                                    (LL Decker & Associates, Inc.


( LL Decker & Associates, Inc.

[image: image1.png]—

WES TR

stern tes Air Resources Council





Meeting Summary


Strategic Planning Session

El Conquistador Resort

Tucson, Arizona

May 10, 2001

1:30PM – 5:30PM
Facilitation by: 

Lance Decker

Summary by:

Teresa Makinen


5135 North 41st Place, Phoenix, AZ  85018   Telephone (602) 957-9659

Introduction

Lance Decker welcomed the group and reviewed the agenda, meeting objectives, and rules for the meeting (administrivia). 

Issue Map Review

Teresa Makinen reviewed the issue map information and results, and Lance Decker asked the participants if there were any additions or changes to this information.  The following information was provided:  

Strengths and Weaknesses – All participants agreed the lists were inclusive of all the organization’s strengths and weaknesses.

Business Environment – The following should be added:

· Need to assert western issues in Clean Air Act

· Growing influence of ECOS

· Partnership with STAPPA

· Increase in prescribed fire

· Federal regulatory and statutory changes

· Growing influence of tribes

Discussing the Issues

Organization structure:  After some discussion, the group decided the following:

The voting membership will remain the state air agencies and their directors.  The Federal Land Managers will remain as ex-officio (non-voting) members.  There will be committees that do their work, currently four committees (training, technical, sources, and planning).  Staff will remain the same.

What else is at issue:  

· What is relationship with other multi-state agencies?

· What is the Council’s relationship with the committees?

· Development of WESTAR message to external agencies

· What is the role of the Exec Dir in coordination and communication of committees?

· What is relationship of WESTAR staff to the committees?

The folks invited to this meeting are voting, non-voting and EPA – stays as it is.  There are separate processes at state level to deal with other local agencies.  Others will be at invitation only and as needed.

Invitees will be on a case by case basis – Dan will make that decision.  As far as bringing air quality management people together, Dan has discretion to bring best people together for the purpose (local agencies, tribes).  But, if it goes to the next level, i.e., industry, citizens, it should be presented to council for approval.  

Can we expand interest through information mailing?  

· Yes, there probably is a need to increase visibility of WESTAR, as also heard by a funding agency.

· Maybe increased exposure would be article in magazine, or some other type of outreach that speaks to what that expertise is.

· For training, it could be invaluable.

· Opportunity for industry people to pay for training.

· Each course, assessment of potential audience for training.

· Do we provide training to industry people?

· If he was given instruction to develop curriculum just for industry, he could do that.

· Don’t mind locals and tribes, but they already invite them to that training

· There are situations where we shouldn’t foreclose inviting industry to training, on a case-by-case basis.

Policy Development:  After some discussion about policy development and WESTAR’s role in this area, the following decisions were made:

· WESTAR serves as a forum for articulating state’s positions on air quality issues.

· If there is unanimous agreement from all participants at the table, then WESTAR could articulate a policy recommendation for the western states. 

· If there is substantial, but not unanimous agreement, a policy recommendation might not be appropriate.  There would need to be some comfort level with articulating both points of view.

· There is a difference between policy development and policy analysis (i.e. building model codes or evaluating policy options), and all agreed that policy analysis is certainly within the purview of WESTAR. 

· Any letter from WESTAR articulating a policy recommendation may have to be sanitized, but it would be the most common ground we can muster.

Technical Direction:  After some discussion about technical direction and research, it was decided to drop the word “research” and the following was then agreed upon:

· This is an important role for WESTAR

· WESTAR should be a facilitator of research

· WESTAR will not do basic, laboratory research 

· WESTAR is okay with “paper study”, but not technical analysis

When asked if technical committee work should be increased, decreased, or stay the same, although all participants agreed each state will make that decision on an annual basis or as issues emerge, it was decided that the technical work would either stay the same or increase.  

Communication:  There was a short discussion on communication, but all agreed that more is better when it comes to communication, as long as there is a purpose.

After a short break, Lance Decker asked the group if during the break there were any “Blinding Flashes of Insight from Break”.  The following comments were made:

· The term “policy analysis” helps to clarify things for me, as the director, immensely.

· As an organization we need to know where we’re heading, and if we don’t know I can assure you we’ll get there.

· The power of collective agreement could really change the western states in terms of air quality.

Mission:

There was a brief discussion regarding the organization’s mission, and utilizing the information under “Purpose” from the WESTAR website, Lance asked which of those items are truly part of the mission, and what else needs to be included:

· Promote the exchange of information related to the control of air pollution for use in state and federal activities as authorized by air quality statutes and regulations.

· Discuss air quality issues of common concern

· Recommend a course of action for Council members

· Provide training for and build capacity of State AQ agencies

· To facilitate the cooperative efforts to address concerns common to participating agencies.

