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ECOS/EPA State Planning Pilots

Lessons Learned, Observations, and Challenges
September 2007 

Background

In November 2003, the ECOS/EPA ‘Alignment-PPA Workgroup; affirmed the following vision statement and operating principles:

EPA and ECOS jointly aspire to create a dynamic set of environmental planning and priority setting systems that are strategically aligned and integrated to assure the most protective and cost-effective delivery of environmental protection services in the United States.  The goal is to make improvements in environmental protection performance, and efficiently and continuously improve how well these systems work together.
The ECOS-EPA ‘Partnership and Performance’ Work Group chartered in November 2004 continues to promote joint planning and priority setting such as recommendations to advance the National Environmental Performance Partnership (NEPPS) and PPAs and improvement to Performance Partnership Grants (PPGs) as well as take on new work areas that affect state and EPA planning and decision-making [e.g., Office of Management and Budget’s (OMBs) desire to evaluate state grantee performance, EPA’s reporting burden reduction initiative, streamlining of EPA’s annual performance measures]. 

To support and test new approaches to state and federal planning, starting in FY 03, EPA’s Office of the Chief Financial Officer (OCFO) has made funding available in the amount of $1.2M dollars for 3 rounds of state pilots as well as other support to enhance state involvement.  The pilots have focused on one or more of the following:

· Development of state strategic plans

· Internal alignment and improvements in state and state-EPA joint planning and priority setting

· State engagement in EPA’s national and regional planning processes

· Developing initial or improving existing state PPAs or PPGs

· Developing state, multi-state and regional priorities

Current Learning  

State Priorities as a Starting Point 

· After developing internal priorities and ways to align several of its internal planning processes, South Carolina developed a list of priority areas that became the focus of last year’s meetings with EPA Region 4 and are now the basis for their current version of a draft PPA.

· At their meeting with EPA Region 4 in August to develop a PPA, Tennessee shared their list of priorities and interest areas with EPA before the meeting and started the meeting with the state’s issues and needs.

State-to-State Communication to Problem-Solve

· Kentucky created a strategic planner position modeled after a similar position in Tennessee. KY hired a staff person this summer who has benefited from TN’s staff guidance.

· Maine shared with Region 3 states (MD, PA, VA, DC, DE, WV) ‘no surprises’ enforcement PPA language 

· Maryland adopted Virginia’s ‘no surprises’ PPA language which was then also shared with New England states
· South Carolina modeled its first draft PPA using Virginia’s PPA language

· As both states are developing their first PPA and both states are pilots, South Carolina and Tennessee have shared ideas and draft language

· Massachusetts served as a PPA/PPG resource to other states considering their first PPA/PPG (this state-to-state tech transfer involved media program, fiscal, and state-wide planning contacts).

Meeting Location is Important for Goodwill and Involvement

· West Virginia staff stated the importance and appreciation of Region 3 and State Secretaries coming there for their June meeting of Secretaries and EPA senior staff.

· EPA Region 4 sent senior managers to Tennessee in August for discussion about the state’s first PPA that meant a larger number of senior state staff involvement was possible.

EPA Regional Leadership and Commitment Make a Difference

· Regions 3 and 4 have been actively promoting PPAs and PPGs including both regions holding meetings in the spring to discuss joint state and regional priorities. 

· Region 3 ‘translated’ the most recent NPM guidance for easier review and comment including implications for Region 3 states highlighting EPA’s highest priorities, highlighting where commitments have been eliminated or added from the previous year (ex. targeting new sectors), and highlighting how strategies have been adjusted to new legislation (ex. Energy and Transportation legislation).

· Region 1 sponsored its annual states/EPA meeting to plan next year’s compliance assistance and enforcement strategies; this kind of meeting is unique in the country and has been sponsored annually for over 10 years. 

· Region 1’s support of NE states’ joint priority setting and associated joint priority actions has been critical to development and implementation of multi-state and state-EPA collaboration on shared regional priorities.

Feedback when States Engage in EPA Planning is Important

· For the first time, EPA HQ Offices developed summaries of responses to comments received on draft NPM guidance; these were posted by OCFO.  As an example, see http://www.epa.gov/ocfo/npmguidance/owater/2008/response_to_comments.pdf. 

· States individually and collectively made recommendations for ways to reduce reporting burden and are looking to their Regions for support in promoting them with HQ. HQ provided a report of responses at the Spring 07 ECOS meeting, a joint ECOS/EPA memo May 17, 2007 provided a first progress report, and HQ will provide a second progress report at the Fall 07 ECOS meeting.  

States Working Regionally to Take Joint Actions & Increase Visibility

· For three years, the New England state commissioners (CT, ME, MA, NH, RI, VT) have developed a list of shared multi-state priorities and have recently developed specific actions to take together as a group of states and actions to take with EPA Region 1.  The states hope to codify these actions in their individual PPAs.  For the past three years, the priority list has served as a ‘lens’ through which to submit joint comments to EPA on draft NPM guidance.  In addition, this past summer, New England states provided this list to their Congressional delegation to inform them of joint shared priorities. 

· Kentucky identified training as a priority; Region 4 will offer Quality training in the fall.

Opportunities and Challenges

· Demonstrating that something meaningful has changed as a result of state engagement

· Overcoming the disconnects between strategic planning and operational ‘beans’ instilled in media and enforcement programs that by its nature has a focus on beans over outcomes

· Squeezing out the time from daily activities and program pressures to make sure that states and EPA are working on the most important issues and in a way that is most effective

Continuum of Learning

Over the past 4 years, efforts to better engage states in EPA’s planning, align planning processes, and conduct joint planning first meant that states, and even EPA, had to try to even understand EPA’s planning processes and how they might have an influence in that planning and decision-making.  States also had to identify how they connected their own internal strategic, operational and fiscal planning.  These efforts continue.

As state planning capacity builds, thinking has expanded about ways to engage in national strategic planning including:

· Identification of a state’s own priorities

· Sharing with its EPA Region, its fellow states in a region and even across areas of the country a state’s priorities.  

· “How can states promote and integrate our priorities at the national level?” 

· “How can states promote our priorities at the regional level and through our grants, work plans, commitments, PPAs and/or PPGs?”

· “What actions can we, as a group of states, do to promote our shared priorities ourselves?” 

· “How do we move from complaining about EPA to solving the problems we care about the most?”

Lots of opportunities exist for states and EPA regions to engage in joint planning and address environmental problems or threats of particular concern in a state or region.  

For More Information: Beth Graves, ECOS, (202) 624-3662, bgraves@sso.org or Alex Wolfe, OCFO, EPA, (202) 564-7581, Wolfe.Alex@epamail.epa.gov

Document prepared for ECOS by Madeline Snow based on state planning pilot experiences.

This publication was developed under Cooperative Agreement No. X5 83227101-2 awarded by the U.S. Environmental Protection Agency.  EPA made comments and suggestions on the document intended to improve the scientific analysis and technical accuracy of the document.  However, the views expressed in this document are those of ECOS and EPA does not endorse any products or commercial services mentioned in this publication.
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