


Indian River Lagoon National Estuary Program (IRLNEP) 
Hosted by the IRL Council, an Independent Special District of the State of Florida.

Vision: Healthy Ecosystem – Healthy Communities – Healthy Economy
The IRLNEP envisions the IRL restored to a healthy, sustainable estuary fostering balanced biodiversity, human  

communities, science, and learning supporting a unique lifestyle and commercial success as an example to the world.

Mission: One Lagoon – One Community – One Voice
The IRLNEP assures that the IRL is the healthy heart of the intersection between five counties, over 50 communities 
and 38 incorporated cities, 1.65 million people, and an annual economy of $7.6 billion representing 40% of the east 

coast of Florida.

Promise: Working Toward Clean Water for People and Nature
The IRLNEP promises to work toward clean, clear water where people can experience nature in a unique setting, 
obtain scientific and educational value, and participate in a bright future for the human and natural communities  

we connect.

Goals:

	       1.  Attain and maintain water and sediment of sufficient quality to support a healthy 
	             estuarine ecosystem;

	        2.  Attain and maintain a functioning, healthy ecosystem which supports endangered  
	             and threatened species, fisheries, commerce and recreation;

	        3.  Achieve heightened public awareness and coordinated inter-agency management  
	             of the Indian River Lagoon ecosystem; and, 

	        4.  Identify and develop long-term funding sources for prioritized projects and programs  
	             to preserve, protect, restore and enhance the Indian River Lagoon.

The IRL Council was established as an Independent Special District of Florida in 2015 through Inter-local Agreement among federal, state and local 
investors to serve as host of the IRLNEP. The primary driver for the reorganization was to position the IRLNEP as a more effective, efficient and 
inclusive organization to lead the restoration and stewardship of the Indian River Lagoon. The guiding authority for the non-regulatory National  
Estuary Program is Section 320 of the Clean Water Act, reauthorized with wide bipartisan support in 2016 by the U.S. Congress. The IRL Council 
includes representatives of five counties that border the Lagoon (Volusia, Brevard, Indian River, St. Lucie and Martin), the Florida Department of  

Environmental Protection, the St. Johns River Water Management District and the South Florida Water Management District. The U.S. EPA serves  
as an advisory member of the IRL Council and provides guidance and technical assistance to the Program.
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FY 2024 IRL Council Staff Organization

Executive Director, Duane E. De Freese, Ph.D.
Duties and Responsibilities:

•  Administrator for the IRLNEP with primary responsibility for effective, efficient, fiscally-responsible and transparent   
    delivery of all aspects of the IRLNEP hosted by the IRL Council.

•  Serves as Senior Scientist for the IRLNEP, with oversight for CCMP implementation, coordination and  
    revision via program office activities and management conference engagement. 

•  Supervises IRL Council staff managing projects, education and outreach activities, and program administration. 

•  Develops and updates the program’s finance strategy and for developing sustainable funding sources from  
    governmental and private sources.

•  Establishes, maintains and elevates the position of the IRLNEP to increase the commitment to, and investment in, Indian   
    River Lagoon restoration and stewardship.

•  Serves as the principal intergovernmental and community spokesperson for the IRL Council and IRLNEP, including  
    liaison with local, state and federal elected officials.

Deputy Director and Chief Communications Officer, Kathleen Hill
Principal Duties and Responsibilities:

•  Supports all activities of the Executive Director, including serving as Deputy Director representing the IRL Council, as    
    needed.

•  Provides comprehensive administrative and program management support for the IRL Council/IRLNEP office.

•  Supervises staff and the management, direction and message alignment for all internal and external communications, 

    community engagement activities and brand development activities.

•  Provides IRLNEP Management Conference coordination and acts as IRL Council/IRLNEP liaison to committees, task  
    forces and volunteers.

•  Assists Executive Director with intergovernmental affairs and community outreach. Meets with and participates in  
    various community advisory boards and committees relevant to the IRLNEP and CCMP.

Chief Operating Officer, Daniel Kolodny
Principal Duties and Responsibilities:  

•  Oversees all aspects of the day-to-day operations of the IRL Council and IRLNEP.

•  Supervises IRLNEP project management and program operations.

•  Serves as IRL Council HR manager, in coordination with legal counsel.  Oversees compliance with IRL Council policies   
    and procedures.

•  Serves as budget director, coordinating support for budget development and compliance, grant administration and liaison   
    with financial service consultants and independent auditors.

•  Coordinates Board support on matters outside the ED realm.

•  Works directly with legal counsel for all aspects of Sunshine and ADA compliance. 

Administrative Coordinator, Erin Bergman
Principal Duties and Responsibilities:  

•  Provides administrative services associated with the IRLNEP Management Conference, including meeting, committee   
    and event coordination, meeting notes and minutes, and internal communications.

•  Assists the Chief Operating Officer (COO) with maintaining and organizing public records; project management,  
    organizes and manages all information submitted to the IRLNEP One-Drive.

•  Manages the IRLNEP Small Grants Program; serves as first point of contact for invoices from contractors, tracks and 
    organizes invoices for the COO.

•  Organizes and maintains IRL Council and IRLNEP files; conducts research as needed from files, legal and technical  
    documents to obtain data relevant to specific questions or problems; reviews source materials for articles, manuals, 
    confidential findings, or speeches.

•  Prepares reports and presentations for meetings, individuals and the public regarding matters pertaining to programs or 
    operations.

5



FY 2024 IRL Council Staff Organization (Continued)

GIS/IT Data Scientist, Kirsten Ayres-Guerra
Duties and Responsibilities:

•  Performs a variety of GIS-based tasks for the IRLNEP including production of maps, story maps, project databases, etc.

•  Works with program partners to determine needs for GIS-based applications and assets and develops resources to meet  
    these needs. 

•  Manages and supervises all GIS data, including, but not limited to, development and creation of an IRLNEP GIS data hub;  
    security administration; installation and configuration of software; maintenance and updating of software. 

•  Development and administration of enterprise databases; design and creation of new databases; controls data access;  
    provides data analysis as needed; data modeling and optimization; and makes recommendations related to performance  
    and efficiency of data storage.

•  Create story maps, web applications, surveys and maintains and updates the Program website as needed.

