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	“Until a person can say I am where I am because I choose to be here, a person can’t say I choose otherwise.”

Stephen Covey


About This Step – This step is designed to accomplish 1 thing:
1. Help you plan a data delivery and communication strategy for getting your data out to the people who will use it

Why Do This Step

This will be an evolving process, changing with what you learn about the watershed and with the need for information of various types as the watershed protection and/or restoration effort grows and develops.

There are multiple “off ramps” to deliver data, which could be raw data, analyzed data, interpreted data, or data reported as part of an on-going watershed program. In that case, the data would be used to give protection and management a tool to evaluate the success of the program.

This is where you turn over the information to your data users or use it yourself.  Unless you haven’t thought about how this might work, you may waste time and energy communicating the wrong message to the wrong audience.

This step is about getting the information you collect, in the right form, at the right time to the right people. For example about this: you may only have 5-10 minutes to tell the story of your watershed

Where are we in the Big Picture Illustration?
Phase 1
 
Step 1: Share Watershed Vision and Desired Outcomes (Results)

Step 2: Scope Inventory (Physical, People and Information)

Step 3: Identify Monitoring Reason(s) and Data Use(s) (Assessment Type)


Step 4: Develop Monitoring Questions (Refinement of Monitoring Reason)


Step 5: Target Decision Makers and Info Needs (Refinement of Data Use)



Step 6: Summarize with Information Blue Print-Data Pathway Fact Sheet)
Phase 2
 
Step 7: What Will You Monitor?


Step 8: When Will You Monitor?


Step 9: Where Will You Monitor?


Step 10: How Will You Monitor to Meet Data Quality Objectives? 


Step 11: Management of Raw Data (Data Management Plan Part 1)

Phase 3

Step 12: Data Summary and Analysis


Step 13: Interpretation, Conclusions and Recommendations
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  Step 14: Communicating and Delivery



Step 15: Management to Generate Info (Data Management Plan Part 2)
Phase 4

Step 16: Who Will Do What?  Task Identification


Step 17: Evaluation of Effectiveness (of Plan and Implementation)


Step 18: Documentation and Communication (of M & A Plan)
Product (see Figure Phase 3 Product List):
· A communication and delivery plan for raw data, results, data summaries and analyses, inteprettations, conclusions and recommendations, depending upon what will meet the information needs of each of your decision makers.  There are several exit ramp options:
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What Should Be Done Before This Step

The results from Phase 1 or the people orientation provides the foundation for Phase 2 Steps. Thus, ideally you need to have identified a watershed vision and desired outcomes with associated assumptions and external factors. Defined combination of monitoring reasons and uses, we call Assessment types. For each assessment type a list of monitoring questions the data is to answer and how that question will be answered. 

For each monitoring question, a list of targeted decision makers, their decision, how they make that decision and what information they need to make the decision. A format to document and summarize the results, we have suggested the information blueprint.  If your decision maker has a mechanism to analyze and interpret/assess the data then you have your starting point for this step, just document it.  If not then this step helps you define that starting point.

The results from Phase 2 Steps, provide the foundation for Phase 3 Steps.  Steps 7-9 identify indicators, characterize frequency, and identify sites that will answer monitoring questions.  Step 10 identifies and documents methods, data quality objectives and quality control procedures necessary to make the desired decisions.  Step 11 defines how raw data will be managed to be ready for Phase 3, turning that raw data into information to be delivered.  

From Phase 3, Step 12 and 13 you have:

· An identified method for comparing your quality control data to your data quality objectives.

· Benchmarks established for each parameter

· A methodology for comparing your data to each of the benchmarks

· The statistical measures you will use to summarize the central tendency and variability of the data.

· A set of questions you will ask of your data to develop findings and conclusions.

