Understanding how change is motivated
Workshop for Water Management Decision Makers

September 2016

Margaret Kilvington (ISREF isref.co.nz), Will Allen (LFS—learningforsustainability.net/ &
Jim Sinner (Cawthron Institute - cawthron.org.nz

Understanding what motivates change

Workshop and briefing for the Ruamahanga Whaitua Committee

Output from work contracted by Greater Wellington Regional Council, in support of the Ruamahanga
Whaitua water management committee. (http://www.gw.govt.nz/ruamahanga-whaitua/); in conjunction with

the Wheel of Water Research programme (https://wheelofwater.wordpress.com/

Page 1 of 24


http://isref.co.nz/
http://learningforsustainability.net/
http://www.cawthron.org.nz/
http://www.gw.govt.nz/ruamahanga-whaitua/
https://wheelofwater.wordpress.com/

Understanding how change is motivated: Workshop for Water
Management Decision Makers

Contents

1. INtroduction — the WOIKSRNOP.......uuiiii e e e e e e e e
The Ruamahanga Whaitua Committee ...
WOrKShOP @iMS & OULIINE ... e e e e e e e e e e et e e e e e eeaeeanne

2. Freshwater Management & Motivating Change ..........cccooiieeiiiiiiiiiiii e
Workshop Exercise: brainstorming motivation for change in the Ruamahanga .....................

3. Understanding how change is Motivated ...............oouiiiiiiii e
INiVIdUal INTENTION O ACT.......ciiiiiiiiiiiiiiiiiie ettt
Further factors to consider when designing policy to motivate change. ...........cccccceeeeieeniinnn,

4. Tools & Techniques for Designing Policy for Change ................uevueiiiiiiiiiiiiiiiiiiiiiiiiiiiiiieeens
Using the Change Planning FrameWOrK ............cooiiiiiiiiiiiiiiiie e e et e e e e e eeaens

ACHIVITY ONEI EXPIOTE ...ttt
Workshop Exercise ‘Change Planning’................uuuuuiiiiiiiiiiiiiiiiiiiiiiiiieeneiieiiieieennneenneees
ACLIVILY TWO: ASSESS OPLIONS .. uuuii i e et e e e e e e e e et e e e e e e e e eareaaaaas
Looking more closely at how policy instruments WOrk ...,
Activity three: Plan & EVAIUALE.............cuuuiiiiii e e e e e e e
TTACKING PIOGIESS ...ttt
5. WOrKShOP CONCIUSION.... ..o e e e et e e e e e e e e e aaeaaa s

B. REFEIENCES & fUIMNET TESOUICES ....ee ettt ettt et et e e e e e e e eneen

.................. 11

Page 2 of 24


file:///C:/Users/Meg/Documents/NEW%20WORK/Ruamāhanga%20whaitua/Write%20up%20of%20behaviour%20change/Understanding%20how%20change%20is%20motivated%20-Workshop%20for%20Water%20Management%20Decision%20Makers(final).docx%23_Toc469910065
file:///C:/Users/Meg/Documents/NEW%20WORK/Ruamāhanga%20whaitua/Write%20up%20of%20behaviour%20change/Understanding%20how%20change%20is%20motivated%20-Workshop%20for%20Water%20Management%20Decision%20Makers(final).docx%23_Toc469910072

Slide 1
Understanding what motivates change
Workshop and briefing for the Ruamahanga Whaitua Committee

Margaret Kilvington (1SReF), Will Allen (wow /Lfs) & Jim Sinner
. - (cay Inst =

Slide 2

Improve water quality and quantity

e.g. reconfigure

e.g. poles to i
reduce erosion river and lake
etc. etc.

Behaviour change

Sequence of events (time)

Where we are now

1. Introduction — the workshop
[Slides 1-4]

This is a summary of a workshop held in
September 2016 with the community based
catchment management group — the
Ruamahanga Whaitua Committee (RWC). The
topic was ‘understanding what motivates change’
This summary report collates the principle
overhead presentation material and
accompanying notes.

The Ruamahanga Whaitua Committee

The RWC was established as part of efforts by
Greater Wellington Regional Council to provide
for greater inclusion of the knowledge,
aspirations, unique values and views of the
communities of the Wairarapa regarding the
management of the region’s water resources
(http://www.gw.govt.nz/using-knowledge-to-
make-sound-decisions)

The RWC provides guidance and direction on
what will be included in the Whaitua
implementation plan (WIP). This will be
ultimately used to develop new provisions in the
Greater Wellington Regional Council Natural
Resources Plan.

An important part of this work is to make
recommendations for policies (both regulatory
and non-regulatory) that will support the
achievement of goals and targets (such as limits
on water abstraction, river levels, and water
quality). Inevitably meeting these goals and
targets will involve some changes of practice for
different sectors of the Ruamahanga catchment
community. Designing realistic goals and targets
and successful policies to achieve them
consequently relies on some understanding of
how much change is required and how the costs
and benefits of change are likely to be distributed.
It also requires some understanding of how likely
it is that different policies and approaches will
achieve the desired shifts in practice and
behaviour and what else may be needed to
support that change.
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Slide 3

Understanding what motivates
change

Agenda

1. Motivating change and achieving
outcomes — implications for policy

2. Understanding how change is
motivated

3. Tools & techniques for exploring
what this means for the
Ruamahanga

4. |dentifying further information
needs

Understanding what motivates change: Workshop for Ruamihanga Whaitua Committee 20 Sept 2016, Kilvington, Allen & Sinner

Slide 4

Today is about being collective

All the brains in the room!

