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Panel Discussion Notes 

●​ Introductions 
●​ Kick off question: Explain your role and the planning process that you are leading or led.  

○​ Daniel Boyes, Rio Grande Headwaters Restoration Project (RGHRP), leads 3 SMPs in the 
San Luis Valley 

○​ Shayna Jones represents National Forest Foundation (NFF) and helps implement 
projects on USFS land 

○​ Lindsey Marlow is Executive Director of Friends of the Yampa, recreation committee 
member for Yampa IWMP 

○​ Andy Rossi, UYWCD works on Bear River WRAP, building WQ model to address 
blue-green algae in reservoir, stream forecasting/reservoir inflow forecasting 

●​ What actions and on-the-ground projects did you implement from your plan that you’re most 
proud of and why?  

○​ Lindsey- Yampa River Scorecard Project (YRSP), a long term river health monitoring 
program - informs all projects in basin, tool in which monitoring will occur, Yampa 
River Stewardship Program (YStew) encourages collaboration - bridging gap between 
broad IWMP recs and on-the-ground recommended practices based on scorecard 
results 

○​ Andy- this year was the largest single effort of releasing water in Yampa specifically for 
environmental flows from June through late Sept. Full transition from traditional 
storage user (coal-fired power plant) to current/contemporary (Colorado Water Trust 
(CWT)) almost equal in volume! Other effort is ribbon cutting for soil moisture station 
at Colorado Mountain College (CMC) campus in Steamboat Springs (7th out of 9) to fill 
in data gaps for river and reservoir inflow forecasting 

○​ Daniel- Conejos SMP recognized dozens of irrigation infrastructure causing fish 
passage/sediment/maintenance issues. No project holistically addressing those needs 
prior to SMP. Conejos River Partnership Project (with Conejos WCD, CPW, DWR, RGHRP) 
- project is now in phase 3 and they have done 7 ditch infrastructure projects that 
came out of SMP, also have built trust that didn’t exist before, built interest in projects 
moving forward 

○​ Shayna- Poudre project Elkhorn Creek with Coalition for the Poudre River Watershed 
(CPRW). Great pilot that spearheaded lots of restoration projects in burn areas from 
Cameron Peak. USFS wasn’t comfortable yet, no good NEPA example existed yet. It had 
space to be wild and messy and reconnect the floodplain and store lots of sediment in 
the burned area. Found a champion in USFS and had to build trust and try something 
new. Provided a blueprint for more projects. In lieu fee program that NFF has is a 
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unique funding mechanism - Soda Creek project in White River NF - big low tech pilot 
project 

●​ What factors in your planning process positioned your on-the-ground projects for successful 
implementation?  

○​ Shayna- NEPA is a challenge on federal lands, in lieu fee program is an example of 
getting through NEPA process - permanent impact to streams/wetlands, pay NFF to 
offset impacts, NFF can develop project and help with NEPA, help with design, 
implementation, monitoring - pay for all of those things through in lieu fee program. 
Soda Creek project is a great example of a Forest Plan Amendment which has been a 
barrier to implementation on public lands. Funding mechanism can pay for third party 
NEPA and other challenging things. 

○​ Daniel- early in the planning process, starting with stakeholder engagement and 
community buy-in, ownership over the process. People got really excited about the 
concept of SMPs and what that could lead to. Lots of partners were invested from the 
beginning so stayed excited through the process into implementation. Being 
thoughtful in assessments and data collection to get at the community values and 
most important things to your stakeholders so it can lead to good projects that the 
community is into. 

○​ Lindsey - process of planning swayed minds and got everyone aligned so when the 
planning process was over we could hit the ground running and not have to deal with 
political and social items. Although outcomes didn’t lead to exactly what a lot of folks 
hoped, it pushed people in a new direction that wouldn't have been on the radar or 
acceptable before (eg env flows). Having private funding really helped. Created the 
Yampa River Fund - ready to fund projects about a year before the IWMP was finished - 
endowment fund created by TNC but led by a 25 person steering committee. Goal was 
$4.7M in 5 years. Raised over $6M. Every year get $240k for projects, flexibility for 
different types of projects. 

