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Chesapeake Bay Context 

 
 Nation’s largest estuary 

 44 million acres 

 18 million people 

 6 States + DC 

 55% forested 

 95% state and private 

 

I. Chesapeake Bay Context 



Problem: Too many nutrients… 

Algal blooms, dead zones 
Impacts blue crabs, oysters, etc. 



Solution: A 30 year restoration partnership 

 Since 1983 – Chesapeake Executive Council  
 Governors MD, PA, VA, Mayor DC 

 Environmental Protection Agency  

 Chesapeake Bay Commission (state legislative) 

 Partnership Agreements 1983, 1987, 2000  

 

 

 NEW Regulatory focus- 2010 Chesapeake Bay TMDL    
(Total Maximum Daily Load) 

 

 
TMDL requires by 2025,  

 Reduce Nitrogen 25%, Phosphorus by 24%, Sediment 20% 
 All sectors (ag, stormwater, wastewater, etc.) 
 State Watershed Implementation Plans 
 Accountability – 2 Year Milestones 

www.chesapeakebay.net  



A complex partnership for a complex ecosystem… 

Many Goal Teams have multiple 
Workgroups with dozens of 
members each 

Forestry Workgroup 



Federal participation 
 2008 Obama’s Executive Order 

 2010 EO Strategy – 2025 
outcomes 

 Goal areas: 
 Restore Clean Water 

 Recover Habitat 

 Sustain Fish & Wildlife 

 Conserve Land & Increase Public 
Access 

http://executiveorder.chesapeakebay.net/ 



II. What is the Forest Service role? 



Role of Forest Service and forestry partners 
 Promote critical value of forests and trees for protecting 

and restoring the watershed – science, policy, partnerships 

 

 Northeast Area State & Private Forestry staff –  1-2 FS staff 
coordinating forestry collaboration at Chesapeake Bay 
Program for 20+ years 

 Forestry Workgroup * 

 

 Annual Grants – support innovative state, local, and ngo 
watershed forestry projects 



Forestry Workgroup 
 Formed in 1989 - federal, state, local, ngo members 

 Monthly meetings (calls, face to face) 

 Source of forestry expertise at Chesapeake Bay Program 
(science/technical/policy)  

 Collaborate on innovative solutions 

FS=Coordinator, Nominated Partner=Chair 



State Forestry-6 States & DC 

Other State Agencies 
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 First comprehensive synthesis 

 Public-friendly format 

 Over 200 people contributed 

http://www.na.fs.fed.us/watershed/socf.shtm  

Outcomes of Collaboration: Information 

 State of Chesapeake Forests Report (2006) 
 



 States commit to 
conserve 695,000 acres 
high value forest 

 Urban tree canopy goals 

Outcomes of Collaboration: Policy 

 Chesapeake Forest Directive (2007)  
 



Outcomes of Collaboration: Restoration 

 Riparian Forest Buffers 

 

 Worked with states to set ambitious buffer goals over the 
years… current goal=restore 900 miles/year 

 Provide strong science, technical guidance, outreach 

 Progress since 1996…7400+ miles restored Bay-wide 
through partner efforts and USDA CREP program 



www.thebaybank.org 

Outcomes of Collaboration: Innovative grants 



USFS Annual Chesapeake Bay Grants: FY12 funding levels  

~ $350,000 allocated among 7 state forestry agencies 
 States can do pass-through grants to ngo partners 

~ $95,000 into competitive Small Watershed Grants 
 To ngos, local governments, conservation districts, etc. 

 Administered by National Fish and Wildlife Foundation 

 Leveraged with other federal/private funds 

~ $145,000 into longer term, regional projects 
 Potomac Watershed Partnership, Forestry for the Bay, Bay Bank, 

Growing Native 

Outcomes of Collaboration: Innovative grants 



III. Example: Recent Partnership Process 



Our Charge... 

