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Decision / Policy-Making Process

> Evaluate





Why should you use the ecosystem approach?

· Need to move from viewing the environment as a constraint to an opportunity space for economic and social development

· Need to understand the real value of the natural environment in terms of the goods and services it provides for humans and factor this more effectively into decisions. 

· Need to move away from a focus on one sector to consider linkages and dependencies that can create virtuous circles when policy interventions are made. 
· Need to move away from a single scale of operation to look cross scales to join up policy responses. 

· Need to move away from short term decisions to take more proactive and long term perspectives.  

· Need to move away from policy on presumption towards more evidence based decisions.
· Need to move away from tick box approaches to more critical understandings of process and outcomes 
· Need to invest in upfront engagement of  relevant stakeholders to work together to achieve goals and mutual understanding.  

·  Need to experiment and learn from what we do now to make better decisions.   



Initial Ideas
Ideas identified at the outset of any policy/decision making process crucially affect success. This requires up-front investment in the structure and ideas so as to maximise flexibility and innovation of options.  However not all people approach policy and decision making from this initial stage so these aspects may need to be brought in later to improve existing work from negative feedback or failures.  
· Identify the key stakeholders to engage with (stakeholder mapping). This is likely to be a much wider range of people and organisations than you may originally have thought of – being as inclusive as possible can add valuable perspectives and also make important links with other decision-makers (identify synergies and potential conflicts). Ensure that all relevant ecosystem services’ interests are covered with both upstream and downstream impacts.  Stakeholders should be involved throughout the process in order to maximise input and ownership of process and outcomes. Avoid tick box syndrome.   
· Bound the issue(s) you are investigating for clarity in order to focus resources
.   

· Identify suitable engagement activities to frame issues and options and maximise ideas using knowledge(s) from all stakeholders.  Use the engagement toolkit and Visioning techniques  may offer some useful techniques for encouraging people to think outside usual constraints. 
· Consult and summarise previous work evaluations to inform initial discussions in particular any lessons learnt.  
· Identify options from stakeholders drawing on their knowledge and identify data requirements to inform survey stage; undertake preliminary SWOTs
 of these.     
· Identify suitable performance indicators to use to evaluate progress  
(Collecting evidence)
Evidence needs to be proportionate to the policy /decision activity.  Evidence must be fit for purpose; hence the quality requirements of such evidence need to be agreed by stakeholders at outset.  Secondary data (existing) may be extremely valuable but also you need to assess the benefit of collecting primary data to improve reliability. It is important to capture both numerical and attitudinal data to build a complete picture notwithstanding resource limitations.  It is important to note that failure to invest in this stage can lead to partial understandings leading to unexpected policy outcomes and associated costs of U turns.  
· Identify the political/ organisational context within which this policy or decision process is being undertaken. 

· Identify relevant decision support tools that may help to frame your survey evidence (INVEST; National Character Assessment; Ecosystem Assessment; LEDE )

· Identify existing datasets that can inform your issue 

· Use the key headings within  ecosystem services (eg air quality, food, fuel, water, flood defence, carbon store, pollination, biodiversity, heritage, ) to capture core information and evidence. (Use ecosystem service toolkit
· Use qualitative and quantitative data to maximise data  (e.g. ecosystem assessment; national character assessment)
· Collate and Summarise relevant documents,  past initiatives, case studies of good practice and views of champions
· Identify key bodies who hold existing data relevant to your concern  

· Identify data gaps and decide if primary surveys can/should be done 

· Use relevant agencies, community groups or professional staff/consultants  to capture missing evidence if required 

· Consider quality of data / evidence / process. Use surrogates or proxies if needed.

· Consider uncertainties and how these  are dealt with; use survey tools that can handle uncertainty.  
· Focus on future needs as well as current (Futures toolkit)

· Consult stakeholders and relevant public(s) for eliciting public attitudes on proposed options. These need to be formalised.  (Public Engagement toolkit and Valuation toolkit)  

· Identify potential conflict areas 
(Assess)
This stage requires analysis and presentation of evidence collected in ideas and survey stage. It is also important that both quantitative and qualitative assessments are undertaken.  In most cases .  

· Assess your data using a range of assessment tools (Ecosystem  Assessment;  Valuation toolkit )
· Ensure your assessment and resultant interpretations are presented to stakeholders you have engaged with as part of an ongoing consultation process (engagement toolkit)  

· Assess and manage conflicting positions in order to come up with a preferred option that maximises  environmental benefits  in line with statutory policies  and stakeholder needs .  Make any trade offs explicit amongst affected publics.  
· Revise initial aims and boundaries in light of any feedback loops generated. Repeat process  if necessary. Confirm goals and objectives in light of analysis. 

· From assessment of data identify any skills or knowledge gaps in your team/partnership and strengthen where appropriate. 
(Plan) 
A good plan has a clear set of actions linked to individuals (agencies/people), timescales and traceable to previous phases.  Important to select and use a bundle of suitable instruments to achieve goals. There is a danger of just focussing on one type of tool alone. Performance indicators need to be identified and used to monitor a plan’s/decision’s success. 
· Devise SMART (specific, measureable, attainable, relevant and  time dependent) plan process 

· In situations of conflicting positions  make trade-offs explicit.

· Identify the bundle of regulatory and/or incentive/information tools to help maximise your goals.  

· Identify roles for your stakeholder group ensuring they have been involved in previous stages.   
· Aim to get best possible mix of benefits and win win . 
 (Evaluate) 
This is not a bolt on phase but is something that should be embedded in all stages of the decision policy making process through feedback loops. Ideally this should be identified at the outset.  Evaluation should include both qualitative and quantitative l indictords 
· Summarise key messages and engage with those in the area others (Engagement Tool: Valuation tools ).
[Construct flowchart / diagram for this decision-process framework; point out what would be existing good practice and what the EA / ESF add and hence better than business as usual]

Account for fact that decision have to be made in politically constrained context or possibly in a ‘bad job’ situation where we need to make the best of a bad job…]

�I envisage the guidance only appearing in bold at the first level with hyperlinks then revealing the actions. In this way a diagram can accommodate most of this with the links drawing people in. 


�Draft1 please comment. 


�Is this to early as this only happen properly in later stages once all data is collected and analysed. 


�Does the LEDE tol offer something here. 





