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Starting a Watercraft
Inspection Steward Program

* Goal: Attendees will be able to use
the information presented to start a
watercraft inspection program

* Walk through

* Conversational; ask questions as
they come up

Mary Austerman, New York Sea Grant

SECTION #5
Getting Started:
A Guide for
Organizations Starting
Watercraft Inspection Programs

New York
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Presentation Map

* History of the NYS Watercraft Inspection Steward Program
Handbook

* Steps lumped into “bins”
* Will follow the order in the handbook
* Program-level bin
* Coordination, partners, structures, budget
Steward-level bin
* Duties, appearance
Program logistic bin
* Coverage area, scheduling
Program-coordination bin
» Steward recruitment, hiring, training, material prep

¢ Discussion

*The steps in this presentation may occur simultaneously or in a different order.

History of the

‘“"’"“‘“ e Published in 2014

[ ] .
New York State Handbook Goals:
Watercraft Inspection Steward ¢ Guide for new programs
Program Henibaock « Recommendations across the state
/A Guide for Starting New Watercraft Inspection Programs ° Reso u rce fo r Stewa rds

Includes

U Collaborative effort

U Funding: NYS Environmental
Projection Fund

Successful Programs=
Effective Leadership+ Adaptability +

Sea
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Handbook Steps 1-3

* Step 1: Determine Program Coordinator

* Program development lead, supervises

stewards, standardization
* The following steward as guidance

* Step 2: Develop Program Partners

* Program goals, funding, expertise, multi-level
* Step 3: Decide Program Structure (paid,

volunteer, both)
* Funding, recruitment pool, coverage area

Program Level Bin

New York State Watercraft Inspection Steward Program Handbook @

, including the Finger Lakes and Adirondack laks
“hamplain, the Hudson River, ma-
AIS to be spread in New York State
ng proactive with AIS education and
craft inspection can prevent AlS introduction and slow contaminat

Among the reasons to start a watercraft inspection program in your area are to:
« Protect your waterbodies from the threats o
« Encourage stewardship of New Yor ural ©
« Develop new and nurture existing partners|
« Foster good public relations for your organization and partners.

The following steps for developing a new watercraft inspection steward program are an
amal estions from the existing programs across New York State. Depending
upon individual p rs, some steps may occur simultan nd steps may
occur in a different sequence.

Step #1: Identify a Program Coordinator
Takes th on developing program compon
ypically supervises the daily activities of the stey
« See subsequent steps for additional duties.

ha dedicated coordinator, developing an effective and efficient watercraft
inspection program takes time, patience, and the ability to reach out to partners.

Step #2: Develop Program Partners
« Partnerships were vital in the development of each of NY's existing watercraft
inspection steward programs.
« Partners help identify priorities and funding sources, and provide
nd ex
« Consider seeking partners with expertise in local, regionz
AIS issues and those with varying geographic covera
e , univ
/homeowner associations, and municipalities.

Some watercraft inspection programs rely on only volunteers, some on only paid staff, and
‘mining the structure of your program,
consider funding availability and resources, recruitment pool, coverage area (one launch,
, etc.), and the time/level of commitment of the program coo
and of potential recruits.

Section 5: Getting Started: A Guide for Organizations Starting Watercraft Inspection Programs

New York




Handbook Step 4:

 Paid structure considerations:
* Hourly pay

Steward supplies: uniforms, first aid
kit, station materials

Program expenses: training costs,
storage bins, displays, technology
upgrades (tablets, cell phones)

Travel
Fringe and in-direct

e VVolunteer structure considerations:
* Supplies, travel, coordination

Program Level Bin

Develop Budget

Steward salary
Program leader salary
Fringe (on salary only)

Volunteer hour estimate (can be used
as cost share)

Steward supplies

Travel

Program operating costs
SUBTOTAL

In-direct costs

TOTAL

New York State Watercraft Inspection Steward Program Handbook

Step #4: Develop a Budget

Expenses associated with the implementation of a watercraft inspection program include:

 Steward pay: hourly, per steward
. n.

Steward supplies: uniform ite
first aid kit, pens, pencils, e tion 6:10)
Travel: program coordinator andfor steward(s)

hair, table, training materials, clipboard, paper.

Program operating costs: storage containers, training fees (food, venue, etc.),

onal development, ev

, etc.), program-related

cellphone and service fees for coordinator, distributional materials, and

gy upgrades

g, for hand-held devices for paperless data collection,

computer-related, audio/visual equipment for outreach events, etc.).

