
Monitoring at the State-wide Level: Ecosystem Workforce Project
Read about how LRP monitoring guided by Senate Bill 762 (SB762) is being conducted at the programmatic and state-
wide scale by Ecosystem Workforce Project (EWP). 

Implementation Monitoring: Telling the Shared Stewardship Success Story 
Read about how the COFSF is collecting project-level implementation data for the Central Oregon Shared Stewardship 
Landscape Resiliency Project (COSSLRP)—one of nine projects funded by the 2021-2023 LRP.

Process Monitoring: Exploring the ‘How’ and the ‘Why’ behind Effective and 
Efficient Forest Restoration
Learn about how social scientist, Chelsea Pennick, approaches process monitoring for the COSSLRP by digging deeper 
into both quantitative and qualitative data to illustrate the broader impacts of the state’s investment.
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Photo: A healthy forest northwest of Bend at Bull Springs, post Juniper thinning and wildfire mitigation treatments completed by LRP partner Shanda Assets. 
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In the wake of the devastating Labor Day Fires of 2020, the State of Oregon has increased 
its investment in active forest resilience work, prioritizing areas near communities, homes, 
and critical infrastructure. This newsletter highlights three different aspects of monitoring 
currently underway to evaluate the effectiveness and impact of the state’s investment. 

General Overview
PROJECT MONITORING
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State-wide Monitoring

Ecosystem Workforce Project 
(EWP) is undertaking an 
evaluation of key indicators 
of the state-wide program’s 
overall success. This effort 
focuses on the program’s 
overarching goals, including 
how LRP is being applied by a 
range of partners across the 
state, and how projects have 
been selected. EWP’s work is at 
the programmatic and state-
wide scale. 

Implimentation Monitoring

The Central Oregon Forest 
Stewardship Foundation (COFSF) 
is collecting local project-level 
implementation data that tracks 
completion of forest restoration 
work within the Central Oregon 
Landscape Resiliency Project 
(COSSLRP). This data is project-
specific and will be used to track 
project completion, support 
grant reporting, and inform our 
understanding of the timeline 
and other complexities of 
implementation. A major outcome 
of this work is the development 
of a streamlined implementation 
monitoring protocol for use on 
future projects. 

Process Monitoring

COFSF is also collecting project-
level, qualitative data in the 
form of interviews, surveys, 
focus groups, and case studies. 
This process monitoring effort 
will characterize barriers, 
innovations, and best practices 
for efficiently completing forest 
restoration work. A major 
outcome of this effort is a 
detailed report on best practices 
for completing all-lands forest 
restoration projects. 

Taken together these monitoring initiatives measure the impact of the Landscape Resiliency 
Program (LRP) and assess the degree to which it accomplishes its goal of “restoring 
landscape resiliency and reducing hazardous fuels by funding landscape-scale projects that 
reduce wildfire risk on public and private forest lands and rangelands” (Oregon Department 
of Forestry 2022). Opportunities for learning and adaptive management at multiple scales 
will emerge, supporting implementation of efficient, effective, and economical approaches 
to implementing forest restoration work.  
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Ecosystem Workforce Project (EWP) has been tasked 
with developing a monitoring plan for programs 

emerging out of Senate Bill 762. This involves taking a 
look at how the State’s ‘all lands’ approach is rolling out 
in a variety of social and ecological contexts across the 
state. 

“We were already working with ODF on monitoring 
the Federal Forest Restoration Program,” said Michael 
Coughlan, EWP’s Associate Director. “So when the LRP 
project came up, ODF asked us to help, given our past 
experience with monitoring these kinds of programs.” 

Coughlan emphasized that EWP is narrowly focused at 
a state-level analysis with the goal of finding ways to 
measure the impact of SB762. This includes the social 
and economic aspects of the work, as well as on-the-
ground reduction of wildfire risk. 

“In some ways this is a pretty nebulous and big 
undertaking,” Coughlan said. “Central Oregon is 
probably the most complex example. Each project has 
its own complexities and the diversity of organizations 
and institutions makes it challenging to present 
information in a digestible way.” 

That said, EWP has an established approach for 
collecting data and a long history of this type of 
evaluation work. 

“For this project we will develop a working paper. We 
are looking at the program as a whole and capturing 
themes that come up across projects, rather than 
getting into the nitty-gritty details—unless there is a 
specific ‘stand out story,’” Coughlan said.   

EWP’s goal is to represent data accurately and 
completely and develop a report that highlights the 
impact of the state-wide LRP program. In the process, 
EWP is collaborating with OSU researchers and talking 
to people with direct knowledge of what is happening 
on the ground. They will generally describe each project 
and focus on how each project was selected. 

