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	Step 16: Who Will Do What? (Task Identification)
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	“….we shape our dwellings and afterwards our dwellings shape us.”

Sir Winston Churchill


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 is an often overlooked or taken for granted step.  In order for a monitoring program to operate smoothly, participants, both paid and volunteer, need to be clear about their role and the tasks assigned to them. It is also important to these roles and responsibilities should be “formalized” and documented. Further, this needs to be communicated to everyone. This is particularly true for large and complex programs, with lots of moving pieces.

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


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)
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  Step 18: Documentation and Communication (of M & A Plan)

Product (see Figure Phase 4 Product List):
· A task and timeline that lists the various  tasks, who will do them, and when.
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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. 

The results from Phase 2 provide the foundation for Phase 3 Steps. This includes the monitoring design, the what, when, where, how and quality assurance and control plan for generating data/results. 

Finally, the results from Phase 3 to this point should be identified. The first Step in Phase 3, Step 11 Part A, results in a list of what data and meta-data you are generating that needs managing, a decision on what minimum information you will require through out managing the data, and an illustration of how data will travel through the various processes. Part B, takes the first cut at identifying system support decisions, such as database design, data result relationships with meta-data, hardware/software decisions, graphics, GIS/Web considerations, naming conventions, miscellaneous thorns to consider, user considerations, process tools and safety measures. 

Steps 12-15 in Phase 3 are designed to help you determine specifically what processes and tools you plan to start with in order to turn results into information through analyses, interpretation, making recommendations and reporting. In theory, these were first identified in Phase 1, as you selected targeted decision makers and tried to determine their information needs, including how and what they needed for the above functions.  Step 15, is once the data-to-information processes, tools are identified, the data management needs of these processes can be identified. This leads to developing Part 2 of the Data Management Plan, management for turning results (Data Management Plan 1) into information for delivery and utilization.

This step helps you determine who will be responsible for implementing this monitoring and assessment plan.

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.

[image: image7.wmf] 16.1
Identify who will make the decisions about this step and who should be involved in the planning process (they may be different).

[image: image8.wmf]16.2
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?

[image: image9.wmf]16.3
Identify and document tasks and a timeline for carrying them out 

[image: image10.wmf] 16.4
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.

[image: image12.wmf] 16.6
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 16.2.a
Self Assessment Step 16 Worksheet and Products to be completed Prior to this Step, Part 1 and Part 2

Worksheet 16.3.a
Identify and document tasks and a timeline for carrying them out

Worksheet 16.7.a
Place Products in your Watershed Monitoring and Assessment Plan.
Worksheet 16.8.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 Sheet 16.2.a
Self Assessment Step 16 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

· Plans for communicating and delivering raw data, data summaries or analysis, interpretation, conclusions or recommendations to each targeted decision maker according to their information needs.

· Data management needs in order to support tasks around generating information, data summary, analysis, interpretation, conclusions, recommendations, communication and delivery

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 16.2.a  
Self Assessment Step 16 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
4. If you have the item, assess the effectiveness of it, just because something exists or is used does not mean it is effective in its use, use the effectiveness scale below or provide your own answer and comments.
Rating Scale for EFFECTIVENESS, assumes material exists:


0=not effective or functional at all


1=incomplete (all elements are not there) and some existing parts need revising


2=incomplete but what is there is okay


3=complete (all elements are there), some parts okay but need revising


4=complete and effective

	Item
	Have
	Don’t Have
	DOC
	Assessment of Use

(Scale 0-5)


	Assessment of value / effectiveness

(Scale 0-4)
	Comments/Notes

	45.  List of all individuals involved in monitoring effort and role
	
	
	
	
	
	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 16.2.a  
Self Assessment Step 16 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:
	

	List of monitoring locations/rationale:
	

	List of monitoring frequencies:
	

	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
	

	Plan to communicate and deliver appropriate information to each targeted decision maker
	

	Data management plan to support the generation and delivery of information to targeted decision makers.
	