· A starting point and plan for interpretation, conclusions and recommendations

Basic Tasks 

Basic Tasks are numbered to correlate with the overall 1-18 Steps provided in these guidance modules followed by the basic task sequence step to complete. For example Step 4, basic task 2 would be numbered as Basic Task Step 4.2, Step 3.3 correlates to Step 3, Basic Task 3.
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Identify who will make the decisions about this step and who should be involved in the planning process (they may be different).
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Self Assessment: If you’ve been monitoring before you’ve undertaken this process, has your data communication about and delivery of your story been effective?
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Review the decision-makers and the decisions they make that will use your data (from step 4)
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Identify your possible target audiences (including decision-makers) for your results, 
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How will you identify the essential message(s) in your story?
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How should the message be delivered? Where should the message be delivered? When should the message be delivered? 
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Update Data Management Plan Part 1. See provided outline in Step 11, edit or develop your own for these items.
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Update Inventory Master List and Plan.
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Update Information Blueprint – Data Pathway Fact Sheet for each monitoring question.
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Place Products in your Watershed Monitoring and Assessment Plan.
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Place your identified gaps and needs regarding this step in the Action Plan (what you need to plan to complete this step and or overall monitoring and assessment plan).

Worksheets

Work sheets are listed below. Not all Basic Tasks have an associated work sheet. To simplify completion of products for each step, the worksheets or broken into small subsets of tasks. This requires moving the results of one task into the next task and will seem redundant, especially if completing worksheets by hand. Worksheets are provided in word here for ease of reproducibility. These are a starting point; we encourage you to customize these and reproduced them in an electronic format, in Excel for example, where it is easy to move information from one area to another by cutting and pasting. 

Work Sheets are numbered to correlate with Basic Steps and the overall Steps in these guidance modules. Each consecutive work sheet is lettered a, b, c and so forth, preceded by the Basic Task sequence step, preceded by the Step number. For example, Worksheet Step 4.2.a and Step 4.2.b, correlates to Step 4, Basic Task 2, Worksheet a and Worksheet b. In theory worksheet a needs to be completed before worksheet b. 

Worksheet 14.2.a
Self Assessment Step 14 Worksheet and Products to be completed Prior to  this Step, Part 1 and Part 2
Worksheet 14.5.a

How will you identify the essential message(s) in your story?

Worksheet 14.6.a

Who is the audience and what is your process for reaching them

Worksheet 14.10.a
Place Products in your Watershed Monitoring and Assessment Plan.
Worksheet 14.11.a
Place your identified gaps and needs regarding this step in the Action Plan (what you need to plan to complete this step and or overall monitoring and assessment plan).

How to Do the Worksheets

For Step 14.2.a
Self Assessment Step 14 Worksheet and Products to be completed Prior to this Step, Part 1 and Part 2

Part 1. Complete the self assessment section of the worksheet to evaluate what you have or what decisions have already been made.  This will help you focus on what you need from this step and incorporate valuable existing information or products into this plan.

Part 2. Next, to prepare to complete this step the following, you need to have the following items addressed:  
· Desired set of outcomes or results that the monitoring and assessment activities will be designed to help achieve

· Identified monitoring and assessment activities, specific combinations of a monitoring reason plus an associated data use; we call this an Assessment Type. You may have multiple Assessment Types.  

· For each Assessment Type, the list of specific monitoring questions the monitoring and assessment will be designed to answer.

· For each monitoring question, the targeted decision makers, the type of decisions they will make and the information they need to make them (as specific as possible).  

· A minimal scoping inventory that identifies the watershed boundary and water bodies you are focusing on (rivers, lakes or wetlands), physical attributes of water bodies (including status, uses, etc.), relevant cultural or historical aspects, existing data sets or monitoring efforts and others in the watershed who either you want to influence or could help you implement.
· Technical sample plan including what monitor (indicators, benchmarks, criteria, etc.), where and when monitor, how will meet data quality objectives (methods, how good does the data need to be for decision makers, quality assurance and control measures), and how will manage and verify raw data/information.

· Plans for data analyses and developing findings

· Plans for interpretation, conclusions and recommendations

This is the ideal list, if you do not have any of these, they become a gap or need that should be addressed before any data is collected or analyzed, even if the answers aren’t perfect or you don’t have a large degree of confidence surrounding them, they should be attempted as the starting point.  This is what you are evaluating in this step-your monitoring and assessment plan.

