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 Remnants of the wild west, deep in the heart of Texans, reared up 
in anger and protest in a 1990’s version of the vicious barbed wire wars of 
the 1870’s and 80’s.

 Guns and wire cutters were (mostly) replaced with words and 
litigation, but the fight for public opinion through legislation again defined 
the battle between property owners fighting for their rights and those who 
felt the public good should guide the use of the land. 

 Like those terrible hostilities over the use of open range, the 1990’s 
conflict brought out by the Endangered Species Act was exacerbated by 
extremists, opportunists and otherwise rational beings acting from fear of 
losing what they hold dear.

 This is the story of conflict and resolution among a group of far-
sighted Texas leaders determined to find solutions that work.
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In 1973, the United States Congress passed legislation 
that was written for the purpose of legally protecting certain 
species whose very existence was being threatened. This 
legislation is called the Endangered Species Act and often 
referred to as the ESA. Congress authorized the U.S. Fish and 
Wildlife Department to be the regulatory agency governing 
how this legislation would be implemented. 

The ESA of 1973 was actually the third law passed by 
the U.S. Congress addressing the issue of endangered species. 
The first legislation called the Endangered Species Preservation 
Act was passed in 1966, followed by the Endangered Species 
Conservation Act passed in 1969. The 1973 Act combined and 
considerably strengthened the provisions of its predecessors. 
The Act asserts that protection of threatened and endangered 
species requires protection of the species critical habitat along 
with recovery plans that are subject to public hearings and 
input. Determination of the status of species is required to be 
made solely on the basis of biological and trade information 
without any consideration of possible economic effects.

This sequence of legislative activity illustrates a strong 
focus and long-term concern by the environmental community 
about the loss of wildlife species both flora and fauna. From 
a hindsight perspective of the trail of events, one can easily 
conclude that the environmental community interpreted 
the loss of species as resulting from human activity. So the 
thinking followed that any human activity on land that had 
been “natural” was a direct threat to the species residing on that 
land. A belief blossomed from that thinking that in order for a 
threatened or endangered species to be saved, human activity 
had to be diminished, or better yet, eliminated for the sake of 
the species. This set the stage for a chain reaction conflict.

Probably the first time that the general public became 
aware of a growing conflict between the environmental 
community and market-based activity was from the media 
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Of Win/LoseChapter 
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headlines about the Northern Spotted Owl in the late 1980’s. 
By 1989, story after story appeared in the press about the fight 
between environmental groups, the logging industry, and the 
U.S. Forest Service. Although a Congressional effort was 
made that same year to amend the act to include economic 
considerations when deciding on a listing, that effort was 
defeated.

Most citizens, upon either hearing or reading the news 
about the Northern Spotted Owl, probably picked a side with 
which to agree, even if it occurred subconsciously. Perhaps 
you recall one or more conversations where uninvolved 
citizens expressed their view regarding which side was right. 
Determining who is right and who is wrong is almost automatic 
to humans as viewed by some psychologists. And in the 
presence of opposing beliefs we assume there will be a winner 
and a loser. Being certain that this is true, opponents engage in 
long and often complicated legal battles seeking a decision by 
either judge or jury that supports their side.

This belief in a win/lose paradigm and the subsequent 
aggression that follows is a dominant socially shared belief. 
It is the outgrowth of a belief we are taught as very young 
children that there is certain way that life should and should 
not be. This, according to Tracy Goss, a highly successful 
corporate re-invention consultant for 20 years and author of 
The Last Word On Power, is one of the characteristics of what 
she calls “The Universal Human Paradigm™.” To believe 
that there is a certain way that life should and should not turn 
out provides for us a foundation from which we 
choose actions throughout our lifetime. At the 
same time, it creates a mental box within which 
we live. The same proverbial box that creative 
types often admonish we must “think outside of.” 
It is through this box that we interpret the world 
and all our life experiences. Reality, according to 
the principles of the Universal Human Paradigm, 
is nothing more than the interpretation by the 
mental box that is our beliefs about the way 
that life should and should not be. Because we 
experience life totally through this mental box, 
we create a long lifetime of experiences that 
absolutely validate the beliefs in our box. This is 
how we “know” that our reality is true. And how 
we are certain that others are wrong.

“One of the ironies of what 
was happening was that the 
private lands were being 
shut down for research and 
investigation.  I felt that was 
causing species to get listed 
that shouldn’t be listed. I still 
have a suspicion that the 
Black-capped Vireo should 
never have been listed. 
Everywhere I had access to 
go west of here I was seeing 
them except right on the 
urban fringe. We were losing 
them on the urban fringe but 
I have yet to visit a decent 
ranch that doesn’t have them 
on it—all the way to the Devils 
River and beyond, but there 
was no way for a researcher 
to find that out so they could 
be unlisted. We need access 
in order to remove the 
restrictions.”

—David Braun,
The Nature Conservancy
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Thus, it is this arena governed by the Universal 
Human Paradigm where those believing in a different 
set of “shoulds” meet to battle over their views. With 
deep conviction and assurance, they engage in a battle to 
either	convince	the	other	side	that	their	view	is	correct	
or sometimes seek a legal victory in order to control life 
according to their beliefs and leave the other side to bear 
the social and economic consequences of losing. This 
response to differing beliefs is broadly applied to all of 
life’s situations. This is how essentially all people respond 
to conflicting beliefs whether in families, organizations, 
businesses, or politics.

Back to the Growing Conflict

In the spring of 1989, the U.S. Congress 
appropriated funds for a feasibility study of creating a 
new national park in the Davis Mountains of Texas. Word 
got out  and confirmed during the first public hearing that 
the National Park Service was studying the entire Davis 
mountains range, millions of acres, and virtually all of 
Jeff Davis County and portions of Culberson, Brewster, 

Reeves, and Presidio counties. When the National 
Park Service held another public hearing in the 
Davis Mountain region, over 500 locals attended 
to protest the potential taking of their land for a 
national park. These locals didn’t just all show up 
by coincidence. Motivated by the threat of the U.S. 
Government taking their land, a local group was 
organized and called the Davis Mountains Heritage 
Association. The study of a potential national park 
was subsequently abandoned by the government, 
but the Davis Mountains Heritage Association 
created a sense of unity and strength across the 
sparsely populated region known as the Trans-Pecos 
and continued to thrive.

A year before in 1988, Katherine Espy, a 
resident of the Davis Mountain community in far 
West Texas, received a letter from the U.S. Fish 
and Wildlife Service informing her that a rare 
species of pondweed was found on her ranch and 
was being considered for listing as an endangered 
species. Being recently widowed with much on her 
mind, Mrs. Espy did not take this letter seriously 

“Private property and  
freedom are inseperable.”

—George Washington

From the website of the
Davis Mountains Trans-Pecos 

Heritage Association

“...nor shall private property be 
taken for public use without just 
compensation.”
 —Fifth Amendment to the 

Constitution of the United States 
of America

Davis Mountains 
near Fort Davis, TX
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and quickly forgot all about it. But in the Spring of 1990, 
she received a call from Ben Love, a regional resident also 
representing the Davis Mountains Heritage Association that 
by now had expanded their organization to represent the 
entire region and expanded their name as well to the Davis 
Mountains Trans-Pecos Heritage Association. 

Mrs. Espy was alarmed to learn that Mr. Love, 
an attorney, had been notified by a representative of the 
Texas and Southwestern Cattle Raiser’s Association that 
the U.S. Fish and Wildlife Service had published in the 
Federal Register the proposed listing and upcoming hearing 
about a rare little pondweed called Little Aguja Pondweed. 
Combining their interpretation of events, Mrs. Espy and 
Mr. Love quickly concluded that the letter she received 
two years previous from the U.S. Fish and Wildlife Service 
might be a genuine threat to her future in the ranching 
industry. Her belief, as quoted in an interview, was that the 
government could condemn her land and take it away if she 
didn’t protect the pondweed as they instructed. Based on 
the recent interest in creating a National Park, the leaders 
of the Davis Mountains Trans-Pecos Heritage Association 
interpreted Mrs. Espy’s situation as evidence of further 
government interference and possibly a back-handed 
attempt by the government to obtain or control the heart 
of the Davis Mountains. News of this belief was spread 
and the U.S. Fish and Wildlife Service began to take on a 
villainous appearance to landowners in Texas. 

While the confrontations between landowners and 
the U.S. Fish and Wildlife Service was taking place in 
the Trans-Pecos region of Texas, few Texans knew that a 
little bird called the Black-capped Vireo had been added 
to the endangered species list in 1987. This bird’s historic 
range covers 35 counties in Texas and parts of Oklahoma. 
In 1990 the golden-cheeked warbler was also listed on 
an emergency basis in response to development activities 
proposed for western Travis County, which involved the 
clearing of private property so that development could 
proceed. On the heels of the “war” in Trans-Pecos country, 
these listings made headlines in Texas and suddenly all 
eyes shifted to activity focused on the Hill Country of 
Texas, a region just west of Austin, the state capitol.

The story that began unfolding through the press 

Little Aguja Pondweed

 Black-capped Vireo
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involved a growing conflict between developers and 
environmentalists, both trying to control the Barton 
Creek watershed running through western Travis County 
and some undeveloped land beyond it. With the rapid 
expansion of Austin, the Capitol of Texas, this hilly, natural 
area must have seemed like a gold mine to developers. 
Likewise, the environmental organizations that have 
historically received and continue to receive strong support 
from the Austin community must have viewed the same 
area as a last chance to preserve some of the ecological 
appeal associated with Austin for over a century.  

The local press revealed a plan called the “Balcones 
Canyonland Conservation Plan,” created by an executive 
committee composed of environmental leaders and local 
government officials. The plan proposed putting together 
approximately 60,000 acres of western Travis County in a 
preserve as permanent habitat for the black capped vireo 
and the Golden-cheeked Warbler, as well as other species 
of concern. Of course this preserve would dramatically 
limit the amount of development activity in the region. But 
to do so required the acquisition of private land and raised 
an additional issue about the possible use of tax revenue to 
help foot the bill. 

The “icing on the cake” that fueled a reaction heard 
all the way to Washington D.C. came when the U.S. Fish 
and Wildlife Service announced that they were considering 

designating 33 Texas Hill Country Counties as 
critical habitat for the golden-cheeked warbler. If 
done, it would become the largest block of land 
named as critical habitat under the ESA. At 20.5 
million acres, it would be three times as big as the 
protected home of the northern spotted owl in the 
Northwestern U.S. The vast majority of the land 
in these 33 counties is privately owned and a large 
portion of it managed as rangeland.

The ESA states that it is unlawful to destroy, 
damage, or modify habitat used by an endangered 
species—even on private property. In Texas, where 
ranching is a prized heritage, where private property 
rights, individualism, independence, and self-
determinism has ruled the culture for seven or more 
generations, the idea of the Federal Government 

Golden-cheeked Warbler

Warbler distribution
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restricting	how	a	landowner	manages	his/her	private	
property didn’t set well. The chain of events leading up to 
this point: the controversy of the northern spotted owl, the 
potential loss of private land in the Davis Mountains to a 
national park, the perceived threat posed by the possible 
listing of the little aguja pondweed, the plans for a 60,000 
acre preserve near Austin, and finally the announcement 
of the possible designation of 33 Hill Country counties as 
critical habitat for the Black-capped Vireo and the Golden-
cheeked Warbler were the perfect ingredients for a perfect 
storm—a firestorm around the ESA.   

Consider now the influence of the Universal Human 
Paradigm where we all know that life should and should 
not be a certain way. In this case, the way life should be 
according to a developer or landowner happens to be 
different than the way that life should be according to an 
environmentalist. Since a framework for looking at conflict 
differently did not exist, opposing sides didn’t know any 
other way to proceed except to fight for their position.

