Potomac River Partnership

A Large-scale Watershed Restoration 

 And Stewardship Project 

In the Potomac River Basin
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The Chesapeake Bay is home to nearly 15 million people and characterized as the heart and soul of the Mid-Atlantic region.  The Potomac River Basin is the second largest contributor of fresh water to the Chesapeake Bay.  Often called the “nation’s river,” the Potomac River flows through the nation’s capitol, touching the lives of millions of Americans and foreign visitors each year.  It drains an area of nine million acres in the District of Columbia, Maryland, Pennsylvania, Virginia, and West Virginia.   Intensive use of the land for agriculture and rapidly expanding urban populations has presented challenges for watershed health.  Most forests, rivers and streams have been altered by historic and current uses. 

The Potomac River Partnership is a public-private business venture that will address restoration needs and management/research challenges impacting riparian, wetlands, and upland areas in the high priority areas of the Potomac River Basin.  This project builds on the leadership and work of five primary partners: USDA Forest Service - Northeastern Area , State and Private Forestry and George Washington-Jefferson National Forest, Maryland DNR Forest Service, Virginia Department of Forestry, and Ducks Unlimited, Inc. Each partner has demonstrated a long-term commitment in the Bay region. This partnership creates an opportunity to learn from each other and explore new ways of doing business together to accelerate large-scale watershed restoration efforts in the Potomac River Basin.
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ISSUES

Resource use demands on the Potomac River Basin are:

· Commodity Extraction and Production:  Agricultural, forestry, and industrial practices

· Human Population Growth and Sprawl: Land conversion, water use, wildland/urban interface, and recreation activities

· Ecosystem Stress:  Lack of natural fire, gypsy moth outbreaks, disease 

The Potomac River Partnership will address the following issues created by these demands:

· Loss of Fish/Wildlife Habitat:  Degraded riparian areas, loss of riparian forests, decline of wetland habitats, forest fragmentation, decline in species richness

· Decline in Water Quality:  High nutrient and sediment loading, poor mountain logging techniques, unsuitable drinking water
· Increased Risk of Wildfire:  Decline in forest health, insect and disease damage 
· Reduced Quality of Life:  Recreation conflicts and over-use, disconnect between people and forests, reduced working lands, increased risk of human life and property loss from fire 
ADDRESSING THE ISSUES

The scope and complexity of the Potomac River Basin are beyond Partnership’s resources to address all at once.  Of the Potomac’s tributaries, the Shenandoah, Monocacy, and Antietam Rivers will be the initial focus for project work.  These drainages are designated as Category 1 watersheds by the states and had intensive historic agriculture use.  They have the lowest percentage of healthy riparian forests, high nutrient and sedimentation loading, large areas of gypsy moth killed timber, growing development pressures, and loss of viable trout fisheries due to temperature problems.  Activities are targeted on private lands and portions of the George Washington-Jefferson National Forest.  Public and private funds are committed for five years, 2000-2004.
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The effort will focus on four components:

· Watershed Assessment and Characterization
· Upland Forest Health Management and Fire Hazard Risk Reduction

· Riparian and Wetland Restoration

· Watershed Monitoring and Applied Research

Project Highlights:

· Complete a Watershed Assessment to create a base-line of data

· Develop a strategy for prioritizing work where it will have the greatest benefit

· Expand landowner outreach and assistance through watershed-based teams 

· Establish watershed-based Fire Prevention Teams and conduct community fire prevention education.

· Reduce fire risk in high-hazard areas and improve access to water for fire suppression. 

· Create new education programs in local communities to stimulate involvement in watershed restoration by landowners, schools and civic groups.  

· Develop urban greenway projects and assistance to local governments in addressing resource issues related to sprawl.  

· Protect contiguous corridors of forest land through conservation easements 

· [image: image6.jpg]


Improve water quality and fish/wildlife habitat through the restoration of forests along 500+ miles of streams. 

· Restore 3000+ acres of wetlands and upland habitat for wildlife   

The greatest risk for this project involves the scope and complexity of the Potomac watershed.  A broad base of public and corporate support exists for this effort and the services and products are in demand.  Competition for restoration work from the private sector is minimal and other public agencies and non-profit organizations are potential allies.  Marketing of this project will include events for elected officials, outreach to targeted audiences through the media and through education and training actions.  Governance will be by a Partnership Steering Team, Implementation Team, and a Science Advisory Group.

FINANCES

	INVESTORS
	FY00 
	FY01
	FY02
	FY03
	FY04

	Forest Service WO  
	$1,159
	$1,200
	$1,547
	$1,563
	$1,528

	Estimated Partner Contrib.
	$ 2,336
	$2,523
	$2,678
	$2,806
	$2,836

	Total  
	$3,495  
	$3,723
	$4225 
	$4,369 
	$4,364 


        Project Work – FS Investment
            FY 2000
FY2001
FY2002

        Assessment and Characterization: 

$107,000
$ 78,000
$120,000

        Upland Management and Risk Prevention:
$375,000
$372,000
$448,000

        Riparian and Wetland Restoration: 

$592,000
$626,000
$781,000

        Watershed Monitoring and Research: 

$  85,000
$124,000
$198,000

        Total




         $1,159,000      $1,200,000      $1,547,000

PROJECTED OUTCOMES 

· Restore over 130 acres of wetland habitat in the first two years. 

· Complete 55 miles of riparian forest restoration in the first two years.

· Improve water quality - each acre of restored mature riparian forest will reduce 152 pounds of nitrogen, 42 pounds of phosphorous and intercept 2 tons of sediment every year.

· Protect the municipal drinking water supply for Washington D.C. area residents and save over $2 million in treatments costs.

· Improve quality of life – reduce the risk of catastrophic fire, increase citizen awareness of the natural environment, increase real estate values, and enhance open space.

· Improve forest health conditions and reduced impacts of mountain harvesting.

PROJECTED OUTPUTS 

	Restoration Action
	Antietam/Monocacy
	Shenandoah

	Restore Riparian Forests

Total/ Year 1
	150 miles/15 miles
	300 miles/40 miles

	Restore Wetlands

Total/Year 1
	400 acres/95 acres
	400 acres/35 acres

	Restore Native Grasslands

Total/Year 1
	
	600 acres/100 acres

	Restore Native Oak Woodlands
	
	47 acres of riparian oak planting

	Road Closure/Rehabilitation

Total/Year 1
	25/5 miles
	65 miles

	Rain Garden Demonstrations

Total/Year 1
	
	5/1

	Urban Greenway Projects

Total/Year 1
	100 acres of Corridors

10/1
	5/1

	Fire Hazard Reduction Total
	10,000 acres
	9750 acres

	Reduced Forest Health Risk

Total/Year 1
	2,000 acres
	2000 acres

	Community Education 

Total/Year 1
	10/3 communities
	6/1 community


THE POTOMAC RIVER PARTNERSHIP:
A LARGE-SCALE RESTORATION AND STEWARDSHIP PROJECT 
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IN THE CHESAPEAKE BAY WATERSHED
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The Chesapeake Bay is home to nearly 15 million people and characterized as the heart and soul of the Mid-Atlantic region.  The Potomac River Basin is the second largest contributor of fresh water to the Chesapeake Bay.  Often called the “nation’s river,” the Potomac River flows through the nation’s capitol, touching the lives of millions of Americans and foreign visitors each year.  It drains an area of nine million acres in the District of Columbia, Maryland, Pennsylvania, Virginia, and West Virginia..  Intensive use of the land for agriculture and rapidly expanding urban populations has presented challenges for watershed health.  Most forests, rivers and streams have been altered by historic and current uses. 

The Potomac River Partnership is a creative business venture, initiated by Forest Service investment to promote large-scale watershed restoration projects.   Four individual partner proposals were brought together and integrated to address restoration needs and management/research challenges impacting riparian, wetlands, and upland areas in the Potomac River Basin.  The five primary partners include the USDA Forest Service - Northeastern Area -State and Private Forestry and George Washington-Jefferson National Forest, Maryland DNR Forest Service, Virginia Department of Forestry, and Ducks Unlimited, Inc..  The partnership  builds on a strong federal-state relationship in the Chesapeake Bay Program and the Chesapeake Bay Initiative with Ducks Unlimited, Inc.. The project will accelerate efforts in the Potomac River Basin, and act as a catalyst for expanding partnerships to address issues affecting the river and its communities.

The Shenandoah, Monocacy, and Antietam Rivers will be the focus for project work initially. These drainages of the Potomac’s sub-watersheds, are designated as Category 1 watersheds by the states and had intensive historic agriculture use.  They have the lowest percentage of healthy riparian forests, high nutrient and sedimentation loading, large areas of gypsy moth killed timber, growing development pressures, and loss of viable trout fisheries due to temperature problems.  Activities are targeted on private lands and portions of the George Washington-Jefferson National Forest. 
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The effort will focus on four components: 

· Watershed Assessment and Characterization
· Upland Forest Health Management and Fire Hazard Risk Reduction

· Riparian and Wetland Restoration

· Watershed Monitoring and Applied Research

This Business Plan describes the Potomac River Partnership.  It provides an initial assessment of the watershed, customer, and partner considerations.  It lays out an operational and financial plan for 5 years, provides an approach for marketing and communication, and ensures accountability.  It serves as a living document, to be updated as the partnership evolves.
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SHARED VISION

The changes expected within the time frame of this project are:

· A higher level of awareness and commitment to watershed management and restoration is achieved.

· Landowners and communities accelerate the rate of riparian forest and wetland restoration in the watershed and efforts are being locally-led.

· Cooperative efforts reduce the risk of watershed impacts from wildfire, forest insects and disease, and fragmentation.

· Forest management planning and harvesting practices protect watershed health, reduce fragmentation and help ensure long-term forest use.

· More urban and rural residents appreciate the connection between forests, their management, and healthy streams, watersheds, and quality of life.

· Expanded partnerships and collaborative approaches produce measurable results and a more integrated effort to restore watershed health.  

· A monitoring and research program improves restoration success and assists in the transfer and marketing of these experiences to other areas in and outside the watershed.

[image: image12.wmf]
There are multiple levels of focus to achieve this mission and vision.  The initial focus of this partnership is on delivery of work on the ground.  As the relationship evolves, it will be important to expand the focus on the programmatic level too.   This includes planning ways to influence important policies and national programs to position the partnership for increasing  success in to the future.

[image: image13.jpg]Potomac
Basin

Chesapeake
Bay
Watershed

Potomac
River Basin

Large Scale Watershed
Restoration Project

Regional
Setting

[ District of Columbia
Delaware

Maryland

New York
Pennsylvania

[ Virginia

o West Virginia

+

Marylands Strategic
Forest Lands Assessment

T





The Chesapeake Bay is our nation’s largest estuary and one of the most productive in the world.  It was the first estuary targeted for restoration and protection in the United States.   Stretching over 200 miles from the mouth of the Susquehanna River to the ocean with over 7000 miles of shoreline, and an average depth of only 22 feet, the Chesapeake characterizes the heart and soul of the Mid-Atlantic region.  Its vast size and shallowness determine its amazing productivity and its sensitivity to what flows off the land and from its tributaries.  The Bay’s watershed is home to nearly 15 million people and portions of six states make up its watershed.