Coughlan said that, “the ability of a project to keep 
track of what it’s doing is key for us.” He highlighted 
the importance of “trying to sample all of the activity 
areas” and “trying to understand the various social 
components.”

“The ideal scenario is having a portal into what the 
project is actually doing,” Coughlan said, highlighting 
that capturing that level of detail is very difficult due to 
capacity limitations and the many moving pieces in a 
landscape-scale project. 

The EWP team encourages ongoing collection of 
implementation and process data and will be releasing 
their report on implementation and outcomes in the 
coming months. 

MONITORING AT THE STATE-WIDE LEVEL 
Ecosystem Workforce Project

Interviewee:
Michael Coughlan, Associate Director for EWP
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Accurately and concisely describing the impact that 
the State of Oregon’s ~$6.4 million investment on the 

Central Oregon Landscape is a daunting task–yet staff 
at the Central Oregon Forest Stewardship Foundation 
(COFSF) is working to do just that. 

“We want to create a snapshot of project work for 
each quarter,” said Nikka Rebich, COFSF Administrative 
Manager. “This will help us see where project work is 
moving quickly and where it is hung up.” 

Pouring over data in spreadsheets, Rebich and her 
colleague Sage Barnard-Davidson, COFSF’s LRP 
Partnership Coordinator, are working together to 
create a clear and simple process for implementation 
monitoring. Their goal is to create a model for 
implementation monitoring that will be useful for other 
LRP projects across the state. 

To do this, Rebich and Barnard-Davidson are tracking 
the many moving parts of the Central Oregon Shared 
Stewardship Landscape Resiliency Project (COSSLRP). 
This is harder than it sounds. Not only are there 10 
primary partners, an additional 9 secondary partners 
are subcontracted to complete the work. 

Additionally, every footprint acreage can receive several 
treatments: thinning, pruning, pile burning, etc. This 
complicates how to count treatment acreage as each 
partner is reporting completed acres and treatments 
differently. It became clear to us after two rounds 
of data collection that we would need to hone in on 
how we want to count and label acreage completion 
to ensure we are not double-counting, or even triple-
counting acres. Using a system that is based on 
footprint acres, we categorize completion as fully or 
partially complete. Fully complete acreage has received 
all of its treatments, whereas partially complete acreage 
has received some, but not all treatments. This is a great 
example of a subtle yet fundamental challenge we 
faced early on.

Other variables being tracked include: forest type, 
treatment types, total acres treated, footprint acres 
complete, land ownership type, number of discrete 
project locations, number of discrete treatments within 
the project, and size of project. In addition to complex 
statistics of this kind, the target acres have changed 
over the course of the project.  A few months into the 
process, partners reassessed the viability of the original 
proposal and made modifications. 

As you can see, tracking progress gets complicated 
quickly. Collecting implementation monitoring data is a 
little like knitting a scarf from a gnarled skein of yarn, it 
can feel messy and confusing. 

“Our goal is to develop an approach to implementation 
monitoring that is simple and also gives us the 
information we need to enhance our ability to complete 
forest restoration work effectively and efficiently,” 
Rebich said. “Right now, we are using this data to 
create charts that help us ask and answer a variety of 
questions. For example: Do partners operating under 
a specific land ownership have better outcomes? (See 
Chart 1.) Does the size of a project impact project 
progress? (See Table 1.)” 

This is just one example of analysis that will be 
completed across multiple variables. Tracking these 
means being consistent and clear about what each 
metric means and how it is measured. For example, 
identifying the “number of discrete project locations” 
involves clarifying how far apart sites must be to qualify 
as a “discrete project location.” It takes time, rigor, and 
thought. 

An additional component of monitoring involves 
carefully documenting the forest restoration work that 
has been done by partners over the project’s timeline. 
To do that, Barnard-Davidson is mapping project 
completion over time into Data Basin, an interactive 
geospatial mapping program that supports project 

IMPLEMENTATION MONITORING 
Telling the Shared 

Stewardship Success Story
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planning and monitoring for the COSSLRP and the 
Central Oregon Shared Stewardship Alliance (COSSA). 
Nyssa Prowell is then creating a series of graphics and 
charts that visualize work completed over time by each 
COSSLRP partner. 

So far, analysis has revealed that project completion 
rates vary greatly across a wide variety of variables: 
project size, property ownership, and number of discrete 
treatments. In other words, there does not seem to 
be a clear link between any one variable and the 
pace of project completion. This makes it all the more 
intriguing to pair this numerical and spatial data with the 
quantitative data being collected by Dr. Chelsea Pennick 

(see “Process Monitoring: Exploring the ‘How’ and the 
‘Why’ behind Effective and Efficient Forest Restoration”). 