•  Writes reports for both technical and public-facing audiences. 

Community Engagement Coordinator (North Region), Jessy Wayles
Principal Duties and Responsibilities:

•  Provides services in Volusia county south through approximately Cocoa in Brevard County.

•  Provides support to enhance and strengthen long-term partnerships; develops programs and materials to meet identified  
    needs; develops new partnerships with community members and organizations.

•  Represents the IRLNEP at public meetings of local governments and agencies, provides information and follow-up  
    materials as needed; promotes availability of IRLNEP services to partners (i.e., technology transfer, grant writing, GIS  
    services, etc.); serves on committees and work groups. 

•  Organizes and facilitates workshops and meetings; gives public presentations and provides community outreach. 

•  Expands the social media capacity of the Program and assists in the development of social media campaign strategies,     
    content and video creation, and development of print and web materials. 

Community Engagement Coordinator (Central Region), Heather Stapleton

 Principal Duties and Responsibilities:  

•  Provides services from approximately Rockledge in Brevard County south through Indian River County. 

•  Provides support to enhance and strengthen long-term partnerships; develops programs and materials to meet identified  
    needs; develops new partnerships with community members and organizations.

•  Represents the IRLNEP at public meetings of local governments and agencies, provides information and follow-up  
    materials as needed; promotes availability of IRLNEP services to partners (i.e., technology transfer, grant writing, GIS  
    services, etc.); serves on committees and work groups. 

•  Organizes and facilitates workshops and meetings; gives public presentations and provides community outreach. 

•  Expands the social media capacity of the Program and assists in the development of social media campaign strategies,     
    content and video creation, and development of print and web materials. 

Community Engagement Coordinator (South Region), Caleta Scott
Principal Duties and Responsibilities:  

•  Provides services in St. Lucie and Martin Counties. 

•  Provides support to enhance and strengthen long-term partnerships; develops programs and materials to meet identified  
    needs; develops new partnerships with community members and organizations.

•  Represents the IRLNEP at public meetings of local governments and agencies, provides information and follow-up  
    materials as needed; promotes availability of IRLNEP services to partners (i.e., technology transfer, grant writing, GIS  
    services, etc.); serves on committees and work groups. 

•  Organizes and facilitates workshops and meetings; gives public presentations and provides community outreach. 

•  Expands the social media capacity of the Program and assists in the development of social media campaign strategies,     
    content and video creation, and development of print and web materials. 
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FY 2024 Business Implementation Plan

I.  Available Funds Summary: IRLNEP Financial Capacity Revenue Projection 

FY 2024

 

IRL Council Member Contributions:

St. Johns River Water Management District $      500,000

South Florida Water Management District $      500,000

Florida Department of Environmental Protection $      250,000

Volusia County $        50,000

Brevard County $        50,000

Indian River County $        50,000

St. Lucie County $        50,000

Martin County $        50,000

Total Member Contributions: $   1,500,000

U.S. EPA Grant Funding:

U.S. EPA Section 320 (Base Work Plan Funding) $      850,000

Federal Infrastructure and Jobs Law  (IIJL) Funding $      909,800

Total EPA Grant Funding: $    1,759,800

IRL Specialty License Plate Revenue Projections from Sales*: 

Volusia County $        25,000

Brevard County $        75,000

Indian River County $        25,000

Total Specialty License Plate Sales: $       125,000
* Note: St. Lucie, Martin and Palm Beach County proceeds from sales are distributed directly to SFWMD

Fund Balance:

Fund Balance - Beginning of Year (budgeted and unused, reallocated) $     758,395

FY 2024 Total Revenue Projection: $   4,143,195
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II.  Expenditure Summary By Categories: FY 2024 Budgeted Expenditures

Administration and Implementation: $      903,925

Water Quality: $      714,986

Habitats: $      625,014

Living Resources: $      175,000

Healthy Communities: $      380,800

Communicate, Collaborate, Coordinate: $      564,000

Reserves: $        21,075

  Total Budgeted Expenditures: $    3,384,800

III.  Expenditure Summary By Categories and Funding Sources:

Administration and Implementation:     

          IRL Council Funding $      903,925  

          U.S. EPA Section 320 Funding $                 0       

Water Quality:

          IRL Council Funding $      524,986

          U.S. EPA Section 320 Funding $      190,000

          Federal Infrastructure and Jobs Law (IIJL) Funding $                 0

Habitats:

          IRL Council Funding  $      125,014

          U.S. EPA Section 320 Funding $                 0

          Federal Infrastructure and Jobs Law (IIJL) Funding    $      500,000

Living Resources:

          IRL Council Funding $                 0

          U.S. EPA Section 320 Funding $      175,000

          Federal Infrastructure and Jobs Law (IIJL) Funding $                 0

Healthy Communities:

          IRL Council Funding $                 0

          U.S. EPA Section 320 Funding $        20,000

          Federal Infrastructure and Jobs Law (IIJL) Funding $      360,800

Communicate, Collaborate, Coordinate:

          IRL Council Funding  $        50,000

          U.S. EPA Section 320 Funding $      465,000

          Federal Infrastructure and Jobs Law (IIJL) Funding $        49,000

Unencumbered Reserve:

          IRL Council Funding $        21,075

          U.S. EPA Section 320 Funding $                 0

Total Budgeted Expenditures: $   3,384,800
8



IV.  FY 2024 Project Priorities and Expenditures

A.  WATER QUALITY PROJECTS

Reduction of TN and TP Using Floating Treatment Wetlands

Lead Organization and Partners: Martin County

Key CCMP Vital Sign(s): Impaired Waters, Stormwater

IRLNEP Contribution and Source: $    35,360 (IRL Council)

Partner Match: $    40,000 (53%)

Total Project Cost: $    75,360

Floating wetlands remove nutrients by uptaking nutrients 
as plants grow. Plants are later harvested and removed 
from the system and new plants are planted to continue 
the process. Photo: Martin Co. 
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Project Description:
This project seeks to reduce nutrient loading into the St. Lucie 
Estuary and greater IRL by replacing existing dilapidated  
floating treatment wetlands within two stormwater treatment 
areas with new floating treatment wetlands of an improved
design. A total of 12 floating treatment wetlands will be  
installed within the Golden Gate and Old Palm City STAs, 
comprising a total of 6,280 ft²of surface area. The improved 
design will yield a significant savings in maintenance costs from 
$4.00/ft² to $1.40/ft² (52%). It will also increase the expected lifespan 
of floating treatment wetlands from 4-6 years to 8-10 years.

