Watershed Implementation Projects
Step-by-Step Instructions for EPA Project Implementation Proposal/Plan (PIP) 

  
Project Title - Make it short and clear

1.0 Project Proposal Summary 
Sponsor Information 

· The sponsor is the entity 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.  Make sure that the cost amounts are the same in the Summary Page and in the Budget Table.

Project Start Date
· The earliest start date is October of the year following the solicitation announcement.  
Project End Date 
· Typical projects take 2-3 years to complete the plan plus three months for administrative close-out.
Project Location
· River Basin – consult the Water Quality Control Commission (WQCC) Regulatory River Basins:
· Arkansas River Basin (WQCC Regulation #32)
· Upper Colorado River and North Platte River Basins (WQCC Regulation #33)
· San Juan and Dolores River Basins (WQCC Regulation #34)
· Gunnison and Lower Dolores River Basins (WQCC Regulation #35)
· Rio Grande Basin (WQCC Regulation #36)
· Lower Colorado River Basin (WQCC Regulation #37)
· South Platte, Laramie, Smoky Hill and Republican River Basins (Regulation #38)
· Sub Watershed – this captures the smaller geographic location of the project nested within the larger basin.
· HUC (Hydrologic Unit Code).  See http://water.usgs.gov/GIS/huc.html for HUC definition.  Watershed planning must take place at the HUC 8 or 12 digit level.  Contact NPS program staff for more information or for GIS layers.

· Impaired Segments.   Information about waterbodies not meeting water quality standards can be found at Regulation #93, Colorado Section 303(d) List of Impaired Waters and Monitoring and Evaluation List  and in Approved Total Maximum Daily Loads (TMDL) analyses.
· Geolocation. Use Google Earth to geolocate project BMP and sampling locations. Latitude and longitude coordinates can be acquired through other methods such as GPS or GIS data collection. Data must be provided in Decimal Degrees to 6 places. (WGS84) 
NPS Pollution Source categories to be addressed 
· Please place an “x” in the box(es) that apply to your project.  The NPS categories are closely related to the impairments identified above in the 303(d) or TMDL lists.
NPS Pollutants to be addressed 
· Please place an “x” in the box(es) that apply to your project.  The nonpoint sources of pollutants are closely related to the impairments identified above in the 303(d) or TMDL lists.
Estimate Load Reduction
· Cite credible source or methodology for estimating load reduction of nitrogen, phosphorus and/or sedimentation.  Examples of credible sources are established scientific methods, models, volumetric estimates and engineering reports.  Please contact NPS staff for more information or if you require assistance in generating this estimation.
Project Description  
· Short concise summary of the project.  No more than 1 paragraph. This summary paragraph describes in brief what the project entails. 
2.0  Statement of Need 


2.1  General Watershed Information 
· General physical description of watershed:  topography, elevation, land uses, ownership patterns, soils, climate, geology, erosion, source water or wellhead areas, other watershed features as they relate to the proposed project.
· Identify, if known, pollution discharge point sources, drinking water intakes, diversions, irrigation ditches, monitoring sites and other NPS projects within the project area.

Some examples:

· MINING:  volume, locations, chemistry of tailings and adit discharges, ground/surface water relationships

· SILVICULTURE:  miles of temporary or permanent roads within 100 feet of perennial drainages, timber sales, percent of watershed under management.
· AGRICULTURE PROJECTS:  crop types, irrigation systems, types of livestock enterprises, range/ecological site, conditions and trend.
· URBAN:  type of urban development, acreage in different land uses such as housing, industrial, etc.

2.2  Water Body Description 

· IF STREAM OR RIVER:  flow characteristics, geomorphic classification, physical condition, stream stability, stream order, HUC (12 digit), aquatic chemistry and biology.
· IF LAKES:  size, trophic status or other physical characterization, aquatic chemistry and biology.
· Both: Description of historical/baseline data, including source(s) of data and how they support the statements about the water body.

2.3  Type of Water Quality Problem including Sources

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

· Include description of how water quality impairment is identified in regard to WQCD water quality assessment policies (303d/ M&E lists and standards).

· Summary of degradation cause(s) described including source identification. 

2.4  Water Quality Priorities 

· Explain how this project is consistent with water quality priorities specified in the Colorado NPS Management Plan and 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.

