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I. INTRONICTION

In FY 1989, the Office of Water will continue to conduct formal,
coordinated evaluations of Regional water nrograms. The npurmse of these
reviews is to evaluate Regional performance in achieving National proaram
objectives for the year, and to help ensure National consistency in
implementation of Federal laws and requlations.

This quide contains the accountability measures that the Office of
Water will use to monitor Reagional performance, and descrihes the nrocess
that the Office of Water will use to evaluate Reqgional water nrorrams in
FY 1989. The cuide should he used in conjuction with the Acency's FY 1989
Operating Guidance, which sets forth the National obhiectives for water
programs.
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IT. THE OFFICE OF WATER ACCOUNTARILITY SYSTFEM

The Office of Water Accountahilitv System consists of a set of qual-
itatative and cuantitative measures that provide the basis for evaluating
Renional Office performance anainst National program ohijectives. The
measures in the system include all measures included in the Strateqgic
Planning and Management System as well as additional aqualitative and aquan-
titative measures which are needed to evaluate fully performance against
the Office of VWater's FY 1989 National program ohijectives. In aeneral,
the measures from the Strateaic Planning and Management Svstem relate to
selected areas of the Agency's Priority List and are amona the highest
priority nrogram activities. They are not intended to rrovide a commre-~
hensive nicture of every rroiram area and are sunplemented hy the addi-
tional measures contained in this quide.

The structure of the FY 1989 Office of Water Accountahility System
remains essentially the same as the FY 1988 system. The following is a
brief description of the accountabil ity system, which is presented fully
in Apendix A and R.

A, Appendix A: The Measures

Mpendix A presents the measures which comprise the Office of Water
Accountability System. It is structured as a series of charts hy the
program areas which anpear in the Agency Operating Guidance for FY 1989,
The charts contain the following catecories of information:

Activity Areas: These are the high priority activities that are included
in the Acency Operating Guidance for FY 1989 and which Regions and States
should undertake in order to carry out National program obiectives. The
Office of Water does not expect the Regions to address every area. Rather,
each Region should identify its key mrogram areas, and should focus on
those activities that are relevant to its particular circumstances. At

the time of the mid-vear evaluations, however, the Reaion will be asked to
identify activity area(s) that are not considered to be mriorities and to
exnlain how the Region arrived at its decision.
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Reporting Measures: The reporting measures are designed to generate the

key data and information that the Office of Water needs to evaluate Regional
progress towards achieving National program objectives. There are two

kinds of reporting measures:

° Qualitative measures are the specific questions that Regions are
expected to address during the Office of Water mid-year evaluations.,
The measures relate primarily to program accomplishments and effc-
tiveness, and generally do not involve prenegotiated commitments.

° Quantitative measures provide the kinds of information that the
Office of Water needs for program management and reporting purposes
and for responding to Congressional inquiries. These measures
include all measures included in the Strategic Planning and Manage-
ment System, as well as some unique to the Office of Water system.
Several of these measures involve prenegotiated commitments with
the Regions (see Section below).

In SPMS/Commitment: This column refers to the quantitative measures only.
It designates (1) those measures that appear in the FY 1989 Strategic
Planning and Management System and (2) those measures involving a pre-
negotiated commitment between the Office of Water and the Regions. "Yes"
as the first entry in this column indicates that the measure also appears
in SPMS; if not, the word "No" appears. A prenegotiated commitment may
exist for measures which appear either in the Agency's Strategic Planning
and Management System (SPMS) or in the Office of Water Accountability
System (OWAS) only. "SPMS" as the second entry in this column indicates a
prenegotiated commitment under SPMS, "OWAS" indicates a prenegotiated
commitment under OW's accountability system, "No" indicate that no commit-
ment is involved and the measure is solely for reporting purposes.

Reporting Frequency: This column indicates the planned reporting schedule
for quantitative measures and any data lags.

The measures in the accountability system will provide the Office of
Water with much of the information necessary to monitor Regional performance
in water programs. The accountability system is not intended to provide
all the information that the Office of Water needs during the year (see
page 10), nor to limit the kinds of information that Regions may need for
overview of State water programs. As part of its overview function, the
Region is expected to gather the basic information to prepare its mid-
year self-evaluation and to participate effectively in the Office of
Water mid-year evaluations. Regions may, however, seek additional
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information from States throuagh nrogram audits or other activities, and
mav choose to evaluate State management of water proaram activities that
are not covered in the Office of Water quidance or accountabhility system.

