ATC CONSERVATION DEPARTMENT

2006 DRAFT WORKPLAN

*Note:  Planning and execution are closely coordinated with ATPO.  Staff from both ATC and ATPO collaborates to produce these results within the A.T. Cooperative Management System.
Trail Management
Long-term outcomes and impact:  Enhanced enjoyment of the Trail by diverse users.

2006 Goal:  A.T.continues to be known as a world-class recreational asset
Strategy:  Assess condition of Trail and related facilities, ensure design excellence and fix prioritized deficiencies.

Priority Projects:  
· Manage and assess seasonal Trail crews   

· Manage construction contracts and supervise and support club projects  (including Bear Mountain, Thundering Falls) and complete associated compliance work
· Completed Trail and facilities assessments for 20% of the Trail

· Upgrade and produce 5-year plan (FMSS)

· Review, test, and document the potential impacts of the draft Forest Service Trail Accessibility Guidelines

Strategy:  Monitor visitor use and enhance safety.
Priority Projects:  

· Visitor Survey (Forest Service southern research station)
· Respond to incidents as required

· Manage demolition contracts 
Trail Management fundraising priorities:
· Solicit state and local grants for  additional capital project funding 

· Solicit corporate gifts and involvement for seasonal Trail crew expansion, etc.  

Trail Club and Volunteer Development
Long-term outcomes and impact:  Increased number and diversity of volunteers and partners are involved.  
2006 Goal:  Increase total number of volunteers to 5,500 and volunteer hours to 190,000
Strategy:  Operational excellence – ATC continues to be known for getting the job done and being responsive to members, partners and visitor needs. Core constituency’s needs are met.
Priority Projects:  

· Implement prioritized recommendations from seasonal programs evaluation and test alternatives as volunteers are maximized in existing programs 

· Crew recruitment campaign uses Web-based enhancements and new tactics

· Virtual volunteer match tools developed
· Complete schedule Trail crew projects

Strategy:  Expand ways to contribute to A.T.
Priority Projects:  

· Pilot group established to field-test and refine the ambassador program
· Establish fellow and intern program

Strategy:  ATC delivers or facilitates delivery of training and provides means for volunteers (specialized practitioners) to share knowledge

Priority Projects:  

· X# volunteers trained (chainsaw, crosscut, safety )

· X# club-development events/workshops (recruitment, fundraising, volunteer trends, etc.) 

· E-newsletter connects maintainers, monitors, etc.

Trail Club and Volunteer Development fundraising priorities:

· Underwriting of uncovered costs of traditional training program

· Expanded training program 

· Development of virtual tools for matching volunteers with opportunities 
Cooperative Management System and ATC Governance

Long-term outcomes and impact:  ATC’s implementation is effective. 
2006 Goal:  Volunteer leadership and Cooperative Management System are vibrant and ATC remains connected with its grassroots.  
Strategy:  Four Regional Partnership Committees, Stewardship Council and Board are thriving and productive because meetings are vibrant exchanges where members are engaged, decisions are taken and feedback is given to continually improve and members’ contributions are supported with materials and  information as well as by dynamic virtual exchange between meetings  with staff and each other.

Priority Projects:  

· RPC meetings designed and hosted 

· RPC learning transferred  among regions  via after action review and cross fertilization
· SC meetings designed and  hosted 

· Virtual collaboration space provided 

· Virtual collaboration initiated, encouraged, and kept up to date 

Strategy:  Cooperative Management System strengthened
Priority Projects:  

· Federal managers workshop (May)
· 1 state MOU developed or updated 

Educational Outreach
Long-term outcomes and impact:  Amplified voice advocating for Trail and increased numbers of contributors because a diverse public and Trail neighbors have a heightened understanding and awareness of the Trail and ATC.
2006 Goal:  Establish flagship programs through which ATC will engage youth.
Strategy:  Work with partners to develop core programs that will be designed for Trail-wide and national reach
Priority Projects:  

· Web-based Jr. Ranger program launched 
· X# of teachers trained in place-based education and coached to produce A.T. specific curricula

Educational Outreach fundraising priorities:

· Major donors to underwrite increased capacity in regions 
· Prospects like Corporation of National and Community Service and corporations approached to scale up education programs
Community Outreach
Long-term outcomes and impact:  Benefits of association with Trail are amplified.  A.T. gateway communities engaged in program that helps communities tap the potential of the Trail and weave the Trail into the social and economic fabric of their communities, in turn becoming more invested in its protection.
2006 Goal:  Trail-wide community outreach approach designed and tested.
Strategy:  Gateway community expert enrolled as fellow to coach and support regional teams.  (Budget does not include funds for community forums)
Priority Projects:  

· ATC and ATPO staff participate in The Conservation Fund gateway community training

· ATC and ATPO staff develop plan for outreach utilizing a phased approach, first engaging communities in forums, building toward select leadership teams conceptualizing gateway strategies

· ATC and ATPO staff translate plans into funding proposals

· 2 or 3 regional offices organize community forums that lead towards an ‘07 customized A.T. gateway community training course
Strategy:  Technical assistance focuses on developing basic tools for communities

Priority Projects:  

· Model (A.T.-friendly) land-use ordinances developed (PA)

Strategy:  Continue to build on ATC’s existing social capital in Trail towns

Priority Projects:  

· Further implement NC license plate program and explore expansion in other states
· ATC visible part of Trail town events and festivals

Community Outreach fundraising priorities:

