Excerpt from Atlantic Coast Joint Venture Strategic Plan Update (2009)
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 TC "Components and Strategies" \f A \l "1" COMPONENTS AND STRATEGIES

The objectives, strategies and measures of achievement for the Atlantic Coast Joint Venture (ACJV) can be grouped into seven major components:  Coordination and Organization, Biological Planning, Conservation Design, Conservation Delivery, Monitoring and Evaluation, Research, and Communication and Outreach.  For each of these components described below, an overall goal is stated with objectives and strategies for each goal.  Overall and annual measures of achievement are provided at the end of this section (Table 2).  The science and delivery components are part of an adaptive management framework (Figure 4) consistent with the Strategic Habitat Conservation approach of the U.S. Fish and Wildlife Service and U.S. Geological Survey (U.S. Fish and Wildlife Service  2006b)
Figure 4.  Adaptive management framework for strategic habitat conservation 
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Coordination and Organization
The joint venture provides the opportunity to coordinate among the many partners planning, implementing and evaluating bird conservation in the ACJV area.  While acknowledging the mission and accomplishments of individual partner agencies and organizations that make up the joint venture, the ACJV partners recognize that, by coordinating planning, delivery and evaluation among partners, the joint venture can focus limited resources on the highest conservation priorities and tie together individual conservation efforts in a meaningful way throughout the flyway.  ACJV partners share a common responsibility for implementing continental, national and regional bird conservation plans in the ACJV area.  Implementing these plans and providing effective bird conservation requires planning, implementing and evaluating at a variety of scales, including flyway, region, state, focus area and project.  The joint venture needs to provide the infrastructure to support planning, implementing and evaluating at these scales and translating among these scales.  The infrastructure should also support collaboration with partnerships addressing other wildlife and fish species when those collaborations advance the vision and mission of the joint venture. In order to effectively facilitate and deliver habitat conservation, the joint venture will need sustained funding for both administration and implementation.  
Goal: Provide a structure and process that attracts partners, leverages and generates funding, and implements coordinated planning, delivery and evaluation projects that support ACJV goals and objectives and provide opportunities for collaboration with other wildlife and fish habitat conservation partnerships.

· Objective 1 – Structure and Partnership Coordination:  Maintain capacity and structure to facilitate partnerships at various scales.

· Strategy 1:  Develop and follow a strategic plan for the joint venture and update at least every five years;

· Strategy 2:  Maintain an active, functioning Management Board;

· Strategy 3:  Maintain an active, functioning Game Bird Technical Committee that represents the North American Waterfowl Management Plan and other game bird initiatives in the ACJV area;

· Strategy 4:    Maintain an active, functioning Nongame Bird Technical Committee that represents Partners in Flight, U.S. Shorebird Conservation Plan, Waterbird Conservation for the Americas and other primarily nongame bird conservation initiatives in the ACJV area;
· Strategy 5:  Maintain an active, functioning Integrated Bird Conservation Steering Committee that integrates among the technical committees and oversees technical committee agendas and action items;
· Strategy 6:  Design and host at least annual or semiannual meetings, conference calls and/or webcasts for ACJV Management Board and technical committees to facilitate communication and effective implementation within the ACJV;

· Strategy 7:  Facilitate state bird conservation working groups, representing state agencies and key partners, to step down regional goals to the state and determine implementation strategies including working with local communities in their states;

· Strategy 8:  Support formation of implementation partnerships in key focus areas where there is sufficient partner interest to facilitate funding and habitat conservation delivery for birds and associated wildlife and fish species.
· Objective 2 – Joint Venture Staff, Administration and Funding: 

· Strategy 1:  Maintain appropriate levels of staff to sustain an effective partner-based structure for facilitating partnership coordination, biological planning, conservation design, habitat delivery, monitoring, research and communication at multiple scales;

· Strategy 2:  Maintain administrative structure to manage budget, staff, grants and contracts while keeping overhead costs low;

· Strategy 3:  Seek appropriate levels of funding from U.S. Fish and Wildlife Service appropriations and other sources to support administration and discretionary seed funding for the joint venture and seek and attract funds from a broad range of traditional and non-traditional conservation programs and other funding sources to implement priority bird conservation actions as well as collaborative funding efforts for habitat conservation planning, delivery and evaluation for other wildlife and fish species where appropriate.

