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Capitol Region Watershed District

:: September 2009

| am pleased to present the CRWD Education and Outreach Plan.

Capitol Region Watershed District board and staff thank the many stakeholders for their assistance in
completing the plan. At the outset of this process, staff from St. Paul Public Schools Service Learning
Office, District Planning Councils 6 and 10, St. Paul Parks and Recreation, Eco Education, Friends of
the Mississippi River, MMC Associates, and residents of CRWD participated in a January 2008 focus
group. The group initiated the Education and Outreach Plan process by engaging in an exercise to
identify target audiences for the District’s water quality education and outreach. Group participants
distinguished District homeowners who care for their own lawns and K-12 youth as their preferred
target audiences. They also suggested taking advantage of existing community structures, e.g. the
District Planning Council system and other community organizations, as primary means of distribut-
ing information.

CRWD then contracted with Westwood Professional Services to review CRWD’s existing planning
documents and collaborate with District Board and staff to create the plan. The District acknowledg-
es Sarah Stai of Westwood for guiding board and staff through a series of strategic steps tailored to
watershed education planning, and for writing the substantive portions of the Plan. The District would
also like to thank staff from Eco Education, Minnesota Green Roofs Council, the city of St. Paul, and
CRWD citizens who carefully read the plan and provided helpful suggestions for improvement.

Sincerely,

Elizabeth Beckman
Education and Outreach Coordinator
Capitol Region Watershed District
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Capitol Region Watershed District

CRWD covers 40 square miles and includes portions of Falcon Heights, Lauderdale,
Maplewood, Roseville, and St. Paul. CRWD has a population of approximately 245,000
people and is located within Ramsey County. The Mississippi River is the predominant
water resource to which the entire district drains. Como Lake, Crosby Lake, and Lake
McCarrons are also located within the District. CRWD is guided by five managers

appointed by Ramsey County.

Introduction

Clean and available water is essential for human life
and critical to our quality of life. Point sources of
pollution that plagued our waters a few decades ago
have been largely remedied through the implementa-
tion of the Clean Water Act, and through the separa-
tion of sanitary and stormwater discharges. Nonpoint
source pollution, however, continues to impair water
quality. The very nature of nonpoint pollution - that is,
the cumulative effect of pollutant-generating activities
occurring across the landscape - means that everyone
who lives, works, and plays in that landscape is part of
the solution.

Although nonpoint source pollution has become a
more prominent issue in the last several years, there
is still a lack of awareness by the general public about
the role of stormwater runoff in water pollution. Be-
cause water quality is a function of how people go
about their everyday activities, educating the gen-
eral public about how to modify those activities is an
important strategy for improving water quality. A wa-
tershed, with its natural boundaries dictating the flow
and fate of water through the landscape, provides a
logical context for educational efforts.

Watershed education has two crucial components.
First, building awareness lays an important foundation.
If people are not aware of stormwater runoff and its
effects on water quality, for example, they cannot act
to mitigate those effects. Information alone, however,
is not enough to solve the problem. Numerous studies
have shown that knowledge by itself does not suffice
to change human behavior. The second vital part of
public education is community-based social market-
ing. Social marketing is an effective way to achieve
changes in behavior because it identifies barriers that

CAPITOL REGION WATERSHED DISTRICT EDUCATION AND OUTREACH PLAN

prevent behavior change and provides tools for over-
coming those barriers. In effect, social marketing is
about “selling” desirable behaviors, just as consumer
marketing is used to sell products and services.

The Capitol Region Watershed District (CRWD or
“District”) has developed this Education and Outreach
Plan (“Plan”) in order to guide its efforts to increase
awareness of watershed issues and to promote behav-
iors that will help solve water-related problems. The
focus of the Plan is on water quality, because people
can readily identify with the importance of clean wa-
ter. The cleanliness and availability of water are inher-
ently intertwined, however, and a better understand-
ing of water quality will foster appreciation for water
resources in general. This Plan is intended to guide an
ongoing strategy rather than to exist as a stagnant
document. To ensure success, the approach to water-
shed education will adapt through time to build on
growing awareness and meet changing needs.

