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	“If the idea of mentoring were reawakened in the culture, we wouldn’t go to therapy looking for a mother, a father, a teacher—all in one person, we wouldn’t need therapy as much if individuals had more of their own practice, with nature, art, music, or a spiritual discipline, it must be a practice that invites dedication.”

James Hillman


About This Step - This step is designed to accomplish 4 things:
1. Documentation of Watershed Monitoring and Assessment Plan 
· Mechanism to summarize plan, such as each set of Information Blue Prints – Data Pathway Fact sheets for each monitoring question per Assessment Type.


2. Documentation of sub-plans such as Action Plan (gaps and needs remaining to fully implement M & A Plan), Master Inventory List, Inventory Action Plan, Data Management and Quality Assurance and Control Plan for example.
3. Identify what needs to be communicated to whom and when regarding the monitoring Plan

· Internal Review

· Peer Review

· Stakeholder Review

· Decision Maker Review
4.   Mechanism to summarize and communicate monitoring and assessment activities in context with all other activities and target audiences that are designed to achieve desired outcomes, such as the Logic Model which articulates outcomes, associated activities/audiences,  inputs, assumptions and external factors.  
Why Do This Step?

Documentation takes time, often time we push off to the side. Documentation is a very important part of your monitoring design’s effectiveness and accountability. Documentation provides:

· Organizational and WS Assessment Accountability

· Organizational and WS Assessment Credibility

· Baseline where you started, why, assumptions and external factors

· Institutional knowledge and history

· Transition and training tool

· Opportunity for peer review

· Communication what you are doing and why (and by default what you aren’t doing)

· Misuse of data or misrepresentation of data

A result of this workshop you will have documentation on each step we have laid out. You came with an assessment of each step, what is available, how it is used and if it is effective. You leave each step with a synopsis of what you want to might need, want to change, create or celebrate. If you put these individual pieces together, you have a documented watershed assessment monitoring design. 
Communication is as important as documentation.  Once you have documentation in whatever form, pieces or a whole, you can get feedback from internal staff or constituents, peers, stakeholders and or decision makers. This is an opportunity to involve people to participate in collecting the very information they may be fearful of. It is much easier to find synergy and solutions when all parties were part of developing the design that if information is presented cold. The process of collecting the information, analyzing it and so forth builds trust, creates an opportunity for all needs to be on the table. When all needs are on the table, we don’t blame as much we can look at ways to get needs met, this is the place most solutions will be generated. 
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)

Products (see Figure Phase 4 Product List):
· A documented monitoring and assessment plan that states what your are doing and not doing, that is derived and connected from a watershed vision and related outcomes and linked to targeted decision makers information needs and decision process, thus can be evaluated.
· Sub-documentation to support t the M & A Plan if appropriate, such as Master Inventory List or Data Management Plan.

· A plan to communicate this monitoring and assessment plan with targeted audiences for designed purposes (feedback, to inform, to gain participation, to start a dialogue, etc.).
· A mechanism to communicate to those who don’t know,  how monitoring and assessment activities relate to other activities and target audiences employed to achieve desired outcomes, the logic model with inputs, assumptions and external factors.  
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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. 
The results from Phase 3 provide the foundation and starting point for turning data/results into information. This step identifies the tools and processes for analyses, interpretation, reporting, delivery and data utilization. In addition, this step documents the necessary data management system that will support a data point through the process of generation, validation, entry, storage and retrieval to analyses, interpretation, reporting and delivery. All of this should be defined and documented at this point and will be a significant part of evaluation. 
Finally, how you plan to evaluate this monitoring and assessment plan you will determine here and this will be part of the documentation and communication plan as a result of the last Step. 
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: image6.wmf] 18.1
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: Identify what decisions have been made and their effectiveness.