The Potomac River Basin

The Potomac River Basin is one of the nation’s most geologically and ecologically distinct river basins.  It runs over 383 miles from Fairfax Stone, West Virginia to Point Lookout, Maryland and drains 14,670 square miles of land area from four states and the District of Columbia.  Due to its size, the Potomac is the second largest contributor of fresh water to the Chesapeake Bay.  From its headwaters to the Bay the river has eight major tributaries and crosses five spectacular geological provinces representing over 600 million years of natural history that shaped its landscape.  Recent centuries of intense use of the land for agriculture and rapidly expanding urban populations have presented challenges for watershed health.  Many rivers and streams have been altered or degraded as a result of lands cleared of forests a century ago.  Many trees have grown back on abandoned farmlands and once-cleared hillsides. 

Nearly five million people live in the Potomac River Basin, with 3.5 million of them in the Washington, D.C. metropolitan area.  People and their activities have challenged the river – from acid mine deposition in its headwaters, intensive crop and animal agriculture in the middle tributaries, and growth and development away from the eleven major cities in the basin.  Each has brought change and impacts.  Aquatic life is inhibited in areas affected by mining drainage and agriculture.  Agriculture has degraded habitat in riparian areas and reduced water quality from high nutrient and sediment loading.  Development creates sedimentation, flooding and impairment of local streams.

Issues in the Potomac River Basin - Resource use demands on the Potomac River Basin are:
· Commodity Extraction and Production:  Agricultural, forestry, and industrial practices

· Human Population Growth and Sprawl:  Water use, recreation activities, land conversion, and wildland/urban interface

· Ecosystem Stress:  Lack of natural fire, gypsy moth outbreaks, disease

 The Potomac River Partnership will address the following issues created by these demands:

· Loss of Fish/Wildlife Habitat:  Degraded riparian areas, loss of riparian forests, decline of wetland habitats, forest fragmentation, decline in species richness

· Decline in Water Quality:  High nutrient and sediment loading, poor mountain logging techniques, unsuitable drinking water
· Increased Risk of Wildfire:  Decline in forest health, insect and disease damage,
· Reduced Quality of Life:  Recreation 
· conflict and over-use, disconnect between people and forests, reduced working lands, increased risk of human life and property loss from fire 
Riparian areas are among the first landscape features to show damage from land-use change, upland impacts and management.  Fortunately, these areas respond well to improved management and restoration activities.  Forests, upland from the water, help to sustain watershed functions and determine its resilience against natural and anthropogenic stresses.  Fire, disease, insect infestation, improper management and use can leave watersheds vulnerable and reduce the quality of life of those who live there.  Because of their position in the landscape, riparian areas and wetlands are critical to water quality, anchor the food web and provide essential fish and wildlife habitat, are among the richest in biological diversity and serve multiple functions to health and viability of aquatic systems.

Addressing the Issues - Achieving watershed health in the Potomac River Basin is a long-term effort.  The proposed actions and treatments will need to be far reaching and varied.  In some cases only the symptoms can be treated in hopes of lessening cumulative effects.  In others, the first steps toward restoration and rebuilding ecosystem integrity will be taken.  In still others, the focus will be to educate landowners and communities in order to build capacity for local action in the future.  In all cases, the work will require the talents and resources from multiple partners. 

The Focus Watersheds

The scope and complexity of the Potomac River Basin are beyond this partnership’s resources to address all at once.  Of the Potomac’s tributaries, the Shenandoah, Monocacy, and Antietam Rivers will be the initial focus for project work.  These watersheds were selected because of the issues stated above and the feasibility to demonstrate improved watershed health within the first two years of the partnership.  A Watershed Assessment and strategy will be completed to prioritize future efforts.

The Steering Committee will assess the potential to move beyond the initial focus watersheds in the third year of this effort.  The intent is to work with the state of Pennsylvania to address their portions of the Monocacy and Antietum watersheds.  Outreach could be expanded into the neighboring watersheds of Catoctin and Lower Potomac with willing landowners.

Monocacy and Antietam River Watersheds, Maryland  - The Monocacy River and Antietam Creek watersheds encompass over 469,000 acres in Central Maryland and southern Pennsylvania draining into the Potomac River, approximately 50 miles upstream from Washington, DC.  The watersheds are Category I Priority Watersheds in Maryland’s CWAP Unified Watershed Assessment.  Both have high nutrient loading due to agricultural uses, but also have a high potential for restoration. 


The targeted Monocacy and Antietam watersheds have over 18,000 acres of sensitive species habitat areas, including the upland sand piper, brook floater, white trout lily, and Short’s sedge.  Many of these species could expand their habitat in restored streams, woodlands, warm season grass meadows, and wetlands.  Once superior cold and cool water fisheries, measurements of Biotic Integrity currently show severely degraded benthic communities and elevated water temperatures.  Years of gypsy moth infestations have left expanses of insect-killed standing timber, and have created a significant fire hazard.  Forestland ownership has fallen into increasingly smaller parcels, making areas vulnerable to conversion from protective and productive forest uses to sprawl development.  

Shenandoah River, Virginia  - The Shenandoah River Watershed encompass over 1.5 million acres. This area occupies Fredrick, Prockingham, Shenandoah, and parts of Augusta, Page and Warren Counties.  The George Washington National Forest manages about 358,000 acres or 23% of the watershed.  The Shenandoah River is a Category I Priority Watershed and has numerous segments listed on the state's 303(d) impaired watershed inventory.  Primary problems are nutrients and sediment contamination from agricultural uses, stream erosion, and floodplain encroachment. 

Virginia’s flora and fauna are among the most diverse to be found anywhere in the temperate latitudes.  Within the Shenandoah Valley, there are over a hundred threatened, endangered, or sensitive plants and animals designated by the state and/or federal listing.  These include the federally endangered Indiana bat, Virginia big-eared bat, and peregrine falcon.  Restoration of upland forests, riparian areas and wetlands will improve overall habitat conditions and help protect these species.

The Shenandoah River has one of the lowest percentages of intact riparian forests and the greatest potential for restoration in the state of Virginia.  There have been a significant number of insect and disease outbreaks, wildfires, mountain harvesting activities, and growing use conflicts at the urban/wildland interface - including recreational growth through greenways and dispersed recreation (hunting, hiking ORV/ATV use).  Historically, row cropping and cattle grazing, and more recently, chicken and hog farming have occurred on riparian and upland areas.  Severe flood events over the last decade have increased attention on the river corridors.  Recently completed re-vegetation work has the promise of returning some areas to a native condition.  Efforts to conserve riparian areas through conservation easements are increasing.  Recreation use associated with the Shenandoah River is increasing annually with current use estimated at 250,000 recreation visitor days a year.  The results have been a reduced quality of human life and decline in forest ecosystem health.

Vision of the Land and Watershed as Improved by this Project


 People and the Land as Customers

“A watershed is an area where people, the land and an aquatic environment come together.  Healthy watersheds support a high quality of life.  This project helps restore healthy watersheds for both our customers – the land and the people.”  

The People

The People

People of the Potomac watershed and the Chesapeake Bay will receive a positive return from the combined actions of restoration and research.  The returns may be short term, as with landowners whose management objectives include conservation and habitat creation, or they may be delayed in terms of receiving economic gain from the products that can be derived from the riparian forests or wetland.  The anecdotes below help to illustrate the impacts of these efforts to various customer groups.

· Farmers and Forest Landowners - In Virginia, 77% of all land is held in private hands and Maryland has 90% in private ownership.  Consequently, any riparian or upland protection or restoration efforts must focus on the private landowner. The private landowner possesses the final responsibility for land management decisions on their land; hence, any governmental assistance should help at this basic level.  Investments in technical assistance, education, training, and implementation on the ground have the greatest impact toward improving management and reducing risks with potential future costs.

Examples:  Since 1998 when the Conservation Reserve Enhancement Program was introduced, Maryland has enrolled almost 15,000 acres, more than all the Maryland agricultural land enrolled in the Conservation Reserve Program in the past.

In Maryland, deer and bird hunting fees to private landowners range from $3 to $5 per acre per year, and up to $80 per hunter per day for waterfowl hunting access.

Reducing air pollution by 20 percent would cut agriculture losses in half, saving Maryland farmers $20 million.

In Fairfax, VA, open space trees and buffers are estimated to have reduced the cost of traditional air pollution controls by over $4.5 million in 1995.

· Local Citizens and their Communities - Virginia and Maryland citizens derive benefits from watershed restoration activities such as reduced wildfire hazard, improved water quality from bioremediation techniques and better logging practices, lower impacts from insect and disease outbreaks, and higher quality of life from urban and community forestry efforts. 

Examples:  According to a 1995 attitude survey, 77 percent of Maryland resident respondents said that it is important to have natural areas close to where they work and live.  Almost half said that they would be inclined to move if existing open space in their community were lost.

After public outcry about degrading streams due to increased run off in urban areas, Montgomery County, MD, is spending $20,000 to $50,000 per housing lot in some areas to repair damaged streams and restore riparian forests.

Retaining forest area and buffers has reduced storm water costs in Fairfax County, VA by $57 million.

· Downstream Water-users – Restoration actions within a watershed reach all people that live there. Private landowners benefit from managed forests for their own objectives, but stewardship spills over benefits to others in that community and watershed.  Tertiary benefactors of healthier forests, protected streams, cleaner water, and enhanced wildlife habitat are the diffuse citizenry of the two states and users of the Chesapeake Bay.

Examples:  Last year, 80% of the Washington, D.C. metropolitan area’s water supply came from the Potomac River basin.  

Wastewater treatment facilities in the Washington, D.C. area have annual costs of $2 to $10 million per year per facility, which equates to $3 to $5 per pound of nitrogen removed. 

In Maryland, Forest buffers have been found to reduce nitrogen and phosphorus removal costs by 4.24 and 29.99 $/pound, respectfully. 

Marylanders spent $270 million observing, feeding, and photographing wildlife in 1991.

In 1991, Maryland recreational anglers contributed $467 million to the state economy.

The Benefits to People:

· Reduced risk of fire and loss of property.