The U.S. Fish and Wildlife Service, as required by 
the ESA, held a series of public hearings in the Texas Hill 
Country in the early 1990’s. Meeting rooms over-flowed 
with local residents prepared to face-off with government 
representatives. The confrontations increasingly became 
hostile to the point that one county sheriff was purported to 
tell the State Director for the U.S. Fish and Wildlife Service 
that his safety could not be guaranteed while traveling in 
this sheriff’s county. 

Legal battles were brewing between non-profit 
organizations representing either landowner interests or 
environmental interests. All government agencies 
including	local	ones	were	under	suspicion	and	no	
longer trusted by landowners. Access to private 
property for study was denied. Warning signs were 
posted for trespassers—that they would be shot. 
Rumors were flying about landowners clearing 
private land they speculated might be critical habitat 
for the two endangered birds before their counties 
could be designated habitat by law. Tempers were 
at	a	peak	and	harsh	words	and	name	calling	the	rule	
when referring to “the other side.”  The immediate 
future looked grim.

 
“The environmentalists were 
accusing the developers and 
ranchers of destroying wildlife 
habitat; and the ranchers, 
developers and land 
owners were accusing the 
environmentalists of passing 
so many regulations regarding 
endangered species that they 
were being shut down, put 
out of business.”

—Colleen Reeves, rancher

Banners such as these were 
part of the “Take Back Texas” 
movement thought by some 
to be funded by developers
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During this time of unrest, suspicion and hostility 
rolled like hot lava across the Texas landscape. Members of 
a small and relatively unknown organization called Holistic 
Resource Management of Texas (HRM of TX) were 
meeting at the Texas Parks and Wildlife Kerr Management 
Area near Hunt, Texas. Under the management of Wildlife 
Biologist Donnie Harmel, the approximately 6,000-
acre, state-owned Kerr Management Area had adopted a 
relatively new approach to natural resource management 
and had been documenting amazing results. This new 
approach was called Holistic Resource Management (later 
refined to just “Holistic Management”). 

Originally designed for land management 
application, Holistic Management is an approach to 
managing land resources that builds biodiversity, improves 
production and generates financial strength; it improves 
quality of life while enhancing the environment that 
sustains us all. Additionally it offers a land manager a 
comprehensive framework for making all the decisions that 
impact health and productivity; and replaces fragmentary 
decision making and short-term solutions with a platform 
that encompasses the whole process of managing 
healthy land. This framework provides a structure for 
building a management plan around the core values 
of the management team. Building around core values 
deepens commitment and provides a clarity often missing 
in conventional planning. These core values are often 
the thread that connects person to person in a way that 
overcomes perceived differences.

Donnie Harmel was introduced to Holistic 
Management in the early 1980’s. He quickly grasped 
the key principles of its application and in collaboration 

Applying a New 
Paradigm to an  

Old Problem.
Chapter 2  

Enter Holistic 
Resource 

Management 
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with his management team began practicing Holistic 
Management on the Kerr Wildlife Management Area. 
Donnie also joined the Board of Directors of HRM of 
Texas, Inc. Within a few years, the results documented at 
the Kerr Area indicated a substantive increase in overall 
biological diversity. They were recording improvements in 
forage diversity as well as biomass. They also documented 
an increase in the number of nesting Black-capped Vireos 
as well as Golden-cheeked Warblers. And the most 
interesting fact of all was that these improvements were 
occurring even though market-based, human activity was 
also taking place. From this experience, Donnie Harmel 
knew that the presence of human activity in an endangered 
species habitat didn’t necessarily pose a threat. He knew 
that decision-making and management was the key to 
a healthy and harmonious co-existence. Donnie also 
personally knew many of the individuals engaged in the 
conflict over the ESA, and believed in his heart that many 
members of the opposing sides shared deeply felt values 
about the land and their communities. So that day when 
the HRM of Texas Annual Meeting Planning Committee 
was meeting at the Kerr Wildlife Management Area, he 
proposed a bold plan.

Holistic Resource Management of Texas 
(HRM of TX) is a 501(c)(3) non-profit organization 
created in 1986 to advance and support the adoption 
of Holistic Management in the state of Texas. With 
over 95% of the land in Texas privately owned and 
over 70% managed as agricultural operations, the 
opportunity for this organization was great and with 
the opportunity came equally great challenges. Truly 
understanding and practicing Holistic Management 
requires a paradigm shift in the way a manager 
understands the inter-relationships between natural 
resources, financial resources and human resources. 
Gaining new insights into the sometimes hidden 
patterns of these relationships allows a manager 
to create management plans that differ from 
conventional management and allow for maximum 
health of all species while at the same time optimizing 
profitability. The first challenge to HRM of Texas is to 
transfer this knowledge to managers who possess years 
of conventional practice under their belts and are deeply 
invested in the conventional approach. The second 

“ I went into the experience 
with an expectation of either 
you’re with us or against 
us on HRM, because in 
New Mexico that was the 
environment I came from. 
I didn’t understand the 
diversity of thinking in the 
process.”

—Gary Graham
Texas Parks & Wildlife
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great challenge is to provide support until newly trained 
practitioners feel proficient enough in holistic management 
to operate on their own. If this doesn’t happen in an 
effective way, many managers will simply return to their 
previous method of management because natural resources 
don’t wait. Each and every day, something is changing in 
the landscape—grass is growing or stays short because of 
drought, livestock are gaining or losing, markets are better 
or worse and all these fluctuations impact income.

Each year during its Annual Meeting, HRM of 
TX provides an educational program typically planned 
with multiple speakers to introduce the basics of Holistic 
Management to beginners and to provide support training 
to practitioners. As the Planning Committee was preparing 
for the 1992 educational program, Donnie Harmel made 
the following suggestion: bring together the leaders of the 
key opposing organizations at war over the ESA and show 
them how holistic management can provide a framework 
for resolution. At first the idea seemed impossible given 
the intensity of the conflict, but the more the planning 
committee considered Donnie’s idea, the more it came to 
life.

In late January, 1992, the HRM of Texas Annual 
Meeting was held in San Angelo, Texas. The Planning 
Committee made the decision to turn the plenary session 
dealing with the ESA challenge over to Peggy Sechrist, 
a Holistic Management educator living in Texas and to 
Naseem Rakha, a Holistic Management educator living 
in Oregon. Both were working for the Center for Holistic 
Management based in Albuquerque, New Mexico. Naseem 
was brought in from so far away as a representative without 
any ties to parties of either side and because she had 
previous experience with conflict over natural resources.  

Leaders were invited from eight organizations—
four that represented the landowner perspective and 
four that represented the environmental perspective. In 
previous months, these leaders would not be found in 
the same room unless it was a courtroom. However, the 
HRM of Texas board of directors was composed of well 
known and well regarded leaders from both the landowner 
and environmental communities. Due to the HRM of 
Texas leadership, all eight of the invited leaders agreed 

“We’re an organization in the 
business of bringing people 
together to resolve conflict 
whether its in your own family 
or on a larger scale, and we 
were talking about this larger 
conflict facing the state 
and I think we can’t over 
emphasize the mood at that 
point – everyone was very 
despondent – the acrimony 
over natural resources and 
the control that each group 
was trying to exercise. Lot 
of suspicions on the part of 
landowners – everybody was 
scared that they were going 
to have property that was 
condemned and lose value. It 
was not a good climate.”

—Blair Fitzsimons, HRM of TX
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to participate. Organizations representing the landowner 
view included the Texas Wildlife Association, the Texas 
and Southwestern Cattle Raisers Association, the Texas 
Sheep and Goat Raisers Association, and the Trans-Pecos 
Davis Mountains Heritage Association. Organizations 
representing the environmental view included the Sierra 
Club, the Texas Nature Conservancy, Texas Parks and 
Wildlife Department, and U.S. Fish and Wildlife Service. 

The panel discussion was to take place after lunch. 
The room at the Holiday Inn in San Angelo Texas began 
filling while the eight guest representatives took a seat at 
a table at the front of the room. Soon 
every chair in the room was taken 
and more folks kept coming through 
the doors. Finally, with standing 
room completely filled, the program 
began. Peggy Sechrist made a brief 
introduction	and	explained	that	the	
objective of the afternoon was to focus 
on finding common ground. Then 
Naseem Rakha took over. A scenario 
was introduced to serve as a framework 
for discussion. The fictitious scenario 
focused on a real parcel of land located 
in the Trans-Pecos region of Texas 
and owned by the state. The panel was 
asked to pretend to be a management 
team brought together by the state 
to create a management plan for this 
55,000-acre tract of land. However, a twist was added 
at the last minute. Naseem reassigned everyone to a 
role opposite from his actual position. For example, the 
Sierra Club representative was assigned to play the role 
of a real estate developer; the Texas and Southwestern 
Cattle Raiser (TSCRA) representative was assigned to 
play the role of a biologist from Texas Parks and Wildlife 
Department (TPWD), and the representative of the U.S. 
Fish and Wildlife Service (USFW) became a private 
landowner.

Naseem proceeded with questions commonly 
used in goal setting such as a request for land use criteria 
essential to every management team member. Speaking 
now from their opposing positions, the responses were at 

Swapping hats let panel 
members see what it would be 
like to plan land use from an 

opponent’s point of view, as well 
as giving all a look at how they 
view their opponent’s actions.
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times humorous as well as sharp edged. When the Sierra 
Club rep now acting as a developer stated the best use of 
the land was to be leased as a toxic waste site, the TSCRA 
rep now acting as a biologist for TPWD responded that 
his Department would find an endangered species on the 
property in order to prevent such action. Retorts went back 
and forth for several minutes. Chaos and disagreement were 
clearly taking over. Finally Naseem stopped the scenario 
and asked each panelist if the enactment reflected a real-life 
planning process. Each one responded yes. Then Naseem 
asked each one if they held any hope that an effective 
management plan could be developed under this approach. 
Again the response was unanimous—NO!

After a program break, the panelists again took 
their seats at the front of the meeting room. This time 
Naseem stated that they would try a different approach 
to developing a management plan. They would begin by 
sharing their core values as they related first to the quality 
of life each panelist wanted for themselves and their family. 
The panel members seemed to struggle with their responses 
until one panelist said to Naseem, “I’m having a hard time 
determining the values for someone I’m pretending to 
be.” “Okay,” said Naseem, “be yourself and tell me your 
values.” Then the list began to grow as the panelists spoke 
with increasing conviction and heartfelt emotion about 
their desire for personal freedom to make decisions; their 
desire for economic, educational and cultural opportunities; 
financial and personal security; a healthy environment; 
and a thriving community. All the panel members shared 
these core values. And during this discovery, panelists and 
audience alike experienced a shift in the room. Suddenly 
they all became aware that everyone in that room shared 
core values essential to wellbeing and to the dream of a 
high quality of life for themselves and their families. The 
shift helped the panel members see that their adversaries 
wanted the same future that they did; that they had a great 
deal in common; that they were fighting over how	to	
make that desired future a reality; that maybe the holistic 
management framework for planning and management 
could facilitate a different outcome than the war that was 
underway. The doorway was open for a new approach and 
at the end of the meeting, a majority of the panel members 
agreed to meet again and further explore this holistic 
management process.

“We were doing what we 
thought of as God’s work and 
never thought how a rural 
person would react”

—David Braun, 
The Nature Conservancy

“We had rather limited 
expectations going into the 
annual meeting... I don’t think 
any of us realized how quickly 
the panelists would come to 
the understanding that they 
were all spouting rhetoric. 
Then afterwards, the panelists 
were the ones who said we’ve 
got to get together again.”

