Atlantic Coast Joint Venture

Justification of Priority Needs to Build Capacity

Fiscal Year 2011 Budget Request
Past Joint Venture Performance

The Atlantic Coast Joint Venture (ACJV) has established baseline and target performance levels as required by the Department of the Interior and Office of Management and Budget and has consistently met or exceeded these targets.  The most recent targets and performance results are listed below.  By the end of FY 2009, ACJV partners will have conserved nearly 4.8 million acres.  It is likely that by the end of FY 2010 ACJV partners will have conserved over 5 million acres.
	CSF Operational Plan Element
	FY 2007 Actual
	FY 2008 Target
	FY 2008 Actual
	FY 2009 Target

	6.4.1   % of habitat needs met to achieve healthy and sustainable levels of migratory birds
	16.2%
	16.5%
	16.6%*
	16.7%

	6.4.1.1   cumulative # of acres of habitat needs met
	13,749,044
	13,849,044
	13,878,026*
	13,953,026

	# of acres of landscapes and watersheds managed through (ACJV) partnerships and networked lands that achieve habitat protection  [included in 6.4.1.1 total]
	4,591,546
	4,691,546
	4,720,528*
	4,795,528

	6.4.1.2   total # of habitat acres identified

	83,755,672
	83,755,672


	83,755,672
	83,755,672

	6.4.5   # of BMC with habitat management needs identified at eco-regional scales
	22
	25
	38**
	40


*numbers reported in Enterprise planner, final numbers higher, will be reported in FY 2009

**actual numbers not reflected in Enterprise Planner

Justification Narrative from Desired Characteristics of Joint Venture Partnerships
The ACJV is a large, complex area of over 200 million acres with 17 states and commonwealths, seven Bird Conservation Regions (BCRs), the entire U.S. Atlantic Coast and nearshore waters, a diversity of habitats, 35% of the U.S. population (over 100 million people) and hundreds of federal, regional, state and local agencies and organizations working on habitat conservation for birds.  The base partnership coordination and technical capacity needed to effectively manage a bird habitat conservation partnership in this area is correspondingly large.

The ACJV staff reviewed the Allocation Process for Future 1234 Budgets and used the most recent version of the Desired Characteristics for Habitat Joint Venture Partnerships (matrix) to identify where the ACJV is at present under each element and sub-element, where it needs to be, what the priorities are for addressing these needs and what the funding needs are for these priorities.  The ACJV is also completing a five-year update of its Strategic Plan this year and is using that process to articulate short and mid-term funding needs and priorities.  Based on this analysis, capacity building and funding priorities have been identified for FY 2011 under the matrix elements and sub-elements.  The Management Board will review these priorities at the next board meeting.
Organizational Performance

The Atlantic Coast Joint Venture has staff, a Management Board, Technical Committees and Working Groups to support the coordination and partnerships consistent with the Desired Characteristics for Habitat Joint Venture Partnerships and the Atlantic Coast Joint Venture Strategic Plan.  The Atlantic Coast Joint Venture is close to achieving the comprehensive content under the Coordination and Partnerships and Management Board sub-elements.  Additional capacity is needed to support the Budget, Administration and Funding and Technical Community categories as well as for partner travel as described below.

Budget, granting and administration duties are a shared responsibility of all programs in the Division of Migratory Birds in Region 5 including the Atlantic Coast Joint Venture.  A disproportionate share of these costs is now being borne by the Populations Branch (1231) in the Region.  In order to adequately support the activities of the Atlantic Coast Joint Venture, additional funding for administration and budget equivalent to a half-time administrative position is needed for the joint venture to assume the proportionate share of administrative costs.
The Atlantic Coast Joint Venture does not have adequate science and technical staff to support the technical community appropriate to the size and complexity of the ACJV region.  The existing science coordinator has flyway scale, ecoregional, regional and national responsibilities and is not able to adequately address the many science and technical needs at these scales including addressing impacts due to climate change.  There is no permanent GIS support for the joint venture.  In order to increase the organizational performance of the Atlantic Coast Joint Venture under the sub-element of Technical Community, there is a need for additional science coordinators and GIS/database analysts as detailed below.  In addition, in order to support biological planning, conservation design, monitoring and research, science and technical seed funding is needed to leverage science contributions by partners as discussed below. 

