Watershed-Based Planning 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 all 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 project 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 – use 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. 
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.
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 Water Quality Priorities and Problems

· Explain how this project is consistent with water quality priorities specified in the Colorado NPS Management Plan and local watershed planning efforts (County Master Plans, etc.). 

· Explain how this project is needed and supported in the community/watershed.

· 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.

· Complete table in PIP application form detailing impaired water body information.  Waterbody ID is found in the same table containing the 303(d) list of impaired waters and TMDL assessments. (See Section 1/Project Location Instructions above).
2.2 Watershed and Waterbody Characterization and Description
· Watershed Description:  narrative describing the 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.  

· Brief summary of historical/baseline data, including source(s) of data

· Waterbody (Stream segment or lake) Description: aquatic habitat health.

· If stream or river:  flow characteristics, geomorphic classification, physical condition, stream stability, stream order

· If lakes: size, trophic status or other lake health measures
· Identify, if known, pollution discharge point sources, drinking water intakes, diversions, irrigation ditches, monitoring sites and other NPS projects within the project area.

2.3 Map of Watershed Location 
· Please insert a map of the watershed in appendix B; a second small state map may be needed to locate the small watershed within the state. 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. If possible, include in the map the HUC coverage, land use covers, and political boundaries.  
3.0  Project Description – 

3.1 Programmatic Goal - Goals are broad statements closely 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 general programmatic goal. Please consider using the following example:
Programmatic Goal: Create a comprehensive watershed plan that focuses on water quality impairments and implementation.
3.2 Objectives, Activities and Products    
EPA nine elements of a watershed plan must be incorporated within proposed objectives and activities.  The key guidance document on the NPS program website is the“EPA Handbook for Developing Watershed Plans to Restore and Protect Our Waters.” EPA’s handbook provides in-depth reference material for the entire planning process.  Following is additional guidance: 
· Objectives typically divide the project into major groups of activities.     
· Each activity should describe the actions that accomplish the corresponding objective and lead to products.  Include some discussion of the parties responsible for the work and match contributions. Responsible parties, products and costs are further summarized and detailed in the budget table.  
· Activities are numbered sequentially, in a continuum across objectives and may be broken out into sub-activities.  Include the following general activities and their associated products or key deliverables:  

· Public and stakeholder education and outreach.  Intent is to involve stakeholders in the watershed planning process and increase nonpoint source awareness in the watershed (also 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) and time for data storage in STORET. 
· Watershed plan.  Include an activity for writing the watershed plan.  

· 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.
· Costs for these activities are calculated in the budget table and should not be included in this section.
3.3 Environmental Permits 
· Permits may be necessary for future implementation projects.  Discuss potential permit needs within the watershed, 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, construction stormwater, mining reclamation, cultural resources, county land use, construction permits, etc.

3.4 Lead Project Sponsor Qualifications 
· Describe why project sponsor is the appropriate entity for this watershed planning effort.  Cite past history in Colorado NPS or similar work, proven ability to engage stakeholders and accomplish positive water quality outcomes and 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.  Please discuss:
· Where the plan will be stored.
· How and how often 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 planned for and conducted.
4.0  Coordination Plan -

4.1 Lead Project Sponsor and Cooperating Organizations - Complete table in 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 local perceptions of water quality concerns and the community need for a watershed plan.

· Describe who is providing match support including a mechanism to coordinate and track these contributions.
· Are there technical experts involved? Describe

· 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 Project Evaluation and Data Management 

The NPS program recognizes not all watershed planning efforts will generate environmental data.  This determination can only be made after a gap analysis is conducted.  To prepare for this contingency, Sponsors must budget for a Sample Analysis and Project Plan (SAPP) during the proposal stage.  Monitoring and evaluation reporting is part of the final report.  The final report describes what worked well and what didn’t, the biggest challenges and the easiest activities; and lessons learned.  
5.1 – SAPP Development 

Collection of environmental data by the sponsor must follow a project specific SAPP (template is available) approved by the NPS program coordinator 4 weeks prior to sampling. 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”.  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.  Sponsors are expected to use WQCD protocols for environmental monitoring as they pertain to WQCD regulations.  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.  


5.2 – Monitoring Strategy

The goal of this section is to define products and measures of success (i.e., how to determine when the activity is complete). 
· Create an evaluation table or matrix (see example below) to briefly summarize the project objectives and activities from section 3.0, responsible parties for conducting the monitoring, and the measures of success  (or target results). Include this table as an appendix.  
 Example – Evaluation Table: 

	Programmatic Goal: Create a comprehensive watershed plan that focuses on water quality impairments and implementation.

	
	Responsible

Party
	Products or Outcomes
	Measure of

Success

	Objective 1:   Using data from existing sources complete a characterization and assessment of (XXX) watershed that identifies key issue and areas of concern.

	Activity 1: Collect, store and analyze key data and develop environmental data management protocols.
	Sponsor, Partners
	1) Data gap analysis 2) Organized data sets.
	1) Data gaps are identified, current data are available.