 TC "Biological Foundation" \f A \l "2" Biological Planning
A strong biological foundation provides the joint venture a scientifically valid approach for targeting the highest priority bird populations and habitats at multiple spatial scales.  The biological foundation includes the components described below under biological planning, conservation design, monitoring and research. A strategic habitat conservation approach that includes these components in an adaptive management framework allows ACJV partners to determine the highest priority conservation sites and projects and ultimately to assess the effect of these projects on the populations.

Through the process of biological planning, the joint venture systematically assesses needs for sustaining bird populations.  In order to determine these needs, partners assess existing status and distribution of populations; articulate measurable population objectives for sustaining priority species and consider what may be limiting populations to less than objective levels.  

Goal:  Compile and provide information on priority bird species and their relationship to habitats to provide a biological basis for conservation actions.

· Objective 1 - Overall Structure, Planning and Information Management: Maintain overall plan for the ACJV Biological Foundation for the implementation of continental and national bird conservation plans throughout the joint venture and the implementation of integrated bird conservation in each Bird Conservation Region partially or wholly within the ACJV.  

· Strategy 1:  Maintain an up-to-date Biological Foundation Plan and web pages that outline the greatest biological information needs for the joint venture;
· Strategy 2:  Maintain an up-to-date ACJV Waterfowl Implementation Plan that steps down the NAWMP continental goals and objectives from the most recent updates and provides priority species, population and habitat objectives, focus areas and conservation strategies for the joint venture and for each state in the joint venture;
· Strategy 3:  Facilitate BCR workshops and initiatives with key partners in each BCR to identify highest conservation priorities within each BCR; Develop and maintain conservation plans for each BCR in the joint venture and keep planning information up to date through the website for each BCR; 

· Strategy 4:  Facilitate efforts for the conservation of marine birds along the U.S. Atlantic Coast by leading the Northwestern Atlantic Birds at Sea Conservation Cooperative; organizing workgroups, meetings and websites; and seeking funding to implement priority marine bird research, monitoring and conservation actions;   
· Strategy 5:  Ensure that information from joint venture biological planning is easily available on joint venture website and other appropriate locations;

· Strategy 6:  Translate information from multiple scales to the state scale for each state to use in revising State Wildlife Action Plans.
· Objective 2 – Biological Planning Steps:  Conduct biological planning steps at the flyway, BCR and state scales.

· Strategy 1:  Develop and maintain lists of tiered priority bird species for each Bird Conservation Region;

· Strategy 2:  Identify representative subsets of priority species (focal species) representing guilds, habitat types and response to management;

· Strategy 3:  Compile and step down population objectives where available from the bird initiatives to the flyway, BCR and state scales and develop additional population objectives where supporting information is available;

· Strategy 4:  Compile best available information on threats and limiting factors constraining population size and distribution and management options to address these factors;

· Strategy 5:  Develop and apply models that relate populations to habitat and other limiting factors.
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Conservation design encompasses a series of steps that use the results of biological planning to develop tools that guide decisions about where to deliver how much of what habitat in order to be as efficient as possible in restoring and sustaining bird populations.  This process also explicitly evaluates the trade-offs involved between species that have different habitat requirements.  Where feasible and appropriate, collaborative conservation design efforts should be undertaken for all fish and wildlife species sharing habitats and landscapes.

Goal:  Provide tools to guide management decisions to efficiently achieve bird conservation and associated wildlife and fish habitat objectives.
· Objective 1:  Develop and maintain conservation design information resources at appropriate scales.
· Strategy 1:  Develop and maintain GIS databases to support conservation design at the flyway, BCR and state scales including consistent spatial data layers on habitats and other key landscape attributes;

· Strategy 2:  Make conservation design databases and tools (e.g., decision support models) available on the web, easily accessible and in appropriate scales and formats to assist partners in assessing conservation priorities at various scales.

