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ASSUMPTIONS FOR OUTCOMES GROUP:








The Environmental Data Management units (Ambient, Pollution Source, and Environmental Response) describe types of work, not necessarily the number of units.





The units reflect the types of environmental data and the indicator categories:  State, Pressure and Response.  “State” (or “Condition”) data refers to ambient monitoring data.  “Pressure” data refers to pressures on the environment, including compliance monitoring data (emissions, inventories, releases) and monitoring data from non-point, non-permitted pollution sources.  “Response” refers to monitoring the response of the natural environment over time, and includes trends and forecasts.





Outcomes is not the keeper of all environmental data.  Compliance data will be collected and housed at the District, but used by Outcomes.





Outcomes develops, provides expertise and facilitates the Shared Goals process.  SIPP and the Districts participate, along with external customers.





The Shared Goals and Priorities Unit has a lot of work, which is not yet defined.  The configuration of this work may change over time.





The communication work in the Outcomes Group involves communication internally and externally regarding Outcomes issues (risk communication, environmental priorities, trends, state of the environment, etc.)  This unit is not intended to be PIO, nor do we believe that it is the PIO “hub” for the agency.  Each District/Subdistrict/Entity will have PIO experts that can do PIO-like services (for example, to communicate feedlots issues in the south district).  We anticipate that these communication activities will be connected with a hard-wired team.





The auditing function in Outcomes is about the environmental outcomes (effectiveness of programs in meeting environmental goals), not outputs (#s of permits, cleanups).  The output auditing happens in Administrative Services.





Each District/Subdistrict/Entity will have computer needs (support, programming, etc.), and experts that link to ISO and can do computer services for the entity will be needed.  This agency-wide computer expertise does not reside in Outcomes.





Agency-wide charter team tracking does not occur in Outcomes; the Operations Unit only tracks teams for the Outcomes Group.�
THE CUSTOMER ROLE MATRIX





CUSTOMER OUTREACH & GOAL SETTING SECTION





OUTCOMES DIVISION





Key Players Stakeholders or Systems


�
Goals�
Measuring Current Reality�
Predisposition, Actions, or Strategies�
Uncertainties Scenarios, Barriers�
Key Variables�
�
SDT �
Clear scientific and customer values to set direction�
Sufficient info w/which to establish goals w/internal & external customers�
Consensus Building�
Lack of comprehensive info regarding values and state of env.�
Lag time between cause & effect in env. Systems


Recency effect for public opinion�
�
Legislature �
Goals that meet constituent needs/make sense


Process allowing for constituent input�
Feedback from constituents�
Passing legislation to support constituent interest�
Competing & geographic variable interest of constituent�
Recency effect


Economic cycles�
�
EPA �
A process for goals consistent w/fed approach�
Goals look the same�
Prescriptive Mandate�
Geographic differences�
Economic


Geographic�
�
Other Env. Mgmt. Orgs. �
Their concerns reflected in goals.�
They’ll see ‘em�
Variable collaboration�
Incomplete understanding of entire system�
Knowledge of complete system�
�
Env. Grps �
Influence in goals process that will improve env.�
See impact of influence on goals.�
Variable among env. grps.�
Time lag


Cultural diff btwn env. grps


Lack of funding/time�
Time lag


Cultural diff btwn env. grps


Lack of funding/time�
�
Interested Public �
Opportunity for input�
Seeing impact of perspective in decision�
Variable�
Time and understanding�
Time and understanding�
�
Public as whole �
Responsive, cost effective gov’t�
Env. results for reasonable public expenditure�
Sit back & watch “couch potato”�
Understanding competing areas of interest�
Key events:


frogs, Exxon Valdez�
�
�
THE CUSTOMER ROLE MATRIX





ENV. DATA MGMT. SECTION





OUTCOMES DIVISION





Key Players Stakeholders or Systems


�
Goals�
Measuring Current Reality�
Predisposition, Actions, or Strategies�
Uncertainties Scenarios, Barriers�
Key Variables�
�
Districts �
Clear scientific and technical expertise to implement programs�
Satisfied service delivery staff�
Collaboration�
Cultural difference between science-types & service deliverers Competing needs between districts�
Geographic differences�
�
SIPP �
Sufficient scientific data to support strategy development�
Enough data to base strategies on�
Collaboration�
Time delay between strategy impl. and env. impact


