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Toward a Consensus

Cooperation and Consensus
Building: The Natural Resource

Management "New Wave"

An interesting series of changes is looming
on the horizon. On one hand we are seeing
a polarization of interests on natural resources
issues. In almost any newspaper or maga-
zine which you may pick up you will find the
evidence: Spotted Owl habitat vs old growth
timber preserves; public land grazing vs no
public land grazing by privately owned live-
stock; endangered "runs" of salmon vs hydro-

electric power and commerce ontheColumbia.
The list is seemingly endless. Our traditional
forms of natural resource management by
single disciplines leaves many resource man-
agers feeling unprepared and frustrated.

A faint echo of enlightenment may be sound-
ing however. One occasionally hears words
and phrases like "cooperation," "consensus
building," "conflict resolution," "win-win,"
"holism," and "integration." The Oregon
Watershed Improvement Coalition (OWl C),
and the Coordinated Resource Management
Planning (CRMP) are exciting exercises,
offering real hope for the future. Both
approaches take positive steps toward get-
ting ajob done so that everyone benefits. The
examples given tend to focus on rangeland
issues, but the principles apply equally to
water resources management, and indeed to
our personal as well as professional lives.

John Buckhouse
Dept. of Rangeland Resources

Oregon State University

Building Consensus -
The Oregon Watershed
Improvement Coalition

The people of the "Wild West" are largely
urbanized. It is common for people living in
cities to have no close relatives that live or
work on ranches or farms. The family bonds
that historically tied rural and urban people
together are gone and with them a major
communication link. Withoutthe intense com-
mon understanding that characterizes close
relationships of a family, fundamental beliefs
and ways of evaluating natural resource
issues among urban and rural groups have
become increasingly different. Each group
has lost information in this evolution of para-
digms. Each group analyzes different, some-
times selected, information in a different logi-
calframework and naturally, then, defines the
truth differently. This has prevented a com-
mon understanding of many issues. One
result has been generation of intense contro-
versy concerning protection and use of natu-
ral resources.

Society has made little progress in bringing
the visions of environmentalists and ranchers
together to find consensus on resource
issues of the western states. This is not
surprising when we consider the way we
generally do business in the United States.
Our laws and policies are based on allocation
of scarce resources. Society must be sure
everyone gets a fair share of the resources,
especially public resources, so we pass laws
and make policy to allocate what we have
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according to certain priorities. A major as-
sumption underpinning our laws and policies
is that there is not enough for everyone and so
each will get a share that is less than they
want. Inevitably, allocation of any scarce
resource leads to conflict and often to mis-
trust. This inevitably leads to fear. There is a
fear that the representatives of other interests
will be more skilled at negotiating their posi-
tion and that they will get the best deal in
allocation of the resources in the end. This
leads to fear of losing the profitability of water-
shed-based businesses, fear of losing the
sustainability of a resource, fear of losing the
aesthetic values of a resource, and a multi-
tude of other fears. One can see this by
observing the relationships of environmental
groups opposed to public land grazing and
public land graziers.

Leritz (1987) describes a procedure for suc-
cessful negotiating. He indicated negotiating
from a basis of scarcity involves three
assumptions: There is not enough, people
are greedy and the best approach is better
strategizing. Negotiating from a basis of
abundance involves a different set of
assumptions: There is more than enough,
people are basically needy not greedy and
understanding is the best strategy. The ac-
ceptance of one set of assumptions or the
other has a major impact on relationships in
negotiations. The former yields negotiations
based on fear. The latter yield negotiations
based on understanding.

If society can change the negotiation for re-
sources from allocation of scarcity to sharing
in abundance, we can find a way to move from
limiting peoples' wants through allocation to
meeting peoples' needs through abundance
of resources. The potential is there. The
professional judgement of many range man-
agers is that about two-thirds of the range-
lands in the United States are meeting less

than half of their perceived potential (Society
for Range Management, 1989). It is obvious
that the potential productivity of the western
range is many-fold greater than its current
level. This potential for abundance can allow
ranchers and environmentalists to find com-
mon ground and to reach consensus in
improving western watersheds.

ltis possible to achieve this abundance through
progressive range management that will meet
the needsforall rangelandvalues. ltmaywell
require major changes in current practices,
but if a sound ecological and economical
foundation is maintained, most problems can
be resolved.

Abundance Theory in Action
Oregon Watershed Improvement
Coalition (OW/C)

When OWIC was established in 1986 the
prevailing view of those who would become
members was that of scarcity of resources.
During the first meeting, everyone knew
resources were scarce and feared the future.
At the same time, the developers of OWIC
realized that for the most part the resources of
concern were really abundantif they were
managed so they would develop to their
potential.