Executive Order Strategy 
“By 2012, USDA will work with Dept. 
of Interior and other entities to 
develop a Chesapeake Bay watershed 
strategy to maximize forest 
restoration in priority areas…”    

  Wildlife habitat 
  Mine lands 
  Agroforestry 
  Urban/community forests 
  Brownfields 



Our Approach… 

 Invite participation from existing and new partners from 
across the watershed 

 Form virtual Strategy Teams with partner expertise in the 5 
priority areas to develop Strategy content 

 FS staff provide coordination and structure in organizing 
the teams’ meetings and tasks and the Strategy outline 

 
  STRATEGY TEAMS 

  Wildlife habitat 
  Mine lands 
  Agroforestry 
  Urban/community forests 
  Brownfields 



Best Practice: Early, Frequent Communication 

When What 

May 2011 Strategy Kick-off Webinar 

July 2011- 
Apr 2012 

Convene 5 Strategy Teams 
- Wildlife 
- Mine lands 
- Agroforestry 
- Urban/community 
- Brownfields 
4~5 web meetings with each team,  
1 Cross-Team meeting 

July 2012 Draft Strategy released for public input 

Dec 2012 Final Strategy signed by leadership 

PROCESS TIMELINE 



Best Practice: Early, Frequent Communication 
USED ONLINE COLLABORATION TOOL – CHESAPEAKE NETWORK 
- Each team had “group” site – email listserve, share documents/maps/links 

www.chesapeakenetwork.org 



When What Who 

May 2011 Strategy Kick-off Webinar Open, 65+ participants 

July 2011- 
Apr 2012 

Convene 5 Strategy Teams 
- Wildlife 
- Mine lands 
- Agroforestry 
- Urban/community 
- Brownfields 
4~5 web meetings with each team,  
1 Cross-Team meeting 

Total 60+ team members 
from 35 federal, state, 
nonprofit organizations 
 
New collaborators; team 
leaders from different 
agencies 
 

July 2012 Draft Strategy released for public input Public/partner comments 

Dec 2012 Final Strategy signed by leadership USFS Chief 
State Foresters 
CB Director (EPA) 

Best Practice: Engage New, Diverse Partners 
PROCESS TIMELINE 



Best Practice: Clear Objectives & Tasks 

Each Team’s Task:  

Aim for ~5 page concise summary that covers: 

 WHY is this a priority for forest restoration? 

 WHERE are these areas on the landscape? 

 HOW – what programs and tools are available to help? 

 What ACTIONS are needed to promote forest 
restoration in these areas?  

***Feature “sidebar” examples of partner initiatives 

To see results…view Chesapeake Forest Restoration Strategy online 

http://executiveorder.chesapeakebay.net/post/New-Forest-Restoration-Strategy-for-the-Chesapeake-Watershed.aspx


Focal Bird 
Areas 

Urban Tree 
Canopy 

Historic Coal     
Mined Lands 

Contaminated 
Sites 

Priority Agricultural 
Watersheds 

EXAMPLE: Maps compiled by teams on WHERE to target restoration  

Brook Trout Priorities 



Signing Ceremony, Dec. 2012 

 USFS Chief Tom Tidwell 

 Bay State Foresters 

 EPA Bay Program Director 

Best Practice: Leadership Support 

Monica Lear (DC), Carl Garrison (VA), Steve Koehn (MD), Tom 
Tidwell (USFS), Nick DiPasquale (EPA) 



Lessons Learned – Process factors to balance 
 

 Divide and conquer? 
 Multiple, simultaneous teams - allows more focused discussion and 

collaboration around different interests/areas of expertise 

 Difficult to coordinate and sustain longterm 

 

 To delegate or not to delegate? 
 FS had staff time to do much of the coordination, writing, etc.; 

minimized time burden on team leaders and members 

 Maybe less collective ownership of Strategy 

 

 To commit or not to commit? 
 Steering clear of specific organizational commitments to 

actions/timelines made long-term Strategy easier to embrace 

 All the partnership work to cultivate commitments lies AHEAD 

 



Some closing thoughts… 
 A 30-year restoration partnership experiment; impressive 

body of work, but toughest challenges lie ahead 

 Complexity of issues and players drives complexity of 
partnership structure and process – often unwieldy, full of 
tensions and “too many meetings” 

 State & Private Forestry program allows USFS to play unique 
role facilitating collaborative problem-solving in a context 
where we are not the land manager or decider 