—Blair Fitzimons, HRM of TX  

Beryl Armstrong (L)
and David Braun
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In 1992, the application of Holistic Management 
as a conflict resolution tool was largely a theory. Many 
Educators of Holistic Management had observed the 
power of the holistic planning process to unite families 
and	agricultural	management	teams	through	the	experience	
of linking common values to management and desired 
outcomes. Building management plans and practicing 
decision making based on a foundation of values was 
creating some radical partners across the West. In states 
with public lands, strange new collaborative partnerships 
were being forged between ruggedly independent ranchers, 
U.S. Forestry representatives, Bureau of Land Management 
representatives, and even some environmentalists for the 
purpose of managing public lands grazing. These stories 
were the basis for applying Holistic Management to the 
ESA conflict in Texas. 

If we take a minute to look more closely at 
the process, we find that Holistic Management offers 
a perspective to resource management that might be 
considered an alternative to conventional approaches. 
Based on the sciences of ecology and holism, the Holistic 
Management	process	guides	planning	and	decision	making	
to account for the patterns of inter-relationships that exist 
between all forms of life, including humans. Following this 
path, one discovers the thread of common needs and values 
that connect humans to each other. When management 
takes this connection into account right from the beginning, 
finding and agreeing on a strategy to meet all needs seems 
to be relatively easy. While the Holistic Management 
approach seems logical to many when first learning it, 
it’s not entirely natural to us humans after centuries of 
operating under the win/lose paradigm. Thus facilitation is 
often required.

Chapter 3 
Forging New 

Territory: Applying 
Holism to Conflict

When values 
match but 
paths are 
different
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Back in 1992, a majority of the panel members 
agreed to meet again during late summer at a Texas Hill 
Country retreat called Harambe Oaks. Without the pressure 
of a large audience watching over their shoulder, discussion 
continued about exploring the Holistic Management 
process of goal setting and consensus building as a tool to 
help resolve the conflict about the ESA. An idea emerged 
from the group that perhaps a collaborative project could 
be created where participants from “opposing camps” could 
design and execute a management plan for a particular 
piece of land as a test of the process. Everyone agreed that 
representatives from many more organizations involved in 
the ESA controversy must be invited. And the consensus 
included the decision that this must become an independent 
coalition. A third meeting was scheduled for February 
1993. 

A change of venue was made for that February 
meeting. PlanIt Texas participants were invited to meet at 
Selah, Bamberger Ranch outside of Johnson City, Texas. 
Owner J. David Bamberger, former CEO of Churches Fried 
Chicken, originally purchased his ranch because it had 
the reputation of being “the sorriest piece of real estate in 

Blanco County.” While becoming a leader in 
the fast food industry, Bamberger nurtured 
a deep, life-long love for land; and inspired 
by his favorite author, Louis Bromfield, 
he wanted to apply his love and economic 
success to restoring a worn out parcel of 
land to health and vitality. And he did just 
that, creating a haven where springs returned 
to flowing year-round and the land became 
sanctuary to many species. He named his 
ranch, Selah, a Hebrew word from the Bible 
that means pause and reflect. Then deep 
inside the approximately 5,500-acre ranch, 
Bamberger constructed a lodge that he named 

“The Center,” a facility dedicated to bringing together 
people from the “left” and the “right” on environmental 
issues. Isolated from highways, high-lines, television, and 
telephone, this meeting was surrounded totally by beautiful 
hills and the natural world. “We had to form a kind of 
spiritual partnership and develop a mutual trust,” states 
Bamberger, “before we could expect to achieve a positive 
outcome, and this was an ideal place for this to occur.”

J. David Bamberger at Selah 
Bamberger Ranch

“If WE had an agenda, 
it was that we wanted 
to look and see if the 
Endangered Species Act 
really caused that kind of 
calamitous burden on the 
rural landowner and if it did 
we would work to change 
those things as best we could; 
but if it didn’t, we wanted 
to demonstrate that, “really 
folks, you’re blowing stuff out 
of proportion. This ain’t that 
big  a deal.”

—Beyrl Armstrong, 
The Nature Conservancy
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The February 1993 meeting brought together a 
slightly expanded group of participants. While enjoying the 
warmth of the large fireplace inside The Center, the group 
continued laying groundwork for a large project that would 
test the collaborative process and answer questions about 
the impact of the Endangered Species Act. This meeting at 
The Center, while not well documented and often forgotten 
in comparison with the unforgettable fourth meeting, 
marked a turning point for the original steering committee 
of ten. This is where a spirit of “I believe” emerged and 
a commitment to follow through formed. And a delicate 
bond developed, still a bit fragile, between folks previously 
considered adversaries.  

Often when working partners look back over a 
long period of time at a chain of events, one stands out 
as “the moment” when something big shifted in their 
consciousness that altered their perspective about what 
could happen. The fourth meeting of the expanding group 
of participants exploring a resolution to their conflict over 
the ESA was that event. Taking place in September of 
1993 again at The Center at Selah, Bamberger Ranch, over 
20 people gathered. This group doubled the number of 
participants of the previous two meetings. It was critical 
to find a way for new folks to be stimulated by the vision 
held by the original committee and to find a way to build 
a platform of trust. This meeting was scheduled for two 
days and everyone was requested to stay overnight at The 
Center. 

Due in large part to the enthusiasm and energy of 
the original committee, it was a short time before barriers 
came crashing down. The new participants began to learn 
about each other on a personal level. An opening exercise 
was	used	to	ground	all	participants	in	their	mutual	love	
for the land. The introduction of the Holistic Management 
process seemed to give everyone hope for a new way 
forward. At the conclusion of the first day, everyone 
hopped on a hay wagon and took a tour of the beautiful and 
inspiring Bamberger Ranch where ordinary ranching and 
conservation efforts are flawlessly blended. The health and 
vitality of the Bamberger ranch gave merit to the notion 
that ranching activities, when managed more holistically, 
do not need to interfere with endangered species habitat.

“There was caution among 
members on both sides and 
I saw segregation at the 
breaks.”

— Lee Ann Linum, TPWD

“The Bamberger meeting 
(Sept. 93) was the first time I 
had been with such a diverse 
crowd of people and was 
impressed with the process 
and with the people who 
really wanted to focus on 
a solution. And how civil 
people were and that was a 
refreshing change from the 
normal during the ESA wars.”

—Gary Graham, 
Texas Parks & Wildlife

Gary Graham
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After a hearty dinner, participants continued their 
discovery about each other—not as adversaries—but as 
fellow Texans with a deep and abiding love for the land. 
At just about bedtime, a big thunderstorm erupted with 
loud deafening thunder, lightening zapping across the sky, 
and a downpour of rain pelting the roof and windows of 
The Center. The local weather had been dry for several 
months and the rain brought folks to the door and windows 
to behold Mother Nature. The Center is located high on 
a hill and contributed to a feeling that the building was 
in the center of the storm—a grand metaphor not lost on 
those inside. The next morning brought a beautiful sunny 
day, cool and crisp from the rain. After months of drought, 
overnight the landscape perked up, turning green and 
projecting a sense of freshness and new beginning. So too 
the energy inside The Center was one of new beginnings. 
An eagerness prevailed as the workshop resumed. An 
agreement was formed to create a collaborative land 
management project to test and demonstrate the Holistic 
Management process on critical endangered species habitat. 
The Aim of the project had four objectives: 	
(1) Be a two-way educational process;	
(2) Produce a body of knowledge regarding sustainable 
biological, economical and social processes;	
(3) Bring together people and organizations that have 
conflicts over resource management;	
(4) Work and learn together.

A list of required factors were made about a 
proposed site: (a) it must be privately owned and a self-
sustaining operation, (b) it must be exposed to endangered 
species habitat issues, (c) it must be in a rural setting, (d) 
it must be operating with standard forms of financing, (e) 
and realistic in scope. A hill country location would be 
logistically favorable. Everyone was invited to nominate 
private ranches that might be candidates as a site for a long-
term project. A site committee was formed to represent 
the coalition, to visit potential sites, and to conduct an 
evaluation based on the agreed upon factors. 

The	group	decided	to	continue	as	a	coalition	named	
“PlanIt Texas.”  The name was a play on the word planet 
highlighting the uniqueness of the state of Texas combined 
with a reference to the process of planning. They decided to 
continue using HRM of Texas as a fiscal agent.

 “I just remember the feeling 
of excitement that there 
was not a need to control 
the process because the 
group was understanding the 
principles so well the process 
was defining itself and you 
know a lot of environmental 
issues are all about control—
you want everyone to do it 
your way—and the feeling 
of needing to control the 
process was just melting 
away. And that was a very 
liberating feeling. And it’s 
because we were making it 
principle-based.”

—Blair Fitzsimons, HRM of TX

Joseph and Blair Fitzsimons
Blair was president of HRM in 

1992 & 1993
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The PlanIt Texas coalition had grown during the 
past months to include representatives of 22 member 
organizations. Once the group had decided that the next 
step was an on-the-ground trial of the new win/win 
philosophy, a site committee was formed in September 
of 1993. The PlanIt Texas group had put the word out 
that they needed a ranch to practice on. This Coalition 
of government agencies, environmentalists and property 
rights	advocates	would	develop	a	management	plan	in	
collaboration with the landowner and become partners in 
monitoring the weekly and monthly progress. One of the 
monitoring factors would be the impact of the ESA on the 
viability of the operation. 

Three ranches emerged as distinct possibilities, 
with others interested but not quite ready for this radical 
experiment. The site committee visited a large ranch 
in	south	Texas	that	did	not	turn	out	to	have	endangered	
species habitat and was just so desolate that the group 
thought the challenge not representative. But even the 
trip there dismantled barriers among the members as Tim 
Taylor recited poetry in the front seat and Beyrl Armstrong 
yodeled in the back, creating laughter everywhere. 
The Shields Ranch near Dripping Springs was a good 
possibility, but the owners and existing management team 
were	not	quite	willing	to	allow	others	so	large	a	role	in	
determining how they ran their ranch. The final ranch, the 
1,100-acre Red Corral Ranch between Wimberley and 
Blanco in the heart of the controversial hill country began 
to seem just right. 

Colleen Reeves grew up in a ranching family west 
of Fort Worth, fell in love with Baylor University classmate 
James Reeves, himself the son of farmers, and married 

Chapter  4
Choosing a Ranch 

to Manage  
as a Team

The Red Corral 
Story begins
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him right after graduation. They bought the Red Corral 
Ranch in 1962 to have a place for their growing family 
to relax together and enjoy the land. But as the three sons 
grew up and James’ busy medical practice kept him tied to 
Austin, Colleen found herself at the ranch alone more often 
than not. In 1980, she took a course in Holistic Resource 
Management to see what could be done with a small ranch 
interested in hunting deer and grazing a few cattle. Still, she 
always wanted to be involved in something bigger related 
to the land and to people. 

Colleen had heard about the PlanIt Texas project 
through her membership in Holistic Resource Management 
of Texas. The Red Corral Ranch was currently leased to 
others for cattle and hunting, and the Reeves family was 
involved in individual projects in Austin where they had 
their primary residence. Colleen had always felt a strong 
connection to their lovely piece of hill country and longed 
for a way to share it more with family and others—to do 
something useful and important with this gift of such a 
special place, so she invited discussion about the project.

The Coalition’s site search team visited the ranch in 
January, 1994, in a tense meeting with Colleen and a few 
neighbors hostile to the idea of government control of how 
they managed their land. US Fish & Wildlife’s Tim Taylor 
tried	to	explain	endangered	species	legislation	that	was	so	
new the regulations had not yet been completely written. 