Formation. The first step in setting up the
initial meeting of the group involved determi-
nation of criteria for participation and selec-
tion of participants. This was done by the
Riparian Task Force appointed by the PNW
Section, Society for Range Management. The
criteria for participants were that they were
leaders on the issues in Oregon and that they
were willing to discuss riparian issues with an
open mind.

Achieving balance among the interests was
attempted. This was to create a safe environ-
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mentandthusto maximizetheopportunityfor
each participant to express concerns and
ideas.

It was decided by the Riparian Task Force to
confine selection within Oregon's mainstream
interest groups. These were environmental
groups with national focus, environmental
groups with local focus and livestock produc-
ers. Leaders of selected organizations were
telephoned and the purpose of the program
was explained. Each group was asked to
participate in one meeting to see if there was
common ground and to help in developing
some communication about riparian issues.
Every group contacted agreed to participate.
Initially the group consisted of representa-
tives from the Oregon Cattlemen's Associa-
tion (five), Oregon Trout (two), Oregon
Environmental Council (one), lzaak Walton
League - Public Lands Restoration Task Force

S(one), Oregon Natural Resources Council
(one), and Pacific Northwest Section of the
Society for Range Management (four). Later,
representatives from the Oregon Forest
Industries Council (one) and Oregon Small
Woodlands Association (one) were added
since the upper portion of most Oregon
watersheds is forested and forest interests
are of significant importance in dealing with
an entire watershed. Recently, the Oregon
Rivers Council has joined, expanding the
environmental perspective. The Oregon
Natural Resources Council has withdrawn.

During the first meeting the participants
began to understand the sincerity of the inter-
ests of all parties. The fears and needs of
each interest group were recognized. It was
decided there was probably common ground
and the participants agreed to a second
meeting.

SAt the second meeting, the structure for future
meetings was determined. We did not all

perceive the same things when talking about
issues, so we were careful to keep the group
oriented to the field. In doing this OWIC could
discuss the issues from a common base of
observation. OWIC agreed to keep the focus
of the group on a constructive basis. That is,
OWIC focuses on the results of good man-
agement and how to improve current range-
land conditions. We do not seek problems but
rather seek solutions to problems. OWIC
usually meets for two days. The first day is
spent in the field to build understanding among
OWIC on some issue or idea and to provide a
basis for some future discussion. The second
day is spent discussing ideas generated
during the previous tours and conducting the
business of the OWIC. This Coalition has
been actively working for five years with an
average of five meetings each year.

Principles of Operation. Individuals with an
interest in developing natural resourcebased
programs based on building consensus often
ask, "What makes OWIC work?" There are
several principles of operation that we have
agreed to or that we have accepted passively
through evolution of the group.

OWIC shares a common desireto achieve
the potential of Oregon's watersheds.
Products are of secondary importance.
We know that if we achieve the potential
of the watershed the products will follow.
OWIC has agreed to seek a common
understanding and we share some
common goals.
OWIC is a private organization. Those
members of OWIC that work for a
government agency represent the
profession of Range Management on the
Coalition. This is important to enhance
the outreach programs of OWIC in deal-
ing with private lands and private inter-
ests on public lands. It also permits each
member to represent the interest of the
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resources, independent of any govern-
mental policy.
OWIC recognizes that most resource
damage of the past and present was not
intentional. We, therefore, accept the
conditions of today without placing blame
on anyone for resource destruction. What
is important is to implement action to
improve resources where needed.
OWIC focuses activities on developing
programs or ideas for programs where
everyone can meet their needs. This
involves approaching rangeland use
through a philosophy of abundance and
consequently a focus on individual needs,
not wants.
OWIC operates from consensus. Every
member of OWIC mustagree on acourse
of action or we take no action. We do not
discuss any issue if the members do not
all agree to the discussion. By following
this premise, we are able to maintain the
actions of OWIC on a positive track. We
know we don't agree on all facets of
resource use, but we operate where we
do agree.
We keep the OWIC field-oriented. This
helps discussions to focus on real situa-
tions rather than abstractions.
In dealing with riparian zones and water-
sheds, OWIC has focused its attention
on inexpensive solutions. It is agreed
that most of the time improvement in
management will bring desired improve-
ment in conditions. Structures are ex-
pensive and often are needed. When
structures are constructed without the
appropriate land management to
sustain the system, they usually failto do
the intended job.
OWIC focuses programs on constructive
activities that will improve Oregon's wa-
tersheds. When Oregon's watersheds
are all reaching their ecological potential,
we will have been successful.