B. Appendix B: The Definitions

Mppendix B contains Adetailed, technical information that more clearly
defines some of the cquantitative measures contained in Mendix A. These
definitions explain the manner in which the Region is expected to report
the required information to the Office of Water. For some measures, it
also establishes a specific level of performance that each Region is
expected to achieve during the cuarter/fiscal wear, and explans how the
Office of Water plans to evaluate performance in these areas.
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I111. THE OFFICE OF WATFR FVALUATION SYSTFM

The following is a brief description of the ways in which the Office
of Water plans to collect information and to evaluate Regional performance.

A. Prenegotiated Commitments and OQuarterly Reportina

Many gquantitative measures in the accountahility system require
prenegotiated commitments. The commitment-setting nrocess will be carried
out in conjunction with that of the Strategic Planning and Management
System and will follow the same schedule. In July and August of 1988, the
Office of Water proagrams negotiate with the Regions to set specific tarcet
levels of activity for the quantitative measures in the accountahility
system. The Regions and the Office of Water use the followina process to
reach agreement on all preneqgotiated commitments:

° Program offices will neqgotiate taracets hased on the aquantitative
measures in the FY 1989 accountability system; the Assistant Admin-
istrator must persconally apmtrove any requests for prenegotiated
canmitments bevond those included in the final FY 19R9 system.

° Program Office Directors will initiate the oriacinal data requests
which will he addressed to the Reqgional Water Manadement Division
Directors.

° Proaram office data requests will identify significant program
assumptions, reporting freouency, and reporting mode; each data
request should cross-reference the rertinent measure in the FY
1989 Office of Water Accountability System.

° Program offices will negotiate conmitments based on workload and
output projections. Negotiations will start from zero hase, with
Regions developing the initial tarcet: the program offices will
analyze the Region's output estimates to assure that they are
consistent with performance expectations, and will accept the
Reqion's estimates unless there is practical evidence or other
valid reason to sugaest that an alternative output estimate is
more appropriate.  Several measures include commitments fram States.
In these instances, Reaions will neaotiate comnmitments with their
States to support national priorities and performance expectations
and submit State cammitments to the proagram of fices.

° Once staff level negotiations are complete, the Assistant
Aministrator will submit agreed upon canmitments for those
measires included in the SPMS to the Office of Management Systems
ard Fvaluation (OMSE); conies of enforcement rerformance
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comitments are also to he submitted of the Office of Enforcement
and Compliance Monitoring (OECM). Regional Administrators will
also be asked to suhmit the SPMS commitments to OMSE. Commitments
for those measures included in the Office of Water Accountabhility
System only will be sent by the Assistant Administrator to the
Water Management Division Director for verification and, after
verification, to the Reaional Administrator.

The Office of Management Systems and Fvaluation will nrovide srecific
instructions on the schedule to be followed in submitting SPMS commitments.
Rased uron nrevious schedules, bhoth Regional Administrators and the Office
of Water will be required to submit SPMS cammitments in late Auqust or
early September. Any disagreements hetween the Reaions an? the Office of
Water are to bhe discussed personally between the Assistant AIministrator
and the Regional Administrator prior to this submission. Any still unre-
solved differences are to he mediated bv OMSF and OECM or, if necessary,
ultimately resolved hy the Teputv Administrator by mid-Sentemher.

SPMS quarterly reports are comnleted by the Office of Water on the
fifreenth day after a quarter's end. fConies of these rerorts are available
to the Reaions throuagh the commuter ized system maintained hy OMSE, To
meet the remorting deadline, each nronram office works with the Regions to
pbtain the requisite information, generally within 10 days of the quarter's
erd. The mroaran office will establish a null date for retrieved data
which will form the hasis of the report. These pull dates are sent to the
Water Management Division NMirectors arvl 404 Coordinators (Regions 3, 6,
and 7) prior to the end of the cuarter.

B. Regional Initiatives

Each Region may propose to the Office of Water by July 15, 1988, two
to three environmental initiatives which the Region would like to carry
out in FY 1989 within existing resoutrce levels. These initiatives should
offer specific solutions or aprroaches for dealing with environmental
mroblems and lend themselves to milestones for measuwr ing progress in meeting
the initiatives' objectives. The Office of Vhter program offices will
review these mroposals and discuss them with the Regions, narticularly in
terms of trade-offs and potential impact on hase proaram activities.

These discussions will occur in August during the same time frame in
which SPMS targets are neaotiated. After these discussions, each Reqgion
will select the initiatives to be undertaken in FY 1989 and, develop a
work plan and milestones for each initiative. These initiatives will be
discussed during the mid-year visits. By October 30, 1989, each partici=-
patinag Redion will submit to the Office of Water an end-of-year report
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summarizing progress and constraints to date in carrying out its initiatives
and recommending solutions for these constraints. The Office of Water

will compile these summaries and prepare a consolidated report by November
30, 1989.