· Objective 2: Conservation Design Steps: Develop conservation design tools building on the information compiled in BCR plans and other biological planning efforts.
· Strategy 1: Use population-habitat models to assess the existing capacity of habitats to support populations using consistent habitat data layers;

· Strategy 2:  Estimate the amount of habitat needed to achieve population objectives;
· Strategy 3:  Use predicted impacts of climate change, urban growth, and other stressors with population-habitat models to assess future capacity of habitats to support populations under different scenarios and adjust population objectives if needed based on current and likely future habitat capacity;

· Strategy 4:  Develop tools (e.g., consistent habitat classification and mapping, population-habitat models, decision support models) to guide on-the-ground habitat conservation to achieve objectives for birds and work collaboratively to develop tools for other wildlife and fish species; 
· Strategy 5:  Annually assess existing areas and habitat types under protection and management in the joint venture and identify gaps in protection;

· Strategy 6:  Develop optimal landscape designs that assess greatest contribution of each part of the landscape to achieve objectives for multiple bird species as well as for other wildlife and fish species;

· Strategy 7: Develop conservation design approaches in pilot areas in the ACJV that are applicable across the entire joint venture.

Conservation Delivery

Conservation delivery is the implementation of on-the-ground actions through partnerships guided by a biological foundation.  The purpose of the biological foundation is to guide conservation delivery to be as effective and efficient as possible in achieving the goals of the joint venture.  The desired outcome is partners working together to efficiently conserve landscapes capable of sustaining species at desired levels with limited resources.  Conservation delivery involves the funding and implementation of habitat conservation actions including but not limited to protection, restoration, enhancement and management needed to achieve these goals.  It involves coordinating delivery of projects by partners and providing information to influence management. 
Goal: Facilitate partnerships for conservation delivery, seek and leverage funding, provide information to influence management and deliver conservation actions guided by biological foundation to efficiently achieve bird and associated wildlife and fish habitat conservation objectives 

· Objective 1 – Delivery Partnerships:  Maintain partnerships at the scale of conservation delivery.

· Strategy 1:  Facilitate project development and delivery by state bird conservation working groups;

· Strategy 2:  Facilitate project development and delivery by focus area working groups;

· Strategy 3:  Facilitate regional partnerships to guide and support conservation delivery by specific habitat types (e.g. early successional habitat) or specific conservation partners (e.g. NRCS state technical committees) and provide bird conservation planning information to guide these conservation efforts.
· Objective 2 – Project Funding:  Seek increased funding to coordinate the activities of the joint venture.
· Strategy 1: Maintain an active list of priority projects to respond to calls for proposals from foundations and other funding sources;

· Strategy 2:  Seek additional appropriations for joint venture project seed funding and maintain a sound process for prioritizing and tracking joint venture funded projects;

· Strategy 3:  Maximize success with federal habitat conservation grant funds (including North American Wetlands Conservation Act, National Coastal Wetland Conservation Act, Neotropical Migratory Bird Conservation Act, National Fish and Wildlife Foundation)  by maintaining staff expertise with grant programs and relationships with grant program staff, informing partners of funding opportunities, matching joint venture priority projects with appropriate funding sources, facilitating project-scale partnerships, providing biological information to support grant applications, providing efficient administrative support with grant processes; 

· Strategy 4:  Seek new and non-traditional partners and funding sources to meet the expanded habitat conservation priorities in the joint venture and collaborate with partnerships focused on other wildlife and fish species to achieve common goals;

· Strategy 5:  Facilitate support to the extent practical for international projects to conserve ACJV priority species that have part of their breeding, migration and wintering areas outside of the United States by working with the Southern Wings Program of the Association of Fish and Wildlife Agencies, the Neotropical Migratory Bird Conservation Act grant program and by working with Puerto Rico and other partners on Caribbean bird conservation.  
· Objective 3 – Information for Guiding Delivery: Provide information that informs and guides the delivery of other funding sources.
· Strategy 1:  Provide products of biological planning and conservation design that inform the delivery of conservation programs lying outside the traditional direct bird conservation funding sources (e.g., Farm Bill, Forest Legacy, foundations);
· Strategy 2:  Provide products that inform State Wildlife Action Plan process to ensure that regional needs are met by individual State Wildlife Grants and other state grants.