Role playing has allowed each of the
participants to better understand the
position of different interests. In the field
we might ask a cattleman to evaluate a
situation we are observing from the view-
point of a specific environmental group.
Or we might ask an environmentalist to
evaluate from the view of a timber man-
ager. By this approach we have forced
ourselves to try to really understand the
other person's point of view.

In the final analysis, solutions to Oregon's
watershed problems will be found by applica-
tion of sound ecological knowledge. Implem-
entation of an ecologically sound program will
only be possible if it is practical and, therefore,
economical. There is no magic and there is
no quick fix. We will only improve the land
through hard work.

Objectives. The OWIC has agreed on four
basic objectives:

Provide a mechanism for landowners,
land managers and the public to deter-
mine achievable objectives for water-
shed management irrespective of
ownership.
Promote recognition that watersheds
vary in potential and the quality of
riparian zones is influenced by these
differences, so solutions to problems
and responses of watershed streams
are site specific.
Help develop management programs
that identify objectives which respond to
and are consistent with riparian and
upland ecological processes operating
in a watershed.
Promote a greater understanding of
watershed management potentials and
riparian processes to private and public
interests through an educational
program. S
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Accomplishments of OWIC. The accom-
plishments of the Oregon Watershed
Improvement Coalition have been significant
and most satisfying to the membership.
During the past five years there has been a
real change in attitudes among the members
of the OWIC. To some extent, positions of
member organizations have also changed.
There is trust and respect within the member-
ship. Environmentalists, ranchers, and
timber interests share some expressed
common goals. Within the Coalition there is
honest and true communication. Together
we share the confidence that we can help
change Oregon for the better.

The members of the Coalition continue to
teach each other about watershed manage-
ment from their various perspectives.
Together the membership has produced
brochures, a common statement of organiza-
tion, a slide show, and other information to
use in teaching members of the parent
organizations as well as the public.

Through the efforts of OWIC and in coopera-
tion with many legislators and interested
parties, Oregon passed legislation to form the
Governor's Watershed Enhancement Board
(GWEB). This interagency organization pro-
vides incentive funds to encourage improve-
ment of private and public watersheds in
Oregon. In the 1989-91 biennium, the State
allocated $1 million for education and on-the-
ground watershed enhancement.

OWIC has developed a good foundation to
build upon. We have been through difficult
times, difficult problems, and have held
together. OWIC has learned that ranchers,
environmentalists and timber managers can
work together in a constructive ways. We

have helped neighboring states understand,
evaluate and work towards developing simi-
lar organizations. California, Washington,

Idaho, Utah, Wyoming, and Colorado have all
been working toward similar organizations
that reflect the special circumstances of their
states.

The Future

OWIC is a model forum for building under-
standing and networking among individuals
with diverse needs and beliefs. In Oregon,
action oriented consensus groups, such as
the Trout Creek Mountains Working Group
and Central Oregon Natural Resources
Coalition are, in part, logical extensions of the
OWIC philosophy.

By approaching natural resources negotia-
tions with a philosophy of abundance and
opening communications among rural and
urban citizens with common interests in the
land, it is possible to come to a common
understanding of site-specific land use. By
sharing information and working from
common information, the possibility to work
together to achieve the potential of the range
increases. We all need to recognize the truth
as perceived by others, to understand their
truth and to work together to reach the abun-
dance that is the potential of the West. When
we do this, our plans for the future, based on
broad consensus, can indeed meet
everyone's needs when these plans are
founded on a healthy resource.

References:

Leritz, L. 1987. No-Fault Negotiating. Pacific
Press. Portland, OR. 293 p.

Society for Range Management. 1989.
Assessment of rangeland condition and
trends of the United States. Public Affairs
Committee, Society for Range Manage-
ment, Denver, CO. 12 p.

William C. Krueger, OWIC Chair
Dept. of Rangeland Resources

Oregon State University
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Coordinated Resource
Management

Coordinated resource management is a new
approach to decision making, that is, how to
use the land and resources available to best
meet the needs and the responsibilities of the
landowners or public agencies involved.

This approach uses the best efforts and knowl-
edge of everyone involved, private landowner,
interested Federal or State agencies, and
other specialists. As a group they inventory
the planning area, analyze the information
available, identify and define the objectives,
evaluate alternatives and arrive at manage-
ment decisions which are acceptable and
suitable.

This program places total land use planning
in a position of importance for the landowner
or operator who must make a living from the
land. At the same time it provides for the
maximum multiple use benefits of national
interest.

