
ENVIRONMENTAL 
LEADERSHIP TRAINING 

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 



TAKING ACTION

Presenter Notes
Presentation Notes
So at this point you know how your town plan connects to natural resources. You’ve mapped or inventoried the resources in your community. You also know about some of the options available to you.�Now, it’s time to move toward action. In this section we’ll provide information that will help make your job easier, including information about outreach and consensus building. �We also hope in this section we can provide a realistic idea of what taking action involves – especially when that action involves a change from the status quo.



Taking Action

• Get organized
• Communication and 

participation
• Identify community 

values
• Prioritize and choose 

solutions
• Design a work plan for 

taking action

Presenter Notes
Presentation Notes
First, we’ll talk about getting organized – which involves clarifying goals, and getting a realistic idea of local capacity and resources. Then, we’ll talk about communication and participation.Then, we’ll talk about how to identify community values that will inform your approaches.Next, we’ll talk about how to prioritize what resources you should take care of firstFinally, we will talk about developing a work plan to implement the actions you decide on.These are all important components of the process of moving from science to ideas to action. What I hope to do here today is lay out some of the key concepts for taking action. We know that towns will take different approaches, and that’s fine, but we hope this will offer a framework.I should say that this process assumes that your town is starting from a place of wanting to do something around natural resources. This isn’t something you’d undertake to convince people that natural resources are important in the first place. Throughout all of your work, you need to gauge what your town is interested in and ready for.This approach to taking action is adapted from the Orton Family Foundations Community Heart and Soul Field Guide.



Prioritize and choose solutions

Presenter Notes
Presentation Notes
We’ve talked about getting organized and understanding values. Next we’re going to talk about how to prioritize important locations in your town, so you can then choose actions that help take care of the resources there.Prioritization is necessary because it allows you to take a big picture look at what’s in your community, and then determined what actually needs the most attention from an ecological perspective. One of the reasons this is useful is that sometimes the issues or resources we’re familiar with aren’t the ones that need the most attention.I’m going to outline a prioritization process you can use that integrates the natural resource data and community values we’ve been talking about, and then we’ll do an exercise.Scheduled time for Section 9: 30 minutes___________Image credit: Jens Hilke, Vermont Agency of Natural Resources.



• Which landscape-scale elements are essential for 
ecological function?

• Where are important community and species scale 
resources located?

Maps and data: a starting place for 
prioritization

Presenter Notes
Presentation Notes
We know that sometimes the data alone indicate standout natural resource needs, so our discussion of prioritization is going to start with a discussion of mapped data. Then, we will talk about how to integrate community values.“Frontloading” maps and other data in discussions about prioritization can help show which resources and locations are most vulnerable to change.To figure out exactly where you should focus first, we’re going to talk about how to identify two types of priority locations based on their scale. (We’ll talk more about specific components later.)The locations of the landscape scale features that are most important for ecological function. [These are features like interior forest blocks and riparian areas, and provide the foundation for everything else.]The locations that are most important in terms of species and natural communities. [These are discrete features like wildlife crossings, and rare species.]This is only a suggested prioritization process, that we hope will help you decide where your local efforts will have the greatest positive impact. We also hope it will help you blend science and community values.



Six steps for prioritizing

DETERMINE ECOLOGICAL CONTEXT

1 2 3

Locate 
priorities 

at the 
landscape 

scale

Locate 
priorities at 
the species 
and natural 

communities 
scales

Identify 
important 

components
within 

priority 
areas

DEVELOPING & 
CHOOSING OPTIONS

5 6

Establish 
options

Evaluate
and 

choose 
options

IDENTIFY 
AREAS OF HIGH 
PUBLIC VALUE

4

Identify areas of 
high public 

value

Presenter Notes
Presentation Notes
So, with that in mind – here is an overview of the six prioritization steps we’re going to talk about.We’ll be providing a brief overview, but this process is described in detail in a forthcoming publication called Mapping Vermont’s Natural Heritage.Advance animation to review steps.Even if you don’t take action right away, having a list of priorities – and a shared understanding of why different things are important to community members - will make it easier to sieze opportunities as they become available or as people are ready to do the work.



Step 1: Locate priorities at the landscape 
scale

 What? Physical features that are the foundation 
of a functional ecosystem.

 Why? Foundation must be intact for ecological 
function to continue. 

Presenter Notes
Presentation Notes
So, here we go. Your first step is going to be to locate priorities at the landscape scale. You will remember that we talked a lot about scale in NR1 – it’s an important concept because the scale of a resource affects how we plan for it.What are landscape scale features? Landscape scale features include forest blocks, connectivity (riparian and terrestrial), surface waters, and even the diversity of the underlying physical landscape – like the bedrock – since these are the basis for the different natural communities we have.Why is it important? It’s important because these features cross political boundaries and provide a foundation upon which everything else happens. Individual features – like riparian habitat, or rare species – are important too, but unless they have healthy surroundings they will not thrive.________Image note: Photos credit VNRC.