Monitoring and Evaluation

Our ability to assess the impacts of our conservation and management actions depends upon the effectiveness of monitoring programs.  Monitoring programs are needed not only to track the status and trends of priority populations to support biological planning and conservation design but also to evaluate the effectiveness of conservation actions in sustaining these populations.  To the extent possible, bird monitoring programs should move beyond just surveillance type monitoring to programs that are designed to evaluate management actions.  Coordinated bird monitoring efforts are underway in the northeast and more recently in the southeast (pending funding) to help coordinate among the many bird monitoring programs already in place.  In addition to population monitoring, a process is needed to track habitat conservation and management projects in a way that can be used to evaluate the contributions towards objectives and assess the greatest needs for additional conservation.
Goal:  Facilitate monitoring of bird populations and habitats in order to assess the effectiveness of conservation actions and track conservation projects to assess progress and guide future actions.

· Objective 1:  Population Monitoring
· Strategy 1:  Analyze and improve applicability and coordination of existing population surveys (e.g., Midwinter Waterfowl Survey, sea duck surveys, Program for Regional and International Shorebird Monitoring, Breeding Bird Survey, Coordinated Bird Monitoring) for evaluating effects of conservation actions on priority populations and testing model assumptions in part by participating in coordinated bird monitoring in the northeast and southeast;

· Strategy 2:  Identify priority monitoring needs currently not met by existing programs for evaluating effectiveness of conservation actions, and work with partners to design scale-appropriate surveys to meet those needs;

· Strategy 3:  Develop and maintain an integrated Atlantic Flyway wetland bird (waterfowl, shorebird and wading bird) monitoring and management system including federal state and private managed conservation lands;

· Objective 2: Habitat Inventory and Monitoring Program

· Strategy 1:  Document habitat monitoring objectives and habitat parameters that will be inventoried and monitored over time and the expected process (e.g., remote sensing) and time interval for data collection;

· Strategy 2:  Assess net change in ACJV landscape conditions and habitat types (e.g. land cover, wetlands, urban growth) at multiple scales to support conservation design efforts.

· Objective 3: Conservation Tracking System
· Strategy 1:  Maintain accomplishment tracking databases for all ACJV partner projects on an annual basis;  system designed to meets the needs of the joint venture and is consistent with the U.S. Fish and Wildlife Service, Department of the Interior and Office of Management and Budget reporting requirements; improve the spatial components of this database; 

· Strategy 2:  Maintain consistent, annually updated spatial databases on all protected and managed lands in the ACJV and coordinate with partners.
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Without monitoring and research, conservation is not an iterative (i.e., adaptive resource management) process by which managers learn and increase their efficiency.  Research must be carried out to evaluate assumptions made in determining limiting factors, developing population-habitat models and decision-support tools, and assessing and predicting effects of management on habitat and species.  In the biological planning process, knowledge about populations and habitats is critically applied to answering explicit management questions.  In doing so, uncertainties in the biological foundation for management are highlighted.  In the absence of perfect knowledge, assumptions are mode in the form of testable hypotheses.  However, not all assumptions are equally important.  Each assumption can be considered in light of two factors: (1) how tenuous it is; and (2) how much better information would affect future management decisions.  Assumptions that are both tenuous and high impact are priorities for research.  Evaluation of research proposals seeking funding should be based on their contributions to testing these key assumptions and relationships in support of biological planning and conservation design. 