Key Outputs (Deliverables): 
•  Remove and replace existing floating treatment wetland foam mats with new mats of improved design.

•  Annual average nutrient reduction of 412 lbs total nitrogen and 140 lbs total phosphorus discharged into the Indian River  
    Lagoon. Expected outputs were quantified by averaging values of nutrients from lab reports from past harvests.

Key Outcomes (Benefits to the IRL):
•  In alignment with the St. Lucie River and Estuary TMDL/BMAP program, and the Impaired Waters and Stormwater   
    Vital Signs within the CCMP, this project will provide water quality benefits by reducing nitrogen and phosphorus  
    loadings discharged into the Indian River Lagoon.

•  The long-term goal is to meet 5-10 year BMAP TMDL targets for total nitrogen and total phosphorus entering the St.  
    Lucie Estuary and greater IRL. 



IV.  FY 2024 Project Priorities and Expenditures

A.  WATER QUALITY PROJECTS

Septic to Sewer Conversion to Reduce Nitrogen Pollution Along the Monterrey Waterway

Lead Organization and Partners: City of Port St. Lucie, Florida Atlantic University-Harbor Branch

Key CCMP Vital Sign(s): Impaired Waters, Wastewater, Monitoring and Data Sharing, Citizen Engagement 

IRLNEP Contribution and Source: $    50,000 (IRL Council)

Partner Match: $    50,000 (50%)

Total Project Cost: $    100,000

Septic to sewer conversion at a residence. Photo: City of 
Port St. Lucie.
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Project Description:
The North Fork of the St. Lucie Estuary has experienced degraded 
water quality leading to recurring closures of the water body for  
recreational use. To determine the sources of this impairment, the 
City of Port St. Lucie contracted with Harbor Branch Oceanographic 
Institute-Florida Atlantic University to conduct a microbial source 
tracking study. That study confirmed elevated fecal coliform  
levels. The greatest concentrations consistently occurred in five 
dense urbanized areas of the City, including along the Monterrey 
Waterway which directly drains into the North Fork of the St. Lucie 
River. Older septic tanks near the Monterrey Waterway are believed 
to be contributing to this pollution.

Key Outputs (Deliverables): 
•  The proposed Monterrey Septic Hot Spot Grant Program will support the conversion of 16 residential septic tanks in the  
    target area to Port St. Lucie’s low-pressure, centralized sewer system. Property owners within 50’ of the Monterrey  
    Waterway or a ditch that discharges into the Monterey Waterway will be eligible to participate in the program, which  
    covers 50% of the sewer conversion cost. 

•  The City will also offer 10-year interest-free connection fee loans to all participating septic owners. 

•  The project is expected to remove 6.15 pounds of total nitrogen per septic tank, a combined total of 98.4 pounds of  
    nitrogen annually. 

Key Outcomes (Benefits to the IRL):
•  Short-term benefits: Enhanced community understanding in Monterrey area; initial nutrient reductions.

•  Mid-term benefits: Incentivizing the conversion of 16 septic tanks in the Monterrey Hot Spot area; significant nutrient    
    reductions; better Indian River Lagoon protection.

•  Long-term benefits: Fewer algal blooms; habitat improvements; restoration of biological diversity.



IV.  FY 2024 Project Priorities and Expenditures

A.  WATER QUALITY PROJECTS

Protecting the Indian River Lagoon and Reducing Nutrient Loads Caused by Septic Systems and 

Aging Wastewater Infrastructure.

Lead Organization and Partners: Fort Pierce Utilities Authority

Key CCMP Vital Sign(s): Wastewater, Impaired Waters, Stormwater

IRLNEP Contribution and Source: $    364,640 (IRL Council)

Partner Match: $    981,415 (73%)

Total Project Cost: $ 1,346,055
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Project Description:
This project aims to improve the overall environmental health of the 
community by eliminating 850 lbs. of nitrogen/year from reaching 
the Indian River Lagoon. It consists of eliminating 50 septic systems 
throughout FPUA’s wastewater service territory. Additionally, FPUA 
will enhance its wastewater infrastructure by lining 4.23 miles of 
wastewater pipes with Cured-in-Place PVC lining. This PVC lining 
will rectify the problems caused by untreated sewage leaking into the 
soil and groundwater flows to the IRL, caused by cracks in the aging, 
vitrified clay pipes.

Key Outputs (Deliverables): 
•  The removal of 50 aging septic systems and connection to centralized sewer.

•  Reduction of 850 lbs. of nitrogen/year and 10 lbs./gallon of phosphorus/year leached into the environment by septic  
    systems.

•  The addition of 4.23 miles of sewer lined by Cured-in-Place-Piping PVC lining.

Key Outcomes (Benefits to the IRL):
•  Short-term benefits: Reduction in the density of septic systems in the IRL watershed and reduced nutrient and pollutant    
    loading caused by aging and failing septic systems. Cured-in-Place PVC lining will seal sewer infrastructure and eliminate     
    the risk of untreated sewage from entering the IRL. 

•  Medium-term benefits: Continued reduction of septic system density and reduction in nutrient and pollutant loads.  

•  Long-term benefits: Improvement to IRL health conditions for residents, tourists and wildlife; project contributes to the  
    broader collaborative effort to remove the IRL from the Impaired Waters list.



IV.  FY 2024 Project Priorities and Expenditures

A.  WATER QUALITY PROJECTS

Suffocating Sand: Mapping Hypoxia and its Impacts on Benthic Nutrient Fluxes in the IRL, Phase II.

