Watershed Plan Types of Projects

Step-by-Step Proposal and Project Implementation Plan (PIP) 
Instructions for FFY2012  

Project Title - Make it short and clear


1.0 Project Proposal Summary – All of Section 1.0 is required for the proposal.  
Sponsor Information 
· The Sponsor is the organization that signs the contract with the state, receives the money, pays the bills and is responsible for meeting the contractual obligations, including deliverables.
Project Coordinator or Primary Contact

· The Project Coordinator/Primary Contact is the person in charge of doing the work and will report to the project sponsor.  This person may or may not be the project sponsor.
Project Funding

· In this section, use the numbers generated from your budget table.

Project Start Date
· The earliest start date is October of the following year after the solicitation for proposals is announced.

Project End Date 
· Typical projects do not take more than three and a half years to be completed.
Geographic Coverage 
· Please place an “x” in the box that applies to your project.
· Project Location - The hydrologic unit code (HUC) number is now required for this stage.  Information about your water body may be found at:

· http://www.cdphe.state.co.us/op/wqcc/Resources/wqresdoc.html
· http://www.cdphe.state.co.us/wq/Assessment/TMDL/tmdlmain.html
· http://www.cdphe.state.co.us/wq/Assessment/TMDL/tmdlmain.html
· http://cfpub.epa.gov/surf/locate/index.cfm
NPS Pollution Source categories to be addressed 
·  Please place an “x” in the box(es) that apply to your project.
NPS Pollutants to be addressed 
· Please place an “x” in the box(es) that apply to your project.

Estimate Load Reduction
· Not applicable for watershed plan and assessment projects. 
Project Description 
· Short concise summary of the project. No more than 1 paragraph.  
Project Goal 
· Taken from section 3.1 and summarized here (e.g., what is the outcome of your project?)
2.0 Statement of Need – 

2.1 Watershed and Waterbody Characterization and Description
· General physical description of watershed:  topography, elevation, land uses, ownership patterns, soils types, climate, geology, erosion patterns, sources of drinking water or wellhead areas, other watershed features as they relate to the proposed project, etc.  

· Identify, if known, point sources and permit limits, monitoring sites, other NPS projects
· Table or summary of historical/baseline data, including source(s) of data

· Waterbody (Stream segment or lake) described including aquatic habitat health.  

· IF STREAM OR RIVER:  flow characteristics, geomorphic classification, physical condition, stream stability, stream order, HUC

· IF LAKES:  size, trophic status or other lake health measures
2.2 Water Quality Priorities & Problems
· Explain how this project is consistent with water quality priorities specified in the Colorado NPS Management Plan and/or in a local watershed plan. 

· Need for project described, including identified pollutant(s), water quality standards affected, uses not attained, and water body flow status (i.e. – intermittent; stream or aquifer classification identified), if available.

· Define water quality problem (chemical, biological, physical/habitat), including loading and sources, and timing of pollution problems.

· Summary of degradation cause(s) described. 

· Describe current status of TMDL, if applicable.

2.3 Map of Watershed Location 
· Please insert a map of the watershed; a second small state map may be needed to locate small watershed. When developing a map, issues of scale are important – make sure the map shows enough detail to help further clarify the rationale supporting the value of this project. The map may be included as an appendix.

3.0  Project Description – 

3.1 Environmental and Programmatic Goals - Goals are broad statements closely linked to the project needs identified in section 2.0 and are achievable through measurable objectives and tasks.  Include here a narrative of project specific environmental and programmatic goals.  (See CO NPS template with example goals, objectives and task items).

There is a distinction between environmental and programmatic goals:

· An overarching environmental goal should describe the water quality outcome from implementation of priority actions identified in the watershed plan and supporting assessments.  What do you intend to be different in the environment after the project is complete and implemented?   Since watershed planning and assessment projects are designed to generate watershed restoration strategies, realistically only one overarching environmental goal is needed.  

· Programmatic goals will lead to the different objectives and tasks of the planning or assessment project.  Keep in mind that the EPA Nine Key Elements of a watershed-based plan should be incorporated into the overall approach by not copied verbatim.    
3.2 Objectives, Tasks and Products    

EPA Nine Key Elements of a Watershed Plan must be addressed within proposed objectives and tasks.  There are two guidance documents available to assist in watershed plan development: the “Colorado’s Watershed Cookbook: Recipe for a Watershed Plan” and “EPA’s Handbook for Developing Watershed Plans to Restore and Protect Our Waters”.  Colorado’s Cookbook contains a number of helpful forms and documents including an outline that addresses all EPA elements and state identified elements.  EPA’s Handbook provides more in-depth reference material.  Colorado’s Cookbook, EPA’s Nine Key Elements Checklist, and example watershed plans can be found at http://www.npscolorado.com/watershedplan.htm and EPA’s Handbook can be found at http://www.epa.gov/owow/NPS/watershed_handbook/pdf/ch08.pdf .
· List and describe objectives and tasks in narrative form.