· To facilitate the improvement of air quality in the west.

Some of this “purpose” information, was actually referred to as details to the implementation of the mission.  They were:

· Develop processes and procedures for consideration by western states, federal land managers and EPA in order to meet air quality objectives and to protect the environmental resources;

· Report on the status of efforts undertaken to achieve air quality objectives;

· Establish work groups, task forces, etc., to investigate specific topics;

· Adopt resolutions and policy statements for implementation by Council members or for their use during the development of local, state and federal programs, regulations and laws.

From the above information, Dan Johnson and his staff will draft a mission statement for review by the Council.

Vision: – Five years from today you’ve been successful in accomplishing everything you wanted to accomplish in terms of WESTAR – what is it?

Organizational Excellence:

· WESTAR is seen by others as top regional air directors organization

· Director focused and committed to resolution of common issues

· Convinced Nevada to join WRAP

· Stable, well funded organization

Maintain or Improve Western Air Quality:

· Energy crisis diverted without deteriorating air quality

· Increased energy capacity has not degraded air quality

· Some controls (finally) on power plants and diesel

· Effective coordination between states and FLM on prescribed burns

· Have EPA buy-in on regional haze SIP strategies

· Regional haze SIPS are completed

· No visibility impairment due to man-made sources within mandatory Federal Class I areas

· The vast majority of non-attainment areas in the west have been redesignated to attainment of federal standards

· Assisted all areas in attaining and maintaining NAAQS

Relationships and Communication:

· EPA trusts us

· Convinced Nevada to join WRAP

· A cooperative state and federal land manager partnership in development of air quality policies and technical approaches

· Have established, clear communication channels

· Can openly discuss tough issues

· Developed working relationships with other regional planning organizations and STAPPA/ALAPCO

Staff Development:

· Enable staff to address current and future problems.

· Western state air quality agency staff are fully informed and capable of solving air quality challenges in their states

· Maintained a strong staff and membership that has effectively addressed the environmental issues of the member states

From this information, the staff will craft a WESTAR vision.

Additional Driving Questions:

How can we quickly assess in which issues we will become engaged?  

If the emerging issues would threaten resources already committed/allocated to other priorities, Dan Johnson will make that determination and contact Council to divert resources.

Who will oversee technical research and committees?  

Council is ultimately responsible.

KEY RESULT AREAS:

Based on the information generated from previous discussions regarding the mission, vision, priorities for action and issue discussions, Lance asked the participants to now focus on key result areas for the strategic plan.  The following were determined to be key result areas for the organization:

1.  Maintain and enhance staff capability to do their job

· Provide training

2.  Promote administrative efficiencies in air quality management

· Provide technical direction

· Get consistent information from EPA

· Promote consistency of approaches for common air quality issues

· Need to assert western air issues in Clean Air Act

· Federal regulatory and statutory changes

· Policy development and review

3.  Foster measurable improvements to air quality

· Policy development and review

· Mitigate impacts of increases in prescribed fires

· Benchmark our organization

· Address specific issues of concern

4.  Foster effective internal and external relationships

· “Relationship and Communication” information from the “vision” information

· Provide a forum to work together

· Provide a unified voice for western state issues

· Information sharing

· Growing influence of tribes

· Relationship with STAPPA

· Growing influence of ECOS

· What is the Council’s relationship with the committees

· What is the role of Executive Director re: coordination and communication (with external & WESTAR committees)

· Role of “working groups” in committee efforts

· Inter-organization (WRAP, CENSARA, FLMs, etc.) – coordination to minimize overlap

· How does WESTAR determine its public messages and policy statements?

· Development of the WESTAR message to external groups

· Relationship with other multi-state agencies

ACTION PLAN:

	What needs to be done?
	Who will do it?
	By when?

	Craft a mission statement
	Dan Johnson
	5/31/01

	Craft a vision paragraph
	Dan Johnson
	5/31/01

	Develop methods for identifying emerging issues
	Individual Committee Co-Chairs
	7/15/01



	Standing agenda item to develop or identify emerging issues
	Dan Johnson
	Ongoing

	Develop report and present to Exec Dir
	Lance & Teresa
	5/10/01

	Develop activities for key result areas
	WESTAR
	


MEETING EVALUATION: 

If we had to do this meeting over, what would you change, and what went well:

	PLUS (+)
	DELTA (()

	+  Had a structure and a process; a game plan
	(  Lighter lunch

	+  A lot of up front work to capture thoughts; made it more efficient
	(  More breaks or schedule it in the morning

	+  Convening process was good
	(  Needed more attention; more focus

	+  Up front work saved a lot of time
	(  Linking the pieces (i.e., mission, vision, etc.) would have helped
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