Development of the Plan was based on two key
premises. First, by definition, community education
relies on the involvement of multiple stakeholders. The
Plan incorporates input from District Staff, its Board
of Managers, and the Citizens Advisory Committee
and addresses the need to gather feedback from the
larger community as the Plan is implemented. Second,
the Plan reflects a fundamental understanding of the
need to prioritize efforts. Water quality is a complex
problem, and the nature of the problem varies across
the diverse landscape of the District. The District’s
population is also large and diverse, and its resources
are limited. Social marketing works not by striving to
tackle every problem and reach every person. Instead,
it focuses on specific problems and tailors the solu-
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tions to carefully defined target audiences and their particular
behavior patterns. Once the behavior of a “critical mass” in the
population is changed, it spreads naturally through social diffusion,
and each change paves the way for ongoing progress.

The Plan was developed by proceeding through a series of strate-
gic steps tailored to watershed education planning. The approach
was adapted from “Getting In Step: A Guide for Conducting Water-
shed Outreach Campaigns” by the U.S. Environmental Protection
Agency. The steps are outlined at right in Figure 1. Although the
steps are presented as a linear process, this approach is actually it-
erative in nature, with the results of implementation and evaluation
informing the refinement of objectives on an ongoing basis.

Driving Forces

The first step in educational planning is to identify the

Driving Forces

1 -

Goal

Objectives

Audience Analysis

— —

Messages

- r

Formats

Implementation

Evaluation

Figure 1: Planning Steps

(Process “Road Map”)

Ill. Water Quality: Water quality issues, as evidenced

driving forces. In other words, what are the overarching by the District’s monitoring data, are the most obvi-

problems, requirements, or concerns that are motivat-

ous driver for this Plan. The issues vary by water

ing development of an outreach plan? The driving forces body and subwatershed, but in general the pollutants
determine the scope of the plan and lay the foundation of most concern are phosphorus, sediment, metals

for all subsequent steps. There are three main factors
driving the need for the District’s Education and Out-
reach Plan:

I. Public Concern: This factor has driven outreach since
the very inception of CRWD, given the District’s early
history with Como Lake. The public has continued to
be aware of and concerned about certain watershed
issues, whether or not they have a full understanding
of watersheds in general or this watershed in particular.

River.

Il. Regulatory Compliance: Permit requirements, such
as those in the Trout Brook SWPPP or what may be in-
cluded in the Lake Pepin TMDL, contribute to the need
for an outreach plan.

CAPITOL REGION WATERSHED DISTRICT EDUCATION AND OUTREACH PLAN

(lead, copper), and bacteria. Many sites exceed state
surface water quality standards (or averages, where
standards are absent) for nutrients and metals dur-
ing wet weather. The District produces more pollut-
ants per acre than other tributaries to the Mississippi
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Goal

The goal for the District’s Education and Outreach
Plan flows directly from the driving forces. It answers
the question of how the District will address public
concern, meet regulatory requirements, and resolve
water quality issues through outreach.

The goal of this Plan is to increase awareness of
stormwater runoff in the community and use educa-
tion to promote changes in behavior that will help
restore and protect water quality in the District.

This goal statement helps to communicate three key
features of the District’s educational efforts:

e Qutreach progresses from awareness through
education to action and will occur through a social
marketing approach.

* Both preservation and restoration of water quality
need to occur, in different degrees depending on
the subwatershed.

* The focus is on water quality, though other aspects
of water resource education can still occur.