Due to the large size of the joint venture and limited partner travel budgets it continues to be a challenge to bring together partners for coordination meetings at the flyway scale.  A small amount of additional funds are needed to support annual partner travel needs.

Biological Planning

Needs and strategies for biological planning, conservation design, monitoring and research in the Atlantic Coast Joint Venture are described in the Atlantic Coast Joint Venture Strategic Plan (2004, being updated in 2009) and in more detail the Atlantic Coast Joint Venture Biological Foundation Plan (2008).  Additional capacity for the joint venture office and partnership is needed for each of these elements to plan and evaluate habitat conservation for birds and other wildlife and adequately address the implications of climate change in the Atlantic Coast region.  

The Atlantic Coast Joint Venture is involved in biological planning at the flyway scale, at the ecoregional scale, in the seven BCRs partially or wholly within the Atlantic Coast Joint Venture and at the state scale in the 17 states/commonwealths in the joint venture.  The ACJV Waterfowl Implementation Plan (2005) serves as a step down plan for the North American Waterfowl Implementation Plan in the ACJV area (it will be updated after the next NAWMP Update is completed).  BCR conservation plans addressing priorities for all birds are complete in four BCRs (13, 14, 30, 27) addressing many of the elements of biological planning.  More detailed biological planning work is needed in these BCRs on population objectives, limiting factors and species-habitat relationships. BCR planning in BCR 31 is underway through the Florida All Bird Conservation Initiative and in BCR 69 through the revision to the Puerto Rico Bird Conservation Plan.  Biological planning in the Piedmont BCR (BCR 29) has been developed only in the Virginia part of the ecoregion.

Additional capacity is needed to initiate biological planning in the Piedmont BCR (BCR 29), to supplement ongoing efforts in BCRs 31 and 69 and refine biological planning products in other BCRs.  The preferred alternative is additional staff capacity in the form of full time assistant science coordinators who would work with existing staff and partners to address all of the science and technical elements of the biological foundation including BCR planning.  A second alternative is funding to support a half-time contract to complete the Piedmont BCR work for two years and to leverage partner resources there.  (This alternative would not address ongoing biological planning needs).  In either case, funding to support workshops in several locations in the Piedmont would be needed for full partner engagement.  Completing additional work in BCR 31 and 69 and further developing population objectives, limiting factors and species-habitat relationships could be best supported through additional science coordinator and GIS analyst positions and science seed funding for contracts and projects.  Additional science and technical capacity would support regional vulnerability assessments of priority species to climate change in the ACJV.
The joint venture has been very effective in bringing in grant funds to support its biological foundation (for example, there are now 15 active or pending grants supporting ACJV biological foundation work).  In order to make additional progress, the joint venture needs some seed funding to leverage additional grant and partner funding, partnership participation and contracts for additional biological planning, conservation design, monitoring and research.  The seed funding needs are described in more detail below under each element.
There are several states in the ACJV that are working with NGO partners to conduct statewide climate change species and habitat vulnerability assessments and wildlife adaptation planning.  These states and NGOs recognize that these statewide efforts are best conducted at a regional scale.  A small amount of ACJV seed funds could leverage state wildlife grant and foundation funds to fund NGOs to conduct regional vulnerability assessments and adaptation planning.
Conservation Design

Conservation design is an area of current and future emphasis for the Atlantic Coast Joint Venture.  The joint venture has developed relationships with scientists and managers at various scales and has pilot conservation design initiatives under way but needs a significant increase in science and technical capacity in order to apply the results of pilot projects more broadly and address the sub-elements related to Landscape/Habitat Characterization, Assessment of the Conservation Estate, Decision Support Tools, Habitat Objectives and Integration and the application of these elements to addressing the impacts of climate change.