Slide 5

Influencing landholders to adopt more sustainable
natural resource management measures is complex.
This is partly because adopting natural resource
management measures is not one decision (as, for
example, deciding to give up smoking is one decision,
albeit a difficult one). Adopting new management
measures requires a large number of different
decisions—both big and little, easy and complex—
every week....It requires ongoing commitment and
considerable knowledge and skill and at times
considerable investment in capital equipment and
other inputs.

Australian public service commission: Changing
behaviour a public policy perspective

Greater Wellington Regional Council supports the
work of the RWC in a number of ways including
funding a collaborative modelling consortium
which brings together the expertise of
independent specialists with expertise in
hydrology, chemistry, social science, economics
and matauranga Maori. This workshop is one of
the contributions from this collaborative modelling
work.

Workshop aims & outline

The aim of the “Understanding how change is
motivated workshop” was to introduce committee
members to some of the existing science around
supporting and motivating change as it applies to
their work. The workshop was run by Margaret
Kilvington & Will Allen with supporting
contribution by Jim Sinner. Margaret, Will & Jim
are part of the team of people providing social
research input into the collaborative modelling
work and in support of the Ruamahanga whaitua
committee process.

The workshop had three parts:
1. Motivating change and achieving
outcomes —the implications for policy
2. Understanding how change is motivated
3. Tools and techniques for designing policy
for change

A lot of material was presented to the RWC
participants but the workshop was also highly
interactive and had brainstorming exercises and
group discussions.

2. Freshwater Management &
Motivating Change

[Slides 5 -12]

Freshwater management is an example of the
growing number of complex policy problems
where behaviours of many different groups and
sectors act together to influence the current
situation. No one individual, sector or part of the
community alone can be held accountable for all
the problems in our freshwater systems.
Similarly no one group, acting alone, can
influence the future.
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Adapted from Institute for Government (UK). Mindspace: Influencing behaviour for public policy
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Wairarapa — Where Water Glistens

The future is engaged communities proactive in the long term sustainability of
the catchment as a whole. A place where:

* We are all connected to the water so we are all equally responsible for
creating a more natural state;

* Holistic land and water management creates resilience;

* Recreational and cultural opportunities are enhanced;
* There is a sustainable economic future;

* Water quality is improving;

* Ecological enhancement is sustainable;

* Ko wai, Mo wai, No wai: waterways connect communities, there is a sense of
identity for people and water;

* There is safety and security of (drinking) water supply.

Slide 8

1. Motivating change and achieving
outcomes — implications for policy

Some thought needs to be given to the
practicalities of motivating change amongst many
people.

Achieving sustained behaviour change is difficult.
We all recognise this in our own lives when we
see how we struggle to drop unhelpful habits and
pick up new and better ones. Change is hard
even when we have good information, positive
role models and the incentive of knowing we are
doing something that will benefit us in the long
run. Consequently policy makers and programme
designers working with complex problems
increasingly recognise the need for a
sophisticated understanding of the factors
influencing human behaviour at the individual,
interpersonal and community levels.
Understanding better how to effect change
through the judicious use of various policy
interventions can result in better delivery of
desired outcomes, potentially for less cost.

Questions for consideration include:

e How complex would this change be and how
much education and information would be
required to help people transition to a new
behaviour?

¢ Are there significant barriers to taking action?

e What is achievable through voluntary action
and how can a regulatory framework support
voluntary change?

e Wil steps be needed from other parts of
regional government or local and district
agencies — in order to ensure this change is
not undermined by actions happening
elsewhere?
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Slide 7 L. o
Motivating change & achieving outcomes

— implications for policy

Wairarapa — Where Water Glistens

The future is engaged communities proactive in the long term sustainability of Over the Ia'St 18 months the RWC ha've alrea‘dy
the'catchmentasa whole. Alplace where: identified a number of high level goals for the

w . future of the Wairarapa. The GWRC freshwater
. e are all connected to the water so we are all equally responsible for ]

creating a more natural state; management strategy and the WIP is one of the
¢ Holistic land and water management creates resilience; means by WhICh these goaIS can be Supported
< T s st able sonomlc it and achieved. The WIP in this way plays a similar
* Water quality is improving; role to the Zone implementation plan (ZIP) used
I osienaemy e N _ by the Environment Canterbury (ECAN) water
* Ko wai, Mo wai, No wai: waterways connect communities, there is a sense of

identity for people and water; management process. http://ecan.govt.nz/get-
* There is safety and security of (drinking) water supply. invoIved/canterburvwater/committees.

* Recreational and cultural opportunities are enhanced;

However, many of the goals, and aims of the
RWC, and other such collaborative freshwater
management initiatives, imply ambitious, ‘whole
of community changes’ which reach beyond the
Wairewa ZIP Addendum usual remit of regional level resource
management policy. Such policy has typically
focussed largely on ensuring the compliance of
those reluctant to adopt new practices already
widely supported by others.

Slide 8

To provide guidance to Ecan as it develops its
work programme .... e.g.

* Catchment streams® flourishing ecosystems
* Lake ® annualaverage TLI=4 by 2035
* Develop external funding

A ‘whole of community’ approach to change also

. . e encourages innovation and
* Provide for awareness, education, and farm 9

environment plans e supports learning by those interested in
 Encourage environmental technologies uptake normalising such practices.