· Need to secure foundation grants to support technical assistance / fellow and to enable regional offices to participate in gateway community planning as well as build long-term capacity for community outreach
Partnership Center Development
Long-term outcomes and impact:  Increased visibility leads to amplified voice advocating for Trail and increased numbers of contributors.  Partnership centers are designed as cornerstones of ATC outreach and become flagships of eventual capital campaign.  
2006 Goal:  Conceptual plans produced for partnership centers
Strategy:  Raise funds beyond budget in order to advance this goal
Priority Projects:  

· Value Analysis and Choosing by Advantage methods adapted to support ATC resolving Trail-wide vision for partnership centers

· workshops are held (SORO, VARO, Bears Den (rest of MARO covered in 2005 process), NERO [including April Hill])

Fundraising priorities:

· modest funds required to advance in each region
Land Conservation
Long-term outcomes and impact:  Trail experience conserved for present and future generations.  ATC has a plan for and systems are prepared to scale up land conservation.
2006 Goal:  Decentralize land trust and land conservation functions and establish appropriate centralized processes to ensure ATC upholds appropriate standards and practices.
Strategy:  Refine ATC’s long-term, decentralized land conservation strategy.  (It is anticipated that this will include wherever possible partnerships with organizations that would complete transactions and that ATC would function as a deal-maker of last resort.)
Priority Projects:  

· Staff-transition plan established (Fall 2005) and associated staffing changes implemented

· Partnerships strengthened with SAHC and GIS conservation  planning model  refined and implemented

Strategy:  Clarify institutional processes to ensure legal compliance.
Priority Projects:  

· Land-conservation standards and practices prepared and implemented

· Land-transaction review/approval process documented and roles detailed for  staff, RPC, SC, BOD 

Fundraising priorities:

· Concept paper for large-scale land conservation prepared and proposals submitted to Acres for America and other landscape-scale foundation prospects. 

· Major donors approached to support strengthening ATC’s newly decentralized land conservation capacity and secondly to increase funds available for land acquisition.
Resource Management and Monitoring
Long-term outcomes and impact:  Trail experience conserved for present and future generations. 

2006 Goal:  ATC’s plan to scale up resource monitoring and protection is developed and expert network established.  Resource Management Plan articulates common vision and triggers new revenue in 2008 from NPS. 

Strategy:  Continue to implement most ongoing pilot resource management and monitoring projects but focus on evaluating each of the collection of ongoing actions and confirm monitoring plan that includes directives on data management plan initiated to define purpose, and framework for input, management, storage, and output of data.
Priority Projects:  

· Resource Management Plan completed  

· Series of workshops to plan monitoring approach and methods (also consolidates feedback from evaluations).

· ATEMI evaluation 

· SAMAB evaluation 

· Forest Health Monitoring evaluation 

· Natural heritage site monitoring program evaluation

· Invasive species management program evaluation

· Corridor boundary monitoring evaluation

· Data management plan developed

· Develop plan to  inform public of trends/data acquired through various monitoring programs
· Breeding bird survey protocol established and citizen-science implementation tested in limited area

Fundraising priorities:

· Seek national foundation support for monitoring process improvement (evaluation) and design of long-term systems (workshop).
Trail Identity Expanded

Long-term outcomes and impact:   Trail’s value as a simple footpath understood.  The Trail’s value as a flyway, the protector of the first order streams of the watersheds that provide water for the eastern United States, a cross-section of U.S. history and culture as well as a “mega-transect” and learning laboratory where the nation can monitor environmental health, are understood.  
2006 Goal:  ATC’s credibility as a conservation player secured and the value of the Trail as a resource for conservation established.  ATC’s proposals for support to national scale programs and initiatives get funded and like-minded groups reach out to ATC.

Strategy:  Utilize the wisdom and social capital of ATC’s new Board and a small number of big-name experts (Ed Wilson, Tom Lovejoy, etc.) and like-minded national groups (eg.NatureServe, NEON, TNC, NRDC, NWF, FOS) to help determine scope and endorse mega-transect’s potential contribution.  
Priority Projects:  

· Small team of staff and Board/Stewardship Council develops concept and deploys to meet leading thinkers.

· Summarize feedback to direct overall monitoring planning and approach (above)
Strategy:  Partner with National Parks Conservation Association to establish baseline value and condition of resources by producing a State of the Trail report (publish in 2007) 

Priority Projects:  

· Use NPCA’s university model to assist with data collection and synthesis.
· Establish plan to execute State of the Trail project.

· Secure funds prior to investing time on project. 

Fundraising priorities:

· Approach foundations with NPCA for State of the Trail
Threat Responses
Long-term outcomes and impact:  Trail experience conserved for present and future generations.

2006 Goal:  Three specific large-scale threats (and other large-scale, direct threats that emerge) to the Trail are stopped or mitigated.  Good practices documented and ATC has increased ability to anticipate, identify, monitor and mitigate threats.  

Strategy:  Specific campaigns are designed to tap all of the A.T. community strengths, skills of all ATC departments and appropriate partners and to complement each other as a newly refined over-arching advocacy voice for conserving the Trail experience.
Priority Projects:  

· ATC’s advocacy tool developed and campaign designed to not only counter specific threats but also increase numbers of members and other supporters  engaged at new levels via web.  

· North Shore Road campaign 

· Redington campaign

· Stop I-3 Coalition 

· Develop congressional briefing packets  (including proposed’07LWCF appropriations requests) and implement cultivation visits via “Hike the Hill” event or through  independent visits at D.C. and /or district-office level

(Campaign tactics for Redington and North Shore are outlined in Board briefing package.)

Fundraising priorities:

· Joint fundraising to small and major individual donors with Maine Appalachian Trail Club for Redington fight.
· North Shore campaign fundraising as required.
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