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March 2019 STAC Mtg; Benham, Easton, Stephenson



What Level of Support is Optimal?

High Stakes Overall Importance Low Stakes

Long-term Impact Duration of Impact Short-term Only

Tough Problem Difficulty of the Problem Simple Problem

High Investment Stakeholder Buy-In Low Investment

High Autonomy Empowerment of Group Members Low Autonomy

Enthusiastic 
support is 
necessary

Lukewarm support 
is good enough

Courtesy of Sherry Witt



When we began the effort…..
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CESR Timeline
March 2019 – December 2021

Writer’s Retreat



Wikipedia’s definition of consensus

• Consensus is a group discussion where everyone's opinions 

are heard and understood, and a solution is created that 

respects those opinions. Consensus is not what everyone 

agrees to, nor is it the preference of the majority. Consensus 

results in the best solution that the group can achieve at the 

time.

https://en.wikipedia.org/wiki/Wikipedia:What_is_consensus%3F; accessed 3/7/2022

https://en.wikipedia.org/wiki/Wikipedia:What_is_consensus%3F


Process Design 
Objective

• To provide support for the preparation of the 

CESR Report, in a way  that provides 

defensibility, efficiency, and consensus, so that 

the  partnership is supported in decision-

making as it approaches the 2025  deadline.



CESR Steering 
Committee

Watershed  
Group

Zach Easton

Estuary  
Group

Bill Dennison 
Jeremy Testa

Living 
Resource 

Group 
Kenny Rose 

Leonard 
Shabman

CESR Editors STAC Review

FInal CESR Report
#10

Steps:
#1 Preliminary “stitching together” of summaries and draft text for Framing Outline

#2 Framing Outline to Steering Committee for approval; identification of scope of CESR Report versus alternative 
destinations for additional products; presentation of format, draft Summary, and draft Implications to STAC
#3 Preparation of Version 1.0 by DHW and KS

#4 Preparation/Iteration of Version 1.0 by Writer’s Group and supporting personnel 
#5 Additional product(s) to CRC for support and drafting of plan
#6 Version 1.0 report to Steering Committee for major notes for Version 2.0; submittal to Reader 
#6/#7. Version 2.0 to Steering Committee with resolution of comments
 #7 Presentation of Version 2.0 to STAC for consensus review; Steering Committee resolves 
STAC comments
#8 CRC admin support of publishing of associated products through appropriate channels 
#9 Planning/Partnership with CBP for Outreach Plan (CESR and others)
#10 Publishing of signed Version 2.0

#3 and #4: Preparation

of Version 1.0

#6; Version 1.0 to SCfor review

#6; Comments to editors for  

resolution

#7: Version 2.0 to STACfor review

#7: SCresponds to Version 2.0 comments

#6/#7; Version 2.0 to SCfor review

#6/#7; Comments to editors

for resolution



Red Flag 
Review by at-
large 
membership 
(September 
through 
December 
2021)

“Both the 
Summary and the 
Implications are 
consensus pieces 
that were 
constructed in 
outline format at 
the 2-day Writer’s 
Retreat held in 
August, and were 
drafted by myself 
based on these 
outlines.  While 
the Resource 
Documents allows 
authors flexibility 
to explore related 
issues beyond the 
confines of the 
framing questions, 
the Summary and 
Implications 
sections need to 
be succinct and 
representative of 
STAC.  Thus, we 
are presenting 
both sections to 
you tomorrow, 
and asking you to 
review them for 
the following:

1. Identify any points that are not 
understandable in their current form; 
we will address these comments as we 
write the Summary and Implications 
sections.

2. Flag points that you find 
objectionable for inclusion, i.e., “deal 
breakers”; we will address resolution of 
these in a follow up process.

3. Propose points for Implications that 
appear to be missing.



Final Report
Initiated in March 2019; publishing date 

August 2022

First STAC “consensus” report (not 

everything we want, but we can all live 

with what is in there) in 20 years

Committed to communicating all of the 

work; decision to publish foundational 

work as “Resource Documents”



DHW 4 June 2024

We came, we saw, we conversed…….