Designing policy for such long term aims requires
a road map. When planning for long term, wide
impact change it becomes obvious that changes

Slide 9 I : .
to significant social, cultural, economic and
environmental goals will take a long time to
A whole of community approach —we all appear. State of the Environment (SOE)
need to change monitoring is insufficient to ensure that the
Target audience change process is on track. It is therefore useful
Ay Maiorit — improving B} .
Learn about -ary Faiorty good practice to develop intermediate outcomes and
good practice fo Maiorit

measures— i.e. steps or preconditions that lead to
g the longer term outcomes. These intermediate
CaFFats Target laggards . . . ,
. ~ compliance outcomes typically involve changes in people’s
: - knowledge, aspirations, skills and attitudes which
result in changes in social norms, capacities and
practices.

INNOVATION ADOPTION LIFECYCLE

Source Wikipedia- https://en.wikipedia.org/w/index.php?curid=11484459
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A road-map to our destination
Changes in attitudes,
practices,
Situation . knowledge, skills
analysis Activities & outputs Outcomes
Intermediate
outcomes
Vision
Big changes in
society & the
environment
Slide 11

Different outcome levels

Longer-term outcomes
* The state - or change in state - of a condition of significance
(social, cultural, economic, health, environmental, etc.)

* Medium- to long-term time frame

Intermediate outcomes

* One or more stepsor pre-conditions necessary to achieve the
longer-term outcome

* Short- to medium-term time frame
* People change(knowledge, aspirations, skills and attitudes)

* Usually concerned with changes in social norms, capacities
and practices

Slide 12

20
PHEALTH WARNING §

Brainstorm for Ruamahanga

B .0 s s et s s
SWIMMING AND FO0D GATHERING IS
NOT RECOMMENDED
L. o=

* Who are the stakeholders in the
Ruamahanga (people/organisations) who
you think will need to change what they do?

* Pick one -

If it was your role to change what these
people do — how would you go about it?

* What things will help them (enablers)?
* What will block them (barriers)?

* What will be your biggest challenge?

Understanding what motivates change: Workshop for Ruamahanga Whaitua Committee 20 Sept 2016, Kilvington, Allen & Sinner

Workshop Exercise: brainstorming
motivation for change in the
Ruamahanga

Participants at the workshop worked through
the following questions and steps to ground-

truth the ideas presented so far.

® \Who are the stakeholders in the
Ruamahanga (people/organisations) who

you think will need to change what they do?
® Pick one

® |f it was your role to change what these
people do — how would you go about it?
What things would help them
(enablers)?
What things would block them
(barriers)?

What will be your biggest challenge?
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It's a delusion we can change peoples’ behaviours.

Instead, people change their own behaviours. Our role is

to create an enabling environment and provide

opportunities for people to become inspired by what their

peers have achieved. When we offer people a chance to
take a step closer to the lives, businesses or farms they

dream about (and we make that change feel safe) then
they'll do the changing for us.

Les Robinson How the science of behaviour change can
help with sustainability, Guardian 18 January 2011

Slide 14

+ All about creating “environment for change”
* Regulation, education, incentives, disincentives,
awareness, attitudes, role models,......all contribute

to the environment for change

+ Need to use multiple avenues in combination — and
over time

Understanding what motivates change: Workshop for Ruamahanga Whaitua Committee 20 Sept 2016, Kilvington, Allen & Sinner

Slide 15

Attitudes are not enough

| “Research indicates that attitudes are a
necessary but insufficient condition to
changing behaviour. You can’t change
behaviour simply by changing attitudes.”

Linda Cameron,2002 Promoting positive envit I behaviours through

interventions

Environmental education and communications alone will not
resolve environmental issues. They have to be combined
with legal, economic and

technical instruments to make change.”

Environment Waikato, 2002

Understanding what motivates change: Workshop for Ruamahanga Whaitua Committee 20 Sept 2016, Kilvington, Allen & Sinner

3. Understanding how change is
motivated

[Slides 13- 23]

Motivating change is a wide area of research and
practice in areas as diverse as human health,
adoption of new technology and environmental
management. A central tenet of those who work
in support of society wide changes is that effort to
support change is best directed at creating a
suitable enabling environment within which
change can occur rather than simply targeting
individual behaviours.

Public policy contributions to societal change can
take the form of regulation, providing financial
incentives and disincentives, education, raising
awareness, and promoting role models and
voluntary efforts. All these can in one way or
another contribute to the environment for change.
No one approach is better than another and
change is better supported by pursuing multiple
avenues at various times — depending on what is
known about the community and the situation.
While ‘changing attitudes’ is often a popular
component of behaviour intervention policies it is
generally considered insufficient on its own to
create lasting change.

Individual intention to act

Most approaches to understanding what
motivates any one person use four basic building
blocks

1. Attitudes and Beliefs: What the person
knows or believes about the situation.

2. Social norms and wider society influences:
the common behaviours of others in society —
particularly their peers

3. Personal habits and abilities: What is a
normal practice for the person and what is their
capacity to take on new behaviours.