C. Mid-year Evaluations

The Office of Water will conduct formal, coordinated mid-year evalua-
tions in each of the ten Regions. The evaluations will be based on the
quantitative and qualitative measures in the FY 1989 accountability system,
and the discussions in each Region will focus on its particular problems
and issues. The Office of Water plans to use the established evaluation
process as in FY 1988. The following is a description of the process.

1. Advance Preparation

Early in FY 1989, the Office of Water will begin to schedule the
formal evaluations which will occur during the months of May and June.
Each Region is encouraged to adjust its mid-year evaluations of State
water programs so that these reviews are completed prior to the Office of
Water evaluation.

At least four weeks prior to the scheduled formal evaluation, each
Region must provide a summary of Regional and State progress to date in
major National programs areas. These should be succinct self-evaluations
in which the Region identifies its key problems and issues, as well as its
success(es) to date in meeting National program objectives, based on both
the quantitative and gualitative measures in the 1989 Office of Water
Accountability System. As part of these self-evaluations Regions may
elect to include introductory sections which: (1) summarize Regional
strengths and weaknesses; (2) highlight Regional initiatives underway
which would be discussed during the on-site evaluation; and (3) discusses
the successes and problems in implementing State Clean Water Strategies.
Additionally, in the self-evaluations, Regions should identify any par-
ticular area(s) where they seek management/technical advice from the Office
Water program offices or, if they choose, from another Region.

Regions should also identify, as part of the self-evaluation, actions
taken in response to the concerns and follow-up items noted in the FY 1988
report to the Region. For those measures where information is the same as
in the FY 1988 self-evaluation, Regions need not repeat the response and
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may refer the reader to last year's evaluation. The Region is also encour-
aged to look back at its FY 1988 end-of-year status, and to provide an
analysis of its progress since that time, identifying by program whether

it has been outstanding, fully successful, or unsatisfactory. While there
is no required format for the self-evaluation, some program offices may
provide suggested formats for use by the Regions. The Office of Water

will use these summaries as discussion documents during the on-site visits.

Each Region should also submit a proposed agenda for the Technical
Review Session (see below) when submitting its self-evaluation. This
proposed agenda should be based upon the Region's review of its State
programs and its self-evaluation, and it should highlight areas of special
concern to the Region; areas of concern may include technical issues, as
well as interpretation of national policy directions. Proposed agendas
should include a block of time to discuss issues that cross over water
program areas, Regional initiatives underway, and any particular projects
highlighted in the self-evaluation. The Office of Water will identify,
prior to Regional submission of the self-evaluation and agenda, any cross-—
cutting issues that it would like to discuss with the Region.

The Office of Water program offices will review each Region's self-
evaluation and its proposed agenda, and will identify any additional issues
that may be of concern. The Office of Water will then work closely with
each Region to modify the agenda based on its review of the Region's self-
evaluation, (as well as other data collected through routine activities,
such as quarterly reporting). When requested, the Office of Water will
also identify another Region which will participate in specified areas
during the Technical Review Session and provide the requested peer advice.
Fach Region will be provided with a final agenda at least two weeks in
advance of the on-site evaluation.

2. On-site Evaluations

The formal on-site evaluations will consist of a Technical Review
Session followed by a Senior Management Session. The length of the Tech-
nical Review Session will be based on the nature and extent of the problems
that are identified, and may vary from two to three days in each Region.

The Technical Review team will conduct the evaluation sessions. It
will be led by a Division Director and will have representatives from:
regulations and standards, pemits and enforcement, construction grants,
drinking water, ground water, marine and estuarine programs, and wetlands
protection.
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The Technical Review Sessions will be conducted as separate breakout
sessions in specific program areas. Some time will also he set aside for
full aroup discussion of Regional initiatives and issues that cross proaram
areas: this discussion should occur after the breakout sessions so that
all participants are informed of the jssues. In FY 1989 the Office of
Water will reaquest that Reagions include time for discussion of State Clean
Water Strateaies (and any other issues it identifies). A Region may elect
to invite State remresentatives to particinate in either hreakout sessions
or ceneral aroup discussions. State participation is encouraged where
States are kev players, such as when discussing State Clean Water Strate-
agies or particular initiatives.

At the conclusion of the Technical Review Session, the Office of
Water review team will collaborate with the Region's staff to identify the
general issues and findinas that both parties agree should be discussed at
the follow-up Senior Management Session and any needed follow-up actions
by either the Region or the Office of Water proagram offices. A preliminary
draft report will be prepared summarizing the Review Team's conclusions.
The Reqgion will have an opportunity to review this report and to provide
further information prior to the follow-up Senior Management Session.

