what is happening with your project is also a way to build trust, transparency, and credibility, and this is essential.






Who’s 
connected? 

How?

Tree Committee

Energy Committee

Fire Department

VAST

Senior Center

Service Clubs

Faith Groups

Youth
Groups

Business Owners

Anglers
Schools

Municipal Boards

What does your community network look 
like?

• Expand core team
• Verify assessments
• Spread the word

Town Officials

Presenter Notes
Presentation Notes
Successful participation and communication require connecting with a broad range of people, so understanding your community network is important. 

Identifying who’s in your town, and how they are connected, allows you to think about the best ways to reach those groups, especially groups that don’t usually participate – think of the vulnerable folks in your town, low income people, seniors with limited mobility & less tech familiarity and parents who just don’t typically have the time to participate in town planning. 

Start by brainstorming what groups there are in your community. This is something your team can do together. Once you have identified your network:
You can use the network to brainstorm and identify any gaps (ADVANCE SLIDE) in your core team, and then invite more people to participate.
You can use people in the network to help verify (ground truth) your assessment of community readiness, to make sure you are on track.
You can ask for their help spreading the word about your outreach events.

Always ask: “Who else should we be talking to?”

Finally, think about method of communication. Email is good, but phone is best. If possible, reach out in person

________________
Think broadly – In Hubbardton, VT, the Hubbardton Battlefield Association became a champion for wildlife when it incorporated wildlife into the property’s management plan and promoted wildlife-related educational programming at the historic site.









What makes people want to engage?

They want to…
• Make a difference
• Know their efforts won’t be

wasted
• Be part of a successful

enterprise
• See concrete results
• Build relationships
• Learn and be challenged

Does your town provide these opportunities?

Presenter Notes
Presentation Notes
As you’re thinking about outreach, communication, and local networks, it’s also useful to think about what motivates people to get involved. 

Most people want to: (Read list.) Hopefully, this list resonates with all of you and probably ties into why you registered for this training. 

As you can see, it’s not just that people want to let their opinions be known. People want to make a difference or a connection in their community.

Think about how or if your engagement process answers these different needs. (ADVANCE SLIDE) If it doesn’t, what might you change?

For example, if  you are recruiting a new member, be clear and lay out the time expectation, the near-term goals you’re working towards, and how they will plug into larger efforts. 
_________________________________
Slide concept and text courtesy of the Vermont Agency of Commerce and Community Development.



Start with a celebration

• Guided tours or outings
• Walks and talks
• Events (food!)
• Photo contests
• It’s ok to have fun!

Presenter Notes
Presentation Notes
To reach the people identified in your network, you’ll need a range of approaches. Celebrating where you live is the best place to start.

People’s connection to where they live is extremely powerful. 
Activities that connect people to that place, or celebrate things about it, are a great first step for generating interest in what you’re doing. 
Celebrating place also helps people identify or confirm shared values.
It is also a way to reach out beyond the “choir”

Another benefit of doing this is that it emphasizes what people have in common. All too often it’s easy for discussions about change to become about “us vs. them”, so start by sharing your place and seeing what values people commonly enjoy. Work to find the common ground 

What can “celebrating” include? [Read list above.]
___________
Image notes: Top image (canoes) by Jon Kart. Bottom image (dancing) – via Creative Commons.



• Web, email
• Social media
• “Old” media
• Webinars
• Focus groups and surveys
• Talking to people
• Hands on activities, like mapping

Ways to get the word out and gather input

Vermont Planning ManualLEARN 
MORE

Presenter Notes
Presentation Notes
Next you want to think about how to connect with people.  There are many ways to get the word out and gather input, from traditional approaches like meetings and surveys, to more outside-the-box ideas like photography contests, or chalkboards around town that pose a question. 

We already talked about community networks as a starting place. Other methods include:
Web and email outreach
Social media – it can be great for getting the word out, but isn’t always the best way to solicit input.
“Old” media – like postal mail and newsletters, newspapers, radio
Webinars
Focus groups, surveys, meetings
Talking to people
Hands on activities like mapping and organized brainstorming sessions 

These are just a few ideas, but you can find a helpful summary of different approaches in the Planning Manual, That is a link in this week’s homework assignment. 

Note: Add information with more information on different approaches to communication. Use Orton resources where suitable. Reference and maybe excerpt pieces of the Planning Manual, pending permission from John Adams and Faith.



Meet people where they are

• “Dump and Donuts”
• General store or gas 

station at 6am
• Farmers Markets
• Existing meetings and 

events, including 
working with town 
boards

Presenter Notes
Presentation Notes
There is also a lot to be said for meeting people where they are. That is an excellent way to help connect with people of different ages, from different parts of town, from different economic and political backgrounds. 