The Atlantic Coast Joint Venture is partnering with U.S.G.S. and several universities to implement a pilot conservation design approach in the South Atlantic Coastal Plain. This pilot effort is allowing the Atlantic Coast Joint Venture to develop consistent methodology and to enhance the capacity of states and other partners to assess and design sustainable landscape conservation for birds and other wildlife in the joint venture area. Specifically, this project is developing and implementing a framework and tools to 1) assess the current capability of habitats in ecoregions to support sustainable bird populations; 2) predict the impacts of landscape-level changes (e.g., from urban growth, conservation programs, climate change) on the future capability of these habitats to support bird populations; 3) target conservation programs to effectively and efficiently achieve objectives in State Wildlife Action Plans and bird conservation plans and evaluate progress under these plans; and 4) enhance coordination among partners during the planning, implementation and evaluation of habitat conservation through conservation design.  This project is utilizing Ecological Systems mapping is now available in the southeast and will shortly be available throughout the joint venture.  The pilot effort in the South Atlantic Coastal Plain, funded through a multistate grant, has already attracted national attention and leveraged significant additional investments by U.S.G.S. to enhance the ability of these conservation design tools to address climate change impacts.

When the multistate grant funded project is completed, the ACJV will need additional capacity to work with partners to fully implement this conservation design project in the South Atlantic Coastal Plain and to apply the methodology in other ecoregions in the joint venture.  At a minimum, the ACJV needs a full-time GIS Analyst to make maps and decision support tools available to partners in the right scale and format.  An Assistant Science Coordinator for the Southeast portion of the ACJV is needed to work with the Science Coordinator, GIS Analyst, and partners to refine and validate the decision support tools coming out of the South Atlantic pilot project and to work with U.S.G.S. and other Universities to expand this approach to the Piedmont, Peninsular Florida and Puerto Rico.  An Assistant Science Coordinator and GIS Analyst are also needed for the Mid Atlantic and North Atlantic to apply the conservation design methodology in the Northeast Region.  These positions will be coordinated with emerging Landscape Conservation Cooperatives in the Southeast Region, in the South Atlantic Coastal Plain/Southern Piedmont and Peninsular Florida/Caribbean, and in the Northeast Region in the Mid and North Atlantic and Great Lakes.  

Science and technical seed funding are needed to support contracts with U.S.G.S. and universities on conservation design.  High priorities include validation and refinement of conservation design tools to address climate change and guide conservation actions at various scales.  ACJV science funding will complement FY 2010 and FY 2011 climate change conservation science funds from the U.S. Fish and Wildlife Service.
Habitat Delivery

The ACJV has a strong network of habitat delivery partnerships at various scales.  The additional science and technical capacity described under conservation design above would assist with translation of Program Objectives and more fully engage NRCS by providing tools to help guide the delivery of Farm Bill practices to bird habitat priorities and for engaging nontraditional partners.  A capacity need under Habitat Delivery is a small amount of additional seed funding to support contracts with partners to help establish additional Delivery Capacity at focus area scales as has been done successfully in some focus areas in the ACJV such as Great Bay (NH) and the St. Lawrence Valley (NY).  Additional focus area development is anticipated in the Gulf of Maine (ME), Champlain Valley (VT, NY), Delaware Bay (MD, DE), Chesapeake Bay/Delmarva Peninsula (PA, DE, MD, VA), Florida and Puerto Rico.  These focus area partnerships will be nested within the anticipated Landscape Conservation Cooperatives.