○​ Andy-  uses business startups as an example to grab from - idea of falling in love with 
the problems and not the solutions. Host of solutions you can apply are already out 
there: river restoration, bank stabilization, beavers, after you set goals, consider what 
the actual problems are before going after a solution - has to be the right fit! Urban vs 
rural watersheds, diff types of funding sources, etc. Take time to consider what the 
problems are and have it direct you to appropriate solutions. 

●​ What was helpful to you for creating effective space and time  to grapple with your new ideas? 
○​ Lindsey - focusing on small subgroups and one-on-one settings. Biggest progress is 

rarely made in the huge large group. Need to be working behind the scenes so you 
know what the major things are that you have to head off in the larger meeting 

○​ Andy- mailer, informed stakeholder interviews before starting strategic plan update - 
start the convo after knowing what everyone is concerned about. Carve out space for 
yourself to nerd out on subject matter - do a deep dive so you can be informed 
yourself. 
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○​ Daniel - reiterating importance of planning effort, having a lot of side meetings to 
address individual concerns eg water user groups, district meetings, so people are 
comfortable at the start 

○​ Shayna- get to the point of having a pilot project! Things look different than people 
expect but that's okay and having an example is super helpful for a lot of people  

 
●​ Who are the champions for the projects and actions from your plan and how were they 

positioned/motivated to lead?  
○​ Daniel - that was a big part of the initial community buy-in to SMPs. Local champions 

for each watershed eg SLV WCD on Rio Grande. Reps from those entities would 
introduce Daniel or members of the team and say they see a lot of value in the project. 
They were trusted in those watersheds (particularly w the ag community) and they 
trusted RGHRP. Kicked planning effort off on good foot.  

○​ Lindsey- Credit to Nicole Seltzer - lead PM on IWMP. She was instrumental in getting it 
completed and getting the correct people at the table, understanding needs ahead of 
time. 5/6 of 30+ people identified on every recommendation who were willing to move 
things forward (through meetings with Nicole). Created Yampa River Collaborative - 6 
non profits that have their names on recommendations, now collaborative  group 
checks and supports each other to make sure there’s forward movement. All orgs 
funded by Walton - meet monthly and follow workplan and goals tied to IWMP, 
prevents overlap and helps collaboration. Has a consistent facilitator which is a key to 
success. 

○​ Andy- Champions are great but who is going to roll up sleeves and do the work? 
Someone needs to be identified to get things done. Give them credit or stay out of 
their way. Become an enabler. Boards of water conservancy district are appointed by 
water court judges, all board members bring different perspectives to a governing 
body (UYWCD) - diverse board makeup now, hasn't always been the case (traditional 
supply group has expanded to include new ideas). Board has to set the tone for what 
the org is going to do but they can’t get too far off track. 

○​ Shayna - If it’s on fed land you need your fed agency champion. They manage for 
multiple values and benefits. Keep in mind what’s driving them. 

●​ How do you maintain momentum and keep your plan relevant once you're in the 
implementation phase?  

○​ Daniel - Starting with understanding what the community needs and values are and 
what questions you need to answer, design data collection and assessment to answer 
questions your community is most interested in. That leads to development of really 
good projects that are implementable and exciting for the community. Demo projects 
eg conejos river partnership, phase 1 was actually a demo project, water users saw 
neighbors working with RGHRP and wanted to do that too. 

○​ Andy - projects should be finished in a timely manner, that builds trust and shows you 
have capacity to complete things. Finishing is important! We met the goals we set out. 

○​ Lindsey- pilot projects are the fresh air and energy to look at what the outcome can be. 
Maybell project was huge and completed right after IWMP- got the word out and the 
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committee and stakeholders involved, really showed what multi-benefit means. 
Collaboration props each other up but also holds each other accountable - no one 
wants to be the org that isn't pulling their weight. 

