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“No one thing is most important. It is a host of things together that add up to the health of Frenchman Bay. 

It’s the ability to produce harvestable products for the economic side of it and to maintain a balance for the 

ecosystem around it.” –Shellfish dealer, Frenchman Bay 

Purpose & Aims 

Methods 

Results 

Discussion 

This research is supported by the  
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Phase II:  

Conservation Action Plan Development 

Phase I:  

Initial Stakeholder Engagement 

Phase III:  

On Going Collaborative Capacity Building 

A. Results  and recommendations based on qualitative group communication assessment (n=11) 

B. Initial recommendations from iterative plan alignment based on interviews with FBPSC and external stakeholders (n=15) 

A. Qualitative data from stakeholder interview and focus groups that informed the technical report and the development of the Conservation Action Plan.  

Threats 
Habitats 

& Species 
Strategies 

Septic 

Systems 

-Bacterial 

Pollution 

-Nutrient 

Inputs 

-Mudflats 

-Eelgrass 

-Migratory 

Fishes 

-Conduct shoreline or watershed surveys 

-Identify and address major sources of bacterial 

pollution 

-Conduct a build-out scenario for whole bay 

-Create buffers and set backs 

-Research impact of not treating sewage in winter 

-Provide incentive ordinances for innovative small-

scale sewage treatment 

-Help residents get septic system replacement grants 

Invasive 

Species 

-Mudflats 

-Eelgrass 

-Promote EPA “no discharge” zoning 

-Monitor for invasive species 

-Scenario planning for invasive 

species 

-Eradicate green crabs 

Dams 
-Migratory 

Fishes 

-Inventory and prioritize obstructions 

-Ensure that culvert replacement is designed for fish 

passage 

-Develop a model of migratory fish passage along one 

stream 

Some species 

harvesting 

practices 

-Mudflats  

-Eelgrass 

-Bottom Habitat 

-Migratory 

Fishes 

-Create a communication plan for Frenchman Bay 

users 

-Facilitate discussions to encourage community-based 

management 

** More strategies are needed but are to be developed 

by the fishing community ** 

C. Summary , map and representative quote from  “Charting the Course to Shellfish Sustainability in 

Frenchman Bay” dialogue session between clam diggers and mussel harvesters 

-Language alignment 

• “Working Waterfront” needs to be emphasized along with “marine-based 

livelihoods”; this is an accepted industry term 

• “Intertidal” is the preferred phrase for shellfish harvesters generally, as 

opposed to “mudflat” 

• Consider the emphasis of conservation (Conservation and economics) 

-Change the order of threats so “Some fishing practices” is not listed first. 

Change this language so it is less accusatory.  

-Question: Is this a plan or is it an assessment? A plan has more detail. 

-Need to emphasize aquaculture as an important working waterfront 

objective. 

Information 
Access 

Unanimous 
agreement about 

strength of 
access. 

Maintain e-mail 
communication 

as a primary 
mode of 

communication. 

Website not 
actively being 

used by FBPSC 

• Suggest use 
website as one 
stop shopping 

for group 
communication. 

Group Dynamics 

Group members 
demonstrate 

active 
incorporation of 

each other’s’ 
ideas. 

Responses (in 
agreement or 

not) are shared 
in a respectful 

way. 

Overall level of 
comfort sharing 

views and 
feeling heard. 

Decision Making 

Agreement that 
active facilitation 

model is very 
important. 

General 
agreement that 
the group needs 
to decide how it 

makes decisions. 

Opposition to 
majority voting, 
however voting 

may be 
appropriate in 

certain situations 
like the election 

of officers to 
committees. 

Propose 
modified 

consensus for 
regular group 

decisions.  

Decentralization 

Widespread 
concern about 
the burden of 
leadership on 
one person. 

Committee 
development 

may help 
alleviate this 

burden. 

Group members 
should commit to 

group tasks to 
alleviate 

workload and 
decentralize 
leadership. 

• This is a key 
resilience 

issue to which 
the group 
should be 
attuned 

Group 
Membership 

Need to enhance 
diversity, include 

additional 
representatives 

from 
municipalities, 

people with 
marine-based 

livelihoods 
(“People who work 

the tides”), 
business owners, 

land owners 

Brainstorm 
additional 

members—make 
concrete 

recommendations 

Species: “Clams are major 

species and mussels are the other 

big one for past 20 years.” 
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Habitat: “Intertidal zones losing lots of 
habitat in terms of spawning areas for 
fish and ocean creatures needing to 
spawn.” 

Threats: “The biggest thing the 
Frenchman Bay Partners 
organization can do is mitigate 
point source pollution.” 

Strategies: “We need just some 
community based actions. Low 
hanging fruit, just something we can 
do.” 