There is typically more financial flexibility when designing a volunteer
When using volunteers to implement your program, you will not have
nd program/volunteer coordination

but consider allocating funds for supplies, t

program.
i salary costs,

Allocating an estimate of volunteer work hours in the budget is necessary in terms of
liability insurance and injury protection. Check with your organization and partners to

confirm that no other required elements hz

purposes, it may be advisable to calculate a per steward exper

For budget planning

The sample budget table that follows can be modified to meet the specific needs and

requirements of your program,/organization, partners.

Steward Pay (per steward)

Program Management (jay)

Fringe fon salary only)

Volunteer hours estimate

Steward Supplies (per

Travel

Program Operating Costs

SUBTOTAL

In-divect (on all categories)

TOTAL

Volunteer Hours Estimate

Figure 1: Sample Steward Program Budget Categories

Section 5: Getting Started: A Guide for Organizations Starting Wtercraft Inspection Programs
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Handbook Steps 5a-5b

* Step 5a: Define Watercraft Inspection Steward Duties
* Standardized duties
* Visually inspect, demonstrate, collect data, AIS
* Additional considerations
- Development of outreach materials, AlS monitoring, educational programs
* Step 5b: Determine How Your Steward/Inspectors will be Recognizable
* Why?
* Uniform: t-shirts, guide-style shirts, hats, jackets, sweatshirts, etc.
* Volunteer/paid
Branding

Steward Level Bin

York State Wat

dat: d
on information to b

Step #5b: Determine How Your Steward /Inspectors Will Be Recognizable
i th arly i ifiable at /|

Sea
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Branding & Messaging

Q STOP AQUATIC
@7 HITCHHIKERS!
Recommendations for

standardization include

incorporating the Stop PROTECT YOUR i
Aquatic Hitchhikers! Logo WATE RS -
as well as the Clean, cun owe oy

Drain, Dry message. m S G by o e

Visit: http://stopaquatichitchhikers.org/

Sea

New York




10/12/2016

Handbook Step #6a: Determine Coverage
Area & Secure Property Owner Permission

* Considerations when
determining coverage area:
* Mission of organization
* Needs of partners
* Funding & resources

* Coverage area gaps of nearby
programs

* Securing Permission
* Requirements & liability issues?
* Permits?

Review NY Sea Grant Sample Materials
: (Handbook Appendix D)

Logistics Bin

be granted; it may take four to six weeks for

ion request letter:

Sea

New York



http://nyis.info/wp-content/uploads/2019/04/Sample-Launch-Site-Property-Owner-Permission-Letter.pdf

Handbook Step #6b: Determine Best

Schedule

* Things to consider:
* Funding & resources
* Mandates of contacting

* High traffic vs. low
traffic

* Target audience
*\Volunteer vs. paid staff

Logistics Bin

New York State W:

* Tips:

* Visit launch sites
Talk with others
that work/play at
launch sites
Flexibility

for a four-hour shift twice each month.

rnaments,
tournament

New York
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Handbook Step 7a:
Develop Your Steward Training Program

Goal: provide stewards (paid and volunteer) with the tools and
resources to confidently and accurately complete their duties

* Training structure: (length, breadth, etc.)

 Startup orientation: TRAINING
* Organizational orientation co:&?me
* Introduction to the problem and region
 AIS introduction
* Data Collection
* Boater engagement
* Launch site visits

* On-going training

* Training considerations: data collection & aquatic species

ID and collection
Program Coordination Bin Sea ll.ﬂnt

New York

Step #7a: Develop Your Steward Training Program

Training for paid and volunteer steward staff is recommended. The goal of training is to
provide your stewards with the necessary tools and information to confidently and
accurately complete their duties. The length and breadth of training varies among existing
steward programs responsible for watercraft inspections from one day to a week or longer.
Some training is done in the dassroom while other components such as watercraft
inspection demonstration and role playing is done in the field at launch sites.

Section 5: Getting Starfed: A Guide for Org Starting

rard Program Handbook

Typical training components include:
Organizational orientation (specific to managing organization)
Introduction to the region (including natural resources, partners/local contacts,
relationship with law enforcement, and issues of concern)
AlS identification and data collection protocol
gagement and interpretation technigues, and
Launch site visits.

In addition to initial training, watercraft inspection staff may require additional training

throughout the season. For example, followup AlS identification training in the field is
recommended once aguatic plants are visible.
Sea Grant

New York
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Handbook Step #7b:
Develop Data Collection Protocol

* Review of standardization
of data collection
recommendations on
pages 5:6 — 5:7 (see next
slide) and recommended
data fields on

in the handbook

* Establish protocols for
collection and review

Program Coordination Bin Seaﬁ{nt

New York

Step #7b: Develop Data Collection Protocol

Data collection is a vital part of watercraft inspection. Analyses of watercraft inspecti
data help natural resource managers in AIS management and help leverage funds to
continue and grow steward programs.