○​ Shayna- everyone said things well and she agrees 
●​ How would you adjust your planning to be more effective in implementation? What would you 

do differently?  
○​ Andy - Basic principles of adaptive mgmt - projects all have different timelines, 

important to build in regular self-reflections or check-ins to review decisions every 30 
days to check yourself and keep adaptively moving the project forward. Tight 
construction window - may have to do that every day! Build in institutional 
assessment as you move through the project. That time should be in the funding 
budget- it’s not just fluff! 

○​ Lindsey- YRSP and YStew set up the implementation to be an adaptive mgmt process 
so every 5 years we can come back to the same river section and see how we are 
moving and if it’s in the right direction. IWMP doesn’t specify project locations. Needed 
to create an adaptive mgmt process to check in with ourselves and be able to measure 
our progress.  Some recommendations - not sure if anything will ever come of them. A 
large majority represented one stakeholder group. Making concessions to include 
those recs to get other recs in. Still moving the needle and can keep doing that. 

○​ Daniel - stakeholders are interested in updating SMP. We didn’t think ahead well 
enough, especially in terms of funding to do that. It would've been nice to have 
planned for that. 

○​ Shayna- Physical survey for river project should go big so you have more space to 
adapt your project and you’ll have more flexibility as the implementation project 
happens. A bigger area helps. 

●​ A lot of organizations are already underway with planning, what tips do you have for them to 
think about now in order to be successful later? What do you wish you knew beforehand? 

○​ Lindsey- strong leader! Vision throughout several ppl. The people you bring to the 
table need to be doers and be the loudest voices. Don’t sell your voice short, make sure 
all stakeholders are equally represented. 

○​ Andy - not all planners are doers! It is important that people know how to get stuff 
done. Stick to your guns if you’re there to represent a specific interest and make sure 
to listen too. 

○​ Shayna- needs a lot of leadership to transition from planning to implementation. With 
USFS, plan for delays! Need to understand the process but also be very pushy. 

○​ Andy- WRAP example of what Shayna is talking about - COSWAP grant on USFS land, 
local USFS group got reduced (2 wildfires and fed shutdown) but Andy is still 
bombarding them with emails to finish Bear NEPA. Be the squeaky wheel!! 

○​ Daniel- Agrees with all. Spending time to make sure you’ve made your plan actionable 
and identified steps for any initiative or project. Need a project lead. Coloradosmp.org 
website has resources to develop an actionable plan - use that and other available 
resources! 

 

4 

http://coloradosmp.org


●​ What tools or resources did you leverage that you could recommend to help groups move from 
planning to implementation? (e.g., mill levies, Yampa River Fund) (Shayna tee off) 

○​ Shayna- In lieu fee project, get in touch with NFF. WRAP Wildfire Ready Watersheds 
website is helpful and has a great template of resources to use. 

○​ Andy - range of tools, prescriptive vs open. WRW program is great- they considered the 
problem and dug into what worked and didn’t work. Forced onto project proponent to 
do your own consideration of the problem. You don't want to make a mistake. Think 
about goals. Analysis creates project summaries! Pick up a prescriptive well thought 
out program and run with it and use it. 

○​ Chris Sturm (CWCB) - WRAP resources - Action Identification Guidance - how to get to 
projects. So much specificity on what you should be looking at - co-benefits. Populate 
that to identify potential partners and funding sources. Portfolio of projects comes out 
at the end.  

○​ Lindsey - TNC resilient watersheds toolbox - how to create your own river fund or 
specific funding source for projects. 