Step 1: Locate priorities at the landscape 
scale

 How?
BioFinder
Divides Vermont into 

“highest priority” and 
“priority” locations

These will be areas for 
avoiding fragmentation 
and protecting water 
quality.

The 
STAGE

• Geophysical
• Forest networks
• Aquatic Network

Presenter Notes
Presentation Notes
These landscape-scale features are mapped within BioFinder, which has been updated. They’re grouped into categories according to whether they are high priority, priority, or not. This helps focus on locations that are important for ecological function, rather than individual features.Now, you may notice that a lot of the state is covered with priority areas. This doesn’t mean that these areas are completely off limits. There are still many activities, like forestry and recreation, that can take place there AND maintain ecological function. Still, knowing about these priority areas is helpful because it points to locations to pay attention to when we’re planning for the best ways to use land.Does anybody have questions so far?____________Background: Vermont Conservation Design uses existing data and shows the places that state biologists and ecologists can say with confidence are the most ecologically important – the areas most needed to maintain ecological function into the future.



Step 2: Locate priorities at species and 
natural communities scales

 Why?
Smaller acreage, more 

vulnerable

 How?
Look at this layer for 

your town. 

Focus actions in high 
priority and priority 
areas

Presenter Notes
Presentation Notes
So, the ecologically functional landscape is the foundation. These landscape scale areas support much of Vermont’s biodiversity. Our next task is to look at the species and natural communities scale. These features are smaller, but they are important because they are specialized habitats that certain species rely on.Species and natural communities elements include features like wildlife crossings, wetlands, and mast stands. These are also on BioFinder.Why are these ares important?These locations aren’t any more or less important than the high priority and priority layers in Step 1. However, they often encompass a much smaller amount of acreage, which means they are more vulnerable. For example, losing a half acre from something that covers only one acre total – or even less – means that a whole species or a high percentage of a natural community can be wiped out.How to use the informationBecause these discreet areas can be quite vulnerable, they indicate places where it might be appropriate to focus strong protections – with stronger measures for the high priority areas.



Step 3: Identify components within priority 
areas

 What: Priority layers 
are made of 
“components”

 Why: Different 
components, 
different strategies.

 How: BioFinder 
Component Map

Presenter Notes
Presentation Notes
So, looking at high priority and priority landscape features, and species and natural community elements gave us a sense of locations that are ecologically important. The next step is to figure out what combination of components make up your priority areas -  like wetlands, riparian areas, etc. You can use BioFinder to do this, or refer to Mapping Vermont’s Natural Heritage. �You may find that there are some locations with more than one component present. When multiple components are present it’s likely that these areas have extra high value, and could be focal points for your efforts.Why? The components are not uniformly sensitive to human activity, so the component present in any given location will determine what solutions you’ll pick. For example, the function of an interior forest block is more vulnerable to negative impacts from development than the forest along the edges of the block. You can use the BioFinder component maps. The ANR Natural Resource Atlas also has layers you can look at that hightlight other “components” or factors that you may want to take into account, like the road erosion risk analysis layer.



Example: prioritizing local resources

Mad River Valley, VT

Tiered Ecological 
Priorities 

show how vulnerable 
different parts of the 

landscape are

Presenter Notes
Presentation Notes
Here’s an example that illustrates this idea of prioritizing using different scales. In the Mad River Valley, they used local data to create tiers describing ecological function, and identified priority areas.About the community: This project took place in three towns in the Mad River Valley: Fayston, Waitsfield, and Warren. The area has abundant forest, including pieces of the Green Mountain National Forest and the Camel’s Hump State Forest.What they did: As part of a grant funded project, the three towns received technical assistance to prioritize their local resources. They already had a detailed professional natural resources inventory. They used this local data to put together a map showing ecological function. They prioritized it into what they called a tiered ecological priorities mapWith ecological function taken into account, the “primary” areas, which are dark red, are those most likely to lose function if they change. Because of this, towns discussed prohibiting or limiting develompent in these areas.Then there are secondary and tertiary areas, which are less vulnerable to development. In these areas, the idea was that development should be clustered, and penetrating roads and other development into sensitive areas should be avoided.These were then used to ________. 



Step 4: Identify areas of high public value

Areas of High Public Value = 
Areas of High Ecological Value 

+
Areas of High Community Value

(OR)

Presenter Notes
Presentation Notes
Those three previous steps help us understand areas of ecological importance. But of course for any place, there’s more to it…The next step is to combine that data with information about your community’s values. The combination of the two tells you about areas with multiple values – what we call “areas of high public value.”Since we’ve been focusing on location, a good way to capture these different types of values is to use your natural resources maps and combine them with community values maps, and then note where there are multiple values present in a particular space or for a particular resource. But also note where there are disconnects, as well as how priorities may vary in different parts of town. This tells what is happening in your town, and where you might focus your efforts.By finding overlap between the locations with high ecological value and those with community value, many towns find that protecting ecological value is actually a step toward achieving other community goals. [Advance animation.]You may also decide that sometimes, areas with high ecological value are worthy of protection, or additional work, even if they weren’t also circled on the community values map. The opposite might be true, too: there may be areas that are so important to the community that you’ll prioritize them. In these cases, you may choose to identify “areas of high community value” that aren’t areas of overlap.