4, External factors: Conditions such as
markets, financial factors, and policies such as
regulations that can act on these.
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Most basic models
combine the
following:

Social norms & wider

Attitudes & Beliefs A
society influence

External factors

Personal (e.g. market conditions,
costs & policy
interventions that can
act on these)

habits and abilities

Understanding what motivates change: Workshop for Ruamahanga Whaitua Committee 20 Sept 2016, Kilvington, Allen & Sinner

Slide 17
Theory of reasoned action ”
(in a nutshell) ' q
Sense of Ajzen & Fishbein 1967 \ 1
community = )
responsibility Skills, resources
d diveth — &timeneeded s
L»'n erstan lr?g( e Pnontv‘cf other for the sction Simplicity or complexity
risks & benefits of actions of action
action or inaction,
Financial Ease of
Understanding i x 5
sl |'n'cent|v'es/ Nature‘ of the /“easunng
\ d|5|7entlves action success
Belief the Social norms
acmtlao:ev:ﬂl Attitude regulated &
diftienrioe > towar'ds the Perceived social / Unreeulsted)
action pressure to act
/ Significance of issue
g Peer to broader
Intention to act involvement community
Slide 18

Short cut for policies and programmes
aimed at behaviour change

Motivation =Understanding +Ability + Imperative

Understanding what motivates change: Workshop for Ruamahanga Whaitua Committee 20 Sept 2016, Kilvington, Allen & Sinner

A widely known framework that uses these basic
building blocks is called the theory of reasoned
action (Ajzen & Fishbein 1967). Slide 17
(enlarged on facing page) represents an
interpretation of that complex theory —in a
nutshell! It highlights that our intention to act is
influenced by our attitude towards the action; the
nature of the action itself; and the perceived
social pressure to act. These in turn are
influenced by many other factors.

Even more succinct is the equation below
designed as a short cut for policies and
programmes aimed at motivating change.

Motivation =Understanding + Ability
+ Imperative®

This describes individual motivation to act as a
combination of an individual’s understanding
about the problem, the situation that requires
changing & their role within it; their physical and
practical ability to take action; and the various
social, legal and financial factors that create a
social imperative to act. A holistic approach to
supporting change will ensure that all three areas
that influence motivation are addressed (see slide
19 facing page). Targeting understanding alone
without addressing factors that affect ability or
imperative (e.g. through awareness raising
campaigns) is unlikely to be sufficient by itself to
create strong motivation to change.
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Slide 17 enlarged*

Theory of reasoned action,
(in a nutshell) ‘

Sense of Ajzen & Fishbein 1967
community

responsibility

Skills, resources

. L & time needed
Understandingthe Priority vs for the action  Simplicity or complexity
risks & benefits of other actions of action
action or inaction /

_ Financial Ease of
Understanding incentives/ Nature of the %ﬂeasuring
of the problem\ disiyentives action sUCCess

Bil_'Efth_Tl tud Social norms

acm';’:e“:' Attlt: eh regulated &

difference >\ towar. s the Perceived social / Unresulated)
action

pressure to act

/N

Significance of issue
Peer g

H . to broader
Intention to act involvement commanity
Slide 19
e:g. Physical. Geographic, Factors to consider
Financial,technological in behaviour change
barriers
programmes
opportunities
Economic
Incentives/
Motivation =Understanding + Ability + Imperative disincentives
/ : Peer pressure
Social norms
What is the
/ problem? \ regulation
WhaF iy, What can| do
role inthe ; 3
problem? differently: Personal values
What are the
How do | know What are risks. of at?tion or
that will make a others Inaction
difference? doing?

Understanding what motivates change: Workshop for Ruamahanga Whaitua Committee 20 Sept 2016, Kilvington, Allen & Sinner

! This interpretation of Ajzen & Fishbeing (1967) and the Motivation for .Change equation were first developed through work by M.
Kilvington & W. Allen, with the Animal Health Board and Ministry for Agriculture and Fisheries in 2002 (see references).
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Slide 20

People act inconsistently
& not always rationally

* Behavioural economics tells us

* people behave with ‘bounded
rationality’

* People show inconsistent preferences
over time

* People exhibit reciprocity and value
fairness

» Often defy “categories”

Can’t rely on people doing something because it is ‘in their best
interest’

Slide 21

Personal Inter-
® Conditioning personal

Cognitive
consistency
Self efficacy

Working with biases

Q Response to
authority

voices
Mutuality &
reciprocity

Social

[ [ ] [2) © @ [€) capital

innovation

Community

Further factors to consider when
designing policy to motivate change

There are several factors which are important to
consider in any programme aimed at supporting
behaviour change:

1. Don’t assume people will always act in
their own self interest

Although it is tempting to think that people will
naturally act in ways that best serve their own
personal interests in the long run, research
(particularly behavioural economics) has found
there are three influences that can mean that
people act in ways that are actually contrary to
their own interests. Firstly, in complex situations,
it is not always possible for people to identify
what is “in their best interests”. Similarly there
are many examples where people favour short
term immediate gains over greater benefits which
are further off in the future. Thirdly, research
shows that people place a very high value on
fairness and favour situations where all benefit
equally — even opting to forgo a benefit
themselves to ensure that others are not
disproportionately benefiting.

2. Be careful about lumping people into one
category or another

People also often defy the common categories
that policy designers want to put them. For
instance, while it may seem convenient when
preparing a policy about adopting new on-farm
technology to group people into categories such
as “long established land owners” or “new
comers” some research has shown that people
who are innovators, i.e. who readily adapt to
changing circumstances and can lead others in
new directions, can be found in either group.

3. Motivation can work at personal,
interpersonal and societal wide levels

In developing any approach or programme that
will support change it is possible to work at
several different levels, as illustrated slide 21. For
instance at the personal level people can be
supported to change by developing self-efficacy —
i.e. their confidence in making the change —
through help with goal setting or measuring
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Slide 22
Precontemplation Not yet acknowledging that there is a problem
behavior that needs to be changed
‘il Contemplation  Acknowledging that there is a problem but not
| yet ready or sure of wanting to make a change
! JEL
|= ~ —» Preparation Getting ready to change
1
! m
1 Action Changing behaviour
I
! S
L R i Returning to older behaviors and abandoning
= = — = Reversion the new changes
u N OR
Maintenance Maintaining new behaviour change
Figure 5 Change involvesstages over time

Slide 23
Working with principles
ZIGNE
Scarcity & Generosity AC K

* Growing interest

* “Scarcity” based policies can create enhanced rates of consumption —
generosity effectively “grows the pie”

* Scarcity can promote both selfish and generous behaviours — depends
on whether people are encouraged to view their own interests or
collective interest as most important.