Worksheet 14.2.a  
Self Assessment Step 14 Worksheet and Products to be completed Prior to this Step, Part 1.
Part 1 Self Assessment of Known Evaluation Products and Processes

1. Determine if you “have” or “don’t have” the item, mark the appropriate box.  If you don’t have it and determine you don’t need it, explain why in the comments document.  You may not need to know but perhaps your target decision makers, board or membership might want to know.
2. If you have the item “documented”, mark that box.  If so, list in the comments where, hard copy, chapter in a document, electronic file name and location, etc.  The assumption is you value the ultimate goal to document and communicate your M & A plan, activities and results.
3. If you have the item, assess the use of it, use the scale below or provide your own answer and comments.

Rating Scale for USE:


0=doesn’t exist so use is nil


1=don’t know why would need or understand item


2=exists, don’t know where it is, if it is used, etc. so use is essentially nil


3=exists and use some of time


4=exists and use all the time


5=wish it existed, would use it lots
	Item
	Have
	Don’t Have
	DOC
	Assessment of Use

(Scale 0-5)


	Assessment of value / effectiveness

(Scale 0-4)
	Comments/Notes

	43. Starting point for Data communication and delivery plan,  identify information exit point, what to report, when, to whom, how, and who does it.
	
	
	
	
	
	Phase 3 Step 14



*DOC=Documentation,  *M & A= Monitoring and Assessment

5. To make this assessment useful, determine what your gaps and needs are regarding this step in order to focus your effort in completing this step.  

Worksheet 14.2.a   
Self Assessment Step 14 Worksheet and Products to be completed Prior to this Step, Part 2.
Part 2 Products to be completed before this step, in order to complete this step 

	Item
	Response

	Desired set of outcomes or results that the monitoring and assessment activities will be designed to help achieve:
	

	Assessment Types, specific combination of one monitoring reason and data use(r):
	

	For each Assessment Type, the list of specific monitoring questions: 
	

	For each monitoring question, the targeted decision makers, the type of decisions they will make and the information they need to make them (as specific as possible):  
	

	Watershed(s) and Water bodies of focus:
	

	Physical attributes of Water bodies (status, use, etc.)
	

	Existing Data or monitoring efforts:
	

	Indicators, benchmarks and criteria list:
	

	Characterization of monitoring frequency:
	

	List of monitoring locations/rationale:
	

	Methods list, list of data quality objectives (methods, how good does the data need to be for decision makers), quality assurance and control measures)
	

	Plan for raw data management and support mechanisms:
	

	Monitoring results summarized using statistics, graphs and tables.
	

	The results of your comparison of your data with your benchmarks summarized
	

	The results of your comparison of your QC data with your data quality objectives
	

	A method to develop a set of findings from the data set
	

	Plan or starting point for making interpretations, conclusions and recommendations
	


Worksheet  14.5.a
How will you identify the essential message(s) in your story?

Describe how you will boil your findings, conclusions, and recommendations into messages. What are the concepts you want people to take away from your story?

For Sheet 14.6.a
Who is the audience and what is your process for reaching them

Audiences

Audiences go well beyond the immediate circle of people who are working on watershed conservation and restoration, from decision-makers to the general public. 

· Who are they? Not everyone can be reached with one format or presentation so it’s important to determine who most needs the information.

· Sometimes information alone is enough; sometimes you need to add content that educates or persuades.

Please refer to the Background Content section for more ideas on audiences.

How message will be developed

Briefly describe who will develop the essential message(s) and how they will do it.  Who will be consulted.

Report Format 

What reporting formats are you considering (e.g. written technical reports, slide presentations)

Where and when message will be delivered

What are the places where you can best reach your audience. For presentations, its usually more effective if you go to them: annual meetings, board meetings, and other regularly scheduled events where you are reasonably sure you’ll have an audience.

Worksheet 14.6.a
Who is the audience and what is your process for reaching them

	Audiences
	How message will be developed
	How the Message Will be Reported, e.g. written technical reports, slide presentations
	Where and when message will be delivered

	
	
	
	

	
	
	
	

	
	
	
	


For Step 14.10.a

Place Products in your Watershed Monitoring and Assessment Plan.