Lead Organization and Partners: Florida Institute of Technology, Brevard County Department of Natural Resources, 
Brevard Zoo, City of Cocoa Beach, City of Satellite Beach

Key CCMP Vital Sign(s): Legacy Loads and Healthy Sediments, Filter Feeders, Harmful Algal Blooms,
21st Century Communities, Monitoring, Science & Technology Innovation

IRLNEP Contribution and Source: $    74,986 (IRL Council)

Partner Match: $    71,725 (49%)

Total Project Cost: $  146,711

Data loggers such as these are deployed to monitor  
bottom waters for hypoxic conditions. Photo: Florida 
Tech.
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Project Description:
Hypoxia and hydrogen sulfide impact nutrient cycling, loss of  
ecosystem services, eutrophication, plus virtually all restoration  
activities, yet, few data are available to quantify the extent of IRL  
hypoxia or the distribution of sediment sulfide. Phase 1 of this 
project identified widespread hypoxia in bottom water and raised 
questions about the distribution of sediment sulfide, which in other 
estuaries has been linked to large-scale losses of seagrasses, mortality 
of benthic fauna and inhibited nitrogen removal. Using a relatively 
low-cost network of continuous monitoring stations we will track 
the extent, duration and movement of bottom water dissolved  
oxygen (DO) adding measurements of sediment sulfide. Impacts  
of variable DO and sediment sulfide on nutrient fluxes will be  
determined using benthic flux chambers located as sites where DO 
and sulfide monitoring are carried out.

Key Outputs (Deliverables): 
•  Deployment of continuous monitoring stations to monitor bottom waters in the IRL and determine the extent and  
    duration of hypoxia in IRL sub-basins over a multi-year period

•  Production of publicly available datasets for dissolved oxygen and reports showing the extent and duration of hypoxia  
    plus benthic fluxes of Nitrogen, Phosphorus and sediment sulfide in relation to lagoon morphology and bottom  
    composition.

Key Outcomes (Benefits to the IRL):
•  Providing the first quantification on the impacts of hypoxia and sulfide on nutrient cycling. 

•  Enhanced science-based management tools made available for restoration site selection (determination of HSI, etc) by  
    stakeholders; development of  mechanisms and metrics to track the success and benefits of restoration projects. 

•  Improved water, sediment and habitat quality resulting from informed placement and enhanced success of restoration    
    projects. 



IV.  FY 2024 Project Priorities and Expenditures

A.  WATER QUALITY PROJECTS

Atmospheric Deposition Monitoring Stations

Lead Organization and Partners: IRLNEP, WSP USA Environment & Infrastructure Inc., St. Johns River Water 
Management District, Indian River County Environmental Health 
Department, FAU-Harbor Branch Oceanographic Institute

Key CCMP Vital Sign(s): Atmospheric Deposition, Impaired Waters

IRLNEP Contribution and Source: $   90,000 (U.S. EPA) 

Partner Match: $   Not required

Total Project Cost: $   90,000

Three atmospheric deposition monitoring stations  
will improve knowledge about nutrient loadings  
contributed by the atmosphere. 

Project Description:
Project continues operations for monitoring meteorological
conditions, dry and wet atmospheric deposition of total
phosphorus (TP) and total nitrogen (TN) from three monitoring 
stations, located at Canaveral National Seashore, Sebastian Inlet State 
Park and Indian Riverside Park in Martin County. The project is 
vital to better-understand the role of atmospheric deposition in the 
IRL’s nutrient budget. It is estimated that atmospheric deposition 
approaches 50% of non-point sources of nitrogen entering the IRL 
annually.

Key Outputs (Deliverables):
Sample collection and processing provides an estimate of nitrogen and phosphorus loading to the Lagoon from atmospheric
deposition; modeling based on these data contributes to development of a nutrient budget for the IRL; quarterly and final 
reporting and model results.

Key Outcomes (Benefits to the IRL):
Long-term data collection and analysis from one existing and two additional locations will produce a robust dataset for use 
in Total Maximum Daily Load (TMDL) determinations and development of Basin Management Action Plans (BMAPs); 
data will be useful for developing and testing management scenarios using allied models currently under development.
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IV.  FY 2024 Project Priorities and Expenditures

A.  WATER QUALITY PROJECTS

Tox 3 Herbicide Impacts Study

Lead Organization and Partners: SJRWMD

Key CCMP Vital Sign(s): TBD

IRLNEP Contribution and Source: $    100,000 (U.S. EPA)

Partner Match: $    TBD

Total Project Cost: $    TBD
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Project Description:

Key Outputs (Deliverables): 

Key Outcomes (Benefits to the IRL):



IV.  FY 2024 Project Priorities and Expenditures
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Optimizing Syringodium filiforme (Manatee Grass) Production Factors in a Subtropical Seagrass  

Nursery for Restoration Applications

Lead Organization and Partners: Florida Oceanographic Society, University of Florida

Key CCMP Vital Sign(s): Seagrasses, biodiversity, science, technology, and innovation, monitoring and data 
sharing, wastewater

IRLNEP Contribution and Source: $  15,783 (IRL Council)

Partner Match: $   26,896 (63%)

Total Project Cost: $  42,679

Project Description:
There are limited resources detailing methods to grow S. filiforme 
in a nursery setting and few available sources of the plant outside of 
harvesting declining natural beds. To increase the availability of S. 

filiforme for use in restoration activities, multiple planting methods
will be tested in nursery based mesocosm studies. The first part  
of the study will compare survival and growth of planting units 
after plant division in different substrates (coarse vs. fine sand). The 
second part of the study will test the effects of fertilizers (Osmocote, 
a common fertilizer, and struvite, a wastewater derived fertilizer) 
 to determine the effects of nutrient addition on S. filiforme  
development. This work will culminate in a planting guide which 
will form the foundation for nursery propagation of S. filiforme in  
the future.

Key Outputs (Deliverables):
•  Development of a nursery planting guide for S. filiforme .
•  Preparation of 1-2 peer-reviewed scientific publications to disseminate study insights applicable to future efforts. 
•  Standardization of a methodology for growing S. filiforme in a nursery setting.
•  Documentation of the effects of nutrient addition, particularly struvite, a wastewater derived fertilizer, on the growth of    
    S. filiforme.  

Key Outcomes (Benefits to the IRL):

•  If successful, struvite could be applied to nursery environments. If widely adopted, wastewater treatment plants could  
    integrate struvite as a component of advanced wastewater treatment and provide a locally sourced, sustainable fertilizer  
    that could reduce nutrient loads into the IRL.