* People are most generous when they are able to be in control of the
giving and are able to experience recognition and gratitude.

* Generosity — taps into mutualism, cognitive consistency

* Question for policy design...how can we help people see the need of
others (including the natural environment) and empower them to be
generous? E.g., create opportunities for people to contribute.

progress. At the interpersonal level — change can
be supported by recognising that people respect
the opinions of particular people (such as well-
known community members) who can be
influential in supporting the change, and that they
value a change process that deals fairly with
people. At the whole community scale, efforts to
support networks (social capital) by which people
learn about new ideas can help support the
change

4. Recognise and support different stages of
change over time
While it is a truism that change occurs over time,
Figure 5 illustrates that the process of change
can involve several distinct phases. This can be
significant when dealing with long term society
wide change as it is likely that individuals and
groups may be at different stages — particularly if
new people come into the situation as the change
process continues. Slide 22 shows one
interpretation of the stages of change. Starting
with pre-contemplation where a person does not
yet understand the change; going through
contemplation (considering the change);
preparation (getting ready to change); action
(changing behaviour). Then individuals or groups
may potentially go through a reversion (going
back to previous behaviour) or go to maintenance
(maintaining behaviour).

5. Recognise the potential of working with
principles

There is a growing interest in understanding how
different approaches to motivating change can
support different overall trends and ideas. For
instance, a sense of scarcity can be promoted
when a limit is placed on a resource. Scarcity
based policies have been known to cause
increased rates of consumption (e.g. bag limits
for game species) where people ‘over value’ the
resource or act out of fear that they will miss out.
As a counter to scarcity, approaches that support
generosity — i.e. the chance for individuals or
groups to ‘give back’- can effectively grow the
resource and create positive connections to both
the resource and fellow resource users.
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Slide 24

“The best change theory is the one you make yourself”

Les Robinson How the science of behaviour change can
help with sustainability, Guardian 18 January 2011

Slide 25

What does this mean for
designing policy?

1. Need to consider the context and nature of
the change that you expect (Explore)

2. Need to understand how different policy
interventions work together (Assess)

3. Need to track how change is progressing
(Plan & Evaluate)

Understanding what motivates change: Workshop for Ruamahanga Whaitua Committee 20 Sept 2016, Kilvington, Allen & Sinner

Slide 26
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. i Change planning i i

Adapted from Institute for (UK). Mi

ing behaviour for public policy

4. Tools & Techniques for
Designing Policy for Change

[Slides 24 — 45]

Good planning and preparation for change can
result in an approach that is tailored to both the
context and the specific character of the
community facing the change. Figure 6 is a
framework for understanding the interlinked tasks
involved in change planning. It highlights three
main activities:

1. Considering the context and nature of
the change (Explore)

2. Understanding how different policy
interventions can contribute to the
change (Assess)

3. Planning for and tracking how change
is progressing (Plan & Evaluate)

The framework presented in slide 26 (enlarged
and reworked version facing page) illustrates
these three activities. It shows how each is
based on a good understanding of how to support
behaviour change at personal, interpersonal and
whole community scales.
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Slide 26 - Framework for Change Planning?

Legislation Across government
Regulation departments
( Incentives R (-Amongst leading sector ) Build
Understand the Information groups evidence
nature of the Creat
change reate
Encourage Consistency Adapt
Understand the
community T
Assess Assess
Explore < options > < options > Plan &
Evaluate
A
A
Enable Empower
Communities
Technologies Collaboration,
Resources dialogue, fostering
\ Skills / \ Innovation /
Motivating people Creating an environment for change
Change planning
Adapted from Institute for Government (UK). Mindspace: Influencing behaviour for public policy

Slide 29 Considerations for Explore phase of change planning

Example considerations Tools

Who are the stakeholders and what is Stakeholder mapping and
their understanding & ability in relationto  analysis

?
the changes Organizational mapping &

analysis
What are the levers out there already in Systems mapping and
society that affect this issue? E.g banks analysis (levers & drivers)

What are the policies & structures within
council that already affect this issue?

Will this change take multiple steps & Theory of Change & logic

. . models
involve multiple people?

Is there potential for innovation?

2 The framework presented at the workshop was adapted from work by the UK Institute for government - Mindspace It has been modified
further following the RWC workshop for the resource report for the RWC (see references).
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Using the Change Planning Framework

The following sections summarise how the
framework can be used as a basic guide to
designing policy for change.

Activity one: Explore

Any effort to create change needs to be based on
an understanding of the change required and the
likely preferences, concerns and abilities of those
who will be doing the changing. At its most basic
this activity asks two questions

Whose behaviour do you want to
influence?

What do you want them to do that is
different to their normal way of behaving?

The Motivation Equation described earlier can be
used to help understand both the nature of the
change and the potential issues facing the
community in taking on this change — in terms of
their understanding, ability and their imperative to
take action. An important rule of thumb is to ‘start
from where people are’.

Slide 29 (enlarged facing page) outlines some of
the considerations and tools for this activity.