· Complete table in application form detailing impaired water body information.  Waterbody ID - found in association with 303(d) and TMDL assessments.  (See Section 1/Project Location Instructions above.)
· Address how this project will restore and protect water quality.
2.5  Map of Watershed Location
· Please insert a map of the watershed in appendix B; 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.
3.0 Project Description


3.1  Environmental and Programmatic Goals

Goals are broad statements linked to the project needs identified in section 2.0 and are achievable through measurable objectives and activities.  Due to changes in department contracting procedures, each proposal/project implementation plan will have one environmental and one programmatic goal. Please consider using the following examples:

Environmental Goal:

Improve water quality by reducing the amount of (e.g., metals, selenium, E.coli) entering (water body) from (source(s)). 

Programmatic Goal:

Continue to implement the (applicable) watershed plan. 

Include a short explanation of why the proposed solution is the optimal approach to address the identified needs and problems. 

3.2  Objectives, Activities and Products  
Note: Costs for these tasks will be calculated in the Budget Table and should not be included in this section.
· Objectives and activities should logically accomplish the goals and project need described in 2.0.
· Align objectives and activities associated with BMP implementation with the environmental goal (work related to design, construction, monitoring and analysis).  

· Align objectives and activities associated outreach &education and administration (reporting and project performance evaluation) with the programmatic goal.

· List objectives and activities numerically and describe in narrative form. Include measurable objectives and activities to extent practicable. Note: If load reduction targets or improvements in water quality or aquatic habitat are not reasonably well understood for proposed BMPs, please specify that targets will be identified in the Sampling and Analysis Project Plan (SAPP) completed prior to project start.   

· Try to combine similar work under the same activity and identify the responsible parties.  
· Include the following activities:  

· Public and stakeholder education and outreach. Intent is to involve stakeholders in the project and increase nonpoint source awareness in the watershed. (Also describe in section 7.0).

· Evaluation and data management. This includes all data related needs (also section 5.0) for SAPP development, monitoring budget (e.g., data collection/analysis/reporting) and time for data storage in STORET.  

· Project administration.  Address fiscal management (e.g., invoicing, match tracking) and contract reporting (e.g., semi-annual and final reports).  

· Note: Address project management or time it takes to manage activities, e.g., managing subcontractors/ volunteers, purchasing supplies) as a line item under each applicable activity only in the budget table and not as a separate activity.
· Identify the products or key project deliverables for each activity. These products need to be a combination of on-the-ground work, reports and environmental outputs and outcomes based on water quality targets.  
3.3  Environmental Permits 
· Identify necessary permits and clearances.  Possibilities include: CWA Section 404: permits to discharge dredged or fill materials (responsibility for administering and enforcing Section 404 is shared by the U.S. Army Corps of Engineers (USACE) and EPA), CWA Section 401 Water Quality Certification, mining reclamation, cultural resources, county land use permissions, stormwater and other construction permits, etc.

3.4  Lead Project Sponsor Qualifications 

· Describe why project sponsor is the appropriate entity for the project implementation.  Cite past history in Colorado NPS or similar pollutant load reduction 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  BMP Operation and Maintenance 
· Describe roles/responsibilities for operation and maintenance of 319 funded BMPs.  Practices shall be maintained for the life of the project or the practice, depending on individual situation.
4.0  Coordination Plan 

4.1  Lead Project Sponsor and Cooperating Organizations - Complete table in the Appendix, 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

· Describe who is providing match support including a mechanism to coordinate and track these contributions.   

· Do not attach letters of support for the proposal documenting match contributions.  They will be required at a later stage of the process.
4.3  Coordination with Other Projects and Organizations 

· Describe how project coordinates with and links to other complementary 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


All implementation projects are required to collect environmental data documenting the outcomes of the project.  Evaluation and monitoring activities must be included as a separate objective and/or task in section 3.0 and in the budget table.   Technical assistance for SAPP development is available from the NPS Measurable Results Program, and lists of approved monitoring procedures are found on NPSColorado.com.  Contact a project coordinator to find out how you may receive assistance.  
Monitoring and evaluation reporting is part of the final report.  The report describes what worked well and what didn’t, the biggest challenges and the easiest tasks and lessons learned.  

5.1  SAPP Development 
Collection of environmental data must have a project specific (SAPP) approved by the NPS program coordinator. Submit the draft SAPP at least   four (4) weeks prior to sampling.  In this sub-section address, in a brief narrative, how the development of a SAPP will be accomplished; who will be responsible for writing it; estimate costs for the development of the SAPP in the budget; 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 accounted for (including estimates of sample collection, analysis and reporting costs) in the budget table (Section 6.0).  Sponsors are expected to use CDPHE protocols for environmental monitoring as they pertain to WQCD regulations.