•  Optimizing and standardizing S. filiforme nursery growing techniques will increase the stock of the species for restoration  
    applications and ensure the biodiversity of seagrass restoration efforts.

B.  HABITAT PROJECTS

FDEP



IV.  FY 2024 Project Priorities and Expenditures
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SE Illinois Avenue Living Shoreline Project

Lead Organization and Partners: City of Stuart

Key CCMP Vital Sign(s): Living Shorelines, Impaired Waters, and Stormwater

IRLNEP Contribution and Source: $   84,217 (IRL Council)

Partner Match: $   90,000 (52%)

Total Project Cost: $ 174,217

Project Description:
A living shoreline will be installed to prevent erosion and provide 
habitat for marine species and wading birds. Plantings will provide 
nutrient removal from the existing stormwater discharge entering 
the IRL at this location. A buffered shoreline will be constructed  
at the north end of SE Illinois Avenue to provide filtration for 
stormwater runoff from the northern portion of the SE Illinois  
Avenue right-of-way and adjacent properties. The project is 
important for the City to continue progress towards resiliency and 
meeting BMAP requirements for the St. Lucie River. The conceptual 
design of this project is complete, and the project is underway. The 
IRL Council has previously awarded $85,000 for this project. This 
project seeks an additional $90,000 to address increases in  
construction costs for equipment, materials, and labor.

Key Outputs (Deliverables):
•  Science-based siting, planning, design, and construction of a living shoreline to prevent erosion and improve habitat.

•  Upgrade of existing urban and agricultural stormwater infrastructure network to reduce freshwater  
    discharges, nutrient loads, and other pollutants to the IRL.

Key Outcomes (Benefits to the IRL):
•  Project serves a model for future living shoreline efforts and implementation for the City of Stuart’s continuing efforts to   
    implement strategies to improve the quality of runoff entering the St. Lucie River and to advance toward BMAP
    goals.
•  Long-term erosion protection, and restoration of natural shoreline habitats to provide ecosystem benefits.

B.  HABITAT PROJECTS

City of Stuart



IV.  FY 2024 Project Priorities and Expenditures

Building Lagoon‐wide Capacity for Seagrass Recovery Through Infrastructure Investments
Lead Organization and Partners: IRLNEP, Sea and Shoreline, LLC; Florida Atlantic University-Harbor Branch;  

Florida Oceanographic Society; Brevard Zoo; Marine Discovery Center

Key CCMP Vital Sign(s): Seagrasses, Climate Ready Estuary, Distinctive Lagoon Communities

IRLNEP Contribution and Source: $ 500,000 (IIJL)

Partner Match: Not Required

Total Project Cost: $ 500,000

Project Description:
This is year 3 of a 5-year commitment to build capacity among the 
IRL seagrass restoration community of practice through 5 years of 
recurring investments in infrastructure, equipment and personnel 
for land-based or in-lagoon seagrass nurseries that can support  
expanded plant cultivation for large-scale restoration projects as 
well as support the associated research needed to better understand 
seagrass ecophysiology and cultivation.

Key Outputs (Deliverables):
• Construction drawings of any proposed facility construction.
• As-builts of the constructed proposed facility. 
• Quantification of nursery plants produced.
• Monitoring of outplantings, reporting of research results or other scientific research as part of nursery  
   production and/or planting events.

Key Outcomes (Benefits to the IRL):

•  Project enhances concept for four regional restoration centers to address the needs of restoration practicioners in the  
    IRL, primarily as these pertain to available and ready supplies of restoration species such as filter feeders, shoreline plants  
    and seagrasses.

•  Project will increase knowledge of three important restoration species of seagrasses: Halodule wrightii, Ruppia maritima and  
    Syringodium filiforme, document best practices for raising seagrass species for outplanting to the IRL and enhance genetic  
    knowledge about each species.

B.  HABITAT PROJECTS

D. Deis
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Using Genetic Tools to Boost Seagrass Restoration Success in the Indian River Lagoon

Lead Organization and Partners: Mote Marine Laboratory, University of Florida, Florida Oceanographic
Society; Florida Atlantic University-Harbor Branch

Key CCMP Vital Sign(s): Seagrasses; Impaired Waters; Harmful Algal Blooms; Monitoring and Data; 
Science, Technology, and Innovation; Biodiversity

IRLNEP Contribution and Source: $   25,014 (IRL Council)

Partner Match: $   51,005 (34%)

Total Project Cost: $   76,019

Project Description:
Seagrass restoration in the IRL relies on donor material from  
seagrass nurseries. However, these nurseries lack information on the 
current genetics of their stock. In 2018, genetic analysis of the  
Florida Oceanographic Society seagrass nursery revealed  
unexpectedly low diversity, and we hypothesize that consistently  
favorable nursery conditions may lead to competitive exclusion, 
thereby reducing diversity and subsequent resilience. We will  
investigate the current genetic diversity of multiple nurseries and 
test methods for maintaining diversity in nurseries. This project will 
analyze the genetic diversity of seagrass donor material, the genetic 
diversity of natural seagrass meadows in the IRL, and novel tools for 
improving seagrass restoration success.

Key Outputs (Deliverables):
•  Genotype Halodule wrightii in nurseries.
•  Genotype H. wrightii throughout the IRL.
•  Analyze whether disturbances promote maintenance of genetic diversity.
•  Analyze how genetic diversity impacts H. wrightii stability.
•  Analyze how low-light priming impacts H. wrightii stability
•  Form new seagrass restoration research partnerships.

Key Outcomes (Benefits to the IRL):
•  Short-term: Provide practitioners and managers with information on seagrass genetic diversity and novel restoration    
    techniques for increasing seagrass stability and genetic diversity. 
•  Mid-term: Incorporation of results into seagrass management and restoration.  
•  Long-term: Increased seagrass restoration success and associated ecosystem. These services include enhanced water  
    quality, nutrient cycling, erosion control, carbon sequestration, and habitat and resources for endangered species and 
    fishery species.

B.  HABITAT PROJECTS

Experimental design for boosting restoration success and 
genetic diversity in seagrasses. Graphic: Mote Marine  
Laboratory.