Objectives

The goal of this Plan will be met by achieving several
objectives. The objectives have been formulated to
provide basic awareness about stormwater runoff

and to address the existence of multiple water qual-
ity problems, the behaviors responsible for those
problems, and the members of the community whose
behaviors outreach is intended to modify. The objec-
tives were developed through a collaborative process
with District staff and Board. The process involved
identification of three types of “building blocks” for
the objectives: (a) pollutants; (b) pollutant-generating
behaviors; and (c) the groups engaging in those be-
haviors. These building blocks and Board feedback are
summarized in Appendix 1.

The first three objectives, as outlined below, need to
be carried out sequentially:

Objective 1: Conduct a baseline survey to assess the
existing level of knowledge regarding basic water-
shed and stormwater concepts, such as: Do you live
in a watershed? When water enters a storm drain,
where does it go? What is/are the main cause(s) of
water pollution?

Objective 2: Increase understanding of basic water-
shed, stormwater, and water pollution concepts by
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doing a District-wide media campaign and carrying
out other programs that promote awareness of wa-
tersheds in general and the District in particular.

Objective 3: Conduct follow-up surveys annually to
measure the increase in understanding of basic wa-
tershed, stormwater, and water pollution concepts,
and adapt programming efforts as needed based on
survey results.

The fourth objective does not need to occur in se-
guence with the first three, but its implementation will
be most effective once the baseline survey data have
been collected. The following objective will be the ba-
sis for much of the District’s programming efforts for
the next three years:

Objective 4: Educate homeowners, municipal staff,
and contractors about landscape practices (turf and
garden care, impervious surface management, and
erosion and sediment control) that reduce phospho-
rus and sediment in runoff as well as runoff volume.

The remaining objectives represent important educa-
tional needs, but their implementation will not be ad-
dressed in this Plan. As described above, the District’s
limited resources and the nature of social marketing
require the prioritization of efforts. The following ob-
jectives were identified during formulation of this Plan
but were tabled for consideration in future outreach
planning:

¢ Educate business owners (i.e.,, commercial & insti-
tutional property owners) as well as private citizens
that live, work, or travel through the District (i.e.,
residents, motorists, and pedestrians) about waste
disposal practices that reduce metals and trash in
runoff.

¢ Educate lake and river users and pet owners about
recreational and pet care practices that reduce
bacteria levels in runoff, lakes, and rivers.

¢ Educate lake and river users and pet owners about
recreational and pet care practices that prevent the
spread of invasive species.

The next three sections - Audience Analysis, Mes-
sages, and Formats - focus on Objective 4 and the
homeowner, municipal staff, and contractor audi-
ences. Although all objectives are best met by think-
ing through a series of planning steps, Objective 4

is the most complex and comprises the bulk of the
District’s programming for the near future. The final
sections - Implementation and Evaluation - describe
how all objectives will be carried out and assessed for
effectiveness.
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Audience Analysis

Audience analysis is a critical step in designing out-
reach programs. Knowing the audience means that
messages are more effective, efforts are better tar-
geted, and resources are more wisely and efficiently
used. The three steps to audience analysis are: (1)
segmenting the audience; (2) characterizing the au-
dience; and (3) identifying barriers that prevent the
audience from engaging in preferred behaviors.

Segmenting the Audience

To maximize message effectiveness, audiences are
broken down into the smallest segments possible
that still retain the characteristics of the audience.
Various criteria, such as geographic location, de-
mographics, occupation, and behavior pattern, can
be used to segment audiences. These criteria act as
“filters” to narrow in on the groups that merit the
most focus.

Because achieving changes in behavior patterns

is at the heart of this Plan, behavior patterns were
the first “filter” applied to the audiences covered by
Objective 4 (homeowners, municipal staff, and con-
tractors). Many behaviors contribute to phosphorus,
sediment, and runoff volume, but three categories
of specific behaviors were determined to make the
largest contribution and therefore justify the most
attention. All three categories apply to all three audi-
ences, though the specific behaviors vary by audi-
ence (Table 1).