· Each objective aligns with and is assigned one or more goals. Each is addressed by at least one task.  Objectives typically break up the project into major groups of activities.   
· Each task describes the activities that lead to products with some discussion of the parties responsible for the work.  Responsible parties, products, and costs are further summarized and detailed in the budget table.  
· Tasks logically accomplish objectives leading to the goals and project need described in 2.0.   

· Tasks are numbered sequentially.
· Use the Watershed-Based Plan template found here.
3.3 Environmental Permits 
· Permits may be necessary for future implementation projects.  Discuss potential permit needs within watershed, possibilities include:  CWA Section 404, CWA Section 401 Water Quality Certification, stormwater, mining reclamation, cultural resources, county land use, construction permits, etc.

3.4 Lead Project Sponsor Qualifications 
· Description on why project sponsor is appropriate entity for effort citing past history in Colorado NPS or similar work, proven ability for collaboration to accomplish positive water quality outcomes, grant management experience with Federal or State programs or similar exhibited abilities.
3.5 Watershed Plan Maintenance 
· Describe how the watershed plan will be maintained over time.  In that discuss:
· Where the plan will be stored;
· How it will be updated with new information;

· How the watershed plan will be shared with the community when it is completed;
· How the implementation of the action items in the watershed plan will be conducted.

4.0 Coordination Plan -

4.1 Lead Project Sponsor and Cooperating Organizations - Complete table in Appendix C, making sure to:

· Describe roles and responsibilities for sponsor and each cooperating organization.
· Describe manner of agreement, if necessary, between participants.
· If role will include providing match, describe how that will be accomplished.

4.2 Local Support –

· Local perceptions of water quality concerns and need for a watershed plan.

· Local support for the project described includes who is providing support and what proof exists for the support.  
· Include discussion of a mechanism to track these contributions.
4.3 Coordination with Other Projects and Organizations 
· Describe how project coordinates with and links to other efforts in the area.

4.4 Similar Watershed Activities 
· Identify similar efforts in the area and describe how this does not duplicate on-going efforts

5.0 Evaluation and Monitoring Plan –  


The evaluation and monitoring of both levels should focus on documenting the ability of the process to achieve the outcomes and outputs identified in the watershed plan.  Evaluation and monitoring of the project is documented at the task levels.  Each task will have the targeted results (outputs and/or outcomes identified in section 3.0 and the budget table as products), monitoring methods and measurements of success identified (section 5.1).  

· Tasks related to the environmental goal monitoring focuses on the outcome: What will be different after this project is implemented in terms of water quality improvements?  

· Tasks related to programmatic goal monitoring focus on how the process was successful. Evaluate the process of creating the watershed plan and how the process was successful at meeting the deliverables of the tasks associated with the generation of the plan (public meetings, data analysis, and implementation priority development).

· Task in the proposal and PIPs should include appropriate budgeting for the generation of baseline data.  NPS Colorado recommends proposals include tasks and appropriate budgeting for the generation of applicable baseline data,

· The Nonpoint Source Measurable results Project is able to assist with the development of monitoring strategies, monitoring methods, data analysis and reporting.  Contact a NPS program staff to find out how you can receive assistance.

· Outcomes from the Evaluation and Monitoring Plan will be included in the Final Report or thru semiannual monitoring project reporting.

5.1 – SAPP Development 


Describe development of the sampling and analysis project plan (SAPP) for the project.  Collection of environmental data must have a project specific (SAPP) approved by the NPS program coordinator before sampling begins. If another entity is collecting and analyzing data in partnership with this project, a SAPP is still required.  Please address how the development of a SAPP will be accomplished; who will be responsible for writing it; who will review it; estimate costs for the development of the SAPP; include the statement:  “Data will not be collected or sampling will not start prior to the SAPP being approved by the WQCD NPS Program Coordinator”.  A SAPP template and technical assistance are available from the NPS program.  The SAPP must be included as a product in section 3.0 and in the budget table (Section 6.0).


5.2 – Monitoring Strategy
The goal of this sub-section is to provide the project sponsor and the NPS Program with information necessary to evaluate the success of the project associated both with Environmental and Programmatic Goals.  Environmental evaluation includes the watershed monitoring strategy: data quality objectives, media to be sampled (water, soil, vegetation, macroinvertebrates, flow, etc), parameters to be measured, methods to be used (MRP, CDPHE, River Watch) sampling and analysis design.  Describe how data will be used with relevance to impairment, are methods comparable to existing data, etc.  Identify the underlying standard or reference condition to be used as the attainment objective.  

Include methods to monitor tasks associated with the programmatic goals (# of meetings held, behavior change thru stakeholder involvement, education and outreach effectiveness).  

· Create an evaluation table or matrix (see example below) to briefly summarize the project objectives and tasks from section 3.0, the evaluation methods, responsible parties for conducting the monitoring, and the target results (measures of success).  
· Locate sampling sites on a map in relationship to BMPs and priority treatment areas.

