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Today’s presentation is on developing partnerships to more effectively clean up and restore watersheds impacted by abandoned mines.It was developed by the Federal Mining Dialogue’s Watersheds and Partnerships Working Group.  The focus of the working group is to create and share materials that may be useful in developing and maintaining partnerships. At the end of this presentation, there will be links that will connect you with additional tools and resources the group has prepared. 



TRAINING OVERVIEW

Benefits of Using Partnerships to Address Abandoned Mine Lands (AMLs)

Identifying Partners

Developing and Maintaining Relationships

Defining Success/Developing Shared Goals

Celebrating Success
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The purpose of this training is to provide an overview of the benefits of developing and utilizing partnerships in cleaning up and restoring watersheds impacted by abandoned mine lands. In addition, we will discuss how to identify partners and begin developing the relationships. You will learn the importance of, as well as how to begin developing shared goals and defining what success may look like with your partners.We will also discuss ways to maintain partnerships as well as ideas of how to celebrate successes in a way that continues to deepen relationships. 



BENEFITS OF USING PARTNERSHIPS Developing Watershed 
Partnerships
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This section will discuss benefits of partners



BENEFITS OF USING PARTNERSHIPS

Allow for a more holistic and comprehensive approach to cleanup and restoration

Enhance relationships between agencies, and the community
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Often, abandoned mines impacting a watershed are spread across jurisdictional boundaries.  Sometimes there are multiple federal land owners, in addition there may be state and/or private land that is impacted. By working together, the different land owners can develop a more holistic and comprehensive approach to cleaning up and restoring the watershed.  For example, if the land owner upstream does not clean up their sites before a downstream land owner, there is a risk of further contamination to the cleaned up land. There are opportunities to increase the efficiency and reduce costs. Efficiencies can be gained throughout the life cycle of the project from sharing data to deciding how to sequence work to be most effective. This presentation is the result of interviews with federal and state government employees, as well as employees from non-governmental organizations and academic institutions who all believe in the benefits of partnerships. 



IDENTIFYING PARTNERS Developing Watershed 
Partnerships
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This section will discuss how to identify partners



IDENTIFYING PARTNERS

Who are your neighbors?

Are there any watershed groups already established?

What are the impacts, and who may be concerned?
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Some ways to identify partners may be obvious, others may not.  It is important to gain an understanding of who the neighbors  are in the watershed.  Are there other federal or state agencies who own the land? Is there private land that has been impacted as well?  You may want to speak to colleagues in your office to determine if relationships have already been established with neighboring land owners, or if these will need to be formed.Identify if there are any watershed groups or friends organizations that have already been established that focus on the watershed. If they exist, you may want to ask your colleagues about whether or not relationships have been established with the group(s). In addition, consider the impacts and who may be concerned or interested in working together. For example, non-governmental agencies that focus on a species that has been impacted by the contamination in the watershed may be interested in participating in the cleanup/restoration efforts. There may be a local university that would be interested in having students gain hands on knowledge as volunteers. During this process you may identify people or groups as potential partners that have a negative history with your agency or working together on the watershed. Consider this as an opportunity to overcome previous issues and offer them a seat at the table. The tools discussed in the next section may help you move towards a future working together.  



DEVELOPING AND MAINTAINING 
RELATIONSHIPS

Developing Watershed 
Partnerships
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This section will discuss ways to help develop and maintain relationships



DEVELOPING RELATIONSHIPS

Creating an environment for open communication and transparency

Develop an understanding of roles and responsibilities, including relevant authorities

Partnerships are not one size fits all, and may vary on the need for formal 
agreements
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Successful partnerships are built on open communication and transparency. Be transparent about limitations and constraints. Spend time talking about roles and responsibilities, and authorities that the different organizations are working within.  This can help reduce confusion as well as supporting expectation management. In addition, there may be opportunities during these discussions that the group can identify potential gaps in holistically addressing the watershed based on each other’s authorities and limitations. This can also provide an opportunity to consider whether other partners may be useful to add to the group. Discuss the decision making processes and be clear about the role partners can plan in that process. Waiting to have those conversations until decisions need to be made may lead to misunderstanding and negative impacts to relationships at key points in the cleanup / restoration process.Provide opportunities for partners to express their concerns and needs. Creating a forum that partners feel that they can be heard is important.  Remember, as you develop your partnerships, they are not one size fits all. The partnership will be set up and scaled based on the complexity of the site, and interest by stakeholders. Determine early whether the organization can be managed informally, or if there needs to be a charter, or other formal type agreement used to manage the group and define roles/responsibilities. 



DEVELOPING RELATIONSHIPS CONTINUED

Developing a common understanding

Developing shared goals and timeframes
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Watershed partnerships are created because there are many different individuals and groups who are interested in the health of a watershed. Each partner may have a specific interest, such as a geographic location within the watershed, recreational activity or a particular species. Not everyone will come to the table with the same understanding of the problem, or the same goals. It is important to develop a common understanding through sharing of information and talking about concerns the different partners have identified.  By educating each outer about concerns and areas of focus, there will be a more thorough understanding of the problems to address. Once there is a common understanding it is important to develop shared goals and timeframes. We will talk about ways to develop these and things to consider in the next section. 