Lessons to Date on 
Communicating CESR



27
Tracked presentations by Stephenson & Wardrop pre-CESR publication (May 2023)



>70
Tracked presentations by Stephenson & Wardrop to date since CESR publication; significant numbers 

by others 



Push and Pull; Surround

Points of Change

• GITs/STAR/Advisory Committees

• Management Board/Principal’s Staff 
Committee/Chesapeake Bay Commission

• CBP Gatherings (SRS Biennial Symposium)

• Legislators

• Other NGOs

• General public (MPT)

• Other Advisory Committees

• University groups

• Bay Program Personnel (past and present)



Comprehensive 
Evaluation of 
System 
Response, a Six 
Volume Set and 
a Video



The journey looked like this, but we often turn it into:

The journey looked like this, but we often 
turn it into:



Above the Line
What has mattered

• A process that engaged all of STAC (thank you Brian Benham) and had 60 contributors (STAC and 

beyond)

• A solution to keeping original three resource documents while writing a report that followed 

framing questions (thank you Leonard Shabman)

• A consensus report with 60 contributors (STAC and beyond)

• A review process with multiple levels (USGS, NOAA)

• A professional communications team (thank you Green Fin Studios) and multiple medias

• A pre-release socialization of messages

• A willingness to constantly revise

• Most of all, CONTINUED AND SUBSTANTIVE ENGAGEMENT BY PAST AND PRESENT STAC 

MEMBERS



Below the Line
It’s all about the learnings

• Better ihighlighting of other STAC products (e.g., Rising Temps, 
Overcoming the Hurdles)

• Faster production of Report-in-Brief

• What CESR doesn’t say as it is what it does say

• Incomplete sketches of opportunities

• Managing expectations

• An enormous investment of time not planned for



The Universe Provided
Fortunate circumstances

• Timing

• Ann Swanson and Senator Elfreth

• Champions in unexpected places

• Fresh leadership 

• A willing community



STAC 
Approvals/Presentations 
to date

• Report Objectives (approved by STAC)

• Formation of Steering Committee (approved 
by STAC)

• Proposed production and review process 
(approved by Steering Committee,  presented 
to STAC)

• Revised report format (approved by Writer’s 
Group, presented to STAC)

• Sections 1 and 2 (general review by STAC)

• Framing questions to Watershed, Estuaries, 
and Living Resources (approved by  Steering 
Committee, presented to STAC)

• High level summary of responses to Framing 
Questions (approved by Writer’s Group,  
presented to STAC)

• High level summary of major points for 
Implications (approved by Writer’s Group,  
presented to STAC)

• Red Flag Review by STAC



Red Flag Review Results

• All comments are compiled (6 pages!) and will be used as Version 1.0 is being 
prepared

• Most were editorial in nature, e.g., pertaining to tone, additional material to include, 
general presentation notes (Category #1)

• Content  that was judged by members to be sensitive, or comments that were the result 
of considerable time and care, were discussed via one-on-one phone conversations

• None of the major points outlined in the summary were judged to be disagreeable at 
this point, and so document preparation is following the complete outline summary as 
presented (Category #2)

• No additional implications were identified (Category #3)

• Steering Committee will assess whether comments have been addressed to satisfaction





Patience is not simply the ability
to wait - it's how we behave while

we're waiting. Joyce Meyer

Thank you



March 2019 STAC Mtg; Benham, Easton, Stephenson



June 2019 STAC Mtg; Background on TMDL, WQS



• September 2019 STAC Mtg; LR presentation by K. Rose



December 2019 STAC Mtg; Watershed Group Report-
out





• December 2019 STAC mtg



• March 2020 STAC Mtg; Objectives set, Sections 
1 & 2



June 2020 STAC Mtg; Watershed report out



• June 2020 STAC Mtg; Estuary Group Report-out



• September 2020 STAC Meeting; General



• December 2020 STAC Mtg; Wondering/Wandering!



• March 2021 STAC Mtg; Implications and new process



Process 
Objectives

To provide support for the 

preparation of the CESR Report, 

in a way  that provides 

defensibility, efficiency, and 

consensus, so that the  

partnership is supported in 

decision-making as it 

approaches the 2025  deadline.

Report Process

STAC CESR

Steering 
Committee

Watershed  
Group

Zach Easton

Estuary  
Group

Bill Dennison 
Jeremy Testa

Living 
Resource 

Group 
Kenny Rose 

Leonard 

Shabman

STAC Executive 
Secretary

#2

#3

#5

#6

#7

STAC Review

FInal CESRReport

December 2021

Communication  

and Outreach

Other Products

#8

#9

#10

Steps:
#1 Preliminary “stitching together” of summaries and draft text for Framing Outline

#2 Framing Outline to Steering Committee for approval; identification of scope of CESR Report versus alternative 
destinations for additional products
#3 Preparation of Version 1.0 by DHW

#4 Preparation/Iteration of Version 1.0 by Writer’s Group and supporting personnel 
#5 Additional product(s) to CRC for support and drafting of plan
#6 Version 1.0 report to Steering Committee for major notes for Version 2.0; submittal to Reader 
#7 Presentation of Version 2.0 to STAC for consensus review
#8 CRC admin support of publishing of associated products through appropriate channels 
#9 Planning/Partnership with CBP for Outreach Plan (CESR and others)
#10 Publishing of signed Version 2.0

#1

#4

#4



• June 2021 STAC Mtg; Implications
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