Slide 28
What are the social norms
around this?
Is the problem well What are values/attitudes
understood? out in the community that
support this change?
Motivationfor = Understanding Imperative
Change
IS the solution eas What are the values in
o understinde L the community that
) contradict this change?
Know the Will this change take What are the policy
nature of the multiple steps & instruments that can
h involve multiple support this change?
change people?
Know your Is this understanding What are current
community shared by all or just fattltudes to policy
some? instruments?
Slide 29
Explore Considerations Tools
Who are the stakeholders
Understand the and what is their Stakeholder mapping and

of the change

community & context

Understand the nature

understanding & abilityin
relationto the change?

What are the levers out
there already in society
that affect this issue? E.g
banks

What are the policies &
structures within council
that already affect this
issue?

Will this change take
multiple steps & involve
multiple people?

Is there potential for
innovation?

analysis

Systems mapping and
analysis (levers & drivers)

Behaviourchange ideas

Workshop Exercise ‘Change Planning’

At this part of the workshop participants worked
through the first two stages of the change planning
framework — Explore & Assess. They were
provided with further support material presented in
slides: 26 to 38.

In Explore they considered — what change they
wanted to see; whose behaviour they wanted to
influence; and what they knew about the challenges
or opportunities associated with this.

In Assess they considered

o Ways to motivate individuals or groups by
considering what interventions might
encourage & enable them.

e Ways to create an environment for change
by considering what is needed to create
consistency and empower communities

The stage Plane & Evaluate was discussed
following the workshop exercise.
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Incentives/disincentives

Information &
Awareness — social

Slide 31
Encourage Options Considerations
Legislation How does the context and
Understand the options character of the community
to create “imperative”  Regulation affect what options would be
for change best to use?
Property rights

How can these instruments
make better use of behaviour
change ideas (e.g social
norms, mutualism?)

What instruments need to

Technologies
Resources

Skills

marketing work in tandem with others?
What is already being used?
How can these tools be used
to foster generosity?
Enable Options Considerations
Changes to
Understand the factors What are the practical &
that affect the “ability”  Infrastructure structural barriers to
to change change that people face?
Networks

What are the choices
availableto different
sectors of the community?

How does regional
government contribute to
these barriers and choices?

Slide 33

Create
Consistancy

Aligning policies and
actions across
government
departments, agencies
and other ‘leading’
organisations

Main authorities

National, regional, local
government

Major organisations/sectol
groups

Considerations

Are the actions and policies
of GWRC consistent with
the change they are

r seeking?

Are the actions and policies
for change consistent
across different levels of
government?

Are the actions and policies
of other major authorities
working to support
change?

Activity two: Assess options

There are many ways to support change and
these can be reviewed and assessed for their fit
with what is known about the nature of the
change and the community (Explore stage).

Slide 25 shows that the change planning
framework outlines four different ways to support
change: Encourage, Enable, Create Consistency
& Empower Communities. Each focuses on a
different aspect of creating the potential and
climate for change. The focus of the first two is on
motivation and encouragement of individuals &
groups; the second two focus on how to create
an overall environment that supports change:

1. Encourage — these are the broad range of
government policy tools and actions that can
be used to support change. It is useful to
understand some of the ways policy
instruments can work in different contexts and
as a combined package

2. Enable — this recognises there are often
practical and structural barriers to change and
considers how these can be addressed

3. Create consistency — this recognises that
there needs to be consistent messaging from
major influencers in the system if change is to
be supported. This includes ensuring
government departments do not inadvertently
work against one another and that other key
organisations such as sector groups are also
supporting the change.

4. Empower communities — assessing options
to empower communities includes
considering ways to maintain ongoing
engagement, debate and participation in the
change process.

A summary of the material presented in slides 30
— 33 is presented in Table 1 (facing page)
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Assess Example considerations Options
How does the context and character of the Legislation
community affect what options would be Regulation
best to use? Property rights

Incentives/disincentives
How can these instruments make better use Information & Awareness
of behaviour change ideas (e.g social norms,

mutualism?)

Q2 . .

S What instruments need to work in tandem

g with others?

2

s

S What is already being used?

= What are the practical & structural barriers to | Changes to:
change that people face? Networks

Technologies

What are the choices available to different Capacity & Resources
sectors of the community? Skills

How does regional government contribute to
these barriers and choices?

Are the actions and policies of different Align policies and actions
departments in GWRC consistent or in across government
conflict? departments, agencies and

other ‘leading’ organisations
Are the actions and policies for change
consistent across different levels of
government (national & local) in keeping with
the change?

Are the actions and policies of other major
authorities working to support change?

How can you maintain a climate of ongoing Collaborative community
debate, discussion, learning and based decision-making — e.g.
collaboration? Ruamahanga Whaitua
committee themselves!

Create climate for change

How will public views be incorporated in
decisions? Public forum, opinion polls

Community based innovation
diffusion groups

Table 1 — Example considerations for assessing options

Page 17 of 24



Slide 34
- Considerations Options
Facilitating Collaborative and

5 How can you maintaina
collaboration, and climate of ongoing debate,
gaining traction for discussion, learning and
change collaboration?

supported community
based decision-making—
eg. Ruamahanga Whaitua
committee themselves!
How will public views be

incorporated in decisions?  Public forum

Opinion polls

Community based
innovation diffusion groups

Slide 35 (source Young et al. 1996)

2. How policy interventions work together

to support behavior change

Regulatory instruments Voluntary approaches

Economicincentives & penalties

Property rigV

Collaborative, information sharing and learning-
based incentives

Policy success depends on many factors and particularly on the cooperation of different groups of society. Itis
important to creatively utilise and mix the multiple mechanisms available (regulatory, economic, voluntary, and
property rights) in designing approaches to promote action on environmental issues. Each has specific strengths
and weaknesses. However, as the above diagram illustrates, the effectiveness of all is dependent on a supporting
framework of collaboration, information sharing and learning-based approaches.

http:, i ial/par_rep3.asp#3.2

Slide 36

No one instrument is better than another -

can all work differently depending on context.