For Sheet 16.3.a 
Identify and document tasks and a timeline for carrying them out

What are the various tasks you need to do to begin implementing you monitoring plan?  Do you need to get additional training?  Hold a fundraiser?  Organize them on this worksheet.  Please also refer back to any tasks you identified in previous steps.  Steps 7 & 12 contain places where trainings may have associated tasks you want to list here.  The following is a brief explanation of the introductory rows and then each column worksheet 11.1:

Monitoring Goal or Assessment:  (Optional) You have the option to create a task list for your entire monitoring program, or for each goal you are trying to accomplish.  If you find the task/timeline list to be too overwhelming for your entire monitoring program, use this line to identify a specific goal, and make as many copies of this form as needed.

Dates Covered by Timeline:  Choose dates that include a full monitoring season.  Many groups choose to follow a calendar year (January to December) because that includes the prep time before a season and the analysis time after a season.

1) Target Start Date  and  2) Target End Date:  Write down the dates that you plan to begin and end the planned activity.   You may want to use this as a sorting tool later on.  (For example, you can sort by this column to look up all the tasks that need to be started this month.)

3) Main Category:  This is a sorting tool to help you group the tasks and start to make sense of them.  Create your own categories as you see fit.  Suggested categories are:  Planning, Communication/Management, Monitoring Activities, and Post-Monitoring Activities.  

4) Activity/Tasks Description:  Now, what needs to get done?  Here are some specific task/activity examples using the categories from Column 3.

Category:
Planning

Activity/Task:
Hold Fundraiser, Get additional training in volunteer recruitment, Find a lab, Call the lab to see about water sample cost, Purchase equipment.

Category:
Communication/Management of Volunteers
Activity/Task:
Initial call for volunteers (advertise to members, in paper, radio)  Hold training for volunteers, Mid-season communication (phone call or personal visit), Send a postcard mid-season, Keep track of monitoring lists/names, Send out a “Turn in your Data Reminder.”

Category:
Monitoring Activities

Activity/Task:
Collect grab samples, Drive samples from field to lab, Conduct Habitat Assessment, Collect Macroinvertebrates, Assess quality control measures. 

Category
Post-Monitoring Activities

Activity/Task:
Data Entry, Data Validation, Checking data entry for errors, Data Analysis & Interpretation, Write Report, Send Data to Data users, Present findings, Attend city council meetings, Evaluate your monitoring season/program  

5) Person(s) Responsible to Organize/Evaluate:  List who is in charge to arrange and organize this task.  This person should also lead the evaluation (if necessary) for the task

6) Resources (Human and Financial) to Carry-out Task:  List who is in charge to implement this task.  This may be maybe more people (get as specific as you necessary for your group – e.g. Jane is booking the hall, Joe is getting food, etc.)

7) Fill in Date When Done:  When the task is finished, sign off on it, by writing in the date completed.

	Worksheet 16.3.a Task Identification and Timeline 

	Monitoring Situation: Goal or Assessment:
	
	
	

	Dates covered by timeline:
	
	
	

	
	
	
	
	
	
	

	Target Start Date
	Target End Date
	Main Category (Planning, Mgt,, Monitoring, Post-Monitoring)
	Task / Activity Description
	Person(s) Responsible to Organize/ Evaluate
	Other Resources (human or financial) to Carry-Out Task
	Fill in 

Date 

when done

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 


For Sheet 16.7.a

Add products of Step to Monitoring and Assessment Plan.

· Task Identification  and Plan and Communication Structure
Worksheet 16.7.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), including Cost Estimate

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 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. 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. [image: image15.png]


Who Will Do What?  (Step 16)

1. [image: image16.png]


Task Identification Matrix (Step 16)

2. [image: image17.png]


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 16.8.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 16.8.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 is 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: (completed in Step 14)

	Phase 3 Step 15: (completed in Step 15)

	Phase 4 Step 16: Task Identification and Communication Plan



	Phase 4 Steps, 17 and 18: Will add Action and Needs as complete each Step and at the end prioritize




Background Content 

Organizing your monitoring activities involves a set of tasks that produces and builds on the technical decisions you have made in your study design. 

Major Tasks

· Find a lab (if needed)

· Purchase equipment

· Recruit and organize volunteers

· Train field and lab volunteers

· Monitoring

· Quality assurance

· Analyze your results

· Report your results

· Present your results

· Evaluate your study design

Who Will Carry Out (Position Title)

· The scope of your monitoring program will determine how many and what kind of people you will need to carry it out. Following are some possible positions that you might recruit volunteers to do. Note that some may become paid positions, if the workload is such that it’s unreasonable to expect a volunteer to do it. The major responsibility of each position is described briefly.
Possible Program Coordination Positions

These positions carry much of the responsibility for making sure that there are people in place to carry out the monitoring. They may become paid positions.