Competition between science and policy�
Policy flexibility�
�
Customer 


Outreach & Goal Setting Section�
Sufficient info to support their products�
They get info they need�
Collaboration�
Uncharted waters may not have adequate data for decades time delay�
Uncharted waters�
�
Other Data Collectors �
Share relevant info�
Collected to their standards�
“Do it my way”


collaboration�
Compatible info mgmt systems


Variable quality control�
Relationships not fully established�
�
Env. Researchers�
Use data to help in research effort�
New useful data�
Collaboration


Some Competition variable�
Unestablished relationships


Data quality issues�
Research issues change�
�
�
THE CUSTOMER ROLE MATRIX





OPERATIONS & REPORTING SECTION





OUTCOMES DIVISION





Key Players Stakeholders or Systems


�
Goals�
Measuring Current Reality�
Predisposition, Actions, or Strategies�
Uncertainties Scenarios, Barriers�
Key Variables�
�
Outcomes Group �
Adequate Operational Support�
Things go smoothly�
Collaboration�
“Newness”�
“Newness”


Uncharted territory�
�
SDT�
Reports that are easy to use and timely�
Ease of use & timeliness�
Collaboration�
Partially uncharted territory�
It’s new�
�
CFO�
Cost-effective budgeting & info to demonstrate�
They got it�
Collaboration�
New territory for CFO & Outcomes�
It’s new�
�
CFO�
Clear delineation of responsibility between CFO & Outcomes on prog. audits.�
They get it�
Collaboration�
New territory�
It’s new�
�
Agency progs�
Constructive, easy to use feedback on env. performance�
They get it�
Collaboration�
New territory�
It’s new�
�
Legislature�
MPCA programs get results�
Indicators demonstrate trends & answer “how are we doing”�
Legislation passed, MPCA budget decisions�
Delay in seeing env. results�
�
�
EPA�
Indicators consistent w/federal system�
See that they’re the same�
Prescriptive mandate�
Geographic differences�
�
�



�
OUTCOMES DIVISION





CUSTOMER OUTREACH & GOAL SETTING SECTION








UNIT�
CURRENT PRODUCT�
CORE FUNCTION�
CUST. *�
REPORTABILITY�
LOCATION�
�
Communications�
Outcomes Reports


News Releases


Special Issue Rpts


Internal Common For     Outcomes Issues�
Public Awareness/Commun.


Env. Data Mgmt.


�
E=Public


   Newsmedia


   SDT


P: Other sections of group


    districts, SIPP


�
Outcomes Section�
Central�
�
Shared Goal & Priorities Research�
Customer research reports


Comparative Risk Reports


Public meetings�
Env. Data Mgmt.


PublicAwareness/Commun.


Sharing Env. Respons.


(shared goal process)�
E=SDT


     legis


     EPA


     Board


P=Districts


     EPA


     State Agencies�
Outcomes Section�
Central w/assitance from Districts �
�






*  See Customer Role Matix for Additional Customers


�
OUTCOMES DIVISION





ENVIRONMENTAL DATA MANAGEMENT SECTION








UNIT�
PRIMARY PRODUCTS�
CORE FUNCTIONS�
PRIMARY CUSTOMER


*�
REPORTABILITY�
LOCATION�
�
Ambient data (State or Condition)�
Databases�
Env. data management


Intergovernmental Relations�
Outcomes group�
Outcomes Ambient Unit Sup�
Geograhically disbursed�
�
Pollutant Sources (Pressure)�
Reports Analyses�
Env. data management


Intergovernmental Relations�
Outcomes Group ---SIPP�
OutcomesPollutant Source Sup�
Outcomes�
�
Environmental Response�
Trends & Forcasts�
Env. data management


Intergovernmental Relations�
Districts


Outcomes


Group---SIPP--SDT�
Outcomes


Env. Response Sup�
Outcomes�
�



*  See Customer Role Matrix for Additional Customers


�
OUTCOMES DIVISION





OPERATIONS & REPORTING SECTION








UNIT�
PRIMARY CURRENT PRODUCTS�
CORE FUNCTIONS�
PRIMARY CUSTOMERS *�
REPORTABILITY


(the Work)�
LOCATION G/O�
�
Indicator & Env. Auditing�
1. Progress Report On Attainment Of Env. Goals (Enppa)


2. Catologue Of Env. Ind.�
Env. Data Mgmt


Pub. Awareness & Communications


Inter. Gov’t Relationship�
Int., Sdt, Sipp


Dist (E)


Ext. Epa 


Legislature


Env. Groups


State Govt.


