
TRICKS ANDTRAPDOORS IN

WATERSHED PLANNINGWATERSHED PLANNING

How to turn volunteer data into action and solutions, 
not just reports  plans and discussionsnot just reports, plans and discussions



OUTLINEOUTLINE

• Concepts in Watershed Planning
• Problem areas that could cause you to:Problem areas that could cause you to:

 Get bogged down
 Lose focus and volunteers
 Go on a wild goose chase
 Get over‐extended

• Good and bad examplesGood and bad examples
• Tools, strategies and resources
• Getting plans approved and implementedg p pp p



WATERSHED PLANNING PROCESSWATERSHED PLANNING PROCESS



BEFOREYOU STARTBEFOREYOU START
• Watershed plan development is not a linear process
• Familiarize yourself with all the “steps” and Familiarize yourself with all the  steps  and 
requirements, including EPA’s “9 minimum measures”

• Define your watershed scale – best to stay within 10‐25 
sq mi range

• Talk with existing partners and develop a general 
goal(s) for the watershed to develop focus  goal(s) for the watershed to develop focus. 
 Why do you want to do the plan?
 Result could be a simple, informal task list or a complicated, 

h l lcomprehensive, multi‐agency plan



EFFECTIVE SCALEEFFECTIVE SCALE

217 sq mi

23 sq mi
12-digit HUC



S  1  B ild P hiStep 1. Build Partnerships

ID stakeholdersID stakeholders
ID issues of concern
Set preliminary goalsp y g
Develop indicators
Conduct outreach



PARTNERSHIP ISSUESPARTNERSHIP ISSUES
• Truth is, partnerships necessary at every step
• Some partners contribute more to problems than Some partners contribute more to problems than 
solutions

• Sometimes consensus solutions are not best or can’t be 
reached

• Find out what expertise is missing and who can 
influence changeinfluence change

• Develop a core team of advisors 
or collaborators, if possible, p



Ste  2  Characteri e WatershedStep 2. Characterize Watershed

G th  i ti  d tG th  i ti  d tGather existing dataGather existing data
Create data inventoryCreate data inventory
ID data gapsID data gapsID data gapsID data gaps
Collect additional data, if neededCollect additional data, if needed
Analyze dataAnalyze data
ID pollution causes and sourcesID pollution causes and sources
Estimate pollutant loadsEstimate pollutant loads



CHARACTERIZATION ISSUESCHARACTERIZATION ISSUES
• Unending elements to characterize in each watershed –
focus on what is important p

• Inventory what you have first, then ID gaps
• What are the MOST important issues or impairments?
• How much data collection is enough?
• To model or not to model (and which one)?

d d d• Loading and reduction estimates are not as precise as 
most plans imply

• Look for opportunities as well as impairmentsLook for opportunities as well as impairments



MONITOREDVS MODELED LOADSMONITOREDVS MODELED LOADS



USEFUL DATA COLLECTIONTOOLSUSEFUL DATA COLLECTIONTOOLS

• Windshield surveys (see USSR from Center for 
Watershed Protection (CWP)) for upland assessment( )) p

• In‐stream surveys (see USA from CWP) for target or 
critical stream segments

• Road crossing surveys (see Huron Pines)
• General long‐term monitoring vs targeted, short‐term 
studiesstudies

• Use DEQ and federal agency data and STAFF



REACH SURVEYS



STEP 3: FINALIZE GOALS AND IDENTIFY SOLUTIONS

Set goals and management objectivesSet goals and management objectives
D l  d /D l  d /Develop indicators/targetsDevelop indicators/targets

Determine load reductions neededDetermine load reductions needed
ID i i l ID i i l ID critical areasID critical areas

ID management measures neededID management measures needed



GOALS AND SOLUTIONS ISSUESGOALS AND SOLUTIONS ISSUES
• Determine initial goals early, then modify
• Are partners in support of goals?Are partners in support of goals?
• Use load reduction estimates as guidelines for scope
• Use data results to define “critical areas” to focus 
projects or policies

• Don’t forget protection goals and policies to go with
h k l h h l• Check solutions with partners – what is realistic?



CRITICALAREASCRITICALAREAS



STEP 4: DESIGN IMPLEMENTATION

PROGRAM

Develop Implementation scheduleDevelop Implementation schedule
Set Interim milestonesSet Interim milestones

D t i  h   ill  D t i  h   ill  Determine how you will measure successDetermine how you will measure success
Develop monitoring componentDevelop monitoring component
Develop evaluation processDevelop evaluation processDevelop evaluation processDevelop evaluation process
ID technical and financial assistance neededID technical and financial assistance needed
Assign responsibilityAssign responsibilityg p yg p y
Documentation of these items completes the planDocumentation of these items completes the plan



IMPLEMENTATION PLAN ISSUESIMPLEMENTATION PLAN ISSUES
• Consider sequencing: do certain activities precede 
others?

• Address most important sources (or impairments) first
• Find the “low hanging fruit” or “no regrets actions”
• Most implementation schedules are overly optimistic 
and prescriptive

• What are partners willing to do? Can they provide • What are partners willing to do? Can they provide 
match funding (even in‐kind is helpful)?

• Use volunteer monitoring for success evaluationg
• Distinguish process from outcome measures
• Don’t forget outreach and education



IMPLEMENTATION SUMMARIESIMPLEMENTATION SUMMARIES



STEP 5: IMPLEMENTWATERSHED PLAN

Implement management strategiesImplement management strategiesp g gp g g
Conduct monitoring Conduct monitoring 
Conduct outreach activitiesConduct outreach activities



IMPLEMENTATION ISSUESIMPLEMENTATION ISSUES
• Easier said than done
• Don’t be afraid to adjust midstream if things don’t work Don t be afraid to adjust midstream if things don t work 
as initially planned

• Advisory teams can help to stay on track with goals
• Regularly return to activity plans to check progress and 
reset priorities



STEP 6: MEASURE PROGRESS ANDMAKE

ADJUSTMENTS

Review and evaluate Review and evaluate 
Share resultsShare results
Prepare annual plansPrepare annual plans

M k  dj t t   M k  dj t t   Make adjustments  Make adjustments  



PROGRESS MEASUREMENT/ADJUSTMENT ISSUESPROGRESS MEASUREMENT/ADJUSTMENT ISSUES
• Don’t spend more time measuring than implementing
• Public education is difficult  but not impossible to Public education is difficult, but not impossible to 
measure

• Share success with partners and public (via media) early 
and often



RESOURCESRESOURCES

• Center for Watershed Protection (CWP)
 www.cwp.orgp g
 Oodles of tools, urban watershed focus, comprehensive

• Michigan DEQ
 http://www.michigan.gov/deq/0,4561,7‐135‐

3313_3682_3714‐69714‐‐,00.html
 Source of funding and approval, data, help with additional g pp p

sampling, advice

• Michigan Center for Geographic Data
 http //www mcgi state mi us/mgdl/ http://www.mcgi.state.mi.us/mgdl/
 Rich source of statewide geographic (GIS) data



RESOURCESRESOURCES

• U.S. EPA
 http://water.epa.gov/polwaste/nps/handbook index.cfmp // p g /p / p / _
 Tools, dense guidance, training, networks

• Natural Resource Conservation Service
 http://www.nrcs.usda.gov/wps/portal/nrcs/main/national/wa

ter/watersheds/
 Limited tools and resources for rural watershed planningp g



Ri LRic Lawson
rlawson@hrwc.org
(734) 769 5123 609(734) 769‐5123 x 609