C.  LIVING RESOURCES PROJECTS

IV.  FY 2024 Project Priorities and Expenditures

Harmful Algal Bloom (HAB) Monitoring

Lead Organization and Partners: University of Florida and Florida Atlantic University - Harbor Branch

Key CCMP Vital Sign(s): Harmful Algal Blooms, Impaired Waters, Monitoring and Data

IRLNEP Contribution and Source: $    150,000, (U.S. EPA)

Partner Match:        Not required

Total Project Cost: $    150,000

Florida Atlantic University and University of Florida will 
continue their efforts to monitor harmful algal blooms in 
the IRL.

Project Description:
Funding supports continuing IRL algae and cyanobacteria 
monitoring by UF, which monitors 5 northern and central IRL 
locations, and FAU-Harbor Branch, which monitors 5 southern 
locations. Monitoring is performed every 2 weeks. Collecting data on 
phytoplankton composition, abundance, biovolume, biomass, iden-
tification of HAB species and ambient water quality parameters is 
performed during each sampling. When HABs are detected, relevant 
state agencies and the IRLNEP are notified, species are identified to 
the lowest taxon possible and quantified.

Key Outputs (Deliverables):
Data collected are reported to the IRLNEP on a quarterly basis and distributed more widely as conditions require. 
Combined project data are used in developing quantitative models to define environmental parameters that contribute to 
HABs. Additional water quality data from St. Johns River and South Florida Water Management Districts are included in 
all models. Peer-reviewed manuscripts will be produced by both institutions for publication in scientific journals and 
presentation at conferences.

Key Outcomes (Benefits to the IRL):
Improved knowledge of current conditions throughout the IRL for resource managers, decision-makers and stakeholders. 
Improved modeling will assist in identifying the most relevant environmental drivers that trigger HABs and will inform 
efforts to ameliorate conditions where algal blooms can be initiated and thrive.
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Indian River Lagoon Biodiversity Inventory

Lead Organization and Partners: Smithsonian Marine Station at Ft. Pierce

Key CCMP Vital Sign(s): Biodiversity, Citizen Engagement

IRLNEP Contribution and Source: $    25,000 (U.S. EPA)

Partner Match: $   Not required

Total Project Cost: $   25,000

The IRL Species Inventory is a partnership between the 
Smithsonian Marine Station and the IRLNEP.

Project Description:
Project continues the update, continuing reorganization and 
refinement of information housed in the web-based Indian River 
Lagoon Species Inventory, developed by the Smithsonian Marine 
Station in partnership with the IRLNEP since 2000. Funding will 
expand the website’s capabilities to make use of new techniques in 
identifying and curating collections; maintain and expand the Species 
Inventory database; improve its functionality; and communicate its 
availability as a learning tool to students, resource managers and the 
academic community.

Key Outputs (Deliverables):
Continue to improve the functionality and update of the IRL Species Inventory; development and refinement of a data 
portal in Symbiota, an open-source content management system for curating specimen- and observation-based biodiversity 
data; quarterly and final reporting.

Key Outcomes (Benefits to the IRL):
Improved citizen knowledge, understanding and stewardship for the IRL and its species; preservation of existing informa-
tion in the Species Inventory; expansion that keeps focus on Lagoon biodiversity and continues to engage students, re-
searchers, resource managers and the public; addition of new records from recent technology 
advances and opportunistically; regional species information is shared to wider datasets. 



D.  HEALTHY COMMUNITIES PROJECTS

Technical and Grant Writing Support to Local Communities and Organization Partners

Lead Organization and Partners: IRLNEP, Natua Strategies, T. Pinney & Associates, Angie Brewer & Associates, LLC

Key CCMP Vital Sign(s): CCMP Implementation and Financing, Healthy Communities, Impaired Waters

IRLNEP Contribution and Source: $ 20,000 (U.S. EPA)

Partner Match: Not required

Total Project Cost: $ 20,000

Project Description:  

Three consulting companies, each with expertise and experience in 
particular focus areas, will assist the IRLNEP with capacity-building 
among the Program’s local government and community partners. 
As partners identify potential sources of funding for Lagoon- 
focused projects, IRLNEP will make research and grant writing 
assistance available at no cost as a means of assisting local  
communities, many of which lack grant-writing experience. This 
will expand the ability of local communities to develop competitive 
proposals that will position them for local government, state or fed-
eral grant funding for projects that restore and protect the Lagoon.

Key Outputs (Deliverables):  

•  Identification of new grant opportunities and potential revenue  
    sources for IRLNEP Stakeholders.

•  Provision, at no cost, of technical support and grant-writing  
    assistance to local governments and community partners.

Key Outcomes (Benefits to the IRL):  

•  Local governments and community partners will build their capacities for accomplishing IRL-focused restorations,  
    nutrient reductions, and education projects.

•  Professional grant-writing assistance provided to partners provides transfer of knowledge regarding effective  
    approaches to successful grant writing.

•  Increased revenues are secured for IRL restoration projects.

IV.  FY 2024 Project Priorities and Expenditures
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D.  HEALTHY COMMUNITIES PROJECTS

Project Description:  

Key Outputs (Deliverables):  

•  

Key Outcomes (Benefits to the IRL):  

•  

IV.  FY 2024 Project Priorities and Expenditures
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Priority Communities Restoration Projects

Lead Organization and Partners: TBD

Key CCMP Vital Sign(s): TBD

IRLNEP Contribution and Source: $    360,800 (IIJA)

Partner Match: $    TBD

Total Project Cost: $    360,800



E.  COMMUNICATE, COLLABORATE, COORDINATE PROJECTS

IV.  FY 2024 Project Priorities and Expenditures
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IRLNEP Small Grants Program

Lead Organization and Partners: IRLNEP, various community partners

Key CCMP Vital Sign(s): Citizen Engagement

IRLNEP Contribution and Source: $ 25,000 (IRL Council)

Partner Match: Not required

Total Project Cost: $ 25,000

The IRLNEP offers grants to community partners 
implementing small restoration or education programs 
focused on the IRL. 

Project Description:
Funding supports the IRLNEP in assisting small IRL projects 
between $500 – $5,000 that are based on IRL-focused community 
engagement and education, stewardship activities, water quality 
improvement, habitat restoration and science, technology or
educational activities related to the IRL and its restoration.