Note that behavior patterns were considered
throughout the planning process, in Audience Analy-
sis as well as in Messages (see page 9). A behavior
selection tool was used to narrow in on the behavior
patterns of Table 1 even further, as described below
in the Messages section.
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Table 1: Key Behavior Patterns for Objective 4

Behavior Pattern Homeowners Municipal Staff Contractors
Category
Turf and Garden Care  Fertilizing (product,  Fertilizing (product,  Fertilizing (product,
frequency, method) frequency, method) frequency, method)
* Yard waste disposal e Organic waste disposal e Organic waste disposal
(grass clippings and (grass clippings and (grass clippings and
leaves) leaves) leaves)
* Predominant use of turf |« Predominant use of turf |« Predominant use of turf
and non-native plants and non-native plants and non-native plants

* [rrigation/watering Irrigation/watering Irrigation/watering

Impervious Surface » Car washing on hard » Street and parking lot » Street and parking lot
Management surfaces cleaning (timing, cleaning (timing,
» Driveway/patio washing method, catch basins) method, catch basins)
* Downspout discharges * Street and parking lot * Street and parking lot
onto hard surfaces maintenance (sand, salt, maintenance (sand, salt,
snow removal/ snow removal/
stockpiling) stockpiling)
Erosion and Sediment * Landscaping installation | « Enforcement of * Erosion control
Control /maintenance regulations (i.e., local (temporary and

ordinances) on con- permanent cover)

struction sites <1 acre Sediment control
(BMP installation and
maintenance)

* Volume control (sedi-
ment laden discharges)

With these behavior patterns in mind, the homeowner audience was segmented according to two additional cri-
teria, as summarized in Table 2a: (1) the subwatersheds where phosphorus, sediment, and/or runoff volume have
been identified as a problem; and (2) the demographic characteristics that typify people who care for their own
landscape (as opposed to hiring lawn care services, which involves a separate analysis geared toward landscape
professionals; see Table 2¢).

Table 2a: Criteria for Targeting the Homeowner Audience

Behavior Pattern Category Subwatershed Demographic Profile

Turf and Garden Care Como Lake Single-family detached homes

Impervious Surface Management Trout Brook Age < 55

Erosion and Sediment Control East Kittsondale Married with children at home
Phalen Creek Household income < $70,000
St. Anthony Park

Similarly, the municipal staff audience was segmented according to two additional criteria: (1) the municipal de-
partments that are primarily responsible for the behavior patterns in Table 1; and (2) the governmental units that
have the most overlap with District boundaries (Table 2b). Note that while homeowners engage in behaviors in
all three categories, municipal departments are specifically aligned with a certain behavior category. Within de-
partments, staff at the supervisor level were selected as the primary targets for educational efforts because they
can influence the training of workers and the practices used in the work, and the District’s relationship with these
staff is not as well established as with department heads and division managers. Relationship-building by CRWD
with supervisors and inspectors will be critical to the success of the outreach efforts described in this Plan.
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Table 2b: Criteria for Targeting the Municipal Staff Audience

Behavior Pattern Category Department/Occupation Governmental Unit
Turf and Garden Care Parks/Maintenance Supervisors City of St. Paul
Impervious Surface Management Public Works (Streets)/ City of Roseville

Maintenance Supervisors City of Falcon Heights
Erosion and Sediment Control Building Inspection/Inspectors

The contractor audience was also segmented according to two criteria in addition to behavior pattern: (1) the
type of business engaging in the behavior patterns from Table 1; and (2) the degree to which existing regulations
address those behaviors (Table 2c¢). As with the municipal audience, certain types of contractors are aligned with
certain behaviors, and the supervisor level represents the best target for educational efforts. Unlike the other
two audiences, the Erosion and Sediment Control (ESC) behavior category is not represented in the table. It was
determined that ESC behaviors by this group would not be targeted in the Plan because the National Pollutant
Discharge Elimination System (NPDES) features so prominently in the work of construction contractors and de-
velopers. Although regulation alone is not enough to change behavior, NPDES permits do address the behavior
patterns identified in Table 1 under the ESC category for contractors, and professional development is actively
addressing those behaviors. By focusing on contractors not covered by NPDES permits, outreach efforts can fill
a gap that is not being addressed through regulation.