○​ Daniel - coloradosmp.org 
 
Q/A 

●​ What does the spectrum of agreements or commitments look like with project champions? 
○​ Lindsey- Yampa collaborative group has a charter. IWMP process had a committee 

agreement, but Nicole had strategic conversations and helped find funding 
○​ Andy - identify co-benefits so people are wanting to champion 
○​ Stacy Beaugh, Strategic By Nature- Go out and talk to people individually. Meetings 

aren’t as effective for identifying champions. 
○​ Shayna- post 2020 fires we had to move money around, that can take a while, it’s hard 

to get agreements together. Key to working together in a collaborative way 
○​ Daniel - SMPs were informal, no written agreements. The buy-in that the local 

champions had was critical and made it so we didn’t have to be formal. 
●​ Project that is phased, Ph 1 is planning. Any tips/tricks on how to effectively phase projects 

and set yourself up for next phases eg getting funding.  
○​ Andy - critical path analysis. Scope of work in front of you, different tasks need to get 

done - there’s a way to ID along project scope timeline what the critical path is - which 
dominoes have to fall for project and phases to be successful. Resources working on 
current work but also resources keeping critical path moving forward and IDing what 
the barriers are and how to overcome them. Need to think of whole arc of the project. 

○​ Chris Sturm, CWCB- Funder would fully expect next phase for grant app (eg 60% design 
after concept). Don’t need concept in hand, just need clear pathway, demonstrate. 
Bring funders in field during implementation. Tell them we are taking this further 
downstream and want funding. Want funders to be stakeholders as well.  

○​ Andy- might also have to adjust what each phase of success looks like  
 

●​ Sequencing of match - challenges? 
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○​ Chris - 50-50 match for implementation (75-25 for planning). Analysis of grants - CWCB 
didn’t have enough funding for more than 50-50 anyway. CWCB will be first $ to 
commit. Then $ likes hanging out with $. 

●​ When plan was done, did it turn into a website? Does it live on a shelf? 
○​ Lindsey - ours sits online on a virtual shelf. Community members don’t look at site. 

BUT it helps new hires with context and continuity. River Fund and Collaborative ties 
back to IWMP so it needs to be referenced (eg higher score for river fund grants). 
Evidence that you did it! Our IWMP has one-pager that just has the recs on it. 

○​ Andy - WRAP is entire section of website. Andy gives it as a resource to granting 
agencies, street cred as to what you want to accomplish. Helps a lot w permitting. 

○​ Shayna - storymaps? Good for updating plan. 
○​ Daniel - pdfs that live online but have discreet sections with goals and action items, big 

takeaways, people go back to that section. Also have storymap that got traffic early on. 
●​ Community support challenges, what has been successful with not as informed stakeholders? 

○​ Andy- biggest challenge is historical insulation, never assume you’ve talked to 
everyone and heard everyone’s opinion - go walk around and look at things and “never 
work on a watershed you haven’t walked across” - observe people not just landscape 
and collect their data not just technical data. Simple conversations can ID some of your 
lack of knowledge 

○​ Lindsey - storytelling and messaging is super important. Don’t get in the weeds. Figure 
out what their values are and try to steer them into providing answers that help you 
with your process. Don’t be so technical. Having a storyteller or marketing/or person is 
essential 

○​ Andy - Need 3 types of people: someone who’s an expert in subject matter, someone 
who can make the connections across all the engaged parties, and someone 
advertising whatever you want to get people excited about 

○​ Stacy- Animas partnership just created an outreach plan to list all the people we wish 
were at the table and strategize how to get in front of them and what’s the message, 
how to see what’s in it for them. Keep it actionable. Messaging is very different for the 
different audiences. 

●​ Community science programs? 
○​ Lindsey - YRSP has 3 elements, ecol health, river uses/mgmt, community benefits. We 

do assess how much government is involved, assess recreational user experience, 
consider ecosystem services.  

○​ Kim - Also work alongside CMC and host class to help with data collection. 
○​ Daniel - used river watch data. Citizen science can play a neat role in monitoring. 
○​ Chris- watershed center is a leader in that space 
○​ Andy - yampa river data dashboard 
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