Monitoring

The ACJV, working through the established Coordinated Bird Monitoring in the Northeast and the developing Coordinated Bird Monitoring in the Southeast is positioned to better guide outcome-based monitoring activities. Unfortunately, the completion of the multistate grant Northeast Coordinated Bird Monitoring did not result in ongoing coordination support.  The Assistant Science Coordinators and GIS Analysts for the Southeast and Northeast described above would be able to work with Division of Migratory Bird staff, state partners and others to assist with the monitoring Coordination and Partnerships sub-elements as part of their responsibilities.  A small amount of monitoring coordination funds would address specific high priority monitoring coordination needs.  For example, implementation of coordinated marsh bird monitoring in the Atlantic Flyway is an agreed upon priority but lacks organizational support.  A small amount of seed funding could leverage significant state and volunteer participation for this monitoring priority.

The ACJV is working with the Division of Migratory Birds, the National Wildlife Refuge System and U.S.G.S. on a flyway-scale integrated wetland bird monitoring and management program.  Funds are needed to partially support data base development and maintenance under the Population Monitoring sub-element.  Costs would be shared by the ACJV, Division of Migratory Birds (Monitoring and Assessment and Database Management) and National Wildlife Refuges.

The Nature Conservancy has developed a secured lands database for their northeast region.  They have received some State Wildlife Grant Northeast Regional Conservation Need funds to develop and maintain this data but those funds have been expended.  Additional funds are needed to contract with The Nature Conservancy and leverage additional state funds for part of the cost of fully developing and annually updating and maintaining a secured lands database for the entire Atlantic Coast Joint Venture region under the sub-element of Conservation Tracking System.  

A variety of options are being explored by the NAWMP Science Support Team and others to conduct regular landscape change analysis of wetland and upland habitats.  A small amount of ACJV seed funds are needed to leverage partner funding for pilot landscape change analyses with National Wetlands Inventory and other partners.
Research

Under the sub-elements of Coordination/Partnerships and Species/Habitat Model Assumptions, the ACJV has technical committees and staff capacity to identify research priorities and to work with partners to seek funding to address those priorities.  General research categories and needs for the ACJV are listed in the ACJV Biological Foundation Plan and specific research needs were identified in the Waterfowl Implementation Plan and each BCR plan. Research needs are also being developed jointly with the Atlantic Flyway Migratory Game Bird and Nongame Bird Technical Sections.  Strong relationships with U.S.G.S. and universities in the ACJV have been developed through joint grant applications for Science Support, Quick Response, Multistate grants, Regional Conservation Need grants, National Fish and Wildlife Foundation, Doris Duke Foundation, Black Duck Joint Venture and other funding sources.  These collaborative grant-funded efforts will continue.  What is needed to complement these grants is consistently available ACJV research seed funds to leverage additional grants for large research needs and directly fund targeted research at smaller scales. What is also needed is additional staff capacity for prioritizing research needs, targeting research products and working with U.S.G.S. and universities under the sub-elements of Species/Habitat Model Assumptions, Conservation Treatment Assumptions, Sensitivity Analyses, and Spatial Data Analyses.  A specific need related to climate change is sensitivity analyses of species from climate change impacts to guide state-level climate change adaptation planning.  The Assistant Science Coordinators and GIS Analysts would provide that capacity and link these needs to BCR planning and conservation delivery at local scales.

Communication, Education and Outreach

The part-time ACJV Outreach Coordinator and other ACJV staff have worked with the board and technical committees to identify the highest priority audiences and needs for communication and outreach and develop annual outreach strategies under the sub-elements of Coordination/Partnerships and Priority Audiences and Objectives.  The Tactic and Products including the ACJV website, electronic newsletters, annually-updated facts sheets for each state and BCR are critical for communicating with traditional and non-traditional partners and Congres.  Increased demand for communication and outreach products including web-based and printed information as well as a need for additional Audience Assessments will require additional time from an Outreach Coordinator (increase from 0.5 to 0.8 FTE).  A small amount of annual discretionary outreach funding is needed for web support, online decision support tools, printing and publication needs.