Steps in Coordinated Management
Planning Inventory

You can't develop a realistic plan until you
know existing conditions, limitations, and
potentials of the area. Much of this data is
available but it needs to be assembled and
consolidated. A good base map, preferably
on aerial mosaic, is essential. The Soil
Conservation Service maps are ideal.

Analyze

The available data must be understood by all
interested parties and the present situation,
limitations, potentials and problems discussed
freely so that all participants have a clear
picture of opportunities and constraints within
which the plan must be developed.

Define Objectives

You must know where you want to go before
a logical route can be selected. Objectives
must be clearly defined but be broad enough
to allow flexibility in reaching individual or
agency goals. Success to this point is com-
munication. An understanding that it is for the
common good.

Evaluate Alternatives

With diverse interests you get different opin-
ions. An honest appraisal of alternatives will
provide a compromise that will be acceptable
to all parties involved.

Decisions

No plan is complete until the decisions on
how to reach the goals and objectives have
been made. A division of responsibility should
also be determined. Without cooperation
there is no coordination.

Evaluate

To assure the adopted practices are getting
the job done and to provide an opportunity to
modify the plan to resolve unanticipated
problems, the effectiveness of communica-
tion, compromise and cooperation must be
evaluated regularly. Failure in these areas of
lack of flexibility will create a negative
attitude.

Benefits

One plan instead of several.
Reduces chance of overlooking mul-
tiple use values.
Provides all parties an opportunity to
discuss pro's and con's of a proposal
before everyone is locked in.
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4 Provides everyone an opportunity to see
where and why adjustments are needed
or why some can't be made.
Increases participants' knowledge of
agency policies or programs and rea-
sons for them.
Improves public support of management
and development practices.
lmprovesworking relationships between
individuals and agencies.
Provides more flexibility to ranch
operators.
More efficient.
Provides more alternatives to problem
solving.

Reference:

Anderson, W.E. and R.C. Baum, 1987. Coor-
dinated resource management planning:
Does it work? Journal of Soil and Water
Conservation, Vol. 42, pp 161-166.

Prepared by John Buckhouse
from a brochure published by the

Oregon Association of Conservation Districts

Announcements
Grants

The Governor's Watershed Enhancement
Board (GWEB) announces the opening of a
new grant application period. Upto $160,000
will be awarded to projects that tackle either
watershed restoration and enhancement or
provide education about the concepts of wa-
tershed enhancement. Grant applications

. can be submitted to GWEB between Novem-
ber 1, 1991 and February 28, 1992. Any

individual, group, agency or organization may
apply. For more information please contact
GWEB at 3850 Portland Road NE, Salem,
OR 97310 or telephone 1-378-3739.

The Oregon Water Resources Research
Institute (WRRI) located at Oregon State Uni-
versity supports research on major water
resources problems in Oregon and the North-
west region. Proposals are accepted from
faculty members of the public and private
universities and colleges within Oregon. The
program is supported by funds available from
the U.S. Geological Survey (USGS), Depart-
ment of the Interior under Section 104 of
P.L. 101-397, Amendments to the Water
Resources Research Act of 1984, and
requires 2:1 matching from non-f ederalfunds.
The deadline for receipt of proposals is 12:00
noon, January 23, 1992. For more informa-
tion please contact WRRI, Oregon State Uni-
versity, Strand Ag. Hall 210, Corvallis, OR
97331 or telephone 1-737-4022.

Conferences

The U.S. Environmental Protection Agency,
Region 10 is holding a Citizen Monitoring
Conference on February 21-23, 1992 at the
Holiday Inn, Portland, Oregon. The objec-
tives being to enhance skills to manage and
work with citizen monitoring activities and
programs, create and expand networks, and
create follow-up activities to replicate con-
cepts presented at conferences in communi-
ties. For more information please contact
U.S. EPA, Region 10, Citizen Monitoring
Conference, do Conference Planners Etc.,
Inc., 34809 - 183rd Avenue, S.E., Auburn,
Washington 98002.
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"Directory of Water Resources Expertise in
Oregon; A Listing of Universities, Colleges,
Agencies and Organizations in Oregon with
Water-Related Interests," September 1991
Edition, is now available. This Directory con-
tains information on university researchers
and their areas of expertise, state and federal
agencies, extension services, private organi-
zations and water testing facilities in Oregon.

Water Resources Research Institute
Oregon State University
210 Strand Ag Hall
Corvallis, OR 97331

Publications

To obtain a copy, please send a check or
money order for $6.00 (to cover printing and
mailing costs) to:

Water Resources Research Institute
Oregon State University
210 Strand Agriculture Hall
Corvallis, OR 97331-2208

or call (503) 737-4022.
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