· A plan to communicate and deliver information to each targeted decision maker, whether that is the raw data, data summary and analysis, interpretations, conclusions and or recommendations.
Worksheet 14.10.a
Add products of Step to Monitoring and Assessment Plan.
If you completed any Steps this Worksheet is cumulative, use that document.  If you have not you complete that aspect that is highlighted for your plan documentation. *Italics mean a sub plan that might be attached or live somewhere else, location of document and contact is what would go in the plan.
I.  People Design, Phase 1

A.   Shared Watershed Vision and Desired Outcomes (Step 1) 

1. Logic Model of Desired Outcomes/Results and activities/target audiences to employ to achieve outcomes

B. Keepers of the M & A Plan (Step 1)

C. Watershed Boundary (Step 2)

D. Water bodies of Interest (Step 2)

E. Scope Inventory Master List* (Step 2)

1. Physical Inventory * (Step 2)

2. People Inventory* (Step 2)

3. Information Inventory* (Step 2)

a. Existing Monitoring Efforts (Step 2)  

b. Existing Data Sources (Step 2)

4. Inventory Action Plan* (Step 2)

F.  Assessment Type(s) List – Monitoring Reason + Use (Step 3)

1.    Monitoring Question(s)  (Step 4)
2.    Targeted Decision Maker(s)  (Step 5)

a. Information Needs (Step 5)

3.   Information Blue Print – Data Pathway Fact Sheet Per Monitoring Question* (Step 6)

II.    Technical Design, Phase 2

A.   What (Indicators, Benchmarks, etc.) and why? (Step 7)

B.    When and why? (Step 8)

C.    Where and why? (Step 9)

D.    W(how) will meet data quality objectives? (Step 10)

1.    Data quality objectives (Step 5 and 10)

2.    Quality Assurance and Control Measures (Quality Assurance and Control Plan)* (Step 10)

E.   Data Management for Raw Data (Data Management Plan Part 1)* (Step 11)
III.    Information Design, Phase 3

A.  Data Summary and Analyses  (Step 12)
1.    Starting Point (Step 12)
2.    Changes (Later)

B. Data Interpretation, Conclusions, Recommendations

1. Starting Point (Step 13)

2. Changes (Later)

C. [image: image18.png]


Communication and Delivery

1. Starting Point (Step 14)

2. Changes (Later)

D. Management Plans to Generate Information (Data Management Plan Part 2)* (Step 15)

IV.   Evaluation Design, Phase 4

A.  Who Will Do What?  (Step 16)

1. Task Identification Matrix (Step 16)

2. Communication Structure and Tools (Step 16)

B.  Evaluation Plans (Step 17)

1. Evaluation Plans for M & A Components (Step 17)

2. Evaluation Plans for M & A Implementation (Step 17)

3. Evaluation of inter/intra M & A Activities (Step 17)

C.  Documentation and Communication (Step 18)

1. M & A Plan (this document, updated Sub documents) (Step 18)

2. Communication and Peer Review Plan (Step 18)

3. Action Plan* (Step 17)

For Sheet 14.11.a
Place your identified gaps and needs regarding this step in the Action Plan (what you need to plan to complete this step and or overall monitoring and assessment plan).

Worksheet 14.11.a 
Final Action Plan Part 1, Summary:

If you have completed each Step, or for those you have, you have a cumulated list of gaps and needs related to that Step. Use that same worksheet/document.  If you did not complete each Step, look at what each Step is supposed to accomplish and record what your gaps and needs are related to that topic.  The goals are to get the gaps and needs in one place to evaluate and prioritize.
	Phase 1 Step 1: : (completed in Step 1)

	Phase 1 Step 2: : (completed in Step 2)

	Phase 1 Step 3: : (completed in Step 3)

	Phase 1 Step 4: : (completed in Step 4)

	Phase 1 Step 5: : (completed in Step 5)

	Phase 1 Step 6: : (completed in Step 6)

	Phase 2 Step 7: : (completed in Step 7)

	Phase 2 Step 8: : (completed in Step 8)

	Phase 2 Step 9: : (completed in Step 9)

	Phase 2 Step 10: : (completed in Step 10)

	Phase 2 Step 11: : (completed in Step 11)

	Phase 3 Step 12: : (completed in Step 12)

	Phase 3 Step 13: : (completed in Step 13) 

	Phase 3 Step 14:  Communication and Delivery:



	Phase 4 Steps:  Will add Action and Needs as complete each Step and at the end prioritize




Background Content 

Once you've converted your raw numbers into an interesting story, there are many ways to tell it: through video, written reports, press releases, oral presentations, Web Sites, posters, or other materials. At the very least, however, we recommend that you produce a written report that summarizes your work and the results. This is the basic foundation for all your presentations.