Aligning community values and natural 
resource needs

 Highlight science up 
front

 Recognize what’s 
guiding your 
decisions

 Incorporate and be 
sensitive to local 
climate, needs

Presenter Notes
Presentation Notes
You may wonder: what happens if the areas that are important to the community don’t overlap with the high priority ecological locations? For example, rare plants like this lady slipper rarely come up in community values mapping as something people value, even though science inventories tell us how important these are for maintaining biological diversity.This is an example where you’d want to use science to potentially inform community values by highlighting issues that aren’t always at the forefront.Even when science is up front in the conversation and the data indicates that certain things are important, a community may choose to prioritize other locations – and that’s fine. But, this process of looking at both community and natural resource values helps clarify WHY we are making particular decisions. Because as we said earlier, planning is acknowledging those tensions and making decisions with that awareness.



Step 5: Based on priorities, brainstorm a 
list of possible options

Municipal 
Plan

Things you 
haven’t 

thought of 
(yet)

Presenter Notes
Presentation Notes
The next step is to brainstorm a list of actions that you can take to protect and restore these areas based on what components there are. A good place to start is reviewing what options are available. Resources include:Community Strategies for Vermont’s Forests and WildlifeConserving Vermont’s Natural HeritageCommunity Planning ToolboxYour local planMapping Vermont’s Natural HeritageFirst, look at what components that are found in the priority areas. Then, make a list of actions that could support each of the components. When you create the list of possible actions, we recommend putting everything on the table that could help address your community’s natural resource priorities.Even if you don’t think a particular solution is possible for your town, put it on the list for now.



Step 6: Evaluate options & make choices

For each strategy, consider…
• Does it help the natural resource?
• Does it align with community values?
• How much effort will it take?
• Do you have capacity? 
• Cost?
• Who else can help? Opportunity to build on 

existing efforts?

Presenter Notes
Presentation Notes
After you’ve brainstormed strategies, the next step is to evaluate them.Does it advance natural resource needs? Would this strategy actually address the identified needs? Does it support community values? If so, it may garner more support.How much effort will it take to get it done? Be realistic.How much local capacity is required? What will it cost? Are there funding sources that you know of? It is important to have a realistic idea about this. Who else can help? Are there people available to help out?For locations in which more than one component is present, see if you can find strategies that will serve multiple components at once. And throughout, think about strategies that are compatible with the values of the community.Even if you have a gut sense of what solutions might work best, it’s helpful to evaluate solutions against specific criteria like these.First, it helps you look at the solution from all angles.Second, it shows how you arrived at the suggested solutions, and supports transparency.



Tools Does It Help 
the Resource? Cost Internal 

Capacity Effort
Align with 

Comm. 
Values?

Potential 
Partners

Build on 
Existing 
Efforts?

Walks/Talks Series Low/Med Low Low Low Yes
ANR, 
Master 

Naturalist 
Yes

Outreach to 
Landowners Low/Med Low Med Med Yes Coverts, 

Audubon Yes

Natural Resources 
Inventory Med High Med Med Yes

FWD, 
ACCD, 
Consult.

Yes

Establish Town Forest Low High High High Yes
TPL, Co. 
Foresters, 

ANR
No

Zoning High Low -
High** High High Depends RPC, 

ANR No

Subdivision High Low -
High** High High Depends RPC, 

ANR No

** Depending on if  you 
hire consultant



Work with public to develop 
and evaluate options

 Recap project, share priorities, get ideas
 Build on values – the why
 Brainstorm for ideas around those values
 Finalize recommendations
Communicate
Say how suggestions were handled and why –

transparency
Be open to ongoing feedback

Presenter Notes
Presentation Notes
Including the public in this process will help you get a better idea what’s feasible and will help generate support. It’s a chance to:talk again with people about what you’re doing and whyshare how you prioritized, emphasizing the range of natural resource and community valuesget new ideas – because after all, at the end of this you want a set of tools that make sense.One way to focus the brainstorming is to let people know about the variety of values you considered – what the data says, and what the community has said. It’s useful to emphasize what community members have said it’s important – not just why it matters to the people who’ve been working on it most.Since this is a brainstorm, not all ideas will be used. It will be important to let people know up front that ideas will be sorted based on their impact, feasibility, and other factors.When you’re evaluating the options, keep track of how they were evaluated. Even if you don’t use an idea, acknowledge it, and to be able to say why you didn’t use it. Be prepared to report out to the community on how ideas were handled and why. Concrete comments to responses go a long way.Lastly, the moment you’ve been waiting for, finalize the set of recommendations you’re going to move ahead with.



Questions?

Presenter Notes
Presentation Notes
Photo: A. Wood (VFWD) White Rocks/Mt Hunger
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