· Improved water quality.
· Reduced erosion and land loss.
· Improved flood control and less property damage.
· Increased land values.
· Increased forest products for economic gain and farm income diversification
· Increased productivity of livestock forage adjacent to riparian areas.
· Improved terrestrial and aquatic habitats for consumptive and non-consumptive uses.
· Improved ecosystem stability for communities.
· Opportunities for short-term project employment.
· Community pride - opportunities to restore and enhance the public places together.
Customer Survey - A Potomac River Watershed Visions Project was conducted in 1993-94 as a cooperative effort among fourteen public and private agencies.  This intensive effort conducted a series of one-on-one and small group meetings at state, regional and county levels, along with regional focus-group citizen meetings to seek basin resident’s perceptions of their local watersheds, their degree of involvement, and what they valued about the watershed.  The team’s findings are published as the Report on the Potomac River Watershed Visions Project.   They found a wide diversity of community led activities and interests occurring on the river, but not one cohesive picture.  The findings from the Visions Project will be reviewed for customer information pertinent to this effort.

The Land

If we take care of the land, we sustain the basis for life.  As a customer, it focuses our attention on what is needed to restore a healthy watershed.  Both research and management will work together to address this. 

Forests provide the natural land cover for large portions of the focus watersheds.   Many upland and riparian areas are degraded and nonfunctional.   Actions taken to restore forests, riparian areas, and wetlands will help create healthier watersheds.

Examples:  Each mile of 100-foot buffer on both sides of a stream protects 24 acres of high quality habitat along shorelines and creeks.

The relationship between stream shade and trout production is firmly linked.  Studies have shown that when stream surface shade is reduced to 35 percent, trout populations can drop by as much as 85 percent.

Riparian forest buffers are a low maintenance and long-term solution.  It is estimated that forest buffers can remove 21 pounds of nitrogen per acre each year for $.30 per pound, and about 4 pounds of phosphorus per acre every year for $1.65 a pound

A single mature tree releases about 100 gallons of clean water vapor per day into the atmosphere and provides the cooling equivalent of nine room air conditioners operating at 8000 BTUs per hour for twelve hours a day.

The Benefits to the Land:

· Improved and connected riparian areas.

· Increased wetland areas.

· Reduced sediment and nutrient pollution to waterways.

· Maintenance of stream banks and channels.

· Improved water quality, water storage, and moderated flows.

· Restored/enhanced terrestrial and aquatic habitats, resulting in increased numbers and diversity of wildlife and fish species.

· Recovery of threatened and endangered species.

· More fully functioning conditions.

· Less risk of catastrophic fire.

· Re-establishment of native plant species and communities.

All of the proposed project activities are intended to help restore healthy watershed functions and conditions.  Restoration is a process of taking short-term actions to gain long-term results.  Collectively these actions help off set demands that deteriorate watershed function.  Returning important features to the landscape, while educating and connecting people during the process, will serve both our customers.


The Players: Primary Partners

Forest Service Northeastern Area – State and Private Forestry - The Forest Service (FS) is the largest land manager in the Chesapeake Bay watershed (1.4 million acres) and an important partner in support of private forest land management and conservation.  The FS, through the Northeastern Area (NA), State and Private Forestry, has been working on the Chesapeake Bay restoration effort since 1989.  The NA is working with USEPA, State Foresters, and other state, federal, and private interests to assess forest and riparian conditions, conduct scientific studies, implement education and outreach efforts, implement upland and riparian forest demonstration and restoration projects, and develop restoration incentives through the Chesapeake Bay Program’s Forestry Work Group.  The NA provides direct technical and financial assistance to the States through its Cooperative Forestry Programs in both rural and urban areas.  

The George Washington and Jefferson National Forest – The Forest manages about 1.5 million acres in the Chesapeake region and approximately 358,000 of public lands in the headwaters of the Potomac and Shenandoah Rivers.  Within these watersheds are approximately 422 miles of perennial streams and 10,280 acres of riparian area. The George Washington and Jefferson National Forests have a knowledgeable and diverse work force that conduct natural and forest resource management on the National Forests. Activities range from prescribed burning and wildfire suppression to watershed restoration projects and environmental education for all aspects of forest management. With recent emphasis on collaborative management and the emphasis to reach beyond the boundaries of the National Forest, the Forest Service is working in cooperation with state and local agencies and private conservation organizations to provide technical assistance and leadership in cooperative public-private ownership. 

State Forestry Agencies (States) - The Maryland Department of Natural Resource’s Forest Service (MD), and the Virginia Department of Forestry (VA) are designated by their Governors as the lead State agency for accomplishment of both CBP and CREP Riparian Forest Buffer Goals.  Pennsylvania Bureau of Forestry will be asked to assist with the PA portion of the Monocacy and Antietum Watersheds.  The States played a pivotal role in the establishment of CBP riparian goals and are implementing activities to support the effort, including education and outreach, delivery of cost-share programs, technical assistance to landowners and local communities, and monitoring and tracking accomplishments.  

State Foresters currently provide technical assistance to landowners and work with other agencies and groups in the watershed.  Both state forestry agencies conduct programs to address wildfire, eliminate danger at the wildland/urban interface, and reduce risks associated with pest and disease.  Both states are committed to urban forestry and increasing urban residents awareness of the role of forests and forestry in their community.  MD has established Watershed Foresters to provide focused assistance in the watershed and VA has established a Shenandoah Valley “Team” to enhance coordination.   The States produce and coordinate the delivery of tree and shrub seedlings used for restoration efforts.  MD has worked to establish its nursery as one of the largest suppliers of quality hardwood seedlings in the Mid-Atlantic. 

Ducks Unlimited, Inc. (DU) - DU has a long history of working with local, state and federal conservation partners to restore wetland, riparian, and upland habitats across the country and in the Chesapeake Bay watershed.  In 1996, DU announced the Chesapeake Bay Initiative (Initiative), a 10-year, multi-million dollar partnership with the Chesapeake Bay Foundation (CBF) to restore water quality and wildlife habitat within the Bay.  As part of this Initiative, DU is working with state, federal, and private partners in Virginia, Maryland, Pennsylvania, and Delaware to deliver landscape restoration programs on a watershed approach.  Through its partnerships, DU has been able to leverage grass root dollars with public funds at a 4:1 ratio.  DU’s focus is to provide direct outreach and restoration assistance to landowners, to provide funds to assist with landowner cost-share expenses, and to cover the cost of additional restoration actions not covered by existing programs.  

Other Players and Alliances
There are many players interested and committed to the restoration of the Potomac River Basin.  Some of the key players are listed below. 

The Chesapeake Bay Program (CBP) – The CBP is a unique regional partnership that’s been directing and conducting the restoration of the Chesapeake Bay since 1983.  CBP partners include the states of Maryland, Pennsylvania, and Virginia;  the District of Columbia;  the Chesapeake Bay Commission;  the Environmental Protection Agency (EPA);  and participating advisory groups.  Over 20 federal agencies participate in the CBP.  It provides financial support, maintains monitoring data and information to carry out scientific modeling, research, and works with Bay states to implement actions to accomplish CBP goals.  The NA will coordinate projects with CBP.   

Chesapeake Bay Foundation (CBF) – CBF is a private-sector organization created in 1967 to advocates the best interests of the Chesapeake Bay.  It serves as a catalyst for bold and creative solutions to Bay problems through environmental education and resource protection.  It builds public concern and encourages government and private citizens to deal with these problems together.  In 1996 an agreement was signed between CBF and DU to restore 20,000 acres of wetlands in the Bay by the year 2005.
Interstate Commission of the Potomac River Basin (ICPRB) – The ICPRB is tri-state legislative body created in 1940 to enhance, protect and conserve the water and associated land resources of the Potomac River basin and its tributaries through regional and interstate cooperation.  Primarily a technical group, the ICPRB has no regulatory authority.   It provides inter-jurisdictional coordination, water quality monitoring, technical support to state and local agencies, information about the Potomac and serves as liaison between citizens and their governments.

 Potomac American Heritage River Initiative – This initiative is intended to facilitate and support community-led efforts that will:  protect and restore water quality and living resources;  promote enjoyment of natural, recreational and heritage assets;  encourage more citizen involvement in community decision-making; and foster sustainable economic development.  Friends of the Potomac (FOP) is the lead organization to implement the American Heritage River designation on the Potomac. The National Park Service (NPS) is the lead federal agency.  Two River Navigators are designated for the initiative, a federal and FOP representative.
Additional Federal Agencies (NRCS, USFWS, USGS, EPA) – These federal agencies are active in the Potomac and are partners in the Chesapeake Bay Program.  Each has technical, financial, and analytical resources that could assist in meeting the objectives of the project and accelerate its accomplishments. NPS has 13 areas, with over 100 sites within the Potomac River Basin.  These provide a “window on the Potomac,” providing public access to view and enjoy the watershed.  NRCS has been an active participant in stream buffer restoration and can provide additional field technical and landowner outreach assistance.  NRCS can help with landowner contact and technical assistance; USFW is a leader in living resource research, and field assessment and management, and USGS is a leader in analysis.  EPA and its CBP are a national leader and model in watershed restoration. 


Figure 1 -  Partnerships in the Potomac

This figure represents key players in the Potomac River Basin.  Solid lines indicate financial relationships with PRP through one of the primary partners.  Dashed lines indicate an opportunity for developing new relationships. 

American Forests (AF) - American Forests is the oldest private conservation organization in the United States.  The FS and State Forestry Agencies have worked with American Forests (AF) to develop “Global ReLeaf for the Chesapeake Bay”.  ReLeaf promises to plant over a million trees funded through corporate donations in riparian areas in the watershed by 2010.  AF is especially successful in education efforts and skilled in organizing local volunteers for planting efforts.

The Land Trust and Watershed Association Community – A number of land conservation organizations such as the Piedmont Environmental Council, The Potomac Conservancy, and the Valley Conservation Council are active in the Potomac River basin.  These groups can assist in landowner contact and help implement strategies for long-term protection of restored lands through the use of conservation easements.  The Potomac Conservancy is being funded by the PRP in FY2000 to conduct local community outreach work.  

Shenandoah Valley Pure Water 2000 Forum - A local forum with five overall goals:  improve water quality, promote environmental education, coordinate efforts of participating groups, create a database for watershed data, and promote riparian restoration activities.  The communication structure established by this forum can be used to transfer information quickly.

Potomac River Keepers – A River Keeper is designated for the Potomac River.   A River Keeper organization is forming from members of the American Canoe Association and others.  This group acts as legal advocates to ensure environmental legislation is implemented. 

Potomac Collaboration Partnerships Forum – New watershed wide coalition to bring together  governmental and private sector leaders interested in partnership efforts among public agencies and private organizations within the Potomac River watershed.  Creates a forum to communicate interests and minimize competition for dollars between agencies and groups.  

Each of the primary partners has many connections with other players that will assist, council and influence day to day activities.  The table below gives a range of groups and organizations that may be involved in some aspect of the total project effort.