“Looking at the numbers and the stories side-by-side 
is exciting,” Rebich said. “That’s how we will begin to 
understand why one project moves more quickly than 
another.”

Data analysis is in-process, and COFSF staff are 
continuing to explore and analyze findings. COFSF’s 
goal is to develop a simple, streamlined implementation 
monitoring process that we will be able to use for years 
to come. . 

Chart 1
COSSLRP partner organizations are grouped by land 
ownership type, with each corresponding project’s 
partially and fully completed acres (%) treated so far.

Project Acres Completed (%) by Land Ownership Type

Table 1
COSSLRP partner organizations are ordered 
by footprint size (smallest to largest), with 
each corresponding project’s partially and 
fully completed acres (%) treated so far. 

Bend Parks & Recreation

Deschutes County

Soil & Water Conservation District

Bureau of Land Management

Deschutes National Forest

Black Butte Ranch

Sunriver Resorts

Ponderosa Land & Cattle

Shanda Assets

Upper Deschutes Watershed Council

Ludwick Property

Sunriver Owners Association

Glynn Property

Deschutes Land Trust

Walker Range Fire Patrol

La Pine State Park

Warm Springs Reservation
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We all intuitively know that relationships matter—and 
that partnerships are more effective when the people 

involved communicate with each other and share resources. 
Few of us, however, are able to “pop the hood” of a 
partnership and peek into its inner workings, let alone explain 
what makes it run smoothly. 

Fortunately, social science researcher, Dr. Chelsea Pennick, 
is doing just that for the Central Oregon Shared Stewardship 
Landscape Resiliency Project (COSSLRP). Pennick is 
collecting qualitative and quantitative data for the purpose 
of process monitoring, an approach that describes how 
partners engage in their work. 

“I’m characterizing the relationships between members 
operating within the LRP network to understand the broader 
implications of those interactions for the work on the 
ground,” Pennick said. 

Most people are familiar with implementation monitoring, 
which answers questions about what work was completed, 
where it was located, and how well it was done. In contrast, 
process monitoring is an approach that asks questions 
such as: How do partners share information and overcome 
barriers? What contracting mechanisms, authorities, or other 
tools do they use to complete their work? What supports 
their innovation and effectiveness? 

“Most government programs are built around an implicit 
theory of change,” Pennick said. “But more often than 
not, there’s not a really clear understanding of what the 
mechanisms were that led to change.” 

Process monitoring highlights which approaches are most 
effective within particular contexts. Thus, it informs how 
future work can be structured to increase efficiency. This 
is critically important to ensure wise stewardship of the 
state’s investment.

“Without an understanding of the mechanisms of change, 
you can’t replicate it, right? You can’t learn from it,” Pennick 
said. “That’s where I think this process monitoring is so 
important: it identifies multiple changes happening in this 
project and documents those. The next step is to identify the 
key drivers of change, if possible,” she said. 

“With this data we can at least say, ‘Here are all the things 
that people and organizations did differently as a result 
of this funding.’ Some of those things might be useful for 
other efforts. This is the real, broader impact of the state’s 
investment,” Pennick said.

Often, these critical, human elements of partnership success 
are overlooked, and yet we know that failure to share 
information and resources or to utilize available resources 
to overcome barriers are sure-fire paths to inefficiency and 
letdown. Pennick is tackling these questions using an array 
of research methods, including network analysis, interviews, 
focus groups, and case studies. Taken together, these 
methods combine qualitative and quantitative data.

“I see value in both qualitative and quantitative data,” Pennick 
said. “I always want to know more about ‘why’. Unless 
you talk to the people involved to understand the context, 
generally the quantitative data can’t tell you the ‘why’ and 
the ‘how.’ Together, they provide a much richer picture.”

Taken together with other monitoring efforts, Pennick’s 
work is creating a picture of the variety of positive impacts 
emerging from the COSSLRP. Not only does this make a 
strong case for future investment, it elevates the quality and 
efficiency of restoration work being completed by creating 
opportunities for learning about how we can collectively 
improve. 

“This work underlines the importance of not just funding 
the work on the ground, but also funding the ways we work 
together to change how we do this work,” Pennick said. “That 
requires funding capacity and coordination as well.”

PROCESS MONITORING  
Exploring the ‘How’ and the ‘Why’ behind 
Effective and Efficient Forest Restoration
Interviewee:
Chelsea Pennick, Social Scientist, Inland Empire 
Consulting LLC