In spite of the tension, Colleen remained open.
The Red Corral Ranch was manageable size, had a creek 
running through it and was surrounded by game fence. 
In addition, the central location and easy drive from 
Austin and San Antonio made the ranch a good candidate 
for frequent visits by the government agencies based in 
Austin. With its warbler habitat, creeks and grasslands, 
The Red Corral was decidedly right for the PlanIt Texas 
experiment, under the sponsorship of HRM of TX and 
with financial help from several interested environmental 
foundations, including The Meadows Foundation. The 
committee agreed that this place fit the coalition’s vision 
of  “a ranch on which the best advice on livestock raising 
could be combined with the best advice on restoring or 
preserving biodiversity, to produce a working ranch which 
both produced income and conserved natural resources 

Colleen Reeves

“The rumors were rampant in 
our part of the country. Since 
the golden-cheeked warblers 
use the bark of a mature 
cedar tree to build their nests 
in nearby hardwood trees, it 
was rumored that we could 
be fined $50,000 and/or put 
in jail if we cut one juniper/
cedar tree. Many landowners 
cut down all the cedars and 
killed all the birds they could 
find on their land because 
they didn’t want any habitat 
to be regulated.”

—Colleen Reeves
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(including commercially exploitable wildlife and non-
exploitable wildlife).”

Colleen remembers, “It was April 15, income tax 
day, 1994, when I walked into my home in Austin and 
stated to my family that since we were just leasing our 
land to others and were not actively involved with any 
project ourselves, I thought that we might want to be part 
of something more than just ourselves. So I told them that I 
had offered our ranch, the Red Corral, as an experiment in 
collaborative land management. ‘Is that ok with you?’

 “Well, to break the silence, I went on to explain 
about the PlanIt Texas Coalition and how it is made up 
of Sheep and Goat Raisers, Wildflower Center, Extension 
Service, Nature Conservancy…then…US Fish & Wildlife, 
etc….

“Wait a minute....!”

“I said ‘Yes, I know there is a raging war between 
ranchers and environmentalists in the hill country because 
of the Endangered Species Act. And we have some nests of 
golden…’

“Then my neighbor said, ‘are you crazy…’

“And that is just 
what these PlanIt Texas 
people want to find out. 
Their theory is…if we can’t 
manage this ranch profitably 
and holistically within 
government	Endangered	
Species regulations, then the 
law needs to be changed. 
And	there	are	enough	
influential people in this 
coalition	to	get	the	law	
changed.”

In the end, the 
Reeves family was intrigued 
enough with the opportunity 
to	agree	with	the	site	team	
that the Red Corral would be the PlanIt Texas experiment. 

Wanslow Creek - 
on the Red Corral

Tim Taylor, US Fish & Wildlife 
Service, found himself in the 

thick of the battle
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 Excited to begin the phase of real-life collaboration 
that the coalition had realized in theory, the group of 22 
representatives from the member organizations met at 
Selah, Bamberger Ranch on June 28, 1994 to start forming 
the management plan using the framework of HRM.  

The team—which had changed slightly from 
previous meetings as agency heads delegated their 
best-suited employees to the project, rather than attend 
themselves—needed a bit of re-bonding and review of the 
Holistic Management process. 

Four key insights, based on discoveries made 
by Allan Savory and others over the last seventy years, 
when taken together, prove critical to understanding this 
comprehensive paradigm shift.

The first insight—that a holistic perspective is 
essential in management—was derived from the work of 
South African statesman-scholar Jan Smuts, who coined 
the word holism in 1926. The world functions in wholes, he 
said, whose qualities cannot be predicted by studying any 
aspect in isolation; one had to see the whole world first.

The second insight, the brittleness scale, reminds 
us that not all environments are the same, nor do they react 
the same way to the same influences. Environments exist 
at different places on a brittleness scale depending on how 
well humidity is distributed throughout the year and how 
quickly dead vegetation breaks down.

The third insight, the predator-prey connection, 
makes us aware that livestock can improve land health. 
In brittle environments, relatively high numbers of large, 
herding animals, concentrated and moving as they naturally 

Chapter 5
Working Through 
Our Conflicts and 
Creating the Plan

”In studying our ecosystem 
and the many creatures 
inhabiting it we cannot 
meaningfully isolate anything, 
let alone control the variables. 
The earth’s atmosphere, its 
plant, animal and human 
inhabitants, its oceans, plains, 
and forests, its ecological 
stability, and its promise for 
humankind can only be 
grasped when they are 
viewed in their entirety. Isolate 
any part, and neither what 
you have taken nor what 
you have left behind remains 
what it was when all was 
one.” 

– Allan Savory

Discovering 
the treasure 

of Holistic 
Management
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do in the presence of pack-hunting predators, are vital 
to maintaining the health of the lands we thought they 
destroyed.

The fourth insight, plant recovery time, says 
that in any environment, overgrazing and damage 
from trampling bear little relationship to the number 
of animals, but rather to the amount of time plants and 
soils are exposed to the animals. Much of the land 
deterioration that has occurred in the brittle environments 
of the world—which encompass two-thirds of Earth’s 
land surface—was initiated by humans when they 
severed the vital relationship between herding animals 
and their pack-hunting predators.

Armed with this knowledge, we can more 
accurately predict how any piece of land might respond 
to our management. And this in turn influences the 
decisions we make in determining which actions to take.

The PlanIt Texas Coalition learned from HRM 
of TX that Holistic Management is a value-based goal 
setting, decision making, planning and monitoring 
process	designed	to	take	the	practitioner	team	toward	a	
stated goal by looking at each prospective action’s affect 
on the whole being managed. Holistic Management 
recognizes all systems are part of a whole and all wholes 
are part of an even larger system. The HM process 
begins with defining the whole under management, 
drawing a mental membrane around the management 
team’s sphere of influence, while keeping in mind that 
whole’s role in larger communities and its hosting of 
smaller communities. The idea is that every management 
decision affects everything, whether or not that effect is 
noticed by the decision makers.

The management team (all of the decision makers) 
then identifies its common values and defines a holisticgoal 
for the desired quality of life, the forms of production 
that can yield that quality of life, and the desired resource 
base that will sustain that production and quality of life 
far into the future. Management choices are run through a 
decision making model that weighs the usefulness of the 
proposed management action in relation to its effectiveness 
in moving toward each of the aspects in the goal, as well as 
the triple bottom line of ecological, economical and social 

Grasses need time to recover 
leaf and root mass and to 

produce their seeds



��

sustainability. A plan is created based on the knowledge of 
what the desired ecosystem needs and the effect the tools 
will have on this exact location. Monitoring the results 
of each action to see if it has the desired short- and long-
term effects is a vital part of the process, followed by re-
planning to correct or fine tune the course.

The management team consisted of Colleen 
Reeves and representatives from the Audubon Society, 
The Nature Conservancy, Selah Bamberger Ranch, The 
Sierra Club, Texas and Southwestern Cattle Raisers, Texas 
Parks and Wildlife, The Shield Ranch, Texas Agricultural 
Extension Service, Texas Wildlife Association, Riverside 
Landowner Protection Coalition, The Hill Country 
Bioregional Congress, Texas Sheep & Goat Raisers, U.S. 
Fish & Wildlife Service, Texas Department of Agriculture, 
National Wildflower Research Center, Native Plant Society 
of Texas, National Wildlife Federation, Texas Chapter The 
Wildlife Society, Society for Range Management, Texas 
Section and Holistic Resource Management of Texas.

The PlanIt Texas Coalition planning session began 
with	a	vision:	
“Members of 
PlanIt Texas are 
committed	to	
seeking	a	new	
path for resolving 
conflict over natural 
resources	that	is	
based on trust and 
respect, embraces 
private property 
rights, and enhances 
our	natural	
resources.”

The	whole	
under	management	
was defined as 
the resource base 

(the 1,100 acres of the Red Corral Ranch with its house 
and cabins, game fencing, cattle paddocks, maintenance 
equipment, and other improvements); the decision makers 
and the people affected (including the Reeves family, 

“The philosophy behind this 
idea was that you could 
have compatibility between 
ranching and preservation 
of biodiversity, but you have 
to plan for it. The name PlanIt 
Texas came from the concept 
of Planning for It (biodiversity) 
and the recognition that 
many Texans consider this 
state a separate country, 
even a separate Planet!” 

—Dede Armentrout, Ph.D, 	
Vice-President, 

National Audubon Society, 
Southwest Region

Planning at the Red Corral
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the Coalition members, volunteers, neighbors, hunters, 
potential customers, funding organizations, etc); and the 
wealth (including the Reeves family financial contributions, 
charitable contributions to the project, biological wealth 
in wildlife habitat, pastures for grazing, improvement 
potential, and human skills). 

HRM facilitators Peggy Sechrist and Naseem Rakha 
led the group toward evaluating aspects of a three-part or 
holistic goal, beginning with identifying the core values 
that would pull the team together and guide its decisions. 

Values were identified through responses to the 
following questions:

Q) If you overheard someone talking about your 
team, what would you want to hear?

A) Group actually doing something that is needed; 
outcome something to be trusted; attention to detail; 
high level of trust; integrity; fun; “watch what they do;” 
enthusiastic; dedicated to finding solutions that benefit 
everyone; not self-serving; energetic,; realistic; good-
looking; open-minded; diverse interests but same goal; 
cooperative; work had lasting effect; sustainability; 
knowledgeable; they go out on a limb—are risk takers; 
committed, efficient; respected; question the norm.

Q) What kind of relationships do you want within 
this team?

A) Honest; understanding; respectful; trusting; civil; 
humorous; focused on mutual success; fun; open to growth; 
open to confront and be confronted; ready for action; 
caring; supportive; people listen; nurturing; open-minded; 
free of judgment; long-lasting; flexible; tolerant; candid; 
sharing.

Q) What does the team need to be committed to in 
order for you to be committed to the team?

A) Preservation of cultural sites; action; 
conclusions; perseverance; deep values; practical, tangible 
and unique outputs; commitment to supporting conclusions; 
dedication of time, talents and energy; impacting the way 
we deal with conflict in natural resources; stewardship with 

PlanIt Texas facilitator Peggy 
Sechrist

“I loved going to Red Corral 
– partly for the food! Most 
effective were the early 
workshops. The planning was 
extremely valuable. We saw 
players, such as sheep & goat 
raisers, cattle raisers; drop 
out because they wanted 
us to manage a place more 
tradition to their kind of 
ranching.”

—LeeAnn Linum
Texas Parks & Wildlife
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respect to private property; creating a replicable model for 
a wide variety of uses; healing, conserving and generating 
resources simultaneously; meeting the needs of the Reeves 
family; sustainability of nature within the matrix of 
human needs; healthy rural communities; learning to think 
holistically; interface between PlanIt Texas and the greater 
whole of the public in urban areas; socially, economically 
and environmentally sustainable vision.

Colleen was asked what Quality of Life her family 
desired for the ranch. Her list included: retirement, sharing 
with others, community, retreats, pass it on to the children, 
produce our own healthy food, be a spiritual place, a source 
of income, sustainable, preservation, restoration, privacy, 
good friends around, increase biomass and biodiversity, 
full of interesting things to do like bird-watching, hiking, 
gardening, not open to the public, 2 or 3 families full time.