[image: image8.wmf]18.3
Identification and completion of Sub-Plans or Documents to include in the overall M & A Plan. The possible sub-plans identified in these workbooks include:

 Inventory Master List and Inventory Action Plan
Information Blue Print – Data Pathway Fact Sheet
Data Management plan part 1 or 2
Quality Assurance and Control Plan
Evaluation Plan
Action Plan (to fill gaps and needs to fully implement M & A Plan)
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Finalize Watershed Monitoring and Assessment Plan and Documentation from Phase 1-4.  Reorganize outline/content if appropriate. 
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Determine audiences and communication purpose and strategy (for approval, credibility, support, assistance, etc.). 
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Determine mechanism to summarize and communicate monitoring and assessment activities in context with all other activities and target audiences that are designed to achieve desired outcomes, such as the Logic Model which articulates outcomes, associated activities/audiences,  inputs, assumptions and external factors (if needed and if M & A Plan will not suffice).
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Prepare for Implementation!
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 18.2.a 
Self Assessment Step 18 Worksheet and Products to be completed Prior to this Step, Part 1 and Part 2
Worksheet 18.3.a
Identification and completion of Sub-Plans or Documents to include in the overall M & A Plan.  The possible sub-plans identified in these workbooks include:

Inventory Master List and Inventory Action Plan
Information Blue Print – Data Pathway Fact Sheet

Data Management plan part 1 or 2

Quality Assurance and Control Plan

Evaluation Plan

Action Plan (to fill gaps and needs to fully implement M & A Plan)

Worksheet 18.4.a
Document Watershed Monitoring and Assessment Plan components from Phase 1- 4. 
Worksheet 18.5.a
Determine mechanism to summarize and communicate monitoring and assessment activities in context with all other activities and target audiences that are designed to achieve desired outcomes, such as the Logic Model which articulates outcomes, associated activities/audiences,  inputs, assumptions and external factors (if needed and if M & A Plan will not suffice).

Worksheet 18.6.a 
Determine audiences and communication strategy and purposes
How to do Worksheets 

For Sheet 18.2.a 
Self Assessment Step 18 Worksheet and Products to be completed Prior to this Step, Part 1
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.

· Starting point, or what you think you need to do to summarize, analyze data, interpret analyses, formulate interpretations and make recommendations.  Any management tools you need to turn raw data into information while maintaining data integrity.

· Starting point for who you will deliver the data/results/information to, how, what format, when and who will deliver it. Including as many reporting needs as possible. 

· Identification of who is responsible for documentation, implementation and evaluation of this plan.

· Documentation of Monitoring and Assessment Plan and any relevant sub-documents.

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 18.2.a  
Self Assessment Step 18 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


	49. List who was included in the development or review of M & A  design.
	
	
	
	
	
	

	50. Documentation of Monitoring and Assessment Plan or any aspect of?
	
	
	
	
	
	

	51. Communication of Plan, activities to do so
	
	
	
	
	
	

	OTHER?
	
	
	
	
	
	


*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 18.2.a   
Self Assessment Step 18 Worksheet and Products to be completed Prior to this Step, Part2.
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.
	

	Identification of who is responsible for documentation, implementation and evaluation of this plan-task identification
	

	Documentation of monitoring and assessment plan and plan to communicate the contents
	

	Evaluation Plan
	


For Step 18.3.a
Identification and completion of Sub-Plans or Documents to include in the overall M & A Plan.  
The possible sub-plans identified in these workbooks include:

· Inventory Master List and Inventory Action Plan
· Information Blue Print – Data Pathway Fact Sheet

· Data Management plan part 1 or 2

· Quality Assurance and Control Plan

· Evaluation Plan

· Action Plan (to fill gaps and needs to fully implement M & A Plan)
Worksheet 18.3.a 
Sub Plan versus M & A Plan Documentation Identification

If useful identify where each component will be documented. If you have completed the workbook Steps, or some of them you have been using the Monitoring and Assessment Outline.  If that works, skip this worksheet, if not, use this or some tool to determine where each piece is/will be documented. Where Documented is filled in with examples, delete and complete for yourself.  
	Major Monitoring And Assessment Product to Document
	Where Documented