	Chesapeake Bay Foundation
	Environmental Protection Agency

	National Park Service
	US Fish and Wildlife Service

	Shenandoah National Park
	Maryland Department of Agriculture

	Carroll, Frederick and Washington County Soil Cons. Districts.
	Frederick City, Hagerstown, Frederick, Carroll and Washington Counties

	MD DNR Chesapeake and Coastal Watershed Service
	Western MD Resource Cons. Development Area (RC&D)

	Natural Resources Conservation Service
	VA Dept. of Agriculture

	VA Dept. of Conservation & Recreation
	VA Non-point Source Advisory Committee

	VA Dept. of Game and Inland Fisheries
	VA Interagency Coordination Center

	VA Association of Conservation Districts
	Valley Conservation Council

	Pure Water 2000
	Coors Inc.

	American Forests
	Virginia Fire Services Board

	Piedmont Environmental Council
	Trout Unlimited

	VA Soil & Water Conservation Districts
	Friends of the North Fork

	Northern Virginia Planning Commission
	Town of Front Royal

	Town of Luray
	The Nature Conservancy

	The State Forester’s Task Force
	Virginia Cooperative Extension Service

	VA Tech College of Natural Resources
	VA Chapter of National Wild Turkey Federation

	Ruffed Grouse Society
	Quail Unlimited                                                                                                                                                                  

	National Wild Turkey Federation
	Shenandoah River Recreation Use Steering Committee

	USFS Coldwater Unit of  the Southern Research Station at Virginia Tech
	College of Natural Resources at Virginia Tech

Potomac Heritage Partnership


Table 1 - Partner Roles, Interests, and Outcomes

	Partners & Roles
	Partner Interests
	Outcomes that support those interests

	USDA Forest Service, S&PF

· Technical Expertise

· Financial Assistance

· Outreach, Information & Education

· Coordination/Facilitation

· Research
	· Provide adequate financial assistance to make a difference to people, their communities and the health of the land.

· Supply technical assistance to help meet project objectives and accomplish successful outcomes.

· Offer coordination skills to provide a regional perspective, enhance collaboration, and facilitate positive change.
	· Financial Assistance Grants

· Direct technical assistance to accomplish: RFBs/Wetlands restoration, upland management and risk prevention techniques, monitoring and evaluation.

· Coordination to facilitate implementation team collaboration and bring in new partners to assist with specific aspects.

	MD Forest Service
· Technical Expertise

· Landowner Assistance

· Financial Assistance

· Outreach, Information & Education

· Coordination


	Conduct actions that result in measurable improvement in: 

· Wildlife Habitat

· Water Quality 

· Liveable Communities

· Conservation of the working forest landscape and reduction of forest fragmentation

· Fire Risk Reduction

· Increased Public Awareness


	·  RFBs/Wetlands Restored

· Afforestation

· Road/Trail Rehab.

· Hydrant Installation

· Forest Mgmt. Plans

· Conservation Easements

· GreenWay Planting

· WATER Outreach Progs.

· Tons Debris Removed

· Community Outreach Progs.

· Emergency Response Plans

· Watershed assessment and monitoring

· GIS Analysis

	Virginia Department of Forestry

· Technical Expertise

· Landowner Assistance

· Financial Assistance

· Outreach, Information & Education Coordination

	Conduct actions that result in measurable improvement in: 

· Wildlife Habitat

· Water Quality 

· Liveable Communities

· Reduced impacts of urbanization

· Conservation of the working forest landscape

· Fire Risk Reduction

· Increased Public Awareness
	·  RFBs/Wetlands Restored

· Fire risks addressed through community-based approaches.

· Greenway Planning & Implementation

· Urban Runoff Reduction Projects

· Alternative logging system workshops and training.

· Watershed assessment and monitoring

· GIS Analysis and mapping to target and evaluate efforts

	George Washington – Jefferson National Forest

· Technical Expertise

· Scientific Expertise and Research.

· Financial Assistance

· Landowner Assistance


	· Implement actions to reduce wildfire and affects of insects and disease in the uplands of the Shenandoah watershed.

· Promote ecological diversity and restore affected species.

· Improve mountain logging techniques to reduce the risk of water quality affects.
	· Perform forest health assessments to target management activities that best address fire, pest and disease risk prevention.

· Perform hazard reduction burning

· Implement visitor education program on role of fire.

· Watershed monitoring

· Restore riparian forests and wetlands

· Engage in oak regeneration 


Table 1 - Partner Roles, Interests, and Outcomes (Continued)

	Partners & Roles
	Partner Interests
	Outcomes that support those interests

	Ducks Unlimited, Inc.

· Financial Assistance 

· Technical Assistance

· Landowner Assistance

· Outreach & Information

· Research
	· Restore wildlife habitat and improve water quality.

· Landowner participation in conservation programs.

· Implementation of restoration projects.

· Provide financial assistance to offset project costs.

· Public awareness of  the importance of wetland, riparian, and forest conserv.

· Develop new techniques and increase restoration knowledge.
	· Increased restoration of wetlands and riparian buffers.

· Increased landowner involvement in conservation programs.

· Increased project delivery to program participants.

· Improved efficiency of restoration projects.

· Improved project stewardship.

· Restoration Field Tours & Demonstration Projects.

· Watershed assessment and monitoring 

· Increased success of restoration projects.

	Other State Agencies

· Financial Assistance 

· Technical Assistance

· Land Owner Contact

· Education & Outreach

· Easement Development
	· Common goal of improved wildlife habitat, water quality and quality of life in our communities.
	· Education Programs

· Conservation Easements

· Forest Management Plans

· Watershed assessment and monitoring 

· Outreach Programs

	Other Federal Agencies

· Technical Expertise

· Landowner Assistance

· Financial Assistance

· Outreach, Information & Ed
	· Wildlife Habitat

· Water Quality

· Working Forest Landscape

· Public Awareness


	· CREP Contracts

· RFBs/Wetlands

· Afforestation

· Watershed assessment and monitoring 

· Forest Management Plans

	Local Governments

· Land Use Decisions

· Financial Assistance

· Community Assistance

· Education and Outreach
	· Citizen participation in conservation programs.

· Increase awareness of  the value of wetland, riparian and forest conservation.

· Restore wildlife habitat and improve water quality.

· Growth and Development
	· Increased restoration of wetlands and riparian buffers.

· Increased citizen participation.

· Education & Outreach Programs

· Greenway Designation

· Reduced loss of resource lands.

· Improved urban parks.

· Media Events

	Watershed Associations and Land Conservancies

· Community Assistance

· Volunteers

· Information, Outreach and Marketing
	· Conserve the natural resources of the watershed.

· Increase awareness of the value of natural assets and the local environment
	· Reforestation Projects

· Promotional Materials

· Public Outreach & Participation

· Watershed Events

· Conservation Easements

	Corporations

· Financial Assistance

· Marketing Tools and Resources
	· Sales & Marketing

· Public Relations

· Public Service
	· Greenway Designation

· Marketing & Media Events

· Material Purchase


Partner Contributions and Collaboration

Each partner brings human resources, technical expertise, financial assistance, and a network of other partners to help make a significant positive change in the project area.  A variety of work, programs, and funds are being used to support this effort.  A key example is the Conservation Reserve Enhancement Program (CREP) on private land.  The Potomac River Partnership will augment restoration project work through landowner enrollment in this important program.

Conservation Reserve Enhancement Program (CREP) – This unique program was initiated in Maryland as a response to the Chesapeake Bay Program's Riparian Initiative.  It received authorization in the 1995 Farm Bill.  It provides millions of dollars in landowner incentive payments for riparian buffers and wetland restoration on agriculture lands.  The government pays a rental fee for the land (10-15 years) and provides 50% of the costs for project enhancement work.  An additional incentive (70%) is offered for planting trees.  

This is the first year for CREP in Virginia and Pennsylvania and the third year in Maryland.  All states have approved plans by the Department of Agriculture and have a backlog of willing landowners.  The states have each added funding from existing programs to boost the cost share incentive another 37.5% to assist landowners with projects. The Chesapeake Bay Initiative is providing an additional cost share incentive of 12.5% for specific practices such as tree planting and wetland restoration.  Together, this creates a cost free incentive program for the private landowner.  Actual dollars available in each state are shown below:

	Partners
	MD CREP
	VA CREP
	PA CREP

	USDA
	$196.6 M
	$ 44.3 M
	$136.9 M

	State
	$ 55.1 M
	$ 17.1 M
	$ 76.9 M

	DU/CBF
	$   5.5 M
	$   1.5 M
	$   4.5 M

	Totals
	$257   M
	$ 63.6 M
	$218.3 M


Partner Assessment – The PRP will continue to seek new ways to enrich collaboration.  There are more resource opportunities known through existing partner networks than have been outlined here.  Some of these include the Atlantic Coast Joint Venture of the North American Waterfowl Management Plan (NAWMP), the National Fish and Wildlife Foundation, and Chesapeake Bay Program grants.  Identifying and assessing partner interests, resources, and capabilities will be an ongoing process of discovery.  A complete assessment of all partnership opportunities is not feasible at this time, and presumptuous.  Participating with long-standing organizations and existing cooperatives such as the the Potomac Collaboration Partnerships Forum will help further this partner assessment and take advantage of new opportunities. 


The Potomac River Partnership is a watershed restoration and stewardship project. This description highlights several guiding principals for the operations of this project:  (1) a large-scale view of the target watersheds to address problems, (2) an integrated approach - from upland area health and management, urban and community connections, to waterfront impacts and challenges, and (3) a holistic operation that assesses, targets and addresses issues, and then monitors success.  Project work is focused through four components:

· Watershed Assessment and Characterization

· Upland Forest Health Management and Fire Hazard Risk Reduction

· Riparian and Wetland Restoration

· Watershed Monitoring and Applied Research

The timeframes and description for the proposed activities are given below.  

Watershed Assessment and Characterization                                      

Watershed Assessment and Evaluation – The MD DNR Forest Service will complete a “Strategic Forest Assessment” to determine priority forest lands providing watershed values and those in need of restoration and protection in both rural and urban areas.  It will assess the Maryland and Virginia target basins first, then expand to the remainder of the watershed. 

Characterization - A GIS characterization report will be completed for each target watershed providing a baseline of information for future monitoring and evaluation of project results.  Components including forest, stream and wetland, forest loss due to disease and fire, urban and wildlife interface, and acid deposition/degradation sites will be developed.  This will be combined with a modeling component to refine predictive capabilities and restoration outcomes.

GIS-based Targeting Model – Ducks Unlimited will work with the States, the Chesapeake Bay Program and others in the watershed to develop a model for targeting restoration and conservation practices to maximize the accomplishment of habitat and water quality objectives.  In addition to landscape level priority setting, this model will be designed to be useful for decision making at the field level.

Mapping of acid deposition and evaluation of soil nutrient depletion on forests.  The NE and Southern Research Stations will work with James Madison University and the GWJNF to conduct predictive modeling of buffering capacity of the geology and acid deposition rates to indicate potential soil nutrient depletion potential and threats to forest health and water quality. 