The real fun came in the brainstorming session 
for the Forms of Production (or 
income generating ideas). In this 
part of the Holistic Management 
planning framework all ideas are 
considered – nothing is too far out 
there to be tossed on the table. The 
PlanIt Texas Coalition members 
had a great time suggesting: Bed & 
Breakfast; cabin rental; primitive 
camping; day birding; family 
retreats, group retreats;  bow hunts; 
black powder hunts; day hunts; 
season leases; nature photography; 
permaculture; organic vegetable 
production; sustainable building 
classes; wildflower seed farming, 

native plant nursery; Christmas tree 
farming; aquaculture; bamboo grass production; herb farm; 
conventional farming, ostrich farming; free-range poultry; 
orchard crops; beekeeping; workshops and seminars; cut 
flower farm; compost; mulch; cattle pasturage; sheep; 
goats; steer operation; cow-calf operation; alternative health 
retreat; human growth seminars; Dance-of-Life dramanon 
seminars; outdoor survival camps; pecan/nut production; 
food production – jellies; organic beef; bottled water; sand-
gravel-caliche sales, flagstone; mountain biking.

Learning to estimate forage
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The team created a future landscape description, 
or future resource base, that included: biodiversity; 
sustainability; esthetically pleasing; acceptable erosion, 
clean water; flowing springs; increasing percent of organic 
matter in the soil; healthy water and mineral cycle; ground 
cover; healthy grass community (native); multi-structure 
and multi-level canopy; riparian area flowing to capacity; 
infiltration of rainfall; effective capture of solar energy by 
plants, animals and humans.

After refining the above lists and deciding on 
common values of ecological sustainability, financial 
success, and emotional harmony; the group came up with a 
holistic goal for The PlanIt Texas Coalition. 

The	Quality of Life they wished to create included 
“a cooperative atmosphere that will allow participants 
to work together effectively in a real life setting.”  The 
actions needed, or Forms of Production, were listed as 1) 
develop an effective organizational structure for PlanIt 
Texas, 2) create a management plan for the Red Corral 
Ranch, and 3) develop a system for education and outreach 
of the PlanIt Texas message and method.  The Future 
Resource Base envisioned included “a landscape that 
encourages biodiversity, sustainability, clean water and 
increased organic matter in the soil—in general, land that 
will develop a healthy ecosystem while allowing a solid 
economic base for the landowners.”

The weak link was identified as the lack of a plan; 
and action teams were formed to create:	
• A land management agreement with the Reeves family	
• A land use and financial plan	
• A plan to obtain a good ranch manager for the Red Corral	
• A plan for the PlanIt Texas structure	
• A plan for funding the project	
• A plan for Education and Outreach about the project

The PlanIt Texas committee of Tim Taylor, J. David 
Bamberger, Blair Fitzsimons and Peggy Sechrist began to 
draft the formal agreements that spelled out such details 
as who would pay for what and when would the coalition 
actually do the site visits necessary to the management 
plan. Holistic Resource Management of Texas leaders 
carried out a massive fundraising effort to raise enough 
money to pay for administration of the project, training 

”It was my agenda to show 
that if warblers are present 
it is helpful to them to do a 
little clearing so the sunlight 
comes in and the springs 
return. I wanted to show that 
warblers are an asset. They fit 
in perfectly with the ultimate 
use of the Red Corral. The only 
conflict was that the grazers 
wanted to come into that 
warbler habitat along the 
creek, but fencing was not 
practical there anyway.”

—Lee Ann Linum,
Texas Parks & Wildlife

LeeAnn Linum represented 
Texas Parks & Wildlife through 

the thick 
of the battle
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materials, education and outreach, but not to be contributed 
to any enterprises at the ranch.

PlanIt Texas began to meet regularly at the 
Red Corral to try their collective hand at managing. 
By this time (late 1994) most of the conflicts had 
dissipated	during	the	earlier	meetings	where	eating	
and staying together compelled civil conversation. 

The first project for PlanIt Texas was to 
take a look around the Red Corral Ranch and see 
exactly what resources there were to manage. They 
found lovely fields of native grasses, a creek that 
dried up periodically, confirmed Golden-cheeked 
warbler habitat, and comfortable accommodations 
created by Colleen and her family for restful 
retreats. Each team member hurried to count and 
protect his field of interest. US Fish & Wildlife 
conducted a census of the species of animals on the 
land, while The Wildflower Center and HRM set 
up transects to identify and count the flowers, forbs 
and grasses. Audubon was interested in the welfare 
of the birds, while landowner groups wanted to 
protect the right to manage for profit.

A specific holisticgoal for the Red Corral 
Ranch began to take shape. Always evolving, the 

following is the goal currently guiding the activities 
at the Red Corral Ranch.

Red Corral Ranch Holisticgoal
Quality of Life
How do we (family, co-workers, guests) want our lives to 
be on this ranch based on our values? What provides deep 
satisfaction and sense of accomplishment?
• To live in a beautiful, peaceful setting where we can enjoy 
the fellowship of family, co-workers, friends, and guests 
who share an appreciation of stewardship and honest, 
challenging work.
• To develop time for fun, continuing education, and a 
spiritual connection to the land and heart.
• To be a major stabilizing influence in the community and 
to contribute greatly to community well being.
• To commit to and support caring relationships with family 
and co-workers and harmony with friends and neighbors.

The Red Corral values its 
health and beauty 
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• To have financial security and good health (mental, 
physical, and spiritual).
• To maintain and improve a quality piece of land and 
a way of life that will provide the opportunity for our 
children to continue the management of the land.

Forms of Production /Necessary Activities
To support the quality of life defined; we must be involved 
in the following:
• Enterprises that are sustainable. This income may come 
from hunting, livestock, garden crops, recreation, guest 
services, or any other enterprise that does not harm the 
quality of life we seek.
• Products and services that are high-quality, organic, and 
marketable at a fair price.
• Effective communication skills
• Regularly scheduled team meetings to monitor and review 
our plans.
• An aesthetically pleasing, safe and welcoming 
environment that provides space, hospitality, 
solitude, clean air and water.
• Texas Department of Agriculture organic 
certification on the entire ranch.

Future Resource Base
 A. Present & future landscape 
description -  Describe ecosystem processes 
that must be established to meet Quality of 
Life Goals.
—Pastureland:
• Soil surfaces covered with growing plants 
and organic litter from dead leaves and 
plants.
• Soils filled with microorganisms
• Soils high in organic matter, and covered 
with many species of grass, forbs, and 
shrubs
• Small areas of heavy brush cover to 
support a diversity of wildlife.
• Excellent energy flow from volume of 
leaves available to capture sunlight.
—Garden & Cropland:
• Highly productive living soils of great complexity
•	At	all	times	covered	with	living	or	dead	plant	
material

Dr. Pat Richardson explains 
the soil food web and the magic 

worked by dung beetles

“The part of the process 
most important for agencies 
is to understand they must 
identify the most essential 
elements of their mission and 
how it works in the real world. 
There was a great deal of 
confidence building as each 
of us learned how to use the 
process in the real world.”

—Lee Ann Linum,
Texas Parks & Wildlife
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—Landscaped Yards:
•	Native	and	otherwise	harmless	plants	and	trees	to	attract	
hummingbirds, butterflies and songbirds. 
—Water cycle:
• Stable creek banks with healthy stream side vegetation
• Trees and brush lining creek banks
• Clean water in creeks free of silt loads
• Active springs due to control of cedar and soil 
management
• Safe and delicious water from all water wells.
• Rain harvesting for landscaped yards, wildlife, and small 
crops.
—Buildings/Guest Quarters/Work Environment
• Aesthetically pleasing, spacious, welcoming, comfortable, 
creative, nurturing, safe and functional.

 B. Present and future ranch management team 
members - Describe how we have to BE and be perceived 
to maintain customer, guest, and community relationships
• Of utmost integrity with a shared purpose that is larger 
than the team itself.
• Being willing to accept the responsibility of Maturity 
(working on one’s human homework)
•	Warm	&	welcoming
•	Nurturing
• Responsive to needs
• Collaborative
• Trustworthy
• Open-minded
• Respectful of differences
• FUN
•	Adventurous
• LOYAL

As the Coalition sat around the Red Corral’s 
long, mesquite wood table, talking and eating Colleen’s 
wonderful lunches, they began to see each other as people 
rather	than	enemies—people	with	passion	and	knowledge	
equal to their own. Audubon’s Dede Armentrout seemed to 
know the nesting dates, diet and ideal habitat of any bird 
that came up in conversation. Nature Conservancy’s Beyrl 
Armstrong could sing each bird’s song. Both entertained 
the group with their quick wit and jovial nature. Laughing 
together helped all become friends. It became apparent 
that whole, healthy ecosystems on the ranch would satisfy 

 “The process worked 
smoothly because we were 
all sitting around that table 
addressing each issue that 
came up by saying what will 
be the consequences if we 
do this, what will happen if 
we do that? 
 By and large, every 
time we got to addressing 
these issues Endangered 
Species were the last 
problem. 
 And so the conflict 

was, ‘how the hell do you 
make money on a thousand 
acres of land in the urban-

rural interface in Texas in the 
modern political climate?”

—Beyrl Armstrong
The Nature Conservancy
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the needs of governing agencies and environmental 
organizations, but what about making a profit? Could an 
ecosystem be made healthy enough to support the people in 
it and still sustain its own health?

The group was always brainstorming ways to 
make money from the land without destroying it. Still, 
each faction suggested forms of production that would 
favor their special interest. “Graze livestock,” said the 
ranchers. “Hunt deer and turkey,” said the wildlife groups. 
“Grow fruits and vegetables to sell,” said the farmers. 
“Plant wildflowers,” said The Wildflower Research Center. 
“Especially wildflowers to attract birds & butterflies,” 
said Audubon, “and invite guests to bird watch.”  The 
ideas were flying: B&B, weddings, corporate retreats, 
ecotourism, people ranching. As the ideas bubbled forth, 
everyone was excited by the possibilities.

Finally it was time to ask, “But can it be done?” 
How can we manage all these aspects without interfering 
with each other? Again the conflicts arose—but now among 
friends with different backgrounds in different management 
techniques.

“We were all forced to 
sit	down	and	work	through	the	
problem because we had agreed 
to do it,” explained Colleen. “Our 
common	goal	was	not	to	agree	at	
any cost, but to solve the problem 
from all points of view—a true 
collaborative effort.”

Each	person	laid	his	
expertise on the table and the team 
began to work together to find the 
optimal way to integrate all these 
ideas. Discussions went something 
like	this:	

“How about running some cattle or leasing grazing 
rights to a cattle producer?”

“But cattle destroy the wildlife habitat and wreck 
the grasses.”

Dede Armentrout teaches 
small animal census

“Red Corral stayed pretty 
rooted in reality. For example, 
if there was some concern 
about using grazing in warbler 
habitat, everyone agreed 
to go look at the actual spot 
in order to make a decision 
instead of disagreeing over 
the concept.” [grazing 
became an accepted tool 
for forage management]

—David Langford
Texas Wildlife Association
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“Not necessarily. Grazing can be a tool to actually 
improve the grasses and the habitat.”

“How so?”

“Grasses evolved with grazing as part of their life 
cycles. Cattle not only prune but reseed, fertilize, water, 
and tamp the soil. It is only when they can’t exercise their 
instinct to move on to fresh pasture that things get out of 
sync. If we only allow the cattle access to selected parts 
of the ranch at selected times, they can actually help take 
us toward our goal of a healthy ecosystem and they can 
produce some fiscal harvest.”

“And who will do all that fencing?

“We will and we will get interns and 
volunteers who want to learn how.”

So one by one, tools were added 
to the toolbox—grazing, resting, fire, 
animal impact, human labor and creativity. 
Decisions had to be made on how best 
to protect nesting turkeys by rotating the 
cattle, to minimize cowbirds in warbler and 
vireo habitats, to cut “cedars” from grazing 

and riparian areas but leave them on the 
warblers’ hillsides. Each time the team deliberated on the 
effectiveness of a particular tool, they asked the following 
questions:

How will it affect the overall ecosystem process? 
Will it move the water cycle, mineral cycle, community 
dynamics and energy flow toward or away from our future 
resource base description?