2) Integrated, organized data sets.

	Activity 2: Devise watershed assessment and prioritization approach.
	Sponsor
	1) Assessed data sets

2) Prioritized watersheds of concern

3) Identify BMPs to address impaired watersheds.
	1) List of prioritized areas and BMPs for implementation.




5.3 Data Management 
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?   For environmental data generated by the project: who will be entering and checking the data for quality, 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 to STORET database via the WQX interface if applicable.  
5.4 Models

Describe any models used to estimate load reductions (EPA nine element requirement).  Include the rationale for using a particular model and why the particular model chosen would be the best fit to answer the specific questions. 
6.0  Budget Complete in the Excel Spreadsheet 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, websites and other social media. 

· 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 Excel Workbook
B)  Project Map or Maps
C)  Lead Project Sponsor and Cooperating Organizations 

D)  Section 5.2 Evaluation Table
Additional Guidance
DESCRIPTION OF OBJECTIVES & ACTIVITIES
Watershed-Based Plan
Each Objective defines a major step needed to attain the watershed-based plan goal.
Examples:

Objective 1: Stakeholder and Public Involvement and Education (EPA Key Element 6)

Example Objective: Identify all stakeholders in the watershed and form a stakeholder group to guide the planning process, facilitate communication and promote community involvement.

Example items to address in activities: coordination assistance, stakeholder recruitment, steering or technical committee creation and management, meetings, educating decision makers, other communication mechanisms such as email distributions, website, etc.  

Objective 2: Watershed Characterization and Assessment and Priority Area Identification (EPA Elements – 1, 2 and 3)

Example Objective:  Using data from existing sources complete a characterization and assessment of (watershed) that identifies key issue and areas of concern.   

Example items to address in activities and products generated: define scope (issues) and scale (area) of watershed plan.  Collect, store and analyze key data and develop environmental data management protocols. Identify data gaps. Secure GIS and mapping support.

Devise watershed assessment approach and/or include total maximum daily load report if available. Highlight sub-watersheds or priority areas of concern and key pollution sources if feasible.  Identify priority best management practices for controlling pollution from identified sources with estimated pollutant load reduction potential.  

Objective 3: Watershed-Based Plan Development with Implementation and Evaluation Approaches (EPA Elements – 4, 5, 7, 8 and 9)

Example Objective: Develop a Watershed Plan set for implementation that includes all EPA Nine Elements of a watershed-based plan and identifies the key issues of concern to stakeholders in the watershed, EPA, and Water Quality Control Division.

Example items to address in activities and in the plan:  Prioritization of restoration and protection needs.  Implementation and management steps – recommended BMPs and effectiveness, technical assistance needs, costs, responsible parties, milestones, evaluation and monitoring for plan implementation and environmental improvements.  Develop a process for setting annual action plans and watershed-based plan updates.  Evaluation of the project as tied to section 5.0 including reference of EPA nine elements.   

Objective 4: Project Administration 
Example Objective: Administer the planning project in accordance with all federal, state and organizational funding requirements

Example items to address in activities:  Completion of semi-annual reports, final reports and reimbursement requests; submission of sub-contracts to NPS Program and distribution of funds to sub-contractors; maintenance of accounting and match records. 

Objective 5: Data Management and Project Evaluation 
Example Objective:  Manage historical and newly generated data and evaluate the watershed planning process.
Develop Information management and Assessment Plan (IMAP) that addresses data sharing, compatibility (of disparate data sets) storing and retrieving processes if helpful for the plan owners.  If data are to be generated as part of this plan (objective 1), a Sample Analysis Project Plan (SAPP) that addresses data gathering is required.  Sponsor generated data must be uploaded to the STORET database. Execute strategies identified in section 5.0 for monitoring of the project.



Please note the proposal limit of ten (10) pages for the following information: Sections 2-7 


Limit of 10 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 describe the water quality problem, the local interest or need to develop a watershed plan and how the project aligns with the NPS program’s priorities.  A successful watershed plan will include a list of potential projects that are prioritized and ready for implementation.  Why is the watershed ready for a plan now?





The intent of this section is to describe the steps to develop a watershed-based plan.  This crucial section is developed in tandem with the budget table.  Detailed cost information and timelines for activity completion are better developed in the budget table, but the narrative should be developed in objective and activity descriptions. EPA’s nine elements of a watershed plan are a requirement for watershed plans.  Full development of the nine elements depends on availability of data, for example a Total Maximum Daily Load (TMDL) analyses or other studies on pollution sources and loading.  





The intent of this section is to document how the project will be coordinated at the local level.  Describe how the different agencies, landowners and the local community will interact, how match will be captured and how efforts will be coordinated and not duplicated.  What is the mechanism for communication?








The intent of this section is to develop a strategy for data management and to evaluate the process of creating the watershed plan.








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.  Refer to the budget table instructions and guidance contained in the Budget Table Template workbook.  











1