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 as associated with all tasks.  Environmental evaluation includes all SAPP components in the monitoring strategy: data quality objectives, media to be sampled parameters to be measured, methods to be used and data analysis, etc.  Identify the underling WQCD standard be used as the attainment objective.  Describe how data will be collected and used in a manner compatible with WQCD regulations, protocols and analysis tools.  
· Complete the evaluation table below to briefly summarize the project objectives and tasks from section 3.0, the evaluation methods, responsible parties for conducting the monitoring and the measures of success (target results).  Include this table as an appendix.
· Evaluate both: 1) Products (e.g., number of riparian plantings, number of meetings held) and 2) Outcomes (e.g., change in water chemistry, increased knowledge, macroinvertebrate assemblages).
Example – Evaluation Table:
	Environmental Goal: Improve water quality by reducing the amount of (e.g., metals, selenium, E.coli) entering (water body) from (source(s)).  

	Programmatic Goal: Continue to implement the (applicable) watershed plan. 

	
	Responsible

Party
	Products and Outcomes

	Evaluation

Methods
	Measure of

Success

	Objective 1:  Construct BMP to remediate impaired stream segment 
	

	Activity 1: Site assessment and design
	1) Watershed Group

2) Partner 1
	1) Historical water quality data assessed 
2) Approved Design
	1) CDPHE WQ analysis tables
2) Accepted design by all parties
	1) Pre-project data set identifying impairment source
2) Accepted design by all parties

	Activity 2: Construct BMP
	1) Watershed Group

2) Sub- Contractor
	X amount cubic yards of waste removed (as per design - activity 1)
	Presence/absence of X cubic yards of material
	X cubic yards of material removed

	Objective 2:   Develop and execute monitoring strategy 
	

	Activity 3: 
1)SAPP Development and 2) Collect pre and post project water quality monitoring
	1) Watershed Group
2) Partner 1
	1) SAPP Document
2) Pre and post project data sets
	1) Approval of the SAPP
2) CDPHE SOP for WQ Collection


	1) SAPP implementation over the life of the project with minimal modifications.
2) Successful collection of water quality data as outlined in SAPP

	Activity 4:  Data analysis, reporting and storage
	1) Watershed Group

2) Sub- Contractor
	1) Documentation of WQ data trends.
2) Water quality storage tool (STORET)
	1) CDPHE WQ analysis tables

2) Proof of upload to STORET.
	1) Trends in water quality toward standards attainment
2) All environmental data uploaded prior to end of contract


5.3  Data Management 
Describe data integration, sharing, storage and maintenance.  Ensure that there is a mechanism to upload data to the STORET database via the WQX interface.
5.4  Models

Describe any models used (e.g., flow modeling, chemical modeling).  Include the rationale for using a particular model and explain why it would be the best fit for project-specific needs.
6.0  Budget Complete in the Excel Workbook Budget Table

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.

· Example activities include public meetings, outreach events, newspaper articles and websites.
· Make sure to include any project related activities as costs and match in section 3.1 and the budget table.   

Appendix Contents

A)  Budget Table – use separate Excel Workbook Budget Template 
B)   Map of Project area
C)   Lead Project Sponsor and Cooperating Organizations 

D)   Section 5.2 Evaluation Table




Please note the proposal limit of fifteen (15) pages for the following information: Sections 2-7 


Limit of 15 pages does not include Section 1.0 and Appendices:


Budget Table, Project Map, Cooperating Organizations Table, Evaluation Table








The intent of this section is to clearly identify the water quality problem and how the problem aligns with the NPS program’s priorities.  Provide a good rationale showing that you have identified and prioritized the impairment and the potential sources of pollution.





The intent of this section is to describe the details of the project and to demonstrate how the need or problem identified in Section 2.0 will be addressed.  This crucial section is developed in tandem with the budget table which includes more detailed cost information and timelines for activities. Project goals, objectives and activities should include measurable targets (e.g., meet or trend toward meeting water quality standards, pounds of pollutant reduction, etc.).   








The intent of this section is to document how the project will be coordinated at the local level.  Describe how the different land owners or managers will interact, how match will be captured and how efforts are coordinated and not duplicated.  What is the mechanism for communication and how will this project build on current projects but not duplicate efforts?








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 2) How effectively the project was managed as stated in the PIP.








The budget table also serves as a project management tool.  The budget table tracks activity expenses, products, responsible parties, match information and timelines.  Each activity contains several line items that detail the possible costs of executing the activity.  Carefully consider all steps included in activity execution and modify line item titles as appropriate.  Refer to the budget table instructions and guidance in the Budget Table Template workbook.  
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