Partnership Coordinator - Establish a Coordinator position to provide leadership and integration of the numerous efforts and partners working in the region.   This coordinator will provide oversight and management of the project components to ensure accountability.

Table 2 – Watershed Assessment and Characterization

Goal:
Assemble, synthesize, and analyze existing information on the condition and variability of forest, riparian and wetland areas in order to guide current and future restoration.

	Actions
	FY00
	FY01
	FY02
	FY03
	FY04

	Maryland DNR Forest Service

	Strategic Forest Assessment for the Potomac River Basin
	****
	****
	
	
	

	Monocacy Watershed Report
	****
	
	
	
	

	State/Community stream inventory and stream walks
	
	****
	****
	****
	****

	Virginia

	Shenandoah Watershed Report
	****
	
	
	
	

	SFA VA data support
	****
	
	
	
	

	State/Community stream inventory and stream walk
	
	****
	****
	****
	****

	Woodstock Urban ecosystem analysis
	
	****
	****
	
	

	Ducks Unlimited

	GIS Targeting Database
	****
	
	
	
	

	GIS targeting and database testing
	
	****
	****
	
	

	US Forest Service

	George Washington–Jefferson NF

	NF Stream Inventory
	****
	****
	****
	****
	****

	American Eel survey
	
	****
	****
	****
	****

	Acid deposition study
	
	****
	
	
	

	Woody debris and physical habitat assessment
	
	****
	****
	****
	****

	Northeastern Research Station

	Model Atmospheric Deposition
	****
	****
	
	
	

	Quantify atmospheric deposition impacts on WS forests and water quality
	
	****
	****
	
	

	Northeastern Area

	Project Coordinator 
	
	****
	****
	****
	****


Upland Forest Health Management and Fire Hazard Risk Reduction
Mitigate fragmentation of Maryland habitat and working forests.
· Afforest key corridors and blocks in the Monocracy and Antietam watersheds.

· Facilitate easement purchases of development rights on forested parcels using existing programs in the Maryland project area.

· Increase management of Maryland watershed forestland and retention of land in forest use by 10% over historical levels.

Reduce Maryland’s fire risk in wildland/urban interface areas and improve rural water delivery for wildfire suppression. 
· Conduct community-based fire safety awareness and education campaigns.

· Reduce fire hazards in high-risk areas through management actions.

· Rehabilitate existing forest roads and trails to improve condition and access;

· Develop rural water sources for fire control by installing dry hydrants.

· Work with the City of Fredrick to enhance forest health in the City watershed.

Create more livable communities in Maryland watersheds by 2005.

· Increase community awareness of the benefits of watershed restoration.

· Expand and afforest community green spaces;

· Expand opportunities for outdoor recreation, and protect the resource land base.

Implement actions to reduce the risks of wildfire in Virginia watersheds and on the George Washington and Jefferson National Forest.
· Initiate a major public relations campaign for the non-industrial private forest landowners to raise awareness about wildland/urban interface issues.

· Transfer an award winning demonstration project conducted in Shenandoah County including a risk analysis, GIS mapping, and an educational campaign for landowners, firefighters, county governments to the focus watersheds.

· Conduct fire hazard reduction and forest health improvement treatments on private lands in targeted areas.

· Coordinate wildfire prevention and management activities with sub-contractors. 

· Perform hazard reduction burning on the George Washington-Jefferson National Forest. 

· Develop and implement an intensive visitor education program on the positive role of fire in the forests and fire prevention needs.

Conduct Forest Health Monitoring and Control in Virginia watersheds and on the George Washington – Jefferson NF. 
· Conduct aerial detection surveys and mapping to assess forest health condition impacts from forest pests and to target implementation of control measures.

· Evaluate oak regeneration and hazard reduction burning to ensure future success.

Expand Urban and Community Forestry Actions to engage citizens and improve the connection between forests and quality of life.
· Develop and expand public outreach on the value of greenways, trails and rain gardens.

· Assist localities within the target watersheds with increased technical service delivery.

· Implement five rain garden projects and four greenway/trail projects.

Improve mountain harvesting through alternative logging systems that reduce water quality impacts in Virginia watersheds and on the GW – Jeff. NF. 
· Compile and analyze economic data on alternative harvesting systems to determine cost/benefit ratios.

· Conduct workshops to demonstrate alternative harvesting systems (such as helicopter cable and other low-impact systems).

· Implement a road/trail management plan that enhances the road network necessary to facilitate improved use and close or decommission others on a seasonal basis or permanent basis. In some cases, roads may require maintenance to reduce water quality impacts.

Table 3 – Upland Forest Health Management and Fire Hazard Risk Reduction

Goal:
Implement actions that reduce the risk of impact on watershed health of wildfire, insects and disease, forest harvesting, and changes in land use.

	Actions
	FY00
	FY01
	FY02
	FY03
	FY04

	Maryland DNR Forest Service

	Urban-Rural Interface “Fire Wise” program
	****
	****
	****
	****
	****

	Dry hydrant installation
	****
	****
	****
	****
	****

	Targeted stewardship –Fredrick City WS
	****
	****
	****
	****
	****

	Restore corridors to reduce fragmentation 
	****
	****
	****
	****
	****

	Virginia Department of Forestry

	Complete U/R Interface risk assessment
	****
	****
	****
	****
	****

	Coordination of Fire Prevention Team
	****
	****
	****
	****
	****

	Support watershed Fire Protection Teams
	
	****
	****
	****
	****

	Establish and implement community Fire-Wise outreach and education.
	****
	****
	****
	****
	****

	Promote conservation of forests in developing areas
	****
	****
	****
	****
	****

	Smart Growth workshops and critical area inventory
	****
	****
	
	
	

	Forest health aerial survey and analysis
	****
	****
	
	
	

	Mountain harvesting workshops and economic analysis
	****
	****
	****
	****
	****

	US Forest Service – GWJNF

	Hazard reduction burning
	****
	****
	****
	****
	****

	Oak regeneration burning
	****
	****
	****
	****
	****

	Road rehabilitation
	****
	****
	****
	****
	****

	Fire success monitoring
	****
	****
	****
	****
	****

	Potomac Conservancy

	Conduct landowner conservation easement workshops in targeted areas
	
	****
	****
	
	

	Conduct professional training seminars
	
	****
	****
	
	


Riparian and Wetland Restoration

Accelerate Private Landowner Outreach and Project Delivery.  Enhance programs to deliver information and assistance on the ground, and provide outreach, education and support for restoration efforts to build local momentum and support.

Establish Private/Public Landowner Assistance Teams –These Partnership Watershed-based Teams will guide implementation of individual restoration projects - make landowner contacts, conduct local outreach, perform site evaluations, complete restoration project designs, and communicate success through demonstration and tracking accomplishments.

Develop and Implement W.A.T.E.R. (Watershed Awareness To Encourage Restoration) in Maryland. Education programs in communities and schools to build a greater connection between urban residents and rural land uses and to motivate and support restoration activities. 
American Forests Volunteers. American Forests, in partnership with the States and Forest Service, will organize volunteers to support tree planting in riparian restoration projects on public or private lands in the Monocacy/Antietam and Shenandoah watersheds. 
Education to promote restoration in Virginia.  Working with American Forests and other partners, the Virginia Department of Forestry will develop urban and rural outreach efforts to promote riparian and wetland restoration. 
Urban Outreach and Demonstration Projects in Virginia. To demonstrate the role of riparian corridor and wetland restoration in urban areas, Virginia will focus on a combination of greenways/trail projects and “rain garden” demonstrations
Develop community-based stream corridor restoration projects in Maryland. Build knowledge and support through community “stream walks,” surveys and work with citizen groups to develop and implement restoration projects.

Implementation of Restoration Projects:

On Private Lands – The States and Ducks Unlimited, along with other conservation partners will provide cost-share and technical assistance too restore over 450 miles of riparian buffers and 400 acres of wetland. 

Supplement Ducks Unlimited Stewardship Program – Support the Habitat Stewardship program for financial and technical assistance on private lands.

On National Forest lands - Conduct watershed inventory of American eel to determine fish passage establishment.  Complete 73 acres of riparian restoration and re-establishment of forested buffers.

On other Federal Lands – Partners will provide technical assistance and seedlings to support riparian forest buffer plantings on National Park Service and Department of Defense facilities in the Potomac River watershed.

Table 4 – Riparian and Wetland Restoration

Goal:
Improve water quality and aquatic habitats through the restoration of riparian forests and wetlands.

	Actions
	FY00
	FY01
	FY02
	FY03
	FY04

	Maryland DNR Forest Service

	Urban stream corridor and greenway projects
	****
	****
	****
	****
	****

	Restoration of stream buffers - private lands
	
	****
	****
	****
	****

	Nursery stock development for tree planting
	
	****
	****
	****
	****

	Media support and community outreach – with American Forests
	
	****
	****
	****
	****

	WATER education programs
	****
	****
	****
	****
	****

	Virginia Department of Forestry

	Enhanced landowner outreach and technical assistance
	****
	****
	****
	****
	****

	Restoration of stream buffers – private lands
	
	****
	****
	****
	****

	Media support and community outreach
	
	****
	****
	****
	****

	Urban rain garden demonstration projects
	****
	****
	****
	****
	****

	Greenway education programs
	****
	****
	****
	****
	****

	Ducks Unlimited

	Enhanced landowner outreach and technical assistance
	****
	****
	****
	****
	****

	Restoration of stream buffers on private lands
	****
	****
	****
	****
	****

	Wetland restoration on private lands
	****
	****
	****
	****
	****

	US Forest Service

	Restoration of riparian forests on public lands
	****
	
	****
	****
	****

	Native grassland restoration – public lands
	****
	*****
	****
	****
	****

	Riparian road closure
	****
	****
	****
	****
	****

	Native oak plantings
	
	****
	****
	****
	****


Watershed Monitoring and Applied Research

Monitoring - Five programs will be designed to collect specific information to improve conservation and restoration tools and techniques used to address both riparian and upland approaches used in this project.  Information gained through monitoring programs established within MD, VA and DU’s delivery programs will be complied, published, and disseminated.

· Assessment of Riparian Plantings.  To monitor survival, species performance, protection methods, natural regeneration and types of problems (year 2-5)

· Evaluation of Stream Bank Stabilization Techniques. To evaluate erosion control techniques associated with riparian restoration activities (years 1-5)

· Evaluation of restoration activities used in Grazing and Pasture Habitats. Monitor and document temperature changes, stream bank configuration, and macro-invertebrate response to restoration activities. 

· Evaluate Restoration. At each characterization site identified for restoration, document environmental parameters before the activity occurs. Develop indicators of success.