MAINTAINING RELATIONSHIPS

Providing opportunities for continued communication/collaboration

Overcoming turnover of key members
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For partnerships to be successful, there needs to be opportunities for continued communication and collaboration.  Strong relationships are the key to success. Opportunities to meet in person, especially at the site are very helpful in developing relationships. Technology can provide useful ways to meet and work collaboratively, but in person discussion supports the development of stronger working relationships. Often, the side conversations that take place while getting to know each other, are the glue that helps create stronger bonds. In some instances project managers are not located near the watershed. When possible, identify a local point of contact that can be more accessible in person to the local partners who can provide additional support to the project manager. It is difficult to overcome turnover of key members. When possible, encourage each group involved in the partnership to have at least two participants to smooth out the impacts of turnover. In addition, it is recommended that the partners demonstrate the value of the partnership to their leadership to make maintaining an organization’s involvement in a partnership a priority during staff turnover. 



MAINTAINING RELATIONSHIPS

Dealing with difficult conversations

Resources that are available
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Sometimes there are difficult conversations that need to occur. They may be with one partner, or it may be with the entire group. You may find it helpful to work with a facilitator, and invite them in to be a neutral party that can support the group navigating through difficult issues.Even if you are comfortable facilitating meetings, sometimes there is a benefit of having someone who has no stake in the conversation lead the meeting. If you know that an upcoming meeting may have a difficult conversation, you can ask the group if they would feel more comfortable having a neutral facilitator. Offering this type of additional support to the group demonstrates that you understand that the topic(s) is difficult and want to set up the group for success.If they express the desire to have one, it does not mean that they have any doubts in your skills as a facilitator, or do not trust you. It means that they appreciate you being open to having help, and are concerned about the difficult nature of the conversation too and want the group to be as successful as possible. Most federal agencies (and some state agencies) have a program that specializes in alternative dispute resolution. Often, these programs can provide support with mediation, facilitation, and training services. The links at the end of this presentation have places to find support as well as training to boost your facilitation and partnership development skills. 



DEFINING SUCCESS AND DEVELOPING 
SHARED GOALS Developing Watershed 

Partnerships
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This section will provide more information on how to define success and developing shared goals. 



DEFINING SUCCESS AND DEVELOPING SHARED 
GOALS
Provide time and space to talk about individual goals and what success means to the 
different participants

Identify common themes amongst the individual goals

Work together to determine shared goals

Determine what success means with the shared goals

Monitoring and documenting conditions needs to be a priority
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Partnerships are strengthened by developing and embracing shared goals. In order to develop shared goals together, you need to allow for time and space to learn about individual goals and what success means to the other partners. Ask the group to keep track of themes they hear repeated in addition to doing this yourself. Do not try and rush through this process. There may be interests and concerns that your agency is not aware of but is important to the community. Letting people express their concerns, goals and what success looks like to them allows for a more complete understanding of what the groups’ interests are.  Talk about the common themes and work towards a consensus of the priority themes. Spend time discussing the different goals that the different partners spoke about and work towards building shared goals.It is important to consider what success looks like. How do you know when goals are met. The time spent scoping and getting clarity on where the group is going will help you avoid unnecessary hurdles in the future. Once you identify what success looks like in achieving shared goals, you need to figure out how you are going monitor and document conditions. Monitoring and documenting the changing conditions is necessary to know the current status and how far along you are to meeting the shared goals. 



DETERMINING SUCCESS AND MEETING SHARED 
GOALS
Determine roles and responsibilities

Keep each other updated on progressm

Goals and time frames may need to be updated throughout the process
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It is important that everyone know what they are responsible for. The less ambiguity that exists, the more effective the partnership. Remember to be transparent about limitations, constraints and challenges encountered in meeting goals. Keep each other updated on activities through regular conversations and meetings. When there are snags, such as a delay in getting a contractor on board, let the group know. By keeping each other updated on activities, and potential delays, you can try and minimize the impacts to others in the group.It is possible that the initial goals may need to change, or the timeframes for completion may need stretched out. Share with the group the challenges and try and work together to come up with a new solution. If goals or time frames need to change, it is important that the group understands why and is a part of the development of the updated goal/timeframe to maintain their buy in to the larger group. Partnerships allow for multiple perspectives and ideas for problem solving.  Encourage creativity of solutions.  Be open to changes in direction and differing opinions.  While the conversations may be uncomfortable at times, working through them will help support the development of holistic solutions and creative problem solving that may be necessary as you work to achieve the group’s goals.  



CELEBRATING SUCCESSES Developing Watershed 
Partnerships
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This section will talk about the importance of and ways to celebrate success



CELEBRATING SUCCESSES

Recognizing and celebrating interim milestone completion

Recognizing partners 

Celebrating completing long term accomplishments
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It can be easy to focus on the end goal and forget to recognize the interim milestones that have been accomplished along the way. It may take many years to complete all of the work planned in a watershed. Pausing to reflect on the accomplishments can be an opportunity to reinvigorate the group, strengthen relationships and feel like the next steps are more doable. Identify ways to recognize your partners efforts. Even if your agency may have done the bulk of the work, it is possible to find a way to connect an effort that one of  your partners was involved in as part of the effort. For example, did you receive data from a watershed friends group, or another agency? Did you get clean fill from a private land owners? If you spend some time, you can likely connect the success your agency had to one or more of the partners involved. Celebrate in a way that makes sense to the group. Think about how formal your group is, and what would mean the most to them. Also, consider applying for awards within your agency. Having your agency recognize the importance of the partnership can provide lasting benefits.When the work is completed, remember that it is important to recognize each others efforts. If you have a strong partnership, the group is what helped you to get there. There will always be another project to work on. Take some time to document what was done, consider putting information in a newsletter or press release or other format that can be useful outreach for your partners as well.  
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