For example:
You can set up a table at the transfer station on Saturday morning
You can have volunteers take turns hanging out at the local store or gas station in the morning (in the tradition of a cracker barrel)
Farmers Markets tend to draw a lot of people
And of course there are existing meetings and events, like Rotary, school organizations, faith groups, clubs…

Meeting folks on their “home turf” lends itself to a more open-minded conversation. Folks appreciate when you take the time to come to them. This dynamic is much more inviting compared to a monthly night meeting following Robert’s Rules.
_______________________________________




New Tools to reach People

Using the best of  online tools to move forward

Presenter Notes
Presentation Notes
During the past year, many of us have learned how to connect online using Zoom, Teams, and other interactive platforms. 

Many people who might not turn out at a public meeting, might be inclined to Zoom-in from the comfort of their home.
 
Moving ahead, we can take what we learned about digital engagement, use the best of these tools as part of our communications/engagement toolkit. 

For greatest participation use the full mix of in person/online/and hybrid meeting opportunities 



Presenter Notes
Presentation Notes
Next, I’ll share a few examples from towns around Vermont.
In Bolton, the town made the first meeting for town plan rewrite into a pizza party, bringing in about 50 people!
They held neighborhood meet-ups to check in with local groups (in 4 different locations around Bolton)
Town also put on an art contest “The Spirit of Bolton Art Contest” to engage townspeople in the planning process. Winners have artwork published in the town plan!

From Pizza Party To Art Contest, Bolton Innovates To Involve Residents In Town Planning | Vermont Public Radio (vpr.org)



Presenter Notes
Presentation Notes
Here are two entries from that art contest. 
Boulders and Bears – capturing some of the unique geology and wildlife habitat in Bolton. 

I love this youth entry titled “Bolton Streams are Awesome”, noting ice patterns on a winter stream

Bolton school has a "town planning curriculum" they really strive to get educated their students engage them at a young age. 



Example: how participation affects success

A success story

Hartford

Town 
Plan 

Update

Zoning 
Update 

???

PROCESS

Presenter Notes
Presentation Notes
In the town of Hartford, the town plan hadn’t been updated in a long time, and zoning bylaws hadn’t been updated in an even longer time. (ADVANCE SLIDE) 

Residents were feeling high development pressure, and fear that the things they loved about their community were disappearing with the rapid growth. 

	It had come up that rural areas and urban areas were largely treated the same, which restricted density growth in the village centers while pushing it to rural areas. 

There were all these questions about how to address it, perhaps with a zoning update, and they felt like they needed a better process to delve into this. 

__________________
Problem:  Town (master) plan hadn’t been truly re-evaluated for a LONG time.  Zoning hadn’t been updated in an even longer time, and it had come up that rural areas and urban areas were largely treated the same, which restricted density growth in the village centers while pushing it to rural areas.  Development pressure in the area was extremely high, and many residents feared that the things they loved about their community were being eroded away with the rapid growth.  



Example: how participation affects success:  HARTFORD

Setting Up for Success

In Hartford, every Master Plan has its own Steering 
Committee.

Planning 
Commission

School 
Board

Historical 
Society

Chamber of  
Commerce

Select Board Housing 
Authority

Conservation 
Commission

Long-term 
Landowners

A finance 
person …and 

others!

Presenter Notes
Presentation Notes
Hartford set itself up for success by bringing in a diverse group to participate in a separate committee for the master plan update, they created a Steering Committee. 

Note that the committee not only includes a Planning Commission member, but also a Conservation Commission member, a Selectboard member, and then members from other important groups in town
School Board and Historical Society
Finance and Chamber of Commerce reps
Landowners and Housing Authority folks

_______________�They also included hand-picked individuals to represent particular viewpoints.




Example: how participation affects success:  HARTFORD

Community Visioning

Visioning sessions were held in 5 different parts of the town.

Public follow-up sessions focused on specific topics.

Rural 
character

Rural 
character Rural 

character

Rural 
character Rural 

character

Wildlife
Green 
Space

Economic 
Development

Villages

Presenter Notes
Presentation Notes
The town then held community visioning sessions in 5 different parts of the town. 
In ALL sessions, residents stated that they appreciated the rural character of the town, particularly when it also included urban and village centers.  
They wanted to maintain the rural feeling of the town, while also focusing on economic growth and health of the village centers.
And so, by strategically setting up this engagement and communication process, Hartford was able to reach more people from more walks of life to engage in envisioning the future of their town. 

Hartford creates a steering committee every time they rewrite their town plan. They meet people where they are at and make is easy for them to engage in the planning process.




Questions?

Presenter Notes
Presentation Notes
Photo: A. Wood (VFWD); Beaver wetland along Long Trail. 
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