· Evaluate Effectiveness of Soil Nutrient Depletion Characterization. Validate the predictions of nutrient depletion risk characterization through collection and analysis of soil and stream water samples. (years 1-3)

· Annual Monitoring Reports.  Each partner will prepare annual reports documenting accomplishments and monitoring results.

Research - The following research actions focus on the information needs and strategic planning required in the first year of this partnership.  They lay the foundation for research, monitoring, and information dissemination in years 2 through 5 of the partnership. The research component of this initiative will achieve this goal through several avenues and with multiple partners. The research component of this partnership is categorized by activity and subdivided within category by project or objective. 1) characterization, 2)monitoring, 3)research, and 4)information needs beyond the above three categories. 

First year research activities:

Provide support to Ducks Unlimited to evaluate data collected by Stroud Water Research Center, on seedling survival and planting methodologies that will help guide monitoring and research objectives and projects in year 2 through 5.

Future projects (years 2 through 5):
· Identify information gaps in Stroud’s data set and design projects to address those needs (i.e. improve planting techniques, survival).

· Using the GIS target and characterization data sets, determine the information gaps in riparian function knowledge. 

· Design a large-scale project to document and interpret watershed -level response to riparian restoration activities based on a suite of restoration sites of various ages.
· Study forest growth patterns and stream chemistry in watersheds with low nutrient availability to better understand how ecosystems respond to change in nutrient status. 

Information Exchange - Provide support, organization, and leadership for a 2002 conference: “Chesapeake Watershed and Riparian Buffers Restoration and Conservation Conference”.  Provide a regional forum to highlight the current status of knowledge on riparian buffer and wetland restoration, and to share tools, techniques and successes.

Science Advisory Group.  Establish and support a forum for scientific input, guidance, and review of monitoring protocols, data management and analysis.  This group will also help identify knowledge gaps and lay out a research agenda. 

Table 5 – Watershed Monitoring and Applied Research

Goal:
Expand the knowledge of watershed condition and evaluate restoration tools and techniques.

	Actions
	FY00
	FY01
	FY02
	FY03
	FY04

	Maryland DNR Forest Service

	Evaluate stream bank stabilization
	****
	****
	****
	****
	****

	Monitor planting survival
	
	****
	****
	****
	****

	Monitor temperature change in pasture
	****
	****
	****
	****
	****

	Assessment and Monitoring report
	****
	****
	****
	****
	****

	Ducks Unlimited

	Monitor riparian plan survival
	****
	****
	****
	****
	****

	2002 Restoration conference
	****
	****
	****
	****
	

	Evaluate Stroud Planting data
	****
	
	
	
	

	Bibliography and survey of research efforts
	****
	
	
	
	

	Virginia Department of Forestry

	Evaluate stream bank stabilization
	****
	****
	****
	****
	****

	Monitor plant survival
	
	****
	****
	****
	****

	Monitor temperature change in pasture
	****
	****
	****
	****
	****

	Assessment and Monitoring report
	****
	****
	****
	****
	****

	US Forest Service

	Water quality monitoring
	
	****
	
	
	

	Establish Science Advisory Group
	
	****
	****
	****
	****



This partnership effort will operate through a collaborative and adaptive management style. Partners and alliances will be encouraged to participate.  As new partnerships are developed, they will be invited to play a role in decision-making.  The flow chart below provides a description of the governing system.  Information is communicated through the network to keep teams informed and create better decisions.



Figure 2 - Governance

Partnership Steering Team - This group provides overall guidance and direction to the project.  Key stakeholders and investors in the project are represented and include:

· USDA Forest Service, State & Private Forestry – Al Todd

· Virginia Department of Forestry - J. Michael Foreman

· Maryland Forest Service - Steve Koehn

· Ducks Unlimited, Inc. – Ed Temple

· USDA Forest Service, George Washington–Jefferson National Forest - John Bellemore

Roles of the Partnership Steering Committee:
· Determine overall project direction and strategy
· Set overall organizational policies
· Guides the project’s budget process
· Make the big decisions 
· Resolve issues that arise
· Promote the project with organizational leadership to maintain funding
· Maintain communication with Implementation Teams, Research and Assessment Team, and Science Advisory Group
· Review, evaluate and track project accomplishments
· Oversee the reporting of progress
Decision Making Process - The Partnership Steering Committee will make decisions about project priorities, budget, and work assignments.  The committee will meet quarterly to coordinate programs of work, review progress, and shift implementation efforts if needed.  An annual meeting will be held with all project participants to celebrate success and establish future goals.

Individual project decisions will be made by the Implementation Teams according to overall Partnership goals.  For example, the field staff conducting those projects in the focus watersheds will coordinate and make individual restoration project decisions. 

Partnership Coordinator (PC) – This is the overall coordinator for the partnership effort.  This person facilitates shared leadership among the primary partners and guides the process.  This is the point person for information to be shared between the teams and disseminated to other key players.  They help ensure accountability and document results in an annual report.  This is a FS position, located with the NA, State and Private Forestry, Chesapeake Bay Program office.  Al Todd and Rick Cooksey will share these responsibilities until the position can be filled.
Implementation Team - This group will implement the actions necessary to reach the goals and meet the objectives of the project.  They will oversee implementation activities and plan the utilization of staff and volunteer resources.   They will conduct periodic reviews of activities and the project timetable to stay on track.  Members include:

· USDA Forest Service, Northeastern Area - Rick Cooksey

· Stewardship Coordinator – TBD

· Maryland DNR Forest Service - Anne Haristan-Strang

· Maryland Watershed Forester - Phil Pannill,

· Virginia Department of Forestry - Judy Okay

· Shenandoah River Watershed Foresters - Mark Holberg and TBD

· Ducks Unlimited Field Biologists - David Sausville and Ben Alder

The primary roles of the Watershed specific teams are to coordinate landowner contact, implement field restoration projects, and to collaborate with others in their watershed.

Virginia - Shenandoah Team - This Team will expand current efforts in the watershed.  The Team will add a Virginia Watershed Forester in each of the North Fork and South Fork Watersheds and Ducks Unlimited Program Biologist.  The Team will seek partnerships and expand relationships with local personnel as well as private citizen and conservation groups.

Monocacy – Antietam Team - This Team will expand current efforts in the region.  The Team has a Watershed Forester in the region and will reassign a Ducks Unlimited Biologist now covering central and western Maryland.  The Team will coordinate with MD Tributary Team and local Conservation District efforts in the watershed.  The Team will seek partnership with local, state and federal personnel, and private citizen and conservation groups. 

Research and Assessment Team - 

This Team will coordinate consistent monitoring efforts and protocols and facilitate applied research projects with Forest Service Research, Agricultural Research Service, CPB, EPA, States, DU, and other Partners.

Science Advisory Group - 

The role of this group is to facilitate the incorporation of sound science and research knowledge and experience into the restoration project.  This group  will provide advice and input on the design of monitoring, analysis of monitoring results, development of restoration and health indicators, integration of information from other research and monitoring efforts in the region, provide suggestions for applied research to meet project objectives, and work to integrate project needs into station research efforts and budgets.  

This group will be composed of invited scientists from the Northeast and Southern Research Stations, and universities/organizations in the region as well as program leaders from NA and Region 8.    


Competition

There is little competition within the Potomac River watershed for the restoration activities in this project, but there are external and internal sources of competition that can affect its success.  The primary areas of competition are for funding, time, support, and the land resource. 

Funding -There is not a dedicated funding source for the 5-year life of this project.  Competition between other watershed restoration projects, other initiatives within the Forest Service, other agencies, and even within this project may be an issue.  To compete successfully we must demonstrate fiscal accountability and integrity, market results early and continuously, and pursue opportunities to attract supporters/investors.

This business plan is our road map.  It guides the expenditures in restoration activities and articulates the outputs and outcomes expected from those investments.  An annual report will be developed to share accomplishments, describe challenges and to showcase success.  Expanding partnerships to bring new funding to the project is key to reduce dependence on Forest Service funds and help build a heightened level of ownership in accomplishing goals.

Time - The workforce of each project partner is limited.  Organizational priorities can shift and create a competition for time dedicated to achieve the outcomes of this project.  People can only be pulled in so many directions before they begin to lose enthusiasm or effectiveness.

There is a need to expand dedicated staff to focus on specific elements of the project and coordinate activities. Leadership support is vital to success of the project by helping to minimize fragmentation of efforts and to prioritize staff workloads.  It is important that partner organizations can clearly get credit for their efforts and be recognized to foster that support.

Support - This project is built on partnerships.  It requires the participation of all partners and support of its leaders.  It needs private landowners and watershed citizens to embrace restoration activities on their land or in their communities.  To gain this support and keep it, it is essential to have both a highly visible profile throughout the project timeframe and establish a quick track record of accomplishments, and build a local base of support and ability.

The Land Resource - The most significant competitive aspect to this watershed project is the economic use of the acres being sought for restoration.  Many of these potential conservation lands are currently producing alternative economic returns to the private non-industrial landowner or could in the future.  Encouraging landowners to remove ground from income production is difficult.  The competition between conservation and current use is real. The land in these target watersheds is valuable and there is strong pressure from development interests to convert resource lands.  And Agricultural Preservation programs are seeking participation by many of the same landowners. We can address this risk by supplying generous incentive programs, high levels of technical service delivery, and heightened awareness of their contribution to the improvement of the watershed.

Risks and Assumptions

Inherent in any project is the risk of incorrectly assessing existing and future conditions. Catastrophic events happen.  The economy changes, National programs and policies shifts emphasis, or the 2002 Farm Bill changes CREP.  All of this could happen.  Flexibility and quick response is needed to be successful in this dynamic picture.  Fortunately, this project has successful partners already established in the Chesapeake Bay area, and the proposed outcomes are known to be desirable.  The timing is great for augmenting restoration activities through CREP.   

The greatest risk for this project involves the scope and complexity of the Potomac watershed.  

There are many customers and players interested in the Potomac River.  The land area is too large for any one effort to effectively address all the issues.  The need is great.  How this partnership focuses its attention is critical to making a real difference in the watershed.  Success will be determined by how well this partnership creates a fully integrated and cohesive watershed based effort and reaches out to lever resources within the larger picture.

Below are the assumptions applied to this project, and a table identifying risks and the actions to mitigate them.
Assumptions:
· There is public interest and support for restoring watersheds in the Potomac River Basin.

· There is private forest and farm landowner demand for financial and technical assistance to implement conservation approaches on their land.

· Success requires effective partnerships and all parties will benefit.

· We will demonstrate measurable success within the five years of the project.

· This project will remain a top priority to the partners involved.

· Adequate funding will be sustained throughout the project period.

· All activities will be completed as scheduled.

· External forces such as weather, new policies/laws, and the economy will not adversely affect the success of the project.