Table 2c: Criteria for Targeting the Contractor Audience

Behavior Pattern Category Business/Occupation Regulatory Status

Turf and Garden Care Landscape Maintenance & Practices/businesses not covered
Installation/ by an NPDES permit (industrial,
Owner/Manager/Supervisor municipal, or construction)

Impervious Surface Management Snow Removal/
Owner/Manager/Supervisor

Characterizing the Audience
Tables 2a-2c provide a preliminary profile of the target audiences. Additional information is needed to charac-
terize the audiences adequately and ensure message effectiveness. This information determines how the audi-
ences receive and respond to educational messages. Basic questions that will need to be answered as the Plan is
implemented include the following:

* What are the demographics of the audiences?

* What is the knowledge base of the audiences regarding watershed issues?

* How do the audiences receive information?

* How do members of the audiences communicate among themselves?

* Do the audiences think there is a problem?

* If so, who do they think is responsible?

* How do the audiences perceive CRWD?

Demographic data are readily available, but data collection geared toward the other questions outlined above
is beyond the scope of this Plan. Watershed-specific data can be gathered as part of the surveys conducted for
Objectives 1 and 3 or through other means such as focus groups.
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Identifying Barriers

Once target audiences have been defined, the barriers that prevent people from engaging in preferred behaviors
are identified. Barriers can be physical, economic, social, psychological, or knowledge related. Examples of barri-
ers include the health and safety risks of doing a beach clean-up (physical), the expense of a rain barrel or com-

post bin (economic), and neighborhood pressure to have a lush lawn (social). Whether the barrier is perceived or
real is important only in terms of which educational tools are used to overcome it.

Identification of barriers to the preferred landscape practices covered by Objective 4 is necessarily based on
some assumptions; like the audience analysis described above, a better understanding of barriers will evolve as
more information is gathered through Plan implementation. Preliminarily, the most important barriers identified
for target audiences are shown in Table 3.

Table 3 also shows barrier “busters,” which are techniques used to overcome barriers so that changes to behav-
jor can occur. Although barrier busters may need to take different forms to address laypeople (i.e., homeown-
ers) versus professional audiences (i.e., municipal staff and contractors), the techniques are fundamentally the
same. A financial barrier might be overcome, for example, by using giveaways, discounts, or utility bill rebates.
Knowledge barriers are typically addressed through workshops and demonstration projects. Rewards and rec-
ognition programs can be used to encourage new social norms, such as wildflower gardens in place of turf in
urban neighborhoods. A before-and-after study could be used to show how adoption of certain practices by one
neighborhood has a measurable effect on the amount of runoff and contamination generated by that neighbor-
hood. Barrier busters acknowledge that even when people know what is the right thing to do, they need to be
convinced that it saves them time, saves them money, or that “everybody’s doing it.”

Table 3: Barriers and Barrier Busters for Target Audiences

Barrier Physical/Economic Social/Economic Knowledge
(perceived effort (no incentive for (lack of information needed to perform
required to perform | performing pre- preferred behavior and to understand its
preferred behavior) | ferred behavior)' beneficial impact)

Barrier Buster Show time & money | Provide reward & Provide training & Show cumulative
savings recognition demonstrations effects

T A “lack of incentives” barrier encompasses what is generally described as “resistance to change.” Resistance to change can
be individual, as is likely for some homeowners, or it can be institutional, which is more likely for municipal staff. Understanding
whether resistance to change occurs on a personal level or an organizational level helps determine appropriate messages and
formats for overcoming the barrier (see Tables 6-8).
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Messages

