































































































































































































































































































































































































Management Plans and Program Implementation - Implementation of the IRMP is a topic far too
large for inclusion in these guidelines. At the program level, implementation includes:

A thorough comparison of the existing program budget with the vision, goals, and objectives
of the IRMP.

A review of existing program and project plans to insure conformance with the IRMP,
making modifications as necessary.

Establishment of a process by which future actions are evaluated to insure they meet IRMP
standards.

Establishment of monitoring processes that will insure that IRMP goals and objectives are
met.

Establish a formal, periodic review process for the IRMP which includes means to modify
the plan as conditions change.

Budget and Management System Changes - Implemeritation of the IRMP will impact organizational

systems within the tribe (and possibly the BIA). These systems include:

v v v v

The budget development and tracking systems.

Reporting hierarchies between organizational units.

Administrative systems related to purchases and payments.

Employee performance review systems to insure they are tied to IRMP direction.
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Trust Agreements - Memorandums of Agreement are drawn up and signed between the various

Federal agencies with Trust Responsibilities. These agreements formalize the Federal acceptance
of the IRMP as well as the Federal role in implementing it.

GROUND RULES

¢

The document must be reviewed from every angle to insure it is readable, presents concepts
clearly, and, most importantly, is consistent with the consensus tribal vision.

¢ Consistency in format throughout the document reduces the potential for confusion among
readers and creates a document of which the tribe can be proud.

¢ The final review insures adequate communication between the IRMP Core Team and the
Tribal Council. There should be no surprises at the time adoption is considered.

¢ Simply adopting the IRMP will not insure that integrated resource management will be
implemented on the reservation. Follow-through by decision makers, managers, and the
public also has to occur.

¢ The adoption of the IRMP must specify who is responsible for which implementation action.

¢ The IRMP is intended to be a living document. A review and modification process is
established to insure the IRMP remains abreast of changing conditions.

CONCLUSION

Completion of an IRMP is not the end of the Planning/Management Cycle, but rather the beginning
of a new way of management - an integrated approach to management of reservation resources.

9-12




“The wise man must remember that while he is a
descendant of the past, he is a parent of the future.”
Herbert Spencer

“Everyone is responsible for implementing an IRMP - the
tribal council, the program managers, the professionals and
technicians, the BIA. Accountability for implementation is
therefore shared, not placed on the shoulders of one
individual.”

Charles W. Johnson

Chapter 10 - The Completion of the Management Cycle

Monitoring, Modifying, and Replanning

CHAPTER OVERVIEW

Although not specifically a part of the IRMP development process, the monitoring and modification
of the IRMP are critical steps in the integrated resource management cycle. These topics are worthy
of their own sets of guidelines, and will be treated only briefly here.

1.

Are monitoring and evaluating the IRMP important?

> Wide variety of ways to monitor and evaluate programs using indicators.
> Monitoring groups and individuals.

We just finished the IRMP, and now we have to think about modifying it?

> Periodic review of the IRMP.
> Process for modifications.

When is the next IRMP created?

> The start of the next planning/management cycle.
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DEFINITIONS

Key Concepts

Program Monitoring and Evaluation - A formal means of determining whether a program is
achieving its desired results.

Key Terms
Monitoring - The use of established measures to determine program and project progress.

Evaluation - Assessment of monitoring results.

GUIDELINES

1. Are monitoring and evaluating the IRMP important?

By monitoring the IRMP and evaluating the findings, the tribe will have a measure of its success in
moving towards its vision. Engaging in a monitoring and evaluation program will provide the
necessary feedback and also provide a basis for modifying the IRMP to keep it up to date with
changing circumstances.

A monitoring and evaluation strategy is created which measures the accomplishments of all field
activities to insure they are in compliance with the IRMP. To do so:

> A process which calls for the regular review of implementation activities is established. The
review process may be different for individual components of implementation actions,
depending on need.

> A process to address field activities which are found to be out of compliance with the IRMP
is established. This process should also feed into the IRMP review process because it may
provide indicators that a portion of the IRMP is no longer in step with tribal needs and
concerns. If this is the case, the IRMP is then modified.

Monitoring

Monitoring is the collecting of information which is used to evaluate successes, failures, and overall
progress. Program monitoring can be implemented in many ways and, for the purposes of these
guidelines, the discussion will be limited to general topics with the expectation that tribes will
develop comprehensive monitoring strategies based on local needs and desires.

A successful monitoring program will include:

> Goals with related measuring systems and standards.
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> Measures which may be quantitative or qualitative. Managers work with scientists,
technicians, and others to develop useful inventory and monitoring programs to provide data
which can be analyzed to validate progress towards established goals

> The same measuring strategies should be used in successive monitoring cycles to insure
consistency.
> Monitoring will be conducted throughout the year with a schedule directing the establishment

and checking of benchmarks.

Evaluation

A formal review body or committee can be created to conduct an evaluation of the success of the
IRMP implementation. This group can include tribal and BIA managers as well as tribal members
and representatives of outside organizations.
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Figure 10-1 - A flow chart of a sample evaluation process.
The evaluation includes the following:
> A determination of key indicators of changes in the resource. Keys might include measures

of resource use or protection or general indicators such as reductions in decision delays,
elimination of conflicting resolutions, or an increased ability to adjust to new initiatives.
A comparison of the monitored results with the expected results.
A review of the degree to which program plans and actions have been modified to
incorporate the IRMP’s vision, goals, and objectives.