Lugs


�
Unit Sup- Sec. Mgr.


Div Mgr., SDT


SIPP, Dist.�
Primarily Outcomes in St. Paul�
�
Admin/Operational


Support�
1. Budget


2. Computer Support


3. Office Support


4. Data Mgmt.


5. Internal Training


6. Data to interested ex. customers�
Env. Data Mgmt.


Public Awareness & Communication


Human Resources�
Int.= Outcomes Group, SDT.


SIPP   SDT & staff, Adm Support ISO


CFO


Ext= Interested


ext. customers�
Unit Sup-Sec.


Mgr. Div mgr�
Primarily Within Outcomes in St.Paul�
�
Scientific/tech. support�
Technical expertise�
Env. data management�
Outcomes


Group-----SIPP


external�
Outcome


Scientic/Technical


Support Sup�
Outcomes�
�



*  See Customer Role Matrix for Additional Customers


�



ENVIRONMENTAL OUTCOMES DIVISION





The following descriptions outline the nature of the work that will be done in each of the units in the Outcomes Division.  The number of units needed to perform the work is yet to be determined, for instance there may be more than one unit that will do the work described under each unit heading.





A.  SECTION:  Environmental Data Management





The Design team considered several configurations for Environmental Data Management before settling on this proposed structure.  The work categories of Ambient, Pollutant Source and Environmental Response seemed a logical structure to share resources for similar types of data collection and to easily share data between units for analysis and assessment activities.  Since this is a new way of looking at these activities, the Team felt that it was important to provide a definition of the terms.





Ambient Data:  statewide ambient monitoring data from all media; air, water and 				   groundwater.





Pollutant Sources:	data that indicates “pressures” on the environment such as 					compliance monitoring data (emissions, inventories, releases) and 				monitoring data from non-point, non-permitted pollution sources.





Response:	data from monitoring that reflects the response of the natural environment 		over time.





Description of the work:





	  Ambient Data - Data collected in this category is used to determine and forecast the state of the natural resource environment (air, water, land, groundwater).  Existing MPCA monitoring data as well as ambient data from other organizations such as the DNR. This unit would also be responsible for sampling and ambient data protocol issues.  Outcomes staff would be co-located in the Districts but their work is reportable to the Outcomes Division.





Product Examples:





Ambient Databases (WQ, AQ, GW)


Ambient Data reports


QA/QC services


Sampling protocols


Data alliances





�






Outcomes: Environmental Data Management, continued





	Pollutant Sources - Staff will use data to identify the sources of pollution pressure and forecast the magnitude of pollution stresses on the environment and human health. This will include data from regulated sources such as wastewater discharge monitoring reports, air emissions reports, landfill leachate monitoring as well as data from programs that monitor non-point, non regulated sources.  External data from other agencies will also be used and all data will be shared with the Districts and SIPP. 





Product Examples:





Data Analysis Reports:  emissions, releases, discharges, nonpoint


Data alliances





	  Environmental Response - Staff will apply the data gathered in the other units to maintain a strong link between the MPCA and with other organizations like DNR, MDH and EPA to carry out their responsibilities.  Staff will gather and analyze data necessary to assess the effects that pollution has on ecosystems and human health. Examples of environmental response data are: incidences of Lead poisoning attributable to environmental sources, effect that ozone depletion has on skin cancer and effect that phosphorus and sediment levels in rivers may have on fish populations. 





Product Examples:





Trends reports


Environmental forecasts


Data alliances











�






Outcomes, continued





B.  SECTION:  Customer Outreach & Goal Setting





	  Shared Environmental Goals & Priorities - Staff will focus on collecting information from all customer groups about Minnesota’s goals for the environment. Expertise in formation of a statewide network, development of the information gathering process and facilitation of process will reside in Outcomes.  Actual implementation of the work will include staff from the Districts and external partners.  The data gathered will be used to recommend environmental priorities to the Strategic Directions Team (SDT).  There will be a need for expertise in customer research in socioeconomic and sustainability issues to help the Agency and Minnesotans understand how our customers view environmental matters within the larger content of the quality of life.