The one—day Senior Management Session will occur approximately one
week after the initial Technical Review Session. The specific purpose of
this meeting is to reach a mutual understanding regardina how the Region
plans to deal with key findings and unresolved concerns that emerqged
during the Technical Review Session. Additionally, as mart of the Senior
Management Session the Reagion will have an opportunity to brief the Senior
Management Team on its mroijected operating strateay, nlans, and emphasis
for the coming fiscal year (FY 1990), This briefing is to provide the
Office of Water with an overview of Renional activities, an explanation
of State and Reaional mpriorities and how they relate to national priorities,
and a context for negotiating FY 1990 SPMS and OWAS commitments.

The Senior Management Team aroup will be led by the Assistant
Aministrator (AA) or Nesianee; team members will include the Technical
Review team leader and Office Directors. Reagional participants should
include the Regional Administrator (RA) or the Menutv Regional Admins-
trator (DRA), as well as the Water Division Director (WDD) and, if appro-
priate, the Fnviromental Services Division Nrector and Assistant Regional
Administrator for Policy and Management (to cover wetlands nrotection.)

The evaluation renort that was nrepared at the conclusion of the

Technical Review Session will serve as the basis for the Senior Management
discussion. Prior to the session with the RA or DRA, the Senior Management
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Team and the WDD will meet to discuss the kay isues raised in the report,
and, if arpropriate, will reach agreement on how the Region nlans to deal
with these issues. These agreements and anv remaining, unresolved issues
will he discussed with the RA or DRA in an effort to arrive at decisions
regarding how they will be handled.

3. Fvaluation Follow-up

Following the Senior Management Session, the Office of Water will
prepare a memo that summarizes the key issues that were discussed and
outlines any follow-up conmmitments that were made at the Senior Management
Session. These memos will not be comprehensive summaries of all the
issues discussed, hbut will focus on critical issues, the aqreements that
were reached, and other actions (if any) that may he required to resolve
any outstandinag issues. The Regions are encouraned to resmond to these
memos and to apprise the Assistant Administrator of actions that resulted
from the evaluation findings within six months of the evaluation.

bR Other Office of Water Information Collection Activities

While the accountability system and the mid-year evaluations wi)l
provide the Office of Vater with much of the critical information necessary
to overview Remqional water mroagrams, these reviews are not intended to
provide all the data that mroaram offices need to monitor onaning activities
in the Reqgions and States and to respond to special reaquests from the
Congress, the Administrator or the Asssistant Administrator. Consequently,
there will be a need for mrogram offices to collect data and information
from the Reqgions outside the formal accountability system. The Office of
Water remains canmmitted to keeping these information requests to a minimum,
and to coordinate activities between the program offices to the extent
possible.

The following are the main, onqgoina information collection activities
that the Office of Water anticipates during FY 1989:

° Budget: The Office of Water will ask the Regions to provide the
information necessary to prepare the annual budget request. Reqgions
will also participate in the workload analysis that serves as the
basis for distributing resources amonag the Regions. Regions may
also periodically be asked to pravide incidental information related
to the budaget process.
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° Dpata Retrieval: The Office of Water will retrieve quantitative
data from existing management information systems, such as the
Permits Compliance System (PCS), the Grants Information Control
System (GICS), and the Federal Reporting Data System (FRDS).

° Quarterly Reporting: Regions will submit quarterly, semi-annual
or annual reports to the Office of Water program offices to monitor
prenegotiated commitments and measures without commitments where
such data cannot be tracked through National data retrieval systems
(see above). The Office of Water will supply the appropriate infor-
mation for the Strategic Planning and Management System to the
Office of Management Systems and Evaluation.

° Annual Work Programs/Strategies: The Office of Water will review
Regional documents that are submitted on a routine basis, such as
the section 106/205(3) work programs, the State section 302(b)
reports, and the annual plans and evaluation results from section
205(g) delegation agreements. The Office of Water will also review
any Regional and State strategies called for in the FY 1989 account-
ability system.

° Program Audits: The Office of Water will continue to conduct
selected program audits and case studies on an as needed basis to
track critical activities. Examples include staff level audits of
the construction grants and permits and compliance programs. The
program offices will plan and negotiate these essential activities
with the Regions, and will conduct these activities jointly to the
extent possible.

° Self-Evaluation Reports: Regions will submit mid-year self-
evaluations that summarize their progress—-to-date as it relates to
the Office of Water's National program objectives (see preceding
section for details).

° State Mid-Year Evaluation Reports: Upon request, Regions will
submit a copy of the mid-year evaluation report for each State.
This report will include findings, follow-up activities, and State
comments on the report's findings.

° Regional Initiatives: Participating Regions will submit an end-of-~
year assessment of their special projects.

The information produced by these activities will be used for ongoing
program management purposes, and will also be used to help identify issues
and concerns that will be discussed during the mid-year evaluations.
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