Is the action intended to remedy a problem? Does it 
address the root of the problem or a symptom? Is it possible 
to see the problem as a solution or as a resource?

Does the action address the weakest point of social, 
biological and financial aspects of the operation?

Is the energy or money required for this action 
derived from the most appropriate source, according to our 
goal?

Richard Sechrist with cattle
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Is the action socially, 
ecologically and economically 
sustaining?

Considering all of the 
above and our holistic goal, how 
do we feel about this action in our 
gut?

The	plan	was	coming	
together. Colleen would use 
her love of entertaining and her 
talent for decorating to create a 
Bed and Breakfast business with 
the existing resource of houses 
and cottages. The management team would help advise 
her on modifications and marketing. Game fencing had 
been in place for many years, so a hunting lease would 
be arranged with a deer herd manager who would work 
with coalition expertise to manage the herd for healthy, 
sustainable production of trophy deer and turkey. Electric 
cross fencing would be added and grazing rights would 
be leased to organic beef producers who would manage 
the forage according to the principles of HM. An organic 
garden would be established to feed the guests and owners 
of the Red Corral and to generate income from sales at 
local farmers markets. Ecotourism could expand beyond 
the B&B to birding tours, photographers and special events.

At last it was time to do the work. Professors 
brought students, The National Wildflower Research 

Cattle move to fresh pasture

LeeAnn Linum explains 
Golden-cheeked Warbler 

habitat
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Center brought 
interns, and the 
coalition members 
themselves	helped	
the newly hired 
ranch	manager	
with fencing, 
establishing 
water guzzlers 
for small animals, 
bird feeders 
and wildflower 
gardens	to	attract	
and nourish birds 
and butterflies, 
and	cottage	
renovations. A 
couple	experienced	
in	organic	gardening	

was hired to live on the place and start creating a garden of 
commercial proportions. A deer lease manager was found 
and graziers brought in cattle. Advice flew at Colleen as 
fast as she could write it down. How to promote the B&B, 
how to connect with birding tours nationwide, which cut 
flower species to plant.

Now deep into the ranch management aspect of this 
experiment, some important members showed up less and 
less. They had ranches of their own to manage, had great 
distances	to	drive	in	to	the	management	sessions	or	were	
just a bit impatient with the time it took to reach consensus 
on each decision. Blair Fitzsimons was home-schooling her 
children and helping to run her family’s San Pedro Ranch. 
She knew the work involved in running a ranch and was 
willing to let those enthusiastic about the hands-on aspect 
have at it.

David Bamberger later expressed his impatience 
with necessary parts of the collaboration: “The level of 
participation in the early days was greater in that the 
primary decision-makers from each of the participating 
organizations attended in person. After the Red Corral 
was chosen and the conflict resolution discoveries that 
so excited the leaders gave way to ranch management 
collaboration, many agencies chose employees with greater 

Coalition members 
at the planning table

”I attended the early 
meetings to show that we 
were committed as an 
organization and also to 
satisfy myself about HRM. We 
only knew a little bit at the 
time. There was controversy 
around HRM and I wanted 
to get to know HRM better. It 
was the facilitator who sold 
me that this was a quality, 
professional organization that 
would act responsibly. Once 
that was established, it made 
sense to put a staff person 
there to work on an on-the-
ground project where Beryl 
could contribute much more 
than I could.”

—David Braun
The Nature Conservancy
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technical knowledge to embark on this longer project. The 
result was that The Red Corral part of the PlanIt Texas 
project had less effect on the agencies and organizations 
involved than was initially anticipated.

“Another effect of this changing of personnel was 
that each time a new person came in, the bonding had 
to happen all over again for that person to benefit from 
the collaborative time the rest had experienced. As the 
replacement person was brought up to speed, others became 
impatient and began to see the relationship-building as 
tedious. In addition, some experienced ranchers found it 
frustrating to sit in the group while non-ranchers learned 
the	lessons	and	came	to	conclusions	the	ranchers	had	
known all along, yet all recognized the value of learning 
through experience.”

The Wildflower Center’s botanist Marcia Hermann 
had never ranched before and enjoyed the experience, 
“My agenda was trying to protect plants and wildflowers. I 
was told I could contribute by native plant and wildflower 
surveys, so I made extensive catalog of species. I liked 
learning the HRM method of assessing available forage.  I 
had been introduced to the value of grazing but had never 
experienced it in a real life setting. Like many, all I had 
seen was overgrazing and it can be very destructive. It is 
good to see the proper use of it.

“I had never been involved in 
ranch planning. I thought it was neat! 
Colleen was so open and excited and 
able to put some funds into it. I found 
developing a plan was a key to the 
whole group. If you have a plan there 
are not so many conflicts because you 
have the format for decision-making. 
I found it somewhat frustrating 
discussing to death each decision. 
There are different kinds of people. 
Those	who	like	to	railroad	something	
through don’t really like discussion. 
But we were all able to talk it out until 
the right decision became clear. I learned how hard it is 
to manage a ranch and how hard it is to make a living off 
the land.”

“I was a little leery at first 
because doing anything 
by committee is hard but 
once we got buy-in from 
all, things started clicking 
along. This format worked 
better than any other group 
process I have been in. The 
key is getting to know the 
people and feel the mutual 
commitment. Instead of 
learning people were either 
landowner or conservationist, 
I found out all fit in both 
categories once you get to 
know them.”

—Marcia Hermann,
 National Wildflower Center

Marcia Hermann leads the 
group in planting flowers for 

birds and butterflies
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The plan was happening, but was it working? 
Holistic Management suggests monitoring in a way that 
assumes actions are wrong and looks for the first sign that 
this is the case, so that we are not seeing simply what we 
want to see, but remain alert to the possibility of drifting 

down the wrong path.

To the team’s delight, the 
early indicators were all positive. 
Careful monitoring showed: 
several families of Golden-
cheeked Warblers were now 
living	in	the	wooded	ridge	near	
the creek. Ecotourism had turned 
this	endangered	species—once	
perceived as a problem due to 
habitat preservation legislation—
into a valuable financial resource. 
Clearing cedars near the creek had 
increased the amount of rainwater 
actually reaching the groundwater 

so the springs were flowing again. The grasses—pruned, 
seeded, tamped and fertilized by the cattle, then rested 60 
days—were now stronger and more lush than ever. Grasses 
in the areas of the controlled burn were also thicker and 
greener than their unburned neighbors. The schedules put 
in place to keep B&B guests safe from hunters and nesting 
birds safe from cattle and people were working. 

Colleen’s monitoring of some of the ranch 
personnel	resulted	in	decisions	not	to	use	a	ranch	manager	
after all and to modify the garden management plan. A 
new deer herd manager replaced the original choice. More 
accommodations and a big, professional kitchen began to 
appear in the future landscape description.

Profit actually started to appear. Ranch personnel 
came and went and the learning, monitoring and fine tuning 
continued, but the conflict—about whether or not the ranch 
could be managed in a way that pleased environmentalists, 
satisfied government regulations and agency sensitivities, 
and made a profit for the owners—was no longer a 
question. The value of this process in conflict resolution 
was recognized by all involved and many watching the 
experiment from afar.

Dr. Dick Richardson, 
representing the University 
of Texas and a long-time 

member of HRM of TX, at The 
Red Corral’s famous table.
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The	experiment	had	worked	and	the	team	was	
excited about letting other property owners know it could 
be done. While the landowner issues centered on how 
to make a living on the land, conservationists’ concerns 
included helping landowners realize that endangered 
species	presence	is	an	asset	rather	than	a	detriment	and	
that	allowing	access	to	count	or	research	these	endangered	
species is beneficial to the greater community.

With the support and encouragement from The 
Meadows Foundation, PlanIt Texas embarked on the 
outreach phase of its goal with a video, produced by 
National Public Television’s Austin affiliate KLRU, that 
told clearly the story of the conflict and the solutions 
discovered at The Red Corral. The piece was aired multiple 
times.

The	entire	
coalition	created	
a collaborative 
masterpiece in a loose-
leaf reference book 
called	A Landowner’s 
Manual for sustaining 
private ranches in 
central Texas, pulling 
together	all	the	advice	
and resources of the 
member organizations 
so	others	can	learn	to	
manage	their	land	in	a	
sustainable manner. 

Two grand field 
days were held at the Red Corral and another at Selah 
Bamberger Ranch. Each employed rotational learning, 
as sections of the crowd visited many of the member 

Chapter 6
Teaching Others 

What We Learned

Sharing the 
wealth

Field day participants 
gather at the Red Corral
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organizations in mini-workshops designed to 
increase understanding of systems management 
and	to	give	concrete	skills	to	take	home	and	use	in	
managing their own land. Participants at the field 
days were given a free copy of A Landowners 
Manual.

Learning opportunities on the final field 
day included:	
• Managing Smaller Properties (5 acres and up) 
and the tools, ecosystem processes, government 
regulations and incentives you need to understand 
for successful management.	
• The Red Corral Story, told by owner Colleen 
Reeves	

• The Consensus-building Techniques of the 
PlanIt Texas Coalition, by coalition 
members.	
• Neighborhood Cooperatives for: 
managing the watershed; managing 
wildlife, grazing and burning; by 
Texas Wildlife Association and 
Texas Cooperative Extension.	
• Small Animal Habitats and 
Census, by Plateau Integrated Land 
and Wildlife Management.	
• Soil Health and the Fascinating 
Dung Beetles, by Dr. Pat 
Richardson.	
• Rangeland Health and Small 

Animal Grazing, by 
Holistic Resource 
Management of Texas, 
The University of 
Texas	and	Texas	A&M	
University.	
• Rainfall Collection, 
both off the roof and 
through the grasses, 
Texas Cooperative 
Extension	and	Texas	
Parks and Wildlife.	
• Creek Biology and 
Aquatic Monitoring, by 
Texas Parks & Wildlife	

Harvesting grass seed & making seedballs

Organic Garden
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• Wildflowers and Native Plants, by The Ladybird 
Johnson Wildflower Center	
• Endangered Species, by Texas Parks & Wildlife 
and US Fish & Wildlife Service.	
• Controlled Burning as a Management Tool, by 
US Fish & Wildlife Service.	
•Nature Tourism, by Plateau Integrated Land and 
Wildlife Management	
• Organic Gardening, by the Red Corral Ranch 
garden team.	
• Chicken Farming, by Homestead Healthy Foods

Colleen Reeves told participants in the 
2000 PlanIt Texas field day at the Red Corral, 
“We have owned the Red Corral for 33 years 
and with the help of PlanIt Texas, we now 
have income from running a full blown Bed & 
Breakfast business, host weddings, plus week-
end and week-long retreats and seminars where people 
can be nurtured and find rest from urban fatigue. We 
have a beautifully crafted outdoor labyrinth that invites 
introspection and leads our guests out of their everyday 
stress. We have a Texas Department of Agriculture certified 
organic farm in which we sell organic vegetables and 
flowers to the public, as well as use this produce to prepare 
meals for our guests. From time to time we still lease the 
grass for grazing, but we now have a wildlife evaluation, 
which [some members of]  PlanIt Texas [were] instrumental 
in passing through the Texas Legislature. We have income 
from trophy whitetail deer and turkey hunting. We plan to 
start cooking classes in our new commercial kitchen”

David Langford sounds
 the call to change classes

Lunch in the oak grove

“The workshops reached 
lots of people. TPWD is 
changing toward better 
collaborating. We have used 
the Landowner manual.... 
I think the project was a 
success. We helped the 
landowner on a micro level, 
then on a larger level with 
the outreach. It was effective 
in getting the word out to 
many landowners.”