(Examples provided)
	Who Responsible? 
	Update Frequency

	1.  Each monitoring question can be answered?
	M & A, Info Blue Print-Pathway Fact Sheet
	
	Planned evaluation time

	2. Information Blue Print-Data Pathway Fact Sheet
	M & A
	
	Planned evaluation time

	3. If Each decision maker received data/information and resulting decision(s)
	M & A, Info Blue Print-Pathway Fact Sheet
	
	Planned evaluation time

	4. Overall Assessment Type M & A Activity
	M & A, Info Blue Print-Pathway Fact Sheet
	
	Planned evaluation time, Annually

	5. Technical Design-What
	M & A, Info Blue Print-Pathway Fact Sheet and Operating/Procedures Manual
	
	Planned evaluation time

	6. Technical Design-When
	M & A, Info Blue Print-Pathway Fact Sheet and Operating/Procedures Manual
	
	Planned evaluation time

	7. Technical Design-Where
	M & A, Info Blue Print-Pathway Fact Sheet and Operating/Procedures Manual
	
	Planned evaluation time

	8. Technical Design-How, methods, data quality objectives, Qa/Qc
	M&A, Info Blue Print-Pathway Fact Sheet and Operating/Procedures Manual
	
	Planned evaluation time

	9. Quality Assurance and Control Plan?
	M & A as appendix, stand alone document, part of operation and procedures manual
	
	Annual

	10. Data Summary or Analyses?
	M & A, Info Blue Print
	
	Annual

	12.  Data Interpretation, Conclusion, Recommendation
	M & A, Info Blue Print
	
	Annual

	13. Data Reporting or Delivery mechanisms
	M & A, Info Blue Print and operation procedure manual
	
	Annual, after each delivery

	14. Data management of raw data, data management plan?
	Data Management Plan, In operation procedure manual
	
	Monthly

	13. Management tools for generating information?
	Data Management Plan, In operation procedure manual
	
	Biannual

	15. Inventory Master List, Action Plan
	Master Inventory List and Action Plan, Appendix to M & A Plan
	
	Annual

	16. Evaluation Plan, protocols?
	M & A Plan
	
	Annual

	17. Staff or partner changes associated with M & A implementation
	M & A Plan
	
	As needed

	18. Watershed boundary or water bodies of focus
	M & A Plan, maps
	
	Annual

	19. Targeted Decision Makers
	M & A Plan
	
	Annual

	20. Targeted Decision Makers information needs
	M & A Plan
	
	Annual

	21. Who are the responsible parties, contributors
	M & A Plan
	
	As needed

	22. Communication re: M & A Plan
	M & A Plan
	
	As needed

	23. Desired Outcomes
	M & A Plan, on literature, in strategic planning document
	
	5 Years

	24. Watershed Vision
	M & A Plan, on literature
	
	5 Years

	25. Action Plan to identify and fulfill gaps and needs
	M & A Plan
	
	Annual


For Sheet 18.4.a
Document Watershed Monitoring and Assessment Plan components from Phase 1-4. 
Worksheet 18.4.a  
Monitoring and Assessment Plan, Document Outline:

A M & A plan synopsis, which does not have to include every detail and set of instructions, but should include all the major elements that tie why you are doing (phase 1) with what you are doing (phase 2) with how you will use it (phase 3) with how do you know it worked (phase 4). If you completed all steps or some, this is a cumulative effort or can be completed from scratch. Reorganize before complete if desire or after to be more meaningful. *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 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. 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 18.5.a
Determine mechanism to summarize and communicate monitoring and assessment activities in context with all other activities and target audiences that are designed to achieve desired outcomes, such as the Logic Model which articulates outcomes, associated activities/audiences,  inputs, assumptions and external factors (if needed and if M & A Plan will not suffice).

Worksheet 18.5.a
Illustrate and Communicate M & A activities and Plan in context with all organization activities/audiences to achieve outcomes/vision.  