Some rules of thumb....

Looking more closely at how policy
instruments work

Change planning involves consideration of the
different policy measures that might be available.
Policy success depends on many factors and
particularly on the cooperation of different groups
of society. It is important to creatively utilise and
mix the multiple mechanisms available
(regulatory, economic, voluntary, and property
rights). Each has specific strengths and
weaknesses and can support different aspects of
the change equation at different times (i.e.
understanding, ability and incentive). However,
the effectiveness of all is dependent on a
supporting framework of collaboration,
information sharing and learning-based
approaches.

Some rules of thumb about different policy
instruments:

Regulation

Regulation can be regarded favourably as
creating a level playing field for all and can help
counter other negative drivers that undermine an
individual’s desire to make changes. However,
they can also be regarded unfavourably in which
case they create antipathy and resistance to
change. Some of the contextual factors that
influence how well supported a regulatory
approach may be are identified below:

Favoured when....
e Compliance is simple
e Applied evenly across areas and groups

e The community is fairly homogenous and all
have “skin in the game”

e The situation behind the regulation is well
understood.

Not popular when...

e Appears to be dictated by an interest group
outside the affected community

¢ It affects some significantly more than others

e The situation is complex making it hard to
create unambiguous regulations leading to
uneven compliance

e Lack of trust in the basis for the regulation.
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Slide 37

E.g. Regulation

Popular where.... Not popular where...

» Compliance is simple » Appears to be dictated by an interest
> Applied evenly across areas and group outside the affected

groups community
> The community is fairly homogenous ~ Uneven application

and all have “skin in the game” » Complex and uneven compliance

v

The situation behind the regulationis > Lack of trust in the basis for the
well understood regulation

» Can help counter ‘levers’ in other

parts of the system

“Creates a level playing field” “Creates antipathy and resistance to change”
Note: you can regulate for outcome (if you want to encourage innovation) or
process (if you know that particular processes lead to better outcomes in general)

Slide 38

Property Rights

E.g. Voluntary change
-

» Can generate good information » Can clearly establish a value for a

dissemination & awareness raising resource and create ownership
» Good in a policy mix » Must be real market — easy to getin and
out of

» Good for exploring new areas
» Most challenging where there is » Can be unfair to new comers

little private benefit +
P » Locks resource into value as a

» Can lack credibility ‘commodity”

» Can result in uneven change

Slide 39
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Adapted from Institute for Government (UK). Mindspace: Influencing behaviour for public policy

Note, it is possible to regulate for outcome (if you
want to encourage innovation) or process (if
outcomes are difficult to monitor and known
processes are likely to lead to better outcomes).
For example, councils regulate water users by
amount of water they take (process) rather than
on whether fish populations are healthy
(outcome).

Voluntary change

Positives:
e Approaches leading to voluntary change
can generate good information
dissemination & awareness raising

e Good in a policy mix
e Good for exploring new areas
Limitations:

e Most challenging where there is little
private benefit

e Can lack credibility

e Can result in uneven change

Property Rights

This refers to the allocation of rights and
responsibilities to individuals.

Positives:
e Can establish a value for a resource and
create ownership

¢ Must be real market — easy to get in and out
of

Limitations:
e Can be unfair to new comers

e Locks resource into value as a ‘commodity’

Activity three: Plan & Evaluate

The starting point for policies and work
programmes that need to engage a range of
stakeholders in managing complex situations is to
find ways to articulate and guide the way forward.
Logic models can assist this process by
encouraging those responsible to plan for results
by envisioning a ‘big picture’ view of a project's
scope of work and potential significance to
various ultimate goals.
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A road-map to our destination

Situation

= Activities and outputs Outcomes
analysis

- <
/ N
\ g
Monitoring plans to build )

\
flexibility and review !

4 Desired
l l S 7 future
Social Technical
Slide 41

.... that shows how we make a difference

’\‘ Ilunm- | ‘ Activities and
\ J

OIINIIBII Outcomes - Impact
Intermediate Long-term

What happens
\ What we because of it
Desired f do
vision /

Current
situation

- ‘]““c‘“s

Slide 42

..... and illustrates the programme logic

’\\ [lunuu | ‘ Activities and
\ )

Omﬂl Outcomes - Impact
Intermedi Long-term

Current

situation \ Staff Engage Goods & * Changes - in
\ ss Encourage services indivic?ual§ &
. ) organisations
Desired 5’ Tech Enable
vision /
Advice| Exemplify Changes in
5 Etc. practice
j‘c‘ Changes
in end
states
* Changes — Knowledge,
i Skills, Aspirati

Logic models are narrative or graphical
depictions of processes in real life. They
document underlying assumptions about why a
particular action is expected to achieve a
particular result. They illustrate a sequence of
cause-and-effect relationships.

The diagram on slide 44 (enlarged facing page)
shows an outcomes or logic model approach to
project planning. The model describes logical
linkages among programme resources, activities,
outputs, and audiences, and highlights different
orders of outcomes related to a specific problem
or situation.