—LeeAnn Linum
Texas Parks & Wildlife
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Under the influence of the win/lose paradigm, 
every participant began their association with this 
project	with	the	intention	to	prove	their	position	right	
and thereby be victorious, as David Langford described 
it during a taping of KLRU’s Austin at Issue broadcast. 
Their reputations were on the line. Imagine, therefore, the 
tremendous courage and integrity it took for participants to 
acknowledge that they learned the outcome wasn’t limited 
to win/lose. The outcome, in fact, turned into win/win for 
everyone. Nor did the impact of this experience end at the 
completion of the project. A shift in awareness occurred 
so powerful that to this day, the experience has opened the 
door for continued collaboration with partners previously 
perceived as adversaries. As coalition members were 
interviewed after the project was completed, a unanimous 
agreement was articulated that now and forever their 
view of natural resource management is different.  It now 
includes the awareness that we are “all in this together.” 
And that collaborating for a future vision is far more 
powerful than defending past positions. Let’s take a look at 
the outcome from the participants’ perspective.

Colleen Reeves sums up her experience, “We 
wouldn’t take anything for the experience and the friends 
and the bonds we formed during the 6 years of the PlanIt 
experiment. We learned that knowledge that isn’t shared 
isn’t worth much. We learned that our 1,100-acre ranch 
should not be managed in isolation from the surrounding 
ranches because it is just part of the whole region. What 
happens at our ranch affects others. It doesn’t just stop at 
the ranch boundaries.

Final Outcomes: 
The Effect of the 

Experience on the 
Participants

Chapter 7

Assessing what 
we learned
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“Because of the collaborative experience that the 
PlanIt Texas members, interns, UT students and volunteers 
all had, the knowledge they gained is being spread across 
many boundaries. We have a broader understanding 
of property rights. Owning the Red Corral is not an 
entitlement but a privilege, a responsibility, a Sacred Trust.

“When we became committed to this project, we 
became committed to the dream of a quality of life we 
wanted for our family and the guests and the people who 
work there. We had to be prepared for a lot of things: the 
hardest work we’ve ever done! We had to be prepared 
that other people may not understand our dream. But 
the	challenge	is	to	dance	with	disappointments	and	
achievements all in the same day. We learned that everyone 
has something to teach as well as learn. We had to be 
prepared for a moment at the end of the day when we look 
out and say, ‘By gum, we’re doing it!’”

The Red Corral Ranch is thriving socially 
economically and ecologically. Golden-cheeked Warbler 
habitat is intact despite all kinds of market driven activities 
that include livestock grazing, nature tourism, B&B traffic, 
hunting and special events such as workshops, retreats, and 
weddings. In the end, the Coalition found that, although not 
perfect, current laws didn’t necessarily need to be changed. 
What	did	need	to	change	was	the	attitude	and	paradigm	
of win/lose to one of win/win. Under the win/win belief 
system, the face of an adversary changed from the logo 
of an organization or the imagined image of an uncaring, 
economically driven landowner to a human being with 
values and needs not much different from most humans. 
The	dispute	came	down	to	what	strategies	and	actions	were	
best suited to achieve a mutually desired outcome. And in 
PlanIt Texas, coalition members learned that to conduct 
collaborative trials to evaluate the tools was not only 
effective but could also be fun. The experience changed the 
perspective and understanding of both sides.

When asked the question, “What was your first 
impression about the September 1993 meeting held at 
Selah, Bamberger Ranch?,” Tim Taylor, representing the 
U.S. Fish and Wildlife Service responded, “If we can get 
this group to gel, it will be a miracle!...I really felt that 
there were two sides at that table and what was amazing is 

A new logo 
for the new Red Corral
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that I saw that melt probably by the end of that meeting. 
People	representing	landowners	and	the	agricultural	
industry were scared because of what might happen; and 
the people representing the conservation organizations and 
agencies were scared because we really couldn’t defend 
what we thought we knew. So one of the biggest obstacles 
we had to overcome was defining what our fears were, 
which we never really did out loud. We did it in response to 
(the facilitator’s) asking what our goals were. And that was 
something we all thought we clearly knew. And everyone 
stood back and looked at the goals, and everyone could 
agree on them. So we danced around our fears. At the 
end of the meeting I felt like we were moving in the right 
direction.”

“We don’t have a prayer!” J. David Bamberger 
thought that first morning in Sept. 1993. “Even at the 
very beginning it seemed like the representatives were 
segregated while drinking their pre-meeting coffee….
We were starting from a position where everyone already 
had their stake in the ground and as I recall, so much 
confrontation, litigation, wasted energy and financial 
resources had already occurred that it looked like there was 
no way the conservation and environmental concerns in 
Texas and the private land issues could ever be bridged. I 
considered it a breakthrough when the facilitation brought 
out that we were all interested in the same things.”

“I remember excitement in the air, and a little bit of 
tension,” comments Gary Graham, representing the Texas 
Parks and Wildlife Department. “I think that tension was 
used creatively throughout the day.” 

“My first impression goes back to the San Angelo 
workshop (Jan.1992) and I thought it was desperately 
needed,” remembers David Braun, representing The Texas 
Nature Conservancy. “I was happy to participate and happy 
that someone organized it. It was a first step. There was a 
lot of fear in the room, a lot of suspicion. It had the right 
tone because it got people to express some of those fears 
and talk about them. Somewhere in the discussion I began 
to realize that people with conservations groups like me 
simply weren’t thinking about what rural people’s reaction 
would be. We were doing what we considered to be ‘God’s 
work’ and we didn’t mean to hurt anybody. But we had 

“I considered it a 
breakthrough when the 
facilitation brought out that 
we were all interested in the 
same things.”

—J. David Bamberger
Selah Bamberger Ranch
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never considered that anyone would have a different 
reaction to it.”

Joseph Fitzsimmons, representing the TSCRA 
reflects on the Sept 93 meeting, “There was a terrific 
thunderstorm that night. And once you ate together and 
spent the night together it made everybody step away from 
their press conference sort of approach to dealing with 
this—the typical adversarial position. Going through the 
Holistic Management model made us focus on our interests 
rather than our positions.”

J. David Bamberger notes, “I think what was going 
on all that time was a personal bonding that overcame the 
professional conflict.”

Sharing her view 
of the course of events as a 
representative of HRM of Texas, 
Blair Fitzsimmons recalls, 
“I don’t think any of us ever 
envisioned that the first meeting 
at David Bamberger’s would be 
so successful. I just remember 
the feeling of excitement that 
there	was	not	a	need	to	control	
the process because the group 
was	understanding	the	principles	
so well the process was defining 
itself – the feeling of needing 
to	control	the	process	was	just	
melting away. And that was a 
very liberating feeling.”

Reflecting on the whole 
experience, David Langford, 
representing the Texas Wildlife 
Association states, “The long 
term	lasting	value	is	that	spirit	
of cooperation that developed. I 
don’t think it’s going to die out.”

Gary Graham (TPWD) 
shares a similar sentiment, “It 
changed the way a lot of people 
thought about working together. It 

“The ENERGY, the reason 
for getting together, it really 
accomplished something”

—J. David Bamberger
Selah Bamberger Ranch.

A touch on any part of the web 
can be felt on every part of the web



��

changed a lot of behavior over the past decade.” 

From a landowner perspective, Joseph Fitzsimmons 
comments, “The value was the exercise of getting people 
to connect—the relationships that were built in that process 
and knowing that it can be done again. I think the alumni 
of PlanIt Texas have infused all their other work with what 
they’ve learned from PlanIt Texas almost sub-consciously.”

And from an environmental perspective, David 
Braun acknowledges, “It took experiences like PlanIt Texas 
for me to understand that rural folks really needed to be 
listened to. It really was a matter of respect. They felt that 
these city folks didn’t understand their community and yet 
we	were	coming	in	and	taking	action	in	their	communities	
without asking their opinion or involving them. It never 
occurred to us to do that. There were no bad intentions on 
our part.”

Tim Taylor confesses, “The experience with the 
PlanIt Texas coalition made me more sensitive to the 
environmental conservationist. I was already biased 
towards the landowner concerns. I’m saying this with 
12 years of training as an ecologist, but I felt overall that 
policy was being written without consideration of the 
private landowner. The PlanIt Texas experience made me 
realize that we do need policies, but there’s got to be a 
better way to do it.”

Beryl Armstrong, representing Texas Nature 
Conservancy during the PlanIt Texas/Red Corral project, 
points out, “We have found that the PlanIt Texas experience 
has facilitated many new partnerships since then and made 
a pathway to continue conversations on new issues. Many 
actions taken since PlanIt Texas to address environmental 
issues	would	not	have	happened	without	the	new	
partnerships that were created through PlanIt Texas.”

Again from Gary Graham (TPWD), “It changed and 
re-affirmed my commitment in working with endangered 
species to look for compatibility. And I have subsequently 
really emphasized compatibility research rather than 
everybody doing research in their comfort zones. Look 
for opportunities to do research where you can actually 
demonstrate compatibility – that’s the name of the future.”

“I have remembered the 
comment from Charles 
Probandt hundreds of times 
when we were talking 
about compromise and his 
statement was something 
about, ‘Well why do we 
have to compromise? 
We don’t really have to 
compromise!’ At first I was 
taken aback by it, but his 
logic was more compelling 
than the statement itself, so I 
have reflected back on that 
comment a number of times.”

—Gary Graham
Texas Parks & Wildlife
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A summary comment from Blair Fitzsimmons, 
“The lessons learned were very transferable. The value of 
collaboration and synergy—that definitely more heads are 
better than one.” 

Were there some disappointments during the PlanIt 
Texas project? Certainly. Not every organization invited to 
participate made a commitment to follow through. There 
were drop-outs from both sides. Investing resources (time, 
energy, and salaried personnel) in a conflict resolution 
effort didn’t seem to some to further their mission. This 
was easily understood and accepted by participants. One 
coalition member commented, “Certain groups realized 
early that we were focused on results on the ground and 
immediately distanced themselves from the process because 
in our (social) system there is a role for pure advocacy that 
needs conflict and they cannot do their job by participating 
in results oriented resolutions.” Another member adds, “I 
was very concerned about some of the early participants, 
but they dropped out after one meeting because they really 
had no interest in consensus.”

Furthermore, while the PlanIt Texas experience 
has proven to have a profound effect on every individual 
who participated, the experience and the insights gained 
were not always understood and transferred throughout 
the representative organizations and agencies. Blair 
Fitzsimmons observes, “When the process shifted to the on-
the-ground phase at the Red Corral Ranch, it sort of broke 
down because the experience didn’t get passed back up to 
the top (of the participating organizations and agencies) 
and a lot of that was because of change at the top which 
always has implications for policy whether it is legislature 
that changes or elected officials that change.” Gary Graham 
notes, “When the project ended up focusing on a single 
parcel of land, then the political and policy issues shifted 
more to implementation and how you get it done, at that 
point staff could get it done better.” This shift contributed 
to a high individual impact but decreased the involvement 
of many organizational leaders who were focused on 
policy. Even so, the vast majority of participants agree that 
the most exciting part of the project was testing the process 
on the ground.

“It was interesting the farthest 
out groups on each side of 
the conflict dropped out.”

—Marcia Hermann, Ladybird 
Johnson Wildflower Center

“if you don’t define the 
margins you don’t know 
where the middle is. The 
middle is where the work gets 
done. We saw that in PlanIt 
Texas”

—Blair Fitzsimons
HRM of TX

“What those people who left 
didn’t understand is that it’s 
not a compromise....”