If useful, use the Logic Model, outcomes, activities/audience, inputs, assumptions and external factors.  This was presented in Phase 1, Step 1 as a model to summarize the information generated around desired outcomes, all possible activities to conduct and audiences to target in order to achieve the outcomes.  Take your draft from Phase 1 Step 1 and modify it, include it the overall M & A Plan as the connection to other efforts. The background and content on the Logic Model is provided in Phase1, Step1 Background Content Section.
Situation is Watershed Vision, organization Mission, etc. or the context for the list of outcomes. Worksheet Tip, copy and print landscape.  The information does not have to appear in this format on one page. Remember this isn’t the place to document how you will “do” the activities, but how the activities are connected to a larger set of outcomes.

	Situation:


	Outputs

Activities Audience
	Desired Outcomes

	What We do
	Who we Target
	Short Term
	Mid Term
	Long Term

	
	
	
	
	

	Assumptions:
	External Factors


For Sheet 18.6.a 
Determine audiences and communication strategy and purposes. 
EXAMPLE Worksheet 18.6.a  Appropriate Review for appropriate audience and purpose.

First identify the audiences that should review this plan, components of the plan or implementation of the plan. Then identify what they need to review and why, then when it will happen.  Possible categories include:
· Internal Review, some entire plan, some relevant components
· Peer Review

· Stakeholder Review

· Decision Maker Review
· Etc.

Possible purposes include:

· Approval
· Accuracy

· Support continuum (acknowledge, buy in, all the way  to contribute)
· Specific Assistance

· Credibility

· Information, Education or Understanding

· Etc. 
EXAMPLE TABLE:
	Reviewer

List Names If Possible
	What Review
	Purpose
	When Review

	Internal Review – Board
	Plan, via summary and connection to outcomes, organization mission and resources
	Approval of Project, $
	Before Start, once

	Internal Review –staff
	Relevant parts to their specific duties, , results/conclusions
	Accuracy, Buy in, Inform 
	Before Start, once, during implementation provide changes, when done

	Internal Review -lab
	Lab analysis, qa/qc plan
	Accuracy, Inform
	Before Start, once, during implementation provide changes

	Internal Review -Contractor
	Plan, , results/conclusions
	Assist, Understanding Support
	Before Start, once, during implementation provide changes, when done

	Peer Review – Membership and Stakeholders
	Plan, entire or summary, , results/conclusions
	Inform, Education, Support (access to sites), Credibility
	Before Start, once, as they desire, when done

	Peer Review – XYZ Agency
	Plan, technical design
	Inform, accuracy, credibility, support
	Before Start

	Decision Maker 1
	Plan, results/conclusions
	Inform, Support, Buy in Credibility
	Before Start, when done

	Decision Maker 2
	Plan Technical Design, results/conclusions
	Inform, accuracy, credibility
	Before Start., when done


Worksheet 18.6.a  
Appropriate Review for appropriate audience and purpose.

First identify the audiences that should review this plan, components of the plan or implementation of the plan. Then identify what they need to review and why, then when it will happen.  Edit or modify table to fit your needs.  
	Reviewer

List Names If Possible
	What Review
	Purpose
	When Review

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Background and Content 

Documentation of Watershed Monitoring and Assessment Plan and Associated Sub-Plans
It is neither right or wrong, better or worse if you have your watershed assessment and monitoring design documented within one large document, or several documents. The important task is that your plan is documented and the people who need to know where it is and what is in it know, and how it will be updated appropriately. 
The advantage of have at least a synopses of your watershed assessment and monitoring plan in one document is that it might be more functional and available for more purposes, increasing credibility, accountability, reproducibility, compatibility and decrease data misuse or misrepresentation. A synopsis does not have to include every detail and set of instructions but should include all the major elements that tie why you are doing (phase 1) with what you are doing (phase 2) with how you will use it (phase 3) with how do you know it worked (phase 4). 
The outline provided in these workbooks attempts to narrow and focus the minimal, ideal information you need in order to produce and effective plan (to implement) and that key entities usually desire to know.  Those entities include your organization, circle of influence (members, stakeholders, partners, etc.), decision makers and relevant target audiences.  Documentation, much like planning, is a task that is often put on the back burner or minimized.  The benefits out way the time and resources to document your M & A efforts, you spend the resources somewhere, on planning and documentation or down the line, trying to figure out what did, doing, is it working, why did so and so do that, etc.  