> A determination of the fiscal and organizational commitment to the IRMP.

The evaluation determines:
Whether the selected alternative has been properly implemented.

Whether management resources (funding, staffing) being applied are sufficient to implement
the selected alternatives.
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Whether the assumptions used to develop the selected alternative are still valid.’
Whether the selected alternative is still appropriate in light of changing tribal/BIA goals and
objectives and unanticipated changes in resources and socio-economic conditions.

v v

Alternative Techniques for an IRMP Evaluation

There are numerous ways in which an IRMP evaluation can be conducted. Following are four
examples:

1. General Annual Meeting

> It allows tribal members and other interested parties to continue to be part of the planning
and management effort being directed towards tribal resources.
It gives resource managers an opportunity to present their activities to interested parties.
It serves as a forum for the input of externally developed “monitoring” information which
can assist in keeping the IRMP current with expectations.

EXAMPLE: Annual Opén Meetings

After the adoption of the tribal strategic plan, the San Carlos Apache Tribe initiated a series
_of annual public meetings for the exchange of information between the general public and
tribal officials and managers. The meetings included discussion of socio-economic as well
l| as natural resource issues. Spirited at times, these workshops allowed tnbal members to
|| provide regular input into the planning and management process.

2. Special Tribal Council Work Study Sessions

Conducted using variety of study session techniques.
Can include formal presentations by professional and technical staff.

> Can lead to direct Council action to correct deficiencies or implement identified changes to
IRMP.
3. Technical Review Teams

Results in a technical profile of management activities.
Formal report presented to tribal members and tribal council.

4. Incorporation into Annual Program Reviews
Monitoring and evaluation of IRMP compliance are tied to annual program reviews.

Reviews are frequently tied to existing grants, contracts, and budget.
Reports presented through normal reporting channels.
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2. We just finished the IRMP, and now we have to think about modifying it?

An IRMP is a living document and a review and update cycle should be established which allows
the IRMP to keep abreast of internal and external changes. Instead of dismissing the IRMP as no
longer being useful, it should be modified to keep it current. Modifying the IRMP should be viewed
as taking steps to improve it.

At a minimum, review and modification actions should be conducted on an annual basis.

> Adjustments/modifications may be made to either the implementation plans or to the IRMP.
It may be that the IRMP has to be adjusted because of new information or the discovery that
implementation of the plan in one area has unanticipated impacts on other aspects of the plan
and it must be modified to bring it into harmony.

> The approach to be taken and process to be utilized to modify the IRMP should be spelled
out in the document itself.

> Significant changes should be presented to the Decision Makers for approval. How this is

A accomplished will vary depending on tribal protocol.

> If the IRMP is part of a NEPA compliant process, modifications are given to the BIA for
approval.

_’EXAMPLE' Amendmg the IRMP

'yThe followmg isan excerpt ﬁom the Warm Spnngs IRMP

Amendment and Revxswn of IRMP

- Management Plans can and should be modxﬁed if condmons warrant. As management goals [0
are applied on the ground or as new information is learned about resources, the Plan’s goals and |f
_objectives, or activities may be tailored to fit the resource, or planning ob}ectives as stated in
the IRMP may be amended by the Tribal Council, as necessary.

Based on the monitoring and evaluatxon and an analysm of the objectives, standards, and other
contents of the IRMP, the Resource Management ID Team [RMID Team] will determine if an
amendment is necessary. They will determine if the proposed amendment would result in a
significant change in the Plan. If the change resulting from the proposed amendment is
determined to be significant, the RMID Team will follow the same procedures as those required

3. When is the next IRMP created?

An IRMP is intended to be a long-term, strategic document. The vision used to create the plan may
have been for generations, but the plan’s useful life isn’t nearly as long Although procedures are
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set-up to provide for regular review and an amendment process is implemented, at some point, a new
IRMP will need to be developed. .

Each plan is adopted with a known life expectancy. This is frequently 10 years, but there is no
reason why this couldn’t be longer provided regular and thorough reviews and updates are
conducted. Asthe end ofthe IRMP’s life-span is reached, the next step of the planning/management
cycle is initiated; the creation of a new IRMP. This closes the full strategic management circle.

GROUND RULES

¢ Since the IRMP is a very broad plan, it may be to the tribe’s advantage to focus on
monitoring only key issues to make the monitoring and evaluation process manageable.

¢ The IRMP requires care and feeding for it to fulfill its promise. This includes a regular
review schedule, modification as necessary, and a commitment to continue the
planning/management cycle into the next iteration.

L4 Link the IRMP evaluation to established review protocols for grants, contracts, and program
performance assessments, if possible.

CONCLUSION

It is not the intent of these guidelines to make the IRMP process appear trivial; it is not. The
adoption of an integrated approach for the management of reservation resources isn’t just the
development of an Integrated Resource Management Plan. It is the adoption of a style of
management which is unfamiliar to most tribal and BIA resource management staffs. For it to be
successful, it requires the commitment of tribal and BIA Decision Makers, the acceptance and
commitment of program managers, and the involvement of reservation residents.

The results of adopting such an approach to resource management will be better management;
management that is in step with reservation residents’ vision for the future. A higher level of
accountability by officials to their constituencies will be developed. A higher level of participation
and understanding by those for whom the resources are being managed will occur.

Adopting an integrated approach to resource management will result in a strong expression of tribal
control over reservation resources and further tribal movements to tribal sovereignty.
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