Producing A Basic Written Report

Your report should summarize your monitoring activities and results, state your findings and conclusions, and make recommendations for actions to address problems or, if needed, for changes to your sampling program, if needed. Some programs produce an annual “state of the watershed” report that summarizes and analyzes the results of the preceding year, and all previous years, highlighting trends, clean-up progress, new trouble spots, etc.

Remember that the style, length, and content of your report should be geared to the audience you are addressing. However, we recommend the following generic report format that can be adapted to different audiences:

I Executive Summary: Briefly describes the project and major findings, conclusions, and recommendations. Try to keep this section as non-technical and to the point as possible so it may be used and distributed separately from the report as well as incorporated into newsletters, fundraising, and other materials. (Note: this should be written last)

II Introduction: brief description of the geographic area and your program (including maps)

III Project Description: briefly describe your study design:
A Questions you tried to answer/hypotheses you tried to prove

B Water Quality Indicators Monitored

C Sampling and Analytical Methodology

D Location Where Samples Were Collected and Analyzed

E Time When Samples Were Collected and Analyzed

F Quality Assurance Procedures
IV Results
A How Were the Data Analyzed?

B Findings

C Conclusions

D Recommendations
V Acknowledgments
VI References
VII Appendices:  Some tables and graphs generated for your data exploration need not have been used in the body of the report if they are not important to the "story" you are emphasizing. You may want to include this additional information in the appendices. It is also very important to include summaries of all data collected for your monitors, as well as for future reference if conditions change. Include: 
· Map of Study Area

· Sampling Site List

· Data Tables

· Graphs

· Quality Assurance Data

Your written report brings your data for the season, or for several years, to completion. Now you're ready to start sampling again next season!

Communicating Within Your Program

Keep your volunteers informed of the results as often as possible. Some groups produce monthly summaries for volunteer participants or send out periodic newsletters. Remember: volunteer monitors need some feedback on how they are doing.

Communicating with Your Audience

Focusing the Message

Information is shared through data presentation efforts. Data presentation follows, and is dependent upon the scientific inquiry and policy work that was completed when your group started monitoring. That process helped you decide what to focus on, how to do it, and (later) what the results meant. Data presentations must remain consistent with your findings, conclusions and recommendations.

Target Audiences

Who are they? Not everyone can be reached with one format or presentation so it’s important to determine who most needs the information.

Appropriately targeting any of these audiences involves considering their many different perspectives. People and groups within each of these audiences will have various cultural backgrounds or experiences, levels of technical expertise, objectives, and goals. The length, clarity and amount of technical detail you include greatly affect how much your audience understands and remembers.  A great, easy-to-read summary of general presentation considerations can be found in the Massachusetts Water Watch Partnership's "Ready, Set, Present!" manual.

How important are these people to the issue? 

Are they the “movers and shakers,” or less-involved characters? This can depend on the issue as well as those involved, also known as “stakeholders.” Sometimes, the chain of authority is clear and direct. For instance, a Conservation Commission reviews an application for a near-shore development. In others, the impact is less direct or immediate such as when you attempt to influence landowners’ lawn-care practices. Each landowner may only have a small impact, but in the aggregate, the effect on the watershed is large. There are many situations in between: you may target business groups such as auto repair shops that may or may not dump oil and grease down drains. There are also “backup” decision-makers: those to whom you turn if your primary audience is recalcitrant, (e.g. you get the state agency to overrule a bad Conservation Commission decision).

Do they need your information? 

Will it change their minds? Maybe they already have enough data on a situation or are already doing the right thing. If so, try redirecting your outreach efforts to other decisionmakers who still need convincing.