That said, the outline below follows the linear path that these workbooks present the material.  It can be rearranged and edited after the information is inserted and additional organization specific information added.  Conversely it can be rearranged before hand. The order as well as the content should be meaningful to who you need it to matter too.  
I. People Design, Phase 1

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

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

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

F. Watershed Boundary (Step 2)

G. Water bodies of Interest (Step 2)

H. 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)

I. 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

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

K. When and why? (Step 8)

L. Where and why? (Step 9)

M. 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)

N. Data Management for Raw Data (Data Management Plan Part 1)* (Step 11)

III. Information Design, Phase 3

O. Data Analyses  (Step 12)

1. Starting Point (Step 12)

2. Changes (Later)

P. Data Interpretation, Conclusions, Recommendations

1. Starting Point (Step 13)

2. Changes (Later)

Q. Communication and Delivery

1. Starting Point (Step 14)

2. Changes (Later)

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

IV. Evaluation Design, Phase 4

S. Who Will Do What?  (Step 16)

1. Task Identification Matrix (Step 16)

2. Communication Structure and Tools (Step 16)

T. 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)

U. 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)

Some addition information that might be useful that is not apparent in the above outline includes:
1. A description of the organization, vision, mission, outcomes, relevant background or history, partnerships, stakeholders, context setting and contact information.

2. A summary of the inventory completed/available, existing data, limiting factors or information that is important to how you got to this point. 
3. A description of the geographic and time boundaries, maps and photos.
The Master Plan might have the major decisions and elements summarized in one document. You might have a master plan for each monitoring reason or for your entire watershed assessment, for which monitoring is probably one aspect. Micro documentation is appropriate for specific instructions needed along the way, say for all sample collection, analyses, the data management plan, etc. The Master Plan can list all the associated micro documentation, including data base structures and linkages, so somewhere it is at least all listed. Someone who didn’t know the program could then relate it all and know what information goes with each plan.

It is ideal to create a ‘responsibility’ matrix that lists who is responsible for updating certain sections or documents and at what frequency. This is very helpful for managers to provide effective oversight. 
Some common documents that would count toward documentation of certain components of a watershed assessment include:

· SOP - Sample Operating Procedures – describes all procedures that need to be standardized for sampling and analyses. You can extend this into all aspects of watershed assessment monitoring to include equipment care, training, database management, data analysis, interpretation and reporting. 
· SAP - Sample Analyses Plan – describes your plan for sample analyses. Essentially what you have done in Phase 2. 

· QAPP - Quality Assurance Project Plan – describes how good your data needs to be for the uses you claim it will be used.

· SD – Study or Sample Design - typically describes Phase 2 components, sometimes includes Phase 3 also. Rarely includes Phase 1 or Phase 4 at all or in any depth. 

· Data Management Plan - describes how you will manage the data to support transformation of monitoring results into information
· Documentation of existing Inventory (Physical like maps, status assessments, etc.) , Cultural/Historical (interviews, surveys, anecdotes, etc.), existing data sources, monitoring efforts, people of influence, supporters, etc.)
These potential sub-plans are focused topics for special audiences and may or may not be necessary for your needs. Some have considerable overlap as well. If they do exist, they should be aligned, updated and connected to all other watershed monitoring and assessment documentation. One approach that has worked for some groups that want documentation in one place but still need these separate documents for other reasons is to have one main document, and with most word processing software you can link text between documents. This means you only have to update one section of text and it will automatically be updated for the other document. You can make these subdocuments appendices of a larger document as well. 
The benefits of M & A documentation far out weigh the resources or effort to do so.  Documentation of our work along with planning often gets the short end of the resource stick.  It is our contention that the resources are spent somewhere. Resources are either focused and expended on a well planned effort that is documented, so that it can be evaluated, reproduced, provide credibility and opportunity for collaboration.  This is what builds and information system that is information rich and not data poor.  Conversely, lack of planning and documentation sucks resources from the system in a chronic sort of way. Time is spent trying to figure out success/failure or what results really are, what does this data mean, what the purpose was, why won’t anyone use our data, where is that error coming from, is this effort worth it, who is responsible, what do you mean we spent $$$, and so on.  It is a silent sort of undocumented resource drain that planning and documentation can eliminate or minimize. 