Effective messages are simple and straightforward. While all of the behaviors in Table 1 would be worthwhile to
address, the time and expense of developing messages and programming for all of them would be prohibitive.
A tool called a behavior selection matrix was used to identify the preferred behaviors that would give the
District the highest return on the effort expended to create and deliver messages. The matrix works by ranking
different behaviors according to how well they meet the following criteria:
e Potential to reduce pollution
¢ Potential for additional water quality benefits
e Ease of showing a link to the problem
* Sustainability over the long-term (i.e., behaviors that remove the problem versus behaviors that only mini-
mize its impact)
* Affordability for the District to promote
« Affordability for the audience to adopt
* Potential for highest audience response (i.e., the level of motivation or enthusiasm a behavior change is likely
to elicit)
* Smallest or fewest barriers to overcome

The highest-ranking behaviors for Objective 4 - that is, the behavior patterns from Table 1 that merit the most
effort based on the anticipated return on investment - are shown in Table 4.

Table 4: Top-Ranking Behavior Patterns

Audience Problem Behavior Desired Behavior
Homeowners Predominant use of turf and Low impact landscaping
non-native plants
Downspout discharges onto hard Downspout diversion
surfaces
Yard waste disposal Proper yard waste disposal
Municipal Staff Grass clippings disposal? Proper grass clippings disposal
Lack of enforcement of local ordi- Increased enforcement on
nances on construction sites <1 acre construction sites <1 acre
Contractors Fertilizing Need-based fertilizer application
Organic waste disposal Proper organic waste disposal

"Fertilizing was ranked highest for municipal staff, but in reality the level of fertilizer application done by cities within the
District is limited to golf courses and Como Park. Consequently, fertilizing behavior was excluded from educational efforts
directed to this audience.

2The focus of organic waste disposal for municipal staff is on grass clippings, because leaf disposal on a city-wide scale is
complicated by the logistics of leaf fall patterns.

Messages can be challenging to develop; they must be short and easily understood, while simultaneously inform-
ing the audience and suggesting appropriate behaviors. Messages will need to be tested on members of the tar-
get audience to ensure they communicate the intended information and clarify the preferred behavior. Examples
of messages for homeowners for the highest-ranking behaviors in Objective 4 are shown in Table 5a; note that
they all include a slogan to catch people’s attention and a tagline that identifies both the preferred behavior and
its benefits. Outreach for municipal staff will be based more on relationship-building than traditional program-
ming; separate messages have been crafted for this group but are geared toward professionals instead of lay-
people (Table 5b). Similarly, messages for contractors need to be formulated for professionals and to recognize
the business case for preferred behaviors (Table 5c¢).
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Table 5a: Sample Messages for Homeowners for Top Behavior Patterns

Problem Behavior

Predominant use of turf
and non-natives

Downspout discharges
onto hard surfaces

Yard waste disposal

Desired Behavior

Low impact landscaping

Downspout diversion

Proper yard waste
disposal

Message

Go Native and
Get More for Less

Native plants add beauty
and value to your land-
scaping. They also require
less fertilizer and fewer
pesticides to thrive, so
there are fewer chemicals
ending up in our lakes and
rivers.

Keep Rain Where It Falls

Rain that falls on rooftops
travels from downspouts
to driveways and runs off
to the street. By aim-

ing your downspout to a
landscaped area or using
a rain barrel, you keep
polluted runoff out of our
lakes and rivers.

Waste Not, Want Not:
Mulch It!

Turn grass clippings and
leaves into free fertilizer
for your yard instead of
letting them end up in the
street. You won’t need as
much store-bought fertil-
izer, and our lakes and
rivers will be cleaner.

Table 5b: Sample Messages for Municipal Staff for Top Behavior Patterns

Problem Behavior

Grass clippings disposal

<T acre

Lack of enforcement of local
ordinances on construction sites

Desired Behavior

Proper grass clippings disposal

Increased enforcement on
construction sites <1 acre

Target Group

Park Supervisors

Building Inspectors

Message

Mulch grass clippings into free
fertilizer for turf or sweep them up
from streets and other paved areas.
Turf growth will be enhanced, and
your staff can set the example for
citizens to keep our lakes and rivers
cleaner.