A logic model helps you track inputs, activities,
outputs and ultimately outcomes. There are four
basic components to a logic model.

1. Inputs typically include such things as
money, staff, and equipment/infrastructure.
Inputs are usually measured as counts, such
as hours of staff time, dollars spent, etc.

2. Activities are the actual interventions and
actions undertaken by stakeholders and
agencies. Activities can range from writing a
memo, to holding training workshops, to
creating infrastructure. Activities are usually
measured in terms of numbers e.g. numbers
of meetings held with communities.

3. Outputs are the tangible results of the major
activities undertaken. They are usually
measured by their number; for example,
reports produced, newsletters published,
numbers of field days held.

4. Outcomes are the desired states of the
community, biological system or production
sector which is the aim of the programme or
policy. Examples include increased
ecosystem health, native fish or invertebrate
numbers, crop production supported by more
reliable water supply, or local communities
more aware of and contributing to reduced
contaminants. Outcomes may be short-term,
intermediate and long-term, or just
intermediate and long-term. A long-term
outcome often has intermediate outcomes
that are steps along the way. Intermediate
outcomes are especially useful when it is
expected that ultimate outcomes may not be
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..... backed up with some evidence

|

Activities and
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Intermediate Long-term
Current
situation Engage Changes - in
E individuals &
) ncourage. organisations
Desired / Enable
vision [ )
/ Exemplify Changes in
[/ Etc. practice
‘]‘c‘ Changes
in end
states
- -
™
A ons: Outline evidence base for our programme - i.e.
hat social and p i dels are we using
Slide 44

..... and finally we can evaluate

‘Inputs | Activities and O - Impact
| Intermediate Long-term
situation Staff Engage Goods & KASA changes -
services in individuals &
$s Encourage sl
. organisations
D_e§lred Tech Enable
vision advice .
Exemplify Changes in
Etc. practice
Changes
in end
states
P— EVALUATION TYPES oo fomecemceeeee N >
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Slide 45

Different types of

evaluation

Programme <4——— Programme
efficiency effectiveness
Inputs Outputs Outcomes - Impact
Activities _ Participati Short-term Med-term  Long-term
Situation
" 44\ T
Desired Wnatiwe Whatwe:| Whowe do What/hajpens because ff i
outcomes invest do it with '
B EVALUATION TYPES
Needs Formative/Process Outcomes Impact

Needs/assetassessment

Characteristics, needs &
priorities oftarget population?

Potential barriers/facilitators?
What is most appropriate?

Process evaluation
How is programimplemented?

Avre activities delivered as
intended?

Are participants being reached
as inQend ’t)i? d

What are participant reactions?

Outcome evaluation

To what extent are desired
changes occurring? Forwhom?

Is the program making a
differenceg? °

What seems to work? Not work?
What are unintended outcomes?

evident for some time. Short-term outcomes
may include initial changes that highlight
stakeholder awareness and the development
of capacities and skills that can support
subsequent practice and behavioural
changes.

Outcomes can be described using SMART
principles (specific, measurable, attainable,
relevant and time-bound). This will help with
assessing progress along the way. This is
particularly important for outcomes that are
complex, and subject to multiple
interpretations.

Tracking progress

Once a project has been described in terms of
desired outcomes, critical measures of
performance can be identified so that monitoring
and evaluation can take place. The main areas
for monitoring and evaluation typically relate to
the main four components i.e. inputs, activities,
outputs and outcomes. Measures for each of
these may be both quantitative (e.g. numbers of
meetings held) or qualitative (feedback from
people on an issue).

In slide 44 the acronym KASA refers to changes
in knowledge, attitudes, skills & aspirations.
These are the most likely changes that will be
first observed. It is impossible to measure
everything, so it is important to identify the vital
few measures and indicators that can jointly
provide a general assessment of performance of
the initiative.

Evaluation comes in many different forms and
can be useful to every stage of programme
planning and delivery. Slide 45 (enlarged facing
page) illustrates different types of evaluation to
contribute to the early stages of programme
planning such as situation analysis (e.g. needs
assessment), later stages of monitoring
programme influence and effectiveness (e.g.
formative evaluation) as well as measuring
achievements and outcomes.
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..... and finally we can evaluate
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Slide 45

Different types of evaluation

Programme <4——— Programme
efficiency effectiveness
Outputs Outcomes - Impact
Activities  Participation Short-term Med-term Long-term
Situation R : A
Desired What we What we | Who we do What/happens because pf i
outcomes invest do it with
|
D e EVALUATION TYPES --------------——f-mmemmmmomemomee Yoo >
Needs Formative/Process Outcomes Impact

Needs/assetassessment

Characteristics, needs &
priorities oftarget population?

Potential barriers/facilitators?
What is most appropriate?

Process evaluation
How is programimplemented?

Are activities delivered as
intended?

Are participants being reached
as intended?

What are participant reactions?

Outcome evaluation

To what extent are desired
changes occurring? For whom?

Is the program making a
differerr)mceg? .

What seems to work? Not work?
What are unintended outcomes?
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Slide 46 5. Workshop conclusion

[Slide 46]

The workshop was designed to support the
Ruamahanga Whaitua Committee ongoing work,
reviewing options for ways to promote better
water management. The meeting took three
hours and covered a wide range of material. The

What do you want to know more about to

bsiscundersiand hew to support. cliange In later, evaluation section was reviewed more
the Ruamahanga? briefly than earlier material. All the information
was compiled into a resource document for the
committee.
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