Addressing Climate Change and Strategic Habitat Conservation

The ACJV is taking a leadership role in addressing climate change and Strategic Habitat Conservation (SHC) in the Atlantic Flyway and along the Atlantic Coast of the U.S.  The Service is addressing climate change and SHC in part through the creation of Landscape Conservation Cooperatives (LCCs) that will provide leadership in biological planning, conservation design, monitoring and research needed to adapt conservation to climate change.  Both Region 4 and Region 5 have elected to focus their initial LCCs in the Atlantic Coast region in part because of the ACJV partnership in place there and the priority needs in coastal areas (based on initial responses to a Directorate request for initial designation of regional LCCs).  ACJV staff have been involved at the National, Regional and ecoregional levels in teams and discussions of LCC and SHC development and implementation.  The revised ACJV Strategic Plan outlines a broader supporting role for the joint venture office and partnership in integrating conservation design and delivery for all taxa and in supporting regional planning for climate change adaptation.  Additional ACJV scientific and technical capacity as outlined in this allocation request will support these expanded roles.

Specific ACJV products and projects directly supporting climate change adaptation planning include:
· Application of the Designing Sustainable Landscapes (multistate grant) conservation design project in the South Atlantic Coastal Plain to other taxa and to other geographic areas starting with the southern Piedmont (this project addresses current and likely future impacts due to climate change);

· Modeling the impact of sea level rise along the Atlantic Coast on marsh birds, coastal birds and other wildlife;

· Developing consistent coast-wide monitoring programs including the flyway integrated wetland bird monitoring and management program and coordinated flyway marsh bird monitoring to detect and plan for changes due to climate change;

· Regional coordination of state species and habitat vulnerability assessments and wildlife adaptation planning; and

· Flyway-scale and coast- wide coordination of ecoregional Landscape Conservation Cooperatives through the ACJV partnership.
Impact of Additional Funding on Operational Plan Elements

6.4.1   % of habitat needs met to achieve healthy and sustainable levels of migratory birds

Additional science and technical support and partnership development will allow for an increase in the rate at which the cumulative percentage and number of acres of habitat needs met are achieved (CSF 6.4.1).  Additional partnership support and conservation design products and coordination will result in greater efficiency by focusing a greater percentage of existing conservation efforts to those habitats and areas that are most important for achieving objectives including the delivery of traditional grant programs, Farm Bill practices and nontraditional partners.  Although annual variability is likely, an estimated 20% increase in the rate and efficiency of habitat needs met is expected (e.g. an increase from 100,000 to 120,000 acres of habitat needs met per year).  Also it is likely that with additional conservation design that a smaller number of habitat acres identified (6.4.1.2) will be needed to achieve the same objectives resulting in a smaller denominator and a higher % increase.  Habitat needs that best address climate change impacts will be included in these acres.

6.4.5   # of BMC with habitat management needs identified at eco-regional scales

The result of additional science and technical support will be an increase in the number of Birds of Management Concern (BMC) with habitat management needs identified at ecoregional scales and the rate at which these needs are identified.  Specifically, there will be additional information on priority species in the Piedmont, Peninsular Florida and Puerto Rico BCRs and refined information on species from other BCRs through additional biological planning, monitoring and research.  The impacts of climate change including vulnerability assessments will be included.
Summary of Priority Funding Needs for FY 2011

	Additional Capacity Need
(in order of the matrix elements)
	Matrix element and sub-elements
	Additional Funding Need
	Additional FTE (number and grade)

	1) Additional administrative, budget and contracting support
	Organizational Performance

(Budget, Granting, Admin.)
	$34,500
	0 (existing FTE)

	2) Partner travel costs 
	Organizational Performance (coordination/partnerships)
	$34,500
	NA

	3) Piedmont BCR Workshops
	Biological Planning (all sub-elements)
	$23,000
	NA

	4) Salary or contracts for two GIS Analysts (one for northeast and one for southeast)
	Organizational Performance (Technical Community), Biological Planning (Species Habitat Relationships), Conservation Design (all sub-elements), Monitoring (Habitat Inventory & Mon.)
	$207,000
	2 (GS 9/11)