Phase I 

• Purposeful and 
snowball 
sampling 

• Focus groups 
with stakeholder: 
municipal officials, 
shellfishermen, 
shellfish dealers 
(n=15 
participants) 
group (n=5) 
 

Phase II 

• Provided technical 
report to FBP 
Steering 
Committee 
(FBPSC) 

• Conservation 
Action Planning 
retreat, Oct. 2011 

• Participants 
observations 

Phase III 

• Interviews with 
FBSC (n=11) 

• Interviews with 
external  

• Iterative 
feedback 

• Collaborative 
Learning 
Session with 
clammers and 
mussel 
harvesters 

References & Acknowledgments 

Collaborative Session Summary, May 23, 2012 

• Finding Common Ground in Frenchman Bay: We started with 

an introductory activity to emphasize shared interests. 

• Regional Shellfish Committee Information Session:  The 

leaders of the FB Regional Shellfish Committee presented 

their mussel plan and drew on the map areas they intend to 

regulate. 

• Stakeholder Dialogue: Resource users, including mussel 

harvesters, wormers, eel grass restorers, etc. mapped areas.  

• Collaborative Mapping: We used real-time GIS mapping to 

collaboratively designate target areas and better understand 

potential conflict. 

• Policy Discussion and Next Steps:  RSC presented regulatory 

procedure and invited comments. Developed next steps. 

Research Questions 
• RQ1. How do stakeholders participate in the Frenchman Bay 

planning process and what do they see as important in the Bay?  

• RQ2. What is the nature of communication among individuals on 

the Frenchman Bay Planning Committee?   

• RQ3. How do interventions to find alignment and work through 

conflict affect on going collaboration? 

• RQ4. How does attending to group communication and 

stakeholder engagement processes influence the social 

resilience of this group and their ability to implement solutions? 

 

The goal of this engaged research is to support 

the Frenchman Bay Partner’s vision for the Bay 

region, namely to create a healthy and 

sustainable future where multiple users can enjoy 

the inherent beauty and benefit from the 

ecological and economic viability of the Bay. The 

Frenchman Bay Partners (FBP) is a collaboration 

among individuals and organizations associated 

with the thirteen towns and townships in the 

watershed. The FBP is in the process of 

developing a Frenchman Bay Plan using the 

Open Standards for the Practice of Conservation 

which helps identify habitat, species and human 

welfare targets; threats ; and strategies to 

address threats. Our approach that includes 

stakeholders from the beginning in a participatory, 

iterative, and responsive engagement process is 

an example of a Knowledge↔Action (K↔A )  

model. This engaged and iterative research model aims to understand the complexity of 

collaboration by focusing on communication, manage inevitable conflict, and improve decision 

making. Further, the K↔A  model as applied in  conservation action planning intends to 

supports the development of a shared vision and engaged community essential to the 

ecologic and social resilience of Frenchman Bay. Our research on stakeholder participation in 

conservation planning has implications for public participation in scientific research . 
 

‘If there’s transparency and open access, 

you don’t feel that there’s a hidden agenda.” 

“Suggest adding real information about 

working waterfront on your website.” 

“We have science, we have politics. We have 

passion. We have people trying to make a living. 

The one thing that’s going to tie all this together 

is a little bit of common sense. And we need to 

make sure that’s on the table at all times.”  
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Participants described an interest in ecosystem conservation and highlighted shellfish as important 

species. Mussel dragging was identified as a threat and we call attention to demonstrate one point 

of complexity in the language transformation as the FBP considered focus group data. Some 

members of the FBP felt that identifying mussel dragging as a threat would limit opportunities for 

engaging an important stakeholder group. Thus, the group adopted the more neutral language of 

“legal but unsustainable harvesting practices”. In the process of aligning the emerging plan with 

stakeholder views, we noted that “marine based livelihoods” did not resonate with certain 

stakeholders. Instead, they proposed “working waterfront” as a complementary term that is also 

accepted within the marine fisheries industry.  

 

We identified a high degree of communication competence (Thompson, 2009). Group members felt 

they had adequate access to information, were comfortable with the group dynamic and saw their 

views incorporated in decision making (Senecah, 2004). We identified one potential vulnerability in  

centralized group leadership and recommended a decentralized model with distributed task 

sharing. Finally, we organized a dialogue session between mussel harvesters and clam diggers. 

This is the first of a long-term commitment to build collaborative capacity between these two 

groups through dialogic processes to find common ground and work through conflict (Daniels & 

Walker, 2004). Attending to communication, decision making and language transformation is an 

important site of analysis for citizen involvement in conservation planning and this  model could 

easily be transferred to better understand and improve public participation in science. 

 

Figure 1. Histogram  of word count frequency for each identified threat in 

combined focus group transcripts 


