Recommendations for WMI Core Group/Subgroups
1. Core Group Meeting Function and Chair Attendance

Discussion at the Chairs meeting indicated that members were about equally split between finding Core Group meetings as a good forum for information exchange and wanting to see more action-oriented activities take place. With that said, we recommend:
A. Schedule specific Core Group meetings focused on WMI workplans or information sharing. This allows the workplan meetings to be more action item-focused and the information meetings to devote adequate time to the presentations. Subgroup activities not directly addressed by the workplan priorities could be scheduled at either type of meeting.
B. Strongly encouraging Chair attendance at the workplan meetings. This would take the place of the previously discussed semi-annual COS/Chairs meeting. Time certains could be added for those that are schedule-challenged.
C. Strongly encouraging subgroup Chairs to communicate directly with the Project Coordinator when there are announcements and/or issues, or even for meeting times/topics so that others who might want to come to a subgroup meeting are informed in a timely manner about time and location.

2. Communication and Expectations of Subgroups and Core Group

At the Chairs meeting, there individuals stated that Subgroups were not adequately communicating their expectations of Core Group, in terms of what is needed (e.g., decision, direction, guidance, endorsement, etc.), and that the opposite (Core Group to Subgroup) was true, as well. Therefore, when the purpose of the communication is not just for informational purposes, we recommend the following (Draft) WMI Organizational Expectations and (Draft) Communication Guidelines:
A. Core Group expects that each Subgroup:

1. Will develop a charter for Core Group approval.

2. As a goal, a subgroup should send its Chair (or other designate) to attend Core Group meetings on a regular basis, as proposed in the follow-up document to the COS/Chairs meeting or other agreed upon format, in order to update the Core Group on the Subgroup’s workplan progress and other related issues. This will be the opportunity to address items C1-7 below.
3. Will develop and implement a workplan that supports WMI’s current workplan priorities and/or other activities identified in the Watershed Action Plan, as agreed upon by the Core Group and Subgroup members. 

4. Notify Core Group of renewed meeting activity after having been dormant for longer than six months, and that the Chair or other designee of the Subgroup attend the next appropriate Core Group meeting after reconvening, per item 1.

B. Subgroups expect that Core Group:

1. Will provide clear input and specific direction for consideration in the development of charters, workplans, and deliverables.

2. Will approve charters, workplans, and/or other documents or products in a timely manner, or if not approved, that parameters for reaching approval status are clearly defined.

3. Make the most effective and efficient use of the time of Subgroup Chairs and/or members of the Subgroup, including providing “time-certain” windows for Subgroup Chairs/members during Core Group meetings where Subgroup representation is required.
C. Subgroup (or other party) communication to Core Group should focus on these information points:

1. A summary of background information on the subject under discussion.

2. What is expected of Core Group? Official adoption of the document as a WMI product? Other actions/decisions?
3. What are the controversies regarding the subject at hand? Where have objections been raised and why? 

4. What were the team's assumptions going into the project/task? 

5. How do those compare to the outcomes? 

6. What are the next steps? 

7. What does the Subgroup recommend?
D. Core Group communication to Subgroups should strive to make the following points clear to the Subgroup:

1. The Subgroup’s charter has been approved, conditionally approved (state conditions), or has not been approved for the following reasons. Revisions, if required, should be brought back to Core Group on the following Core Group meeting date.

2. The Subgroup’s workplan has been approved, conditionally approved (state conditions), or has not been approved for the following reasons. Revisions, if required, should be brought back to Core Group on the following Core Group meeting date.
3. The Subgroup’s deliverable(s) have been approved, conditionally approved (state conditions), or have not been approved for the following reasons. Revisions, if required, should be brought back to Core Group on the following Core Group meeting date.
3. Subgroup Recruiting
Discussion at the Chairs meeting was primarily brainstorming on different tactics for recruiting new members to Subgroup and/or Core Group efforts. While workplans for individual Subgroups may be at different levels of development, we recommend:
· That each Subgroup develops a document that defines what participation means for their subgroup and what the benefits of participation are. The document should also identify projects within the subgroup’s workplan that are of as “fixed” duration as possible, and what the project’s deliverables are. 
· This document should be given to the COS subgroup, which can then recruit on a project-by-project basis among academia, water quality people, students, local science panels, etc. Participants need not then feel that they have joined WMI “forever”.
This document can be found on the WMI website at http://www.scbwmi.org/org-chart.htm or at http://www.scbwmi.org/org-chart-desc.htm   