Goal:  Provide a structure and process that generates, attracts, leverages, and implements priority assumption-driven research activities in support of joint venture established objectives

· Objective 1:  Overall Research Coordination and Funding:
· Strategy 1:  Maintain a Science Advisory Committee to discuss and address priority research needs of the joint venture;

· Strategy 2:  Work cooperatively with the ACJV Game Bird Technical Committee, Nongame Bird Conservation Committee and Science Advisory Committee to identify priority applied research needs for bird conservation within the joint venture area; and maintain list on website;

· Strategy 3:  Seek funds for priority applied research projects through joint venture seed funding, USGS Science Support Partnership and Quick Response Funding, National Fish and Wildlife Foundation, Multistate Conservation Grant Program, Northeast Regional Conservation Needs Program and other funding sources or cooperative agreements.

· Objective 2:  Research Prioritization:

· Strategy 1: Target research addressing key uncertainties within models used in biological planning and conservation design and addressing uncertainties about the impacts of conservation actions on populations;

· Strategy 2:  Conduct sensitivity analysis of limiting factors to help prioritize research.
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The long-term success of the Atlantic Coast Joint Venture will depend on effective communication with existing partners, Congress and the public.  Due to the joint venture’s large size and the many partners, regular communications are critical.  Utilizing multiple means to communicate internally and externally will be necessary.  It is also essential that the joint venture reach out to new partners and specific audiences, including potential new funding sources.  Regular evaluations of the effectiveness of communications and outreach are also important.
Goal:  Develop effective communication products to attract partners, support existing funding and seek new funds, improve internal relations and raise awareness of ACJV conservation priorities targeted to specific audiences.

· Objective 1 – Strategy and assessment:  Evaluate efficacy and applicability of communications in achieving joint venture objectives; prioritize audiences and assess effectiveness of communications with these audiences.

· Strategy 1: Develop annual outreach/communications strategy that evaluates priority audiences and objectives and determines best products and approaches for these audiences;

· Strategy 2: Conduct periodic assessments of priority audiences to measure effectiveness and improve future outreach. 
· Objective 2 - Partners:  Exchange information on bird habitat conservation issues through regular communication, to maximize the effectiveness of conservation actions within one state by better understanding and complementing the actions in neighboring states and throughout the joint venture area.

· Strategy 1:  Develop quarterly electronic newsletters and distribute to partners;

· Strategy 2:  Maintain up-to-date website focused on joint venture partners and activities and provide information to guide bird habitat conservation planning, implementation and evaluation;

· Strategy 3:  Annually develop and maintain fact sheets on bird conservation activities within each state and commonwealth;

· Strategy 4:   Communicate goals, activities and information to key staff in state agencies and federal field units (e.g., National Wildlife Refuges, USFWS Field Offices, National Forests and Districts, National Parks) through attending meetings, presentations at regional and statewide meetings and email distribution of newsletter and announcements;

· Strategy 5:  Provide information to state partners as needed for State Wildlife Action Plans.

· Objective 3 - Public/External Partners: Develop information and education products for the public and potential new partners. 

· Strategy 1:  Maintain an up-to-date brochure for distribution to the general public;

· Strategy 2:  Maintain web pages that provide general information about bird habitat conservation in the Atlantic Flyway;

· Strategy 3: Deliver or support educational products for landowners to guide management of their lands for priority bird species or species groups.

· Objective 4 - Congress:  Develop relationships with congressional members and staff contacts, and provide information on accomplishments and needs.

· Strategy 1:   Develop and update congressional outreach strategy and contact list biennially (for each session of Congress);

· Strategy 2:  Provide information to congressional members on joint venture partner accomplishments and needs specific to states and districts;

· Strategy 3:  Maintain relationships with key congressional staff members;

· Strategy 4:  Arrange management board and partner visits to key congressional members in concert with the Association of Joint Venture Management Board Chairs and Bird Conservation Funding Coalition;

· Strategy 5:  Arrange field trips for members and staff to project areas in their districts;

· Strategy 6:  Work with non-federal partners to seek additional funds from Congress for bird conservation.
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