Table 6 – Risks and Mitigation Actions

	RISKS
	RISK LEVEL
	ACTIONS TO MITIGATE RISK

	A lack of partners, or lack of public support which discourages potential partners
	  Low
	· Market the project

· Produce information about the project and outcomes

· Recruitment of partners and alliances



	Landowners are not interested or lose interest
	Medium to Low
	· Outreach and Marketing of assistance and programs

· Information, education and progress reporting

· Create a watershed identity

	Results are slow to occur or difficult to measure
	High to Medium
	· Do appropriate assessments to determine project priorities

· Set common goals and clear, measurable targets.

· Be realistic and recognize when success will take more time.

· Develop a satisfaction survey for customers served.

	Failure to communicate results in beneficial way to residents and supports
	Medium to  Low
	· Form a “Communications Team”

· Focus attention on local information delivery

· Develop information and events for Congressional, local official, and residents.

· Conduct writer/reporter tours

· Conduct canoe trips

· Hold research forums and conferences 

	Other projects also become a high priority and project delivery declines
	High to Medium
	· Proper work force and project planning

· Build adequate technical assistance capacity

· Upward reporting to emphasize funding needs, project importance and outcomes

· Annual workforce planning to anticipate competing priorities, manage conflicts, and eliminate delivery bottlenecks.

	Funding is not sustainable and dries up.
	High
	· Build community support

· Seek additional partners with capacity to help fund

· Cultivate corporate support

· Market results

	Activities are delayed, take longer than anticipated, or unforeseen events affect schedules.
	Medium
	· Proper planning

· Realistic scheduling

· Allow time to adapt to changes

	Weather creates adverse conditions for success
	Medium
	· Maintain flexibility

· Have a contingency plan (anticipate drought conditions or extended fire season)

	Public policies or economy changes that eliminate incentives  
	High to Medium
	· Develop education materials that stress watershed restoration benefits.

· Promote project with members from both side of the political aisle

· Develop local support


The Financial Plan

Many actions related to the goals of this project are already underway within the Potomac River Basin under the leadership of the States, Ducks Unlimited, Inc. or the Forest Service.   In addition, other partners are implementing programs in the watershed that support one of more of the goals.  This project aims to better coordinate and target these efforts and in some cases, to expand and accelerate their implementation. 

Assessment, Monitoring, and Research - The project will draw on information and data being gathered by the partners as well as other organizations (i.e. States, Stroud Water Resource Center, American Forests, Alliance for the Chesapeake Bay, the Chesapeake Bay Foundation).  For example, Maryland DNR Forest Service has secured over  $100,000 in state funds to conduct the Strategic Forest Assessment in Maryland; this project expands the assessment to the VA, WV and PA portions of the Potomac Watershed.  Maryland and Virginia are both supporting the analysis and mapping of the urban-rural interface and fire risk in the watersheds.  This will help complete further detailed analysis of these watersheds.  The Northeastern Area is working with a consortium of federal and private research organizations to coordinate riparian buffer research and test new approaches and models.  This project will fill additional gaps such as testing of the Riparian Ecosystem Management Model (REMM). 

Outreach, Education, and Technical Assistance - In 1998, Maryland and Virginia 

implemented “Stream ReLeaf” to enhance the restoration of streams and riparian forests.  In 1996, DU began landowner outreach through a partnership with CBF.  These programs are funding outreach and technical assistance in the Potomac.  However, these efforts cannot keep pace with the demands of the incentive initiative.  This project will enhance existing investments by targeting high priority watersheds with public/private landowner outreach teams. Education programs and training tools geared to communities and schools have been developed over the last few years in each State.  However, delivery is limited.  Likewise, local fire prevention programs like “Fire Wise” provide a vehicle to work with communities to create defensible space and reduce fire risk hazards.  This project will deliver these programs at an accelerated pace.

Restoration and Landowner Incentives - Maryland, Virginia and Pennsylvania have put in place “Conservation Reserve Enhancement Programs” totaling over  $400 million in funds available to private landowners over the next 10-15 years.  These projects do not include funding for program delivery.  Ducks Unlimited has initiated a $5 million “Chesapeake Stewardship” program to provide additional incentives to landowners who qualify for CREP.  States and DU are already committing personnel to implement these programs. These incentive based programs require a high level of landowner contact.  Combining the strength and resources of these efforts, a more holistic watershed restoration approach can be achieved.  In addition, critical restoration needs for upland forests and in urbanizing areas will be expanded.

Upland Forest Health and Fire Risk Management - The Forest Service and states are currently mapping and monitoring forest health risks and fire hazards.  Both Maryland and Virginia have nearly completed mapping and analysis of urban/rural interface areas that are critical to fire risk.  Tremendous investments in fire suppression are made each year.  This project will turn attention to fire prevention and risk reduction.  

Investment

The Potomac River Partnership is a creative business venture, initiated by Forest Service investment.  It is one of fourteen large-scale watershed restoration projects throughout the country that the Forest Service has committed to fund as “national investments” from the Washington Office.  There is significant competition for these funds by the different projects.  Fortunately, the PRP is positioned well and can expect at least a level base of funding for the next two years.  The chart below shows the total investment of partner contributions for FY 00 through FY04.

Table 7, on the next page, shows the estimated dollar investment for the project.  Partner contributions reflect investment made in the Potomac River watershed both for this project and other programs directly supporting this project’s goals.  The NA fund estimate includes support to the Chesapeake Bay Program and Forestry Work Group.  For example, a portion of the existing Forest Stewardship and Urban Forestry Cooperative funds provided to the States is used in the Potomac River Basin for buffer restoration or fire protection.

Dollar estimates contributed by other agencies or organizations reflect direct monetary and in-kind contributions.  Indirect contributions, such as ongoing monitoring and administration of assistance programs, were not included.
Table 7 – Total Investment:  Estimated Partner Contributions FY00 – FY04

                    All figures are represented in $1000 increments.

	PARTNERS
	FY 00    |  FY 01   |   FY 02  |   FY 03   |   FY 04

	Estimated Partner Contributions      Ducks Unlimited

Maryland DNR Forest Service

Virginia Department of Forestry

Pennsylvania Bureau of Forestry

FS - Northeastern Area, S&PF

FS - R8/George Washington/Jeff  NF
	$468

$235

$360

$310

$663
	$468

$300

$350

$365

$660
	$468

$320

$300

$  30

$380

$730
	$468

$300

$300

$  80

$400

$708
	$468

$280

$300

$  50

$430

$708

	Estimated Contributions from Other Agencies 
 (e.g. FSA,  NRCS, USFWS,      

    SWCD, local governments, etc.)
	$200
	$260
	$320
	$400
	$400

	Estimated Contributions from Other  NGOs 

(e.g. Friends of the Potomac, 
Chesapeake Bay Foundation,  American Forests, Friends of the North Fork,  Potomac Conservancy, etc.)
	$100
	$120
	$130
	$150
	$200

	Total Partner Contributions
	$ 2,336
	$2,523
	$2,678
	$2,806
	$2,836

	Forest Service WO Funds
	$1,159
	$1,200
	$1,547
	$1,563
	$1,528

	Estimated Total
	$3,495  
	$3,723
	$4225 
	$4,369 
	$4,364 


New Partnerships

Beyond the first year of the project, new partners will be identified and actions taken to engage and involve them in project activities.  It is anticipated that many of these new partners will be able to contribute financial or other resources to the effort.  Partners include other state and federal agencies, land conservancies, private foundations, conservation districts, local watershed groups, and corporate interests in the watershed.  

Financial Management

Funds for Ducks Unlimited and Virginia DOF in the Shenandoah Watershed and for the George Washington -Jefferson National Forest will be provided through grant agreements by the Southern Region.(R8).  Funds for the Monocacy, Antietum, Catoctin, or other watersheds in the Maryland and Pennsylvania will be provided to the States and Ducks Unlimited through the Northeastern Area.  The Partnership Steering Committee will review proposed actions each year and agree on changes needed in budget allocations in order to meet project objectives.

Benefit – Cost Analysis

Economic value is only one measure of worth.  It can help guide decisions and assess the trade-offs in allocation of scarce resources like money, land, or good environmental quality.  A Benefit/Cost analysis evaluates the costs and measurable benefits to decide if a project is worth pursuing.  It cannot capture the full range of values that nature provides and it has difficulty projecting risk and uncertainty.  Below is an analysis, using current data to illustrate the impact of the investment in this project.  All values are related to acres or miles of restoration work.

A discount rate of 8% was used for the analysis.
Restored Fish/Wildlife Habitat

· Riparian Habitat







$976,306
1 mile of riparian forest equals 12 acres of habitat for consumptive and non-consumptive use

· Wetland Habitat







$60,000,000
Wetlands provide pollution treatment and act as nurseries to fish and shellfish

· Stream Temperature Reduction





$6,967,500
Fishers produce over $13,000 of economic return per stream mile

Improved Water Quality

· Nutrient Removed







$130,950
1 mile of riparian forest reduces 140lbs N/year; 21lbs P/year; 2 tons sediment/year

· Erosion Control







$3,450,000
Erosion and sediment control averages $1,000/acre: buffers and wetlands do it for free!

· Treatment Costs Avoided






$2,036,700
The Potomac River feeds the DC water supply to almost 1 million people.


Improved Forest Health and Productivity

· Timber Return in the Future






$128,100
Future harvests produce attractive annual equivalent returns. 

· Fire Risk Reduction







$22,530,000
Property is protected and insurance premiums decline

Protected and Enhanced Quality of Life

· Reduced Air Pollution







$21,000
An average tree takes up 3.7 lbs of pollutants and sequesters 336 lbs of CO2 annually

· Reduced Energy Consumption





$10,000
An average urban tree saves homeowners 122 kwh every year

· Returned Aesthetic Amenity






$17,000
Every tree produces $17 of homeowner enjoyment

Total Benefits









$96,267,556

Project Investment (US Forest Services and Partner Contributions)

$20,176,000

B/C RATIO
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Challenges
A project of this magnitude has many challenges.  One of the greatest concerns is the ability to deliver consistent technical services to the customers throughout the life of the project.  Nothing can squelch a project quicker than a grand plan short-circuited through loss of funding or key personnel.  Consequently, the Implementation Team must be assured, to the extent possible, that support is continuous through the life of the project.

The second challenge is the large land area involved with this project.  Despite the additional personnel and increased commitment from working team members, it will still be difficult to reach all the landowners to restore this many acres across the area.  Targeting and prioritization activities will be necessary for working team members.

While much work is underway, and many partnerships exist, the third challenge is how best to build on existing programs, knowledge, and relationships to enhance the restoration of health in the Potomac River watershed.  How do we grow this partnership and integrate efforts to accelerate success?  This Business Plan attempts to address this.  There is always more unfolding as the words hit the page.  It is important to keep this a relevant tool.

