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Overview

The purpose of the November 6 workshop sponsored by the Del Agua
Institute was to organize an alliance or group committed to developing a Placitas
Area Watershed Plan. The workshop began with development of a vision
statement, and then the group assessed the present reality and drafted a mission
statement. After identifying key actions that should be taken in the next year
and a half, the group prepared an action plan. Ric Richardson and Kate
Hildebrand of Consensus Builder facilitated the workshop.

Vision for the Year 2010

In a vision exercise, the group envisioned the end result they would like to
see from their efforts to develop a watershed plan. The image created by the
participants assumed that the group will be highly successful and, in fact,
becomes known throughout the region and the state as the most effective

watershed-planning group in New Mexico. Indeed, the alliance (called the
Placitas Area Water Alliance for the purpose of the exercise) receives an award

for its work and leadership.

In the vision, Placitas has maintained the “green oasis” around its
agricultural and riparian area, despite the increased demand for water that this
diverse community experiences. The Placitas of 2010 preserves many of the
qualities people cherished about the community in 1999—the beauty of the
natural environment, Tunnel Springs, the acequia system, rural sounds and the
San Antonio mission. The alliance is inclusive of all community interests and
participants, and is successful in spearheading an effort to lower water
consumption and conserve a green belt. The community may create a unified
water system that taps into a network of water systems. The watershed plan

itself is built on robust and dynamic technical information.



With the alliance’s leadership role, there is a perception that the reason
watershed planning in Placitas is a model for other areas of the state is that
everyone is involved in conserving and planning for the use of the resource. The
process is sustaining and has gathered momentum over time. The participants
respect the history of the area and work to build on the history in a positive
fashion. As residents, business owners, and other stakeholders work together,
they feel a stronger sense of community and perceive that water planning has

created new relationships among members of the community and the outlying

areas.

Success has come after considerable effort and struggle. Part of the praise
for the alliance is the result of its ability to work through the thorny issues and
tensions and then move beyond them. In times of challenge within the alliance,
people continue to participate. The alliance’s strategy is to convince people by
example and encouragement—while making them aware of the alternative,
“We’ve got to address the water issue, or else!” The group educates school
children and newcomers, while communicating that people who have made a
commitment to live or run businesses in Placitas really have to be part of the
process. Their commitment requires them to act in a responsible way and accept

limitations the community has set. The alliance also overcomes the reluctance of

long-time residents.

Reflection on the Vision
At the end of the vision exercise, the participants identified the following

themes that had emerged from the discussion:

e Water is life;
e Abundance and scarcity are two distinctly different views about water;

e The alliance has credibility;
e A sense of community can be strengthened by the process; and

e Inclusion is a key principle.

The group was eloquent when the participants talked about the
relationships and the people. Upon reflection, the participants felt that



contentious points are likely to occur, because people believe they have
something to lose by participating in the process. There is considerable fear
about where the community is going, who will benefit, and what decisions will
be made. Some people will ask, “What is good for me?,” while others will ask,
“What is good for the community?” Some people view water as a commodity
that can be developed, while others believe water should be conserved as a
community resource. In fact, when we total up all of the water rights allocated

by the State Engineer, “the supply is not there.”

The watershed-planning group needs to counteract these fears and
unrealistic views about the size of the resource by working to achieve a
consensus about the information and its implications. Grassroots collaboration is
essential to this end. The participants must represent a diverse range of
ethnicity, income, land ownership, tenure and values. Achieving this diversity

will be a challenge due to the tendency of many to isolate themselves.

The watershed plan will have to fit with the regional and state plans, and
that process will require discovery of how the Placitas plan fits with other
planning and decision-making processes that influence the allocation of water
throughout the region. For example, the Placitas process should be part of the
Middle Rio Grande regional water planning effort, but it should not be

dominated by that endeavor.

The legacy of the envisioned coalition will be trust and a true alliance
between people and the government. A true alliance represents all segments of
the community, and reflects history and interests of long-time residents as well
as newcomers. As the alliance achieves this purpose, it may shift its focus to

additional community development concerns.

Present Reality

During the next part of the workshop, the participants considered their

strengths and weaknesses as a group working to form a water alliance. They



also discussed the benefits and threats involved in moving toward their vision

for the year 2010.

When they identified their strengths as an organizing group, the

participants noted that the assembled group:

o Is willing and motivated to lead the water planning effort to plan for the
future of the Placitas watershed;

e Has the technical know-how to accomplish the task;

o Isrelatively broad based and representative of the area;

e Has experience in creation and development of public policy;

e Possesses the necessary persistence—and sense of humor—to deal with and
overcome obstacles;

o Is knowledgeable about the history of the area;

e Has a high level of awareness about events and forces outside the community
that could influence the process; and

e Includes people who are creative as well as realistic.