Itis important that you clearly define what, how, and when your stewards wil collect data.
‘The following guidelines are recommended by those administering watercraft inspection
steward programs across NYS,

Use Standa d Data Protocel: NYS watercraft inspection programs have adopted
a standardized set of data attributes (Section 6:16-18)
Establish Data Collection Systems: hard copy paper forms, paperless collection
with a hand-held device (smartphane/tablet), or a combination.
Determine Collection Frequency and Entry: Many programs require stewards to
collect and enter data regularly (eg., weekly).
Establish a Quality Review Process: The data collected and entered is typically
provided to program coordinators on a weekly basis for quality review. This helps to
any shortcomings in the stewards' data collection and provide appropriate
support/training before a problem escalates. In the absence of weekly data checks,
data entry and quality review can become difficult to manage, particularly at busy
launches. It is not uncomman for hundreds of boaters to launch /retrieve at select
launches daily.
Identify And Define Any Additional Desired Data Attributes: Some programs
collect additional data based on needs, local issues and funding sources, for example:
» Presence of the Lake George Park Commission Registration Decal
+ Have you encountered a steward at a boat launch before?
« Prior AIS awareness: Please describe your awareness about aquatic invasive
species hefore this inspection. Answer options: very aware, moderately aware,
somewhat aware, not at all aware

Section 5 Getting Started: A Guide for Starting Programs

York State Watercraft Inspection Steward Program

= To what extent did this inspection raise your awareness of AIS? Answer options:
large amount, moderate amount, small amount, nat at all
= Frequency of Preventative Methods: Before this inspection, how often did you take

actions to prevent the spread of AIS? Answer options: | ahways took actions,
very often, somewhat often, never
= Expected post-inspection actions: Based on this inspection, how often will you . -
take extra precautions to prevent the spread of AIS? Answer options: | will always ]l d“
take action, very often, somewhat often, never. k ]

New York
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Handbook Step #7c¢: Develop Training on

* Species ID:
* Timing: once or on-going?
* Finding experts
* Common AlS and natives,
especially lookalikes
Watch species
Assess identification skills of
your crew
* Collection protocol:
¢ Confirms ID skills -
k

* Review Handbook page 5:7
(see next slide)

Program Coordination Bin

ould include
rative

New York
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Handbook Step #7d: Develop & Define AlS
Specimen Collection Protocol

* Your protocol should be well-defined
* Help confirm and teach ID

* |[dentify and provide the supplies needed to collect and properly mark
the specimen

* Clearly explain how the specimen should be kept and delivered for
identification.

* Determine how your data records will be modified to allow for ID
process

* For more details see

Program Logistics Bin

ﬁ-Ll_-'p #7 d Dewlup dnd DEilm_-' AlS iqurl:J men Lulleulun Fru r.oul

cool, € 1 any on-5i u Ir ¢ For more ctiom 614

Yo w ed to a protc r updat i s and updating or
mosdibyi base entries according 1oe identif O rEes are received.

Sea

New York
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Handbook Step #8: Develop Your

* Defines roles * Responsibilities & expectations
* Ensures consistency * Data

each year and * Equipment/supplies policies
between years

y Hel-ps y.our pr(-)g_r.am _ See Handbook Page 5:8 for more information
maintain credibility _} 4 (see next slide)

and consistency in
established protocol 7 > Review of NY Sea Grant’s Sample Materials:

Program Logistics Bin

New York Stats Watercraft Inspection Steward Program Handbook

Develop Your Quality Assurance Quality Control (QAQC) Plan
- . have e type

New York
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Handbook Step #9a: Recruit Steward
Program Personnel o

Qua\\hcﬂ“o“ ,T

* Develop position description &
advertisement materials

* |[dentify the best places to

advertise
Review NY Sea Grant Sample Materials

* Define your application process .

Program Logistics Bin

Section 5: Getting Started: A Guide for Organizations Starting Watercraft inspection Programs

w York State Watercraft Inspection Steward Program Handbook

that allow
vant to h;

New York
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Handbook Step #9b: Interview,
Evaluate and Hire Steward Candidates

* Follow the recommendations Review NY Sea Grant Sample Materials
of your Human Resources s

Department .