Overall there is optimism for this effort because it focuses on the absolute area of greatest need, outreach and assistance to landowners and communities.  This watershed has little urban and community forestry work, significant insect and disease problems, mountain harvesting issues, high occurrence of wildfires, significantly degraded stream sides and few riparian buffers.  Positive results can be seen immediately.

Strong partnerships already exist in agencies and groups throughout the watershed.  Since the early 1900’s, both state forestry agencies and the Forest Service have worked closely together to manage the land and grow forests for the public good.  Creating a coalition with Duck’s Unlimited, Inc. adds a new and exciting dimension to this work.  They bring a business savvy and national track record of success for restoring wetland habitats.  New and emerging partners provide great opportunities.  Mutual respect among all Partnership Steering Team members will make significant restoration success possible.


The Potomac River is a national treasure and the project tributaries are focal points of history and a way of life that people value.  Improving watershed conditions and helping to ensure better resources for future generations are jeopardized by conflicts over land use.   Initial interest in the project is favorable.  However, maintaining attention for this project and support from private landowners and citizens;  elected officials;  civic groups;  universities and other centers of education;  and with the leadership of key conversation groups may be a challenge.  A cornerstone of this activity is building a communications strategy.

Marketing  

Internal Support - The Potomac River Partnership has the strong support of the USFS Northeastern Area Director for State and Private Forestry, the Forest Supervisor of the George Washington-Jefferson National Forest, the State Foresters of both Maryland and Virginia and the National Director of Conservation Programs of Ducks Unlimited, Inc.  These advocates, along with their partners in this project, are an effective coalition to advance its vision, and communicate its outcomes and successes at the national and state levels.  These leaders are the key players to support the project, its activities, and to ensure the on-the-ground resources necessary to achieve success.  A concise power point presentation will help partners foster internal communication.

Marketing to New Partners - There are many potential partners to communicate this project with in the Potomac River Basin.  The Partnership Coordinator will be the focus person to increase communication with the different groups and help identify marketing opportunities.  An annual partner meeting will be held to invite all interested players and talk about the progress of the project and discuss new opportunities.  The Potomac Partnership Forum, mentioned in the Partnership section of this plan, will provide an umbrella for all interested players to come together and discuss common interests.  The Science Advisory Group will bring together the science partners.

Informing Elected Officials - Marketing efforts will begin within the political boundaries of the watershed.  A strategy to inform elected officials is essential.  Efforts to market the mission and vision of the project and its outcomes will be conducted with congressional representatives, by informing Boards of Supervisors, Planning District Commissions, elected officials, and school board members about the project and the implications for their particular constituent base. This may be best accomplished by a series of events or through one large initial gathering lasting several hours.  Customized fact sheets, annual progress reports, field days, and  community led projects will be used.  All partners have expertise to draw on in working with political leaders.

Marketing and Outreach to Landowners and the Public - Informing the public about the nature of the project and the benefits to be derived from it will involve a highly coordinated outreach effort within each of the targeted watersheds through collaborative efforts between project partners.  Outreach materials will be developed to support the various aspects of this comprehensive watershed restoration effort not only to inform, but also to motivate the local citizenry to action.  These materials will be customized to target specific audiences.  Target audiences will be identified and key messages will be crafted and packaged to utilize the full spectrum of media outlets available in the project watersheds.   The Partnership Steering Team and Field Implementation Team will work to provide continuous information updates for the public through local media. Once accomplishments begin to materialize, media opportunities will be developed, leading to a more informed public.  As on-the-ground projects are completed, neighbor-to- neighbor contacts will be promoted to broaden support and participation.  Trips for landowners and local leaders on the river, led by volunteer groups, can be an effective tool for education.

Communications

New releases were issued by the Secretary of Agriculture and Virginia’s Governor in May, announcing the Forest Service investment to its partners.  Local new releases will be ongoing this summer.  A large media event is planned for the September.

A strategy will be developed to focus communications for the different targeted groups.  It is important to be explicit on what behaviors we want in order to meet on-the-ground management goals.  Then identify how the media, as a tool, can help make those behaviors more likely.  Lastly, express how we know whether or not we were successful.  Other considerations for the strategy include:

· Develop Key Messages

· Local efforts affect the larger landscape of the Potomac River and Chesapeake Bay.

· Participation is voluntary for all project activities.

· There is free technical and financial assistance available to land owners.

· Tailor communications to target audiences.

· Draw the connections between community and resource benefits.

· Look at different scales in the communication strategy.

· Focus on local relevancy.

· Convey how this makes a difference at the watershed and landscape level.

· Work with local schools

· Conduct events that are fun - people would come out for and bring their kids.

· Target outreach that communicates on issues that an audience cares about.  (i.e. parents care about safe water, not sediment control)

· Communicate the connection between the project’s activities and solutions to issues and problems.

Without an informed and involved community of interest, this project will not be as successful as it could be.  Local support is critical to leverage additional resources and to promote a sense of true ownership and connection with the vision and intended outcomes for this effort.


Success for this project is defined by outcomes (intended effects), outputs, presence in the watershed, and number of new partners.  In order to maintain credibility with our partners and competitive for future funds, we will ensure that all activities are measured and accounted for, and used to improve the watersheds and communities in an efficient and effective manner.  

Accountability for ecosystem restoration activities and customer satisfaction will be summarized annually in a project report.  The Partnership Steering Committee will be responsible for preparing the report.  All project components will be monitored.

Table 8 – Projected Short Term Outputs

	Restoration Action
	Monocacy/Antietam
	Shenandoah

	Restore Riparian Forests

Total/ Year 1
	150 miles/15 miles
	300 miles/40 miles

	Restore Wetlands

Total/Year 1
	400 acres/95 acres
	400 acres/35 acres

	Restore Native Grasslands

Total/Year 1
	
	600 acres/100 acres

	Restore Native Oak Woodlands
	
	47 acres of riparian oak planting

	Road Closure/Rehabilitation

Total/Year 1
	25/5 miles
	65 miles

	Rain Garden Demonstrations

Total/Year 1
	
	5/1

	Urban Greenway Projects

Total/Year 1
	100 acres of Corridors

10/1
	5/1

	Fire Hazard Reduction Total
	10,000 acres
	9750 acres

	Reduced Forest Health Risk

Total/Year 1
	2,000 acres
	2000 acres

	Community Education 

Total/Year 1
	10/3 communities
	6/1 community


Measurement

The Research and Assessment Team and Implementation Teams will gather the data related to project implementation and effectiveness.  Some of the measurements are shown on the next page, but others watershed indicators will be determined with advice from the Science Advisory Group.   The teams will utilize support and assistance from community and citizen-based monitoring.  The Research and Assessment Team, Science Advisory Group, and other partners will assist with research design and help identify knowledge gaps needing to be addressed.

Table 9 – Measurements for Project Activities

	Project Component
	Expected Measures

	Watershed Assessment & Characterization
	· Characterize forest resources and stressors across the Potomac watershed.

· Identification of forest health risk areas (disease, insects, fire, urban and wildland interface).

· Identification of key areas of forest and wetland conservation, restoration, and protection

· Identification of key opportunities and priorities for restoration and protection.

· Mapping of acid deposition and prediction of soil nutrient depletion.

	Upland Forest Health Management and Fire Hazard Reduction
	· Acres of afforestation of key forest blocks and corridors.

· Acres of forest protection through conservation easements.

· Number of forest management plans.

· Acres of increased defensible area.

· Number of homes and citizens protected through fire awareness actions and workshops.

· Tons of fuel reduction in fire management activities.

· Reduced response time with the installation of dry hydrants.

· Miles of road repaired, restored and decommissioned to improve access or forest condition.

· Acres of forest vegetation restored through management activity.

· Acres of mountain forest harvesting conducted under low impact techniques.

· Acres of community green space returned or protected.

· Number of citizens and visitors educated about forest health and the role of management and fire. 



	Riparian and Wetland Restoration
	· Miles of riparian forest restored.

· Acres of wetland restored.

· Acres of greenway planting and restoration.

· Number of bioremediation areas planted and maintained. 

	Watershed Monitoring & Applied Research
	· Number of research projects completed that are developed and transferable for wide distribution and use.

· Number of monitored sites for restoration success on three key issues – vegetation, soil, and water quality.

· Acres monitored for vegetation restoration response – structure, composition, and functionality.

· Number of sites monitored with water quality parameters including bank and bed erosion rates.

· Change in biotic integrity at monitoring sites.


Customer satisfaction is a cornerstone for longevity and success of the project.  Some of the customer satisfaction to measure includes partners, landowners, community and interest groups, and citizens touched by the project and its elements.  Information about customer satisfaction will be gathered through surveys, field reviews, follow-up interviews and other available feedback mechanisms.

Projected Outcomes 

· Restore over 130 acres of wetland habitat in the first two years. 

· Complete 55 miles of riparian forest restoration in the first two years.

· Improve water quality - each acre of restored mature riparian forest will reduce 152 pounds of nitrogen, 42 pounds of phosphorous and intercept 2 tons of sediment every year.

· Protect the municipal drinking water supply for Washington D.C. area and save over $2 million in treatments costs.

· Improve quality of life – reduce the risk of catastrophic fire, increase citizen awareness of the natural environment, increased real estate values, and enhance open space.

· Improve forest health conditions and reduced impacts of mountain harvesting.

Forest Service Link – This project supports the Watershed Health and Restoration emphasis area of the Chief’s Natural Resource Agenda.  The outcomes of this project link to the agency’s draft Strategic Plan, goals and objectives.  These include “Ensure Sustainable Ecosystems” (1.1, 1.2, 1.3, 1.4) and “Provide Multiple Benefits for People within the Capabilities of Ecosystems” (2.2 and 2.3.)
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USDA Forest Service, Northeastern Area  S&PF


George Washington-Jefferson National Forest,


Maryland DNR Forest Service


Virginia Department of Forestry


Ducks Unlimited, Inc.





 IV.	Partnerships:  Who We Are





VISION 





Healthy, Diverse Forests and Grasslands 


Clean, Clear Water in Abundant Supply


A Balance of Open Space and Urban Growth


A Satisfying Quality of Life





 II.	The Land, Water and Ecosystem
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   III.  Our Customers and the Public Benefit





VISION 


Healthy, Diverse Forests and Grasslands 


Clean, Clear Water in Abundant Supply


A Balance of Open Space and Urban Growth


A Satisfying Quality of Life
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 VI.  Governance








Science Advisory Group
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MISSION





To create a collaborative effort among partners to restore the health of land and waters of the Potomac River Basin and thereby enhance the quality of life and overall health of the Chesapeake Bay.





VII.	The Financial Picture
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 VIII.  Marketing and Communications
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 V.  The Operational Plan





 IX.  Outcomes and Accountability
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 I.  Introduction





MISSION





To create a collaborative effort among partners to restore the health of the land and waters of the Potomac River Basin and thereby enhance the quality of life and overall health of the Chesapeake Bay.
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