Key Outputs (Deliverables):
Project delivers a suite of small restoration and citizen engagement projects funded between $500 and $5,000, with a focus 
on community engagement, education focused on the IRL, stewardship and restoration activities and sciences/technology
activities related to restoration. IRL-focused education programs reach a broad spectrum of community groups, teachers, 
schools and non-profit organizations.

Key Outcomes (Benefits to the IRL):
Enhanced citizen engagement and knowledge of the IRL and its health issues, leading to improved support for stewardship 
and restoration of the IRL; improved habitat and water quality; enhanced student and citizen innovation, problem-solving 
skills, and increased knowledge of the local environment and actions that can be taken to help improve it.



E.  COMMUNICATE, COLLABORATE, COORDINATE PROJECTS

IV.  FY 2024 Project Priorities and Expenditures
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IRLNEP Technical Support of Conferences and Workshops

Lead Organization and Partners: IRLNEP, various community partners

Key CCMP Vital Sign(s): Science and Technology Innovation, Policy Considerations, CCMP 
Implementation and Financing

IRLNEP Contribution and Source: $  25,000 (IRL Council)

Partner Match:     Not required 

Total Project Cost: $  25,000

The IRLNEP provides support for conferences, 
workshops, and events focused on the IRL.

Project Description:
The IRLNEP will continue to assist science and community
partners in developing and delivering high-quality conferences, 
workshops, symposia and public events that are aligned with CCMP 
priorities. Annual events supported through this project include, but 
are not limited to, the FAU-Harbor Branch IRL Symposium, 
Daytona State College’s ShORE Conference, technology conferences, 
and the IRL Envirothon. Funding may also be provided to IRLNEP 
partners to support small, local events pursuant to available funding.

Key Outputs (Deliverables):
Successful implementation of conferences and workshops focused on the IRL and the issues affecting its health. Provision 
of technical support to build capacity for high-quality events that align with CCMP priorities and IRLNEP programs.

Key Outcomes (Benefits to the IRL):
Expanded community outreach and education to better-inform stakeholders, citizens and resource managers about the
IRL and its continued health challenges. Advancing the IRLNEP mission and leverage available funds efficiently.



E.  COMMUNICATE, COLLABORATE, COORDINATE PROJECTS
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State of the Indian River Lagoon Technical Report - Year 5

Lead Organization and Partners: Applied Ecology, Stetson University, Florida Institute of Technology, University 
of Central Florida, Florida Atlantic University-Harbor Branch, Marine Resources 
Council

Key CCMP Vital Sign(s): State of the Lagoon, CCMP implementation, Monitoring and Data

IRLNEP Contribution and Source: $    76,125 (U.S. EPA)

Partner Match:       Not required

Total Project Cost: $    76,125

The State of the Lagoon Technical Report informs updates 
of the IRLNEP Comprehensive Conservation and 
Management Plan.

Project Description:

Funding for this vital, multi-year effort will generate a  
comprehensive State-of-the-IRL technical report (patterned after 
the Narragansett Bay Estuary Program’s State-of-the-Bay Report). 
Applied Ecology will work with IRLNEP Management  
Conference partners and Program staff to acquire data and  
synthesize it into a technical report that includes all relevant issues, 
maps, and other reporting criteria that illustrate the state of the IRL 
and the key elements that challenge its health.

Key Outputs (Deliverables):
Development of a strategic process to enlist and engage the IRLNEP Management Conference to participate in this 
initiative; creation of a multi-disciplinary IRLNEP task force to guide and vet the plan throughout its development; advise 
on the final report, and assist in defining issues and priority areas for future work; identification of available data and data 
gaps, synthesis of available data and development of the work plan; draft digital library of data sources, priority needs 
indicators, list of essential data needed within issue categories.

Key Outcomes (Benefits to the IRL):
Development of the State-of-the-Lagoon technical report will inform future CCMP refinement and implementation by
providing direction for the development of future initiatives and Program priorities; increased communication among 
resource managers and the scientific community, leading to improved applied research and resource management; 
monitoring and data development needs will be prioritized among relevant agencies, local partners and other stakeholders; 
restoration, stewardship and policy-making will be enhanced by the delivery of leading-edge, forward-thinking scientific 
information that is usable among a variety of disparate groups.



E.  COMMUNICATE, COLLABORATE, COORDINATE PROJECTS
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IRLNEP Brand Activation and Communications Support

Lead Organization and Partners: IRLNEP, IDEAS, Firefly Group, Brandt Ronat Co., O’Hara Communications,  
Diversity of Thought, Inc.

Key CCMP Vital Sign(s): Citizen Engagement, CCMP Implementation and Financing

IRLNEP Contribution and Source: $    166,000 ($117,000 US EPA; 49,000 IIJL)

Partner Match:       Not required

Total Project Cost: $    166,000

Communications partners support IRLNEP outreach and 
communication efforts, produce audio, video, print and 
web products to help inform and educate stakeholders.

Project Description:
Strategic communication with IRL stakeholders and partners is
essential. Funding supports continuation of a social media and brand 
activation strategy that raises the profile of the IRLNEP and its role 
in remediating issues affecting the IRL. Included in this project are 
web and social media communication enhancements; a suite of web 
videos to be shared widely throughout the lagoon community;  
development of a diversity strategy and task force for enhanced  
communication and relationship-building with under-served  
communities; and production and layout of public-facing documents 
to be shared with the Management Conference and the Lagoon  
community of stakeholders and partners.

Key Outputs (Deliverables):
•  Execution of a layered, comprehensive social media strategy to build audience and continue brand activation efforts.

•  Production of videos to engage audiences, personalize the IRL, and convey the value proposition of the IRLNEP.

•  One Lagoon website content and functionality will be reviewed and updated to ensure that the website provides an  
    optimal user experience and access to information.

•  Development of a diversity and inclusion strategy and task force to enable the Program to build relationships with  
    under-served communities in the watershed and better assist them with grant-writing assistance and technical support to    
    address water quality issues.

•  Publications assistance with design and layout of documents for print and web publication.

Key Outcomes (Benefits to the IRL):
•  Enhanced brand recognition throughout the IRL watershed.

•  Communication of a value proposition for the Program that expands funding from federal, state and local government     
    sources for IRL-focused restoration projects. 