Identify what needs to be communicated to whom and when regarding the monitoring Plan

Review of your plan, implementation, results and conclusions are part of planning and documentation. Once you have both the micro and macro documentation you can determine the appropriate level of review. 
· Internal Review – internal in your organization, staff, boards, volunteers, constituents, you define.

· Peer Review. – others in the watershed conducting the same work, you define peer.

· Stakeholder Review – others that have an interest in what you are doing or will be doing as a result of the assessment
· Decision Maker Review – if your targeted decision makers reviewed your watershed assessment monitoring plan before you started monitoring, you can incorporate their changes, receive feedback on items you created in their absence of information and perhaps gain their buy in to your effort.
You need to identify the purpose or need for the review, when and how it will be conducted as well, some possible reasons include:  

· Approval
· Accuracy

· Support continuum (acknowledge, buy in, all the way  to contribute)

· Specific Assistance

· Credibility

· Information, Education or Understanding

The more formal and rigorous the decision making process is, usually the more stringent and defined the decision makers information needs are, and thus it is probably more important and effective to involve those decision makers in the planning, implementation, interpretation and evaluation.  This is ideal for all monitoring and assessment reasons, but more so for the formal/legal type of monitoring reasons.  As with any of these steps, the amount of time and rigor is up to you and your needs.   
Develop a mechanism to illustrate and communicate how this M & A plan and results fit into a larger context of activities and target audiences to achieve the same desired outcomes as the M & A Plan.  

Some of the activities were not monitoring and assessment related, such as conduct and education campaign, or purchase a conservation easement.  We had you focus on those items that did relate to monitoring and assessment and the rest of the Steps flushed out the details.  Now it is time to put the final monitoring and assessment plan back into a context with all other activities and associated target audiences to achieve desired results.  Why is this valuable and important?  First, it serves as an excellent communication tool for those not associated with the planning or implementation to understand how all the pieces, programs, activities and efforts all fit together to achieve the same set of desired outcomes.  Second, it provides a mechanism to plan evaluation of how effective each activity and audience is at moving closer to the desired outcomes and as a collective whole are you making progress?  And finally the logic model provides a tool to articulate, communicate and plan to keep your organization outcome driven not activity driven (doing something for the sake of doing it not knowing what the activity is designed to achieve).
The Logic Model was presented in Phase 1 Step 1, please refer to that Background and Content Section for the premise.  




With the Logic Model you describe the situation first, for us it is our watershed vision, second the desired outcomes, results or changes we want, third the outputs or activities we will do and the audiences we will reach. You plan with the end in mind and evaluate the outputs effectiveness in achieving outcomes. Finally you add the inputs, assumptions and external factors playing on the situation.

In illustration below the Logic Model displays all the necessary components. The situation, inputs, outputs, outcomes (short term, medium and long term), assumptions and external factors. The example provided below is the blank format. See how it connects the various components.

	Situation:

	Inputs
	Outputs

Activities Audience
	Outcomes

	What we Invest
	What We do
	Who we Target
	Short Term
	Mid Term
	Long Term

	
	
	
	
	
	

	Assumptions:
	External Factors


Monitoring and Assessment Plans are one of the “what we do”  and “who we target”, each assessment type can be listed.  It is valuable to have the assumptions and external factors listed as well.  Often it is changes in assumptions or external factors that existed at initial planning and implementation that changes, affecting our ability to complete the M & A plan, but we didn’t know them to start with.  Give it a try.  

Case Study 1:

Case Study 2:

References

Science Policy Council Handbook Peer Review, USEPA Office of Science Policy, Office of Research and Development, Washington, D.C., December 2000, EPA 100-B-00-001, www.epa.gov, about 200 pages. Might be overkill for this type of peer review but does provide some thought on how to conduct and document a peer review, formal or informal. 

Resources:

Contents in Phase 4, Step 18 Resource Guide:
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