Example – Evaluation Table: 

	Environmental (E) Goal:

	Programmatic (P) Goal: 

	
	Responsible 

Party 
	Outputs or Outcomes 

	Evaluation
Methods 

	Measure of
Success

	Objective 1:   
	

	Task 1: 
	 
	 
	
	

	Task 2:
	
	
	
	

	Objective 2:   
	

	Task 3:
	
	
	
	

	Task 4:
	
	
	
	


5.3 – Watershed Plan, Data Management and Evaluation Reporting
Describe strategy for the storage, updating and sharing of the watershed plan and associated data (generated and mined).  Where will the Watershed Plan be stored and how will periodic updates to the Plan be accomplished?   Include a description of the data management (storage and analysis) tool to be used (Excel, Access, etc). 
· For environmental data generated by the project: Who will be entering and checking the data for quality (should be 2 different persons), and how data will be compiled, analyzed, reconciled with data quality objectives and reported. 

· Include a description of how data will be shared, ensuring that there is a mechanism to upload the data to the Colorado Data Sharing Network. 
· Monitoring and evaluation reporting is part of the final report.  Status reports on the measures of success documented in the Evaluation Table will be captured in Semi annual reports.  Final reporting must include an evaluation of the process employed by the group to achieve the desired target results.  Describe what worked well and what didn’t; what were the biggest challenges and the easiest tasks; lessons learned? Were all the important stakeholders involved and to what degree; was the correct approach used in the implementation of this project? 

5.4– Models

Describe any models used to estimate load reductions.  Include the rationale for using a particular model and why the particular model chosen would be best fit to answer the specific questions. Include a statement: “Any model analysis, discussion, and results will be incorporated in the Final Report to the NPS program.”
5.5 - Describe the approach for evaluating how well the project goals, objectives, tasks and products (from Section 3.0) are being met during the project and at project conclusion.
6.0 Budget

6.1 Budget Tables –

· The Milestones Table has been incorporated in the Budget Table (the area with blue arrows) – this is an EPA required component.

· Refer to match guidance on NPS Colorado http://npscolorado.com/projecttools.htm to determine eligible costs, value of volunteer time, and match specifics.  Project Management efforts should be addressed as a line item under each applicable task.

· Project Management efforts should be addressed as a line item under each applicable task.

· Project Administration task to address only fiscal management and reporting.  

· Maximum hourly rates may apply for all services.
· Include a task for data management, as data uploading to the EPA National Database – STORET – is mandatory under CWA Section 319 funding.

7.0 Public Involvement -  
7.1 Process for Public Involvement beyond partnering entities noted in Section 4.0
· Describe the process for ensuring public involvement in the project, including outreach, information/education and accountability activities.
· Examples include public meetings, outreach events, newspaper articles, and websites. 

Appendices
A)  2012 Budget Table – use Excel Spreadsheet

B)  Project Map (if not included in section 2.3)
C)  Lead Project Sponsor and Cooperating Organizations 

Appendix C  --  Lead Project Sponsor and Cooperating Organizations   
	Lead Sponsor

	Agency Name
	

	Agency Address
	

	Role/contribution 
	

	Contact Person
	
	Telephone
	

	E-mail address
	


	Cooperators

	Agency Name
	

	Agency Address
	

	Role/contribution 
	

	Contact Person
	
	Telephone
	

	E-mail address
	


Insert additional pages and tables for additional cooperator descriptions as needed.
All of Section 1.0 is required for the proposal.





 Only sub-sections 2.2.and 2.3 are required for the proposal.





The intent of this section is to clearly identify the water quality problem and how the problem aligns with the NPS program’s priorities.  Ultimately, the watershed plan will include a list of projects that are prioritized and ready for implementation.  Why is the watershed ready for a plan now?








   Sub-sections 3.1, 3.2 and 3.4 are required for the proposal.


Sub-sections 3.1, 3.2 are required for the proposal.


 required for the proposal.




















The intent of this section is to lay out the narrative framework for the project.  This crucial section is developed in tandem with the budget table.  Detailed cost information and timelines for task completion are better developed in the budget table but the narrative should be developed here.  EPA’s Nine Key Elements are a requirement for watershed plans.  Full development of the Nine Key Elements depends on availability of data (e.g., TMDL report or other studies on pollution sources and loading); some sub-watersheds might have more information readily available than others.  The Nonpoint Source Management Plan includes information on potential Best Management Practices for restoring water quality.





Costs for these tasks will be calculated in the Budget Table and should not be included in this section.








Sub-sections 4.1 and 4.2 are required for the proposal.





The intent of this section is to document how the project will be coordinated at the local level.  How the different landowners or managers will interact, how match will be captured, are efforts coordinated and not duplicated, is there a mechanism for communication?








Do NOT attach letters of support for the proposal.





Sub-sections 5.1 and 5.2 are required for the proposal.


Sub-sections 3.1, 3.2 are required for the proposal.


 required for the proposal.




















The intent of this section is to address the strategy for evaluating and monitoring the project at two levels: 1) The anticipated environmental benefits of the implementation of the project (Environmental Goal) 2) The process of creating the watershed plan (Programmatic Goal).  








NOTE:  A SAPP is necessary even if the watershed planning effort will require only gathering existing data.








Complete in the 2012 Budget Table – Required for the proposal.





Sub-section 7.1 is required for the proposal.
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