When they considered their weaknesses, the participants noted that the

assembled group:

e Has depended on funding from an organization located in Oregon—and the
initial funding has been exhausted;

e Does not yet include and represent key interests—land grant heirs, large land
development, Pueblos or Federal agencies;

e Is uncertain about the political support for its work, especially outside the
immediate community but within the region;

e Depends on data from outsiders—and the participants had no involvement in
gathering and interpreting the data contained in Peggy Johnson’s water

resources study; and
e Recognizes the potential for divisiveness about the vision of the area’s future.

When the group considered the implications suggested by the vision, the
participants noted the following benefits of this course of action:

o The planning process could result in a more cohesive community;



The participants will have a strategy to obtain the vision;

Each time the group meets, it develops a greater identity and a clearer focus;
As the participants get to know one another, the individual voices and efforts
are likely to become unified in a single set of actions;

The potential exists to define a sustainable lifestyle, based on living within the
community’s resources and budgets; and

The inclusiveness of the effort has an intrinsic value for the community.

The participants also noted the following threats, which are likely to be

the source of caution as the group moves forward:

People may communicate their interests and divergent positions without

resolution;
There could be opposition to the plan late in the process, when it is difficult to

respond;
Despite a good process, thorough work, and strong participation, the study

may be ignored by regulatory agencies;
After an initial spurt of energy and interest, the process may lose momentum

and fail to stimulate action;
Larger forces may supercede and override the alliance’s recommendations;

and
The group that provided the leadership for the process may receive no public

recognition for its efforts.

The participants reflected that it would be critical to take action in a strategic

fashion. The group needs to stay focused as well as weigh the implications and

probable consequences of its actions.

Mission

In a brief session, the participants formed four small groups to draft

possible mission statements. The four resulting statements were as follows:



“The Placitas area has a valuable history, diverse residents and natural
beauty. The mission of the ‘Alliance” is to maintain and/or improve these
attributes by developing and implementing a realistic water resources
plan for residents.”

“The mission of the ‘Alliance’ is to affect the sustainable use of water
resources in Placitas. The means to accomplish the mission includes: (a)
drawing area constituents together; (b) understanding and living within
resources; and (c) developing and implementing a water plan.”

“The mission of the “Alliance’ is to develop and implement a plan for a
sustainable water future that is accepted and supported by the Placitas
community.”

“The mission of the ‘Alliance’ is to develop a realistic plan to educate and
promote the conservation of water.”

Then the group discussed the common themes expressed by the draft mission

statements. The participants identified the following themes:

Long-term sustainability;

Sense of community and inclusion of a diversity of people;

Quality of life;

Communication, education, and outreach to residents in the process of
building community;

A process to shape change;

Development and implementation of the plan should represent the best
interests of the community—common good;

Preservation of both community values and water resources; and

A plan that recognizes all and considers tradition and culture.

Based on the discussion, the group observed that the plan should

recognize growth and change while it should simultaneously respect history,

culture and diverse viewpoints. In preparing the plan, the group will need to

consider what is realistic and what can be implemented and enforced. These

questions must be weighed in the context of the plan’s fit with the Middle Rio

Grande plan, the response from the County Commission, and the needs, desires

and response of residents in the community.



At the end of this session, the group drafted the following mission

statement, which will guide its efforts:

#The mission of the Alliance is to develop and implement a plan for a
sustainable water future that is accepted and supported by the Placitas area
communities, residents, and appropriate governing bodies.”

Action Plan
The development of an eighteen-month plan of action began by

addressing the focus question: #What actions should we take in the next year
and a half to develop a watershed plan for the Placitas area?” The participants
brainstormed and discussed possible answers to the focus question, which they
wrote on cards. Then the group reviewed all the ideas and clustered them into
priorities for action. The five priority action areas are to: (1) organize ourselves;
(2) educate ourselves; (3) complete the ISC water-planning template; (4) build a

plan constituency; and (5) present ourselves.

The resulting action plan appears on page 8. It delineates the activities
along a time line. The Jeft column (Activity) lists the priorities for action. The
second column on the left (Launch) indicates a kick-off event, and the column on
the far right gives the Outcome. The columns arrayed between the launch and

the outcome are the steps the group intends to take to accomplish the desired

outcome.

Next Steps
The group decided to form committees for each stream of activities

established in the plan. The participants from the small groups that developed
each activity stream will serve as the initial committee. Each committee will
meet during the next month to launch the activities. Prior to the next all-group

meeting, the participants will think of possible names for the coalition or alliance.
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