Program Coordinator: Oversees all the monitoring program tasks listed in the previous section to see that they are carried out.

Volunteer Trainer: Trains the volunteers on how to carry out their jobs. Note that this might be the program coordinator, lab coordinator, volunteer coordinator, data management coordinator or a consulting person or organization.

Lab Coordinator: Oversees and coordinates the lab analysis of samples and does the training of any laboratory volunteers. If you have recruited an outside lab to run your analyses or quality control samples for you, be sure to identify the person in that lab who will be responsible for reporting to you and answering any questions you may have.

Quality Assurance Officer: Responsible for seeing that your quality assurance measures are carried out. If you have produced a Quality Assurance Project Plan, this person would be responsible for seeing that it is carried out. Note that this could be the program coordinator the lab coordinator, or a person outside of your program.

Volunteer Coordinator: Assures that volunteers are in place to carry out the tasks, including recruiting and scheduling volunteers, communicating with them on a regular basis to be sure that they are having a good experience and thanking or rewarding them for the work they are doing.

Data Management Coordinator: Assures that all the field and lab data are computerized for summary and analysis. This may include setting up the software for data entry, and producing the data summary, while also overseeing volunteers that enter the data, validating the data.

Technical Committee: Provides advice and assistance to the program coordinator in preparing the study design, troubleshooting problems and interpreting your results (see study design Step 1, “Getting Started” for more information on organizing a technical committee).

Possible Monitoring Positions

Field Monitor: Collects and records samples, observations and measurements in the field and drops them off at a sample drop-off point or a lab.

Sample Runner: Transports samples from a sample drop-off point (if you have one) to the lab. Note that this may be unnecessary in a small watershed where samplers drop their samples off at the lab.

Laboratory Analyst: Analyzes and records the results for field samples. Lab analysts work under the supervision of the lab coordinator.

Data Entry Volunteer: Enters the field and lab data into a computer. Works under the supervision of the data management coordinator. May also validate data entered by another volunteer.

Speaker: Makes public presentations about the program and the monitoring results

You should develop job descriptions for each of these positions before you recruit people to fill them.

Technical Committee

Form a technical committee of people who can provide you with advice and assistance in preparing your study design and by collecting information on the resource conditions and issues in your watershed.

Sample Job Description: Technical Committee

Role: Advise project staff on the technical aspects of the program.

Responsibilities:

· Decide on data use goals and data quality objectives to address the program goals and objectives;

· Develop study questions;

· Review and comment on the study design;

· Recommend, review and comment on quality assurance/quality control procedures;

· Assist staff in solving technical problems with the monitoring;

· Review and comment on drafts of manuals and training materials;

· Review protocols annually andAssist staff in interpreting the results;

· Review and comment on reports;

· Attend two meetings and be available as needed for advice; and

· Commit to about 20 hours per year to review documents, attend meetings and provide telephone consultation.

Ask the resource people you identified in study design Step 2 (page 2-7) to serve on the committee. Give or send them a copy of the job description and be clear as to what is expected of them in terms of their time and expertise. Remember, you’re asking professionals to donate services. The least you can do is let them know the extent of the donation you are requesting so they can decide if it’s something they can do.

Areas Of Expertise
Determine what expertise you need on your technical committee. Suggested areas of expertise include:

	· Stream/lake biology

· Stream/lake chemistry

· Stream/lake hydrology
· How state agencies work

· Local river/lake uses and problems
	· Data interpretation

· Data management
· Business environmental compliance

· Field and lab methods

· Laws and regulations


Members

Identify the resource people you will approach to be on your technical committee. Don’t forget local businesses. They often have environmental compliance staff who can provide good expertise and good connections with the business community.

Case Study 1

Case Study 2

References

U.S. E.P.A.  1997.  Volunteer Stream Monitoring: A Methods Manual  EPA 841-B-97-003.  U.S. Environmental Protection Agency, Office of Water 4503F, Washington DC.

U.S. E.P.A.  1991.  Volunteer Lake Monitoring: A Methods Manual EPA 440/4-91-002.  U. S. Environmental Protection Agency, Office of Water, Washington DC.
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