What do they need besides information? 

Efforts sometimes have to be focused on education or persuading people to take the right course. Generally, you decide who to target first, then decide how to approach them. Consider the how a bit now though, to get an idea of how much effort you should devote to a potential data user.

How can they be reached? 

Is your relationship with them friendly, or adversarial? This is another strategy consideration once a target audience is selected, but it’s also a consideration in whether to go after them at all.

Sometimes information alone is enough; sometimes you need to add content that educates or persuades.

Delivering the Message

Where should the message be delivered? 

Find the right places and media that will put the audience in a data receptive mood.

How will the message be delivered? 

Technical report presentations or dinner talks? Which information products and delivery strategies will best deliver the message?

Varying the technical level of your story can be one of the most difficult aspects of presenting monitoring information and telling your story - you can never reach everyone. An additional challenge can be the translation of technical information from a western perspective into a culturally relevant format for Native communities. For example, state and federal agencies might require a technical scientific report for their information. Even if your audience is familiar with all of the technical details of your work, not everyone wants or has the time to deal with a lot of information. So you might want to summarize that information into a less detailed format for tribal council or community members.

Now that you’ve decided with whom you want to share your data, think about the audience and finding the best way to communicate with them. Before people can make good decisions that protect or restore a watershed, they should know:

1. A little watershed ecology: how a watershed or water body functions;

2. The condition of the subject water body or watershed;

3. What causes current conditions;

4. The sources of any pollution or related problems;

5. The consequences: how conditions affect things that people care about: the economy, fishing or swimming, etc.;

6. Solutions: steps that can be taken to improve or maintain conditions.

Basic Tools To Tell the Story

· Maps

· Graphs

· Illustrations and Paintings

· Music

· Story-telling 

· Newsletters

· Written Reports

· Video

· Poster Exhibits

· Oral Presentations

· Slides 

Think about the best way to communicate with the audience.  Not everyone can be reached with one kind of format or presentation, so it’s important to determine who most needs (and can use) the information.  The length, clarity, and amount of technical detail you include greatly affect how much your audience understands and remembers.  

Consider if you need different formats for different audiences.  For example, state and federal agencies might require a technical scientific report for their information and use.

When Will the Message Be Delivered?

Timing. Develop and stick to reasonable timelines when planning outreach strategies. 

1. Start at the very beginning: in the program planning phase. At this point, issues are articulated, questions are raised and explored, audiences with whom you will address issues are considered. Assume that you will make some recommendations, even though you can’t know what they’ll be yet. The point is, plan early. 

2. During the course of a survey or sampling season: there isn’t as much planning required at this stage if background work has been completed. Make sure the preparations are going on schedule. Take photos of sites and samplers and have the software purchased and tested. Be on the alert for unexpected results such as fish kills and extreme levels of coliforms that need immediate attention or are newsworthy. If this happens, be prepared to move fast with press releases and email alerts.

3. After the sampling season: Now is the time to review earlier presentation plans and sharpen their focus. Identify the messages such as the rivers really unhealthy don’t go near the water or the lake has a healthy fish population which must be protected or plants are choking the lake, action is needed now! Will you recommend any specific actions you want taken (e.g. post signs, pass a bill)? Do your newly refined messages still match your targeted audiences? Do your planned delivery strategies (slide shows, newspaper stories, etc.) still make sense? If there are any changes from your earlier plans, be sure to adjust the schedule and strategy accordingly.

Case Study 1

Case Study 2
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Tip: 


If an audience is hard to reach, consider working through an intermediary. For example, farmers and Conservation Districts (CDs) work together a lot. Try approaching the CD to arrange a meeting with the local farmers to discuss their fertilization practices.





 Audiences


* Community members 


* Native community


* Tribal Council and other leaders 


* Other Native communities and program staff 


* Organizations 


* Businesses


* Non-Native community (at the local, state or national level) 


* Grassroots watershed protection groups 


* Municipalities 


* Organizations 


* Businesses 


* General public


* State or federal agencies (Tribal or otherwise) 


* Environmental and wildlife protection 


* Public health 


* Resource management
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