* Determine interview schedule
* Who, where, when, how long

* Remove as many variables as
possible:
* Interview team

* Standard interview questions &
reference check questions

 Standard evaluation process

Program Coordination Bin

Handbook Step #9b: Interview, Evaluate
and Hire Steward Candidates Continued

Review NY Sea Grant Sample
* How does the candidate present Materials
himself/herself?
. Does the candidate exhibit an ability to:
Fit the mission of your organization?

* Work with minimal supervision and
independently (as appropriate)?

 Effectively communicate to diverse
audiences?

* Accurately collect and enter data using
established protocol and software?

* Work weekends and holidays?

 Offer positions (standard language)

* Notify all candidates when positions are
filled (standard language)

Program Logistics Bin
New York
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Step #9b: Interview, Evaluate and Hire Steward Candidates
Most programs have an internal hiring process based on the HR policies of their organization.
In general, when conducting inte ws it is best to include at least one other person to
participate in the interview process. This protects you from potential HR issues and helps
in the candidate review and selection process. Remove as many variables in your process
ssure a fair and equal process for all candidates. Using a standard set of
interview guestions helps frame and focus candidate evaluation. Likewise, use a standard
set of questions to check candidates’ references.
When considering candidates, remember your stewards will directly represent your
organization and your program partners as well as indirectly representing other watercraft
inspection steward programs.

Personnel requirements to consider as you build your team of stewards include, but are not
limited to:

* How does the candidate present himself/herself?

* Does the candidate indicate he/she pos es appropriate background knowledge
or the ahility to gquickly pick up knowledge about AIS, their impacts, pathways,
and preventative measures?

Does the candidate exhibit an ability to:
» work with minimal supervision and independently [as appropriate)?
» effectively communicate to diverse audiences?
# accurately collect and enter data using established protocol and software?
+ is the candidate willing to work weekends and holidays?

Your evaluation will identify the most desirable candidates. Once you are prepared to offer
positions, use standard offer langnage with each candidate. Because not all candidates will
accept your offer for a steward paosition, be sure you allocate time in your recruitment

Seaﬁ“{nt

New York

Training recommendations
are found in of the
Handbook.

See of this
manual for orientation and
training PowerPoints.

Program Logistics Bin Seaﬁ.:“t

New York
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Handbook Step 10a: Determine Steward
Location at Launch Sites

High steward visibility

Accessible approach

Ease of watercraft inspection
Ease of data collection: visual and
boater survey data

Educational material distribution,
and

Sage exit, including room for the
steward to step clear of the
boat/trailer/vehicle while in visual
view of the driver

* Developed with property
owner/manager

* Avoid congestion/unnecessary
movement

Program Logistics Bin

Sea
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Handbook Step 10b: Package Education
Materials for Distribution by Stewards

TMgtickers: tackle
‘ stop AQuaTIC box sticker fqr pIacement. on trailer winch
Ly ! Program business card with program URLs
cfbfn? ?\%}Ss fﬁ' P and contact information

PRISM brochures

Species-specific fact sheets

Local recreation maps

NYS fishing and boating regulation

guidebooks

Review NY Sea Grant Sample Materials

New York

Step 10b: Package Educational Materials for Distribution by Stewards
Each geographic region has its own specific AlS concerns. To promote consistency state-
wide, Mew York's existing watercraft inspections programs offer the Clean Boats, Clean
Waters rack card (Section 6:12) to boaters at the close of each inspection. Program
coordinators may add other distributional materials, such as:
= AlS informational rack cards

AlS Watch Cards

Stop Aquatic Hitchhikers!™stickers: tackle box sticker for placement on trailer winch

Program business card with program URLs and contact information

PRISM brochures

Species-spedfic fact sheets

Local recreation maps

MNYS5 fishing and boating regulation guidebooks.

Links to some of these additional materials are in Section 7: Additional Resources and
References.

New York
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http://nyis.info/wp-content/uploads/2019/04/Clean-Boats-Clean-Waters-Rack-Card.pdf
http://www.seagrant.umn.edu/publications/ais
http://stopaquatichitchhikers.org/activities/partners/#become-a-partner
http://nyis.info/ais-display-kit/

Summary

* Use as a guide
* Standardize when possible

* Call on partners for guidance
and topical expertise as needed

Mary Austerman
Coastal Community Development
Specialist for NY Sea Grant

10/12/2016

=

New York State
Watercraft Inspection Steward
Program Handbook

A Guide for Starting New Watercraft Inspection Programs
Includes

Watercraft isspection Steward Tralning & Fleld Guige

Trea well irsasom well
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