—David Langford
Texas Wildlife Association
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One additional misfortune relates to the 
involvement of the TSCRA (Texas and Southwestern Cattle 
Raisers Assoc.) and TSGRA (Texas Sheep and Goat Raisers 
Assoc.) representatives. Once a ranch in Central Texas 
was selected for the on-the-ground phase of the project, 
the representatives from these two important landowner 
organizations found it very difficult to fully participate 
in the on-site planning and monitoring meetings due to 
distance. Each of them faced a travel distance ranging from 
three plus hours just to travel one way. Attending one-day 
meetings became a logistical challenge and decreased their 
participation.

The overall outcome, however, has changed the way 
resource issues are addressed in Texas. The next question 
on everyone’s mind is, “Can these lessons be passed on?”

“Some PlanIt Texas members 
later wondered if the success 
of the management they 
recommended—toward 
people ranching, rather 
than traditional livestock 
ranching—actually proved 
that it is possible to make a 
living ranching if eco-tourism 
is not involved. Though The 
Red Corral lent itself perfectly 
to the retreat business, many 
ranchers do not want to deal 
with the public in that way.”

—J.David Bamberger
Selah Bamberger Ranch

PLanIt Texas Coalition, December, 1996
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On that chilly winter day in January 1992 when the 
original eight panel members took their seats at a table set 
up before a packed room of curious observers, they were 
armed with all the reasons, evidence, and legal threats 
they believed were necessary to defend and protect their 
positions regarding the Endangered Species Act. Prior to 
this day, each side believed that the other side was either 
wrong, misled, misinformed, and/or greedy. Beliefs about 
each other were predominantly based upon assumptions 
that had not been tested. Positions were entrenched. Inquiry 
and dialogue between them was non-existent. They were 
all under the influence of the win/lose paradigm. That fact 
was demonstrated during the initial facilitated session 
while role-playing each other and trying to create a land 
management plan. It was all about “what action do I need 
to take in order to get my way?” And for the most part, this 
thought was void of consideration or curiosity of the needs 
of the other side. Typical. Pretty much how we have been 
trained to think.

The win/lose paradigm is a product of the dominant 
world paradigm that has been in place for several hundred 
years. Scientific literature classifies this world paradigm 
as the Cartesian or mechanistic paradigm formed in part 
through the scientific contributions of Rene Descartes, 
Sir Francis Bacon, and Sir Isaac Newton, to name a few. 
This paradigm was formed around the belief that the world 
operates like a machine governed by exact mathematical 
laws. It provided the foundation for the path that science, 
industry, medicine, and the military have taken; and it is 
embedded in mainstream education. According to Fritjof 
Capra and Stephen Covey, this dominant paradigm has 
been interpreted to mean that life is a competition. In his 
“The Seven Habits” book, Covey discusses the Win/Lose 
paradigm being based on the perception that human value 
lies outside the individual. Through competition and 

Chapter 8
Lessons For  
The Future.

Relationships 
are the key
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comparison, we designate value through such means as 
innocent as parental affection toward the child that scores 
well in school or on the athletic field. He also points out 
that we live in a litigious society. So when we get into 
trouble, one of our first courses of action is suing someone. 
We see ourselves separate from one another. We have 
learned to regard individualism as a thing of honor. “Win/
lose,” writes Covey, “is based on power and position rather 
than on principle.”

Today we are in the midst of an evolutionary 
shift. Leaders and authors in all sectors of our society are 
discussing and writing about holism. Covey mentions it 
in his books focused on social change. Capra provides 
a historical account of the receding Cartesian scientific 
paradigm and the advancement of a holistic paradigm. 
Medicine is becoming more holistic. Food systems 
are undergoing radical changes. We are receiving new 
information that all life is interconnected. Capra points out 
that quantum physics is proving that all life is connected 
as a web, and the web of life consists of networks within 
networks, relating to each other cooperatively—not 
competitively. Ecology is teaching us that cooperation 
and collaboration lead to greater stability. “The paradigm 
shift,” states Capra, “includes a shift in social organization 
from hierarchies to networks.”  Covey writes, “Win/
win is a frame of mind and heart that constantly seeks 
mutual benefit in all human interactions. Win/win means 
that agreements or solutions are mutually beneficial and 
mutually satisfying.” 

The PlanIt Texas experience demonstrated a win/
win paradigm that included the following beliefs:	
(a) we are all in this together and for long-term wellbeing, 
we will collaborate;	
(b) fundamentally, we have more in common than we have 
as different;	
(c) the power of collaboration is greater than the fear of 
losing;	
(d) a fundamental respect for all life.

These beliefs were acted on throughout the PlanIt 
Texas experience. And according to follow up interviews, 
participants are still acting on these beliefs. While the 
project did not start out to be a demonstration of the 

“The opportunity to work in 
a pleasant setting with these 
people really helped cement 
relationships I had begun to 
build and those relationships 
are still in place, even though 
the people have changed 
jobs, we all still work together.”

—LeeAnn Linum
Texas Parks & Wildlife

“Best part of PlanIt Texas? 
Getting to know lots of 
different kinds of people and I 
still feel close – and the great 
meals!”

—Marcia Hermann
National Wildflower Center
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win/win paradigm, the coalition found their way there 
through the holistic management process that offered a 
new framework for looking at conflict. The process led the 
group to ground all their planning and strategies in a value-
based goal. Each and every participant contributed some 
of their personal values into that goal. The goal became the 
framework that guided individual energy and transformed 
it into synergy. The coalition became a network within 
a network within a network, just as Capra describes. 
Interests shifted from “someone is right and someone is 
wrong” to “how do we achieve our goals.” The separation 
disappeared. 

The shift from win/lose to win/win is not without 
work. The primary action taken to make this shift is 
conversation. What became known as the PlanIt Texas 
project began with panel members sitting around a table 
with a facilitator in conversation. Subsequent meetings 
were also all about conversations. Later when it moved on 
to the Red Corral phase, members sat around a large dining 
room table to make plans, evaluate and discuss progress, 
eat, and joke together. There was action taken on the 
ground, but it was all determined through conversation. 

Conversation also requires work. During a 
conversation, words are offered and received. Those 
receiving the words do so through their mental filter and 
automatically make an interpretation. Each individual has a 
different filter based on his/her upbringing, education, and 
life experiences. This fact enables us to receive words and 
interpret them in a way that may be totally different from 
the way the speaker intended. Add to this the unconscious 
practice of judging how well these words fit our views 
and values, and we’re off to the races—that is the race to 
determine who is right and who is wrong: a very common 
occurrence in our culture. To help mitigate this tragedy, 
participants in a conversation can learn to recognize their 
interpretation for what it is and seek clarification from 
the speaker. This simple act can keep the conversation 
moving forward in a positive pattern that is the way that 
relationships are built.

Conversations can also be used to clarify feelings 
and needs. A methodology has been developed by Marshall 
Rosenberg, Ph.D. specifically for this purpose. The premise 

“I came in with some 
expectations that were 
realized. I came thinking 
about the science part of it, 
and I quickly switched over 
to looking at the benefits 
of the process rather than 
the hard science. It takes 
time to develop a working 
relationship in which one 
can be civil—that promotes 
civility.”

—Gary Graham
Texas Parks & Wildlife

“In society, we aim for a 
quick fix or win and no longer 
recognize the benefits of 
taking time to developing a 
relationship with a perceived 
adversary. Perhaps due to 
the loss of recognition that 
we are all connected—what 
harms one of us on one level 
or another harms all of us.”

—Peggy Sechrist



��

being that every human shares a core set of needs and when 
unmet needs are clearly understood, it is a fairly simple 
step to agree on a strategy that meets everyone’s needs in a 
particular situation. More about this method can be learned 
in his book, Nonviolent Communication, A Language of 
Life. The process of developing a value-based goal in the 
holistic management process is a similar step. In this case, 
values are similar to needs and are identified as parameters 
for a team endeavor. In the PlanIt Texas experience, when 
the goal was formed by all the participants, the individual 
values they added reflected the need they wanted met in 
order to feel good about the outcome. Collectively, the 
value-based goal became the goal for the entire coalition. 
Their energy was combined in order for everyone to win.

Finally, a time commitment was made by each 
individual and their organization to explore and test a 
series of strategies or tools to evaluate how well that 
tool contributed to fulfilling the goal. This commitment 
carried with it the implied message that the exploration of 
a collaborative process that may be mutually beneficial is 
worth the cost and the effort. Until we have a large pool of 
experience to draw from, this type of exploration is crucial 
and is an indicator of the shifting paradigm as described by 
Covey. In the PlanIt Texas experience, most of the invited 
organizations were willing to invest in this exploration 
perhaps because they were beginning to recognize the 
costs and the devastating social and ecological effects of 
a competition for a legal victory.  Or perhaps during the 
first set of meetings, they saw a glimpse of a mutually 
beneficial outcome that touched an inner feeling of hope 
and possibility and generated a yearning for more. 

The outcome of the PlanIt Texas project is far 
greater than a new, shared view about the Endangered 
Species Act. The outcome is a group of individuals who 
personally know the power of open conversation designed 
to establish clarity and understanding, the power of 
collaboration to achieve mutually beneficial goals, the 
power of mutual respect, and the power of commitment. 
They will carry this experience into future endeavors. They 
will become leaders of the paradigm shift. They will help 
usher in a new future where we will more readily recognize 
our interdependence. Perhaps they will help create a new 
PlanIt Earth.

“We all learned that 
collaboration is as much 
about relationship as issues. It 
demands integrity, honesty, 
respect, and openness of 
the heart as well as the mind. 
That we couldn’t solve our 
problems through conflict—it 
took cooperation. Those of us 
who stayed committed to the 
mission learned to trust—like a 
functional family. And that’s 
the way we want to live.”

—Colleen Reeves
Red Corral Ranch

“PlanIt Texas is the fruit 
of a new generation of 
landowners saying I want to 
save it for tomorrow.”

—Tim Taylor
US Fish & Wildlife Service
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About this publication

        The PlanIt Texas Coalition was a dynamic and fluid set 
of personalities, responsibilities and relationships. Some of 
the participants represented more than one organization—
some serially and some concurrent. Members changed with 
the	evolution	and	personnel	changes	elsewhere	in	their	
organizations. The success was not about the individuals 
involved, but about the power of relationships in conflict 
resolution.

It was quite the task to coordinate meetings and events 
among all these tightly scheduled people. Peggy Sechrist 
was the facilitator throughout the project and coordinator 
for much of it, passing the coordinator baton to Dede 
Armenrout, then Pat Richardson and finally Peggy Cole. 
As representatives of the fiscal agent, Holistic Resource 
Management of Texas, Peggy Sechrist and Peggy Cole, 
each having served as Executive Director of HRM, felt the 
responsibility to tell this story.

They spent many hours interviewing participants in the 
years since the project ended. Peggy Sechrist told the tale 
of the conflict and the events leading up to the Red Corral, 
then summed up the experience and the future. Peggy Cole 
told the Red Corral story in the central 3 chapters, created 
the illustrations, assembled the quotes and put it all together 
in this layout. Pat Richardson and Merridee McClatchy 
offered editorial comments.

Peggy Sechrist and Peggy Cole have both changed 
names, due to marital changes during the years of this 
process, so when you hear about Peggy Prather, think 
Peggy Sechrist. And when you hear about Peggy Cole 
Jones, think Peggy Cole. These ladies have a long history 
together as friends who love the land and the many 
relationships it harbors. Peggy Sechrist has been involved 
with HRM since its beginning in 1986. Peggy Cole came 
on board in 1989. In 2008, HRM is changing its name to 
Holistic Management International - Texas. 

Peggy Cole

Peggy Sechrist
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