	5) Salary or contracts for two Assistant Science Coordinators (one for northeast and one for southeast)
	Organizational Performance (Technical Community), Biological Planning (Species Habitat Relationships), Conservation Design (all sub-elements), Monitoring (all sub-elements)
	$253,000
	2 (GS 11/12)

	6) Seed funding for regional climate change vulnerability assessments and adaptation planning
	Biological Planning (Limiting Factors, Species Habitat Relationships), Conservation Design (Landscape Assessments)
	$57,500
	NA

	7) Conservation design seed funding
	Conservation design (all sub-elements)
	$57,500
	NA

	8) Landscape Change Assessment pilot projects
	Conservation Design (Landscape Assessment), Monitoring (Habitat Monitoring)
	$57,500
	NA

	9) Seed funding for focus area coordination (three additional focus areas annually)
	Habitat Delivery (Delivery Capacity)
	$34,500
	NA

	10) Monitoring coordination for marsh birds and other priority species groups
	Monitoring (Population Monitoring)
	$28,750
	NA

	11) Seed funding for partial cost of development and maintenance Atlantic Flyway wetland birds integrated monitoring and management database
	Monitoring (Population Monitoring)
	$28,750
	NA

	12) Contract for partial cost of development and maintenance of Conservation Tracking System
	Monitoring (Conservation Tracking)
	$46,000
	NA

	13) Research seed funding for USGS and universities
	Research (all sub-elements)
	$86,250
	NA

	14) Communication Education & Outreach increase to 0.8 FTE
	Communication, Education and Outreach (all sub-elements)
	$34,500
	0.3 (GS 11/12)

	15) Website development, maint., printing & publication costs
	Communication, Education and Outreach (Tactics and Products)
	$23,000
	NA

	Total additional need for FY 2011
	All
	$1,006,250
	4.3 FTE

	FY 2009/2010 Allocation (est.)
	NA
	$825,000 
	5.3 FTE

	Total Need for FY 2011
	All
	$ 1,831,250
	9.6 FTE


Incremental Funding
The funding and positions described in the narrative and listed in the table above represent the priority needs for the next three fiscal years (FY 2009, 2010, 2011) for the Atlantic Coast Joint Venture.  None of these are low priorities.  Incremental funding descriptions drawing from different elements in the matrix are described below addressing immediacy of needs.  The first two increments including additional GIS and science coordination support are particularly critical at this time.
First Increment – highest immediate priorities are funding of one GIS Analyst position (#4 in part) ($103,500), seed funding for climate change vulnerability assessments (#6) ($57,500), conservation design (#7) ($57,500), monitoring coordination in part (#10 or #11) ($28,750), research (#13) ($86,250) and Piedmont Coordination (#3) ($23,000) = $356,500 and 1 FTE.

Second Increment – all above plus one Assistant Science Coordinator position (#5 in part) ($126,500), seed funding for monitoring coordination second part (#10 or #11) ($28,750), conservation tracking (#12)($46,000), partner travel costs (#2) ($34,500), and outreach funds (#15) ($23,000).  Total additional costs = $258,750 and 1 FTE.  Total of increments 1+2 = $615,250 and 2 FTEs.

Third Increment – all above plus additional Assistant Science Coordinator position (#5 in part) ($126,500), landscape change assessment pilot projects ($57,500), focus area coordination (#9) ($34,500) = $218,500 and 1 FTE.   Total of Increments 1,2 and 3 = $833,750 and 3 FTEs.

Fourth Increment – all above plus additional GIS Analyst (#4 in part) ($103,500), communication and education and outreach increase (#14) ($34,500), administrative support ($34,500) = $172,500 and 1.3 FTEs.  Total of increments 1, 2, 3 and 4 = $1,006,250 and 4.3 FTEs.
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