•  Improved awareness and a better-informed community of stakeholders and partners.

•  Consistent or improved public support for IRL restoration projects and programs. 
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Community Engagement Coordinators

Lead Organization and Partners: IRLNEP

Key CCMP Vital Sign(s): Citizen Engagement, CCMP Implementation and Financing

IRLNEP Contribution and Source: $    196,875 (U.S. EPA)

Partner Match:       Not Required 

Total Project Cost: $   196,875

Community Engagement Coordinators will provide 
communications, education and intergovernmental 
support for Lagoon communities.

Project Description:
To garner well-informed public support for long-term solutions to 
IRL problems, increased public engagement efforts must occur. The 
IRLNEP will onboard 3 additional staff devoted to implementing 
additional projects and programs to improve public engagement, 
strengthen partnerships, improve the visibility of the Program and 
maintain focus on the issues impacting the IRL. These staffers will 
cover individual regions of the IRL, north, central and south, and 
be responsible for representing the Program at public meetings and 
events, and provide technical assistance as needed to community 
partners. 

Key Outputs (Deliverables):
Routine duties of these staff members will include: attending public meetings, conducting public presentations and 
workshops, giving invited presentations to community groups and citizens; engaging with traditional IRLNEP audiences 
and connecting with new and under-served stakeholder groups; ensuring diversity and inclusion are considered in IRLNEP 
programming and grant funding; coordinating and participating in community events; conducting adult programs (kayak 
trips, walking tours, photography workshops) to allow adults unique IRL experiences they may not ordinarily access; 
coordinating with government, agency and non-profit partners to assist in implementing their projects and programs, 
sharing information, and providing technical assistance as needed; developing and implementing citizen science programs 
and volunteer programs in association with IRLNEP partners; coordination with teachers in developing curricula for vari-
ous grade levels and ensuring alignment with current educational standards. 

Key Outcomes (Benefits to the IRL):
Raising the visibility of the IRLNEP; improving public awareness about the Lagoon and its issues; fostering a sense of 
stewardship for the Lagoon; personalizing the uniqueness of the Lagoon, even among non-users; and increasing 
understanding of the Lagoon as a driver of the regional economy. As public understanding and support increases, this 
well-informed citizenry will drive public support and political will for funding the much-needed infrastructure 
improvements and projects that will return the IRL to health.



E.  COMMUNICATE, COLLABORATE, COORDINATE PROJECTS
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CCMP Project Inventory and Prioritization

Lead Organization and Partners: IRLNEP, Tetra Tech, Inc.

Key CCMP Vital Sign(s): Impaired Waters, CCMP Implementation and Financing

IRLNEP Contribution and Source: $    15,000 (U.S. EPA)

Partner Match:       Not Required

Total Project Cost: $    15,000

The IRLNEP projects listing will be updated and prioritized 
to help focus funding to projects with the largest impacts. 

Project Description:
With contract support, the IRLNEP will update and prioritize the 
CCMP projects list developed in association with the CCMP update. 
This living document will provide guidance to the Program of 
priority needs and which types of projects will provide maximum 
reductions in nutrients and other pollutants affecting the IRL.

Key Outputs (Deliverables):
Contact with community partners, local and state government entities to update their project priorities with respect to 
water quality, stormwater and wastewater projects currently being planned for on a 5-year planning horizon. Once the 
complete list is obtained, the list will be prioritized, with projects of the most significant importance being placed higher on 
the list. 

Key Outcomes (Benefits to the IRL):
A prioritized projects listing will assist the IRLNEP and its partners in maintaining focus on the highest priorities for water 
quality and habitat restorations that will efficiently utilize limited resources on projects having the biggest environmental 
impacts. As these projects are implemented, water and habitat quality will be improved.
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U.S. EPA Mandatory Travel for NEP Fall Tech-Transfer and Spring NEP Directors Meetings

Lead Organization and Partners: IRLNEP

Key CCMP Vital Sign(s): CCMP Implementation, Policy Considerations, State of the Lagoon

IRLNEP Contribution and Source: $   10,000 (U.S. EPA)

Partner Match:      Not required

Total Project Cost: $   10,000

EPA travel funds are provided to help ensure technology 
transfer and communication among the 28 National 
Estuary Programs.

Project Description:
Funding supports mandatory travel requirements for IRL Council/ 
IRLNEP staff travel to Washington, DC for week-long EPA
National Estuary Program Spring workshop and NEP Fall Tech- 
Transfer meetings. Both meetings are scheduled in association with 
the Association of National Estuary Programs Board of Directors 
meeting.

Key Outputs (Deliverables):
Sharing of best practices, new policies, technology innovations, success stories and lessons learned among the twenty-eight
National Estuary Programs.

Key Outcomes (Benefits to the IRL):
Sharing of best practices and technology transfers build a nationwide base of knowledge and experience to guide protection, 
restoration and stewardship of all estuaries throughout the U.S. and its territories.



V.  FY 2024 Program Administration and Implementation

FY 2024 IRLNEP Program Administration Costs:

Salaries and Benefits (IRL Council):
          5 FTEs, benefits for 3 EPA-funded FTEs

$   669,020

Facilities Expenses (IRL Council): $    40,500

Administrative Costs (IRL Council):
          Office supplies, printing, insurance, dues, licenses, capital purchases, etc.

$    71,000

Administrative Services (IRL Council):
          Accounting and business services, legal, auditing, etc.

$  123,405

Total Budgeted Expenditures: $   903,925
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The Indian River Lagoon National Estuary Program works to ensure the IRL is the  

healthy heart of connection between six counties, 38 cities, 1.6 million people, an  

economy valued at $7.6 billion annually, and more than 40% of Florida’s East coast.

NON-REGULATORY     SCIENCE-BASED     CONSENSUS-BUILDING

E. Gill

D. Hansen FAU-HBOI FOS

1235 Main Street   •   Sebastian, FL  32958   •   321-536-6039   •   www.onelagoon.org

This Indian River Lagoon National Estuary Program publication was developed under Assistant Agreement No. 00D36215 awarded by the U.S. Environmental 
Protection Agency.  It has not been formally reviewed by EPA.  The views expressed are solely those of the IRL Council and EPA does not endorse any products 

or commercial services mentioned.