Improved water quality depends
on erosion and sediment control
at all construction sites - even
small ones; the impact may not be
noticeable at any one site, but the
benefits add up to be significant.

Table 5¢c: Sample Messages for Contractors for Top Behavior Patterns

Problem Behavior

Fertilizing

Organic waste disposal

Desired Behavior

Need-based, efficient fertilizer
application

Proper organic waste disposal

Target Group

Landscaping Supervisors

Message

Mulch grass clippings and leaves into free fertilizer for turf instead of
letting them end up in the street. Reduced need for fertilizer will save
your clients money, and you can show that your business contributes to

keeping our lakes and rivers cleaner!

' The message for two problems - fertilizing and organic waste
disposal - was combined here to make message delivery more
efficient. The two problems are really two sides of the same coin;

if grass clippings and leaves were properly mulched, the application
frequency and/or the use of synthetic fertilizers could be reduced.
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Formats

Many formats are available for packaging and deliv-
ering messages. These formats include mass media,
videos, printed materials, events, giveaways, mascots,
and the Internet. As in selecting behaviors and creat-
ing messages, determining which formats are most
appropriate is accomplished by weighing the costs and
benefits of different options. The general pros, cons,
and applications of different formats are provided in
Appendix 2. The formats that will serve as the most
effective “packages” for Objective 4 are summarized in
Tables 6, 7, and 8. Formats have been selected based
on their ability to reach the targeted audiences (as
characterized above), to overcome barriers specific

to those audiences, and to facilitate changes in the
highest-ranked behaviors.
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Implementation

Program implementation depends on optimal use of
logistical considerations such as scheduling, budget-
ing, staffing needs, and partnerships. A series of tools
has been developed for linking the strategic process
(audiences, messages, and formats) to annual work
plans and day-to-day operations.

A variety of programs was outlined in Tables 6-8 in
order to illustrate how the Plan’s objectives can be
achieved. Because outreach is a dynamic process,
programming is expected to evolve. Some programs
shown in Tables 6-8 will be carried out, some may be
replaced by others, and the opportunity for additional
programs will arise. In order to facilitate decision-mak-
ing as the Plan is implemented, a suitability tool was
developed (Figure 2). The tool outlines several steps
in the decision-making process and refers to schedule
and budgeting considerations described in Table 9
(below). Use of the suitability tool helps to ensure that
strategic objectives are met throughout implementa-
tion, and it highlights that there is often a trade-off
between programming possibilities and available re-
sources. Even when a program fulfills an objective and
fits into sequence with other programs, for example,

it may require expansion of the educational “infra-
structure.” Expanded infrastructure includes people
resources such as volunteers and interns, through
which available funds can often be leveraged most ef-
fectively.

Scheduling is a key consideration for Plan implemen-
tation. The length of time needed for development,
implementation, and assessment varies by program.
Some programs are tied to specific seasons, and some
need to occur in a certain sequence with others. Table
9 shows programming resource allocation for 2009,
and lists two programs to possibly be implemented in
2010.

Budgeting and the allocation of resources such as
staff, volunteers, interns, and partners are also essen-
tial considerations for Plan implementation. Costs can
be estimated to account for staff salaries, coordination
time required for volunteers and interns, and in-kind
contributions from partners, and listed in greater detail
in a workplan for each program.

The selection of programs for Table 9 from the pos-
sible list of programs in Tables 6-8 was based on the
steps listed in the suitability tool (Figure 2). The select-
ed programs also met some basic feasibility criteria:
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Figure 2: Program Suitability Tool

¢ |s this a program we are either currently doing, or
a program we could readily implement?

* Does District staff currently possess the skills to
implement 