Product Examples:





Customer research reports on values and goals


Comparative Risk project


Environmental priorities reports


Cost/benefit analysis reports as related to the cost of environmental protection vs pollution


Socioeconomic data reports


Data alliances for socioeconomic data


Public meetings 


Shared goal process


Report on shared goals


Recommendations to SDT on priorities and goals





	  Communication & Information - Staff will need the skills to choose and apply appropriate communication tools and styles to effectively communicate complex issues to diverse customers.  Expertise in risk communication and community relations will be important.  Other work activities will include packaging and disseminating communications internally and externally for all Outcomes reports.  The Design team envisions that staff from this group will work on a hardwire team of other experts that will provides communication services to SIPP and the Districts.





Product Examples:





Internal and external customer outreach work


State of the Environment reports


Public awareness communication


Risk communication work


Environmental Information/Education Plan


Public information services for the group


�






Outcomes, continued





C.  SECTION:  Operations & Reporting





	  Indicators & Environmental Auditing -  Staff will be responsible for assessing how effectively Agency programs are achieving our environmental goals.  They will need to lead and coordinate an environmental indicators and program evaluation framework. SIPP and the Districts will be directly involved in this process.  Close teamwork with the CFO will also be necessary since the CFO provides cost-effectiveness feedback to programs. 





Product Examples:





Progress report on attainment of environmental goals (internal)


Recommendations to SDT and SIPP 


Environmental indicators development process


Environmental indicator database


Indicator alliances


Environmental audit process





	  Scientific & Technical Support - Staff will include high level specialists in environmental modeling, risk assessment, ecosystem modeling, and other related expertise.  These people would help lead and coordinate the development of the technical framework that support service delivery of risk assessment, basin modeling, air transport modeling and related efforts conducted by the Districts.  





Product Examples:





Modeling (framework)


Risk Analysis Assessment coordination (not site specific)


Framework for Cause and Effect work


Fate of pollutants in the environment work
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Outcomes, Operations & Reporting, continued





	Administration & Operational Support - Staff would provide budget, training, computer, charter team and other types of operational support to the Outcomes Division.  Charter team support would also involve coordinating emerging and special environmental issues efforts such as the Mercury Task Force, the mutant frogs research or endocrine disrupters research.





Product Examples:





Computer services for the group


Charter team coordination (charter team report) for Outcomes only


Budget for Outcomes Group


Coordination Plan to make Information Available to Customers


Coordination Plan with SIPP


Administrative Products for the Group


Technical Training Coordination for the Group


Environment Research coordination








�
Outcomes Division Lateral Connections - Draft 11/14/97





The Outcomes Division will need to connect laterally in several ways to others (i.e. Districts, SIPP, Admin., SDT) in the new organization.  Following is a preliminary list of connections identified:  Additionally, each team will need to consider what external connections are needed.





Communications - to ensure the agency is communicating clearly and holistically to internal and external customers, hardwire connections will be needed between those people responsible for communications in each area. 





Indicators - while Outcomes will be the keeper of environmental indicators, a charter team involving the Districts and SIPP will be needed to develop the environmental indicators the agency needs.  This charter team could also test those indicators that have already been developed.  





Shared Environmental Goals - while the expertise for the shared goals process will reside in Outcomes, a charter team will be needed for the development of the shared goals process.  In addition, hardwire teams will be needed for the implementation of the shared goals process.  





Audits - Outcomes will audit agency efforts to meet environmental goals, while the Administrative Division through the CFO will audit program effectiveness at producing outputs (permits, enforcement actions, assistance activities, etc.).  These auditing functions will need to be coordinated through a hardwire team.  





�
Outcomes Design Team Issues


11/14/97





The following list has been compiled by the Outcomes Design Team as issues that need to be further discussed.





Should we consider geographically dispersing Shared Environmental Goals & Priorities staff?





We need to further discuss all “new” work as it relates to environmental outcomes.





We need to develop a shared mental model for what work will be done in the Environmental Response area.  It may be helpful to do this with examples and discussion with staff and external customers with expertise.





We need to clarify customer access within the Environmental Outcomes Division and this relationship to SIPP and the Districts.





The concept of environmental indicators needs discussion.  We have questions about auditing as it relates to indicators.





Where does the Basin Planning work fit?  Does it belong in the Environmental Outcomes Division?





Do we need to further develop the concept of risk as it relates to the Environmental Outcomes Division?





We need to refine our shared mental model of the relationship between the Environmental Response work and the Shared Environmental Goals and Priorities work.
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